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Teaser: 
 
The Church Media Podcast. Episode 130: How to Fire a Volunteer. Let’s do it. 
 
Introduction:  
 
Welcome to the podcast. Thank you for being here this week.   
 
You’ve got me all episode last week, I talked about resources you can put in your control room for your 
volunteers. If you missed it, but sure to catch up. Hopefully a lot of good content for you.  
 
This week you get me again. I’m hoping the title of today’s episode caught your eye as you’re thinking - 
what, Fire a Volunteer? Why on earth would you do that? Well, if you’ve led a volunteer team of any kind, 
you know you wish you could get rid of some people. Come on be honest, there are some people that just 
are not a good fit for your ministry team. I’m going to teach you today the best way, I’ve found to 
encourage those folks.  
 
We’ll dive right into that after a quick Church Media Tip. Check this out.  
 
That’s on the way. Right after this.  
 
SEGMENT 1:  
https://s3.amazonaws.com/thechurchmediapodcast/S3E130+v1.20180218+-+Church+Media+Podcast+-
+%5Btwelvethirty%5Dmedia.mp3 
 
Do you ever have a volunteer that is not a great fit for your team or the position they are in on your team? 
 
Do you worry about dealing with the situation because they are a volunteer? 
 
I've been there.  
 
You want to be gracious, but they feel entitled to their position or they have had a certain role or the same 
responsibilities for the last 50 years.  
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Or you may be in a situation where you don't have enough people to remove any one on your volunteer 
team. You have a bad apple but are dependent on them or your services will not happen. 
 
I've been there too. 
 
Let me offer you several ideas for how to "fire" a volunteer. Before I do, let me mention a few things to 
keep in mind: 
 

• You're their pastor first. It's your job to help them find a place where they feel fulfilled. Be 
incredibly gracious and loving when you're dealing with anyone on your team. Put on Love! 

 
• That being said, God has put you in the position you're in. You must be willing to step into the 

uncomfortable for the good of the culture of your team. Don't be afraid to shake things up, try new 
strategies or do something different. God, and the church that's paying you is holding you 
responsible for how you lead your team.   

 
If you need to "fire" a volunteer, here's how I've done it in the past and I pray these suggestions may help 
you if you're in this very delicate situation. Sometimes you may try these in order or pick one that best 
meets your need: 
 
1. Repurpose Them to Another Position on your Team. 
I found the best way to fire a volunteer, is not to flippantly get rid of them, but to strategically help them 
find a place of service that's both a good fit for them and a good fit for your church. 
 
The first strategy I would try would be to repurpose someone to another position on our team. Someone 
might not be a good fit as a camera operator but they would be a great ProPresenter Operator.  
 
Have a one-on-one conversation with them. Be very careful with your language in how you discuss this 
with this person. Don’t say, “You’re terrible at camera, we’re going to move you to ProPresenter because 
I don’t think you’ll suck at that." 
 
Say something like, “Hey Bill, I’ve been thinking about you and praying for you lately man. I’m so grateful 
you’re on this team. As I was looking at our structure and how we are organizing our team, we had some 
openings in the ProPresenter position, and I thought of you. We have a ProPresenter training opening 
next Monday night. Would you be available to come to it? I think this would be such a great fit for your 
skill set." 
 
 
2. Create a new position that uses their skill set. 
I realized after years of leading teams and a major part of my job was to find ways to create as many 
serving opportunities on my team as I could. If someone wanted to help our team, they could - we had all 
ages and skill sets on our team. We had people that had no technical know-how but wanted to serve our 
team in some way. We built our org chart in such a way that those people had an easy on-ramp into a 
position. But sometimes, we even created new positions based on someone’s skill set.  
 
When I had a volunteer I needed to “fire”, I would spend time praying about what they were really good at. 
I would pray for God to show me their abilities and skills. I would pray for Him to lay something on my 
heart that they could do for our team that would allow them to feel fulfilled and would help our team 
succeed.  
 
Try creating a new position on your team - “Volunteer Headquarters Coordinator”, “Scheduling 
Coordinator”, have them help sign people in each Sunday morning, have them help make breakfast for 
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your team, have them up coordinate events and have them serve as the Grill Master… try finding a spot 
where they can thrive and your team can thrive. 
 
Use the same language I mentioned above. Bring this to them as a new opportunity in which God placed 
their name on your heart for. Bring this to them with excitement. I’m not suggesting that you deceive this 
person. I am suggesting that you propose the transition as just that - a transition into a new, needed 
position on your team. 
 
I found that some volunteers that just weren’t cutting it in one position were a perfect fit for something else 
on the team. I could tap into their skills and abilities and keep their loyalty to our team. 
 
 
3. Help them Discover Another Ministry they can serve in. 
You may have a volunteer that may be in the wrong ministry. This person may be incredible with children 
but they are serving in production. Or they may just not be grasping the production experience but would 
be great on the parking team.  
 
Here’s how I have handled this - I have a conversation with my staff team members in private. I explain 
that I think Bill isn’t cutting it in production but I think his skills would be great for their ministry. If they 
agree, I would have them approach Bill or us approach bill together and propose the ministry opportunity 
on their team.  
 
 
4. Stop Scheduling Them. 
There are a few things on the teams I’ve led that I have little patience for. For instance, not showing up 
multiple times is something I don’t tolerate on my teams. I am gracious and make sure they knew they 
were scheduled and work to fix the problem. Remember to pastor first - they may be going through a life 
struggle that you need to help them through - and if that’s the case, sometimes a break from serving 
might be the best thing that needs to happen.  
 
One way to “fire” a volunteer that’s not cutting it is to simply stop scheduling them as much. Or schedule 
them for a less crucial position. This may sound harsh on the outset, but think of it this way - in my case 
we had thousands of people gathering for a worship experience to worship and exalt the Creator of the 
Universe. When you don’t show up to a major position to create that experience, thousands of people 
suffer. 
 
I’m not trying to lay a guilt trip down or intimidate, but I do want volunteers to realize the importance of 
their service. People get saved in our worship services. People are encouraged in their walk with Christ in 
our worship services. You not showing up is unacceptable and I once I see that happening on a constant 
basis, I stop scheduling you. Of course, be gracious for emergencies, sickness, and things of the like, I’m 
referring to this being a on-going issue with a specific volunteer. 
 
Try to coach them in this situation. Have a conversation and explain to them that you’ve seen them not be 
as committed lately and would love to have them be more committed to what your team is after. Lead and 
coach in these moments with love. 
 
If the problem still exists after that, I would stop scheduling them as much. 
When I stopped scheduling them, I’ve had one of two things happen: 
 

1) They get disinterested in the team and ask to leave the team. Be okay with this! If they aren’t in it 
to win it, let free birds fly to somewhere they can serve with passion! Be sure you aren’t losing 
them from the church, and work to step in to make sure they still attend and are plugged into 
community at your church, but be okay with people that aren’t passionate your team leaving. 
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2)  They would come and ask why they haven’t been on the schedule as much lately. 
 
 
5. Set Standards for Your Whole Team.  
My last suggestion for how to “fire” a volunteer is to set standards you want to see in your team culture. 
What I mean by that is this - it’s not about an individual, its about a team. Its about creating opportunities 
for people to serve their church and to serve other people. 
 
Let me give you a quick story here:  
 
I had a volunteer at one church I served that was serving as a Director for our worship services every 
Sunday for every service. He had been in this position for years. In fact, his family rarely took a vacation 
because he felt the service could not go on without him. He also never actually attended a worship 
service and worshipped with his wife and family. When I came on staff, I had the vision to create 
multiple opportunities for many people to learn that position and all other positions on our team. He did 
not like this approach. He got so upset that he left the team for a while. As harsh as it may sound- this is 
exactly what the team needed and exactly what his family needed. He eventually came back to the team 
and we had him serve once a month as a Director and help train other directors. His wife later came to 
me and thanked me - telling me that the only way she was able to worship with her husband was to sit in 
the back on the control room. She told be that he was very upset, but eventually realized that it was 
important to actually be in a worship service with his wife and family. 
 
You don’t want to lose people, I get it. But sometimes shaking things up a little and letting the chips fall 
where they fall is a good thing.  
It’s not about an individual - its not even about you, hello. 
It’s about the ministry that God has placed you in, in this season of your life. Lead well.  
 
You may have to set standards for your team that people don’t like but you feel is for the good of 
growing your team. 
 
If I had to take a guess, if you were to ask the teams that I’ve led if they knew a volunteer had 
been “fired”, I can with confidence say that very few people knew what actually was going on. Don’t be 
deceptive - but have integrity and a servant spirit. Be intentional about serving volunteers that may be in 
the wrong spot.   
 
There are no bad volunteers. Every person matters.  
There may be volunteers that are misplaced and its your job to help them discover a place of service 
where they feel valued and fulfilled. 
 
I hope this has been helpful to you as you manage and led your team.  
 
I’ll be back in just a minute to wrap things up.  
 
SEGMENT 2:  
 
Articles, Archives and Resources are all located on our website at thechurchmediapodcast.com. You can 
check this episode directly at thechurchmediapodcast.com/130. That’s thechurchmediapodcast.com/130.  
 
SPONSOR COMMERCIAL: 
TVAPP.church – more info here. 
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CLOSING SEGMENT: 
 
Next week on the show, I’ve got a huge treat for you. The CEO of Precept Ministries International, my 
former boss David Arthur will be joining me. You might know David’s mom Kay Arthur, who is an 
internationally known Bible Teacher - I had the privilege of directing and producing Kay’s television and 
radio program for several years. David took over the ministry from his parents a few years ago. Precept 
teaches bible how to study the bible for themselves. You might be thinking what does Precept have to do 
with church media? Well, we’re all about helping you transform your worship experiences and build solid 
teams - and as you’ve heard me say - Pastoring your people first is your #1 priority. So helping your 
volunteers grow spiritually should be paramount in building your team. So David is going to share how 
you can teach your volunteers how to study the bible for themselves and give you some resources you 
can use with your team to help them grow in their walk with Christ.   
 
David is a very busy guy. In very high demand to speak and train. Precept is used all around the world 
and its taken us some time to get him to chat with us. So, you’re really in for a treat.  
 
The producer of our show is David Michael Hyde. His website is 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.  
 
 
 


