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MANAGING VOLUNTEERS
Recruiting and Nurturing Awesome Volunteers
In Women’s Ministries, when and where and how do we use volunteers? As much as possible we believe that Conference, Union, and Division directors should be regular departmental directors elected by constituency meetings or executive committees. They should be paid just as other departmental directors are. The directors should sit on the Conference and Union committees and serve with support and accountability. But even paid directors need volunteers. These volunteers are especially needed for Women’s Ministries to be able to conduct retreats, camp meeting presentations, or other special ministries.
Other than the church pastor, and perhaps a paid secretary, almost all who serve at the local church level are volunteers. Our church would be able to accomplish almost nothing if it were not for volunteers who use their God-given gifts in ministry to the Lord. The Women’s Ministries director in the local church is a volunteer. She will not be serving for pay, although she should be given a budget. She should have a committee—volunteers—to work with her. And for almost any program or ministry there will need to be more volunteers. At the local church level there should be women who are willing to lead out in a Bible study group, women who will lead a prayer group, women who will lead other ministries such as abuse support, evangelism, Women in Touch, literacy—whatever the needs are in your local congregation and community. Women who believe in ministering to and for other women are needed.
Consider these quotes from Ellen G. White; she was talking to the women of the church who were working as volunteers:

(OH-1, PP 2/3)
(Women can be the instruments of righteousness, rendering holy service.  It was Mary that first preached a risen Jesus. ...If there were twenty women where now there is one, who would make this holy mission their cherished work, we should see many more converted to the truth.  The refining, softening influence of Christian women is needed in the great work of preaching the truth.( 
— Evangelism pp 471, 472.
(OH-2, PP 4)
(When a great and decisive work is to be done, God chooses men and women to do this work, and it will feel the loss if the talents of both are not combined.(                                      —Evangelism, p. 469.
(OH-3, PP 5)
The Lord has a work for women as well as for men.  They may take their places in His work at this crisis, and He will work through 
them . . . . They can do in families a work that men cannot do, a work that reaches the inner life.  They can come close to the hearts of those whom men cannot reach.  Their labor is needed.  



(Ellen G. White, Welfare Ministry, page 145.
How Do You Find Volunteers?

How does one get women to help with Women’s Ministries and the other ministries of the church?

Recruiting volunteers is never an easy task!  The frustrations of many leaders are finding, training, and motivating volunteers.  Finding the right volunteers can be tough.  Those who are willing are not always skilled.  Moreover, those who are outstanding often times say no.  However, we need not be discouraged.  Instead, continue to be on the lookout for volunteers at all times.  

(OH-4, PP 6/7)
A 1991 survey of over 100 children’s pastors and children’s ministry directors in large city churches were asked, “What is your greatest need or the greatest problem you face in your ministry?”  Sixty-two percent of them said, “Recruiting leaders!” And we would add, even helpers!
Characteristics of a Good Volunteer
(OH-5, PP 8)
Adults who are willing to work have different talents and gifts.  Some can fit right into the task while others require more training.  However, there are some basic characteristics that are needed in volunteers such as:
· Having a teachable spirit
· Showing flexibility
· Having the desire to be a team player 
· Being dependable
· Exhibiting enthusiasm! 
The Basics of Recruitment 
(OH-6, PP 9)
One of the best ways to begin finding volunteers for any ministry—for any area of the church—would be for the church to study and understand spiritual gifts. Part of that process would be to take a spiritual gifts inventory. Women’s Ministries has an excellent seminar for this; it is a part of Level 3 of the Leadership Certification program, but is available separately as well. Once women know their spiritual gifts, they should be more willing to volunteer because they can know they will enjoy their work more as they will be working in the area of their strengths. You see, many women are not involved because they think they have no gifts. The fact is that every church member has at least one gift.
What to Do First?

(OH-7, PP 10)
Pray—this is an important step—to pray that God will lead you to the right person who is willing to serve.  Prayer and recruitment go hand in hand.  As a recruiter, we are only God’s instruments.  

Then, once women know their gifts, and before you begin looking for individuals to help you in leading your ministries and activities, it is vital that you follow these steps:
· Define your areas of need—do you need a program leader? A prayer coordinator for small groups? Someone to manage the budget? A retreat coordinator? Someone to serve on a committee?  Which programs require more volunteers?  How many volunteers will you need? 
· Develop an accurate job description—a job description for each volunteer position is critical for successful recruitment.  People want to know what will be expected of them.  They want to be held accountable.  They take pride in doing things well and supporting and accomplishing goals.
· Have those who themselves have served or witnessed interesting ministries talk about their experiences up front in church—this can inspire others in the congregation to want to join the team of volunteers.
· Keep the membership of your area—church, Conference, or Union—informed: personal announcements, posters, news stories, et cetera. These can keep the members of the church aware of the need of volunteers.
· Conduct interviews—discuss any questions or concerns related to the position or the job description.  Ask them about previous experiences they’ve had, whether good or bad. Find their passions and put them to work!
Methods for Recruiting Volunteers

(OH-8, PP 11)
When you are ready to start your recruitment of volunteers, be creative—try different methods of convincing people to serve.  Try the following methods:
· Public-appeal method—standing up in the pulpit to appeal to the congregation for volunteers.  
· Telephone method
· Volunteer-recruiters method—this is one of the most effective methods of finding new volunteers.  Having an already experienced and passionate volunteer to recruit his/her friend to help out is far better because relationship counts a great deal.  The person being recruited has probably seen how his/her friend has been excited about serving and it may take just a little “talk” to convince him/her to join.
· Come-and-find-out method—this is a hands-on experience which is also effective for recruiting.  The potential interests are invited to come and see for themselves how specific programs are conducted, thus giving them first hand experience of whether they can assist with their talents and gifts.

· Church-leadership method—this is the traditional way of having a leader of the church speak with those whom the church see as potential volunteers.

· One-to-one method—personal contact on an individual basis proves to be more effective than an overall appeal in the church.  People who know us are more likely to respond to our asking.

The Team Approach 

(OH-9, PP 12/13)
The foundation of Jesus’ approach to working with volunteers is the team approach—even if that team is no more than two people.  Scripture is clear that it is not good to be alone.  Ecclesiastes 4:9-12 says, 
“Two are better than one, because they have a good return for their work:  If one falls down, his friend can help him up.  But pity the man who falls and has no one to help him up!  Also, if two lie down together, they will keep warm.  But how can one keep warm alone?  Though one may be overpowered, two can defend themselves.”

So if a team approach would make their jobs easier, it is worth implementing.  Organizing volunteers into teams can also benefit your overall ministry.  Here’s how:
(OH-10, 14/15)
· Teams provide balance and cross-training—volunteers build on each other’s strengths.
· Teams improve planning and follow-up—leaders can present an idea and let his team members attack it, probe it, and make suggestions.  Then everyone owns it and can follow through well in implementation.
· Teams generate energy among volunteers—team effort multiplies the individual thrust, provides the impact of sheer numerical strength and supplies power in attacking a single target.
· Teams provide opportunities for leadership training—team participation provides opportunities for potential leaders to try out their skills at leading, planning, and coordinating.  
Shepherding Through Teams

One of the most important things a leader can do is take care of her volunteers. Make sure they know they are important and needed. Help them develop their skills. Mentor them. Some day they may be able to take over as leader and you can go on to bigger and greater things—or even take a little rest. 

In one Conference that has huge retreats—four to five a year with several thousand in attendance, and in several languages—the director depends a great deal on volunteers to help out many hours; they work hard! The director says that she feels her most important job is to take care of her committee, and they in turn take care of the ministry. And they all look good. 

The shepherding approach to volunteer management is structured for relational ties.  Volunteers are not just handed their assignment, given a deadline, and left to their own devices until the next recruiting phase.  Instead, volunteers must be nurtured, motivated, encouraged, and equipped as fully-functioning, valued team members.  

It is important to structure your ministry into shepherding teams.  The Women’s Ministries leader directly shepherds the team leaders, who then shepherd the volunteers on their teams.  Organize your team on a structural chart as below:

[image: image1]
Managing a team of volunteers requires that leaders understand human needs and practice the following principles:

(OH-11, PP 16)
· MOTIVATION 
In the area of motivation, Barnabas is an excellent example.  The name Barnabas means “encourager.”  Barnabas was a mentor, encourager and shepherd for many of the leaders in the young Christian church.  Barnabas consistently gave to meet needs (Acts 4:36-37), believed in others (Acts 9:26-31), and built up the church (Acts 11:22-26).  
Some good pointers to follow:
· People thrive on encouragement 
· Use 90/10 rule with volunteers:


give 90% encouragement


give 10% correction
· Point out ways God is using their gifts
(OH-12, PP 17)
· COMMUNICATION
What binds a group together is communication.  How can your team communicate more effectively with one another?  
Use these keys to communication.
· Give advance notice to key leaders and the entire group—allow input and time to adopt new plans and ideas.
· Use repetition—most people need to hear information four to six times in order to understand and recall it.  Make use of written and verbal opportunities to communicate with your volunteers.  Use postcards, newsletter, fliers, etc.
· Create a handbook—helps clarify policies for your volunteers. (This might apply particularly at Conference or Union level).

(OH-13, PP 18/19)
Customize your handbook to include:
· your ministry’s philosophy
· church policies and procedures
· location of materials
· contact people and phone numbers
· training times and locations
· team meetings

· birthdays of your volunteers 
· special articles to read

· EMPOWERMENT
Letting go and empowering volunteers can be difficult because it involves giving up control.  “How can I let others run Women’s Ministries?  They may not do as well as I would do.”  Effective leaders and managers must give up control and delegate responsibilities to volunteers.  This helps people to grow.  When you delegate, you not only develop leaders, but you also discover them.  
(OH-14, PP 20/ 21)
Follow these guidelines to good delegation:
· Determine what you should and should not delegate.
· Delegate meaningful responsibilities to volunteers.
· Give volunteers the authority to carry out their task.
· Monitor the delegated task.
· Promote volunteers into places where they shine.
· Train potential volunteers as possible successors in your ministry.
(OH-15, PP 22)
· SUPPORT
· The greatest support you can give your volunteers is to understand their situations and constraints.
· Encourage spiritual growth.
· Provide easy and effective resources.

· Create a resource library for volunteers. 
· Set up a teacher’s lounge for volunteers. 
· Reward your volunteers.
(OH-16, PP 23/24)
· ACCOUNTABILITY
· Give feedback to volunteers on a regular and expected basis.

· Conduct “exit interviews” with volunteers who resign—leaders aren’t always clear on why volunteers no longer want to volunteer.  But pray with them and lovingly find out the reasons. It can help you avoid future problems and resignations. 

(OH-17, PP 25/26)
· CELEBRATION
· Show the good things that are happening in your volunteers’ ministry.

· Print updates in weekly church bulletin, newsletter, Conference and Union papers.
· Have the pastor pray for the volunteers.

· Post pictures of ministry events on bulletin board. 
· Present a video in the church that contains clips from various ministries.

· Honor your volunteers publicly, perhaps in a church service. 

Areas of Training Expectations

Training volunteers can be a tricky business.  Some volunteers may take offense at the idea that they need to be “trained.”  Many times we think training is for the new volunteers who are just “learning the ropes.”

However, Scripture is clear on the importance of teaching—even for the seasoned volunteers.  It is critical to give volunteers the training they need to be successful.  Before you begin, you will want to ask yourself three questions and set your training standards in these three areas:
(OH-18, PP 27)
· What does each volunteer need to know?
· What does each volunteer need to do?
· What does each volunteer need to be?

(OH-19, PP 28/29)
What does each volunteer need to know? She needs to:
· Know her Spiritual Gift(s).

· Be well acquainted with the mission statement.

· Read and understand our church’s doctrinal statement.

· Know how to pray. 
· Have an understanding that God wants women involved in the mission of the church.

· Take the Leadership Certification seminars if at all possible.

· Understand Titus 2:3-5 and the importance of mentoring women of all ages.

(OH-20, PP 30)
What does each volunteer need to do? She needs to:
· Have faith in Christ as his/her Savior.

· Spend time in God’s Word regularly.

· Have a consistent prayer life.

· Have a passion for serving women.

· Articulate her faith. 

(OH-21, PP 31)
What does each volunteer need to be? She needs to be:
· Passionate for serving women.
· Growing in Christian character.

· Filled with the fruit of the Spirit.

· Committed to God’s purpose of bringing people into the family of God and teaching them to grow. 
Suggested Three-Step Training
(OH-22, PP 32)
1. Tell why scripturally—help volunteers to understand what the Bible really says about women and how Jesus included them.
2. Keep them going—providing regular feedback and encouragement for their good work or improvement can go a long way to keep them going on the job.
3. Get them to train others—providing opportunities for the more seasoned and experienced volunteers to train and mentor others helps to produce many more volunteers.  Moreover, it gives the experienced volunteer a sense of accomplishment and satisfaction as she shares her skills and passion with new volunteers.

Affirmation for Volunteers!
(Note to presenter: Direct the audience’s attention to the list in their handout).

Affirmation of your volunteers will go a long way to keeping your volunteers and encouraging others to volunteer. Regular employees are motivated by affirmation—think how important it is for volunteers! Appreciation does not have to require a great deal of money or a great deal of time, but it does take thought. Here are some ideas to help you let your volunteers know that their ministry to you and to the church is valued.
1. Organize appreciation events—public events to honor volunteers—Volunteer Appreciation Month, or special public affirmation during the Women’s Ministries Emphasis Day.
2. Birthday ideas—are an opportune time to let even the most stoic volunteer know that they are special.
3. Thanking families—write letters or have a party or get-together to thank family members who have helped and supported the volunteers during their ministry. Many husbands are especially helpful and should be recognized and thanked. 
4. Say thanks for things others may take for granted.
5. Match the reward to the person.
6. Match the reward to the achievement.
7. Be timely and specific.
8. The appreciation ideas should encompass variety.
9. The appreciation should be highly public.
10. The appreciation rewards/ideas should have a short life span and be changed frequently.
11. The appreciation should reflect Women’s Ministries values and strategies.
12. Personally congratulate employees who do a good job.
13. Write personal notes about good performance.
14. Write 5 or more Post-it notes thanking the person for a job well done and hide them among the work on her desk or among her ministry materials.
15. Buy lunch for the person and 3 other volunteers of her choice.
16. Arrange for the volunteer to have lunch with the Conference, Union or GC Director or Associate when she is in the area.
17. Make a thank-you card by hand.
18.  Present the person with balloons at church—people will ask why they have balloons and they will have the opportunity to share that they are being appreciated.
19. Find out the person’s hobby and give an appropriate private gift.
20.  Buy the person something for his or her child.
21.  Send an E-mail acknowledgment.
22.  Give the volunteer a chance to represent the department at a national event of her choice.
23. Give her a coupon for a massage, a facial, or manicure.
24. Volunteer to do another person’s least desirable work task for a day.
25. Bake a batch of chocolate-chip cookies for the person. 
You have volunteered, and you may be volunteering right now. Thank you so much for what you are doing, for using your Gifts, for making a difference. If you treat others the way you would like to be treated, you should be a success!
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