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INTRODUCTION

Ministry Health Is Built, Not Hoped
For

Most children's ministry leaders do not struggle because they do not care. They struggle because they
are carrying too much without enough structure.

They are reacting instead of leading. They are solving the same problems every week. They are asking
volunteers to show up without giving them enough clarity, confidence, or care.

They are hoping families feel welcomed, hoping kids are engaged, hoping discipleship is
happening, and hoping the systems hold together. Hope is beautiful. But hope is not a strategy.

A healthy children's ministry needs four kinds of intentionality:

1. People Intentionality

Your volunteers need more than a schedule. They need vision, training, encouragement, and a reason
to stay.

2. Experience Intentionality

Your ministry environment is always communicating something. The question is whether it is
communicating what you want it to say.

3. Discipleship Intentionality

Children need more than Bible exposure. They need a clear pathway that helps them understand,
respond to, and live God's truth.

4. Systems Intentionality

The more important the ministry, the more repeatable the rhythms need to be. Systems do not replace
ministry. Systems carry ministry.

Volunteers create the experience. Experiences create engagement. Engagement creates
opportunities for discipleship. Systems make it all sustainable.

When one of those areas is weak, the whole ministry feels it. If you have weak volunteer culture, the
experience suffers. If the experience is confusing, kids disengage. If discipleship is unclear, spiritual
formation becomes accidental. If systems are missing, even great ideas become exhausting.

This guide will help you take a quick look at all four — not to overwhelm you, but to help you see the
next right step.
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SECTION ONE

Volunteer Magic

Build the Team Your Kids Deserve

The magic was never in what was built. It was always in who showed up.

Every incredible children's ministry has one thing in common: faithful people who believe what they do
matters. Volunteers are not slot-fillers. They are culture-carriers.

They are the ones greeting nervous first-time kids. They are the ones sitting beside the child who had a
hard morning — leading small groups, wiping tears, celebrating wins, praying with kids, laughing during
games, and making church feel like home.

The better question is not simply, "How do we get more volunteers?" It is: How do we build a
volunteer culture people actually want to be part of?

Four Volunteer Shifts to Make This Month

1. Stop Recruiting to Need. Start Inviting to Vision.

Most volunteer asks sound like: "We need help in the 3-year-old room." That may be true, but it is not
inspiring. Try this instead:

"We are building a team of adults who help kids feel safe, seen, and excited to learn about Jesus. |
think you would be amazing at that."”

Need gets people to consider filling a spot. Vision helps people imagine making a difference.

2. Make the First Serve Simple.

A lot of people are willing to try serving, but they are nervous. Create a "first serve" pathway that is
simple, friendly, and clear — give them a host, one role, a short explanation, permission to observe.
Then follow up afterward. A great first serve experience is one of your best recruiting tools.

3. Train for Confidence, Not Just Compliance.

Training should help volunteers walk in ready. Instead of only covering policies, also train on: how to
greet a child, how to redirect behavior, how to lead a small group question, how to connect with a quiet
kid. Confidence creates consistency.

4. Appreciate Specifically.

Generic appreciation is nice. Specific appreciation is powerful. Instead of "Thanks for serving," try:
"Thank you for the way you noticed Eli was nervous today and helped him feel included. That is exactly
the kind of care we want every child to experience."
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QUICK ACTION

This week, choose three volunteers and send each of them a specific text naming something
meaningful you saw in them.
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SECTION ONE — SELF-CHECK

Volunteer Magic Self-Check

Rate each statement from 1t0 5. 1 = Not true right now | 3 =Somewhattrue | 5 = Consistently
true

# Statement Score (1-5)

1 Our volunteers understand the vision behind why they serve.
New volunteers have a clear onboarding process.
Volunteers know what is expected of them before they arrive.

We provide practical training that helps volunteers feel confident.

2
3
4
5  We regularly celebrate and appreciate volunteers in specific ways.
6  Volunteers feel known, not just used.

7 We have a plan for recruiting before we are desperate.

8  We have clear role descriptions for each serving position.

9  We follow up with volunteers who are absent, discouraged, or disconnected.

10  Our volunteer team feels like a community, not just a schedule.

What Your Score May Reveal

40-50 You likely have a strong volunteer culture. Your next step is refinement and leadership
development.
25-39 You have some good pieces in place, but your volunteer experience may depend too much

on individual leaders instead of clear culture.

10-24 Your ministry may be functioning, but your volunteers are probably feeling the strain. Start
with clarity, onboarding, and appreciation.

Reflection Questions

« What is one thing volunteers currently experience that makes serving harder than it needs to be?
« What is one thing you could do this month to help volunteers feel more confident?
« What is one volunteer role that needs clearer expectations?
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SECTION TWO

Experience Magic

Everything Speaks

Your children's ministry is communicating before a word is ever taught. The parking lot speaks. The
hallway speaks. The check-in process speaks. The signage speaks. The room setup speaks. The facial
expressions of your team speak.

Everything speaks. The question is: what is your ministry saying?

A great ministry experience does not require a theme park budget. It requires intentionality — paying
attention to the small moments that shape how kids and families feel.

Four Experience Shifts to Make This Month

1. Walk Your Ministry Like a First-Time Family.

Most leaders are so used to their building that they no longer see it. This week, walk from the parking
lot to the classroom as if you have never been there before. Ask: Where would | go? Would | feel
welcomed? Would my child feel excited or nervous? Is the space clean? Familiarity blinds us. Fresh
eyes help us lead.

2. Design the First Five Minutes.

The first five minutes often determine the whole experience. For a child, those first minutes answer: Am
| safe? Am | wanted here? Will this be fun? Does anyone know my name? Do | belong? Create a
simple first-five plan with a warm greeting, clear check-in, friendly handoff, and an engaging activity
already ready.

3. Make Transitions Better.

Many ministries lose energy during transitions. Transitions are not throwaway moments — they are part
of the experience. Use music, countdowns, clear instructions, leader placement, and simple routines to
make transitions feel smooth.

4. End With a Moment Worth Remembering.

The end of the experience matters. What do kids walk away remembering? A phrase? A question? A
prayer? A challenge? A leader saying their name? Every week should have a clear takeaway — not
just "We survived another Sunday," but "This is what we want kids to remember."

QUICK ACTION

Choose one area this week — check-in, first-time guests, transitions, pickup, or room setup — and
improve one visible detail. Small details build trust.
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SECTION TWO — SELF-CHECK

Experience Magic Self-Check

Rate each statement from 1t0 5. 1 = Not true right now | 3 =Somewhattrue | 5 = Consistently
true

# Statement Score (1-5)

1  First-time families can easily find where to go.
Our check-in process feels warm, clear, and safe.
Kids are greeted personally when they arrive.

Rooms are ready before children enter.

2
3
4
5  Our environments communicate joy, safety, and preparation.
6  We have a plan for helping new children feel comfortable.

7  Transitions are smooth and intentional.

8  Volunteers know how to create a welcoming experience.

9 Kids leave with a clear takeaway each week.

10 Parents leave feeling confident about what happened in ministry.

What Your Score May Reveal

40-50 Your experience is likely thoughtful and consistent. Your next step is making it more
memorable and emotionally engaging.

25-39 Families are probably having a good experience, but there may be gaps in consistency or
clarity.

10-24 Your experience may feel confusing, chaotic, or overly dependent on certain people. Start

with first impressions and room readiness.

Reflection Questions

« What is one thing a first-time family might find confusing?

« What is one part of the morning that regularly feels chaotic?

« What do you want kids to feel when they walk into your ministry space?
+ What do you want parents to feel when they pick up their kids?
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SECTION THREE

Discipleship Magic

More Than a Lesson

Most children's ministries do not have a content problem. They have a pathway problem. They have
Bible stories, curriculum, activities, videos, crafts, and small group questions. But the bigger question is:

Where is all of it leading?

Discipleship is not simply teaching children Bible facts. Biblical literacy matters deeply, but the goal is
not just information. The goal is formation. We want children to know Jesus, love Scripture, trust God,
follow the Holy Spirit, belong to the church, and live their faith in everyday life.

Four Discipleship Shifts to Make This Month

1. Define What Spiritual Growth Looks Like for a Child.

What do you want a child to know, feel, practice, and become over time? A preschooler can know God
made them and loves them. An elementary child can learn to pray, worship, read Scripture, and make
wise choices. A preteen can begin owning their faith and serving others. When you define spiritual
growth, you can design ministry with the end in mind.

2. Move from Random Lessons to Repeated Anchors.

Kids need repetition. They need truths that show up again and again in age-appropriate ways: God
loves me. Jesus rescues me. The Bible is God's Word. | can talk to God. | can trust God when | am
afraid. The Holy Spirit helps me. Repetition is not boring when it is done creatively. It is how truth takes
root.

3. Equip Volunteers to Disciple, Not Just Manage.

Volunteers often think their job is crowd control. But the best volunteers understand they are spiritual
guides. They know how to ask good questions, listen to kids, pray with kids, celebrate spiritual steps,
and connect Bible truth to real life. Children remember leaders who made faith feel personal.

4. Partner With Parents Simply.

Parents do not need a 12-page theological summary every week. They need simple handles. Give
parents one clear thing: one question to ask, one verse to say, one prayer to pray, one conversation
starter in the car. Do not overwhelm parents. Equip them.

QUICK ACTION

Choose one repeated truth you want every child in your ministry to know deeply. Build it into your
next month of teaching, small groups, parent communication, and volunteer language.
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SECTION THREE — SELF-CHECK

Discipleship Magic Self-Check

Rate each statement from 1t0 5. 1 = Not true right now | 3 =Somewhattrue | 5 = Consistently
true

# Statement Score (1-5)

-—

We have a clear picture of what spiritual growth looks like at each age.
Our lessons connect to a bigger discipleship pathway.
Kids are learning core truths through repetition and creativity.

Volunteers understand they are disciplers, not just helpers.

2

3

4

5  Small group time helps kids process and respond.

6  We create space for prayer, questions, and spiritual conversations.
7  Parents receive simple tools to continue discipleship at home.

8  We celebrate spiritual milestones and next steps.

9 Kids are encouraged to live their faith during the week.

10  Our ministry is forming children, not just entertaining them.

What Your Score May Reveal

40-50 You likely have strong discipleship clarity. Your next step is strengthening parent partnership
and age-stage milestones.

25-39 You have discipleship happening, but it may need a clearer pathway or stronger volunteer
alignment.

10-24 Your ministry may be activity-rich but pathway-light. Start by defining what you want kids to

know and become.

Reflection Questions

« What spiritual truths do you want kids to remember ten years from now?
« Where is discipleship currently clear in your ministry?

« Where is it accidental?

« What is one way you could better equip parents this month?

The Kidmin Magic Field Guide | kidminmagic.com | Page 10



SECTION FOUR

Systems Magic

The Magic Behind the Magic

Systems are not the opposite of ministry. Systems make ministry sustainable.

A system is simply a repeatable way of doing something important. Check-in is a system. Volunteer
scheduling is a system. Room prep is a system. Guest follow-up is a system. When systems are
missing, leaders carry everything in their heads — and that works for a while, until the ministry grows,
the leader gets tired, or a key volunteer is gone.

Good systems feel like care. A good system says: We were expecting you. We are ready for your child.
We know what to do. We care about safety. We follow up because people matter. We improve because
the mission matters.

Four Systems Shifts to Make This Month

1. Write Down What Currently Lives in Your Head.

Start simple. Choose one recurring area of ministry and document the process. How do rooms get
prepared? How do new families get followed up with? How do volunteers know where to serve? If it
matters, it should not only live in one person's brain.

2. Create a Sunday Readiness Checklist.

A checklist is not unspiritual — it is stewardship. Your checklist might include: rooms clean, supplies
ready, check-in working, volunteer roster confirmed, first-time family materials prepared, safety
communication ready, lesson materials printed, leader huddle completed. A Sunday readiness checklist
helps your team show up prepared instead of scrambling.

3. Build a Follow-Up Rhythm.

Many churches are friendly on Sunday but forgetful on Monday. Create a simple rhythm: first-time
family attends, their information is recorded, they receive a warm follow-up message, a leader checks
in personally, they are invited back, their next visit is noticed. Follow-up turns attendance into
connection.

4. Review and Improve Regularly.

Healthy ministries do not just run — they reflect. After Sunday, ask: What worked? What felt confusing?
Where did volunteers struggle? What did families experience? What needs to change? Improvement
does not require a three-hour meeting. Sometimes it just requires ten honest minutes.

QUICK ACTION
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Create one checklist this week for a recurring ministry process. Use it for four weeks, improve it
each week, then give it to someone else to use. If someone else can run the process, you are
building a system.
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YOUR NEXT STEP

Your 30-Day Kidmin Magic Action
Plan

You do not have to fix everything at once. In fact, trying to fix everything at once usually guarantees
that nothing really changes. Start with one shift in each area.

Week 1: Volunteer Magic

Focus: Help volunteers feel more valued and clear.
Choose one action:

+ Send three specific appreciation texts.

» Rewrite one volunteer recruitment ask around vision.
 Create a first-serve checklist.

« Clarify one volunteer role description.

+ Schedule one short volunteer encouragement huddle.

Week 1 — Volunteer Magic
My action step:

Week 2: Experience Magic

Focus: Improve one part of the family or child experience.
Choose one action:

« Walk your ministry like a first-time family.

+ Improve signage or redesign the first five minutes.
* Prepare rooms earlier.

« Create a smoother transition plan.

+ Add one memorable closing moment.

Week 2 — Experience Magic
My action step:

Week 3: Discipleship Magic
Focus: Make spiritual formation clearer.
Choose one action:

- Define one key truth kids need to know.
+ Create one parent conversation question.
+ Train volunteers to ask better small group questions.
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« |dentify one age-stage discipleship goal.
» Add a prayer response moment to your service.

Week 3 — Discipleship Magic
My action step:

Week 4: Systems Magic

Focus: Make one important process repeatable.
Choose one action:

« Create a Sunday readiness checklist.

« Document your first-time guest follow-up process.
+ Build a volunteer scheduling rhythm.

« Clarify your supply request process.

- Start a weekly 10-minute ministry review.

Week 4 — Systems Magic

My action step:

Ready to Go Deeper?
Explore the full Kidmin Magic book series and start building a children's ministry

that is healthier, stronger, and more sustainable.

Healthy ministry is not magic. It is Kidmin Magic.

kidminmagic.com
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