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Teaser: 
The Church Media Podcast. Episode 111: The Ultimate Production Team Handbook. Let’s do it.  
 
Introduction:  
 
Episode 111 of The Church Media Podcast. I’m Carl Barnhill, your guide on the journey. Thanks for 
listening. It’s our prayer through this podcast to help you create dynamic Worship Experiences and build 
solid media production teams at your church.   
 
And this episode will be completely focused on the later. Helping you build and create a solid, thriving, 
excellent Volunteer Team. I’ll be sharing excerpts from my e-book The Ultimate Production Team 
Handbook which is packed with tons of training guides, checklists, scheduling tools, org charts and more. 
All to help you build an incredible volunteer culture at your church. And I’ll be giving you a coupon code to 
use as a discount on the book on our online store. So stay with me for that.  
 
But first, I want to tell you about our sponsor for this week’s episode - ChurchBanners.com. They 
compliment our ministry well. We help you transform your worship experiences - and these guys help you 
in that effort as well by providing customizable banners for your church. They make the spaces in your 
church look awesome and can provide a great touch to the atmosphere you are creating for your 
congregation. Check them out today at ChurchBanners.com  
 
When I come back we’ll dive right in to how to create a compelling vision and clear expectations for your 
production team, the best ways to schedule and structure your team, and more. I’ll be right back.  
 
CHURCH MEDIA RESOURCE OF THE WEEK:	
 
Wireless Frequency 
 
Due to the FCC Incentive Auction, the use of wireless microphones and personal monitor systems in the 
600 MHz Band eventually will be prohibited by 2020. Learn more here.  
 
Audio Clip of Resource: 
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https://s3.amazonaws.com/thechurchmediapodcast/Audio+for+the+Blog/CMR61+v1.20170929a+-
+Web+Media+-+%5Btwelvethirty%5Dmedia.mp3 
 
SEGMENT 1:  
https://s3.amazonaws.com/thechurchmediapodcast/S3E111+v1.20170929a+-+Church+Media+Podcast+-
+%5Btwelvethirty%5Dmedia.mp3 
 
Welcome back. This week, I’m giving you some of the content of my e-book The Ultimate Production 
Team Handbook absolutely free and I’ll be giving you a coupon code for 10% off the book on our store in 
just a little bit.  
 
Alright, let’s dive in:  
 
As a Media Director at two of the largest churches in the country, I have had to create systems and 
processes where I could assimilate, train, and minister to literally hundreds of volunteers. I had to plan 
and strategize about how to structure our team and how to organize information where it could be easily 
accessible and understandable to people.   
 
I put everything down on paper. From our Vision Statement to Volunteer Job Descriptions to all of our 
Training Materials - any information a volunteer needed, I tried to document it.   
 
There were several reasons why I did this:  
 
1. It allowed me to get the ideas I had in my head into a form that could be easily transferrable. Once a 
concept was on paper and everyone had a copy, team members were not dependent on me for every 
answer. It created ownership where they could easily teach new volunteers and each other information 
about our team.  
 
2. Our training became consistent. Every new volunteer and trainer was following the same documents. 
Very little gaps were left when training new people on our team.  
 
3. Lastly, a reason that I was unaware of when I was writing the material was that other campuses in our 
church could benefit from and adapt the material to their team. I had countless ministries in our church 
and even leaders at other churches contact me to see if they could adapt our material for their teams.  
 
And that's what this e-book is all about. I give you my complete handbook of documents and training 
materials that will give you a massive jumpstart in creating your own manual for your Production Team. 
I've included everything from my team Organizational Chart, Volunteer Job Descriptions, Training Guides, 
Checklists, Team Lists, Schedule Templates, and more. It's all here for you. I've even included links to 
editable Word documents and printable PDFs so you can easily adapt the material for your team.  
 
Every Production Team at every church is different. You may structure your team a different way. You 
may have more, less, or even different positions needed to execute your Sunday worship services, but 
my hope and pray is that the material in this book will save you tons of time and energy.   
 
I hope this podcast episode isn’t a commercial for the book, although I do hope you pick it up because I 
think it will really help your team - but this isn’t intended to be a commercial, but a companion for helping 
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you use the book to its fullest potential. So I’m going to walk you through a couple of different parts of the 
book and give you some pointers on how to implement the content for your team.   
 
1. You’ll want to spend some time thinking about Your Vision and Expectations for your Team. 
 
The Vision I had for my Team was this:  
Our Media Production Team uses technology and creativity to create excellent, distraction free 
experiences where people can meet Jesus and grow in their relationship with Him.  
 
Your goal is not a perfect worship service.  
Its not flawlessly executing every cue.  
Its not hitting all your times and nailing those transitions.   
 
That’s not the goal.  
 
The goal of your Worship Experiences should be to point people to Jesus. Both seekers and believers. 
So from planning to execution, your goal should be that.  
 
2. Make Clear Your Expectations for Your Team. 
If people know what they are shooting for and at, they are more likely to hit it. And its your job to describe 
the target. Its your job to define the bulls eye.  
 
Here are a few expectations I had for my team:  
 

- Spend Time with Jesus Regularly  
- Assume the Best in Each Other  
- No Gossip  
- Love Each Other  
- Be Willing to be Versatile  
- We asked our team members to learn at least 3 positions on our team. If that’s the expectation 

going in, then its easier for people to commit to more training or other responsibilities because 
they already know what’s being asked of them.  

- Help Us Multiple and Develop People  
- It was an expectation that I had on my team that everyone help us multiple. Everyone was 

expected to help train and develop other people.   
 
Next, you’ll want to have a few things on paper for new volunteers so they know the ropes. When you 
assume people know things about your team, most people don’t. So giving them information is helpful 
when starting out.  
 
Here are some things you’ll want to put down on paper to make sure everyone knows:  

- Your Check-In Process  
- Your Dress Code  
- When volunteers are expected to be on their position and ready to start.  
- Your Point of Contact   
- News Flash: this doesn’t need to be you. You need to raise up leaders that can be points of 
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contact for new volunteers coming into your team.   
- How to Use Planning Center Online.  
- Your more than likely using PCO to plan your services out. Make sure you don’t assume that your 

volunteers, especially new volunteers know how it works and where to go. Give them information 
about it.  

- How Scheduling Works.  
- Let them know about how often they are going to be scheduled and who is going to schedule 

them, that sort of thing.   
 
I flesh each of these areas out in the book, but I want to give you a taste of some things that I not only 
walk you through in the book, but give you examples of how I did these things, how I wrote them - so that 
you can use it and adapt a few words here and there for your culture.  
 
 
How to Schedule Your Team. 
The next area I address in the book is how to Schedule Your Team. At the churches I’ve served, we used 
a team approach. I’ve described this in detail in previous podcast episodes, but the highlights are this:  
 

- Use a team for every block of services - Saturday PM Team, Sunday AM Team, Sunday PM 
Team  
 

- Don’t use a new team every service.  
 

- I found the sweet spot in rotating volunteers is to schedule them to serve once every three weeks.  
 

- I would also suggest implementing a rule where a volunteer can’t serve every Sunday. They need 
to worship with their families and they will burn out if they serve every week.  

 
In the book I provide several scheduling templates for this team approach. They are super simple, but you 
can take them and change and adapt them for what you’re doing with your team.  
 
 
How to Structure Your Team 
Next, let’s talk a little bit about how to structure your team.   
I used an Org Chart. Yes, an Org Chart for my Volunteers. It worked.  
 
I used an Org Chart for a couple of reasons:  
1. It kept everyone organized and informed. 
2. It let volunteers know who to go to for direction if they have any questions or needed any help. 
3. It helps you as the staff member empower your team to have ownership at different levels in the 

process. You’re not doing it all. 
4. It lets you clearly see the needs of your team. 
 
I provide some org chart examples in the book and walk you through how I structured my team.  
We had a New Serve Team, a Service Execution Team, and a Volunteer Culture Team within our 
Production Team.  
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Most churches just have a Service Execution Team - the team that runs the service right?  
 
Well, I dedicated two entire groups of people with leaders and expectations, in two other areas -   
New Serve - this team was responsible for our new volunteer process - making sure people didn’t fall 
through the cracks and were trained.  
 
Volunteer Culture - this team helped with our Production Headquarters space, our team events, and our 
next steps (within production and spiritually).  
 
You can check out the book for details about these teams, the expectations of the leaders, job 
descriptions, checklists, training guides and other material that you can edit and adapt for your 
volunteers.  
 
 
Conclusion 
 
A few last things I want to let you know about:  
 
- Teach your Core Team and Give Them Ownership. Raise up Leaders that cat vision for you without you 
being there.  
 
- Distribute your Documents: when you put your handbook together, be sure to save your docs as pdfs 
and distribute them to all your volunteers in as many ways as you can.  
 
 
- People will not retain information by you telling them one time. They have to be told and shown several 
times for them to retain information. People lives busy lives outside of volunteering in production. Don’t be 
frustrated with that, embrace that and make it easy for them to get what they need for you and the leaders 
you put in place.  
 
Remember - you are their pastor first and foremost. All the processes in the world will not make a 
volunteer feel cared for and valued - only you can do that.  
 
When I come back, I’ll give you a coupon code to pick up the Handbook for 10% off the regular price of 
the book. Stay with us.  
 
 
SEGMENT 2:  
 
As promised here is your Coupon Code for 10% off The Ultimate Production Team Handbook.  
If you use Code SERVEYOURTEAM. That’s SERVEYOURTEAM all one word at checkout at 
twelvethirty.media/handbook.  
 
One more time - that’s Coupon code SERVEYOURTEAM, all one word at checkout when you purchase 
The Ultimate Production Team Handbook.  
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You can get to the book page directly by going twelvethirty.media/handbook.  
 
And for show notes for this episode and all archive episodes of our show, visit 
thechurchmediapodcast.com. 
  
You can subscribe to the show or listen online. thechurchmediapodcast.com  
 
SPONSOR COMMERCIAL: 
Churchbanners.com/carl – more info here 
 
CLOSING SEGMENT: 
 
Next week, you’re getting me again. I’ll be sharing with you 7 ways to retain volunteers on your team. A 
good follow up to our discussion today. I’ll give you practical tips for keeping volunteers dedicated to 
serving at your church.  
 
DavidMichaelHyde.com is where you’ll find our master producer for all our episodes. Visit 
davidmichaelhyde.com for more.  
 
It’s a privilege hanging out with you guys.   
 
Go out there and create some incredible experiences this weekend.  
 
I’ll catch you next week.  
 
 
 
 
 


