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Governing Principle

Volunteers are not volunteers; they are ministers of the gospel.

“Volunteer” is a flat word from the corporate world. Scripture's word is “minister.” A child's Bible
study leader is not someone who has volunteered to babysit; she is a minister of the Word
entrusted with shaping the next generation. A Sunday usher is not someone who arrives early; he
is @ minister of welcome on the day God's people gather. The way we speak about service shapes
the way our people experience it.

Purpose

This chapter documents how Mayflower Church identifies, invites, equips, and cares for the people
who serve in its ministry teams. It sits inside System 06 (Organization Chart and Access) of the
Mayflower Church Operations shelf, alongside the organizational chart and the meeting system. It
is intended to be read by ministry team leaders, the boards that oversee them, and the Senior
Pastor.

The chapter draws together two streams. Michael Lukaszewski's Streamline (chapters 18 to 20:
recruit volunteers, write volunteer job descriptions, huddle with volunteers) provides the system
shell — the discipline of naming a documented process, owning it, and reviewing it. Rick
Howerton's Cracking the Volunteer Code provides the playbook that runs inside that system — the
eleven foundational principles, the eight discovery methods, the five commitment categories, the
five-phase recruitment journey, the nine-step ask, and the annual rhythms of retention. Both
streams are anchored here in Mayflower's Five Priority Ministries and the Mayflower-specific
oversight model.



How This Chapter Fits

e |t sits inside System 06 — Organization Chart and Access.

e Volunteer job descriptions go in System 07 — Role Clarity and Standardization, beneath
the existing 32 leader-level descriptions.

e The annual volunteer check-in is documented separately in the Volunteer Ministry Check-
In Guide page, also inside System 06.

e Volunteers themselves are supervised through Mayflower's oversight-board model: each
ministry team works with the board (elders, deacons, or trustees) that oversees their
team or group.

Mayflower's Posture Toward
Volunteers

“As each has received a gift, use it to serve one another, as good stewards of God's varied grace.”
— 1 Peter 4:10

Service iIs part of discipleship, not
an extra layer on top of it.

The New Testament knows nothing of Christians who attend without serving. Every member of the
body has gifts; the church's job is to help those gifts find their use. When we invite someone to
serve, we are not asking them to do us a favor — we are inviting them into the ordinary means by
which Christ shapes them.

Anyone can serve at Mayflower;
membership is required only to
lead.



This is a deliberate Mayflower pattern. We do not gate serving on Foundations completion,
baptism, or formal membership. The gate is leadership: to lead a team, a person must be a
member in good standing. To serve on a team — to greet, to set up coffee, to rock a baby in the
nursery, to read Scripture, to pray with a friend after the service — anyone is welcome.

Volunteers are ministers.

Reduce them to “volunteers” and you flatten what is actually happening. Use language that names
the work for what it is. This carries through into how we recruit, train, supervise, and thank them.

Different commitment levels are
equally valid.

Mayflower welcomes long-term and short-term commitments alongside one-time and on-call ones.
None is more spiritual than the others. A grandmother who can serve once at the fall festival is
making a real offering. A young father who can substitute in nursery on the weeks he is not on the
road is doing real ministry. The aim is not to talk every member into a long-term role, but to find
the role that fits the season.

The Five Commitment
Categories

A persistent error in church recruiting is to ask for a long-term commitment when many people
would gladly say yes to something smaller. Mayflower names five categories of commitment, and
any role at the church can be filled in any of them:

1. Long-term. On the team and committed to serving every time the role calls for service.
These are the backbone — the people who will be there in October when summer
enthusiasm has faded.

2. Short-term. On the team for a defined season — a semester, a single ministry cycle, an
event, or a special project. The role ends with the season; the person is not asked to keep
going.

3. Substitute. On the team and available to step in when someone else cannot. These are
gold for any team that runs every Sunday — they keep the team from collapsing under
attendance churn.



4. On-call. On the team but with limited capacity. They will serve when asked, if they can,
and the team leader knows not to be disappointed when life makes it impossible.

5. One-time. Available and willing for one specific event. One-time service is not a stepping
stone to long-term — it is real service, equally valid, with no implied next step.

When recruiting, name the category with the role. “Long-term First Impressions team member” is a
different ask than “substitute Nursery worker on the weeks | am not on the road.” Many people
who hesitate at the first will gladly say yes to the second.

Eleven Foundational
Principles

Howerton names eleven principles that shape any healthy volunteer system. Mayflower adopts
them in this language:

1. People long to make a difference. The Spirit has placed in every believer a desire to
contribute to something larger than themselves. Recruiting is not an imposition; it is the
offering of an opportunity.

2. Leaders build serve teams. Placeholders do not. Every team leader at Mayflower is
responsible for actively recruiting, not waiting for volunteers to surface.

3. People serve based on the time they have available. Match the role to the
availability, not the other way around. Use the five commitment categories.

4. Team leaders serve their volunteers passionately. Lead them. Pray for them.
Advocate for resources. Celebrate them. Notice when they are tired.

5. A placement system is essential. When someone says yes to “I'd like to serve,” there
must be a clear next step. People fall through the cracks at the seam between interest
and placement.

6. People serve best in the role they are created for. Match passion and gifting to role.
A person serving in their giftedness is sustainable; a person serving outside it is a
recruitment problem waiting to happen.

7. People won't flourish in a role they are not ready for. Some roles require maturity,
training, or theological clarity. Naming those requirements is care for the person, not
gatekeeping.

8. Effective recruitment is face-to-face. Email, social media, and bulletin
announcements have a place — but the actual yes happens in a personal conversation.
Plan for the conversation.

9. The more obstacles, the fewer volunteers. Distinguish between wise requirements
(which protect the ministry and the person) and accumulated hoops (which drive willing
servants away). Defend the first; remove the second.

10. Volunteers are ministers. Reduce them to “volunteers” and you flatten what they are
doing. Use the language that fits.



11. Ministry teams work with the board that oversees them. Recruitment, retention,
and development decisions happen in coordination with the relevant oversight board
(elders, deacons, or trustees) — not as solo work by the team leader. This is a Mayflower-
specific principle and replaces generic “supervisor” language in source material.

Discovery: Eight Ways to
Find Volunteers

Most volunteer crises are not actually shortages — they are discovery failures. The people God is
calling are usually already in the building; the team leader has not yet seen them or asked. These
eight methods help reveal who is there. The team leader's task is to use several of them every year

— different methods find different people.

1. Poll Bible Fellowship Group
leaders.

BFG leaders know their groups in ways no one else does. They know who has been quietly growing,
who is in a hard season, who is bored and ready for more, and who has gifts the rest of the church
has not noticed. Schedule coffee with a BFG leader. Bring two copies of the group roster. Walk
through the roster name by name and identify who is not currently serving. Ask the BFG leader
where each person might fit. Pray together at the end.

2. Conduct a church-wide passion
survey.

Once a year (or once every two years), survey the whole congregation about their passions.
Howerton's questions are good starting points: What keeps you up at night? What would you do for
free even if no one ever noticed? When you hear about a ministry, which one makes your heart
beat faster? What problem in the world or the community would you most like solved? Then ask
whether they are currently serving, whether they want to be contacted, and what fits their season.
The aim is not placement; the aim is to surface latent passion the church can match to ministry.



3. Roam the church with eyes and
ears wide open.

Many of the best volunteers are people you notice doing the right thing without being asked. The
man who is always early. The woman who notices when someone is sitting alone. The teenager
who keeps quietly cleaning up after coffee. Notice them. Approach them. The conversation that
starts with “l have been watching you for months and you are exactly what we need” is powerful in
ways a cold ask never will be.

4. Host an interest gathering.

Pull together a small group of people the team leader believes might fit a particular role. Send a
personal invitation three weeks ahead. Serve food. Walk them through the role honestly. Allow
time for questions. Follow up individually within 48 hours. Some will say yes that night; others need
time. Both responses are normal.

5. Brainstorm with present team
members.

The people already on the team are the church's best scouts. They know who in the congregation
shares their passion. Once a year, hold a brainstorming session where current team members
name the people they wish were on the team. Ask the team to take responsibility for inviting those
people, with the team leader's support.

6. Bring a Friend Day.

Invite each current volunteer to bring one friend to a service or to a team gathering. The friend is
not pressured to join; they are simply exposed to the team. Some will return next month asking
how to get involved.

7. Review the church roll.



Walk through the membership and attendance roll annually. Look for patterns: who has been
attending without serving? Who used to serve but stepped back? Who has joined recently and has
not yet been invited into anything? The roll surfaces the obvious cases that bulletin
announcements miss.

8. Lightning strikes.

Sometimes the Spirit hands a name to a team leader without warning. Pray about it; if it stays, ask.
Some of the best hires in the church's life come this way.

Recruitment: The Five-Phase
Journey

A common mistake in church recruitment is to compress the entire journey into one ask: “Hey, can
you be a small group leader?” delivered in the lobby on a Sunday. People decline these asks not
because they are not called, but because they have not been led through the journey. There are
five phases. Each requires something distinct from the recruiter.

Phase Volunteer's Need Recruiter's Job
Awareness To know an opportunity exists Promote, mention, surface the need
Invitation To be invited to a real conversation Reach out personally
Meeting To learn what the role actually Lead the meeting; name the role
involves plainly
Contemplation Time to pray and decide Be available; answer questions when

asked; do not press

Commitment An invitation to say yes Ask plainly; hear the answer; follow
up within 48 hours

The team leader who jumps from Awareness straight to Commitment will recruit very few people.
The team leader who walks people through all five will recruit many.

The Ask: Nine Steps



Inside the Meeting phase — and adaptable to a one-on-one conversation, a small gathering, or a
large recruitment event — the ask itself has nine steps. These are not a script to be read aloud;
they are a sequence to make sure nothing important gets skipped.

1. Reveal the ministry's vision. What is this team trying to see God do? Cast it briefly and
clearly.

2. Share the ministry's goal. What do we hope to accomplish in the next twelve months
that fits inside that vision?

3. Tell a story of a transformed life. A real person whose life has been touched through
the team's work.

4. Explain why the ministry is essential. Why does this matter at Mayflower right now?
How does it strengthen one of the Five Priority Ministries?

5. Outline what the role entails. Walk through the written job description (see “Volunteer
Job Descriptions” below). Be honest about the time commitment.

6. Make an “l see in you” statement. Tell them specifically why you, after prayer,
believe they would be a good fit. This is not flattery — it is honest naming. Specifics
matter: “I see in you a gentleness with children that the toddler room needs.”

7. Q and A. Answer questions. Be willing to say “l do not know — let me find out and get
back to you.”

8. Seek a commitment. Be plain. Some people will say yes on the spot. Others need time.
Either is fine.

9. Follow up within 48 hours. This is the step most often skipped, and it is the one that
closes the most yeses. End every meeting by saying when you will follow up, and then do
it.

Three Settings for the Ask

The same nine steps adapt to three settings:

e One-on-one. The most effective. Coffee, lunch, or a walk. Reserve for roles that warrant
the investment of personal time, and for people you have already prayed about.

e Small gathering of fewer than eight. Useful when you need to cover several roles at
once. Send a clear invitation three weeks ahead; serve food; run the nine steps for the
room; allow time for individual follow-up.

e Large gathering. A whole-team or whole-church recruitment event. Less personal, but
useful for surfacing interest. The same nine steps still apply; the follow-up phase becomes
one-on-one.

The one constant: face-to-face. A bulletin announcement is not recruitment; it is awareness.



Wise Requirements vs.
Obstacles

Every requirement to serve is a friction point. Some friction is necessary; some is accumulated
cruft. The question to ask: does this requirement protect the ministry, the people being served, or
the volunteer themselves? If yes, keep it. If no — if it merely makes the team leader feel
responsible — remove it.

Wise requirements at Mayflower

e A signed application and CORI background check for any role with regular access to
minors.

e Mayflower's child and youth safety training for those same roles, on the schedule the
church specifies.

e Theological alignment with Mayflower's Statement of Faith for any role that teaches
doctrine.

e Membership in good standing for any role that leads a team. (Service does not require
membership; leadership does.)

Obstacles to remove or simplify

Pre-reading lists for entry-level service roles.

Long approval chains for what should be a team-leader decision.
Required training experiences disconnected from the role itself.
Vague “discipleship prerequisites” that no one can quite articulate.

When in doubt, ask whether the requirement serves the ministry or the person. Drop the rest.

Volunteer Job Descriptions

Every volunteer role at Mayflower needs a written job description — not because we are
bureaucratic, but because clarity is care. A volunteer who knows what they are doing serves with
confidence. A volunteer who is guessing serves with anxiety.



Mayflower's volunteer job descriptions sit in System 07 — Role Clarity and Standardization,
beneath the existing 32 leader-level descriptions. The seven fields are the same for every
volunteer role:

1. Role Title. Specific. “Kids Ministry Greeter” rather than “kids volunteer.”

2. Purpose of the Role. One sentence on what this role contributes to the team's mission.
Connects to one or more of the Five Priority Ministries where possible.

3. Primary Responsibilities. The actual day-to-day work, in plain language. Bulleted, not
paragraphic.

4. Requirements. Wise requirements only. Background check (where applicable), specific
training, etc.

5. Leader. Name and contact for the team leader the volunteer reports to.

6. Training Expectations. What training is mandatory, what is optional, when each occurs.

7. Time Commitment. Hours per week, ministry schedule, term length (ongoing, semester,
single event).

The leader-level descriptions describe the team-leader role (e.g., “Worship Team Leader”). The
team-member descriptions describe the volunteer roles inside the team (e.g., “Worship Team —
Acoustic Guitar,” “Worship Team — Vocals,” “Worship Team — Setup Assistant”). Both belong in
System 07.

Retention: Annual Rhythms

Recruitment is the front door. Retention is everything else. Volunteers stay where they are
appreciated, equipped, and connected. Mayflower's retention rhythm has seven elements, woven
through the year:

1. Annual vision casting. Once a year — typically at the August Leadership Summit or at a
team-specific kickoff — the team leader paints the vision for the year ahead. History
(where we have been), vision (what God is calling us toward), purpose (why it matters),
truth (where we have fallen short and what is changing), strategies (what is new),
challenge (what is being asked), story (a life transformed), goals (the year's God-sized
ambitions), and roles (how each volunteer fits).

2. Fellowship experience. Once a year, volunteers gather for something fun and
unstructured — a picnic, a game night, a meal at the pastor's home. Not a meeting. Not a
training. A relationship.

3. Huddles. Small, frequent gatherings of fewer than eight from the same role, where the
team leader affirms the volunteers, surfaces wisdom, identifies leadership potential, and
inspires one another. The weekly Sunday pre-service huddle (below) is one form of this;
longer huddles by ministry area happen periodically through the year.

4. Listening sessions. Periodic gatherings where the leader's job is to listen, not teach.
What is working? What is hard? What would you change if you could?



5. Appreciation. Regular, specific, named appreciation. “I noticed how you handled that
family last Sunday” is worth more than a generic thank-you in a newsletter.

6. Celebration. Public moments where God's work through the team is named and rejoiced
over.

7. Skill building. Ongoing development. Every volunteer should have access to training
that helps them serve better — and being given that training is itself a sign that the team
takes them seriously.

The Weekly Pre-Service
Huddle

Mayflower runs a weekly pre-service huddle for serving volunteers before the Sunday morning
service. Its purpose is small and important: review the service plan, answer questions, and pray
together as one team before the service begins.

o Attendees: All volunteers serving in any role for that morning's service — First
Impressions, Hospitality, Audio-Visual, Nursery, Worship Team, Scripture Reading, ushers,
and any rotating roles.

When: Every Sunday morning at 9:35 a.m., before the morning service.

Where: Briggs Fellowship Hall.

Led by: The First Impressions Team Leader.

Format: Brief — long enough to align, answer questions, and pray, short enough that no
one is rushed into their role.

Guide: The huddle is led using the Service Huddle Guide created by the Pastor — which
provides the prayer points and structure week to week.

Standard Agenda

1. Welcome and brief connection.

2. Review the service plan — what is happening this morning, in what order, with any
service-specific notes (a guest speaker, a baptism, a planned sermon emphasis the team
should know about, a logistical wrinkle).

3. Questions answered. Anything the team needs clarified before the service begins.

4. Prayer — using the Service Huddle Guide, the leader prays for the ministry of the teams
serving and for the whole service.

5. Send into the morning.



The Annual Check-In

Once a year, every team leader sits down with each of their volunteers for an annual check-in. This
is not a performance review; it is a pastoral conversation about how God is meeting them in the
place they serve.

The full guide is documented separately in Volunteer Ministry Check-In Guide — April 2026 on
BookStack (System 06). The four-question frame:

Are you still enjoying this?

Is this sustainable in your season?

Is God doing anything in you through this?
What do you want the next year to look like?

W

The aim is appreciation and honesty, not assessment. A healthy ministry has people rotating in and
out across the year, and the check-in makes those rotations easy rather than painful.

The Growth Funnel: How We
Improve

Two practices keep the volunteer system honest over time.

Exit interviews.

When a volunteer leaves a team, the team leader has a brief conversation about the experience.
What prompted the decision? What worked? What did not? What would have kept you? The aim is
not to talk anyone out of leaving; it is to learn.

Annual ministry survey.

Once a year, every active volunteer completes a brief survey on the health of the team they serve
in. Vision clarity, culture, communication, recognition, training, and decision-making quality are all
reasonable areas to ask about.



The “funnel” name matters: not every piece of feedback should produce a change. The team
leader runs feedback through a funnel, removing what is idiosyncratic or one-off and acting on

what is recurring. Only when the same concern surfaces from multiple voices over time should the
leader change the system.

Supervision: The Oversight-
Board Model

At Mayflower, ministry teams do not work in isolation. Each team is overseen by one of three
boards — elders, deacons, or trustees — based on the nature of the team's work:

e Pastoral, discipleship, and Word-shaped teams typically sit under the elders.
e Service, hospitality, and care-shaped teams typically sit under the deacons.
e Facility, finance, and property-shaped teams typically sit under the trustees.

The team leader's first call for supervision, succession, recruitment escalation, and leader
development is the board that oversees their team. The Senior Pastor remains a resource and
holds general oversight of the staff and pastoral life of the church, but the day-to-day supervision
relationship runs through the relevant board.

Sources

e Streamline: How to Create Healthy Church Systems — Michael Lukaszewski (chapters 18,
19, 20).

e Cracking the Volunteer Code: Revealing, Recruiting, and Retaining Volunteers — Rick
Howerton (Chapter 1: 11 Foundational Principles; Chapter 4: Hidden Gems; Chapter 5: The
Art of the Ask; Chapter 6: Beyond the First Yes; Chapter 7: The Growth Funnel).

e VVolunteer Ministry Check-In Guide — April 2026 (Mayflower BookStack, System 06).

e Mayflower Constitution and Bylaws — for membership and leadership requirements.

e Five Priority Ministries We Guard (Mayflower BookStack, System 01) — for the framing of
why volunteer recruitment ultimately serves.
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