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time or another, each of us
has probably been over-
whelmed thinking about all
that we have to do in order
to be true to the Gospel.
These feelings intensify
when we are tempted to
dwell on our personal short-
comings, or on obstacles
others put in our path. But
we must never despair! The
Lord will make sure His
work will be done. With
faith in hand we help our-
selves by taking time to
reflect on all the good efforts
accomplished by ourselves
and others.

There are many big and
little victories—"signs of
hope”—we have only to look
and then to tell each other.
We invite you to send us
word about the “signs of
hope” in your diocese.
Meanwhile, take a look at the
following stories which are
sure signs of hope.
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‘'Volunteers—Steady Signs

of Hope in the Church

Thérése Bermpokl

! =a~ -y olunteers are sure signs of hope !

", |/ inthe Church. They are theones |
" “on the front lines,” generously |
carrying thebulk of servicein the Church. '
We see them teaching parish religion !
classes, praying in front of abortion clin- |
ics, feeding the hungry, and even hold- |
ing bake sales to raise money for build- |
ing renovations. They work for love of |
God and for love of Church. Despite the -
great volume of

1) The ministry’s job is not clearly de-
fined.

(That is, the amount of skill and time
needed for specific jobs is not spelled
out.)

2) Various organizaﬁoﬁal forms—such
as “time and talent sheets”—are not
used properly.

(When people are asked to fill out
information sheets
listing their gifts

tasks that existin

and talents they ex-

theChurch, there

is a vast pool of

pect to get a re-
sponse. When no

individuals out

therejust waiting
for the chance to
help, to volun-

follow-up is at-
tempted, they geta
clear message that

el their talents are of
C little or no use. A
Real'lz‘mg that word to the wise—
TW;E?MS don’t have people
IOWRACHAINELY fill out forms if you
unique require- arenotgoingtouse
ments, still, find- them! )

ing new volun-
teers is essential to the life and health of |
your program. Part of the solution to |
this enduring problem may be just a
matter of devising a new and effective
recruitment strategy. As hard as that |
may be for some to believe, it's possible. -
Your new strategy can service the needs |
of NFP ministry by interfacing them with |
the talents and gifts of those who are
looking to volunteer. :
In How toMobilize Volunteers, Marlene |
Wilson helps to answer some of those |
questions concerning how to begin or

| how to parlay an existing ministry intoa
| successful volunteer program. Using |
. the typical Church program as a model, |

- Wilson cites the following reasons why !
. people are reluctant to volunteer:

3) Those in charge don’t delegate.

4) Leaders are more interested in fill-
ing jobs with warm bodies than
matching talents with specific jobs.

5) People stay in one job for too long
and burn out.

Take time out of your busy schedule
to reflect upon your NFP program in

- lightof the above points. Ask yourselfif

any of these problems might be appli-
cable to your program. If you realize
that you have one or two of these weak-
nesses, don’t give up! You can address
such shortcomings and overcome them.
Wilson devised several suggestions to
help. She begins by noting that strong

- leadership is key. But “strength” does

. not mean “oppression.” Good leaders
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Marlene
Wilson lists the
following top
reasons why

people
volunteer:

TO BE NEEDED

TO SUPPORT
THE CAUSE THEY
BELIEVE IN

TO HELP OTHERS
AND MAKE A
DIFFERENCE

TO LEARN SKILLS
& USE WHAT
THEY HAVE

TO BELONG TO
A COMMUNITY/
TO KEEP FROM

FEELING LONELY

TO STRENGTHEN
THEIR SELF-ESTEEM
& TO BE AFFIRMED

TO GROW IN
FAITH & GOD-
GIVEN GIFTS

{Continued from p. 5)
need to delegate and allow others to get
involved. An effectiveleaderisonewho
enablesothers, fostering theirindividual
gifts. A wise leader is aware of his/her
own talents and abilities and is consid-
erate of all the people connected to the
program. This last point, that of being
considerate, canattimesbecomea “trap”
to even the strongest leader. Wilson
says that one of the most common rea-
sons leaders refuse to delegate certain
tasks is because they
find a particular job
unpleasant. They fear
“pawningoff” theun-
pleasant task on an -
unsuspecting volun-
teer. They prefer just
to do it themselves.

When asking
volunteers about
their talents listen
and watch. When

work as “ministry.” Attitudes must
change so that jobs can be viewed as
ministry . Thisisespecially importantin |
NFP ministry where volunteers often
work amidst great obstacles. Your NFP
program can buffer or work to alleviate
the weariness of volunteers by lettingt
them know they are valued. One word
of warning; when people invest them-
selves in work which is viewed as min-
istry they must still be encouraged to
maintain a certain
“detachment.” Forex-
ample, if a task
changes hands, the
one “letting go”
should see it as an
opportunity to allow
another to “share”

However, studies fhey hghi up, that his/her gifts. This is
show thatin all prob- . il d nothing other than
ability what is one 1S usuaiy a g0o fostering the virtue of
person’s least favor- indicator of oifts, generosity inprogram
ite job, will be f8i life. In this way, the

another’sfavorite. So,
be open about the variety of tasks in
your program and let people decide for
themselves if they can take them on.
Motivation is also very important to
any volunteer program. Marlenequotes
from David McClelland and John
Atkinson’s book, Motivationand Organi-
zation Climate, which focuses on 3 fac-
tors which most affect how people are
motivated: the need for power, achieve-
ment, and affiliation. The authors note
that all three factors can be positive
when used for the good of the commu-
nity. For example, achievers are always
ready for a challenge, they are best at
organizing programs and solving prob-
lems. Affiliators, on the other hand, are
task-oriented and enjoy working with
people. Power motivators are movers
and shakers who can raise money, nego-
tiate, and hold the group accountable
foritsactions. The trick is to match tasks
with people. The bottom line for your
program, however, is the faith factor.
Weall know that the greatestmotiva-
tor for Church people is their faith. Itis
therefore imperative that leaders help
volunteers to view their jobs as expres-
sions of their faith. Inshort, to view their

temptation to “pos-
sessiveness” or “turf wars” can also be
side-stepped and peacecanreigninyour
program.

Program environment also plays a
strongrolein attracting volunteers. The
atmosphere you set in your program
should be conducive to fostering open-
ness. Here are some questions to ask
yourself as you strengthen your pro-
gram: Are volunteers made to feel wel-
comed? Do volunteers feel part of the
team? Are conflicts handled with care
or are they ignored? Do clients and
others in the Church thank them prop-
erly? Do volunteers feel supported?

Marlene Wilson worked for seven
years placing & recruiting volunteersin
various organizations. Whenever she
and her colleaguesasked volunteers why
they left previous positions they usually
cited the following reasons: “I didn’t
know what was expected of me”; “I
didn’t have a job description”; “Ididn’t
know who I was responsible to, so 1
never knew who to go to with problems
orideas”; “No one ever said whether or
not what I was doing was helpful”; and
“T was asked to do moreand moreand I
just got burned out.” Over the last ten
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years leaders in the field of volunteerism !

have tried to address these problems and
|)havecome up with somesolutions. Good
management skills are at the basis of a
good volunteer program. These skills

include taking a careful look at: recruit- -

ment; creating new program strategies;
periodic evaluations; and affirmation.

“Recruitment”
Recruit and interview with care.

Never tell someone that he/she is your

“last hope.” Allow people to say “no”
gracefully. When attempting to con-
vince someone to take on a particular
position, make the request as personal
as possible and avoid guilt techniques.
You might try setting up file folders
with job descriptions, clearly listing the
name and phone number of the appro-
priate contact person. This way poten-
tial volunteers can simply drop by the
office and easily scan for jobs they might

beinterested in doing. Interview people |

carefully listening to what they have to

say. Encourage them to talk about their -

interests, skills, and feelings about get-
ting involved. Try to ask open-ended
questions, sum up what they say and
wait for clarification. Be sure to give
people direction. Make use of talent
sheets and ask the right person for the
rightjob. Try to getback to them within
ashort period of time (e.g., three weeks).

“Creating New

Program Strategies”
When you can, recruit before you
plan new program strategies. Remem-

ber people are committed to plans they |
make. When people are part of the |

planning process they take ownership.

Hold “brain-storming” meetings with

your staff. Ask yourselves basic ques-
tionslike, “Whereare wenow, and where
do we want to go?”, etc. Setgoals (why)
and objectives (how). Devise a plan of
action (who, what, when, how—includ-
ing a budget.) Organize but, again, try
not to recruit before designing jobs.

“Periodic Evaluations”

Review positions at the end of each
year. Break down weighty jobs and
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allow dull jobs to grow. For example,
. permit the person who files to set up
' his/her own filing system or let the per-
- sonwhotypes the newsletter also gather
. the news and information. You can
even set up new positions to reflect the
| talents of new people. Allow volunteers
' to be creative—of course within limits.
" Lose phrases like “we always” or “we
never.” When you perceive that you
' havematched someone to the wrongjob
the person in charge needs to either re-
| train the volunteer or move him/her to
' a position better suited to his/her gifts.
- Demonstrate that people are as impor-
 tant as programs. When asking volun-
- teersabout their talentslistenand watch.
. When they light up, that is usually a
. good indicator of gifts. Affirmeveryone
. working with you. Encourage volun-

| teers to be open with you. When they |

' feel a job is over their head allow them
- the freedom to say so.

Hold yourself and volunteers ac-
- countable to the goals of your program.
Having a job description for bothof you
 helps. If you notice that someone is not
- doing a good job then review the job
- description with him/her and clarify
| the problem. If the volunteer is still not

' doing their part—let them go. Periods |

- of evaluation with documentation
' (forms) can facilitate this. It's a chance
' to say “well done” and the opportunity
. to note the need for improvement. The

feelings and comments of volunteers
: are valuable. Using both objective and

' subjective evaluations can help you de-
- cide whether to add, drop, change, or |

- keep programs

- Affirmation”

 interviewed and assigned tasks appro-
' priate to their skill levels. They need to
' be involved at the planning stages of
- programs whenever possible. They also

P S

Volunteers need to be more carefully
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According to a gallop
poll 41-45% of all
volunteers in the

United States and

Canada were male
and 33% of Americans
volunteered on a
regular basis in 1981.

(Wilson, p. 87)

| paper will go a long way. When you
can, reimburse them for out of pocket
expenses—remember, the program
should make sacrifices as well as the
. volunteers. Recognize birthdays, anni-
- versaries, send Christmas cards. Pro-
. vide child care services to parent of
- young children. Write thank you notes,
- etc. Hold an annual recognition dinner
- and honor your volunteers with all sorts
' of awards. Above all, plan special
- Masses, worship services, or retreats
- around their ministry.
Finally, no ministry is complete with-
- out prayer. Remember to pray for your
| ministry and your ministers! Pray to-
 gether as a staff. Get a team of people
together at different parishes who will
pray for the well being of your pro-
- gram, Never under estimate the power

- of prayer!

~ You may want to get a copy of
- Marlene Wilson’s book, How to Mobilize
' Church Volunteers (Minneapolis, MN:
Augsburg, 1983). It is informative and
. has some helpful diagrams which can
 facilitate your thinking. Hope this has
been helpful. May God bless you and
- your ministry abundantly! B

' need to receive recognition and to be |

- valued as team members. Signs of grati-
- tude such as publishing a list of people
' whovolunteer for your program—teach-
| ers, witnesses, consultants, baby-sitters,
- and secretaries—in the diocesan news-

| Thérése Bermpohl is the administrative aide of
' the DDP|NFP. She has volunteered for a variety
 of Church programs in the past and has a special
' interest in facilitating such laborers. Thérése is
! currently finishing an M. A. in theology from the
| Dominican House of Studies in Washington,
i D.C.




