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Teaser: 
The Church Media Podcast. Episode 93: How to Create a Core Volunteer Team. Let’s do it.  
 
Introduction:  
 
Welcome to Episode #93 of The Church Media Podcast. I’m Carl Barnhill. Thank you so much for 
listening this week. Our goal is to help you with your weekend church services or large gatherings -  we 
want to be your one stop shop for help with the experiences that you create for your church. We provide 
off the shelf worship media content, custom video content, and training for your team through our blog, 
podcast, books, and more. 
 
Alright, this week I’m going to share with you how to create a core volunteer team. We’ve gotten some 
great feedback from you guys that you want to hear more from me and how I’ve led volunteer teams in 
the past. We’ve listened, and we’ll have a few interviews coming your way, but we’ll also be adding in 
some episodes featuring content from my playbook as well. So I hope and prayer its beneficial to you.  
 
I’ll share my strategy for inviting and training your core volunteer leaders next. But first your church media 
resource of the week.  
 
CHURCH MEDIA RESOURCE OF THE WEEK:	

Frontify 

Frontify is an easily operated, cloud-based brand management software, with powerful collaboration 
solutions for design feedback, prototyping & consistency. Find out more here. 

 Audio Clip of Resource: 
https://s3.amazonaws.com/thechurchmediapodcast/Audio+for+the+Blog/CMR44+v1.20170528a+-
+Web+Media+-+%5Btwelvethirty%5Dmedia.mp3  
 
SEGMENT 1:  
https://s3.amazonaws.com/thechurchmediapodcast/S2E93+v1.20170528a+-+Church+Media+Podcast+-
+%5Btwelvethirty%5Dmedia.mp3 
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Welcome back, this week, I’m sharing with you how to create your core volunteer team. Those key 
leaders you want to maximize the ministry you can have with your team.  
 
Here we go.  
 
In order to see growth in your ministry, you have to raise up leaders. The days of you being a one-man-
show have to be long gone. You must work yourself out of as many jobs as you possibly can. I know 
there are those that have differing views on this, in fact my friend Jonathan Malm just wrote a post for our 
blog a couple of months ago that countered this approach. And in fact, I agree with him for the most part - 
that you need to be you, that God created you with unique gifts and passions and you should use them.  
 
My approach when it comes to ministry is to be a leader of leaders.  
I want to lead a small team of people that are each leading their own teams.  
With this approach, we can cover a lot of ground and see more done.  
 
One major step in doing this is developing a core group of volunteer leaders that are responsible for bit-
sized pieces of your ministry.   
 
At Newspring, we formed a core group of 10 leaders that led teams that had ownership and responsibility 
in regard to new volunteers, the execution of a Sunday and building our volunteer culture. One of these 
leaders, as a joke, even gave this core team the nickname the "G10", after the "G8" world leader 
summits. The name stuck and we even made a "G10" logo and had T-Shirts made.  
 
So where do you start?  
Here is a 9-step strategy for creating a dynamic Core Volunteer Team:  
 
1. Create a Team Org Chart first. 
I wrote an article on this here and recorded a podcast episode on this topic - Episode #33 if you want to 
take a dive into the archives. We’ll put a link to it in the show notes.  
 
You want to establish the structure of your team before you have names attached. This allows for you to 
build your ministry around a solid structure and not around people (that could move or leave your ministry 
unexpectedly).  
 
2. Create Job Descriptions for each Team Leader. 
Have clear expectations and goals for each leadership position. Don't make it seem like a 40 hour per 
week job, but do give clear direction as to the vision behind this role. It doesn't even have to be long. The 
simpler and more practical you can make these, the better. Also, leave a lot to their freedom and 
creativity. For example, for an Events Team Leader my only major expectations was to have one small 
monthly event and one large quarterly event. That was about it. It didn't really matter to me what we did or 
when, I just wanted to see people on our team hang out together.  
 
You can download a few of my FREE Team Leader job descriptions on our website. I’ll link you over to 
those in the show notes as well.  
 
3. Pray and seek advice about who should fill each leadership role. 
This is important. Once you have your structure in place, ask your staff co-workers who they think, from 
your Production team, might be good for the roles you want to fill. Also, spend some time praying about 
these names. Ask God if they are right to take on a leadership role on your team. Think through it. Ask 
yourself, will this person help us multiply and grow? Would they also help develop leaders? Can I trust 
them to get stuff done or will I have to spend time hand-holding?  
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4. Meet with each leader one-on-one to pitch the role to them. 
Plan a lunch or a meeting with each potential leader to cast vision and pitch to them taking a core position 
on your team. This is a great opportunity to take an intern or other young leader with you to watch you as 
you do this. Be sure to cast vision as to what the role is. Go through your job description and expectations 
for what you're asking of them. Ask them to pray about serving in the role. Give them a time you'd like to 
know their answer by. Be faithful to follow up with them.  
 
5. Meet with your core leaders regularly. 
Once you have all your leaders in their roles, bring them together to meet on a regular basis. I suggest 
about once a month at first and then move to once every two months or once a quarter. Let these 
meetings be a time where you cast vision and be there only to help. Let them come up with ideas, let 
them lead the meetings, let them lead their teams how they want. You just steer the ship. This group 
should be self sufficient. Don't let them be dependent on you or your missing the point of raising up 
leaders.  
 
When I come back I’m going to walk you through my last 3 strategies for creating a core volunteer team. 
I’ll be right back.  
 
 
SEGMENT 2:  
 
Welcome back. Alright, my final 3 suggestions for creating a core volunteer team.  
 
6. Show them how you do it.  
Have them observe you in action doing the part of your ministry that you are passing off to them. During 
this time, tell them why you do certain things. Tell them why you say certain things. Cast vision as to the 
meaning behind why this part of the team exists and why it's important. Be careful not to give them a list 
of rules or make it where it has to be done how you do it. Give them freedom to make it their own. Your 
passing the baton to them, don't have such a firm grasp that they can't run with it. Give it up. Let them 
flourish in their role and you be there to support and help them.  
 
7. Be with them the first few times on a task. 
When passing pieces of your ministry off to your leaders, be present the first few times you let them do it. 
Be there as a coach and as a massive encouragement for them. Give them pointers and specific things 
they can do better.  
 
8. Empower them.  
After you're with them the first few times on a task, let them do it! Leave them alone! If you're there every 
time, they will use you as a crutch and won't feel the weight of their role. Also, just with your presence, 
people look to you as their leader. Get out of the room! Leave.   
 
Another note here is once you delegate, give your leader the authority and don't undermine it. Meaning, if 
you have a leader in place, and someone comes and asks you a question that pertains to that area, most 
of the time, you need to divert their attention to your leader. For example, if someone were to ask me, 
"Carl, how are we executing this piece of the service today?" I could answer them, but it's more powerful 
for the team if I diverted that question to our Video Producer. So my response would be, "Matthew is the 
Video Producer today, that's a great question to ask him." You can even give a wink. It's okay if they 
know what you're doing.  
 
9. Challenge them to multiple themselves. 
From the initial pitch for taking a leadership role on your team, you should challenge your leaders to 
multiply themselves. I would even consider keeping your core team fairly small. I had 10. My plan was to 
keep this number at 10 and rotate people in and out every six months or so. This kept my sphere of 
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influence small enough that I could spend more time with less people. This also allows volunteer leaders 
to not get to a place of entitlement. Cast the vision early that you want them to raise up someone to take 
their place. Keep after them- if you're not seeing someone under their wing that they are pouring into, you 
need to challenge and give them goals to do so.  
 
So a couple of themes in this strategy that I want to make sure you see: 
 
1. The point of raising up leaders and forming your Core Team is to give away pieces of your ministry. 
Give them authority, empower them, and let them go. You can always come in and steer the team a 
different direction if you see something going off-course. After all, it's not really your ministry, it's God's. 
He has entrusted you with this team. You should constantly be working yourself out of a job. You must 
leave a legacy where the ministry is not dependent on you. It grows and flourishes without you.  
 
2. Create a culture of multiplication. Train your team to pour into each other, to teach each other, to raise 
up young leaders, to multiply themselves. If each of your leaders know that its not about them, its about 
creating opportunities for other people, you’re going to see massive growth on your team.  
 
This strategy works. I’ve seen volunteer numbers double and triple at the churches I’ve served by using 
these simple techniques. You can do this!  
 
For more on this topic, we’ve loaded up the Show Notes page for this episode with some free resources 
for you.  
   
Show Notes for this episode are online now at twelvethirtymedia.com/093 for links, notes and more. 
That’s twelvethirtymedia.com/093  
 
SPONSOR COMMERCIAL: 
Churchvoiceover.com – more info here 
 
CLOSING SEGMENT: 
 
Next week on the show I share with you how to take your audience on a journey in your worship 
experiences. I’ll share 3 ways to ensure a dynamic service flow and I’ll give you some tips on an area of 
your experience that if you can tweak, it will really change the game for you. I’m going to hold that little 
secret and spill the beans on that next week on the show.  
 
Our Podcast Producer is David Michael Hyde. He is a genius. DavidMicahelHyde.com is where you can 
find him online.  
 
Its a privilege hanging out with you guys.   
 
Go out there and create some incredible experiences this weekend.  
 
I’ll catch you next week.  
 


