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Gospel Kids 

 
Gospel kids is one of the most important ministries inside the church.  You are 

discipling the next generation of believers!  And, you are also discipling a bunch of kids 
that got invited by other kids that will eventually share with their parents.  What an 
impact our kids will have as we disciple them!  I worked with a pastor who would say 
that adults count as halves because their lives are half over, but kids count as wholes!  
This is a great perspective on the gospel kid’s ministry.   

One added bonus in the gospel kid’s ministry is that you not only are you 
discipling the next generation of believers (the kids), but you are also teaching people 
(mostly parents) how to disciple kids (the helpers, teachers, and coordinators).  What a 
tremendous privilege this is!   

Any church plant who wants to grow should emphasize a children’s ministry 
from day one of the core group meeting…before you ever start the church.  Existing 
churches who don’t focus on the quality of their kid’s ministry will ultimately start to see 
its numbers slip.  At the heart of any thriving church is an emphasis and focus on their 
kids. 

Besides the tremendous blessing and privilege of training your adults to be 
disciplers and watching the next generation be discipled, there are many other benefits 
for putting an emphasis on kid’s ministry.  Studies show that the most significant and 
reliable givers in a church are those who are married with kids.  When looking for a 
church to attend, these families specifically look for a church that has options for their 
children.  While I am not suggesting that the church sells itself to attract these ‘giving’ 
families, I am saying that you need to be aware of the multiple ramifications of having a 
kid’s ministry.  One church planter put off starting a kid’s ministry saying that they didn’t 
have any kids in their core group.  The church planter told me that as soon as they got 
some families that stick, they would start a kid’s ministry.  As they launched the church, 
lots of families with kids visited but never came back for fear that their kids would have 
to sit through the entirety of the church service again. The catch 22 is that he’ll never 
get any kids until they start a ministry.  The church planter and I began to devise a plan 
that enabled the church to be ready when kids showed up.  If there were no kids, the 
helpers and teachers could just attend their service, but if a kid or kids came, they had a 
plan in place that included suitable rooms, trained helpers and teachers, for infants 
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through 4th grade.  At the same time the church had been struggling financially and 
having a hard time getting traction in terms of numeric growth.  After a plan for adding 
a kid’s ministry was put in place, the church began to see visitors with kids stay, 
attendance increase, and their financial situation improved.  Don’t start a church 
without some strategic plan in place for the kids; the ramifications are huge.  It would 
not be an exaggeration to say that ‘as the children’s ministry in a church goes, so the 
church goes’.   

So, what is the strategic plan for gospel kids?  Even in a new church there is a lot 
of work that will go into having a children’s ministry.  Let’s look at the steps that need to 
be put in place for building a gospel kids ministry, and then how to use the GEM to get 
the whole church engaged in the life of the church.  There are several steps that need to 
be completed before actually diving into the GEM (STEPS 1-4), and then steps that are 
completed with the GEM (STEPS 5-8), and finally a last step which is evaluations (STEP 9.   
 
STEP 1:  Pray and Dream Together 
 The first step in developing any ministry is to spend time in prayer and asking the 
Lord for vision and direction.  While it might seem easy to just do what you have seen 
before, because of your demographic and culture, the work that God wants to do in 
your church may be entirely different than what has been done before.  You might 
gather a few people and spend a night, or even a few weeks, praying and asking the 
Lord to reveal what He wants for your ministry.  

Once you have prayed together, then start talking out loud about what you have 
heard and what he has brought to mind – he may have even given some people visions.  
Make sure you take time to dream big – think in terms of 3-5 years out…think about 
what you would do if you had plenty of resources and people.  When you dream about 
your ministry, you are not really thinking about what is possible right now, but rather 
what you want this ministry to look like as you develop it.  Although your dream will 
probably not be possible right away, it is a picture of what you are aiming for in the long 
haul.  So dream about what the Lord wants to do – hold nothing back!   
 Make sure that you are taking time to dream together as a team.  Pick the 
people who you think would be great leaders in this area of ministry, and ask them to 
pray and dream together.  As you share out loud about what you have heard, you’ll 
have a great picture of what God wants to do in your church.  Dream about the size of 
the ministry, dream about what you want to teach, dream about life-change, dream 
about people connecting with Jesus both as leaders and participants, dream about 
raising up trained and confident leadership, dream about how you will make this area of 
ministry fun and inspiring.  Let God give you His picture of what He thinks is possible for 
you to accomplish. 

Once you have dreamed, then you can start to figure out how to divide this 
dream into pieces that are possible for the season that you are in.  Make sure that you 
keep the main dream alive (you know where you are heading), but also make sure that 
your immediate steps are possible.   
 
STEP 2:  Build an Org Chart: 
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The second step is to build an org chart that will allow you to see (on paper) the 
leadership that will make this dream come to life.  This will include the classes you will 
offer, and how many helpers, teachers and coordinators you will need to get these 
classes going.  Your org chart should be much larger than you think you need, because 
ultimately you are not planning for today, but rather for a future version of the 
ministry1.  This org chart might look something like this: 

 
If you are just starting a church, your first thought is “that example is way too big for 
what we are doing!”  An organizational chart doesn’t just exist to organize the present, 
but rather it helps decide positions to be training for the future.  While one person 
might fill many positions on this org chart in the beginning, as the church grows you will 
know how to divide and conquer and be able to hand-over responsibilities based on the 
existing structure.  When we first started Redeemer, one person filled the position of 
coordinator for all kids from infants through grade 6.  She had 3 other people that 
helped her, two who oversaw and taught the K-3rd grade, and one 4th-6th grade teacher, 
in addition to the nursery workers she coordinated.  At that time we only offered kids 
ministry for infants through 6th grade, and kids from 7th grade on went to the service.  
Teachers found helpers who assisted in each of our three classrooms and they were 
eventually trained as teachers.  The idea is to get an org chart established so that you 
can see where you need people now and in the future, and what sort of training that 
you need to provide both now and in the future.  Notice how the org chart follows the 
GEM model.  Here’s another way to look at it:   
 
 Notice that we put numbers by the positions in the org chart.  This number 
signifies how many of those specific positions we think we need to fill.  If the org chart 
says “3 Nursery Helpers”, then we see the need for three helpers in our nursery 
alongside side the nursery leader.  As you fill these positions, it’s a great idea to have 
two numbers:  the number of people you need and the number of people who are 

                                                        
1 Maybe part of your dream was décor and crafts.  If this is the case, add a section to your org chart for people who 
will be responsible for these specific areas.  Why not try and recruit people who want to spend time working on décor 
and crafts rather than just people who want to work with kids?  Won’t it actually encourage teachers and helpers to 
sign up if they see the amazing décor and crafts?   

Gospel Kids Coordinator
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signed up for work.  The idea is that your org chart is a quick reference point for 
coordinators to know open positions that need to be filled.   
 An org chart also helps others see the structure of the ministry in more detail 
than the GEM.  It 
helps people see 
the needs in the 
ministry (something 
they may never 
have been aware 
of), and how to get 
to the next level.  
Most people do not 
look at an org chart 
and understand it 
innately, therefore 
you must spend time explaining it.  I would recommend that you include the org charts 
during your training sessions for teachers and coordinators.   
 
STEP 3:  Job Descriptions 
 Once you have decided on the specifics of your org chart, the next step is to 
build job descriptions that detail what that job entails.   If you’ve ever worked on job 
descriptions before, you already know that this is one of the most boring and tedious 
jobs in the world.  I would urge you to make this job fun by limiting your job descriptions 
to no more than one page (no one will read more than one page anyway), and by 
building a template which you can build every job description from2.  Having a template 
helps in your thought patterns, but it also helps keep your ministry uniform.  I would 
suggest that a template be set for the entirety of the GEM, and not just in one ministry 
area.  The job description should include the following:   

• Title of the position (we list these as “Opportunity”) 
• Summary of the position 
• Time requirements 
• Who the position reports to 
• Who reports to the this position (if applicable) 
• Responsibilities and Authority 
• Prerequisites 
• Training 

 
 
Here is an example job description: 
 

                                                        
2 One job description template should be used across all ministries, not just within gospel kids.  Changing 
templates means more training.  Keep it simple! 
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You might be tempted to think that certain positions on your org chart are so easy to do 
that they do not need a job description; this is especially true in Service Teams.  
Remember that you are not writing this job description for yourself, but rather for the 
person who has never done this job before.  The job description is for the purpose of 
clearly explaining the specifics to anyone who wants to be involved.  Although a tedious 
task, you will find that doing this ‘behind the scenes’ work will pay great dividends in the 
next steps.  If writing job descriptions is not your areas of expertise, you might have an 
evening in which you invite a few friends to help you put these job descriptions 
together.   Remember that job descriptions can be edited, so your first efforts will not 
be your last.  Keep a great filing system for easy editing access3. 
 
STEP 4:  Develop Training  
 At this point in the process, you have still not invited anyone to serve in the 
gospel kids; you are still working behind the scenes.  As you think about inviting people 

                                                        
3 If multiple people are involved, use “Dropbox” or other cloud services.  The worst scenario for working 
as a team is that the team shares your computer.  The second worst scenario is that you try and use email 
as editing tool.  Like a software company, add something like v1.0 or v1.2 when you make major revisions.  
This will help you keep organized and know which version is your most recent.   

Redeemer, Gospel Kids. 
Job Description for Nursery Classroom Helper 

 
Opportunity:  Nursery Classroom Helper 
 
Summary:  Nursery Classroom Helpers help care for babies and prepare the classroom 
environment for each Sunday. Because they are so loved by Jesus, they are able to love 
the kids and other volunteers well. 
 
Time Requirements:  2 hours on Sunday and training as necessary. 
 
This position reports to:  Nursery Classroom Leaders 
 
Responsibilities and Authority: 

• Constantly on the lookout for future potential volunteers for GK 
• Teach kids the Gospel through various activities   
• Help with various activities in the classroom 
• Communicate regularly with Classroom Leader and Coordinators 
• Receive training from GK Director and the Redeemer Staff  
• Give weekly feedback to Classroom Leaders and Coordinators about classes 

and classrooms 
 
Pre-requisites:   

• A follower of Jesus and a faithful servant-leader in their own home 
• Redeemer is your home church; this means you regularly attend, give, and 

serve here 
• Need to like babies! 
• Fill out application to serve in gospel kids.   
• Pass background check through Department of Justice. 
• Be at least 13 years of age. 
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to serve, you now need to offer training for the job descriptions that you put together.  
Although you might train multiple job descriptions in one training session, remember 
that each job has certain nuances that need to be thought through.   A well developed 
training will include the following four elements: 
 
1. An explanation of the end goal of the training 
 

What are the results that you want from this training?  If I train people correctly, 
what is it that I am hoping that they will do?  Remember that others cannot see the 
vision that you have in your head.  How can you articulate the ‘end goal’ you have in 
your mind so that others can see the purpose of this training?  You might say “at the 
end of this training, I would like you to be able to…”, or “after our training today, the 
classrooms that you are learning to help in will function like this…, and look like this…”.  
You’ll be surprised how quickly people will catch onto to the concepts that you are 
teaching if you lay out the end goal ahead of time. 

Laying out the end goal is also useful in helping you develop training. How many 
times have you been to a training time where the teacher almost seems to be teaching 
by jogging his own memory;  “oh, and another thing…”.  Knowing your end goal will help 
you know what is essential to your training time and what can be neglected for the sake 
of memory and brevity.  If you make your training sessions brief, to the point, and 
purposeful, the people that you are working with will not find fifty ways to avoid them.  

The ultimate goal of serving is to build purposeful relationships that we can then 
in turn use to remind each other of God’s love.  What a waste it would be if someone 
came and served in gospel kids, did a great job in keeping the kids safe, taught, and 
entertained, but then missed the love of God for them.  As you talk about the end goal 
of your training, make sure to include the fact that serving is a great way to build 
community and purposeful relationships.  It is great to be able to admit the fact up front 
that not everything is going to go as planned, and that there will be tension that is 
created as we work together.  However, in these moments, there is great opportunity to 
speak the gospel into one-another’s lives.  Like bones support the muscle and tissues 
that carry our blood, so the structure of gospel kids enables people to be connected so 
that we can see the life-blood of the gospel make its way into each of our hearts.  This is 
the true end goal of the training so don’t skip it.  
 
2. The how to of the job 
 

The how to of training is for the practical tasks included in the job.  The people 
you are training need to walk away understanding not only the expectations and tasks 
but how to do them.   There is no doubt that you have a certain methodology in mind 
when you think about a task that needs to be accomplished.  If you do not develop 
training for this methodology, be prepared to accept any methodology possible, even 
ones you do not agree with because people will apply their own if you do not supply it 
for them.  Since this methodology may already be inside your head, make sure that you 
lay out each individual step, and then do you training based upon it.   
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The ‘how to’ of training should start with you thinking through all the various 
parts of what you want to have happen in your classes from the time the 
teachers/helpers arrive to the time they leave.  Write down each of these parts and 
then begin to work on a training document.  Remember that this includes much more 
than teaching the teacher how to teach.  When I think of a great gospel kids class, I think 
that the first characteristic that I want parents to see is a clean, organized classroom, 
with the teacher standing at the door of the classroom welcoming me and my kids as we 
sign into the class.  Without training, this expectation is not going to happen 

Training includes the expectations of work that are to be done inside and outside 
the classroom.  Although people serving in gospel kids might serve for one service on a 
Sunday morning, make sure your training is inclusive of everything you are expecting.  
For example, if you expect your helpers and teachers to be in their classes 30 minutes 
before the students arrive, you might have to help them remember that being on time 
on Sunday means planning your morning Saturday night.  If your household is anything 
like mine, then you know that unless you have clothes laid out, a scheduled time to 
leave set, and the coffee pot on auto, then most likely we’ll be five to ten minutes late.  
On top of this, knowing that we are late often translates into tension in the car.  It’s that 
age old story of fighting all the way to church and getting out of the car with a pleasant 
smile and warm greeting for those around you.  Just helping your people think through 
their schedule and plan for attacking Sunday morning can have huge dividends in your 
classroom and in their personal lives.   

 
3. How to get to the next level 
 

In every training session, you should address the next step on the GEM.  If you 
are training helpers, take time to tell them about the next step, teaching.  You might 
include the expectations, pre-requisites, and time commitment.  Although not everyone 
who is a helper will become teachers, the few who will take that next step have just 
learned how to do so.  Make sure you include the next steps that a person should take if 
they are interested in going to the next level.   
 
4. How can I live on mission inside and outside the church with this training 
 

The training you are doing has ramifications for building the kingdom that goes 
beyond the church.  The skills that people have as a result of what you have just taught 
can be used in their homes, neighborhoods, communities, and beyond!  Isn’t it 
wonderful to think that one training could have so many potential practical uses?  In 
order to make this a reality, you’ll have to help people connect the dots.  

In Engage the Church, we spent a lot of time learning about living on mission 
inside and outside the church.  We learned that mission includes working in all parts of 
our community for the purpose of building purposeful relationships.  Remember, just 
like church, the end goal of knowing how to work in a class is for building relationships 
with people whom you can hear from and speak to the life giving words of the love of 
God.  In the same way that this is our goal inside the church, this is also our goal outside 
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the church.  How can we help local non-profits, schools, clubs, and community groups, 
with the skills that we have learned? How can we build purposeful relationships with 
people so that they can hear that they are loved by God?  The training you have just 
given is a key that will open the door to many opportunities for building purposeful 
relationships.  Here are a few ideas that you can use in your training:   

 
Position Internal Mission External Mission Non-Profit Mission 
Helper • Help in a class 

• Help in a VBS 
• Teach other helpers 

how to help 
• Encourage parents 
• Encourage teachers 

and coordinators 

• Set up play times with 
kids in the 
neighborhood 

• Help in a neighborhood 
school 

• Encourage parents in 
the neighborhood 

• Encourage teachers 
and school 
administrators 

• Work at a local fitness 
club or gym with kids 

• Help with children 
while parents attend a 
life-skills class 

• Mentoring and 
Tutoring kids 

Teacher • Teach a class 
• Teach in VBS 
• Teach other teachers 

in training 
•  

• Teach a ‘back yard 
Bible Club’ or ‘VBS’ in 
your neighborhood 

• Help in a neighborhood 
school 

• Work in a private 
school or in after 
school programs 

• Teach classes for 
children  

• Mentoring and 
Tutoring kids 

Coordinator • Set up organizational 
structure for Gospel 
Kids 

• Maintain 
organizational 
structure for Gospel 
Kids 

• Train teachers and 
helpers 

• Help friends organize 
back yard clubs or vbs 
in their neighborhoods 

• Help teachers/admins 
at a neighborhood 
school 

• Run for a position on 
the local school board 

• Set up organizational 
structure for kids 
programs 

• Maintain 
organizational 
structure for kids 
programs 

• Train teachers and 
helpers 

  
All this organizational structure and training is wasted unless we are building purposeful 
relationships inside and outside the church.  It is exciting to think that the Holy Spirit has 
gone before us preparing people’s hearts to hear God’s love, and even to speak God’s 
love back into our hearts.  In our compartmentalized world of work, sports, family, 
church and automatic garage doors that keep us all separated, to see our training as the 
keys to opening the doors for purposeful relationships is helpful for disciples who know 
they are called to go and make disciples.   

You might use a team of people to develop training for each position.  We have 
always found that professionals, like teachers and school administrators are invaluable.  
This is because they have been trained to think through so many scenarios, that they 
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offer incredibly helpful and time-saving suggestions.  It is also helpful to call other 
churches to find out what their training programs are like and adapt it to your situation.   
 
Practical thoughts on training: 
 
 If you want your training to be successful, there are some easy planning items 
that you might consider. 
 First, provide childcare, food, and drinks.  Recognize that people are giving up 
time for training, so make it as convenient as possible for them.  We do most of our 
training on Sundays directly after the service and we provide lunch and childcare each 
time. 
 Second, training is never a one-time activity.  Although you might have an 
intensive training once or twice a year, you can also do VIP trainings throughout the 
year if you plan well.  I introduced the concept of VIP trainings in Engage the Church.  
The idea is to share Vision, Instruction, and Pray, all in about 10 minutes.  You might do 
them VIP times at the beginning of each month or at the start of every new rotation of 
helpers and teachers.  VIP times can actually be more useful to ministry teams due to 
the fact that many people find it hard to attend longer training sessions and have an 
even harder time remembering what was taught.  In VIP times you can reiterate the 
vision, give short but useful instructions, and pray for the team.  Think of all the other 
creative ways that you can train:  books, emails, podcasts, blogs, videos.  Don’t inundate 
your people, but by providing a variety in your training you will actually help people feel 
connected and cared for.    

In his book, “Death by Meeting”, Patrick Lencioni actually ironically suggests that 
we should be having more meetings, not less.  His point is that most meetings are 
boring, long, have too many objectives, and hardly end up with solid action steps.  
Lencioni says that meetings end up being a waste of time when we try to cram 
everything into one meeting instead of dividing up our end goals into multiple meetings.  
This is where using multiple platforms (intensives, VIP, and social media) might be 
helpful to you.  Orientations might be done through intensives, but continuous training 
can be done through VIP times.  Think about how much training you could accomplish if 
you met with your team every week for 10 minutes before classes started to share 
vision, give instruction, and pray.   
 Third, training needs to be multi-tasked.  Training needs to extend beyond that 
of the classroom lecture. People need to be told what to do, see someone do it, do it 
with someone, have someone watch them, and then they are finally ready to do it 
themselves.  One of my first jobs as a teenager was working at Taco Bell.  In those days 
the training that I received was watching a video of ‘how to’ and then told to go do the 
job.  I still remember how on the first day I watched a video on how to make beans (yes, 
these were the days when each Taco Bell made their beans from scratch) and was then 
instructed to go do it.  I stood there in a daze for a few seconds, and then thankfully my 
friend Oscar told the manager that he would help me out.  Without Oscar, I don’t think 
those beans would ever have been made!  It is not enough to simply tell someone the 
‘how to’ but rather it also needs to be modeled.   While this is really difficult at first 
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(because you are the one who is modeling it), as the model is established well, you can 
assign those you have trained to be models for others.  We want a system that we can 
rely on, not people doing it their own way.   When setting up your training system, think 
about the following steps and how you might incorporate them into the training. 
 

• Tell me what to do  
• Let me watch you do it  
• Let me do it with you  
• You watch me do it 
• I do it by myself 

 
 

Training at Each Level of the GEM: 
 
 Make sure that you provide specific training for each level on the GEM.  While 
you want to start out with Orientation Training for the process of going from the START 
to help in a class, you also want to provide separate training for the next two steps 
(teach in a class and coordinate).  The more specific the training, the more confidence 
you will build in your team.  While a helper might not think that they could ever teach, if 
you provide the correct training they will begin to realize teaching is a possibility.  
Training that gives specific instruction brings security.   

At first, you can do a large training for each level of the GEM, but as your church 
grows, you will want to divide your training up into the areas of your org chart.  You 
might do three different Orientation Trainings, one for infants through 4 year old’s, one 
for Kindergarten through 3rd grade, and another for 4th-6th grade.    Training that is 
divided into age groups can focus on the specific needs of that group.  
  

Developing training will take time, but it will pay great dividends as your church 
begins to grow.  Many churches grow to a certain point (say 150 people) and plateau 
until they realize that their growth has been limited by the fact that they have not really 
set up an organizational system or trained anyone.  Sometimes churches that don’t 
recognize this problem can thwart growth for years;  they say they want to grow and to 
see people come to know Jesus, but the work that they are doing behind the scenes 
doesn’t match up with this mission.  This was certainly the story at Redeemer…seven 
years of relying on the people who came to us discipled/trained by other churches to do 
the work at Redeemer.  I can’t tell you that setting up an org chart, writing job 
descriptions, or developing training is easy work, but I can tell you it is profitable work 
for your ministry:  it will pay huge dividends both in your ministry and wherever God 
calls your people over their lifetime. 
 
USING THE GEM 

Now that you have done the behind the scenes work, you are now ready to start 
working with the GEM.  Keep in mind that the GEM has two penultimate purposes:  
First, it serves to show people how to get connected into the church.  Second, it serves 
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to help you (as the leader) know how to get people connected and onto the next level.   
The ultimate purpose is building purposeful relationships inside and outside the church.  

Gospel Kids is one of the greatest ministries in the church for building purposeful 
relationships because most people recognize the needs in this ministry and want to be 
involved.  Furthermore, there are typically multiple adults in classrooms, and therefore 
there are multiple opportunities for friendship.  Serving in Gospel Kids is a great way to 
build purposeful relationships while discipling our children. 
 
STEP 5:  Get People involved Using the GEM  (Attract) 
 The first goal in building purposeful relationships through Gospel Kids is to get 
people involved.  How can we get people who have just joined the church (been a part 
for six months or less) to start thinking about serving in gospel kids?  How can we get 
them from the START to helping in a class and beyond? 
 As discussed in Engage the Church, one of the main reasons that people do not 
get involved is because they do not know what they are signing up for.  What do we 
mean by “helping in a class”?   Therefore, to get people involved, you must spend time 
clearly articulating what is expected for each position on the GEM for Gospel Kids.  You 
can do this task by answering the following five questions: 

• What you are asking the person to do 
• What their commitment will be 
• The prerequisites (if any) 
• The training requirements 
• The next step(s) to take  

 
Here are examples that you can use for each segment: 
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Gospel Kids Team 
Help in a Class 

 
 
Helping in one of our awesome Gospel Kids classrooms is the first step in serving in the Gospel Kid’s Ministry.  
Gospel Kids is the Ministry at Redeemer in which we help our kids find their acceptance, purpose, security, 
value, and significance in Jesus alone.  This commitment includes minimal time, minimal prep, and lets you 
hang out with some great kids, all the while meeting lots of people at Redeemer.   
 
PRACTICALITIES: 
• Helping in a class begins with an application in which you will be given specific steps to help make sure we 

keep our kids safe and secure.  A Department of Justice background check is required. 
• Arrive 30 minutes early to pray with the GK team and help prep the classroom. 
• Help the teacher manage the classroom schedule and activities during your service time. 

 NEXT STEPS: 
• Pick up a Gospel Kids Application from the Information Counter. 
• Complete and turn in the Gospel Kid’s Packet to a GK Coordinator. 
• Attend a orientation training session 

 
Contact Info:  info@theredeemerchurch.com  
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Gospel Kids Team 
Teach a Class 

 
 
Teaching Children about Jesus is exciting at Redeemer!  As a teacher you will be teaching through a lesson for a 
month at a time.  All object lessons and craft items are provided for teachers each week.  The primary job of a 
teacher is to challenge, love, and care for the kids by teaching them the Gospel. 
 
 
PRACTICALITIES: 
• You will be asked to serve for one service a month at a time.  
• Read through and study the lesson the week before you teach.  All lessons will be sent to you through The 

City the Monday before you teach. You will need a couple hours or less to read and prep for teaching (less 
for younger ages, more for older ages). 

• You must have helped in a class prior to teaching in a class and have the recommendation the GK 
Coordinator and/or your community group leader.  

 
NEXT STEPS:  
• Communicate with a teacher, team leader, or GK Coordinator about your desire to teach 
• Attend a teacher training session. 
 
Contact Info:  info@theredeemerchurch.com  
 

Gospel Kids Team 
Team Leader or Coordinator 

 
 

Gk Team Leader 
As GK Team Leader you will be working with the Coordinator to attract, train, connect, develop, and schedule 
teachers and helpers in your specific age group.   
 
PRACTICALITIES:  
• Time commitment is approximately 3 hours each week outside of Sunday Services 
• Work with and oversee Teachers and Helpers in your specific age group 
• Help research curriculum  
• Attract, train, connect, develop and schedule teachers and helpers  

 
NEXT STEP:  
• Contact your Team Leader or GK Coordinator  
 
GK Coordinator:  
As GK Coordinator you will help oversee all aspects of the GK Ministry.  
 
PRACTICALITIES:  
• Work with and oversee GK Team Leaders 
• Research and order curriculum  
• Attract, train, connect, develop and schedule Team Leaders  
• Review and update all processes and procedures for GK 
 
NEXT STEP:  
• Contact your Team Leader or GK Coordinator  
 
Contact Info:  info@theredeemerchurch.com  
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 Once you have defined each position on the GEM for Gospel Kids, you can now 
invite people to be involved.  Since the GEM is divided up into 10 slices, it works to 
market one ministry from the front per month.  If your church is starting with fewer 
slices (church plants should start with three to five slices max), then this only increases 
the amount of time for promotion.   
 Attracting people to Gospel Kids should be well defined and strategic.  Most 
ministry leaders strategy is to announce it from the front and think they are done.  How 
could you purposefully develop a strategy that would work in conjunction with 
numerous ideas for getting people involved?  Here are some ideas for promoting Gospel 
Kids: 

• Sunday Service:   
o Announcement by Pastor or Gospel Kids Coordinator 
o Testimonies by Gospel Kids Teachers and Helpers 
o Bulletin Bullet, Slide (on screen), Insert flier in bulletin 
o Invitation by kids to visit classes 
o Table in Foyer/Narthex with information and invites to training. 
o GEM poster, with your info cards for each segment of your ministry on 

display.   
• Mid-week: 

o Email, letter, or postcard invite. 
o Phone Call 
o Facebook and/or Twitter campaign 

• Personal Invitation:  
o Existing Coordinators, Team Leaders, Teachers and Helpers invite people 

they know to serve alongside them to see if they’d like to join the team. 
 

Whatever your methodology for inviting people to join Gospel Kids, think about 
fitting it into the larger context of your work.  Kids typically start back to school around 
August/September, so a promotion during these months would work better than a 
promotion in June or July when parents and kids are on vacation.  Also, promotion over 
Christmas when our minds are in many other places presents major challenges.  
Therefore, you might think about promoting during the months of Aug/Sept and 
Jan/Feb.  Once you figure out your promotion months, put your training schedule 
together.  If you promote in January, set your orientation training for the first week of 
February, and follow up trainings thereafter.  After your orientation training has been 
completed, there would be an influx of people to add to your serving rotation.  
Therefore, this would make it a good time to ask if anyone needs a break to step out at 
this time.  If you are picking new curriculum, start it just after orientation training so 
that you can use that training session to train for this new curriculum.  Do you see how 
you could strategically put this together?   

Before you start your promotion, figure out exactly how many people you want 
to get involved, and what types of positions that you need to fill.  During one of our 
promotion months we figured that we needed to attract 26 adults.  We realized that our 
ministry was full of high school and college age servants, some of whom were leaving 
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for school during the following year.  Therefore, we specifically targeted adults to fill 
teacher and helper positions.  This was a great success, and we managed to attract 29 
new people into Gospel Kids.   

Personal invitation is by far the best methodology for getting people involved in 
your ministry.  The key in an ever growing church is to make sure that you are training 
your whole team to make invitations.  As the church grows, your ability to know or 
reach everyone is only limited to how much you include your team.   In Engage the 
Church, I introduced the concept of Pipeline as a way to help your whole team do the 
work of personal invitation.  The idea is to list each person already serving, circle those 
who are potentials for moving to the next level (ie to teacher), and then use a portion of 
your VIP time to invite others to serve.  It is important to help your team know the 
correct motivations for including others;  those are listed on the Pipeline.  Fill this 
document in before coming to your VIP time, then distribute it to your team asking if 
there is anyone else that we might add to the potentials list.  Here’s a picture of the 
pipeline for Gospel Kids: 

  
 

 
 
 Your pipeline can also double as your ministry sub list.  When someone is 
scheduled to teach and is sick, who do they call?  If you have a list of all available people 
handy, they can find their own sub. 
Remember that the GEM has two purposes in terms of attracting people. First, to get 
people from the “START” to involved in a specific area of ministry.  The second so that 
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you can disciple people, taking them to the next level.  As you think about promotion of 
your ministry and using the pipeline, don’t forget to keep both of these purposes in 
mind.  The hope is to help those who feel called and help them get into a team that will 
ultimately go and start another church.   
 
STEP 6:  Get People Trained Using the GEM  (Build) 
 Once you have attracted people, it is now time to put your training system 
(developed in step 3) to work.   Remember that training needs to include 
modeling/mentoring as well as teaching.  This is why the next step is so critical.  
 
STEP 7:  Get People Connected Using the GEM  (Connected) 
 New volunteers are very vulnerable.  When I was 10 my parents moved us from 
England to California.  As you can imagine, everything was new:  New friends, new town, 
new school, new styles, new language.  The first day of school was particularly scary for 
me;  I didn’t know anyone.  I remember my mom taking me, introducing me to Mr. 
Jackson, and then saying goodbye.  The kids in the class were great and I soon found 
myself surrounded by friends (the British accent helped a bit too).  Looking back on 
those years, I find myself thinking “Mr. Jackson was the best teacher I ever had”.  Now I 
don’t know if Mr. Jackson was the ‘best’ teacher, but I know that during a time that I felt 
incredibly vulnerable, Mr. Jackson showed an amazing amount of kindness to me.  I’ll 
never forget Mr. Jackson and to this day I call him one of my most influential teachers.  
When new volunteers serve in Gospel Kids, they are vulnerable.  For this reason, it is 
imperative for you (as the leader) to connect them with existing volunteers.   
 Don’t just ‘dump’ a new volunteer into a class, but rather assign another teacher 
or helper to be their mentor/chaperone for the first month.  You might ask the teacher 
or help to call this person or email them weekly, and to check in with them before, 
during and after class to see if they have any questions or need help with anything.   
 As established prior, the ultimate purpose for an organizational system like the 
GEM is build purposeful relationships.  It is important that you don’t just let someone 
accomplish a task, but rather that they get connected while they do the task.  At first 
this might seem like an awkward task, but the more it becomes common place, people 
will say that they would be glad to do for others what someone else did for them. 
 
STEP 8:  Get People to the Next Level Using the GEM.  (Developed) 
 Growth is innate to the GEM.  A person who gets connected on the first level is 
aware that there are other levels.  As leaders, we are aware that in order for the church 
to grow, we must help people get to those next levels.  And, if we are going to plant or 
replant churches, we know that we must develop fully functional teams that we can 
send out.  So how do you get someone to the next level in Gospel Kids? 
 Before you do anything else, pray.  Pray that God would lead people into your 
ministry that actually desire to get to the next level.  Pray that God would bring people 
that you could train.  Pray that God would give you eyes to see these people.  So many 
times I’ve gone with my own instincts and hunches and ended up with set-backs that 
cost me six months in training.  When I get ahead of God it is typically because I’m not 
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living in the gospel myself.  I forget that God provides, and I start trying to provide.  I 
forget that God calls and motivates people, and instead I try to play Holy Spirit.  Spend 
time praying that God would bring the right people at the right time. You’ll be very 
surprised with what God does. 

After you’ve spent time in prayer, begin to assess the people in your ministry 
already.  There are several types of people serving in your ministry.  There are those 
that you won’t need to ask to get to the next level, they are already working every angle 
to get there.  There are those that you know should be at the next level but they are not 
stepping up.  Also, there are those that are serving at a specific level and that is exactly 
where they need to stay.  Your role as a leader is to figure out who is who on your team 
and help them get to where they need to be.   
 After praying and assessing, don’t be afraid to challenge people who are either 
at the START and need to join, or that are on your team and need to move to the next 
level.  Often times we feel as if it is rude to encourage people to step up out of their 
comfort zones, but it doesn’t seem that God shares that opinion.  The important issue is 
to see God given potential and help someone achieve it.  It is amazing to me how many 
people I have challenged to get involved or to get the next level that have come back 
and thanked me for the great joy they have in their hearts because they took the next 
step.  Manipulation for the sake of filling positions is wrong and will be found out in no 
time at all;  seeing God given potential and encouraging people to step out in faith will 
bring joy. 
 So what are some specifics of getting people to the next level? 
 
Start to Helper (start to segment one) 
 
 Step 5 is the section on attracting people to Gospel Kids.  Remember that 
attracting people to Gospel Kids is not a once a year activity, but rather is year round.  
Make sure that you are using the Pipeline during your VIP training times at least once a 
month to ask your team if there are any potential people we could add to Gospel Kids. 
 
From Helper to Teacher (segment one to segment two) 
 
 Once a person is serving as a helper, you can then ask them to take the next step 
to teacher.  Not everyone has the ability or gifting to be a teacher, and not everyone has 
the ability to teach specific age groups.  Although I preach often, I would not be your 
choice person to teach in the Kindergarten class.  I would probably bore the kids to 
death with some discussion on justification that would go completely over their heads.  
As you pray and assess, think about which helpers are showing the characteristic of 
interacting with the kids at their level.  Which helpers play with the kids?  Which helpers 
converse with the kids?  Which helpers do the kids like to interact with?  Once you have 
determined who those helpers are, then start to ask them if they’d be interested in 
teaching.  It is likely that 25% of those you ask will say yes, 25% will say no, and 50% will 
say maybe.  Invite those in the yes and maybe group to attend the teacher training 
without any commitment to teach.  The idea is not to ‘bait and switch’ them, but rather 
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to build confidence through training and encouragement.  As they enter into training, 
make sure you listen for their fears and self-assessed shortcomings.  Teach into these 
fears and shortcomings, but also remember that speaking the gospel is as important as 
any instruction that you’ll be giving.  Often times we think that training is the answer 
when in fact people are quite competent on a mental level, yet it is their heart that 
holds them back.  To encourage with the fact that we are loved by God is an amazing 
fear breaking tactic, and one that can only be claimed by those who know Christ.   
 Once they have received training, some will be ready to teach, some will know 
that this is not their gifting, while others will still be on the edge.  Take those who are 
ready and pair them up with an existing teacher for mentoring until they are ready to 
take a class by themselves.  This could take one week or a whole year.  Make sure that 
the mentor teacher knows that they are free to speak into the life of ‘teacher in 
training’, and that any suggestions and encouragement would be very helpful.  For those 
who are still deciding, ask them to teach once, making sure to encourage them.  At this 
fragile stage, encouragement is a must.  It is important to give opportunity to these 
teachers.  Put them on the sub list, have them pinch hit when another teacher is sick, 
but do everything you can to keep them involved while you help build their ability and 
their confidence. 
 
From Teacher to Coordinator (segment two to segment three) 
 
 The coordinator is the person who sees the big picture of the ministry.  This 
person understands the organizational structure of Gospel Kids, and knows how to 
respond when things are not going as planned.  Coordinators can also coach teachers 
and helpers, encouraging them in their roles with the kids.   
 Some teachers have such a good grip on what they are doing, that you know that 
in a pinch, you could ask them to do just about anything and they would help you.  This 
is a good sign that this person might be a great coordinator.  When you recognize 
people like this, ask them to become one of your team leaders by going through the 
training you have set up for this position.  Once they have learned how to coordinate in 
one age group, ask them if they would be interested in going from Team Leader to 
Coordinator.  Once again, training and encouragement is the key. 
 
Don’t wait until there is a need to take people to the next level 
 One of the biggest mistakes in any organization is to wait to attract and train 
until there is an opening.  In other words, we don’t start looking for teachers until our 
existing teachers tell us they need a break, starting today.  We have all been there.  In 
short, we don’t attract and train until we are in the middle of a problem.  Why is this?  
We know that God said he will build his church, we know that we are called to make 
disciples, and we also know that people who are currently serving will need a break.  We 
must anticipate the need. 
 No matter what your current need is, your role in the church (more specifically in 
Gospel Kids) is to get the whole church involved in the life of the church.  Imagine the 
day when a teacher can say “I need a break”, and you can reply “no problem” without 
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grimacing or immediately panicking.  This day is possible when you don’t wait to take 
people to the next level, but pray, assess, train and develop people constantly.   
 One of the great push-backs I receive on constant training is “if I train more 
people, what are the people who are currently in those positions going to do?”.  The 
verse that comes to mind when I hear this is Matthew 9:37 where Jesus tells the 
disciples that “the harvest is plentiful, but the workers are few”.  The very next verse 
Jesus tells them “therefore pray earnestly to the Lord of the harvest to send out 
laborers into his harvest”.  The earthly argument might be what comes first, the workers 
or the harvest?  Jesus says that the harvest is there, but ours is to pray that God would 
send out laborers.  Don’t worry about the harvest…it is plentiful!  There will be plenty to 
do.  Let’s spend our time praying, raising people up, and God will make it very clear how 
he wants to use people as disciples that make disciples.    
 
STEP 9:  Evaluate Constantly 
 The term evaluate refers to assessment or measurement.  So in order to 
evaluate, you have to know what you are assessing or measuring.  In reference to 
Gospel Kids, we want to assess and measure if our efforts in using the GEM are actually 
working.  We want to look at our results and evaluate whether or not our systems need 
to change. 
 One of the easiest evaluation tools is your org chart.  If you built an org chart and 
placed numbers on each position, you can evaluate STEP 5 (Get people involved) and 
STEP 8 (Get people to the next level) by updating your numbers.  The evaluation is not 
“is every position full” but rather “are we making progress?”.  If you are not seeing 
progress in having people join Gospel Kids, then you need to revise the way you are 
doing STEP 5.  If you are not seeing people progress to the next levels of the GEM, then 
you need to revise the way you are doing STEP 8.   In our office, the org chart for Gospel 
Kids along with the numbers of people involved and open positions are posted on the 
wall.  This serves as a constant evaluation tool for us to either celebrate how we are 
doing STEPS 6 and 8, or as a sign that we need to revise our efforts.  Here’s some 
questions that might help in evaluation using the org chart: 

• Do people in our church know what positions we are in need of filling? 
• Have we made progress in filling the positions in the last month? 
• Does our “Pipeline” have the same names in the same sections as they did at the 

end of our last rotation? 
• Are we able to confidently fill positions when people need a break? 

 
The answer to these questions will most likely give you another set of questions.  
Answering those questions will result in making revisions to the efforts you have made 
in STEPS 5 and 8 to help you continue to move forward. 
 Outside of the org chart, another easy evaluation tool is a simple survey.  Once, 
during each rotation, you might ask your teachers, helpers, teams leaders and 
coordinators to fill out a short survey to help you evaluate the training they have 
received and the connectedness they feel.  This survey will help you evaluate STEPS 3, 4, 
6, and 7.  Here’s a sample of a survey that you might use: 
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When you receive the results of the survey, this will help you evaluate what needs to 
change in the training and the way in which people feel connected in Gospel Kids.  The 
survey is not conclusive evidence that something needs to change, but it is a great 
starting point for discussion. 
 Both these tools are great for creating a way to evaluate what you are doing.  
You might also consider doing a meeting for your key leaders to get their evaluation.  
There are several methods by which we can evaluate, and each method comes with its 
own built in biases.  Whatever you do, don’t see evaluation as an attack, but rather that 
somebody is taking the time to help the ministry improve.  There is no ministry that is 
done growing and changing, just like there is no perfect iPhone.  It is great that Apple 
constantly fixes bugs, provides updates, gives new software, and replaces outdated 

Redeemer 
Gospel Kids Survey 

 
Name:_________________________________________________ 
Date:__________________________________________________ 
Position:  Helper    Teacher   Team Leader   Coordinator  (circle one) 
Age Group you are working with:____________________________ 
 

Answer the following using the scale: 
1 Strongly Disagree, 2 disagree, 3 neutral, 4 agree, 5 strongly agree. 

 
1.  I understand my role and my duties in GK 1 2 3 4 5 
2.  The training I received for my role in GK’s enabled me to do my job well. 1 2 3 4 5 
3.  I felt a part of the team. 1 2 3 4 5 
4.  I got to know other GK workers by serving 1 2 3 4 5 
5.  I understand how to get to the next level in serving 1 2 3 4 5 
6.  We used the ‘pipeline’ to help get others on the team  1 2 3 4 5 
7.  I feel like I could take a break from serving if I needed to.   1 2 3 4 5 
I suggest that… 
 
 
 
 
 
 

 

Comments: 
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hardware.  Imagine if Apple produced their first iPhone and then just spent the next 
twenty years defending it instead of improving it.  Seems obvious when we are pointing 
at a piece of hardware like a phone, but in essence all ministry is a piece of hardware 
that helps us build purposeful relationship; why wouldn’t we want to improve it in every 
way we can?   
 
 

Now that you have a basic understanding of each step you might be feeling 
overwhelmed. As you look at what needs to be done, remember the way to eat an 
elephant is always one bite at a time.  With everything else to do, it might seem difficult 
to spend this much time working on this one ministry.  It helps to focus on just one step 
at a time. 

There is a lot of work to do if you are going to have a thriving Gospel Kids 
Ministry at your church.  Remember what we said at the beginning though, the 
ramifications for having a thriving Gospel Kids Ministry are huge.  Let the impact that 
your work will have in the church motivate you to do this work well.   
 
 


