Look for Ways to Build Commitment from People
Mark S. Homan

Once people have already given some help, they are at least a little more aware and a little more interested in how things turn out. Naturally, this interest grows as commitment is strengthened. So, how might you promote deeper commitment?

In a time when multiple distractions and transitory relationships seem to be the norm, foster deeper commitment is, indeed, a challenge. You will probably benefit by first paying attention to a few general notions.

To start with,

· Understand that people join an organization for a number of reasons:

· They benefit from the work of the organization;

· They like the work that the organization is doing;

· They like the people in the organization, or;

· The organization benefits them in some other aspects of their lives.

(Napier and Gershenfeld, 1989)

So, keep things meaningful, interesting, and enjoyable, while strengthening the relationships among participants.

Following these ten steps will help.

1. Help members to understand the issues. People avoid situations in which they feel ignorant or uninformed. Increased knowledge will make participation more attractive. Not only will people be much more comfortable when they more fully understand what this effort is all about, but they will be more dedicated as well.

2. Help members understand the work and how to do it. People avoid situations in which they feel incompetent. Increased ability will make participation more attractive. Performing tasks in a competent manner is reinforcing, while ineptitude is frustrating. Anyone who has tried cross stitching or golf knows this.
3. Help members to understand the organization. People avoid situations where they don’t know how to fit in. Helping participants understand how things are organized and how their contributions make a difference can help people feel included. Further, helping people understand the nature of relationships among the participants, the special language that is likely to emerge, and some sense of the organization’s history and future will lead people to feel like insiders, not outsiders.

4. Help members get to know other people and enjoy their company. People avoid situations in which they feel isolated. Providing opportunities for people to work together, to talk together, and to just have fun together will bring about new relationships and strengthen affiliation.

5. Help members see progress and recognize success. People avoid situations of stagnation or failure. Aspects of success and progress are all around you. As you and others in the organization develop a focus on gains being made, an attitude of confidence and higher expectations arises. People want to be part of a successful enterprise.

6. Help members increase the number and complexity of tasks. People avoid situations that have become too routine or boring. Some degree of challenge keeps interest alive. Further, this increases people’s knowledge and skill, while raising their awareness of the importance of their participation. As people become more occupied with the work of the organization, they become less likely to be drawn away by other involvements.

7. Help members increase responsibility, especially in the area of decision making. People avoid situations over which they have little or no control, nor influence. Many, many decisions need to be made over the course of the change episode. Some will be big, some pretty small. By creating opportunities for people to have some say in the direction of the project, they have a greater ownership of the action, and an increased desire that these be successful. Promote the notion that people can work on things that meet their personal interests and abilities.

8. Help keep present opportunities for burden sharing among members. People avoid situations in which they feel overwhelmed. A feeling that one has both the permission and opportunity to discuss a decision that needs to be made or to ask for help to complete an assigned task, will increase willingness to take a more active role. Other forms of burden sharing, like being able to let off steam, or helping to figure out a problem, are also valuable.

9. Help members get recognition for their contributions to the effort. People avoid situations in which there is little recognition of their value. It is easy to publicly and privately acknowledge people and what they are doing. Recognition does not need to be limited to work related issues. People make contributions through their friendliness, sense of humor, listening abilities, and a host of other ways. By looking for ways to recognize people for what they do, you confirm the value of these things to begin with.

10. Help people see how the work of the organization benefits them. People avoid situations that do not relate to their interests. Linking the work and accomplishments of the organization to what is important to people will increase the validity of their efforts.

Understanding what people avoid will help you see both potential barriers and opportunities for more full participation. By purposefully creating situations that are more attractive for potential, new, and veteran members, you create conditions for increased commitment.

Periodically review this list to see how you are doing.
