Recruiting and Training Volunteers

Recruiting Volunteers

Check Your Recruiting Assumptions
    Traditional churches usually continue certain ministries whether they succeed or not. Each year a “nominating committee” tries to fill all open slots. They fill many lay positions on the basis of what church programs need rather than by lay passion and giftedness.
     We can connect the passions of the people in our pews with ministry or try to fill slots in existing ministries and then try to create passion. Which do you think is more effective? Why? 
    I was a walk-on. I went to Middletown Area High School’s discus circle about 11 years ago and began coaching because I had a passion for the event.  Passion for the throwing events has kept me studying and experimenting to improve my coaching ability. My goal is to be a better coach every year than I was the previous year. Passion-driven ministry is best. People with passion want to develop their ability. You don’t have to coax them. Encourage persons in your church with a ministry-passion to begin new ministries if they can recruit at least one or two people to work with them.  What are some advantages and disadvantages of this approach?
    In many healthy, growing churches, anyone with staff approval can initiate a new ministry. This helps meet the felt needs of the congregation and the community. It provides multiple options for volunteers. New ministries that aren’t meeting needs or aren’t well led won’t succeed. That’s OK. Just try something else. You’ll need to recruit volunteers for some core ministries, but seek to maximize lay-initiated ministries. Lay-initiated ministry starts greatly simplify the task of both recruiting and training volunteers.
Use Recruiting Filters
    We live in a world that prizes ability, first and foremost, with passion and character far behind in importance. For many companies passion isn’t important as long as a worker does his job. Character isn’t important as long as a lack of it doesn’t hurt the company. It doesn’t matter to the company if an employee beats or cheats on his wife. Demonstrated ability makes money for the company. Everything else is secondary. Employees have to do their job well; they don’t have to like it. What problems arise when you focus on ability alone to recruit church workers? 
    The church’s recruiting standard for volunteers is CPA—character, passion, ability. Character is the first filter.[Hold up oil filter with CPA on it]. I was at a church once when someone on the church council issued an open invitation to anyone in the congregation to serve on the council. What might have been this person’s conception of the job of a church council member, given the nature of his invitation? What will happen to a church if there’s no filter to eliminate those without character?  Qualifications for those who seek the most responsible church leadership positions are spelled out in 1Timothy 3:1-12 and Titus 1:1-9. Church leaders are expected to demonstrate ordinary Christian qualities to an extraordinary degree.  They need character to make lasting spiritual impact. One person who served at DGC as volunteer staff in 2007 wasn’t invited back in 2008 because it was discovered she was living with her boyfriend. The camp made the right choice. Character is the first filter. No one has it all together, but Christian workers are expected to model biblical, not Hollywood morality.
    Spiritual passion is the second filter.  “Never be lacking in zeal, but keep your spiritual fervor, serving the Lord” (Romans 12:11). What happens to spiritual fervor when we pound square ministry pegs into round ministry holes? That’s why spiritual passion is so important in recruiting and placing ministry volunteers. Passion-driven ministries are usually far more effective than duty-driven ones. Fully staffed shouldn’t be confused with fully effective. The goal is to empower the whole congregation, one by one, to discover and fulfill God’s calling for their lives.
    Ability is the third filter. God has given every believer ministry ability. “Each one should use whatever gift he has received to serve others, faithfully administering God’s grace in its various forms” (1 Peter 4:10).  If a person is spiritually healthy, ministry ability (spiritual gifts) and spiritual passion align. “For it is God who works in you to will and to act according to his good purpose” (Philippians 2:13). Recruiting is easier when ministry is linked to passion. Help persons turn what they’re passionate about into service for the Lord.  You won’t have to recruit some persons at all. Like I was at MAHS, they’ll be walk-ons. They’ll come to you with their own ministry ideas and be among your most enthusiastic workers. 
    Even if persons are free to start passion-driven ministries, your church still must recruit ushers, Sunday school workers, treasurers, etc. for some of your core ministries. So how can you make your job as easy as possible? For practical volunteer placement suggestions, see “Healthy Ministry” in Becoming an Enthusiastic Church by John W. Selcher.
    Let’s evaluate how well our own church ministry fits by responding to the following five questions:

· Am I motivated to serve in my present ministry? ___ Yes  ___ No

· Do others affirm my contribution? ___Yes  ___ No

· Can I see results from my ministry? ___ Yes  ___ No

· Is my ministry fulfilling? ___ Yes  ___ No

· Can I be myself in my ministry? ___ Yes  ___ No 
If you’re in the proper ministry, you should be able to say “yes” to at least four of the five questions. How many of you said “yes” to four or more questions? You can use this tool to evaluate ministry-fit in your church. Some persons you should consider for core ministry positions are already serving in ministries that don’t fulfill them. They need to be reassigned for their good and the church’s.
Simplify Recruiting

    Why does more than 50% of your congregation attend services but refuse to minister?  Some aren’t yet saved; some are complacent or lazy; some have misplaced priorities; many feel they can’t serve in any of your church’s current ministries. Your organizational structure might be part of the problem. Let me suggest five ways to improve it: 

1. Develop job descriptions

a. One of the best ways to place volunteers in existing ministries is to have them read and pray over a list of your job descriptions. How many have written job descriptions for all your ministries?
b. For help in writing job descriptions go to this website: www.churchstaffing.com/html/job_descriptions/job_descriptions_index.shtml. A tool described on that website is The Big Book of Job Descriptions for Ministry: Identifying Opportunities and Clarifying Expectations for Ministry by Larry Gilbert and Cindy Spear. It’s available through Amazon.com for about $20. You could also use the following pattern to write your own job descriptions.
1. Ministry: Bread of Life                                                                                                                                 

2. Ministry description: Newcomers are visited and given a gift of appreciation for having visited our church.

3. Position: Bread of Life visitor

4. Position description: Visit newcomers and present them with a loaf of bread and our thanks for having visited our church.

5. Spiritual gifts: Helps, evangelism, encouragement.

6. Evangelistic style: Servant method, Relationship method

7. Responsible to: Fred Smith (939-5894)

8. Is church membership required? – No

9. Maturity level required: Adult

10. Passion required: Desire for new persons to come to know Jesus and become part of our church.

11. Ministry target: Church visitors

12. Ministry location: The homes of visitors

13. Schedule: Monday evenings

14. Commitment: 1 hour/week for 6 months         

15. Number of persons needed: 4

16. Temperament/Personality desired:

                                       ____Director __x_Promoter __x_Helper ____Perfecter

2. Place volunteers in ministry based on spiritual passion, spiritual gifts, skills, experience and temperament.

How many have ministry placement counselors to match persons with appropriate ministries? For details see “Healthy Ministry” in Becoming an Enthusiastic Church. 
3. Connect each ministry role with the vision.

    If you have difficulty recruiting volunteers, your VISION might need a tune-up. A captivating vision makes ministry recruitment much easier. People want their lives to count for something. They want to make a difference. How will doing the job for which you’re recruiting workers make a difference five years hence? How will it benefit the volunteer and others? How are its benefits greater than its cost? 
    If your church isn’t driven by mission, and has no vision, volunteer recruitment will be difficult. Organize all ministries to accomplish your mission. [TREE DIAGRAM]
                                                                     VISION
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Steps in developing your church’s vision:

1. Define your core values [the roots] (the non-negotiables of ministry). They’re anchored in the soil of biblical principles. Consider the 8 quality characteristics of NCD – We value holistic small groups (Hebrews 10:24-25), empowering leadership (Ephesians 4:11-12), loving relationships (John 13:34-35), passionate spirituality (Matthew 22:37), inspiring worship services (Psalm 122:1), need-oriented evangelism (1 Corinthians 9:19-23), gift-oriented ministry (1 Peter 4:10), and effective structures (Ephesians 4:15-16).

2. Your mission statement [trunk] grows out of your core values. It defines your church’s business. For example, Saddleback Community Church’s mission – “To bring people to Jesus and membership in his family, develop them to Christ-like maturity, and equip them for their ministry in the church and life mission in the world, in order to magnify God’s name.”  

3. Shape your structures and ministries [branches] to fulfill your mission.

a. Each ministry sets goals and strategies [leaves] that help accomplish the mission.

b. Each ministry evaluates its effectiveness [fruitfulness] and makes changes to become more effective.
4. Set membership requirements high. 

    How many have written expectations for church membership that require a commitment greater than just believing in Jesus Christ? If you do, how do you hold members accountable? How many have membership requirements that allow not serving in a ministry as an option? Based on your membership requirements, is your church more like a cruise ship or a battleship? Explain your answer. 
    Healthy, growing churches usually have higher membership expectations than plateaued or declining churches. One of the requirements to join and remain a member of the Hanover Church of God (largest congregation in the ERC) is to have a ministry. 
    Transitioning to higher expectations requires a process of communicating and convincing that stricter membership requirements boost the vitality of the church. Then redefine expectations to include ministering to the body in some way.
5. Add ministry roles.  

    Bob Logan suggests the number of ministry roles should be at least 60% of your average worship attendance. If you average 100, you should have at least 60 ministry roles with written job descriptions.
6. Use Personal Invitation

    Personally invite persons to pray about participating in a particular ministry for which you think they’re gifted. Tell them why you’re asking them to serve in that particular ministry-- hopefully, not because the last 14 people turned you down. For many ministries you might suggest serving for a six month trial basis to see if it feels right. This ministry trial period benefits both the church and the volunteers.
Training Volunteers

                                                      Build Your Leadership Base

    Include leadership development in your core values, mission and vision. Here’s a sample mission statement that includes leadership development: “Our mission is to reproduce loving evangelists, disciples, small groups, ministers, servant-leaders, and churches.” To train leaders, maintain a balance among mentoring, lecturing, and modeling to address character, knowledge, and skills, respectively.  

    Lecturing efficiently addresses the knowledge needs of many leaders at once. For example, a “How to Lead a Small Group” seminar could teach leaders how to deal with group members who take over during discussions. 

    Modeling is the best way to demonstrate ministry skills. The mentor sometimes accompanies the one being mentored as he/she demonstrates ministry skills in his/her area of responsibility and sometimes the one mentored accompanies the mentor in the latter’s ministry situation to observe ministry skills.

    Hold a Leadership Training Class every month. This could be a two-hour session where mentors meet with those they’re working with for an hour and then leaders and developing leaders attend a knowledge/skills-building seminar together for about an hour. 

Lead through Mentoring

    Jesus appointed twelve men to be with him (Mark 3:14). By watching and imitating him, they learned how to apply faith and obedience to all of life. He challenged them to live for the Father and showed them how. Christian mentoring is relational nurturing to empower others to use their gifts to glorify God. Mentoring includes both ministry and life development. Picture a younger and older person sitting side-by-side in a bus seat heading toward a destination the older person knows well. The younger person is traveling to it for the first time. Use reproducible methods and materials that can be passed on from generation to generation of mentoring partners. Mentors and mentoring partners should be of the same sex. 

    For specifics about mentoring, see “Healthy Leadership” in Becoming an Enthusiastic Church.
Lead through Coaching

    I coach track and field throwing events each spring at Middletown Area High School. My goal isn’t to make every thrower a district or state champion, but to help each athlete throw as far as his/her ability allows. Coaching includes respecting the individuality of each athlete, demonstrating a caring attitude, teaching the fundamentals of the events, watching the athletes perform in practice and meets, celebrating whenever they break their personal distance record, building their confidence, and focusing on improving the part of their technique that’s limiting them most. 

    Coaching in the church is similar. Some leaders are more gifted than others. Few will become a leader like Rick Warren. Coaching empowers leaders to achieve their potential. It’s a practical way to develop ministry skills. How can that be done? The gist of coaching is helping others define where they are, where they want to be, and how to get there from where they are. 
    The coach works with and gets to know a maximum of three leaders by demonstrating a listening ear and caring heart. He/she helps them understand what they have going for them by highlighting their strengths and celebrating their accomplishments. The coaching quiver is loaded with more questions than answers. These questions encourage ownership of both personal and ministry development and help leaders see and follow God’s intended path. Your church should provide a coach for every leader who wants one.

    Bill, an adult Sunday school teacher, asked for and was assigned a coach, Roger, to help him become more effective. Roger asked Bill to share his goal for the class.  Bill’s goal was for his students consistently to apply the Sunday school lessons to their lives. Roger asked him to define “consistently.” Did he want 100% of his students to apply the lesson every week? Was that achievable? Bill agreed it probably wasn’t. He’d be satisfied if 75% of the class members were experiencing life-change as a result of the lesson. Roger asked Bill how he’d determine if 75% of the class was applying the lessons to life. Bill decided that intermittently through the year he’d ask class members to write down what they’d applied to their life from the previous week’s lesson. The first time he did, no one could write anything that was applied from the previous week’s lesson. Roger sat in on Bill’s class. He discovered that 90% or more of Bill’s lesson was content-oriented and not application-oriented. He brought this to Bill’s attention and asked how he’d reorient his teaching to be at least 50% application. Roger worked with Bill, more by asking questions than giving answers. One year later when Bill took one of his intermittent surveys, 70% of the students wrote down something they applied from the previous week’s lesson.

Lead through Apprenticing

      Nothing is more important than passing your ministry on to someone else. Imagine you’re standing between two mirrors. You see countless reflections in each. Those in the mirror behind you represent those who’ve passed their faith and ministry from one generation to the next since Jesus introduced the Great Commission. The mirror in front of you represents believers in future generations. The baton is in your hands. God hasn’t called and gifted you to protect some turf in the church that gives you a feeling of significance. Nothing is more important than passing your ministry on to the next generation with the charge for them to do the same. 
 Apprenticeship multiplies ministers by combining on-the-job training and classroom instruction to teach ministry skills. It builds people into leaders as they watch, do, and experience constructive feedback. It brings one life that needs to be shaped alongside another that’s moving in the right direction. 

    Every church needs more spiritually mature, skilled leaders. Jesus developed them by apprenticeship. This method enables churches to replace workers who move or die and to multiply laborers (e.g., small group leaders). Ten small group leaders with ten apprentices could become twenty small groups, then forty, eighty, etc. To fast forward your leadership development process, encourage apprenticeship in every ministry in the church. 

    The apprentice must be willing to give leadership a try. Without desire, ability means little. The spiritual passion, temperament, and spiritual gifts of the candidate should match the ministry. Choose FAST people (faithful, available, spirit-filled, and teachable) with strong character, positive attitude, and self-discipline. Influence, people skills, and communication skills are worth their weight in diamonds in people-oriented ministries. 

    A leader discovers his/her apprentice’s interests, strengths, weaknesses, and goals by listening and observing. The leader gives respect, acceptance, encouragement, feedback on performance, and builds a bond of trust. The leader imparts the knowledge and skills the apprentice needs as they interact over a period of time.  Sharing his/her own weaknesses and mistakes makes the role of “leader” seem attainable. The leader encourages living by faith, uses failure to teach lessons, shares ministry vision, and defines how the apprentice fits into the big picture.  
Much of this material was taken from Becoming an Enthusiastic Church by John W.     Selcher
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