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It’s not politically correct these days, but the old 
adage, “Too many chiefs and not enough indians” 
points to a larger problem in the church today 

Yes, there’s a leadership vacuum in most churches today, 
but not for the reasons most people think. It’s not that 
there aren’t potential leaders there in the church, there are. 
But too often they don’t get a chance to lead because the 
leadership positions are filled with the right people doing 
the wrong job 

Jim Collins made the bus metaphor the dominant image 
for the CEO, and in our case, for the pastor  The number 
one job of a leader is to get the right people in the right 
seats on the bus (Good to Great). The problem in many 
churches is that the wrong people are in the seats … and 
they are convinced they own those seats.

In any organization there are at least three kinds of peo-
ple 

There are the spectators who are perfectly willing to 
watch from the seats and be served – and they’re support-
ive of it all.

There are doers. They’re the backbone of every organiza-
tion. They sacrifice their time and talents and skills to get 
the job done. Every church is built on the blood, sweat, 
and tears of these people 

There are leaders. They’re the ones who see the big pic-
ture, who cast an inspiring vision that compels the doers, 
the hands and feet of Jesus, to get the job done 

All is well when the right people are in the right seats 

• Leaders Lead

• Doers Do

• Spectators Support

But problems come when good-hearted Doers and Spec-
tators inadvisedly find themselves sitting on the nominat-
ing or HR teams … because few Doers and Spectators un-
derstand that good leaders lead, they don’t do.

Let me share two real-world examples 

Betty loved to cook. She was one of those rare talented 
people who could both bake a cake that rose to the heav-
ens and whip up a gourmet meal with yesterday’s left-
overs. Betty was in the Church Women United organiza-
tion and she was quick to volunteer for bereavement 
dinners and to cook for Wednesday evening fellowship 
suppers. Then the seventy-three year-old kitchen manag-
er fell and broke her hip, so she resigned. Pretty much ev-
eryone turned to Betty an asked her to take over, and the 
nominating team made it official. She was flattered, but 
she was also pressured, so she said yes 
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By Bill Tenny-Brittian

Leaders, Doers, and Spectators

Bill Tenny-Brittian is the Managing Ed-
itor of Net Results magazine, the au-
thor of several books, and a congrega-
tional coach and consultant. He’s the 
senior minister of the Raytown Chris-
tian Church (Disciples of Christ) in Kan-
sas City, Missouri where he’s putting into 
practice what he’s taught and learned 
over the past thirty-eight years. His pas-
sion and mission is to be a resource for 
church transformation. Bill is available 

as a speaker for almost any church training event. 

You can reach him at billtb@NetResults.org. 
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“This book is a winner!”
Rick Warren, Saddleback Church

“A tremendous help for church leaders ”
Dave Ferguson, Seacoast Church

“I wish I had this book when I started ”
Darrin Patrick, The Journey Church

• Discover the Four Core Processes 
every effective church must staff.

• Uncover the secret to effectively 
staffing the small church by “hiring” 
unpaid staff.

• How to not make the #1 staffing 
mistake almost every church makes.

• Ask the right questions so you can 
hire the right people with confidence.

• Master the skill of coaching your staff 
… including how to hold them ac-
countable for results.

• Discern when it’s time to hire the 
next staff member, and what position 
you need next.

• Explore the skills you need and the 
personal values that must change as 
you lead your church through each 
growth barrier.

There’s More to Staffing There’s More to Staffing 
than Hiring and Firingthan Hiring and Firing

www.NetResults.org
http://amazon.com/Effective-Staffing-Vital-Churches-Essential/dp/0801014905/
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Betty loved to cook, but she was not a leader. She could 
convince volunteers to help, but coordination wasn’t one 
of her strengths, so she compensated by trying to do pret-
ty much everything else. She went to Costco to buy the 
paper plates. She developed the menus for Wednesday 
night fellowships  She was the chief chef and bottle-wash-
er on top of it all  To her credit, she kept it all going for 
years, but it cost her her joy. Over time, she became less 
patient with those who didn’t do it “her way,” and she be-
came possessive of the kitchen – heaven help you if you 
didn’t put the spatula in the far-left-drawer-but-one. She 
earned the reputation of being a strong worker with a 
short temper 

Betty was on the right bus … but she was in the wrong 
seat. Doers do – and they do it well. But put a Doer in a 
leadership position, and they’ll either fail completely or 
they’ll own it completely. And in the end, the job will 
own them 

Hector was hired as the Youth Director  He replaced 
Gary who had left the position to attend seminary six 
months earlier. Gary was one of the “beloved” Youth 
Leaders  He was young, hip, spoke the language of the 
kids, and was the life of the youth group  Gary had been 
hired to be the youth’s leader, but more important, he be-
came their best adult friend  On the other hand, Hector 
was hired to grow the youth group. There had never been 
more than a dozen youth, even though the church had 
been in a growth spurt for five years.

When Hector stepped into the position, the adult youth 
sponsors thought they’d turn over the youth group to 
him  Instead, Hector met with the sponsors and asked 
them to continue leading  He began formally meeting 
with these leaders every month, but he also sought them 
out every week or so. Hector implemented some changes 
in the curriculum, in the schedule, and in the youth ac-
tivities. Instead of focusing on pizza, Coke, and fun he 
worked with the leaders to introduce the youth to mean-
ingful hands-on ministry in the community  He guided 
the leaders in shifting the weekly “Youth Bible Study” to 
a time of prayer, reflection, and accountability for person-
al discipleship practices  In just a few months, the group 
began to grow as the youth began inviting their friends to 
join them in making a difference in the community.

But there was rising tension by the church’s spectators 
over Hector’s position. Some of these vocal congregation-
al members complained that Hector wasn’t hanging out 
with the youth. He didn’t lead the Youth Sunday School 
Class or the Wednesday Evening Youth Group. As far as 
they were concerned, Hector wasn’t “leading” the youth.

Hector was a leader, not a doer and in too many churches, 
that’s a problem. Congregations have become so used to 
hiring staff to “do” ministry, that they’ve lost sight of the 
biblical model for church leadership: church leaders 
equip the saints to do ministry (Ephesians 4:11–13) as 
modeled in Acts 6:1–4. Hector was leading the youth 
ministry and he was doing it well as evidenced by the 
growth, but he was challenging the church’s understand-
ing of leadership 

In the book Effective Staffing for Vital Churches, Bill Ea-
sum and I go into more detail about the role of effective 
church leaders and church staff in today’s church. In the 
book we even write about how to transition willing and 
able doers who are in leadership positions into effective 
leaders, no small feat for churches today 

The bottom line is that it’s time for churches to come to 
grips with the difference between doers and leaders. Ev-
ery congregation needs lots of doers who give generously 
of their time, skills, and talents. It’s these faithful mem-
bers that get ‘er done in church. In addition, every con-
gregation needs effective leaders who have the skills to 
lead the church in a faithful, effective, and sustainable di-
rection. And every church needs both. To paraphrase Jim 
Collins’ metaphor, let’s get the right people on the right 
bus and sitting in the right seats so that the bus can leave 
the station and take our churches to the Promised Land 

This issue of Net Results is dedicated to what Bill Easum 
and I have come to call “Unpaid Staff.” These leaders and 
doers are the backbone of the church, as Brad Stagg 
points out later in this issue. But both Bill and I have 
come to seriously dislike the title “volunteer.” You’ll get a 
chance to learn why in Bill’s article on page 43. This is a 
BIG issue, so there’s no doubt you’ll find some really great 
ideas to help grow your church  

www.NetResults.org
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Today, I had morning coffee with six old guys at 
church. They show up most mornings. They’re 
not paid. They’re not on staff. They’re not on a 

schedule. They can get coffee anywhere. They can quit 
anytime. They don’t. They come here. 

Important question: How come? 

Years ago, a part-time staff member had a scary diagnosis. 
We held his job. We kept paying him. We didn’t hire a 
temporary replacement 

How come? We had plenty of retired guys. We told them, 
“If you cover his duties at church, then the church can pay 
him during this difficult time. Will you help?” They were 
eager  They showed up happy to assist  All highly skilled 
men with different specialties, there wasn’t a problem 
they couldn’t fix. (One had overseen the construction of 
multi-story hotels.) 

Even after our custodian recovered, they never stopped 
showing up. We’ve gone through a few custodians since 
then  The group has grown  They laugh  They show up  
They serve. The coffee is free. They’re available. 

Why? 

Motivation to Serve
That is the elusive question. Pastors and ministry leaders 
continually ask: What motivates people to serve? 

Show me the button to press that makes someone want to 
serve. The answer is an enigma. We’re all seeking the for-
mula. No one seems to have it. Once we think we have it, 
it changes. What is the secret? I don’t have it. 

One of our staff axiom’s is this: “Give away the ministry.” 
The job of staff is not to do ministry but to lead people 
doing ministry. If you’re doing ministry instead of giving 
away the ministry, you’re not doing the job we’re paying 
you to do  

The challenge: “But pastor, show me the people who will 
serve?! I can’t find enough.” 

The Elusive Search: Low-
Maintenance High-Impact 

Volunteer Ministry

By Andy Romstad

Andy Romstad has served as Sr. Pastor, 
Cambridge Lutheran Church, Cambridge, 
Minnesota since 2005. (Avg. weekly worship: 
530.) He has also served as an ELCA Mis-
sion Developer and Associate Pastor in urban, 
suburban and exurban settings. In addition 
to an M.Div. from Luther Seminary (’94), he 
has a Masters in Organizational Management. 

www.NetResults.org
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Changing Context
I started pastoral ministry as an “intern pastor” in 1992 
in Florida. Everyone was retired. Everyone served. Church 
was life’s hub. Eager volunteers were everywhere. I 
glimpsed the end of Christendom  

I moved to South Milwaukee in 1994. Big factories. Blue 
collar “doers.” Everybody works. It’s the culture. People 
actually completed our “Time & Talent” forms! It was 

“church.” Do your part! Don’t complain! 

Soon, I was planting a church in a Chicago suburb with 
big beautiful new houses  I must know something, I 
thought, because they asked me to be a “mission develop-
er.” (Little did I know.) Our suburb was 85 percent Cath-
olic background, 71 percent unchurched with a smatter-
ing of every tradition. Our mission was to “reach the 
unchurched ” 

But something was different. People commuted over an 
hour each way to work  They were young  They had kids  
They were “soccer moms” and dads  They coached  Base-
ball. Dance. Weekend tournaments. Big house payments. 
New car payments  Stressful work settings  Neighbors 
they didn’t know. 

Life was full, busy, intense, and expensive. But the search 
for meaning and community had not gone away  It was 
more important than ever. People came to church look-
ing. Can you give me what I lack? Show me the way. 

The mission developer axiom for integrating people was 
simple: “Give ‘em a job. Give ‘em a group.” That’s the 
glue  But for some reason, getting up early on Sundays to 
haul speakers and setup chairs wasn’t the hoped-for expe-
rience of meaning and community. Ushering and greet-
ing was, well … okay  

And if I’m giving, show me how I’m changing the world. 
Help me handle my stress, raise my kids, make life-long 
friends and reduce world poverty. That is what I want. 

So, these suburban professionals and I created our strate-
gic plan. We devised systems to solve serving issues: ma-
trixes, schedules, groups, callers. Problem solving is what 
they did all day  But … 

Ultimately, it came down to this: “I really only want to do 
what truly gives me life. I have no room for anything else. 
That is where I’ll serve.” 

There were some amazing examples: Our unpaid sound 
tech drove his Geo Metro an hour each way early on Sun-

day mornings  He bought new equipment for the church 
as needed  For years, a musician took two trains from 
downtown Chicago plus a car ride to lead worship  Stellar 
commitment. Somewhere, somehow, they were finding 
life. But the struggle to fill basic serving roles was still elu-
sive and high maintenance. You want me in a group? Do 
you know how late I work? 

How do you crack the code of “too busy, too broke, too 
tired”? 

Five years later, having served retirees, urban America 
and suburban America, I moved to exurban America 
into the thirteenth fastest growing county in the nation 
(by percentage), Isanti County, Minnesota. The same 
challenges awaited  (The more things change, the more 
they stay the same.)

Thankfully, we had a system. On paper. With phone call-
ers. With letters sent via snail mail. Everyone was assigned 
their “month” to serve. But as our “builder” generation 
faded, so did the yes’s which left new leaders scrambling 
and frustrated  

What are the available solutions to the never-ending strug-
gle? There must be experts  

Forty Years of Expert Help
As Christendom continued to fade, mainline ministry 
leaders were forced to find biblical solutions to 1950s pro-
gram-era problems. “The latest” new approaches to effec-
tive volunteer ministry continuously evolved in response 
to our “failing” systems. Every decade a “new” solution 
emerged  

The solutions on my shelf from the 1970s name a shared 
dilemma. The first sentence of Training and Equipping 
the Saints, by Donald Abdon (1977), begins, “Nothing 
seems to be working.” (Ever heard that before?) The Par-
ish Planning Resource by Lou Accola, John Dewy and Jon 
Joyce (1978, Augsburg) has steps, grids, transparencies 
and a cassette tape  It begins “Congregational leaders … 
have become increasingly concerned.” (Some things nev-
er change.) 

My father’s handwritten notes on those pages describe 
problems not unlike mine today  But as I page through 
the program, a feeling of dread comes over me. I sense the 
countless committee meetings, “commissions,” and con-
versations necessary to accomplish it.

www.NetResults.org
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Moving into the 1980s, How to Mobilize Church Volun-
teers, by Marlene Wilson (1983, Augsburg) moves the 
conversation toward better management methods to ad-
dress volunteer “burn-out,” “pew-sitters,” and church 
leaders who find it “too hard to ask for help.” But the 
comprehensive planning and management, plus hours 
and necessary skill set, feel unrealistic for the average 
church 

In the 1990s, the move from top-down management to 
bottom-up grass roots ministry gained steam  Decentral-
ization was a global trend, an economic trend and it 
emerged strong in the church. “Spiritual gifts inventories” 
became all the rage  “Concerning spiritual gifts, friends, 
do not be ignorant …” 1 Corinthians 12:1. 

Serving became more about you and less about the 
church. “Discovering How God Wired You Up” was the 
well-worn sermon series title. “We are served by our serv-
ing,” I still say. “We serve out of our giftedness, not guilt-
edness ” 

The pendulum was swinging back toward Martin Lu-
ther’s priesthood of all believers. Let’s unleash our people 
for ministry in the world  All God’s People Are Ministers, 
by Patricia Page (1993, Augsburg) was part of the conver-
sation moving away from our need for volunteers towards 
the need of all God’s people to serve God’s world. 

You can serve God wherever you are in whatever you’re 
doing using whatever gifts God has given you. “Your vo-
cation is not your job,” St. Olaf ’s Howard Hong taught. 

“Your vocation is serving Christ. All the rest is details!”

Authentic ministry is the free expression of your God-giv-
en giftedness used in service to the world, wherever you 
find yourself, not unlike Adam Smith’s concept of the in-
visible hand of the marketplace. 

As is so often the case, the evangelicals were ahead of the 
Lutherans in implementing Luther’s theology. Two lead-
ing expressions of this movement were Network and 
S.H.A.P.E. Willow Creek’s Network Ministry was six 
sessions to “motivate church members to discover their 
personal gifts, style, and ministry so they can give back to 

Take Your Small Group From Participants To Leaders  
In Only Eight Weeks

The Apprentice Workbook is an eight 
week tool you can use to train small 
group participants in small group 
leadership. From being an excellent host 
to leading prayer, Bible study, handling 
offerings (if taken during the small 
group), and even basic pastoral care of 
the membership. In addition, during 
each week the apprentices are introduced 
and experience a new spiritual disciplines, 
so that they grow as quickly spiritually 
as they do in leadership.

$18.99 
Amazon.com

Topics Include:

• Your Prayer Place
• Hospitality: Set Up and Serving
• Developing a Worship-Filled Life
• Small Group Worship
• Accountability
• Solitude and Retreats
• Inviting the Neighborhood
• Following-Up with Guests
• Mentoring
• ... and much more!

A book by Managing Editor  
Bill Tenny-Brittian

www.NetResults.org
http://www.amazon.com/Apprentice-Workbook-Leadership-Training-Groups/dp/1419681206/ref=sr_1_1?ie=UTF8&qid=1435009909&sr=8-1&keywords=apprentice+workbook
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God what God has given them.” Saddleback’s S.H.A.P.E. 
is a four-hour “Class 301” to help people discover their (S)
piritual Gifts, (H)eart, (A)bilities, (P)ersonality and (E)
xperiences to help direct them into ministry that fits their 
individual shape. You were shaped for serving God. We 
include people in serving because of their need to be in-
cluded, not our need for more people to do church jobs  

These were (and are) plug and play. Help people discover 
their gifts  Connect them into ministry  But as time went 
on, as helpful as such classes were, the mantra became 

“don’t wait for them to take a class”! Just get people in-
volved. Strike while the iron is hot! Meanwhile, churches 
learned pretty quickly that one approach doesn’t match 
another church’s culture or theology. 

In the 2000s, volunteer ministry went digital. Digital 
ministry training was offered by The Rocket Company 
and Church Fuel, influenced by Northpoint Ministries. 
By the 2010s, larger ministries had increasingly integrat-
ed their volunteer structure with their membership data-
base using Fellowship One, Church Community Builder 
or more recently, Breeze  This has allowed the automa-
tion of serving invitations, reminders, etc. Our current 
Serving Ministry Director works five to eight hours a 
week, maximum, using these tools  

Using the Breeze database, we have implemented a paper-
less sign-up and reminder system for our in-house serving 
systems  Are there still aspects of the old system I like bet-
ter? Yes. But I don’t live in that world anymore. 

Most recently, a “Leadership Pipeline” is the cutting edge 
ministry, a concept originating with GE in the 1970s. It is 
defined as a “systematic, visible system of identifying can-
didates for succession, combined with the processes for 
their development.” (Forbes) Ministry Grid, Leadnet, 
Auxano and the Aubrey Malphur Group all do ministry 
training in the Leadership Pipeline  

The Crucial Variable: Culture
In 2019, I was standing in one of our sound booths dur-
ing worship. Four volunteers were serving. As they con-
trolled the sound, lights, projection, and cameras, some-
thing occurred to me: All four were Catholic  Four 
Catholics were controlling all the equipment for a Lu-
theran worship service. Some weren’t even members. 
(More folks from a Catholic background have joined our 

tech team since.) Not only did they serve, they all gave fi-
nancially  Meanwhile, we had a roomful of Lutherans 
aware of our volunteer shortage not serving. 

What did the Catholics do right? That didn’t happen by 
accident. (I asked one of the people serving. “Guilt,” he 
answered.) 

There is something that happens in some churches, often 
small churches, where the culture becomes “everyone 
serves.” If you’re part of the tribe – see Seth Godin’s 
Tribes: We Need You to Lead Us – the unwritten code of 
the tribe becomes “this is who we are and what we do ” So, 
if you want to be part of us, then … serve. Group mem-
bers teach one another by example  That is how culture 
spreads  

Anecdotally, it has been said it doesn’t matter what you 
say at your new member class  New people pick up the 
cultural code at your church (about things like giving, at-
tending, serving, etc.) and then adopt it. After two years, 
it’s hard to change them. (We should still try.) People re-
tain the culture under which they became part of the 
group  Good luck to you pastoral change agents trying to 
push or pull the elephant, (a reference to Switch: How to 
Change When Change is Hard, by Chip and Dan Heath).

In serving, the conversation has moved past systems 
(“how do we recruit”) and excuses (“people are so busy”) 
to the challenge of “shaping culture ” How do we create a 
culture of serving as the norm for Christian behavior in 
our church?

Broad Overview: Culture Shaping Steps
Creating culture is a complex, time-consuming “no guar-
antees” process of change 

Changing culture begins with a change in you  Change 
begins at the top  In Effective Staffing for Vital Churches, 
Bill Easum names the characteristics of leaders shaping 
healthy cultures: Long-range vision-casters who preach 
for transformation and growth, hand off ministry to paid 
and unpaid leaders, embrace accountability, hold leaders 
accountable, and are unafraid to fire both paid and un-
paid leaders. (p. 103) We start there by speaking and mod-
eling the new culture  

www.NetResults.org


10   May – Jun 2021 Net Results Magazine 
NetResults.org

If you or someone you know finds it difficult to sit still dur-
ing prayer, this book might not be a lifesaver, but it might 
be a spiritual sanity saver. 
"Whether ADHD or not, Tenny-Brittian effectively persuades readers that 
kinesthetic prayer is a new way to experience communion with God."

–Publishers Weekly

From $9.99 at Amazon.com

The Prayer 
Book for 

ADHD 
Children and 

Adults

www.NetResults.org
http://amzn.to/2dLT9Hw
http://amzn.to/2dLT9Hw
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The Rocket Company names five characteristics of a 
healthy volunteer culture in their article, “The ABC’s of 
Finding Volunteers”: 

A – Attract people through a written plan for how you 
will include people in ministry  

B – Build up the confidence level of new volunteers 
through communication and training  

C – Connect new volunteers relationally with other vol-
unteers who mentor them  

D – Develop existing volunteers for their next role 
through “CARE” [Communication, Appreciation, Rec-
ognition, and Encouragement] 

E – Evaluate your system through measurable results  

Connect: How to Double Your Number of Volunteers, by 
Nelson Searcy, a pastor out of the Saddleback ministry 
family tree, provides a broad overview for creating a cul-
ture that attracts, keeps and grows volunteers: Mindset, 
opportunity, ladder, reproduction, and celebration  

Question: Why is it there are some churches who create 
cultures where the worship value of “serve one, attend 
one” is practiced despite our “too busy” world  Mean-

while, other churches struggle with people who do nei-
ther  

Somewhere along the way, the leader named the values. 
The staff led by example. People set the norm for being in 
the group. Years ago, I asked someone why they were serv-
ing  “How could I say no to Darlene?” she said  “She does 
so much.” Darlene, a staff member, was establishing a cul-
tural norm. Who is doing that in your setting? 

The Ultimate Reason
The reason the old guy’s still gather for coffee every morn-
ing is because my former colleague, Dennis Tollefson, 
challenged them to organize their lives and skills to make 
a meaningful difference in someone’s life. He raised the 
bar. They met the challenge. They never stopped. Along 
the way, they created a little community so contagious 
that, paraphrasing Acts 2, they gather daily with glad and 
generous hearts  

That is how God wired us up: To know and be known in 
community. To make a meaningful difference. If you 
give people that, plus some coffee, you’ll have no prob-
lems – well, fewer problems – finding volunteers to serve. 

May 20 ... Role of the Lead Pastor

May 27 ... Building Connections On & Off Line

Jun 03 ... Meetings Matter

Jun 10 ... Make the Most of Networking

Jun 17 ... Dealing with Church Debt 

www.NetResults.org
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In the sixth chapter of the Book of Acts we see the 
early church in action  In the Message: The Bible in 
Contemporary Language we read:

During this time, as the disciples were increasing in 
numbers by leaps and bounds, hard feelings developed 
among the Greek-speaking believers – “Hellenists” – to-
ward the Hebrew-speaking believers because their wid-
ows were being discriminated against in the daily food 
lines. So, the Twelve called a meeting of the disciples. 
They said, “It wouldn’t be right for us to abandon our 
responsibilities for preaching and teaching the Word of 
God to help with the care of the poor. So, friends, choose 
seven men from among you whom everyone trusts, 
men full of the Holy Spirit and good sense, and we’ ll 
assign them this task. Meanwhile, we’ ll stick to our as-
signed tasks of prayer and speaking God’s Word.” The 
congregation thought this was a great idea. They went 
ahead and chose – Stephen, a man full of faith and the 
Holy Spirit, Philip, Procorus, Nicanor, Timon, Par-
menas, Nicolas, a convert from Antioch. Then they 
presented them to the apostles. Praying, the apostles 
laid on hands and commissioned them for their task. 
The Word of God prospered. The number of disciples 
in Jerusalem increased dramatically. Not least, a great 
many priests submitted themselves to the faith.1

1  Eugene H. Peterson, The Message: The Bible in Contempo-
rary Language (Colorado Springs, CO: NavPress, 2005), Ac 6:1–7.

There was so much going on and those who were called to 
lead the church were unable to keep up with all the need 
of the membership  You know the story, I am sure  The 
church leaders gathered together the disciples and sought 
to bring some clarity to the issue of those who had needs 
that weren’t being met. We see in the passage, the pres-
sures of a growing church and its ministry priorities re-
quired careful selection of others to help with the work of 
ministry  Those which were the spiritual leaders began to 
refocus their attention to the work of ministry  The laity 
were then empowered by these leaders to meet the needs 
within the congregation  The disciples of the church 
served and the leaders led and everyone was in agreement 
about the new plan. As these volunteers stepped up to 
serve the church, it continued to grow and expand. Those 
who volunteered were happy in the work of service while 

Transforming a Life Not 
Filling a Spot

By Tom Cheyney

Tom is the founder and directional leader 
of the RENOVATE National Church Revital-
ization Conference and leader of the RENO-
VATE Church Revitalization Virtual Coaching 
Network where he mentors pastors, church-
es, and denominational leaders in Church 
Revitalization and Renewal all across North 
America. He serves as the National Host 
of the weekly Church Revitalization and 
Renewal Podcast. Dr. Cheyney has writ-

ten over 5,000 print, audio resources, guides, or books for 
church revitalizer’s, pastors, church planters, and lay lead-
ers. Tom is a nationally recognized conference speaker and 
a frequent writer on church revitalization, church planting, 
new church health, and leadership development. 
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the spiritual leaders were happy in their call to ministry 
and prayer 

Equip Members and Stop Filling Spots
Volunteerism is not as simple as asking someone, “Do you 
want to be an usher?” when you want to transform a life 
more than you want to fill a slot. Many churches are con-
sumed with filling slots rather than equipping the mem-
bership for meaningful service. Remember that volun-
teering for ministry is God’s design, not ours. Volunteering 
for ministry is an opportunity to serve, not a problem to 
avoid in the church. Volunteering enhances an individual 
church member’s growth. It is something that pleases the 
Lord and brings us as his children pleasure  In fact, when 
we serve, this act of service unleashes the power of the 
Holy Spirit in our lives and increases the church’s poten-
tial and reach. Care should be taken when enlisting vol-
unteers that it does not become an emphasis on filling 
blanks on a page and an entry in a ledger 

What Keeps Members from Serving
Granted there are many a declining church filled with 
members who refuse to be involved yet complain about 
diminishing attendance. There’s within these churches a 
degree of selfishness, laziness, and indifference which per-
meates the rapidly declining church  But for the rest of 

the churches, why is it that more people don’t serve? One 
of the most common reasons that many don’t volunteer 
to serve is because no one has asked them to consider the 
opportunities which are open. I’ve heard so many times 
church members say that they weren’t aware of the need 
until someone actually came to them and asked for them 
to pray about filling a need in the ministry of the church. 
In one church I worked with, there were individuals who 
should have stepped up and become part of the church’s 
expanding music ministry  They had sat back because 
there was a team in place and it wasn’t until the church 
needed to add an additional worship services that they 
were finally willing to step forward. There was a sense of 
being intimidated by the current workers and their tal-
ents. Even then, someone had to go to them and ask them 
to begin serving the Lord through music. I’d venture to 
say in some churches there are those who don’t serve be-
cause they’re burned out from prior times of service when 
a church just kept dumping on them more and more rath-
er than enlisting others  

Many of those sitting in the service week after week are 
unaware of options available or they feel untrained, ill-
equipped, inexperienced, and ungifted 

There are others who fall into another realm as they’re not 
willing to own the cause and to be all in for the ministries 
of the church. They could have a fear of the actual re-
sponsibility required to volunteer for service. Some have 
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Many of the mainline churches in North America were once multiplication movements. With years of wisdom and 
practical experience, Easum and Tenny-Brittian are prophetic voices calling mainline churches back to the 
foundation of church multiplication. If you want to unleash a disciple making movement within your denominational 
context, I highly recommend this book!

Dr. Winfield Bevins
Director of Church Planting 

Asbury Seminary

Many observers have talked about mainline decline, 
but few have offered any real thoughts on how to 
reverse it, that is, until now. In Dinosaurs to Rabbits, 
Easum and Tenny-Brittian offer insightful 
perspectives on this important issue. Building on 
their experience as successful pastors in North 
America's mainline denominations, they add years 
of fruitful ministry as church consultants to provide 
a radical and doable approach for turnaround 
among America's mainline churches. Believe me, it's 
worth your time to read it. Even more, it's worth 
your time to put their ideas into action 

Gary L  McIntosh, D Min , Ph D  
Professor, Writer, and Speaker

Talbot School of Theology, La Mirada, CA 

I do a lot of work with leaders of mainline denominations  A 
lot of it is grief therapy. It doesn't have to be this way. In 
Dinosaurs to Rabbits, the authors give practical, grounded, 
proven suggestions for church leaders who want to shift their 
church culture from church-as-institution to church-as-
movement. This book nails it – from diagnosis to prescription. 
Nothing less than creating Jesus-followers who view and lead 
their lives as a mission trip will give mainlines a shot to move 
beyond paleontology 

Reggie McNeal
Speaker, Consultant and Best-Selling Author

Having first met Jesus in a mainline “dinosaur church,” I am 
thankful for their faithfulness. Having also spent my life mul-
tiplying autonomous congregations, I believe the future hope 
of mainline churches is found in the pages of this book  If 
you are interested, you can multiply “rabbits” by following the 
trails outlined by Easum and Tenny-Brittian  Our culture 
awaits you 

Ralph Moore
Founder

Hope Chapel Churches

Dinosaurs Weren’t Designed to Multiply
Rabbits Were

Dinosaurs are Extinct
Rabbits are Everywhere

Don’t Be a Dinosaur ... 

What People Are Saying 
About Dinosaurs to Rabbits

Available at Amazon.com
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never been taught about the biblical paradigm for minis-
try and think only the pastor and staff should do the 
work. I’d also include in this group those who have occu-
pations that consume them or have personal agendas 
such as hobbies that are more important than service to 
the Lord and his church 

Did you know that there are usually more volunteers than 
actual employees in a not-for-profit organization? The 
Red Cross has over one million volunteers annually. Spe-
cial Olympics utilizes over half of a million volunteers an-
nually. Local community Fire Companies in the United 
States alone have 74 percent of their firefighters who are 
volunteers.

What Volunteers Need Most  
If They Serve

Those who serve the Lord through the local church need 
to be first respected for the sacrifice they’re making to 
come alongside of the church and its ministries  Initially, 
they need to be discovered, developed, and deployed. The 
discovery part begins with lay leaders looking across the 
church for possible individuals who might be willing to 
minister because of their unique giftedness in an area 
you’re leading. Interviewing these potential servants 
would be next so that you can see if there’s a match for a 
particular ministry. If they need to be developed, then 
you must consider what steps need to be taken to equip 
these candidates before they’re deployed. When recruit-
ing these ministers, you will want to discern if this minis-
try will a passion for them and a meaningful usage of 
their time in the church  If you will take the time to train 
well and supervise well in the initial six months of service, 
usually they will grow in their love for the work to which 
they have committed. 

Volunteers also need to become involved in the planning 
and evaluating stages of the work. That is all part of the 
buy-in  Their opinions matter in the work of ministry  
Begin as a leader in a ministry area to more fully under-
stand the uniqueness of those who volunteer on your 
team. You must value their contribution, but first you 
must value them as individuals. 

Lastly, your team members need to be recognized in ways 
that are valuable to who they’re. For some that might 
mean a weekend off to just get away from it all. For others 
it might mean a coffee card with a nice note thanking 
them for their contribution  But in the end, here is what 

we all need to realize: the volunteers within a church are 
not helping the pastors and staff do their ministries – 
rather we are helping our church people do their minis-
tries  

Steps for Recruiting Volunteers
The best reminder for all of us is to begin by praying  Je-
sus before naming any of his disciples spent an entire 
night praying before he began to call out his disciples 2 As 
you begin seeking the Lord for his volunteers, ask for 
guidance in being led to the right individuals to serve in 
the right positions at the right time. Often church staff 
members have their eyes open, looking and praying for 
potential volunteers; so take the time to meet with and 
ask staff members what they’re seeing in the realm of vol-
unteers  Deacons or elders are another good place to go 
for ideas. Our Lord Jesus saw Peter’s potential when oth-
ers might not have been so sure. Jesus could always see po-
tential in a person  Keep your search spiritual rather than 
going secular. What the world chooses is usually not what 
the Lord chooses  Spiritual qualities are the best barome-
ter. Many of God’s people are diamonds in the rough, 
waiting to be polished and trained to do his work  Pray 
for volunteers who can see and know God’s wills, obey 
his commandments, and follow his leadership  Pray that 
God will lead you to those he has called out and chosen  

Start by developing a relationship with a potential minis-
try volunteer. That was the way Jesus did it. Find ways to 
get to know them  Take them out to eat  You will begin 
to learn more about their spiritual walk, and they will 
learn more about you  Once you feel comfortable in talk-
ing to them about your vision for your ministry, get with 
them in a one-to-one setting. Share your vision and pas-
sion for the ministry you’re leading and why you believe 
they would be a great addition to the ministry team  Em-
phasize the importance of the working together and how 
this emphasis fits into the ministry’s organization. Ask 
them to take some time to pray about the opportunity 
and then plan on getting back together in about a week to 
determine if you both should move forward. 

It can be helpful to create opportunities for potential vol-
unteers to discover their spiritual gifts. We as ministry 
leaders tend to get so caught up in what we are learning 
and doing, even when we know it’s of God, that prayer 
takes a secondary role. Continue to rely on prayer first, 
foremost, and forever.

2  cf. Luke 6:12–16
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Wrapping It Up!
Remember that a serving heart is part of our redeemed 
nature. God’s people will rise above their weaknesses and 
tap into a potential greater than their own when they’re 
believed in and treated with dignity and respect. People 
will step out in faith in order to live above their fears 
when challenged with something meaningful  People 
will humble themselves and give themselves away when 
they see the power of Christ resident in you as you model 
a humble servant’s spirit. General Norman Schwarzkopf, 
commander of the Allied forces in the Gulf War under 
President Bush was asked, “What’s the greatest lesson 
you’ve learned out of all this?” He replied:

I think that there’s one really fundamental military 
truth. And that’s that you can add up the correlation of 
forces, you can look at the number of tanks, you can 
look at the number of airplanes, you can look at all 
these factors of military might and put them together. 
But unless the soldier on the ground, or the airman in 

the air, has the will to win, has the strength of charac-
ter to go into battle, believes that his cause is just, and 
has the support of his country, all the rest of that stuff is 
irrelevant.

Without each person’s conviction that the cause is worth 
the price, the battle will never be won, and the group 
won’t succeed. There must be commitment. Ministry 
leaders are seeking to transform lives not just fill a posi-
tion 

Don’t Let the Mainline Church 
Go the Way of the Dinosaur!

“Provocative, challenging, and deeply insightful; this book 
is saturated with concrete practical recommendations 
that can readily be put into a practice by a pastor with 
a heart for the Great Commission. If you’re tired of 
leading a slowly dying church then Dinosaurs to 
Rabbits is for you!”

 – Bishop Mike Lowry
Central Texas Conference
United Methodist Church

Available at Amazon.com or EffectiveChurch.net

“Whether your church is mega, mini or multi, denom or 
nondenon, mainline, oldline, sideline, or offline, you need this 
book to keep from flatlining.”

– Professor Leonard Sweet
Author of 60+ books
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The following is an excerpt from my new book, 
Church Turnaround A to Z. The release date for the 
book is sometime in June 2021 ... just around the 

corner. These two chapter speak volumes to this issue’s 
theme on volunteers.

T 
 Turn Your Members Into Ministers 
– and Remember Every Member is a 

Minister
My proudest accomplishment in ministry has always 
been developing leaders from within our congregation. 
At the time I retired as Senior Pastor from my last church, 
sixteen of the seventeen full or part-time staff members 
had all stepped into our facilities initially as a first-time 
guest. They all caught the vision that God had put in my 
heart and mind in 1996 and began serving in volunteer 
capacities in the church  Many of them went on and grad-
uated from our mini seminary, Celebration Community 
Church Leadership Academy. C3LA was a nine-month-
long church leadership curriculum which balanced read-
ing and writing assignments about all five purposes our 
church was built upon  These students also participated 

in hands-on training in ministry areas like children, 
youth, senior adult, and small group facilitation  One stu-
dent organized a softball team as his end-of-semester proj-
ect  He continues to lead this fellowship and outreach 
program which has expanded over the years to include as 
many as sixty C3 men each season on four different teams. 

The ministry development that took place over those 
twenty-one years has reaped a harvest of great fruit. Over 
two dozen men and women have gone on to pastor or 
serve on other church staffs as well as missions’ organiza-
tions throughout the country  How did these young men 
and women begin the process of becoming ministers and 
missionaries of the gospel of Jesus Christ? At one point in 
time or another they all raised their hands when I asked 
the question, “How many ministers do we have with us 
today?” That kind of question gets asked from the plat-

By Kyle Ermoian

Church Turnaround A to Z

T & U: 

Kyle loves the local church and has com-
mitted over one half of his lifetime into 
breathing new life into congregations 
that are struggling in addition to planting 
and coaching new ones that are thriving. 
Kyle has poured his creative ideas, practi-
cal experiences and encouraging words to 
transform the lives and ministries of doz-
ens of men and women he has mentored 
who are now in turn impacting churches, 
ministries and missions across the country 
and throughout the world. 
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form from time to time when the pastor knows that a vis-
iting denominational representative is present who most 
always enjoy being singled out and acknowledged  In-
stead, I would ask that question in worship services with 
the expectation that every hand would be raised. I would 
continue to ask, “How many ministers do we have with 
us today?” until I everyone sitting in the congregation, at 
my prompting would raise their hand  It always took 
some of the people in the crowd by surprise because they, 
like most people, had incorrectly assumed that in a church 
setting, the pastor was the minister and those in atten-
dance were not ministers, they were “just lay people ” For 
over thirty years I have been encouraging men and wom-
en to first acknowledge and then take ownership of the 
biblical principle that if you are called to be a Christian, 
then you have also been called to be a minister. 

I often say that every member is a minister. Not every 
member is a pastor, but every member is uniquely shaped 
by God to serve and to use our gifts and passions in and 
through the Body of Christ. Pastors have a unique re-
sponsibility as noted in Ephesians 4:11–12 

It was he who gave some to be apostles, some to be proph-
ets, some to be evangelists, and some to be pastors and 
teachers, to prepare God’s people for works of service, so 
that the body of Christ may be built up. 

The pastor’s responsibility is to prepare God’s people for 
works of service (ministry) and each member is to accept 
their responsibility as a part of that body  

The Apostle Paul also addresses the church at Rome by 
saying: “For just as we have many members in one body 
and all the members do not have the same function, so we, 
who are many, are one body in Christ, and individually 
members one of another.” Romans 12:4–5

As pastors, our responsibility is very much like the coach 
of a team. Growing up I have some fond memories of be-
ing on teams. How about you? Maybe it was a sport’s 
team or a debate team or choir or cheerleading team or 
some craft team, chess club, maybe you had a team in the 
army or the navy. I know many veterans who say the best 
years of their lives revolved around a group of guys who 
they served with. Some of my best memories in life re-
volve around teaming up with others to accomplish a 
purposeful task. The success of whatever you do in min-
istry depends largely on developing strong ministry teams 
who have a deep sense of commitment to the cause of 
Christ and to one another  Real successful teamwork is 

built on three factors: a compelling purpose, crystal clear 
communication, and a code of commonly held values. 

As a pastor you were never meant to minister to your 
church on your own  You were meant to be the coach of 
a team made up of different people with different gifts 
and talents and together you can learn to grow in your 
faith, encourage one another, serve those in need and 
share his good news with others. That is God’s team of 
ministers  That is the church! 

U 
Unleash Your Members for Ministry 

“For we are God’s workmanship, created in Christ Jesus 
to do good works, which God prepared in advance for us 
to do.” Ephesians 2:10

The Apostle Paul writes that we are God’s masterpiece 
(work of art, workmanship). Our salvation is something 
only God can do. It is his powerful, creative work in us. 
We become Christians through grace, God’s unmerited 
favor, not as the result of any effort, ability, intelligent 
choice, or act of service on our part. However, out of grat-
itude for this free gift, we seek to help and serve others 
with kindness, love, and gentleness, and not merely to 
please ourselves. While no action or work we do can help 
us obtain salvation, God’s intention is that our salvation 
will result in acts of service. This is why I can say that ev-
ery believer is created by God to be a minister of his love 
and to serve his church and beyond in ministry. 

Paul goes on to say to the church at Corinth: 

Now the body is not made up of one part but of many. 
If the foot should say, “Because I am not a hand, I do 
not belong to the body,” it would not for that reason 
cease to be part of the body. And if the ear should say, 

“Because I am not an eye, I do not belong to the body,” it 
would not for that reason cease to be part of the body. If 
the whole body were an eye, where would the sense of 
hearing be? If the whole body were an ear, where would 
the sense of smell be? But in fact God has arranged the 
parts in the body, every one of them, just as he wanted 
them to be. If they were all one part, where would the 
body be? As it is, there are many parts, but one body. 
The eye cannot say to the hand, “I don’t need you!” 
And the head cannot say to the feet, “I don’t need you!” 

1 Corinthians 12:14–21 
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In the church, every ministry is important, just like every-
body part is important. Every minister has a distinct min-
istry they are best suited to engage in  

Now in most mainline churches, a nominating commit-
tee chooses people from the congregation and asks them 
to serve on other committees to see that the ministry of 
the church gets done  In the process all that is getting 
done is that slots in an organizational chart are being 
filled. The reality is that the church is not an organization 
but rather an organism, a body, that functions well when 
each part of the body does what it is created to do 

At Celebration, new members attended a series of classes 
on the expectations of membership  In the third class we 
talk about how God has uniquely shaped them for minis-
try  

The Bible says that each believer is made up of a combina-
tion of five different factors. (I’m indebted to Rick War-
ren for his SHAPE acronym.)

S – Spiritual Gifts
The Bible says, “Each man has his own gift from God; 
one has this gift, another has that” 1 Corinthians 7:7. 
There are at least twenty of these spiritual gifts listed in 
the Bible. Every believer has at least one and your gift is to 
be used to serve and benefit others. Every time you do 
something, and you do it well, you do it and you enjoy do-
ing it, you are revealing your giftedness. God says every 
believer has a spiritual gift. 

H – Heart
Your heart is what drives you, what motivates you. What 
floats your boat. All of us have different motivations, dif-
ferent drives, different interests. Would you agree there 
are some things you care about very deeply and there are 
other things you could not care less about? That is reveal-
ing your heart. We have different hearts. The Bible says, 

“God has put it into their hearts to accomplish his pur-
pose” Rev. 17:17. The Bible also says, “For it is God who 
works in you, inspiring both the will and the deed, for his 
own chosen purpose!” Philippians 2:13. God puts desires 
in your heart. The way you discover what your heart is, 
your basic motivation in life, is ask yourself: What do I 
love to do? What do I really love to do? What is it I think 
about when my mind can think about anything? What 
do I really dream about? What does my mind automati-
cally turn to? 

You cannot not get away from a basic interest that God 
has implanted in your life  You are unique in that  He has 
given you gifts, and he has given you a heart, inborn in-
terests  He says those are for a chosen purpose  It is not by 
accident that you have certain interests and other people 
have other interests. God wants different kinds of motiva-
tions in life to accomplish different things. 

A – Abilities
1 Corinthians 12:6 “There are different abilities to per-
form service.” A lot of people think they do not have any 
abilities, but we all do  God says that this is part of how he 
shapes us. Some of you are truly tech savvy. Others are 
not. Some of you have a natural ability with mechanical 
things  Others like myself do not know which way to 
turn a screwdriver. Lefty loosey? Righty tighty? Some are 
good with numbers  Some are good with words  Some 
are good at administration. Some at music. We all have 
different abilities. We all have different abilities. Those 
abilities are not by accident. God gave them to you for a 
purpose 

“I (God) have given him skill, ability, and knowledge in all 
kinds of crafts” Exodus 31:3.

God has given you spiritual gifts, he’s given you a heart 
(basic motivations in life), he’s also given you abilities 
(natural talents and skills). 

P – Personality
Some of you have personality with a capital P. Personality 
refers to three things: The way you act; The way you feel; 
And the way you think  The root of your personality is 
the way you think because the way you think determines 
the way you feel and the way you feel usually determines 
the way you act. Even the Bible says the root of your per-
sonality is your thought life. Proverbs 4:23 “Your life is 
shaped by your thoughts ” 

Years ago, there used to be a debate over “Is personality 
something you’re born with or is it something that’s ac-
quired through the environment?” If you ever took De-
velopmental Psych in college the debate was over the issue, 
Nature or Nurture. Which is it? Over the years, study af-
ter study shows that the moment a child is born, they al-
ready have a set pattern of some personality characteris-
tics long before any environment affects them from the 
outside world  

In the class we taught to help people find a ministry that 
best aligns with their personality, I would present a mod-
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ified Myers/Briggs Type Indicator. MBTI measures 
whether an individual is extroverted or introverted, 
whether they have a sensing preference or an intuitive 
preference when it comes to processing information, 
whether they prefer to make decisions by thinking or feel-
ing and whether they have a judging or perceiving prefer-
ence about how they do things. God has given us all 
unique personalities and some personalities are better 
suited to certain ministries  God wants to use your per-
sonality for a purpose  

E – Experiences
God plans experiences in your life to help shape you  Ro-
mans 8:28 “And we know that all that happens to us is 
working for our good if we love God and are fitting into 
his plans ” God is both organized and purposeful in plan-
ning the personal experiences he prepares for us  He 
uniquely allows things in your life  He does not cause 
them all, but he sees them, and he allows even the bad to 
bring good out of your life and to be able to help others 
who may be going through what you did  He wants to 
work through your experiences 

For example, in my early days of ministry, I did not do 
very much pre-marital counseling. After I went through 
the experience of divorce, I became intent on helping pre-
marriage couples do whatever they could to avoid the 
pain that I had experienced  God used my painful experi-
ence to minister to others  

After members discovered what their SHAPE for minis-
try was, we would direct them to ministries within the 
church that fit their SHAPE or encourage them to start a 
new ministry that appealed to their heart  

Some Do’s and Don’ts in Starting New 
Ministries 

Don’t start a ministry without a minister. Many 
churches see that a need exists but without a person to 
lead that ministry it is destined to fail  I always like to re-
member John Maxwell’s words, “Everything rises and 
falls on leadership” 

Don’t over train. If someone has a burning desire to 
serve, don’t bog them down with excessive pre-ministry 
training  Help prepare them with the basics they need to 
know and then cut them loose  On-the-job training is 
most always the best  

Don’t micromanage. Trust that God has gifted the per-
son to do the ministry they feel called to do  

Don’t let fear, pride, or your own control issues keep 
people in your congregation from fulfilling their purpos-
es by developing their own ministries. 

Do encourage them to experiment and take chances 
while staying true to the church’s overall vision. 

Do give permission for people to fail and change minis-
tries 

Do support them with resources, not necessarily budget 

Your congregation will become healthier and stronger 
when you train up and unleash your ministers (and re-
member, every member is a minister) to do the ministry 
of the church  

www.NetResults.org
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Jumpstart your journey in ministry! 

The Ministry Training Program at Phillips Seminary

Are you looking to learn the foundations 
of ministry? Consider a Certificate in 
Pastoral Ministry from the Ministry Training 
Program at Phillips Theological Seminary. 
The program consists of 22 asynchronous 
courses available online. Each course lasts 
no more than eight weeks, and students 
can take more than one course at the same 
time. Each course is taught by instructors 
with theological graduate degrees and 
congregational ministry experience.

Visit PTSTulsa.edu/MinistryTrainingProgram 
for more information.

901 N. Mingo Rd. • Tulsa, Oklahoma • 918.270.6471 • Leslie.Lesieur@ptstulsa.edu
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The COVID pandemic has revealed how the 
Church of Jesus Christ in North America has be-
come tied to buildings and the regular meetings 

that occur within the buildings  Prior to the pandemic, 
the majority of Christians took meeting for worship on 
the weekend rather lightly  It often did not take much of 
an excuse for people to miss. However, in the pandemic, 
many of those same Christians have often become bellig-
erent about not being able to meet  Often one assump-
tion behind such an attitude is that Christians must gath-
er at the appointed time in the appointed place for God’s 
Spirit to instruct, correct, inspire, etc. Like television 
viewing in much of the twentieth century, we watched by 
appointment to see the shows we preferred  Now I want 
to be clear that the New Testament speaks about the ben-
efits and need to meet together regularly. And as a preach-
er, throughout most of 2020, I missed not preaching to a 
live audience that had gathered together for worship. But 
I want to suggest that appointment discipleship (having 
everyone in the same room at the same time) for Chris-
tians is no longer the only option  

As someone who spends time coaching and consulting 
with congregations, the pandemic has created its special 
frustrations. During 2020 I had four congregations that I 
worked with in a formal manner and in all of those con-

gregations we never had all the people in the same room 
at the same time. In fact, in most instances, we never had 
all the leaders of the congregations in the same room at 
the same time. By the way, two of the congregations aver-
aged about one-hundred in worship prior to the pandem-
ic, one averaged about 170, and one averaged 400. So I 
was forced to figure out how to work effectively with con-
gregations, all of which, were either in plateau or decline, 
to help them again become healthy and grow  The nor-
mal process of setting up meetings times (for smaller 
groups or the whole congregation) was impossible. I 
learned through trial and error how to jettison appoint-
ment church for on-demand church 

On-demand church coaching and consulting has meant 
conducting Zoom calls on different days, some at night, 
others during the day, and many on weekends  It has also 
meant dividing larger groups into two or three sections to 
conduct the same training several times. The dividing of 
groups has included, at times, the entire congregation so 
smaller groups could have meaningful interaction on the 
Zoom call  It has also meant recording training and then 
giving people a window of time (often a week or more) 
and a special link to access the training, followed with a 
Zoom call at the end of the time window  This process al-
lowed people to ask questions and interact with me about 

Moving from 
Appointment 

Church to 
On-Demand 

Church

By Paul Borden
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By Paul Borden

the material  This last tactic meant that people could 
watch the training at any time of the day or night that was 
convenient for them. 

The point of communicating this concept is that when 
we are all back in our buildings and people again feel 
comfortable about being in large crowds, we do not have 
the option, I believe, of just going back to appointment 
church  Instead, we need to conduct congregational min-
istries in both the appointment world and in the on-de-
mand world. After all few Americans watch television 
any more by appointment  DVRs and streaming net-

works watched on various devices, means that we all live 
much more in an on-demand world than an appointment 
one, when it comes to how we learn and take in content  
It is not a matter of either/or but one of both/and. 

We must remember that the basic meaning of the word 
for Church in the New Testament, means a gathering  In 
2021 we gather in many ways, including virtually. This is 
particularly true of the world that many congregations 
do not reach, the younger generations  
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Church Volunteers: The Lifeblood 
of a Vital Congregation

Love ‘em or hate ‘em, church volunteers are the 
lifeblood of a vital congregation! Church volun-
teers provide energy, low-to-no cost labor, and 

teachable, discipleship moments  Too often, starry-eyed 
clergy naively believe that their preaching or personal 
charm sufficiently lulls submissive, docile volunteers to 
fulfill every pastor’s “visionary” whim. These ego-centric 
clergy too quickly forget their roles as servant leaders who 
vigilantly watch for the teachable moment. The wise 
church leader knows that leadership is about recruiting, 
training, equipping, and authorizing ministry  This usu-
ally means teaching individuals with few to potentially 
no skills or training to accomplish church work 

Above all, remember this: volunteers are first of all hu-
man beings. Church volunteers choose to give up their 
time and energy to serve your church. Just being there is a 
sacrifice in and of itself. Of all the hospitals, homeless 
shelters, community programs, food pantries, house-
building programs, the volunteers that show up at your 
church to offer their free labor for the organization you 
lead! They can go anywhere else – Habitat for Humanity, 
the American Cancer Society, Shriners Burn Hospital, 
pediatric cancer wards – where first-class volunteer train-
ing is provided, banquets celebrate their efforts, and 
where they see their efforts making a difference first-hand 
in real time. So the first thing is to value them as individ-
uals who said “no” to every other organization on the 

planet so that they might work at your congregation 
alongside you. That is a privilege not to be minimized or 
slighted in the least. Treasure your volunteers for they are 
priceless!

Why do volunteers sacrifice so much time and energy for 
their church? Well, there are probably as many reasons as 
there are volunteers. However, several general motivating 
factors include: 

 1. Some volunteers seek greater meaning and purpose 
than what their place of work offers. Many church 
workers volunteer their time and energy because 
their jobs are relatively mindless, even soulless, insti-
tutions offering little connection to either the Di-
vine or other human beings. Volunteering at church 
allows individuals to recover their inner sense of 

“worshipful work,” where the Holy Spirit flows 
through them without hesitation 

Rev. Dr. Brad Stagg - Since 2012, 
Brad serves as the Senior Minister 
of First Christian Church, Columbia, 
Missouri and as a Trustee of Colum-
bia College. Married to Patricia Gon-
zales Stagg, MSW since 1992, they 
have three children. Brad serves as 
Trustee of Columbia College, a Disci-
ples of Christ affiliated institution of 
higher education. 
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 2. Some people volunteer at church because it’s a form 
of fellowship and provides a social network of Chris-
tian support  Such as, a stay-at-home parent who 
needs an outlet to talk with other adults or the per-
son seeking lifelong friends that will abide with one 
another through the thick and thin of life’s ups and 
downs 

 3. Others volunteer at the church from a sense of mor-
al responsibility or spiritual connection to Christ 
and the mission of the church 

 4. Other people volunteer from a place of love and gen-
erosity. The point is that each person volunteers for 
different reasons and it becomes the role of the cler-
gy or church leader to discover what motivates each 
volunteer to serve and then learn how to utilize that 
for the church’s and volunteer’s mutual benefit.

Once the church leaders understands the volunteer’s mo-
tivation and knows how to utilize that motivation for the 
church’s benefit, then that volunteer needs to be trained 
and equipped for their area of responsibility  Are they re-
sponsible for cleaning communion ware? Then has some-
one actually sat down and showed them how to use silver, 
brass, or aluminum cleaner? Does the volunteer know 
where to find the cleaner, rags, and how to request more if 
those supplies run low? If they volunteer to serve on the 
church board, has anyone taught them the three fiducia-
ry duties of care, loyalty, and obedience? Does each vol-
unteer have a firm grasp of the distinct legal definitions of 
each duty and how they apply to their church and de-
nomination? It is the responsibility of the senior leader to 
ensure that each church volunteer understands the par-
ticular responsibility related to their particular role  The 
more informed, better trained, and fully equipped the 
volunteer is to fulfill their role, then the more gratifying 
the experience for the volunteer and the fewer headaches 
for leadership  

A vital, growing church constantly trains, equips, and au-
thorizes lay volunteers to do their jobs well and for the 
mission of the gospel. Church leaders that hold a vise-like 

grip of control on programs, events, ministries, will soon 
find themselves working alone. The training-equipping-
authorizing cycle goes something like this: 

• First, you lead; volunteer observes. 

• Second, you lead; volunteer helps you. 

• Third, the volunteer leads, you help the volunteer. 

• Fourth, volunteer leads, you observe.

• Fifth, you authorize the volunteer to run the minis-
try without you and then repeat the process with 
another volunteer in another area of ministry.

• Sixth, you lead a volunteer to train other volunteers, 
using the above cycle.

Pragmatically, volunteers provide free to low-cost labor. If 
a volunteer requires no training excluding a brief orienta-
tion, then they are virtually free labor, though that’s rare-
ly the case. Most churches and nonprofits recognize vol-
unteers require coordination and management  Most 
nonprofit agencies hire volunteer coordinators to train 
and manage their volunteers. Unfortunately many clergy 
think they can bypass this crucial step of church manage-
ment. The truth is most churches could never really pay 
out of pocket for the expenses they would incur if their 
volunteers required payment for their services. For exam-
ple, the next time you’re sitting in a church Stewardship 
& Finance committee meeting attended by a half dozen 
volunteers guestimate the combined salaries of the attor-
ney, the two CPAs, the upper-management IT executive, 
the insurance regional sales manager, and the CFP invest-
ment professional  Their combined annual salaries and 
other sources of income probably approach $1 million. If 
you divide $1 million by fifty-two weeks and then divide 
again by forty-five hours/week, your meeting costs $427 
an hour  How many combined hours does that group of-
fer in face-to-face meetings, virtual meetings, phone calls, 
emails, drafted congregational letters, time pouring over 
financial reports, and presentations made to the board 
and congregation? Say the group collectively puts in five 
hours per month, that’s sixty hours annually then the 
cost to church is over $25,000 per year. Got that in your 
budget? Probably not! Do that same exercise with your 
Administrative Board or Board of Elders and suddenly 
your costs will soar astronomically, if you had to pay 
them for their services. Volunteers provide untold dollar 
savings to their organizations by offering virtually no 
cost expertise and labor 

Above all, remember this: volunteers are 
first of all human beings. Church 

volunteers choose to give up their time 
and energy to serve your church. Just 

being there is a sacrifice in and of itself.
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It is during a pastor’s encounter with these volunteers 
that teachable and pastoral moments arise  After time 
spent in the church kitchen or around a table discussing 
finances, individuals open up about personal struggles, 
lift up biblical and theological questions, and reveal pre-
sumptions about faith and ethics (intentionally and un-
intentionally.) These are the teachable moments unavail-
able to minister from the pulpit, pastor’s study, or hospital 
bed  This is where the rubber meets the road when ethi-
cal mattes arise like accessibility for all people at the prop-
erty committee meeting or workday; child protection 
from predators at the VBS planning meeting; generosity 
and equity at the personnel committee; racial justice, di-
versity, and inclusion at the elders’ meeting. Simple train-
ing events or even the five-minute orientation for the Ush-
er at worship is an opportunity to teach hospitality, 
evangelism, and inclusion to all people of all abilities. 

The teachable moment is less the mechanics of what 
needs accomplishing as it is the framing, or often re-fram-
ing, of what they are doing represents Jesus Christ and is 
on behalf of the Kingdom. This is where representative 

ministry comes to life for laity and clergy  Volunteering is 
not simply “herding cats” to satisfy a clergyperson’s need 
for relevance or high-quality programming. Church vol-
unteering is the living offering of a person’s gifts to the 
glory of God, deserving of Doxology by the pastors’ wit-
nessing this personal sacrifice from their congregants. 
And the quality of their gifts, often derided by pastors in 
secret or to one another, is actually dependent upon how 
careful the attention is given by those very same pastors. 
In other words, the health of the sheep is very much de-
pendent upon the care given by their shepherds. Pope 
Francis has a phrase that he likes to repeat, “Shepherds 
need to smell like their sheep ” The quality of work our 
volunteers produce is in direct correlation to the amount 
of time we spend with our flock.

How do you smell, like your flock or like something else?

May 20 ... Role of the Lead Pastor

May 27 ... Building Connections On & Off Line

Jun 03 ... Meetings Matter

Jun 10 ... Make the Most of Networking

Jun 17 ... Dealing with Church Debt 
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If you live in a village, town, suburb, or city then 
your local service depend on two key sources for fund-
ing – industry and commerce. These two provide the 

bulk of the taxes that keep the police policing, the fire de-
partment active, and the schools teaching.

Why is this important for you to know? Because there’s 
an organization in your local hamlet that’s committed to 
expanding and supporting your city’s tax base via local 
commercial enterprises – and they do all kinds of events 
that bring business leaders, owners, managers, and entre-
preneurs together  And since one of the keys to growing 
your church is getting to know and building relation-
ships with people you don’t already know, here’s your 
chance 

Hopefully, your church is already a member of the Cham-
ber (if not, convince someone to cough up the hundred 
bucks or so for your non-profit church to join). In many 
churches, getting a church member to represent the 
church at Chamber events is like … well, let’s just say it’s 
often rather difficult. So, call your church office and vol-
unteer  Of course, if your real-world employer is a cham-
ber member, they too may be willing to let you be one of 
their representatives. Either way, find a way to attend 
some of the Chamber events.

Which brings us to step two: Find out what your Cham-
ber’s planning. Your Chamber will have a website with an 

event calendar you can access. Most Chambers have at 
least one monthly membership networking event. It’s of-
ten centered around a meal and a speaker  Some Cham-
bers also host morning coffee connections and afternoon 
networking open houses in member businesses  In other 
words, there’s probably some regular networking event 
you can attend no matter what your busy schedule de-
mands! 

Once you’ve found an event, get reservations (most 
Chambers require or at least expect reservations), and 
then get ready to go. If you’re going to be one of the 
church’s designated representatives then I recommend 
getting a magnetic name badge with your name and the 
church’s name on it. You can get one engraved from your 
local office supply or from Amazon.com (and a host of 
other online vendors) for $5 or less. These are way nicer 
than the handwritten name stickers most events seem to 
offer … and the magnetic ones don’t make holes in your 
clothes and as a bonus, they don’t fall off halfway through 
the event. 
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By: Bill Tenny-Brittian

Things You Can Do to Help Grow Your Church
Ideas for Everyone In Your Church

101 Things You Can Do to Help Grow Your Church is a work 
in progress. Editor Bill Tenny-Brittian is in the process of 
writing a near exhaustive book of things the average church 
member can do to help grow their church. Each of these col-
umns are sample chapters from the upcoming book ... look 
for it by the end of 2020. 

Civics 101
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Is Your Church Really  
the Friendliest Church In Town?

Virtually every church claims to be friendly, but friendly to whom?

You can find out for sure with the

Mystery Shopper Kit
Includes: 

• A comprehensive manual for the Mystery Guest program
∙ How to find a Mystery Guest
∙ How to get ready for the Mystery Visit
∙ How to debrief the Mystery Guest

• What to do with the information you learn

• Training videos for you and for your Mystery Guest

• The Secret Shopper Checklist to ensure the essentials  
 get checked

ChurchMysteryShopper.com

www.NetResults.org
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Finally, attend the event. Be sure to bring your church 
cards (see Chapter 4) … there’s almost always a door prize, 
and besides, the goal of all this is to make a connection 
with someone  

A couple of networking helps:

Don’t look for familiar faces. The point here is to meet 
new people. If you’re just not a natural born networker, 
take a stand somewhere in the midst of the crowd (not on 
the outside fringes) and just make eye contact with peo-
ple as they pass by. A good networker will find you.

Remember, this is a business networking event, so get the 
conversation going by asking what business they’re in. Be 
sure to share the “business” you’re in … that is, the church 
you represent. If you’re interested, ask more questions 

about their business – but the goal is to “get to know 
them” as a person. When an opportunity opens up, ask 
them an appropriate personal question  I like asking, 

“Outside of work, what keeps you busy during the week?” 
If they sidestep the question, it’s probably time to wrap 
up and move on, but most people rise to invitation to talk 
about their passion, be it their hobby or their family  

If you make a good connection, the next step is to make 
an appointment to have coffee or to drop by their busi-
ness. You won’t make a good connection with everyone 
you meet, but keep at it … you will  As usual, as relation-
ships are built, churches are grown  

Hard Times Got You Down? 
 Don’t Just Survive – Thrive!

Contents Include:

• Living in a Wildcard World

• Strategic Dreaming Trumps Hard Times

• Now’s the Time to Return to Basics

• The Hard Times Budget Formula

• Budget Items You Always Cut in Hard Times

• Overcoming the Beast

• Budget Items You Always Increase In Hard Times

• Leadership in a Wildcard World

• It’s a Waste of Time if ...

Download from: ecCart.biz/hardtimes
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Many of the mainline churches in North America were once multiplication movements. With years of wisdom and 
practical experience, Easum and Tenny-Brittian are prophetic voices calling mainline churches back to the 
foundation of church multiplication. If you want to unleash a disciple making movement within your denominational 
context, I highly recommend this book!

Dr. Winfield Bevins
Director of Church Planting 

Asbury Seminary

Many observers have talked about mainline decline, 
but few have offered any real thoughts on how to 
reverse it, that is, until now. In Dinosaurs to Rabbits, 
Easum and Tenny-Brittian offer insightful 
perspectives on this important issue. Building on 
their experience as successful pastors in North 
America’s mainline denominations, they add years 
of fruitful ministry as church consultants to provide 
a radical and doable approach for turnaround 
among America’s mainline churches. Believe me, it’s 
worth your time to read it. Even more, it’s worth 
your time to put their ideas into action 

Gary L  McIntosh, D Min , Ph D  
Professor, Writer, and Speaker

Talbot School of Theology, La Mirada, CA 

I do a lot of work with leaders of mainline denominations  A 
lot of it is grief therapy. It doesn’t have to be this way. In 
Dinosaurs to Rabbits, the authors give practical, grounded, 
proven suggestions for church leaders who want to shift their 
church culture from church-as-institution to church-as-
movement. This book nails it – from diagnosis to prescription. 
Nothing less than creating Jesus-followers who view and lead 
their lives as a mission trip will give mainlines a shot to move 
beyond paleontology 

Reggie McNeal
Speaker, Consultant and Best-Selling Author

Having first met Jesus in a mainline “dinosaur church,” I am 
thankful for their faithfulness. Having also spent my life mul-
tiplying autonomous congregations, I believe the future hope 
of mainline churches is found in the pages of this book  If 
you are interested, you can multiply “rabbits” by following the 
trails outlined by Easum and Tenny-Brittian  Our culture 
awaits you 

Ralph Moore
Founder

Hope Chapel Churches

Dinosaurs Weren’t Designed to Multiply
Rabbits Were

Dinosaurs are Extinct
Rabbits are Everywhere

Don’t Be a Dinosaur ... 

What People Are Saying 
About Dinosaurs to Rabbits

Available at Amazon.com
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Over the past few weeks, I have heard the same 
thing from my clients over and over and over 
again 

Pastors tell me they want to “turn the corner” and “start 
to look ahead” and even to open up again but our volun-
teers are “just so tired!” Tired is perhaps the least of it  It 
would be hard to underestimate the short- and long-term 
impact that COVID-19 has had on congregations and 
their members. While many programs and routine prac-
tices have been placed on hold during COVID, a whole 
slew of mostly technology driven tasks have taken their 
place. I know of several congregations planning to curate 
an online campus in addition to the return to in-person 
worship, meetings and events. Others are navigating the 
hybrid approach  Some people may return to in-person 
worship while others stay at home in their pajamas and 
participate online otherwise known as the hybrid ap-
proach. And some are just not ready to leave the safety of 
the internet just yet 

While clergy and church leaders have been navigating the 
maze of options related to the above-mentioned choices, 
church members have had their own set of mazes to navi-
gate. Will the kids be back in-person school or will they 
continue online? How does the hybrid option of learning 
impact day care and after school options? Will working at 
home be permanent or will they eventually have to re-en-
ter the rat race of commuting and power lunches? How 

can we work at home when our kids are still learning on-
line at least one day a week?

The list of day-to-day challenges is long, and it doesn’t 
even begin to touch on the emotional toll this past year 
has taken on our members  According to the New York 
Times, as of late April 2021, 1 in 10 people in the US has 
had COVID and 1 in 582 has died. It is highly likely that 
COVID has touched the lives of people in your church. 
Maybe some of your members had COVID; some could 
be dealing with long-hauler syndrome and still have 
health issues. Some may have lost a family member, a 
friend or a co-worker  And those are the losses that come 
to mind quickly. What about the loss of their social cir-
cle? Of favorite activities? Or the loss of seeing smiles be-
cause everyone you come in contact with is wearing a 
mask? There is also the loss of a sense of security, the loss 
of travel, the loss of lingering over a great meal in a restau-

By Mary Frances

Caring for our Volunteers

Mary served three ELCA congrega-
tions in the suburbs of Chicago that 
included a small church turn-around 
or redevelopment, the discipleship 
pastor in a large congregation, and 
a solo call following a church planter. 
Mary then served for seven years as 
the Associate Director for New Con-
gregations at the ELCA. In addition, 
Mary opened a yoga studio minis-

try, Divine Power Yoga in 2010. She now offers coaching and 
training for pastors as well as new and existing congrega-
tions through Frances Consulting & Coaching. Mary lives 
in Naperville, Illinois with her husband, Kent, who is a holis-
tic chiropractor and functional medicine physician. 
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rant  Some of these losses are major losses and some are 
what we might call micro-losses, but even micro-losses 
can add up to a significant toll over time. 

So, what do we do? We can’t just jump back into church 
life the way it used to be. Church isn’t the same and our 
people aren’t the same. Here are some thoughts about 
how to work with volunteers as we round the corner to-
ward a post- COVID era:

Review your mission, vision, values, and programs: If the 
church has been changed by this past year and your peo-
ple have been changed by this past year, it’s worth taking 
the time to determine if your mission, vision, and values 
are still aligned with who you are and who God is calling 
you to be in the community  Perhaps the international 
missions program takes a back seat to some newly identi-
fied needs in your own community. Maybe some pro-
grams don’t seem as relevant now as they did a year ago. If 
you are able to re-focus the ministry, you may find that 
some of the things you set aside a year ago can really stay 
set aside; you don’t have to pick them up again. And if 
your ministry is streamlined, your need for volunteers 

and leaders changes as well. More than ever, people will 
respond to mission, to what feels important to them and 
your congregation. Be sure that is what you are inviting 
them into 

Be intentional about leadership development and volun-
teer recruitment: if your congregation lived by the 80/20 
rule before COVID (20 percent of the people doing 80 
percent of the work), it probably shifted to something 
more like 90/10 during COVID. The same small group 
of committed people showed up to keep things moving 
forward, to learn the much-needed technology, to try to 
help people stay connected during this very disconnected 
time  Those people need a break! It is important to ac-
knowledge their hard work and also to allow them some 
time to step back. And it’s important that they do step 
back because as long as they are willing to do all the heavy 
lifting, there are others who are happy to let them do it  
This is a time of discernment as you look for new faces to 
fill the void, to step up into leadership and volunteer roles.

We all know that new people don’t step up because you 
put a request in the newsletter or mention it during the 
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announcements  New people say yes to a leadership or 
volunteer role because someone personally invited them. 
This is a good time to start scheduling one to one conver-
sations with people you feel have the gifts to lead. This is 
a good time to ask current leaders to mentor someone 
into a new role in their ministry. Many people have been 
on the sidelines over the last year, passively taking in what 
you have offered online. It will take some direct and also 
caring conversations to move them off the couch once 
again 

Provide an opportunity for healing to begin: I may have 
left this one for last, but it is definitely not least. One of 
the ways that the church is set apart from non-religious 
society is our appropriate and skillful use of ritual  Our 
country has, over the last few months, offered some im-
portant rituals to acknowledge the tremendous loss we 
have suffered. We need to do this in our congregations as 
well; to acknowledge the challenges we have faced. Pro-
vide space for people to name their own losses, however 
big or small they may be  Create a ritual for this naming 
and also for the healing that come after  Name the losses 
and also name the healing promises of God  Here are a 
few ideas that my clients have been sharing recently:

• A healing tree in front of the church: Ribbons and 
markers are available for those from the church and 
the neighborhood  Each person can write their loss 
or losses on ribbons and tie them onto this tree 

• Outdoor healing service with prayers around a big 
cross of candles on the ground or in sand  

• Use a bidding style prayer naming some losses such 
as for those who have died, for those who are sick, 
for those who lost their job, for those who lost secu-
rity ... giving space for people to add their own 
prayers 

• Writing losses on slips of paper and putting them 
into a bonfire around the summer solstice … mark-
ing the mid-year day as a turning toward healing 

• Write the loss on a smooth stone and create or add to 
a garden at the church 

The possibilities for creating ritual around grief and loss 
are endless and, I believe, very much needed before we 
turn to our volunteers and ask them to do more. What 
rituals are you creating in your community?
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My wife was excited to begin volunteering at a 
local homeless gospel mission near our home  
With a bachelor’s degree in Human Develop-

ment and a master’s degree in Social Work she was eager 
to use some of her skills to counsel, encourage, and sup-
port clients of the gospel mission. However, after my wife 
had explained her professional experience and ideal area 
for volunteering to the volunteer coordinator, she was 
placed in the waiting room of the gospel mission where 
she was supposed to “hang out” with clients and talk to 
them. Every time she showed up she was expected to ran-
domly walk up to clients who were waiting to receive ser-
vices and talk to them. 

Do you think my wife volunteered for a long time? Of 
course not! She left two weeks after she realized this gos-
pel mission was not using her skills or experience in a way 
to help clients 

Most of the time people are willing to jump in and help a 
good cause even if the work is something that is uninter-
esting to them. However, if you want to have volunteers 
stay and serve for a long period of time you have to put 
them in areas they are passionate and skilled 

Passions: What Volunteers Want to Do
You can find volunteer’s passion either by the ministries 
in which the volunteers serve or the task which the volun-
teers do 

My guess is that your church has many ministries that po-
tential volunteers are passionate about. 

For example, as an associate pastor I oversaw many minis-
try areas  I was in charge of small group ministries, greet-
ers, communion servers, men’s ministry, money count af-
ter Sunday services, facility maintenance, women’s 
ministries, and janitorial services for our buildings. There 
were plenty of areas for service based on someone’s area of 
passion 

In addition to individual  ministries  which volunteers 
might be passionate about, you also can find  tasks  that 
volunteers are passionate about. For example, some vol-

unteers might be introverted and love to work quietly at a 

By Christopher L  Scott
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desk  For these people they are happy to work folding 
bulletins, organizing the church food pantry, collating 
teaching materials, organizing clothes for a clothing min-
istry, etc. Other volunteers might be extroverted and only 
want to do ministry that has interaction with people  
These volunteers want to answer the phone, serve as greet-
ers on Sundays, make care visits to the hospital, and fol-
low up with prayer requests by telephone  In this manner 
you can match volunteers with tasks they are passionate 
about 

Research shows that volunteers who serve in roles that 
match their passion for serving derive more satisfaction 
and enjoyment from their service. They also are more 
likely to continue serving.1 

Skills: What Volunteers Are Good at 
Doing

In addition to placing volunteers where they are passion-
ate, you also need to discover what they are good at. 

There are two ways to discover this. One is the use of for-
mal assessments. There are assessments available such as 
Maximizing Your Effectiveness  by Aubrey Malphurs, 
Now, Discover Your Strengths by Marcus Buckingham and 
Donald Clifton, and Strengths Finder 2.0 by Tom Rath. 

Sometimes assessments can be a barrier to getting volun-
teers involved in ministry. Several articles in nonprofit 
management and leadership journals reveal nonprofit or-
ganizations have more success by limiting the assessments 
of their volunteers in the initial offer to volunteer. 

For example, parks and recreation organizations along 
with forestry and wildlife organizations have found that 
their volunteers are most successful when they simply al-
low the volunteers to go out and work instead of stopping 
the volunteers to complete assessments, do trainings, etc.

Don’t let assessments get in the way of your volunteers 
doing work. Sometimes you don’t need to assess the 
strengths and passion of your volunteers. Sometimes you 
just need volunteers to do a task that the volunteers al-
ready know how to do 

1  See Clary, E. Gil, Mark Snyder, Robert Ridge, John Cope-
land, Arthur Stukas, Julie Haugen, and Peter Miene. “Understand-
ing and Assessing the Motivations of Volunteers: A Functional Ap-
proach ” Journal of Personality and Social Psychology 74, no. 6 (1998): 
1516-1530.

A second way to assess volunteer strengths is to talk about 
it. In addition to formal assessments to discover what vol-
unteers are passionate about and good at, you can also 
talk with volunteers to discover what they are good at.

Help volunteers identify where they might excel. When 
volunteers come to you they might not know what volun-
teer job they want to do. Furthermore, the volunteers 
might not even know what they are good at. Your job as 
the leader of volunteers is to help those volunteers discov-
er what they are good at 

If possible, finds ways to match volunteers skills with 
their passions 

Don’t Go Too Far
Like most things in life, too much of a good thing can be 
bad. This idea of matching volunteers’ passions and skills 
can cause problems if it is too strict 

Someone has to take out the trash  Someone has to type 
numbers into an excel spreadsheet  Someone has to un-
clog the toilet during services on Sundays. Someone has 
to fold flyers and letters for the mail. 

You will not be able to match the passions and skills of ev-
ery volunteer perfectly. But, your job as the leader of vol-
unteers is to do your best to discover the passions and 
strengths of your volunteers and to place volunteers in 
the positions that best matches those passions and 
strengths 

CONGREGATIONAL STUDY GUIDE

How has our church recruited volunteers in 
the past?  

Did those methods work? Why or why not?

What questions can we ask to better place 
our potential volunteers in our ministries 
based on the volunteers’ passions? 

What questions can we ask to better place 
our potential volunteers in our ministries 
based on the volunteers’ skills? 
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While it has been heartening to receive more 
encouraging news in recent months, for many 
of us, the impact of the COVID-19 pandemic 

continues to take a toll on our mental and emotional 
health  This includes pastors, ministers and other reli-
gious leaders  Data released by the Pew Research Center 
in March showed that about one-fifth of adults in the 
U.S. are experiencing high levels of psychological distress. 
The study looked at anxiety, sleeplessness, depression, 
loneliness and physical symptoms of distress  Nearly half 
of people surveyed had felt lonely or depressed in the last 
week, while 62 percent felt nervous, anxious, or on edge. 

As a religious leader, that likely does not surprise you, af-
ter more than a year of ministering to your congregation 
and community in such unusual and challenging condi-
tions. Houses of worship needed to adapt quickly, mov-
ing services, events and activities from in-person to on-
line – all while keeping members engaged and the 
organization running  From the beginning, many pas-
tors have expressed concern about staying connected 
with their congregation through such a difficult time.

It’s never easy to find a healthy balance in hectic moments, 
but it’s vital. As a leader in an organization that supports 
houses of worship, I’ve found it helpful to take a fresh 
look at my daily habits and think about how I can protect 
my own mental and emotional health – as well as support 
others facing similar challenges. If you’re on a similar 

journey, here are a few ideas to help prioritize your health 
and offer encouragement to your staff, volunteers and 
congregation 

Building a Solid Foundation:  
Your Health 

First and foremost, it’s important to reinforce that – even 
in light of the increased need among those you serve – 
your health and wellbeing is a priority. You’re simply in a 
better position to help others when you are healthy and 
well. It’s something we all know but is easy to neglect in 
times of stress 

In that vein, it’s important to do all you can to follow crit-
ical restorative practices. Adequate sleep, regular exercise, 
and healthy eating are vital elements of overall good 
health. Do whatever you need to do to stay motivated, 
such as sharing exercise challenges or healthy meals with 
family and friends. And, though it’s not always easy, get-

Emotional and Mental Health: Steps to Take 
Care of Yourself and Support Your Community 
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ting seven to nine hours of sleep each night will help you 
feel rested and maintain a clear and calm mind  

Nurturing your spiritual life also is central to your well-
being and your ability to lead others  As full as your cal-
endar may be, make time each day for meditation and 
other forms of mindfulness to supplement your ongoing 
prayer practice. Every minute of this time is an invest-
ment that pays long-term benefits – for you and for oth-
ers in your life  As a complement to your faith-based prac-
tices, it may help to introduce something new to your 
routine, such as one of the many phone apps focused on 
self-centering  

Supporting Each Other: Your Staff, 
Volunteers and Peers

In times of crisis, you are not alone  In addition to the 
faith that sustains you, it’s important to find strength and 
support in the colleagues and peers sharing your experi-
ences. Don’t be afraid to be vulnerable and share the 
truth about how you’re feeling and coping. While you’ll 
want to be intentional and appropriate in what you com-
municate and to whom – especially your staff – when 
you’re willing to be vulnerable as a leader, it reinforces 
that you’re all in this together. 

It’s also well worth researching and sharing any counsel-
ing resources, family services, and group programs tai-
lored to you as a leader as well as those available to your 
staff. You may find mental and emotional health resourc-
es available at the local, state, and/or national levels. Many 
organizations have been expanding or updating their of-
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ferings as needs evolve, so checking in periodically will 
help you keep your finger on the pulse. 

As you make use of these resources, whether from your 
denomination or other sources, it will be a good opportu-
nity to check in and talk to fellow leaders and staff. Peo-
ple may be hesitant to reach out and start a conversation 
about how they’re doing, or they may feel nervous about 
trying a new program or service in a difficult time. Hear-
ing from you, with encouragement and feedback about 
your own experiences, may help them open up and over-
come any apprehension about receiving help. 

Serving the People: Your Congregation 
and Community

Staying connected isn’t just part of your job, it’s a critical 
component of your emotional health and that of the peo-
ple you serve. For now, it will be important to continue 
and even increase the opportunities for your congrega-
tion to gather online, whether for formal events like wor-
ship services and Bible studies or social activities such as 
game nights or casual catch-up sessions  The good news 
is that as vaccines continue to become available to more 
people and the weather gets warmer, there may be more 
opportunities to get together in person, especially for 
outdoor activities with small groups. Safety is still top 
priority, of course, so be sure to check CDC guidelines 
for the latest recommendations before making plans  

Additionally, much like your staff and your peers, your 
congregation may benefit from positive reinforcement 

about the importance of caring for all aspects of their 
health. As a religious leader, you have a unique ability to 
encourage people to receive care for their physical health, 
and the same should be true for mental and emotional 
health. When leaders speak openly about the value of 
therapy or counseling, or simply make a point to share re-
sources available to their congregation, it helps to destig-
matize these dimensions of health care  Your support can 
help create an environment where people are more open 
to seeking help when needed 

Give Yourself Grace – and Extend Grace 
to Others

As a leader, you may be both uplifted by the opportunity 
to serve others and burdened by your own stringent ex-
pectations of yourself  Try to be as kind to yourself as you 
would be to others  You are doing the best you can in an 
exceptionally difficult time. The more grace you can give 
yourself, the more grace you will be able to extend to your 
loved ones, your colleagues, and your congregation. 

In a demanding world full of great need, it’s not easy for 
faith leaders to prioritize their own mental and emotion-
al health. However, caring for yourself creates a strong, 
sustainable foundation for caring for others  Your con-
gregation needs the comfort and communion of your 
church more than ever, and protecting your health better 
equips you to lead a spiritually healthy community 

May 20, 10:00 – 3:00 CDT

https://bit.ly/3tDFgjq

Church Technology Training

Free Online Event

www.NetResults.org
https://bit.ly/3tDFgjq


May – Jun 2021     41  Net Results Magazine 
NetResults.org

Volunteers: The Largest Mis-Named 
Group in Most Congregations

By Paul D  Borden
Director, Wooddale Advance

God from the very beginning expected his 
Church to be populated with what today, we 
call volunteers. In Ephesians 4:11–12 we are told 

that the work of gifted people (Apostles, Prophets, Evan-
gelists, Pastors and Teachers) is to equip the people in 
congregations to do works of service. This means that 
from God’s perspectives volunteers are really servants 
who do ministry. Secondly, doing these works of service 
are an expectation of God and therefore are not volun-
tary  

However, in many congregations today the belief is that 
leaders are hired to conduct the overall ministry of the 
congregation (preaching, teaching, caring, leading in 
worship, etc.) while recruiting volunteers to do the grunt 
work, related to certain ministry areas, so the leaders are 
free to implement the fulfilling aspects of their assigned 
tasks, for which many are paid. This cultural view of vol-
unteers leads to congregations that are both disobedient, 
in that many people in congregations are not servants in 
the Body, and filled with low morale because only 20 per-
cent of the congregation is doing 80 percent of the tasks.

Therefore, the first thing that needs to occur in many 
congregations is to cease using the term “volunteer.” We 
may want to refer to members of the congregation as ser-
vants, ministers, or some other term that better reflects 
the expectation of the New Testament. We also need to 

be clear that every believer is expected to have a place of 
service, beyond themselves and their families, that con-
tribute to the growth of the Body  The Church of Jesus 
Christ is not a place filled with day laborers that Jesus 
Christ drives to every day looking for a few good people 
to work  Instead the Church of Jesus Christ is more like a 
naval vessel where everyone has a task and is expected to 
fulfill that task.

Secondly, this service that is expected by the Lord of the 
Church, is to be carried out with zeal, Romans 12:11. Zeal 
comes when people both know and embrace the mission 
of the congregation, which is to serve those not yet part of 
the congregation, rather than focusing on themselves. 
Congregations with a “lack of servants” problem are con-
gregations where the mission and vision is neither com-
pelling nor clear. All servants are motivated by serving in 
an entity that is not only bigger than them, but because of 
its size and mission are going to make a difference in the 
lives of individuals and communities. Therefore, leaders 
not only help the servants know the mission and vision, 
the leaders motivate servants to embrace the mission and 
vision by showing how each servant’s particular responsi-
bility helps the mission and vision be achieved. Too many 
congregations get some to serve more out of obligation 
and need than seeing God change lives and communities. 
Often this happens because leaders do not understand 
how acts of service relate to accomplishing a mission and 
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vision and are just viewed as obligations that need to be 
met for the organization to be run somewhat efficiently. 

Servants become extremely zealous when they find the 
mission and vision compelling and have a sense of how 
their particular ministry responsibilities assist in the ful-
fillment of the mission and vision. The zealousness is in-
creased when those guiding them in their roles are highly 
engaged in demonstrating their care for them as servants. 
Too often servants, once recruited, are ignored and sel-
dom thanked. Also, when constant training is provided 
in ways that are designed to help them become better at 

their particular area of ministry, their morale increases  
Finally, when servants realize that since being recruited, 
they have been cared for, trained well and as a result are 
better people than before being recruited, they become 
raving fans for the mission, the vision, and their leaders. 
They do not see themselves as volunteers but as integral 
participants in the mission of the congregation  
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The words we use denote who we are and how we 
view the world. Change some of the words you use 
and you’re on the way to changing the system.

That’s why I hate the “V” Word – volunteer.  To me the 
word has come to mean “I’ll give you what I want to give 
you; when I want to give it; and how I want to give it.” 
The word “volunteer” divides the church into two classes 
of people – those who do big things and those who do lit-
tle things  In our contemporary context the word has 
come to mean a person who can do a task which is not as 
important as other tasks  In church language we call this 
person a “slot-filler,” or “warm body.” In many churches 
these people are seen as the ones who do “the little things ”

Instead, I prefer to use the word “servant.” A servant gives 
based on their master’s wishes, which in our terminology 
means serving at God’s pleasure rather than our own.”

When I work in thriving independent churches, I seldom 
hear the word “volunteer.”   It simply isn’t part of their 
culture. Instead, I hear them using terms like servant, 
team member, team-mate, worker, and leader  Churches 
that stay away from the “V” word have a better chance of 
developing leaders at a more rapid pace. The church 
doesn’t consist of a class of people to serve and others to 
be served. We are not servants and seekers. We are all ser-
vants who sometimes serve and other times are served.

I prefer the word “servant” to “volunteer” because it us-
age sets the church up to have the kind of leadership de-
velopment that is biblical.   By that I mean the number 

one measure of any Christian leader is not their individu-
al performance, their commitment, their knowledge, or 
their personal leadership but rather their effectiveness in 
serving others. When we serve others we actually demon-
strate what it means to be a leader and a Christian. The 
key measure of servanthood is: How effective are we in re-
producing ourselves into others?    The key role of every 
leader is to equip others to lead  This is true of pastors, of 
governing board leaders, of all the servants of the church. 
Servants are about their master’s business.   They aren’t 
simply filling slots that churches think they need filling. 
They are living out their God-given gifts and talents.

How Do You Train Servants?
So the question becomes “How do we train people to be 
servants?” You don’t train them as much as you show 
them.  Demonstrations are more powerful than training 
courses or programs  Perhaps some examples will help

I’ve been privileged to be at New Hope Christian Fellow-
ship on several occasions.  My first time there I had an eye 
opener when talking with Dan Shima, one of the Senior 
Pastors. During that conversation Dan told me the “pick 
up buckets” story 

I had taken a group of church planters to spend some 
time with Wayne Cordeiro, the lead pastor.  During the 
time together Dan asked the group “What’s the most im-
portant thing in the church service?” The group respond-
ed with things like “the message, the music, or the wel-

I Hate the “V” Word
By Bill Easum
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come.” Dan’s response to each of these was “No.” Then 
with a laugh he said, “The offering is the most important- 
that’s one of the easiest ways to involve new people in ser-
vice. We ask first time guests to help with the offering. 
Like most things we do, it’s not hard. I say to a friend that 
I’ve brought to church, ‘I need you to help me today with 
my ministry here.’ They will say that they don’t know 
how to do anything or they don’t think they’re qualified.  
But I tell them it’s easy. All you have to do is pick up buck-
ets ”

During the offering there are two jobs – pass out buckets 
– pick up buckets.

One Sunday morning we watched two people carrying 
paper buckets down the side aisles of the auditorium 
while one of the pastors was talking about the offering. 
One person was holding the buckets while the other per-
son was giving hand signals about where to walk, how to 
take the top bucket and pass it to the first person. A hand 
waved across their mouth followed with a smile to re-
mind the person to smile 

A few seconds later buckets were passed down to the end 
of the row where the new person, and when I checked, a 
first time guest was picking them up, stacking them in-
side each other and carrying to the back of the auditori-
um to hand to another person 

Later in the week we asked Dan if what we had seen was 
an application of his story  “Oh yes, I know her,” Dan re-
plied  “That was one of our newest members that got her 
friend to help  The person was reached through that min-
istry. She brought her friend to the church for the first 
time that morning  She asked her to help her with her 
ministry, so she did. It’s not hard to pick up buckets.”

“How long has the new member been attending?” we 
asked. “I don’t know, maybe a month. She came with an-
other friend who asked her to help with the offering her 
first visit and she trained her to do it. Now her first friend 
serves in another one of our frontline ministries. The of-
fering is one of our initial types of ministries  Most peo-
ple move on to more challenging things fairly quickly. 
Oh, by the way, I think that friend that helped the new 
member on Sunday prayed to receive Christ on Sunday.”

What I Learned about Servanthood  
from New Hope

Keep the leadership track simple at the beginning  Pick 
up buckets, wave cars this way, and smile. They can be 
easily explained to another person and can easily be at-
tempted with little or no training. Everyone needs a sim-
ple place to begin serving. Christ himself showed by his 
examples of simple servanthood the character of his fol-
lowers 

The servants are recruited by other servants personally 
and quickly and the tasks are accomplished with a friend 
close by. It is friends involving other friends.

“Come help me” rather than “come help the church” or 
“be a servant.” The invitation to service often precedes the 
invitation to a relationship to Christ, and often is given 
on or before a visit to the church.

The roles are visible and therefore important.   Others, 
who did not come with a friend, see everyday people serv-
ing. Do the servants, especially first timers, sometimes 
mess up? Sure, but these things can be corrected quickly 
when a friend is close by to help  Better to build a heart for 
service and servanthood than let the quest for quality in-
hibit people in developing their servant hearts.

The roles make simple tasks fun.  Service should not be 
drudgery, no matter how hard the task  Part of the fun is 
doing the tasks with a team. Part of it is providing an at-
mosphere that encourages the servants to enjoy their 
tasks in the midst of accomplishing them 

The behavior is modeled not “taught. This form of equip-
ping doesn’t require curriculum or classes to attend.  It re-
quires leaders who live what they teach. It is the Jesus way 
of equipping 

An Example from World Outreach
Another example of servanthood  can be found at World 
Outreach Church in Murfeesboro, Tennessee. When 
asked to share some of the measures they used to evaluate 
their success, Alan Jackson, the lead pastor answered: 

“How many service roles in our church and community 
have we created for day-old Christians?” His observation 
was that in many churches new believers were not ade-
quately discipled because they were not serving. So World 
Outreach made a strong effort in the past year to identify 
places to involve brand new followers of Christ into min-
istry
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Alan continued: “We learned a lot from Steve Sjogren’s 
ideas on servant evangelism With very little instruction 
and direction, people can create great service ministries 
to share the love of Christ with non-believers and develop 
servant hearts at the same time.”

The Key to Training Servants          
Behavior is modeled not taught.  You and I are the curric-
ulum.  Modeling is much more powerful than cognitive 
approaches that focus on education and understanding.   
Of course training courses don’t hurt, but they aren’t as 
powerful as seeing servanthood in action and being part 
of the action 

Modeling goes like this: I do; you watch; and we talk.   
You do; I watch; and we talk. You do with another and 
they watch; and you talk.  And so on and on.

Moving On
How good are you in involving others in the joy of being 
a servant rather than a volunteer?  Try it; I guarantee you 
you’ll like it.
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When confronted with poor giving and lack-
luster stewardship, church leaders often try to 
justify their situation rather than face the truth  

Of course, it is easier to justify poor giving than to ad-
dress it. However, the long-term consequences of believ-
ing the excuses are devastating. I’ve heard many justifica-
tions from stewardship chairs and pastors in my decades 
of working with churches. Here are a few of them.  

“Our people are giving very well. We are meeting our bud-
get ”

Making budget sounds great  There are many 
churches that would like to make a similar claim  
However, meeting a budget is not reliable evidence 
that your people are giving well. I have encountered 
many churches that, in order to meet the budget, re-
duced expenses to match the level of giving. It might 
be good money management, but it is still poor giv-
ing. Even when church giving meets or exceeds the 
budget, most churches have a third or more of its 
members who contribute little or nothing at all  
Churches who consider funding the budget as the 
ultimate objective have lost sight of their real mis-
sion – to make disciples. The truth is we are called 
to grow in giving, not to meet a church budget. 

“Our people are very generous. Every time we ask them to 
step up for something, they do ”

Special projects can be a perfect opportunity to ask 
members to “step up” in financial giving or volun-
teer support  For some church members, special 
projects provide a chance for them to contribute be-
yond their annual giving and support a ministry 
they are passionate about. However, how many of 
your church members participate in your special ap-
peal? Most of the time, only a small percentage of 
donors “step up” to make a special project success-
ful. Poor giving remains a concern when only a few 
members are motivated to step up for special proj-
ects. While some are stepping up, others are giving 
little or nothing at all.  

“We are so blessed to have two families who pay for the 
majority of our needs ”

It is indeed a blessing to have church members who 
have with worldly wealth and are willing to give it to 
the church. However, the consequences of this situ-
ation can be devastating. While these two generous 
families are funding your ministries, are the remain-
ing members saying, “We don’t need to contribute. 
The big donors will take care of it?” What happens 
when either or both of the families leaves, dies, or 
moves? Finally, the other members may be missing 
out on opportunities to “excel in the grace of giv-
ing” (2 Corinthians 8:7 But since you excel in every-
thing – in faith, in speech, in knowledge,  in com-
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plete earnestness and in the love we have kindled in 
you – see that you also excel in this grace of giving.)  

“Sometimes I preach about money and giving at budget 
time ”

While preaching about giving once per year may be 
better than never preaching about giving, the truth 
is preaching around budget time is the worst time to 
do it.  Giving should never be about what the church 
needs. Giving should always be about what the giver 
needs. Preaching on giving to fund your budget is 
uninspiring and will result in poor giving.   Jesus 
had a different idea. Jesus suggested people should 
give to show they trusted in God more than they 
trust their money  Preach on money as Jesus did and 
you will be right on track  Jesus taught more about 
money than any other subject, except the Kingdom 
of God. Help people understand giving as a part of 
their discipleship journey and preach on giving year-
round.  

“I don’t want to know what my members give. I may treat 
members differently.”

When the pastor chooses to be unfamiliar with the 
church’s giving list, she/he is choosing to ignore im-
portant information about the discipleship journey 

of her/his church members. In his book, Rich 
Church, Poor Church, Clif Christopher suggests not 
knowing the giving list puts the pastor at a disad-
vantage. The pastor may treat members differently 
as a result, but that does not mean preferential treat-
ment for big donors and poor treatment for smaller 
donors. Knowing the giving list enables the pastor 
to guide those who need to understand giving as a 
spiritual discipline and thank those whose generous 
gifts provide support to life-changing ministries. 
Facing the truth about poor giving can help you 
avoid the devastating consequences. Creating a cul-
ture of generosity in your church requires open and 
honest reflections about giving and the involvement 
of your entire membership. 
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So the wife and I were watching an episode of The 
Rookie on television. There was a new rookie police 
officer who came from a soldier background. Her 

trainer said that would serve her well as long as she came 
to realize that the people they encounter are our fellow 
citizens and not the enemy 

Wow. Did that speak to church! Your enemy is not flesh 
and blood but spiritual forces. Okay, but what’s that got 
to do with this Net Results issue on volunteer manage-
ment?

We often call people volunteers in the church. Most peo-
ple think of themselves as volunteers. Definition of vol-
unteer: I don’t get paid. So you’d better appreciate me. 
But we need to think of one another as servants. Even for 
those of us who get paid, we don’t do what do for money, 
thanks, or ego boost. We do what we do for the sake of 
following Jesus, for the purpose of serving God by serv-
ing people – loving one another in the manner that God 
loves us.

I think we need to be particularly clear about that as we 
consider volunteer management. Why are people signing 
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up? Why are they not signing up? Am I putting tasks out 
there to be done because I think the church needs that? 
Or am I looking to discern the gifts and passions of peo-
ple in our congregation to build off of those?

Think of the people in your church who do the tasks 
which take a good deal of time. Why do they do it? They 
do so because the opportunity is worthwhile for them  I 
see that in the hours provided by our person who puts to-
gether the worship video projection and online presenta-
tion, plus our administrator who offers countless hours 
for Jesus that most of the rest of us never see, and plus the 
really servant-oriented person who cleans all the toilets 
(sorry, Jesus, that’s worse than washing feet).

When we have that servant-mindedness as the foundation, 
it makes “volunteer management” much easier. The peo-
ple aren’t doing something because the pastor says so or 
the board  Accountability becomes much more attain-
able as the people are working for Jesus  Indeed, that 
makes it smoother when a “volunteer” is in a position 
where things aren’t going well.

Then we look at biblical spiritual gifts. God gave every-
one at least one. Yet no one gets all the gifts. So everyone 
has something to offer which all of us need. Hence, when 
a role isn’t going well, it’s not a failure by the people. We 
just haven’t yet found the right match for that person to 
serve in alignment with their spiritual gifts given by God 
for the sake of blessing others 

To me, we pay people when a task requires a significant 
amount of time and/or expertise. After that, manage-
ment of paid and unpaid servants is really the same thing. 

We all do what we do for the glory of God. If it’s not go-
ing well, the faith community assists in finding a better 
fit. No guilt. No shame. No blaming. No anger. No leav-
ing the church. (Well, that’s the way it should be. Some-
times I think God should have spent a bit more than a day 
in creating humans. A tad more tweaking might have 
been beneficial. Just saying. But God didn’t ask me.)

One of the toughest things about volunteer management 
is when it feels that there’s a job to be done and no one 
steps up. To the best of our ability, just let it be. Wait. If it 
really is a calling and need for your congregation, God 
will supply the resources 

Again, whether dealing with a paid or unpaid role, the 
worst thing to do with a situation is to put a person in a 
position where they do not have gifts and do not see a pas-
sionate connection for serving God in that capacity. It 
will end badly. It will be worse than not having anyone 
for the task. Yes. That’s difficult for us to accept as leaders. 

Remember, we serve for the glory of the kingdom of God. 
Desire to make that an ever-greater observable reality in 
your life. Help others to see that that is your driving force. 
And invite them to do likewise. Seek first the kingdom of 
God and all volunteer management will go well (or some-
thing like that).
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