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3 WAYS TO COACH
MORE OUT OF YOUR MINISTRY VOLUNTEERS

Have you ever had a volunteer join your team because they just want to be a chaperones, but you know they could 

be so much more? The secret to getting more out of your volunteers isn’t to apply guilt and pressure. The secret to 

getting more investment from your volunteers is to invest more in them! Your goal as their leader should be to 

coach them into discovering all that God designed for them to be. Here are three ways to do that . . . 

1
CLARIFY 

YOUR VISION

Pop quiz! If you were riding an 

elevator with a key volunteer, could 

you communicate the vision for your 

ministry before you reached the top 

floor? Getting more out of your 

leaders begins with vision, but we 

often fail to put enough time and 

energy into articulating what our 

vision actually is. Ideally, your vision 

for your ministry should reflect the 

vision of your whole church. Once 

you’ve gotten clear on what that is, 

reformat it in a way that makes sense 

for your ministry and the ages of the 

kids or teenagers you’re reaching. 

Once the vision is established, create 

a handbook that includes how this 

vision looks in specific volunteer 
roles so everyone knows how their 

role contributes to the overall vision. 

Communicate that vision often—

starting from the moment you recruit 

a new volunteer, and then regularly 

(maybe even monthly) after that. 

2
EVALUATE THE 

STRUCTURE

The structure of your ministry 

could be helping or hurting your 

volunteers’ ability to give more 

to your ministry. If your ministry 

structure puts most of its emphasis 

on big events or camps but fails to 

emphasize the weekly development 

of relationships through a small 

group relationship, or if you have 

small groups but you treat those 

groups like an afterthought to the 

“real” ministry (your teaching time), 

your volunteers will likely feel like 

chaperones. If you want volunteers 

to be more than chaperones, 

you may need to adjust your 

structure to put greater emphasis 

on relationships, rather than on 

your programming. Depending on 

your ministry, this could require a 

significant culture shift, or it might 
only require a series of tiny tweaks. 

Whatever the case is for you, find 
the breakdown and address it!

3
COACH YOUR 

PEOPLE 

Coaching someone is different than 

instructing or supervising them. 

Coaching someone requires care, 

relationship, and time. Where your 

volunteers are concerned, that’s 

your job! Instead of managing your 

volunteers, think about how you 

can coach them to become more 

effective in their role. Managing 

is impersonal, but coaching is 

extremely personal. Remember, 

your volunteers aren’t professional 

youth workers. They need you 

to develop them because they 

probably don’t have time to develop 

themselves on top of everything 

else they do in their lives. If you 

see potential in a volunteer, don’t 

just demand more from them—

coach more out of them through 

a relational investment. Be patient, 

be invested, be empathetic, and be 

committed to helping them grow 

while you ask for more from them.

Need help investing in your volunteers? Get a complete annual volunteer strategy with Grow Curriculum!

http://growcurriculum.org

