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What ways of volunteer  
recruiting have you  
incorporated?
BURWELL: 

• One-on-one. Pulpit time 
can make people aware of min-
istries, but it rarely recruits 
people. 

• Ministry fairs.
• Current workers. Ask your 

workers if they know of anyone 
else who may be interested in 
volunteering.

• Trust the Holy Spirit to 
bring names to you. Be faith-
ful to follow through. Some of 
your best workers may not be 
who you’d pick, but 

God knows they are perfect 
for the job.

• Training sessions. Invite 
the entire church. Suggest that 
parents would benefit from the 
training.

• Approach short-term 
volunteers. If they hang around 
long enough, they will get 
hooked.

• Parents.
• Host a recruiting cam-

paign.
NOBLE: I think the Bible 

has the best recruiting method. 
Pray to the Lord of the harvest to 
send you workers. When I prayed, 

God was always faithful and sent 
the workers we needed. I would 
also pray that God would direct 
me to the right person for every 
position that we had open. God 
never failed us! Also, we focused 
on giving our ministry a positive 
image in the congregation.

TINSLEY: There are many 
ways one can go about recruit-
ing volunteers for ministry. 

First, there is one-on-one re-

cruit-
ing—talking one-on-one with 
people in the church. Then there 
is the “umbrella effect.” This is 
where you get the volunteers 
who are already involved in your 
area of ministry to help recruit 
the people they know in the 
church. 

You can also host a church 
ministry fair by setting up a 
children’s ministry information 

table in the main church lobby. 
And last, utilize the church 
bulletin. This is not always the 
most effective way, but it keeps 
the need in front of the church 
family. (Check out Dick Gruber’s 
website for some great recruit-
ing announcements at www.
dickgruber.com.) These are just 
a few to get you started.

What did you discover to be 
some of your most successful 
recruiting techniques?

BRUNER: In the smaller 
church, where an equal number 
of children’s ministries may op-
erate but in which fewer volun-
teers may be found, the role of 
worker recruitment is critical. 
Often the smaller church can-
not afford a children’s pastor and 
must rely on the dedicated lay 
leader to serve as the children’s 
director. Therefore, his abil-
ity to recruit workers is often 
contingent on his people skills. 
An experienced children’s leader 
knows how to work well with 
children, but must equally de-
pend on his ability to work well 
with teens and adults. I would 
encourage you to also train up 
the children in your church 
who demonstrate an interest in 
ministry involvement.
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Use your pulpit time to high-
light the kids—doing bell choir, 
songs, skits, etc. This premiers 
your ministry and can be done 
with such excellence that others 
will want to join your ministry 
team. Also use pulpit time to 
generate the interest of poten-
tial workers by making state-
ments, such as, “We are expand-
ing our ministries to children 
and preparing to reach kids as 
never before.” By expressing the 
positive dynamics and avoiding 
the appearance of pleading for 
workers, you can promote your 
ministries in such a manner that 
people will anticipate with ea-
gerness the opportunity to join 
your ministry team.

First, pray that the Lord 
would direct you to people. Who 
knows better than the Lord who 
in your church has a compas-
sion to teach children or who 
may be too timid at first to 
begin the new venture of work-
ing with kids? Search through 
your church directory or church 
adherents list, and prayerfully 
consider who would make good 
candidates. Next, approach those 
people who come to mind. Invite 
them to sit in and observe a chil-
dren’s church. Or invite them 
to participate in one service by 
preparing a game, a craft, or just 

to sit with the kids. Doing so al-
lows you to observe the potential 
volunteer while also allowing 
that person to get excited about 
ministering to children.

Another approach is to invite 
parents to join you for a day 
at kids’ church (Royal Rang-
ers, Missionettes, or whatever 
the ministry may be). Doing so 
allows the parents to partici-
pate, to observe, and to become 
acquainted with the children’s 
ministries. For you, doing so 
provides the opportunity to 
befriend the parents. Then, at a 
later date, you can invite each 
parent to periodically partici-
pate. Often adults may not wish 
to commit to a permanent posi-
tion but will volunteer to assist 
from time to time. Inviting par-
ents or other potential workers 
to “help out a bit,” may give you 
the hook needed to reel them in 
as full-time workers in the fu-
ture. Obviously, any recruitment 
technique you follow must be 
accompanied by church worker 
screening.

BURWELL: One-on-one. 
Watch people! Those who like 
to be with kids are always good 
prospects. Lack of training is 
never a problem. Anyone can 
be trained. Utilize short-term 
volunteers.

NOBLE: Children’s Ministry 
Welcome: Once a quarter we 
would do a Children’s Minis-
try Welcome after the evening 
service. During that event, we 
would have each of the depart-
ment heads explain what was 
happening in their departments, 
and then have them share their 
people needs. At one of these 
events, we had 40 new volun-
teers step forward.

We tried to place people 
according to their gifts so that 
they would be likely to succeed. 
We had a ministry description 
written for every position in our 
children’s ministries.

Word of mouth. We always 
encouraged our workers to 
speak to people in their circle of 
friends and recruit them to join 
us in children’s ministries.

TINSLEY: The most suc-
cessful is building relationships 
with people in your church 
family and then getting those 
people involved. You need to be a 
long-term pastor to really make 
it effective. Schedule a major re-
cruitment campaign that builds 
excitement with the church 
community and your cur-
rent volunteers. The campaign 
should not last longer than a 
month. Hit it hard with as much 
excitement as possible.

Questions for Further Study—

1. List two new ideas for recruiting that you would like to implement in your ministry this month. 

2. What are the untapped people groups within your church? In what capacities could you utilize them? 
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What methods have you used 
to care for workers?

BRUNER: Communication 
is 7 percent words, 38 percent 
body language, 53 percent tone 
of voice, and 2 percent “other.” 
So say, “Thank you!” to your 
volunteers like you mean it! Ex-
press your thanks with continual 
words of affirmation. Gesture 
your thanks by giving your 
volunteers small gifts from time 
to time; the cost is not impor-
tant; the intent behind the 
gift is what counts.

Here’s one tip among 
the many: A personalized 
thank-you letter or card. 
Everyone is inundated 
with mass marketing mail 
these days. But what re-
mains as one of the most 
successful approaches is the 
hand-written letter or 
card mailed in a hand-
written envelope that 
contains a U.S. postage stamp. 
“Personal” is written all over 
this package. Taking the time to 
write someone a personal note 
of appreciation tells the worker 
you care enough to stop and say, 
“Thanks!” It sounds too simple, 
but it is a valuable approach.

BURWELL: 

• Appreciation Banquet
• Notes, treats—give positive 

affirmation every time you see 
the workers.

• Visit their class or group.
• Invite them to your home.
• Visit them when they have 

a problem or are sick.
• Plan a fun activity for 

them—such as a barbecue, pic-
nic, or after-church social.

• Offer to take care of their 
kids. 

Provide a “Workers Night Out.”
• Remember their birthdays 

and anniversaries.
• Always ask if there is any-

thing they need or anything you 
can do for them.

NOBLE: 
• Get to know them on a 

personal level.
• Take time to find out their 

needs.
• Focus on building a strong 

relationship.
• Focus on their needs more 

than the needs of the ministry.
TINSLEY: Let them know 

you care. Send them cards for 
special days in their lives. Send 
them notes or cards to let them 

know you appreciate what 
they are doing. Check up on 
them each week in the area 
where they are ministering. If 
you serve in a church where 
you have a children’s ministry 
budget, budget some funds for 
affirmation. These are funds 
that you use to take volunteers 
to lunch or buy small gifts for 

them at Christmastime (noth-
ing expensive) as a token of 
appreciation. Use it to reaf-

firm your volunteer staff.

Explain how you develop 
long-term relationships  
with volunteers:

BRUNER: Don’t burn them 
out. Give them time off when 
you can. Be their friend. And be 
sure to pray for them.
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BURWELL:
• Offer much encourage-

ment and appreciation.
• Make the person and the 

job valuable. We never offered 
“token” jobs. No one job was 
more important than any other. 
Behind the scenes and up front, 
both are needed. Every person 
was doing his part in the body of 
Christ.

• Show an interest in their 

lives (entire family) outside of 
church.

NOBLE:
• Make sure they are grow-

ing spiritually.
• Watch for burnout.
• Train your volunteers and 

equip them.
• Provide times for your vol-

unteers to connect and have fun.
TINSLEY: You have to know 

your volunteers by more than 

just their names. Take a real in-
terest in them and the ministry 
they are involved in. Make them 
feel important because they are 
a valuable part of the kingdom of 
God. Provide training, supplies, 
and equipment they need so they 
can do their ministry with excel-
lence. Make them feel they are a 
valuable part of your team—be-
cause they are!

Questions for Further Study—

1. On a scale from 1 to 10, how would you rate your relationship with your volunteers?

2. How can you make your volunteers feel like a valuable part of the kingdom of God?
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Share how to build relation-
ships with volunteers:

BRUNER: Even in the small-
er church, a good children’s 
pastor is ALWAYS busy. But he 
will still find time in his hectic 
schedule to build healthy rela-
tionships with his workers. A 
great way to build those work-
er relationships can be focused 
around food. Hold monthly 
“celebration” cookouts or 
refreshment times when all 
the workers can get together 
to have fun and fellowship. 
If children’s ministry is all 
work and no play, you will face 
potential worker burnout and 
survive on superficial relation-
ships. You must love your 
volunteers as much as you 
love the kids in your church, 
so look for ways to continually 
show them your love.

NOBLE: Take time to 
get to know each worker as a 
person. Spend time with them 
outside of church. Have fun 
with them. Genuinely care 
for the people that you have 
on your staff. Look out for their 
best interests.

TINSLEY: By spending time 
with them. We will provide a 
couple of times each year for 

all of our volunteers to come 
together for fellowship, food, 
and fun. These are times where I 
can build relationships with the 
volunteers and they can build 
relationships with each other in 

a more relaxed setting. I tried to 
attend the departmental meet-
ings and activities to show my 
support to the volunteers in that 
ministry.

How do you protect your 
workers from burnout?

BURWELL: I set limits on 
the number of areas of involve-
ment. For instance, you had 
a choice, Sunday or weekday, 
not both. No exceptions, and I 
wouldn’t budge. It took more 
workers. But the quality of the 
programs wasn’t compromised.

Set limits on time involve-
ment commitments. In addition 
to Sunday or Wednesday pro-
grams, everyone could also do 
short-term commitments (VBS, 
special events, field trips, fund-
raisers, etc.). However, the same 
person couldn’t be in charge of 
all the events. We tried to focus 
on families, and over-involve-
ment didn’t fit in.

Encourage time off when it 
seems necessary. I gave the Sun-
day School and midweek work-
ers the month of August off. The 
kids programs continued, but I 
recruited short-term volunteers 
and directed group activities 
for the month of August. Most 
of the time the workers met 
and planned for the coming 
year. It gave them four weeks of 
preparation without the kids and 
didn’t take away from any family 
time. They came back ready to 
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go and excited in September.
NOBLE: Watch them. Pro-

tect them. Don’t overload them, 
even if they are willing. Talk to 
them regularly about how they 
are handling their load. Provide 
a way for volunteers to take a 
break if you feel they are burn-
ing out.

TINSLEY: I limited how 
much a volunteer could get 

involved. If you get someone 
who has a willing heart or who 
is very gifted, the tendency is to 
use them for everything. But the 
next thing you know, that same 
worker is wanting out of every-
thing. 

I made sure our workers 
attended at least one worship 
service so they could be fed 
spiritually. Building the relation-

ships and making the ministry 
become a small group also helps 
to keep the volunteers ener-
gized. Having a place of belong-
ing and importance is vital. Keep 
them charged with new ideas, 
and reaffirm their importance 
to the Kingdom—it keeps them 
excited.

Questions for Further Study—

1. What fun activities have you held for your volunteer staff? List four new activities to place on your next 
year’s calendar. 

2. In what ways do you protect your workers from burnout? 

3. Do you have restrictions on how much someone can volunteer?
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How do you introduce new 
vision or change?

BRUNER: A smart visionary 
once taught me that new vision 
and change is easier to incor-
porate if vision is caught, not 
taught. By this I mean that your 
workers will more readily accept 
new vision or change if you lead 
by example. The bottom line: 
If you live the Spirit-filled 
life of the leader who has 
a servant’s heart, then 
your workers will sense 
that spirit and be willing 
to follow—even if this 
involves new vision or 
change.

BURWELL: Three 
things: 

• I tried to think 
the entire process 
through—who it would 
effect, how it could happen, 
finances, etc. 

• I sold it (probably a poor 
choice of words) to a small 
group of people first. 

• Then I explained it to the 
larger group of workers. The 
excitement in the small group 
many times would carry over to 
the others, and a change or new 
vision became easy to imple-
ment.

NOBLE:
• Get people excited about 

the vision and change.
• Know why you are chang-

ing.
• Don’t just change for 

change’s sake. Have a good 
reason.

• Make sure that you are 
keeping your volunteers’ best 

interest in 
mind. Pray that God will go 
before you.

TINSLEY: I constantly talk 
about my vision to my volun-
teers on a one-on-one basis so 
they get excited about it. Then 
when we introduce it to every-
one, it is already a part of them 
and they are ready to spread the 
excitement.

What types of worker  
training did you provide?

BRUNER: Periodically 
gather the workers for a time 
of update training that provides 
an ample amount of fun. If you 
make it feel fun, then the train-
ing portion of the event ap-
pears fun as well. Also, monthly 
worker meetings can provide 
an array of training opportuni-
ties in small golden nuggets. By 

allowing 30 to 60 minutes in 
the monthly meeting agenda 
to cover updates and train-
ing essentials, your workers 
can stay current plus leave the 
meetings with a sense of em-
powerment.

BURWELL:
• Quarterly staff meetings 

always had a training feature.
• Local and district train-

ing events.
• On-the-job training. We 

would use mentor teachers—
watch and learn, then team-
teach until the workers were 
ready to go solo.

• Books and videos.
NOBLE: We provided the 

following types of training:
• Training for volunteers 

before they started serving.
• Ongoing monthly train-
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ing: I would always require a 
segment of training at every 
meeting that our department 
sponsored.

• Quarterly training: Every 
quarter we would provide our 
workers a nice dinner with a 
special speaker just to show 
them how much we appreciated 
them. We would then break up 
by departments and do specific 
training. 

• We offered great give-
aways—espresso coffee and 
other great things to show that 
we appreciate our workers.

• Outside training: We would 
also take our workers to outside 

training sessions specific to their 
areas.

Here’s an interesting fact I 
heard: The average Santa Claus 
gets 18 hours of training each 
season to be Santa. The average 
Sunday School teacher gets four 
hours of training.

TINSLEY: There are several 
different types of training that 
need to be provided: 

• Leadership training for 
team leaders: These are people 
who are ministry leaders or who 
I see one day may be ministry 
leaders.

• Overall children’s ministry 
training that would be the same 

for all children’s ministry volun-
teers.

• Specialized training for 
their particular areas of minis-
try.

• General spiritual growth 
training: Your volunteers need 
to be refreshed just as much as 
anyone in the church. Some of 
these can be combined. 

Whatever you do, respect 
of your volunteer’s time. Their 
time is just as valuable as yours, 
so make the training count and 
the meeting time quality.

Questions for Further Study—

1. As a children’s pastor, how would you rate the level of training you give to your volunteers? 

2. How do you invest in the spiritual lives of your volunteers? List three new ideas you would like to 
implement.


