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Executive Summary
Evanston Bible Fellowship (EBF) is a local church in Evanston that depends on several
volunteers to provide church services each Sunday morning. In order to operate, the church
depends on the following teams to provide their individual volunteer services: AV Team,
Children’s Church, Security Team, Mover Team, Usher Team, Welcome Team, EBF 101,
Counters, and Worship Team. In its current state, there is no uniformity between the teams and
how the volunteers are scheduled. There also have been significant problems with absenteeism
and late shows amongst the volunteers. Our team’s task was to provide analysis and
recommendations on how to best solve these issues.
Our team focused on three primary deliverables to provide our client, Kyle Butson, with a
solution for some of the current scheduling issues. First, we first sought to provide analysis on
the feasibility of limiting the volunteers to only serve on one team in addition to providing an
optimal rotational schedule that specifies the number of teams and members on each team within
each volunteer role. Secondly, we sought to provide a communication plan that would instruct
the team leaders on how to schedule and communicate with their volunteers by utilizing the
program, Planning Center. Thirdly, as the church is investigating purchasing a new feature of
Planning Center that would require volunteers to “check-in” upon arrival on a Sunday morning,
we sought to provide analysis on the number of additional volunteers that this role would require.
We recommend that as a church, EBF should not require volunteers to only serve on one
team. This would limit the volunteers’ preferences and could lead to a decrease in volunteer
satisfaction. We also propose that the team leaders utilize Planning Center by notifying their
volunteers month by month when they are scheduled, based off of our optimal rotations. EBF
already uses the software, therefore there are no implementation costs, and utilizing its
functionality would provide a more streamlined form of communication between leaders and
volunteers. We also recommend that the church schedule three volunteers at different time
intervals on a given Sunday morning to account for the new Check-In role. This role would
increase volunteer accountability and could provide a uniform platform for absenteeism, rather
than the variability that results from depending on individual team leaders.
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Problem
Our primary objective for this project was to find optimal allocations for volunteer
scheduling in order to decrease absenteeism/tardiness while not sacrificing the satisfaction of
leaders and volunteers. We decided to separate this project into optimal scheduling, a
communication proposal, and a recommendation to update the check-in process.
In order to better understand EBF’s weekly volunteer process, we mapped out the way a
typical day of service would be organized in terms of scheduling leaders and volunteers, as
shown below in Figure 1. In mapping out a typical day of service, we had to keep in mind certain
issues such as avoiding the possibility of overextending volunteers’ scheduling and decrease
overlap among teams. After speaking with our client, we agreed that there was an issue with
some roles not being clearly defined as well as there being roles that could possibly be merged in
order to increase overall accountability. There was also many situations where we found
volunteers being scheduled overly frequently due to being a part of multiple teams. What we
found was that there was space to improve the overlap situation that existed as well as roles that
could be done by people on different teams.

Figure 1: Map of Current Team Hours on Sunday
Another challenge we encountered with our volunteer organizations stemmed from
miscommunication between leaders and volunteers. We found this from our survey results from
the leaders and volunteers.
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Figure 2: Volunteer Survey Results
As shown in Figure 2, the volunteers seemed to be generally satisfied with the way the
volunteering scheduling was being done, with the biggest pain point (measured by a weighted
satisfaction level) coming from a lack of accountability on behalf of the leaders. An interesting
point we found had to do with the self-reporting of attendance on behalf of the volunteers. From
our survey’s results, most volunteers believed they rarely or never missed their scheduled time.

Figure 3: Leader Survey Results
The leaders showed an overall lower level of satisfaction with the way the process was
being handled. As shown in Figure 3, leaders’ average satisfaction was low across the situations
presented by the survey, especially when referring to the accountability of their volunteers. The
clear disconnect stemmed from communication issues, prevalence of absenteeism, and last
minute adjustments that usually fell on the shoulders of the leaders.
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Rotation Schedule Options
In order to tackle the flack of uniformity across teams in terms of scheduling, we sought
to develop a standard rotational schedule for EBF. In our analysis, our team discovered that it
would be beneficial to cross train the Usher and Welcome teams as this would provide a larger
volunteer pool to draw from. This also would create greater unity and uniformity. As these two
groups stand, they have similar roles and contain volunteers who enjoy serving in similar ways.
As we talked to the leader of the Usher team, we discovered that it was often difficult to obtain
enough volunteers for that particular team. By cross-training and combining the Usher team with
the Welcome team, this issue can be eliminated. However, after discussions with Kyle, we
realized that it was infeasible to combine other volunteer teams as there are unique skill sets and
interests required of each team.
One of Kyle’s original primary goals was to determine what the best rotation schedule
should be given the current number of volunteers signed up for each team. Currently, each
volunteer team has its own way of scheduling and rotating through volunteers. Kyle wanted to
know if it would be more efficient to have each team be on the same rotation schedule. Figure 4
displays the current rotation and scheduling process for each team. One of the issues with the
current schedule in addition to the variance among the teams is that for the teams that schedule
based on the ordinal Sunday of the month, they have no way to account for the Sunday’s in
which there are five Sundays. In addition, the teams that ask volunteers to provide their ability
multiple months out are more likely to have participants forget or have a last minute scheduling
conflict.
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Team

Rotation

Scheduling Process

AV Team

Sunday-by-Sunday

Leader asks individuals about a week
out

Children’s
Ministries –
Nursery Roles

Ordinal Sunday of the Month
(1st, 2nd, etc)

Volunteer signs up when joining the
team

Children’s
Ministries – Other
Classes

Varies – Typical Volunteer
Serves About One Month per
Quarter

Leader schedules them at the
beginning of the quarter

Counters

1 Month On (Each Sunday), 3
Months Off

Volunteer signs up when joining the
team

EBF 101

Sunday-by-Sunday

Leader asks individuals about a week
out

Mover Teams

Ordinal Sunday

Volunteers signs up when joining the
team

Security Team

Sunday-by-Sunday

Leader asks individuals about a month
out

Lead Ushers

1 Month On (Each Sunday), 2
Months Off

Volunteer signs up when joining the
team

Usher

1 Month On (3/4 Sundays in that Lead usher schedules their Sundays a
month), 2 Months Off
week before their next month begins

Welcome Team

Sunday-by-Sunday

Volunteer checks off on availability,
for as much as a quarter to 6 months
out

Worship Team

Sunday-by-Sunday

Volunteer checks off on availability a
quarter out; Leader makes specific
requests for team about a month out

Figure 4: Current Rotational Schedule for Volunteer Teams
Each of the team leaders provided our team with the following information: number of
volunteers, number of volunteers required on a given Sunday, optimal number of Sunday’s to
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serve (See Appendix A). Using this provided information our team is recommending the
following optimal rotation schedule given the current number of volunteers:

Figure 5: Optimal Rotational Schedule Given Current Volunteers
Because there is a large variety of size of teams and the number of volunteers required on
a given Sunday, it is not efficient to have a uniform rotation schedule amongst the teams. In
order for there to be an even distribution, a significant amount of re-organizing what volunteers
are members of which groups would be required. This is not something that is desirable or
feasible as each volunteer team requires a unique skill set and varied interests. Our team is
recommending that the team leaders schedule according to the above rotations while informing
members month to month, when they are scheduled. While the rotation schedule itself will be
unique to the team, there will be a uniformity of communication to the volunteers as well as in
the process of scheduling.
As illustrated previously, one of the largest problems at play is the absenteeism that exists
in EBF’s volunteer teams. Our team noticed from the survey results that there was a discrepancy
between the volunteers thinking that they did not miss, while the leaders stated that they
continually had to account for a missing team member. In order to create some accountability,
EBF has been considering purchasing a new feature of Planning Center that would allow the
church to have a “check-in” station that would require the volunteers to punch in information on
an iPad at a central location when they first arrived.
Our team recommends that EBF form a new volunteer team, the Check-In team to run
this station. Another requirement of the team would be that its members are prepared to help in
any capacity on a Sunday morning. This way, as they become aware of who is absent, they can
fulfill the missing role. This additional team would require three volunteers each Sunday, and a
three team rotation would likely be desirable.
Another question to investigate was the feasibility of requiring each volunteer to be
committed to only one team. This would allow the volunteers to master the tasks of their specific
team as well as develop more of a relationship and bond with their team. Additionally, this
would eliminate the possibility of double booking a volunteer on a given Sunday. Therefore our
team investigated if this was feasible for the capacity of the church.
We were provided information that showed us which volunteers were assigned to which
teams (See Appendix B). This information was helpful as it allowed us to know where there was
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overlap on membership amongst the teams. Therefore in desiring to know if the church had the
capacity to require each volunteer to be a part of only one team, our team was able to assign
volunteers to a single team while seeking to maintain even disparities amongst the teams. The
following represents given the current number of volunteers, how many Sundays a year each
team member would have to serve if volunteers were only allowed to serve on one team.

Figure 6: Optimal Rotational Schedule with No Overlap
If we sought to maintain the optimal number of Sundays each team member had to serve,
the following shows how many additional volunteers would need to be recruited for each team:

Figure 7: Additional Volunteers Needed for No Overlap
If the church were to require volunteers to only participate on one specific team, this
would likely result in a drop in volunteer satisfaction as they would have far less ability to make
choices based off of their preferences in volunteering. Not only would it require those who enjoy
serving on multiple teams to then serve only one, but the church would need to dictate to the
volunteers which team each volunteer should be a member of as to ensure that there are enough
participants in each function. The volunteers would also lose their ability to choose how many
Sundays they were interested in serving on as those who were on multiple teams would result in
serving less, and those who served on only one team would end up serving more.
As all of this labor is volunteer based, it is important to keep the volunteers happy and
engaged. By removing choices from them, the volunteers may become more disgruntled, bored
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and unsatisfied. Based off of this information, it is our recommendation that the church maintain
its current stance allowing volunteers to participate on multiple teams.
Our team was informed in our discussion with Kyle and one of the team leaders that
sometimes it is difficult for some of the teams to recruit volunteers. Each time new members join
the church they are asked where they would like to serve and from there select a team. Some of
the teams with less “glamorous” roles have a tendency to not be selected. In order to help with
even distribution of new volunteers, we sought to provide a visual that displayed each teams’
fulfillment level of how many volunteers are required to reach the optimal capacity. Figure 8
below displays EBF’s current state and need amongst the teams.

Figure 8: Current Volunteer Needs
As a church located in a college town, EBF has several considerations to account for
given that about a third of their congregation is not present during summer months. As a way to
compensate for this change, the church only provides one service on a Sunday morning for 22
Sundays of the year. The Sunday’s with only one service require different numbers of volunteers
and the volunteer teams themselves loose roughly one third of their members.
This is not an issue for the majority of the teams, as either the team is not made up of
many students, or the number of required volunteers on a given morning is significantly less. If
the team leaders evenly distribute the students amongst the teams, the loss of the students should
not affect scheduling when there is only one service provided.
However for the AV Team and the Mover team, the number of volunteers lost in the
summer months is greater than the drop in need on Sundays with one service. To account for this
loss the AV Team and Mover teams will have to increase the number of Sunday’s that the
volunteers serve in summer months. The number of weeks in the rotation will therefore change.
During the 22 weeks of the year with one service provided the teams should operate under the
following schedule.
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Figure 9: Optimal Schedule for 1 Service Weeks
As shown above, each team is one volunteer short of being able to provide two full
teams. Therefore, every other week each team will require a volunteer from the other team to
serve again. The team leader should be able to account for this in their scheduling in Planning
Center.

Communication Proposal
From analyzing our survey results, we noticed an interesting disconnect between the
satisfaction of the volunteers and leaders. Nearly all the volunteers expressed that they never, or
rarely ever, missed a scheduled service, whereas the leaders stated they had to deal with
absentees and late arrivals regularly. The difference in responses from the leaders and volunteers
sparked our investigation into the current communication procedure. What we discovered is that
there is currently no standard for communication amongst leaders and volunteers. Each leader is
individually responsible for scheduling and contacting their respective volunteers. We saw the
potential to improve the scheduling ease on behalf of leaders and develop a way in which the
volunteers remain always aware of their responsibilities.
EBF currently has a paid prescription to the online scheduling platform, Planning Center;
however, it is not widely used across the church. Planning Center has a vast array of capabilities
that should be utilized by the leaders of EBF. These capabilities can simplify scheduling and
reduce the time leaders must spend ensuring their volunteer demands are fulfilled. In order for
Planning Center to ease the scheduling procedure, we propose that EBF standardize the
expectations of communication within their volunteer sector.
EBF should utilize the People, Services, and Check-In functions offered through
Planning Center. These applications will allow the leaders to manage their volunteer team, set a
schedule, ask volunteers to sign up for a given service, send reminders to volunteers, check-in
volunteers when they arrive for their scheduled assignment, and notifying volunteers when they
miss when they are scheduled. By compiling all of these tasks onto one platform, the leaders can
easily track scheduling and communicate with their volunteers.
The roles of the leader in terms of the use of Planning Center include adding new
members, creating a schedule, scheduling volunteers, and reminding volunteers of their
assignments (see Appendix C for a full explanation of the steps required to carry out these tasks).
The volunteers only must accept and decline invitations from their leaders to volunteer. In terms
of scheduling, the leaders should send out the requests for volunteering before the first Sunday of
each month to the respective subgroups of each volunteer team as indicated by our rotational
schedule. Planning Center allows leaders to set these requests to automatic for each month. It
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should be the expectation that volunteers accept/decline their assignments within a timely
manner. Once the leader has received the initial responses from volunteers, if there are vacancies
in the demand, the leader should send out a request to all volunteers on their team to fill these
openings. We propose that the leaders send out the second round of requests to their entire team
for two main reasons. First, volunteers who are unavailable to serve on their assigned Sunday
have the opportunity to serve another day. Second, volunteers who wish to serve more than their
assignments can do so. Planning Center will keep the volunteer schedule organized and make it
simple and effective for leaders to set and alter their volunteers’ work assignments.
Check-in Team Recommendation
In order to better accommodate for absences, we identified the potential to form a new
volunteer team at EBF. This team would be called the Check-in Team and, as can be inferred
from the name, would be responsible for checking-in volunteers through Planning Center as they
arrive for their scheduled services. After the volunteers have arrived, the Check-in Team would
fill vacancies if there happen to be absentees on other teams. Therefore, this team would be
composed of “Super Volunteers,” who have the ability to fulfill multiple roles within the church.
We identified a few requirements in order for the Check-in Team to be a feasible and
advantageous implementation for EBF to carry out. First, the check-in system has to have the
capacity to check-in the volunteers without developing a large queue. Next, the check-in system
will have to operate swiftly so as to not increase the required work time for the volunteers.
In order to get a better understanding of the current arrival rates of volunteers and
determine whether or not a Check-in Team is feasible, we observed the distribution of arrivals of
volunteers on Sunday and developed a simulation model to represent a typical Sunday (see
Appendix D for Simio Model).
Check-In Time
(Minutes)
1
2
3
1
2
3

Number of Check-In
Stations
1
1
1
2
2
2

Average Waiting Time
( Minutes)
0.59
2.87
10.15
0.22
0.46
1.04

Maximum Waiting Time
(Minutes)
4.002
7.998
16.098
1.998
4.002
6

Table 1: Check-In Time Simulation Results
As can be seen from the table above, as the time to check-in increases, so does the
average and maximum waiting times. According to the data above and the volunteer arrival flow,
we recommend one check-in station from 6:30am-8:30am and two check-in stations thirty
minutes before each service (8:30-9:00am and 10:00-10:30am). Since the flow of arrival is much
slower in the early morning, only one station is needed. Before each service, though, arrival rate
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increases and volunteers arrive in different entrances. This requires two stations for ease of
traffic and minimal waiting time for check-in. Two volunteers will be needed to man the two
check-in stations.
We recommend these shifts for the check-in team volunteers:
Volunteer 1
6:30am-9:00am (assist in set-up)
Volunteer 2
8:30am-10:30am
Volunteer 3
10:00am-12:00pm (stay after service for tear down)
Each volunteer may be needed to serve during a 9:00am or 10:30am service. Otherwise,
they will have the time to attend a service as a church member.
As mentioned previously, check-in volunteers will be cross-functional and versatile
volunteers. The check-in volunteer who arrives early in the morning will be able to serve in any
role where there is an absent volunteer or is able to be a part of the mover team as less than
fifteen volunteers arrive in the following two hours and it is inefficient for the check-in volunteer
to be idle for the majority of the time.
Conclusion
Our original goal for the project was to improve the volunteer experience for volunteers
at Evanston Bible Fellowship. With the implementation of a standard rotational schedule, a set
expectation for communication, and the addition of a Check-In team we believe this goal can be
accomplished. Though EBF does not currently have the capability to limit the volunteers to one
team, they are still able to implement a uniform rotational schedule across teams. With the use of
Planning Center, the communication issues between leaders and volunteers can be essentially
eliminated. The time put in by the individual leaders will also greatly decrease, as Planning
Center has a vast number of automatic functions. To account for absenteeism, the Check-In
Team will serve to fill vacancies that may be present. We believe EBF will run more optimally
and have higher satisfaction among volunteers moving forward.
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Appendix C: Planning Center Proposal
Proposal for the Use of Planning Center
A Guide to the Capabilities
Client: Evanston Bible Fellowship
Written by: Roderic Figueroa, Lydia VanZalen, Lauren Patras, Monica McGreal

There are a variety of capabilities that can be utilized within Planning Center, the online
scheduling platform. There exist three main functions within Planning Center that should be
employed: Services, People, and Check-in. We propose that Evanston Bible Fellowship utilize
these capabilities to their full capacity. With the proper correspondence via Planning Center by
the team leaders and volunteers, the ease of scheduling and its maintenance can be greatly
increased.
Leaders’ Roles
Adding New Members:
First, the leaders must create their teams on the sight. This requires the leaders to input the names
and email addresses of each volunteer on their team. Once this information is provided, Planning
Center immediately sends an email to the team members with a login to their Planning Center
profile.
Figure 1: Adding New Members
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Creating a schedule:
The leader can input the hours and days that correspond to their specific team. These can be
inputted into Planning Center as “Service Types” and can be repeated for a given time period
(daily, weekly, monthly, etc.). These events are visible to only the leader until they are shared
with the volunteers. Once the leader creates an event, they can specify needs for the event. For
instance, the leader can state that 3 volunteers are needed for the event “Sunday, May 17, 2015,
from 7:15-9AM.”
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When developing the schedule, the leaders need only to input the given time slots and
volunteer demand needs for a single Sunday and repeat this event for all the Sundays that the
same needs apply.
Figure 2: Creating Service Events

Scheduling Volunteers:
Once the events are created, leaders can share them with volunteers, who can then accept or
decline the invitation to volunteer. Scheduling for each month should be completed the week
prior to the first Sunday of the month. With the rotational schedule, the leaders will know the
makeup of the subgroups within their team. Therefore, they will send each of the volunteering
invites to only the individuals in the group that corresponds to the schedule for that day. For
instance, if the rotational schedule says Group A is to volunteer Sunday, May 17th, 2015, then the
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leader will send this event to only the members of Group A before the first Sunday of May. Once
all of the volunteer needs for the month are sent to the respective subgroups, the leader waits for
the volunteers to accept/decline the invitation to volunteer. It is advised that it is the expectation
for volunteers to respond in a timely manner (5 days within the invite being sent). This
expectation is set because, in the case that a volunteer in Group A is not available May 17, 2015,
the leader has time to find another volunteer to fill that spot. In the event that a volunteer is not
available to work the Sunday their group is assigned to, the leader sends out the invitation to all
other volunteers on their team asking for someone to sub in the vacant spot. By sending the
second round of volunteer needs to the entire group, two events are enabled. First, volunteers
who may not be able to fulfill their assigned Sunday in a given month have the opportunity to
serve on another Sunday. Second, volunteers who are looking to volunteer more than their
assignments can sign up for additional days.
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Figure 3: Scheduling Volunteers
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Once the leaders have added volunteers to the schedule, they must send an email notification to
the volunteers in order to share the schedule with them. This process is outlined below.
Figure 4: Sending Schedule Notifications
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Reminder Emails:
It is advised that the leaders set up automatic reminder emails within Planning Center that are
sent to the volunteers the Friday before they are scheduled to work. Planning Center allows you
to set up these reminder emails once and choose them to be auto-repeated.
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Figure 5: Sending Reminder Emails to Volunteers

Volunteers’ Roles
The volunteers have relatively little interaction with Planning Center. They must complete two
main jobs in order for the scheduling to run smoothly. First, once they have received a
confirmation email of their login information they must log on and change their password. Next,
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they must accept or decline invitations to volunteer that will be sent from their leaders via their
provided email account. The steps to accepting/declining scheduled workdays are as follows.
Figure 6: Accepting/Declining Volunteer Assignments

Check-In Station
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In order to keep track of the absentees each week, we propose a check-in station be created. Each
of the volunteers will be asked to check-in upon their arrival at the church. Planning Center has
the capacity for a check-in feature that is fairly simple to utilize. Once the check-in application is
downloaded, it can be accessed via computer, iPad, or smartphone. The application can either be
set up to allow volunteers to check themselves in or to have a single person checking everyone
in. Not only would this make keeping track of absentees simpler, it would also track the time at
which the volunteers are arriving, as well as from what team the absentees are most often
occurring. This data would allow Evanston Bible Fellowship to easily identify problems within
their volunteering group and run more fluently.
Figure 7: Outline of Check-In Function
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With the use of the Services, People, and Check-In functions of Planning Center, Evanston Bible
Fellowship can greatly increase the ease of communication between leaders and volunteers
regarding volunteer schedules.

Appendix D: Check-In Team Simulation Model
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