Help! I Need More Volunteers! 
How to Build a Healthy, Engaged Ministry Team
Every church leader reaches a moment where they look around and think: “We need more volunteers… and fast.”  The question on everyone’s lips is, “how can we build teams that are healthy, committed, with people excited to serve?”
There are many ways to do this, and there isn’t a one size fits all answer, but there are some general principles we can all apply.
1. Clarify the Mission Before Recruiting the People
People don’t sign up for tasks - they sign up for purpose.  Before asking for volunteers, have answers for these questions that you can then share with them:
· What difference will this ministry make?
· Who will it impact?
· Why does it matter right now?
Clarity attracts. Confusion repels. If people can see the purpose and good that will come out of the event/group, they’re more likely to sign up to help as they’ll want to be part of that.
2. Create Roles, Not Vague Requests
Explain the role in a clear, defined, and simple way. Be honest about:
· Time commitment – both in the time it takes each week and also how long you would initially like them to volunteer for. Open ended requests bring more fear.
· Responsibilities – clear expectations set out.
· Who they report to – will there be any training and/or feedback?
· What success looks like
People are far more likely to say yes when they know exactly what they’re saying yes to.
3. Recruit Through Relationship, Not Announcements
Announcements raise awareness. Relationships raise volunteers. “Can anyone help?” rarely works. People want to know it’s them in particular that you think has something to offer, and will step up if asked individually rather than as a general group appeal they can hide behind.
Encourage your leaders to:
· Personally invite people. Explain why you are asking them in particular.
· Notice gifts and strengths. Encourage them in these and what they can offer.
· Have conversations, not sign-up sheets. Find out what people are passionate about so they can start volunteering in an area that reflects this.
A personal invitation is still the most effective recruitment tool in the church.
4. Build a Culture Where Volunteers Feel Valued
People stay where they feel seen. This is the area I feel is most foundational in leading a thriving team. 
Try these simple practices:
· Celebrate small wins
· Share stories of impact
· Say thank you often – with cards, socials, small gifts
· Provide regular encouragement
· Team days – social, training, and vision
The best teams I have led are the ones I invested most time in. We would meet to pray, to hear feedback and each other’s ideas for moving the ministry forward, to eat together, to become friends. I remember one Christmas time I was busy cooking a Christmas dinner for one of my teams, and my mum asked if it was really necessary for me to spend so much time doing that, and that she didn’t even get a Christmas card from where she volunteers. I asked her how that made her feel, and she said ‘not good, it makes me not want to do it anymore’. Exactly. We have to value the people who are volunteering for us, recognise the fact they give up time and energy to help, and bless them whenever we can, building stronger relationships between them all as we go. A healthy culture keeps volunteers longer than any rota ever will.
5. Offer Training That Builds Confidence
Many people don’t volunteer because they feel don’t feel qualified enough. We need to be investing in them and reassuring them that they are not on their own, but we will help them grow in their skills - benefiting them as well as the group.
Training mornings, youth team sessions, and one-on-one coaching helps volunteers:
· Understand their role
· Grow in confidence
· Learn practical skills
· Feel supported
Confidence fuels commitment. The more you invest in your volunteers, the longer they will stay.
6. Make Serving Sustainable, Not Stressful
Burnout is one of the biggest reasons volunteers step back. We all lead busy lives, and it’s hard to say yes to one more thing. They need to know it will be worth it and they will be looked after, not used.
Create sustainability by:
· Rotating teams
· Setting realistic expectations
· Encouraging rest
· Checking in regularly
Healthy teams last longer and serve better. Help them to lead a balanced life.
Final Thoughts
Finding enough volunteers to run your ministries can be the hardest thing in a church. It’s often the same few people who are on all the teams, and we don’t want to ask them for yet another thing! If your church genuinely doesn’t have enough people who can volunteer, think about what groups you don’t have to run for the time being so that the leaders you do have don’t burn out. If you have enough people but they’re simply not stepping up, start by creating and investing in them - using connection, encouragement and prayer to build community that volunteering will flow from.


