
HANDLING A VOLUNTEER NOT DOING THE JOB 

 

One of the challenging aspects of leadership is dealing with those who are simply not doing 

the job.   Ignoring the problem is a disservice to the group as well as to the volunteers. 

Evaluation is a critical part of leading people, programs, or events.  Effective evaluation 

doesn’t happen only when the work is over.  It happens at internals along the way so that 

mid-course adjustments can be made if needed.  When evaluation is done well, it leads to 

pride and satisfaction for the individuals involved and the success of the team. 

Begin the year or a project by agreeing on how frequently evaluation will take place.  This 

avoids the appearance of coming down hard on any person.  More often than not, a 

volunteer who is not doing the job knows it and can use the scheduled evaluation to request 

help or ask to be relieved of the responsibility. 

Even with clear job descriptions, good orientation, and assistance along the way, a volunteer 

may turn out to be ineffective at the assigned task or circumstances may arise that may 

prevent their continued participation. 

Set up a meeting in a private, comfortable, neutral surroundings and steer the discussion 

toward mutual decisions. 

Try to identify the problem.  Unclear expectations?  Too many tasks? Personal problems? 

Available time has changed?  Conflict with another key player?  

Assess what steps can be taken to relieve the situation.  Additional training?  Clearer 

expectations? Discussion with others?  A month off to resolve personal problems? 

Determine whether additional help would be useful.  If the volunteer has some, but 

not all of the skills required, can a committee or co-chair be appointed who has the skills she 

lacks?  If time is the problem, can recruiting another volunteer for job-sharing make it work? 

Look for alternatives if the job is simply beyond the volunteer’s capabilities.  Would s/he 

be better suited to another job where she can contribute to the whole and feel successful? 

In some cases there is not satisfactory solution and a leader must ask for the colleague’s 

resignation.  Explain the circumstances, honestly and sensitively.  Encourage the volunteer 

to seek other ways to be involved at a later date when her circumstances change.  Agree on 

what you will tell the group and make the story mutually supportive. 

Follow up with supportive, inclusive behavior so that the volunteer does not feel “cut 

off.”  Keep her in mind should a job open up that she may be suited for. 
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