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Teaser: 
The Church Media Podcast. Episode 76: How to Provide Consistent Training Opportunities for Your 
Production Team. Let’s do it! 
 
Introduction:  
 
Hey guys welcome to the podcast this week. I’m Carl. Its a privilege hanging out with you each and every 
week. Even though I’m in the studio alone when I’m recording, your feedback through social media, 
emails, and messages is much appreciated. Keep that coming. You can email me directly anytime you’d 
like at carl@twelvethirtymedia.com.   
 
Before we get rolling this week, I want to let you know about the free stuff you can get on our website at 
twelvethirtymedia.com. First our blog is chalk full of free resources. Nearly every post - and we post on 
our blog three times a week, every Monday, Wednesday, and Friday, nearly every post has a free pdf, 
free website links, free downloads, resources, hacks and more. Go to twelvethirtymedia.com/blog today. 
You’ll also find some bonus interviews from today’s top Christian artists and leaders - its just too much 
content for the podcast and so we do some bonus interviews for the blog only - we have interviews with 
people like actor and director Kirk Cameron, Christian music legends John Schlitt and Sandi Patty, Joel 
Smallbone from for King and Country, Jaci Velasquez, Sadie Robertson from Duck Dynasty and more. 
You can check all that out on our blog.   
 
I also want to tell you about our Friday Giveaway. We give away free church media - mini-movies, 
countdowns, motion backgrounds, graphic design and motion graphics elements, pdf’s and more every 
Friday. Just go to twelvethirtymedia.com click on the Free Download button right there on the homepage 
and your download will come right down to your machine. We love giving away as much as we possibly 
can. 
 
This week on the show - you get me! Its been awhile since we’ve tackled a topic. We’ve been in 
interviews for quite some time, and I thought it would be a nice change up for me to share some of my 
strategies for providing consistent training opportunities for your volunteer team. I’m going to open my 
playbook and share the entire training process that we created at Newspring Church. I’ve served at 
several churches and ministries over the years, most recently at Newspring and we created a training 
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process that really worked. I’m going to share all about it after this week’s Church Media Resource of the 
Week. I’ll be right back.  
.  
CHURCH MEDIA RESOURCE OF THE WEEK:	

Learning EQ 

Live Sound Advice offers a free instructional seminar, entitled The Art of Equalization, focusing on 
preventing feedback, improving intelligibility, and creating better music mixes. Find out more here. 

Audio Clip of Resource: 
https://s3.amazonaws.com/thechurchmediapodcast/Audio+for+the+Blog/CMR27+v1.20170203a+-
+Web+Media+-+%5Btwelvethirty%5Dmedia.mp3 
 
SEGMENT 1:  
https://s3.amazonaws.com/thechurchmediapodcast/S2E76+v1.20170203a+-+Church+Media+Podcast+-
+%5Btwelvethirty%5Dmedia.mp3 
 
Welcome back. This week, I’m opening my playbook and sharing with you a quick guide to providing 
consistent training opportunities for your volunteers. Training your volunteers is so important. And training 
shouldn't stop with new volunteers. You should be consistently providing training opportunities for new 
members of your team and for your veterans.   
 
So I’m going to give you an approach to consider using with your team. 
 
Before I start laying this out for you, I want you to push you to another podcast episode that I did early in 
2015 called “How to Provide a Clear On-Ramp for New Volunteers”, it was episode 31 of the podcast. 
This episode will lay out my strategy for bringing new volunteers to your team. Gotta have people on your 
team before you can train your team, right? So quickly, here was our “On-Ramp” for new volunteers, this 
was the path a new person to our church followed to go from visitor or member of our church to 
consistent volunteer, this was the path they followed: (again, listen to episode 31 of the podcast in the link 
above for lots more detail on each) -  
 
1. Church Membership or Ownership Class  
This is where people found out about our church. From there, new members would sign up for…  
 
2. Opportunities Tours 
So, from our membership or ownership class we called it, there was a clear push for people find a spot to 
serve. They would sign up for an opportunities tour. This tour would go around to all the ministries in the 
church and show people the places that they could volunteer. So production was one of the spots that the 
tour came by to see. 
 
3. From there, if someone was interested in serving on our team, we would sign them up for what we 
called a “Production First Look”. This was a sneak peek into our team and what we did every week. 
We would explain the positions on our team, the schedules, how our team operated, give them our vision, 
stuff like that. From there, they would sign up for their first training session to start learning a position. 
 
Okay, so 4 steps to our ON RAMP: 
1. Church Membership Class 
2. Opportunities Tours 
3. Production First Look 
4. Training 
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I’ve written in detail on each one of these and how we did these on the 12:30 blog. We’ll put all those links 
on the show notes for you.  I’m also in the process of writing a book that will flesh all this out in detail so it 
will be all in one place for you. 
 
Now that we’ve established the ON RAMP to get volunteers onto our team. 
Let me walk you through our training process and give you a new approach to training. 
 
And you don’t have to worry about writing all this done, everything I’m talking about will be available for 
free for you to download on the show notes page for this episode at twelvethirtymedia.com/076. 
 
So just listen, and get some ideas for what you could implement and download those resources and 
adapt this method for your team. 
 
Try offering training opportunities like college courses so it's clear where someone is in the training 
process. It also gives them clear milestones for growth.  
 
I've seen a lot of success using this method in my experience. 
 
At Newspring, we called our training process “BASICS” 
We had a BASICS 100s, BASICS 200s, and BASICS 300s. 
 
And it was designed like this: 
 
There were three classes or experiences in each series. 
The BASICS 100s was designed for New Volunteers.  
 
We had BASICS 101, BASICS 102, and BASICS 103.  
And these go in order.  
 
BASICS 101: Was a training environment in which a new volunteer would observe a veteran in a position 
of their choice. This training would be scheduled for one service on a Sunday. All we wanted people to 
do, was come in, see the lay of land, get familiar with our environments, meet some people, and just 
observe.  

One of the biggest reasons why volunteers burn out quickly is that they’ve been pushed into responsibility 
too quickly. Imagine never touching ProPresenter in your life and then being responsible for running lyrics 
and content for your entire church in a matter of minutes. I’d be freaking out and nervous too. Let’s not do 
that to people. Let’s ease them in. 

So BASICS 101 was designed for people to just observe a position that they think they might want to try. 
And we encouraged our veteran in that position to just chat and get to know them. 

That was BASICS 101. Really simple. 

BASICS 102: Was a Monday night training environment in which a new volunteer would learn about the 
details of how our Production Team operated.  

We went a little further here. 

At this training each new volunteer would be paired one on one with a Veteran to train on a position. They 
would also have the experience of running that position during a full Run-Thru with our band. 
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So a couple of things here: 1. We had a full night of rehearsal and ended the night on a full run-through 
every week. 

Some of you are freaking out right here. What! Your entire band and teams were there another night out 
of the week!? 

Yes, but we worked quickly to create positions where veterans could lead this Monday night training and 
eventually, our staff team would either rotate to stay or let the veterans run the night. I think I got to where 
I would be there on a Monday night maybe once a month or so.  

Its a process. You can get there. 

Secondly, we asked an entire team of veterans to train new volunteers one on one on positions. This was 
huge. We saw veterans become more invested in what we were doing, because they were now teaching 
new people how to do it. We saw major relationships being formed because people were spending more 
time together. We saw our experiences become more excellent because people were getting more 
practice on the gear on the stage in a non-stressful environment. 

Monday nights didn’t have an audience. We could be on the stage or play with the gear and mess up all 
we wanted to. The entire point of the night was to practice and learn.  

Think of this in terms of sports. If you’re on a team and the only time your on the field is during a game, 
the game is where you’re practicing, so you’re more apt to mess up.  

Why is this different in church world? We use Sunday as a training ground. We just tell our volunteers 
things to do and then shove them onto the field, if you will, with no practice. Then we wonder why our 
experiences aren’t excellent. 

Give your volunteers practice. Set up some type of practice environment for them. Could be Monday 
nights, could be Wednesdays after mid-week service, could be Sunday afternoon. Doesn’t matter when it 
is, but if you set up some practice environments, your volunteers will thrive. 

Now - one last note here - you are going to get push back on this idea. Expect it. You’re going to have 
people not like this idea. This is a long - play. I had people hate this idea at first, then come to be later 
and thank me because they got a chance to practice, and train people. They began having more 
ownership in the process. 

We set this up where a new volunteer could take BASICS 102 as many times as they wanted to so that 
they felt comfortable running the gear on a Sunday. That being said, all stage camera positions, because 
its a little more difficult to master, it was expected that they do more than one BASICS 102. We wanted to 
make sure they were ready for Sunday. 

That was BASICS 102. 

BASICS 103: Was a training class in which the new volunteer would run a position on a Sunday with a 
Veteran by their side as a safety net. We also nicknamed this class "Bowling with Bumpers”. The new 
volunteer would run the position on their own. The veteran would be right there beside them in case they 
had any final questions or were nervous in any way. 

This helped a volunteer’s first time on a Sunday be a little more stress free. They knew we had their back 
and wouldn’t let them mess up. Any you can make a new volunteer more confident going into executing 
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your experience, the better. 

Okay, I’m going to move on to laying out our BASICS 200s series classes. 
This set of classes is the same structure as BASICS 101, 102, 103, but this was designed for our 
veterans to be cross-trained in other positions. 
 
I considered a volunteer a veteran who had been on the team for three months or more. 
We also made it clear when you joined our team that we wanted you to learn at least 3 positions on our 
team. This allowed us to move people around on a Sunday if we had the need. 
 
So, a veteran didn’t need to go through First Look again, they already knew about our team. But they did 
need training on new positions. 
 
So BASICS 201 was a training experience in which a Veteran would observe another veteran in a new 
position of their choice. This training would be scheduled for one service on a Sunday. 
BASICS 202: Was our Monday night training environment. At this training each Veteran would be paired 
with another Veteran to train on a position. The Veteran would also have the experience of running that 
position during a full Run-Thru with our band.  

On Monday nights, we had new volunteers being trained and veterans being cross-trained on other 
positions.  

BASICS 203: Was our training environment in which the Veteran would run a new position on a Sunday 
with another Veteran by their side as a safety net. “Bowling with Bumpers 2.0”.  

Now to our BASICS 300 series.  

This series of classes was designed specifically for Live Directors.  

Here’s how this worked:  

In BASICS 301, a Director in Training would sit and observe a service with a Production staff member. 
The staff member would talk them through a service from the eye of a Director giving them a start on what 
they needed to start learning.  

BASICS 302: Was a Monday night training in which a full team of Veteran volunteers would be scheduled 
to operate each position while the Director learned how to dictate camera direction, call graphics and 
video playback cues, and lead a volunteer team in creating an excellent experience for those who 
attended our services.  

When we had a Director to train, we would take one Monday night on the calendar and instead of having 
a BASICS 102/202 training night, we would have a BASICS 302 training. Again, we asked a full team of 
veteran volunteers to come and run positions in order to help the director learn. It was wonderful to see a 
team of volunteers work together to make a new director successful - they would give him or her tips and 
helps on better ways to make their direction clear, how oversee the room, and more.  

I didn’t have to do everything. We created environments and cultures in which our volunteers wanted to 
help each other. We created positions of leadership where high capacity volunteers would be in charge of 
the entire training process and make sure volunteers were getting through our system.  

Sure we had our kinks and things that we had to work out, but setting up this clear path for our volunteers 
to be trained helped us execute our services on a very high level.  
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However, you set it up for your church, this is true - your volunteers want consistent training opportunities 
to be better at their position. They want to do a good job. Its your job to set them up for success.  

Once again, here are the places to find more on everything I just discussed: 

• How to Provide a Clear On-Ramp for New Volunteers 
• EPISODE 030: Six Ideas for Inviting New Volunteers to Your Team 
• How to Provide Serving Opportunities Tours 
• How to Provide Consistent Training Opportunities for Your Production Team 
• How to Provide a Production First Look 

 
I’ll be right back.  

Downloadable Content:  

 6 Ideas for Inviting New Volunteers to Your Team 
 How to Provide a Clear On Ramp for New Volunteers 
 The Best Way to Structure Your Volunteer Team 
 How To Provide Consistent Training Opportunities For Your Production Team 

 
SEGMENT 2:  
 
To load up on tons of free content, including links to all the blog posts and archive podcast episodes I 
mentioned along with downloadable pdfs you can take and use with your team, you can visit the Show 
Notes page for this episode at twelvethirtymedia.com/076 as in episode number 76. 
 
SPONSOR COMMERCIAL: 
Ben-Hur – more info here 
 
CLOSING SEGMENT: 
 
Next week on the show I welcome to powerhouses in Christian Music today. Jason Roy the lead singer of 
the band Building429 will be joining me along with Joel Smallbone from the band for King & Country. I’ll 
be talking with both of these guys about they work with their production teams in concert and tour 
environments and how they craft experiences for thousands of people at a time. Sometimes we think that 
other churches are the only people we should be looking at and following for ideas creatively. I have a 
different approach. I want us to learn from anybody that creates experiences for people. These guys 
share a ton about what goes into creating memorable experiences. I also talked with Joel about his new 
movie Priceless which is coming to DVD and Blu-Ray next week. He shares some behind the scenes 
stories of the making of that movie. So be sure to catch that next week.  
 
I want to thank the Legend - David Michael Hyde. David is a composer and music producer for film and 
digital media. You can find David slicing up some tracks with his mad audio ninja skills at  
DavidMichaelHyde.com.  
 
Thank you for listening this week.  
 
Go out there guys and create some incredible experiences this weekend.  
 
I’ll catch you next week.  


