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Teaser: 
The Church Media Podcast, Episode #33 “The Best Way to Structure Your Volunteer Team". Let's do it. 
 
 
INTRODUCTION:  
Welcome to Episode #33 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. 
 
In this episode, I'm going to share with you, what I believe is the best way to structure your volunteer 
team. We're going to talk Org Chart! My goal will be to show you a new approach for breaking your large 
team up into smaller teams to accomplish more and be very intentional about leading them. 
 
You'll find everything you need to know about this episode, get the show notes, and more 
at twelvethirtymedia.com/podcast 
 
 
SEGMENT #1: 
Alright, let’s dive in.  
 
At the two churches I’ve served on staff, I created an Org Chart for my volunteer teams for a few 
reasons. The main reason being they grew so large so fast that I needed a way to minister to a lot of 
people at once without killing myself. Obviously I couldn’t do it alone. So we created teams and asked 
key volunteers to lead those teams.  
 
Here’s how it looked for us at Newspring: 
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We divided our Media Production Team, which consisted of over 100 people, into three distinct teams. 
People could serve in multiple areas and multiple roles, but for the sake of organization, we placed 
people into three buckets. 
 
If you go to the show notes for this episode at twelvethirtymedia.com/podcast, click on Episode number 
33 and their you will see my Organization Chart. You can even download it for free if you want. If you are 
listening to me on your computer or your mobile device and you can go to the show notes page real 
quick and pull this Org Chart up, I think it will help you visualize what I’m talking about a little clearer. 
 
So I’m going to give you some explanation on each tier of my Org Chart. 
 
We started at the top with the Production Staff Members. 
 
At the Columbia campus of Newspring Church, when I was on staff, we had 5 full-time production staff 
members -  
A Service Producer 
A Video Coordinator 
An Audio Coordinator 
A Lighting Coordinator 
A Worship Leader 
 
As a staff unit, we split the responsibilities for the three volunteer teams on our Organizational Chart. 
 
The first Volunteer Team we called NEW SERVE. 
These volunteers were responsible for recruiting and training new volunteers. 
 
We had three teams under that heading: 
 
Opportunities Tour: this team hosted potential new volunteers as they toured our ministry. They shared 
our vision and passed out information about our production team. 
 
First Look: this team met with new volunteers coming to our team. They introduced new volunteers to 
veterans, gave them a behind-the-scenes look at our service and shared information about joining our 
team- time requirements, training and other important information. 
 
BASICS Training: “BASICS” was our volunteer training process. This team ensured that no volunteer 
‘fell through the cracks’ and were fully trained before serving on a Sunday. 
 
I’ve fleshed each one of these ideas out in blog posts on the site that you can read. I’ll place the links to 
these posts on the show notes page for this episode. 
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The second group on our Org Chart was SERVICE FLOW or SERVICE EXECUTION. 
 
This team was responsible for everything dealing with a Sunday. From prepping volunteers to 
coordinating the control room, to evaluating the service and making changes.  
For most churches, this is their whole production team. I’m submitting to you that the execution of 
services on Sunday is only one section of what your team should be about. 
 
We had two key positions on this team. 
 
Video Producers: were in-charge of the volunteer team and the execution of a service on a Sunday. 
This person would be in the control room as an overseer of the service. They would be available to solve 
problems before they happened, put out fires if necessary and handle everything related to managing 
the video team. This person also contacted the Director each week and worked directly with the staff 
team to know the details of a Sunday and communicate those details to the team. 
 
Directors: reported to the Video Producer. This person was responsible for everything that went “live"- 
they called camera shots, called for graphics and video, broadcast feeds, and everything else that 
appeared on screens. 
 
 
Is your mind blown yet? I know its a lot to think about and consider. I’m going to take a quick break and 
let your brain catch up. I’ll be right back. 
 
 
COMMERCIAL: 
12:30 Blog – twelvethirtymedia.com/blog 
 
  
SEGMENT #2: 
Welcome back, I’m talking about the best way to structure your volunteer team. Again, check out the 
show notes for this episode at twelvethirtymedia.com/podcast, click on Episode 33 to get some visuals 
as to the ideas I’m giving you. Let’s dive into the last section on my Org Chart. 
 
This section had everything to do with our Volunteer Culture. That’s right, I created an entire tier on our 
Org Chart where our volunteers would help and lead in creating culture in our team.  
 
There were responsible for our creating the atmosphere. This was also a great place for someone less 
technically minded to serve or someone who wanted to serve on our team but not run a piece of gear. 
 
I broke this group up into three teams. 
 
Production Headquarters: This team was responsible for making our production hangout space 
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awesome. They coordinated food, provided games and activities, planned 
devotionals/testimonies/stories/guest speakers, and decorated our space. 
 
Events: Our Events Team planned outside activities for our production volunteers. The only 
requirements I had for this team was to have one small event every month (go to the movies, go bowling, 
go to a sports game) and one big event every quarter (Chili Cook-Off, Christmas Party, Cookout). 
 
Next Steps: This team helped pastor our people. I wanted our team to be really involved relationally with 
each other. This team helped people take their next step on our team (with learning a new position, 
taking on a leadership role, etc.). They also helped people grow spiritually (provided devotional and Bible 
Study resources, helped them find a small group, helped connect them with counselors, etc.) 
 
 
Each team involved in New Serve and Volunteer Culture had a Team Leader. We created the Org Chart 
first so we knew the needs of the team, then we prayed about who would be best to fill these roles. 
 
So let me recap by giving you some reasons why I believe you need to create a 
clear Organizational Chart for your team: 
1. It keeps everyone organized and informed. 
2. It lets volunteers know who to go to for direction. 
3. It helps you, as the staff member, be a leader of leaders and empower your team to have ownership 
in their culture. 
4. It lets you see clearly what the needs of your team are. 
 
Your team may look different. You may structure it different than the way I have. But I tell you this - I 
believe the best way to structure your team is to break it up into smaller pieces to give more people 
opportunities to serve and use their gifts. 
 
 
CLOSING SEGMENT: 
That’s all that I have for you this week. I want to thank you for joining us this week on The Church Media 
Podcast.  
We want to learn from each other how to create experiences at our churches where people meet Jesus 
and take their next step with Him. 
 
If you want more on this topic, go to twelvethirtymedia.com/podcast, click on Episode #33 and get 
everything you need. Transcript, Show Notes, Sharable Content and more - 
twelvethirtymedia.com/podcast 
 
I want to thank my producer for this episode, the Yoda of Audio and Sound Design - Mr. David Michael 
Hyde. David is a Contemporary composer and music producer for film and digital media. You can find 
him at davidmichaelhyde.com. 
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Thanks again for joining me this week. 
Go out there guys and create some incredible experiences this Sunday. 
I’ll catch you next week. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 


