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HOW TO PROVIDE CONSISTENT TRAINING OPPORTUNITIES 
FOR YOUR PRODUCTION TEAM 
By Carl Barnhill 
 
 
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.  
 
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.  
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BASICS 100s 
 
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.  

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. 

  

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

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. 

1. We had a full night of rehearsal and ended the night on a full run-through every week. 

2. 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.  

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, you’re volunteers will thrive. 

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. 
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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 your experience, the better. 
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BASICS 200s 
 
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. 
 
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”.  
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BASICS 300s 
 

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.  

 

 


