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Teaser: 
The Church Media Podcast, Episode #9: "Setting Them Up For Success: 6 Things to Include in 
a Weekly E-Mail to Your Volunteer Team”. Let’s do it. 
 
 
INTRODUCTION: 
Hey and welcome to Episode #9 of The Church Media Podcast. I’m Carl Barnhill, your host. 
This is the definitive podcast for helping you create dynamic experiences and build solid media 
production teams at your church. 
 
It’s my goal to give you the tools and confidence you need to use media at your church or 
through your ministry where people meet Jesus and grow in their relationship with Him.  
 
In this episode, I'm going to talking about setting your team up for success for your weekend. 
Specifically, I'm going to give you six things you can include in a weekly email to your team to 
not only motivate and encourage them, but set them up to create an excellent experience for 
your guests. I used these ideas in leading Media Production Teams, but you can adapt them to 
any volunteer team in your church. 
 
Remember, you can find the show notes for this episode at twelvethirtymedia.com/podcast 
 
There I’m going to give you my outline for this episode, you can get all my notes, and also a 
PDF version of these six things that you can keep in your notes as you minister to your team. 
 
You can also listen to past episodes of the show and more 
Again that address is twelvethirtymedia.com/podcast 
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SEGMENT #1: 
If you lead volunteer teams, setting them up for success for Sunday is so important. With 
Social Media, group text messaging, and E-Mail, it's never been easier to quickly and 
effectively communicate with those who serve with us. 
 
As a Media Director, the last volunteer team I led consisted of over 120 volunteers in the area 
of Media Production. I used any method I could when interacting with my team members, but 
when I wanted everyone to get a bulk of information at once - a weekly E-Mail Newsletter 
seemed to be the most effective. I would also copy and paste my E-Mail as a Facebook post 
on our closed Facebook Group.  
 
First, before you start putting your e-mail together, let me suggest two things to get you 
started: 
1. Use an E-Mail service. 
-I recommend MailChimp - it's easy to use and free for the amount of e-mails you'll most likely 
send. It also lets you track opens, clicks, and other stats to let you know who is reading and 
interacting with your e-mails and who isn't. 
2. Create a Template. 
-Don't reinvent the wheel every time you write an e-mail to your team. Create templates for 
your weekly newsletter e-mail, or special occasion e-mails to promote team events or other 
special activities. 
 
Alright, let’s get to it. Here are six things you can in include in your weekly E-Mail Newsletter to 
your team: 
 
1. A Story of Life Change. 
You must keep "the why" of creating your experience above the tasks your team members 
perform each week. If they understand your vision - that you are creating experiences where 
people meet Jesus and grow in their relationship with Him - then they will feel like they are 
owners in the process just as much as you are. So, if your goal as a team is to see Life Change 
- through salvation and spiritual growth - why not share stories of people in your church who 
have been impacted by the experience your team is creating together? Talk with your pastors 
and staff to get a list of new salvations, or other great stories. You're church may already have 
a way of soliciting stories - tap into this resource and share these with your team. It will 
motivate and inspire. 
 
2. Church Stats and Insider News. 
Sometimes we need to keep ministry conversations private. You'll certainly lose confidence 
and respect if you share everything you hear. However, I believe, in church world, sometimes 
we can be too sensitive about volunteers knowing "insider information". Where you can in your 
E-Mail Newsletter, share church stats and insider news - from staff changes to plans for new 
campuses, upcoming sermon series, creative ideas and more. Don't be afraid to let your team 
in on some stats and news that a regular attendee might not know. They will feel like they are a 
part of owning and creating the process. They might also have a perspective on something 
your leaders are thinking about doing that your staff team might not have. Let them in when 
you can. 
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3. Team Celebrations. 
Your E-Mail Newsletter should have a celebration element to it. Celebrate salvation numbers, 
baptism numbers, birthdays, holidays, major life events within your team (Did a team member’s 
family just have a baby? Did Bob just get that promotion your team has been praying for?). 
Celebrate, celebrate, celebrate! Another idea here is to ‘Facebook stalk’ some of your team 
members - see if they have posted something that you know they wouldn’t mind if you shared 
with the whole team. Ask their permission to share or sometimes, you may try surprising them - 
you can discern the difference.  
 
I've given you 3 things to put in your weekly emails to your media production team. I'm giving 
you 3 more when I come back. Check this out. 
 
 
COMMERCIAL: 
Hey guys, did you know…   
 
The average salary for a Media Director in a church is between $40-80K a year.  
Most churches struggle to pour the money into hiring one media guy, let alone a whole team. In 
a lot of churches, the media guy is a one-man band with maybe a small team of volunteers. This 
one guy is not only responsible for making sure everything for Sunday from a media perspective 
is executed well, but is responsible for creating or finding all of the content for Sunday. This can 
be a huge task on one person. I’ve been there. 
 
That’s why I created Church Media in a Box. 
 
Church Media in a Box is your Personal Church Media Assistant. We deliver tons of high-quality 
pre-produced Worship Media content AND Custom-Made media branded for only your church 
straight to your inbox every month. 
 
It’s like having a full-time Content Producer for 90% less than your church would pay for a Full-
Time Staff member. I created it because I have a passion to help churches create amazing 
experiences for their church using media. 
 
 
As I travel speaking and coaching production teams at churches of all sizes, I continued to see 
media staff that were being stretched too thin and churches that needed to use their money and 
resources for other ministry efforts. With Church Media in a Box, you’re hiring a full-time staff 
member, at more than $30K less than you would at your church – without paying benefits, and 
other staff costs.  
 
It’s not for every church, and that’s okay. But it may fit your needs and save your church loads 
of money that you can pour into ministry.  
 
For more details on pricing and what’s included each month, check out 
twelvethirtymedia.com/box, that’s twelvethirtymedia.com/box  
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SEGMENT #2: 
Welcome back, we are looking at 6 things you can include in your weekly email to your 
volunteer media team. 
 
 
4. Prayer Needs. 
Share needs in the life of your team members that the whole team could pray for. Do you have 
a team member that is moving to a new house? Struggling in a job situation? Dealing with a 
medical issue? Rally your team to pray for them. Try not to make this section fluffy or 
something that you would dismiss. Be genuine and share the need from your heart - make sure 
its not a routine list that everyone skims over.  
 
5. Service Evaluation. 
You can use your E-Mail Newsletter to share some highs and lows from your weekend 
experience. Don’t be afraid to not only praise your team for the things you saw they did well, 
but offer some loving critique. People do want to know how they can improve. It’s better to 
offer little tweaks week-by-week than to unload your list of critiques in one rant. Take notes on 
Sundays of some things your team did well and things they need to up their game on. One 
note here - try to praise people by name, and critique as a group. Don’t call someone out for 
doing something poorly in your Newsletter, address individual issues, individually. And be 
gracious - if people know your heart that you want them to be better so that the experience will 
be better, they will be receptive. Routine evaluation and review after every event is valuable. 
Use your Newsletter to praise and evaluate your services. 
 
6. Details on your Upcoming Sunday. 
In the area of Media Production, we used Planning Center Online to create our service flow. I 
would also type out the Service Flow in my Newsletter with specific notes on each element of 
the service. I would give a couple of sentences detailing each element. For example, for songs, 
I would note that it’s a very high tempo song and that we would want to use lots of quick cuts, 
with fast camera shots. I would note any special band or vocal solos for camera operators. I 
would talk through transitions so the whole team was aware of how we would move from one 
element to the next in the service. Giving them these notes during the week allowed them to 
live with the content some during the week like I was. If you serve another ministry of your 
church, consider giving details for each element or event during your weekend experience. 
 
These six ideas may get a little lengthy in one e-mail. You might also consider sending two 
separate e-mails during the week. One being a Team Update where you share stories, church 
stats, celebrations, and prayer needs. And the other e-mail could be your Sunday Prep E-Mail. 
You might also consider splitting these ideas up into shorter e-mails or even social media 
posts. The point here is to be intentional about communicating valuable information to your 
team. 
 
So many times we expect volunteers to walk in on Sunday and be just as versed and prepared 
as we are - it’s simply not true - if you are on staff at a  church, you are spending all week 
preparing content and setting the table for Sunday. Your volunteers aren’t. Spend time during 
the week preparing them for Sunday. Set them up for success, and you’ll start seeing more 
ownership and excitement in your volunteers. 
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CLOSING SEGMENT: 
I want to thank you for joining me this week on The Church Media Podcast. 
My hope and prayer is that we can learn from each other how to create experiences at our 
churches where people meet Jesus and take their next step with Him. 
 
Let me know what you think. 
You can leave a review of this podcast in iTunes or shoot me an e-mail directly at 
carl@twelvethirtymedia.com. 
 
Also, remember, you can grab the show notes for this episode at 
twelvethirtymedia.com/podcast 
 
I want to thank my producer for this episode, the legend himself, David Michael Hyde. David is 
a Contemporary composer and music producer for film and digital media. You can find more 
about David and even have him compose some music for you and your projects. You can 
Check him out at davidmichaelhyde.com. 
 
Thanks again for joining me this week. 
Go out there and create some incredible experiences this Sunday. 
I’ll catch you next week. 
 
 
 


