
Building A Volunteer Team That Lasts
Determining, Developing, And Deepening Your Volunteer Team

With Craig Jutila 
www.whowillyouempower.com 

______________________________________________________________

If you are passionate about seeing your ministry move forward with a volunteer team 
that lasts, this intensive is for you! In this intensive, we will be looking at the following 
areas in our three sessions.

Deciding To Think Different

Session 1:
5 Reasons Why People Won’t Volunteer For You

Designing A Process To Lead Your Volunteers

Session 2:
How To Encourage, Equip, Energize and Empower Your Volunteer Leaders

Developing Your Team To Reach More Leaders

Session 3:
Viruses, Riots & Velcro: Unconventional Thinking That Will Lead To More Volunteers

You will leave with the ability to define your team, equipped with tools to lead them 
effectively, empowered in how to build a volunteer team that lasts, and invigorated with 
fresh vision for how to invest your time in one of the most important aspects of your 
ministry – your volunteers!
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Session 1

Five Reasons Why People Won’t Volunteer for You

“He said to his disciples, ‘The harvest is great, but the workers are few.’” 
Matthew 9:37 NLT
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Reason Number One: 

You Appear ___________________________ 

What Does a Desperate or Determined Leader Look Like?

Desperate Determined

Emotionally Dysregulated Emotionally Intelligent

Nearsighted Vision Farsighted Vision

No Plan Compelling Mission

Over Asking/Begging Appropriate Asking
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Desperate Appearance 

1. Emotionally ___________________________

You spend most of your time on the topic of how to get more volunteers.
You secretly wish ministry didn’t include people.
You regularly appear “needy” when it comes to getting volunteers.

2. Nearsighted ___________________________

You are myopic with your ministry vision.
You focus on the pixel not the big picture.
You see things as they are, not as they could be.

3. No ___________________________

You can not articulate your vision or mission statements.
You can not pass on your plan because you can not pass on what you don’t possess.
You don’t see a connection between your plan and getting more volunteer leaders.

4. Over ___________________________

You are over publicizing that you need more volunteers. 
You continue to market your ministry as if it’s in crisis mode. 
You are labeled as “Moses” because when people see you coming they part.
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Determined Appearance

1. Emotionally ___________________________

Personal Competence Skills
These capabilities determine how we manage ourselves. Knowing one’s internal 
preferences, resources and intuitions.

1. Self-Confidence: A sound sense of one’s self-worth and capabilities.

My power is strongest when you are weak. So I will brag even more about my 
weaknesses in order that Christ's power will live in me. 2 Corinthians 12:9 GWT

2. Self-Control: Keeping disruptive emotions and impulses under control.

God did not give us a spirit that makes us afraid but a spirit of power and love and self-
control. 2 Timothy 1:7 NCV

3. Adaptability:  Flexibility in adapting to changing situations or overcoming obstacles.

I try to find common ground with everyone, doing everything I can to save some. 
1 Corinthians 9:22

4. Achievement:  Improving performance to meet inner standards of excellence.

In all the work you are doing, work the best you can. Work as if you were doing it for the 
Lord, not for people. Colossians 3:23 NCV

5. Optimism: Seeing the upside in events.

So don't get tired of doing what is good. Don't get discouraged and give up, for we will 
reap a harvest of blessing at the appropriate time. Galatians 6:9 NLT
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Social Competence Skills
These competencies determine how we manage relationships. Awareness of others 
feelings, needs and concerns. Skill or adeptness at inducing desirable responses in 
others.

1. Empathy: Sensing others’ emotions and understanding their perspective.

When I am with those who are oppressed, I share their oppression so that I might bring
them to Christ. Yes, I try to find common ground with everyone so that I might bring 
them to Christ. 1 Corinthians 9:22 NLT

2. Organizational Awareness:  Reading currents and politics within the organization.

The naive believes everything, But the prudent man considers his steps. 
Proverbs 14:15 NASB

3. Inspirational Leadership:  Guiding and motivating with a compelling vision

Without prophetic vision people run wild, but blessed are those who follow God's 
teachings. Proverbs 29:18 GW

4. Influence: Wielding a range of tactics for persuasion.

The wise in heart will be called discerning, And sweetness of speech increases 
persuasiveness. Proverbs 16:21NASB

5. Change catalyst: Initiating, managing, and leading a new direction.

Good planning and hard work lead to prosperity, but hasty shortcuts lead to poverty. 
Proverbs 21:5 NLT
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2. Farsighted ___________________________

You see the big picture not just the pixel.
You bring people around you who are smarter than you are.
You understand the big picture is the key to a healthy ministry.

3. Compelling ___________________________

You understand that people want to be part of something successful.
You realize that long term success is tied to a long term mission statement.
You don’t define success as “sinking slowly.”

4. Appropriate ___________________________

You know that eventually you will not have to ask for volunteers.
You know that eventually people will be asking you to volunteer.
You brainstorm ways for people to serve so you can get them moving.
You realize that, “if you build it, they will come.”

Perception Question:

“How do people outside your ministry see your ministry?” 
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Reason Number Two: 

You Are Asking For ________________ Instead of _________________ 

The Mindset

Who do you think would be more likely to take care of the following areas of their 
residence, the renter or buyer?

3 Questions

1. Are you asking people to rent or own?

2. What section are you advertising in?

3. What is it, exactly, that you are advertising?

Mindset Renter Owner

Investment

Upkeep

Environment

Improvements

Maintenance

Responsibility

Ownership
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Reason Number Three: 

Lack of ____________________ and Connection ____________________ 

5 Things That Disrupt This Value

1. Part time volunteer leaders.

2. The chemistry and dynamic of the team.

3. Volunteers are treated as parts, not people.

4. Ministry is seen as filling a spot not fulfilling a call.

5. ___________________________________________
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Reason Number Four: 

You Appear ______________________

“According to a nationwide survey one of the top three reasons volunteers stop serving 
is that “volunteer management is inadequate or disorganized. ” 1

3 Signs of A Disorganized Appearance

1. No Vision

2. Poor or No Communication

3. Mismatching the skill of the volunteer with the job you are asking them to do. 

3 Things You Can Do To Increase Your Volunteer Longevity Right Now

1. Place them where they want to serve, not where you need them to serve.

2. Equip them “on the fly,” on their time and in a way that’s easy for them.

3. Encourage them with ideas and resources they could apply somewhere else.

Personal invitations to serve are more effective than a large group ask.

 http://nationalserviceresources.org/files/leaky-bucket.pdf1
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Reason Number Five: 

You Inherited A Previous ________________________ Experience

I had a negative service experience in the past

Usually, volunteers who have experienced a negative service opportunity in the past are 
less inclined to volunteer again even if it’s with another ministry, church or organization. 
They don’t want to volunteer for you, or anyone else for that matter. 

This is true not only from organization to organization but ministry to ministry. 

If a volunteer had a negative experience serving in the parking ministry it is doubtful 
they will want to get involved in yours. It’s an unfortunate reality but something we must 
understand. If they do decide to volunteer for you, make sure they have an outstanding 
experience. That way if they do eventually move to another ministry, they will do so with 
a willing heart. After all we are all in this together to serve the body of Christ

The 5 Most Common Complaints About Negative Volunteer Experiences2

1. Lack of recognition so...Encourage Them

2. Lack of proper training so...Equip Them

3. Absence of team motivation so...Energize Them

4. Volunteer assignments are too limiting so...Empower Them

5. Mismatched skill and interest with task assignments so...Evaluate Them

 From: http://nationalserviceresources.org/files/leaky-bucket.pdf2
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Session 2

How To Encourage, Equip, Energize & 
Empower Your Volunteer Leaders

And to one he gave five talents, to another, two, and to another, one, each according to 
his own ability; and he went on his journey. Matthew 25:15 NASB 
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You Must Realize These 5 Things First

1. You realize that you don’t organize people, you align them.

2. You realize that you build people first and program second. 

3. You realize that without people you can not have a healthy ministry. 

4. You realize that without a mission statement you will never advance your team.

5. You realize that we are all made differently.
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The Leadership Arrow And How It Can Help You

1. It will help you see the various commitment levels from those on your team.

2. It will help you with the skills you need to personally lead others effectively.

3. It will help you lead others the way they need to be led.

4. It will help show you where to spend your time.

5. It will help you see how Jesus spent his time.
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E__________________ The I__________________

The Industrious Volunteer

Definition:

Hardworking, diligent person.

Their Motto:

“I will go the first mile with you, if you drive me.”

Our Leadership Style:

To Encourage - Encourage them by…Motivating them.

Reference Point:

He appeared to more than five hundred other followers. 1 Corinthians 15:6 CEV

This is a large group of followers.

Excite them about their opportunity in ministry.
Never let them fail.
Compliment them regularly.
Offer assistance and guidance.
Uplift them.
Recognize their contribution as significant.
Affirm them constantly.
Give them clear and specific direction.
Evaluate their performance.
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E__________________ The I__________________

The Independent Volunteer

Definition:

A person who is self-reliant.

Their Motto:

“I will go the first mile with you”

Our Leadership Style:

To Equip - Equip them by…Training them.

Reference Point:

After this the Lord appointed seventy-two others and sent them two by two ahead of him 
to every town and place where he was about to go. He told them, “The harvest is 
plentiful, but the workers are few. Ask the Lord of the harvest, therefore, to send out 
workers into his harvest field. Go! I am sending you out like lambs among wolves. Luke 
10:1-2 NIV

This is an appointed group of people.

Entrust them with more responsibility.
Quick to listen to their training needs.
Understand their commitment level.
Involve them in your training
Plan and set goals with them for future development.
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E__________________ The I__________________

The Volunteer Who Take Initiative

Definition:

The ability to originate or follow through with a plan of action.  A person who takes the 
first or leading step.

Their Motto:

“I will go the second mile with you.”

Our Leadership Style:

To Energize - Energize them by…Spending time with them.

Reference Point:

When it was evening, Jesus sat down at the table with the twelve disciples. 
Matthew 26:20 NLT

This is a small group of friends.

Educate by example.
Navigate through difficulty in ministry with them.
Entrust them with greater responsibility.
Recognize their ministry contributions publicly.
Guide their eagerness with vision.
Invest 80% of your time with them.
Zealously herald their cause in ministry.
Encourage them to stretch beyond their limits.
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E__________________ The I__________________

The Influential Volunteer

Definition:

A person who has the power to produce effects.

Their Motto:

“I will drive you the second mile.”

Our Leadership Style:

To Empower - Empower them by…Releasing them.

Reference Point:

After six days Jesus took with him Peter, James and John the brother of James, and led 
them up a high mountain by themselves. Matthew 17:1 NIV

This is an intimate group of buddies.

Expect them to coach others.
Make ministry challenges to them.
Prepare them to train others.
Open opportunities to lead others.
Work to make them successful.
Enjoy their successes with them.
Remember to spend 80% percent of your time with them.
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E__________________ The I__________________

The Impact

Definition:

To influence strongly, to have an impact or effect on; influence; alter

Their Motto:

“Let me help you plan where we are going”

Our Leadership Style:

To Evaluate - Evaluate them by…relying on them.

Reference Point:

(Jesus speaking) And so I tell you, Peter: you are a rock, and on this rock foundation I 
will build my church, and not even death will ever be able to overcome it. 
Matthew 16:18 TEV

Overview of Jesus Time

He Appeared to 500

He Appointed 72

He Sat Down With 12 

He Took With Him 3

He Promised 1
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Session 3

Viruses, Riots & Velcro: Unconventional Thinking That 
Will Lead To More Volunteers

“Without prophetic vision people run wild…” Proverbs 29:18 GW 
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Viruses

The Contagion - Get ______________________

“Understanding how a virus works and more importantly, how it spreads, is a key 
principle in building a healthy volunteer culture.” 

How Does A Virus Work? 

1. A Virus Needs a ___________________________ To Survive 

Unlike human cells or bacteria, a virus does not contain the chemical machinery needed 
to carry out the chemical reactions for life. So, a virus must have a host cell in which to 
live. Outside of a host cell, a virus cannot function.  3

2. A Virus Needs To ___________________________ or Die 

Once a virus finds a host cell it’s first step is to release instructions. Instructions on how 
to replicate the virus. Without these instructions the virus would not be able to 
reproduce. 

How Does A Virus Spread? 

P ___________________________ 

The more chances an infected person crosses paths with an uninfected person the 
greater the chance the virus has to spread.

 http://science.howstuffworks.com/life/cellular-microscopic/virus-human1.htm3
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How To Create A Volunteer Epidemic 

I__________________________ 

This starts with you. 

I__________________________ 

Be Infectious.

I__________________________ 

Signs of exposure. 

Write down a few symptoms of an infected volunteer in the circle below.
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I__________________________ 

r nought  

Examples of The “r nought” With Known Viral Infections4

Examples of The “r nought” With Known Church Attenders

Virus r nought Explanation

Polio 5-7 1 Person Infects 5-7 Others

Smallpox 5-7 1 Person Infects 5-7 Others

Diphtheria 6-7 1 Person Infects 6-7 Others

Measles 12-18 1 Person Infects 12-18 Others

Virus r nought Explanation

Children’s Ministry 1-2 1 Person Infects 1-2 Others

Youth Ministry 1-2 1 Person Infects 1-2 Others

Usher 10-15 1 Person Infects 10-15 Others

Sitting In Service 24-36 1 Person Infects 28-36 Others

 From The Training Course "Smallpox: Disease, Prevention, and Intervention" Slide 16-17. http://4

www.bt.cdc.gov Accessed 7-26-12
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Questions:

1. What Is Your Personal “r nought?”

If you are doing your part to spread the virus take some time and write down at least an 
“r nought” of 3 you can infect.

1. 

2. 

3. 

2. What Is Your Volunteer “r nought?”

The best way to find your volunteer R0 is to write down the names of your most infected 
volunteer leaders and ask them how many people they have infected lately. Who are 
your most infected leaders?

1. 

2. 

3. 

3. What Will Be Your First Step To Start A Volunteer Virus?
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Riots

The Confirmation - Throw A ______________________

Understanding Riots

People in a crowd develop a shared social identity based on their common experience. 

How Do Riots Start? 

One person has a threshold of zero: he requires nobody else’s encouragement to start 
throwing bricks. Another person has a threshold of one: he needs someone else to get 
things kicked off, but then he’s happy to join in.  

Then there’s a person with a threshold of two and another with a threshold of three, all 
the way up to the wallflower of the crowd who has a threshold of 999 – he’ll join in only 
when there’s literally nobody else standing back. 

Why Do Riots Grow In Number

Riots grow in number largely due to identity. At some point the mentality turns from “me” 
to “we” and each person’s individual identity is replaced with a group identity.
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The Four People You Need For Volunteer Riot 

First Person: V_______________________ 

- They are a risk taker. 
- They see the possibilities. 
- They are fed up with status quo. 
- They get things started. 

The Upside:  

They cause people to rethink their current position. 

The Downside:  

This person has everything to loose. 

Question:  

Who is your first person? 
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Second Person: V_______________________ 

- They are also a risk taker. 
- They validate the first person’s behavior. 
- They endorse the “new” direction. 
- They connect the first person to the critical 3rd person. 

The Upside: 

They cause people to doubt their current position. 

The Downside: 

This person has something to loose. 

Question:  

Who is your second person? 
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Third Person: V_______________________ 

- They start the crowd mentality. 
- They shift thinking from me to we. 
- They cause the tipping point. 
- They condone the actions of first and second person. 

The Upside:  

They cause people to abandon their current position. 

The Downside:  

This person also has something to loose. 

Question:  

Who is your third person? 

This Is The Most Important Person In A Riot 
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Why The Third Person Makes The Biggest Difference

The _____________________________ of Three 

The First Person Is A Visionary

The Second Person Verifies

The Third Person Validates 

The Fourth Through Five Hundredth Person Make It Viral
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Fourth Person: V_______________________ 

- They have minimal risk. 
- They forward the crowd mentality. 
- The promote collective resilience. 
- They encourage shared identity. 

The Upside:  

They cause people to support a new position. 

The Downside:  

These people have nothing to loose. There is minimal risk. 

Question:  

Are you ready to start a volunteer riot? 
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Velcro

The Connection - Make It ______________________

What Can We Learn?

1. Through great discouragement there can be great discovery.

2. Discovery requires you look at things differently.

3. Differently is how problem solvers view life.

The following is a partial description of how velcro works:

“The strength of the bond depends on how well the hooks are embedded in the loops 
and how much surface area is in contact with the hooks.”

How can this be viewed “differently” when thinking about volunteer leadership?
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