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Teaser: 
The Church Media Podcast. Episode 112: 7 Ways to Retain Volunteers on Your Team. Let’s do it.  
 
Introduction:  
 
Welcome to Episode 112 of The Church Media Podcast. I’m Carl Barnhill, your Master of Ceremonies. 
Thanks for listening. It’s our prayer through this podcast that we help you transform the Worship 
Experiences and build solid media production teams at your church.   
 
I want to start off this episode by telling you about a book that I wrote and put together called The 
Ultimate Production Team Handbook. It has been a top seller by far on our website at twelvethirty.media. 
The book is the definitive companion resource for the volunteer media team at your church. It comes 
packed with documents and training materials that will give you a massive jumpstart in creating your own 
manual for your production team. The handbook includes Organizational Charts, Volunteer Job 
Descriptions, Training Guides, Checklists, Team Lists, Schedule Templates and more. You can take the 
material in this handbook and easily adapt it to your team. We even give you permission to edit and 
produce as many copies of the documents that you may need at your church.  
 
Be sure to check out all of the books on our store.  
 
Each book has been selected to help you learn how to transform the worship experiences at your church. 
Our experienced team of in-house authors are writing content to help you thrive in the areas of audio, 
video, lighting, stage design, volunteer culture and more. We’ve also selected books from authors we 
know and trust to provide you with the best content for enhancing your media and production ministry. 
With each book, we provide you with .PDF, EPUB and .MOBI versions, compatible with the latest 
applications and book readers.  
 
Check out our selection of digital classics at twelvethirty.media/books  
 
Short episode this week as I’ll be giving you 7 ways to retain or keep volunteers on your team.  
 
But first, we’re starting a new segment on the show that we are calling the Church Media Tip of the Week. 
Myself and other church media folks will be sharing different things we have learned along the way. 
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You’re going to learn from the good and the bad. So check this out, our first Church Media Tip of the 
Week:  
 
CHURCH MEDIA TIP OF THE WEEK:	
 
Hey guys, this week’s Church Media Tip is this:  
 
Consider using more high-quality Video Elements for your screens.   
 
If you serve in a church with under 1000 in weekly attendance, I know your first concern is fitting this into 
your budget. Over the last few years, technology and software for media producers has become so 
affordable that there has been a flood of creatives join the space. Resources like our online store or 
Worship House Media have made pre-produced content incredibly cheap. You could easily purchase a 
collection of coordinating media content and a mini-movie for under $50.   
 
Look at your budget. Are there things you are spending money on in other places that could be going to 
enhance your Sunday worship experience? Remember, your worship service is your main event, it's 
where the most people from your church gather at once. Are you spending money on magazine 
subscriptions, devotionals, or Sunday school material that few people read? Are you spending money on 
flowers or decorations that few people even notice? I'm not saying those things are bad, my point is - are 
you investing money in things that may only affect a few or could you invest it on content that could 
impact the most people at once?   
 
One more thing I should mention here- you may have a well-meaning volunteer designing slides, 
graphics, or even videos for you. Let me ask you this- if you had a clogged toilet that you couldn't fix, 
would you grab a volunteer that knew nothing about plumbing to fix your problem just to save some cash? 
Absolutely not. You'd hire a pro, someone who knew what they were doing and had experience so your 
problem didn't get worse. Spend the money to purchase high-quality media content or have a Graphic 
Designer, Motion Designer or Video Editor produce your content. It will be well worth your investment.  
 
SEGMENT 1:  
https://s3.amazonaws.com/thechurchmediapodcast/S3E112+v1.20171013a+-+Church+Media+Podcast+-
+%5Btwelvethirty%5Dmedia.mp3 
 
Welcome back. This week, we’re keeping things pretty short. The content I’m about to share with you is 
not long, but its very meaty. So lock in with me for a few minutes and I’ll keep things nice and tight.  
 
Here we go:  
 
Volunteers are the lifeblood of most churches. Even the largest churches in the nation depend heavily on 
volunteers to execute weekend services and activities.   
 
There are times when volunteers leave your ministry for good reasons. There are times where volunteers 
need to be moved to another ministry or asked not to serve on your team. That happens. But as far as it 
depends on us as leaders, we need to make every effort possible to keep and retain the volunteers we 
have.   
 
Here are some reminders for all of us that if we take action on, we’ll see more volunteers stay in our 
ministry:  
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1. Genuinely love and care for them. 
By far, the number one thing you can do to retain volunteers on your team is to take care of them, to love 
them, to pastor them well. Yes, you may be the church tech guy - but our hearts need to beat for people. 
If you have a mindset of using people to accomplish a task and don’t pastor them well, they’ll eventually 
leave.   
 
 

2. Repeat your vision or your “why” constantly. 
It should not be a question in the minds of your volunteers why they serve. Have a clear, concise vision 
and hammer it over and over. People should get tired of hearing it. The vision for the production teams I 
led was that we “Created experiences where people met Jesus and took their next steps with Him.” They 
don’t need to have words memorized, they need to be able to explain your vision to others and own it 
themselves. If you’re team members aren’t clear on why they serve on your team or why they are 
performing certain tasks, they will leave. Your vision or your “why” is the foundation in which your team is 
built on. Start with your why.  
 
 

3. Keep them informed. 
One of the most consistent improvements I got from volunteers when I surveyed our team was that they 
didn’t know what was going on or when they needed to serve. We must build systems where everyone is 
informed about the news on our team - that no one is excluded. Make sure you have a clean roster of 
your team and that you are consistent in the methods in which you communicate. If you communicate 
with some team members on one social platform and others with another method, people will start to feel 
left out and uniformed. E-Mail was the most successful method of communication to my entire team. 
Everyone had email, not everyone may be on your favorite social media platform.  
 
 

4. Stay organized. 
When keeping your team informed, you must stay organized. Your first step may be to create a team 
roster like i mentioned above, where you can see every member of your team at a glance. Once you start 
here, make sure you have solid email addresses, phone numbers and other current contact information. 
These sound simple, but too many people fall through the cranks because we don’t stay organized and 
keep them informed.  
 
 

5. Don’t take advantage of them. 
If the same people on your team serve every week, that is not only a recipe for burnout, its extremely 
unhealthy. A good rule of thumb is to schedule your volunteers once every 3 weeks on a Sunday and the 
same for midweek services. If they wanted to come more often and serve in another capacity, that was 
allowed. However, if I saw the same person serving week after week, I would take it upon myself to 
remove them from the schedule for a couple weeks or have a talk with that volunteer. Don’t forget - their 
spiritual life is most important - they need to be attending church and serving their family well. Be cautious 
of taking advantage and putting too much on only a handful of people.   
 
 

6. Take responsibility for the team. 
Be a leader. If something goes wrong on Sunday and your leadership asks you about it, take ownership, 
don’t throw your volunteers under the bus. You bad mouthing or not having the backs of your team 
members is a sure fire way to have them leave you. As long as you’re in the position you’re in, take the 
responsibility of and for your team.  
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7. Be grateful. 

Lastly, be grateful. Volunteers are spending time they could be resting, time with their family, time doing 
other things to come and serve your church. Show your volunteers your gratitude with your words, your 
actions, rewards, food, treats, giveaways, and more. Think about ways that you can show your team 
members your are thankful for them.  
 
If we implement these 7 reminders for our teams, they are less likely to leave. Let’s be strategic in how we 
lead the people under our care.  
 
When I come back we’ll wrap things up and I’ll share who I’ll be interviewing next week. I’ll be right back.  
 
SEGMENT 2:  
 
Show notes for this episode and all archive episodes of the show are online now at 
thechurchmediapodcast.com. Be sure to subscribe to the show while you’re there. We are one of the Top 
10 church media podcasts on iTunes - so thank you so much for listening. Just search “Church Media” on 
iTunes to find us.   
 
And be sure to check out thechurchmediapodcast.com for tons more content. 
That's thechurchmediapodcast.com  
 
SPONSOR COMMERCIAL: 
Samekindofdifferentasmemovie.com – more info here 
 
CLOSING SEGMENT: 
 
Next week on the show, Kenny Jahng from Church Butler will be stopping by. We’ll be talking all about 
Communications and the Church. We’ll spend the next two weeks with Kenny, and in the coming weeks, 
we’ll bring on Justin Firesheets from Church of the Highlands so don’t miss the next few weeks of 
episodes coming up. Really practical content coming your way.  
 
Check out David Michael Hyde our podcast producer. Master Composer, Audio Producer, Mixer, Coach, 
and friend. DavidMichaelHyde.com is where you’ll find him hanging out.  
 
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.  
 
 
 
 
 


