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Chapter Three 
 

 
 

There's a Place for You: 
A Systemic Approach 

 
Bay Leaf Baptist Church 
Raleigh, North Carolina 

 

It’s hard to be a spectator at Bay Leaf Baptist Church in 
Raleigh, North Carolina. Even if you’ve been at the church for 
only a few weeks, someone is likely to approach you to see if 
you’d assist with a ministry assignment. Oh, you wouldn’t 
immediately be thrust into a major activity, such as teaching your 
own Sunday school class, but you would be invited to be part of a 
ministry team to serve within their fellowship. 

Bay Leaf’s congregation-wide, decentralized approach to 
inviting volunteers to minister is a significant factor in the high 
energy level of this growing congregation. Pastor Will Gatling, 
minister of education, tells us more about the Bay Leaf story. 
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Everbody's Doing Something 
+ + + + + + + 

Not everybody can teach, but everybody can serve in some 
capacity. When I meet a person who suggests that they can’t do a 
particular thing in the church, I view it as my responsibility to 
help them see other possibilities. If they say “I can’t do this” or 
“I’m not willing to do that,” I keep offering options. I ask, “What 
about this?” or “What about that?” 

Our church divides work among many committees. 
Sometimes a committee gets so large that it becomes 
unmanageable. When that happens, we have people who are just 
wasting their time. Part of my responsibility is to subdivide work, 
which means I actually develop more volunteer positions in order 
to provide meaningful service opportunities so that everyone can 
serve somewhere. All Christians need to serve in some ministry. 
Their ministry has to be something that they can feel good about 
and be successful at doing. 

We have a system for inviting people to volunteer. It’s not put 
down on paper per se, but we have a general attitude. Throughout 
the year, but specifically in the springtime, our pastor preaches 
about our conviction that everyone should serve in some volunteer 
capacity. That may be as simple as serving on a committee or 
taking the offering. It may be teaching a Bible study class or 
serving as a deacon. But we emphasize that having everyone 
involved somewhere is important to us. 

That same philosophy is woven through the teaching that 
takes place in our new member class. This is a four-week class 
conducted every three months for anyone who comes into our 
congregation seeking membership. It is held during the Sunday 
school hour, which is a convenient time for people to attend. It 
gives prospective members a chance to become acquainted with 
us as a church and as Southern Baptists, and also offers them 

opportunities for service. They are exposed to the many ways in 
which they can become involved. They also learn that all 
members are expected to actively serve. 

A general rule in Southern Baptist life is that you have to be a 
church member for about a year before you can have a ministry 
responsibility. At Bay Leaf, we don’t subscribe to that. Basically, 
if people have been in the church for three or four months, we can 
put them to work. They must go through an interview with me 
first to provide a little bit of background about themselves. 
Nonmembers are also allowed to sing in choir and serve on some 
committees; for example, they can serve on our Fall Festival 
committee, which is our alternative to Halloween, or work in a 
non-teaching position in Vacation Bible School. 

We are careful, however, not to place newcomers into solo 
teaching situations. All of our children’s classes—preschool, 
children, and youth—utilize team teaching. Adult classes are led 
by couples. While I don’t give new members who’ve been here 
only thirty days their own Sunday school class, I allow those who 
want to serve to assist in an area where there is a team already in 
place. I don’t give people a full-time teaching position 
immediately because they need time to become acclimated to our 
congregation. However, if they volunteer, we allow them to come 
into our church and begin serving almost immediately. We have 
found that an open door to service is the best way to involve the 
whole church in ministry. 

Filling Our Volunteer Positions 
+ + + + + + + 

We enlist people in a couple of different ways. One way is 
through our nominating committee, which is made up of lay 
people who have the responsibility of filling the volunteer 
positions in our church. It’s ultimately their responsibility, but I 
serve as the staff liaison with them. 
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The nominating committee has an intense period of work 
from March through July with the purpose of enlisting people for 
the fall. The rest of the year, they are “on call” with me because 
we start new Sunday school classes all year long and have 
volunteer positions to fill. When we have new people who want to 
work in a particular area, I go back to that committee for their 
approval. 

We begin finding people through an annual survey of our 
congregation. We distribute a ministries survey for several weeks 
in our Sunday school classes and during the worship services. We 
prefer to print the information rather than merely announcing it 
from the pulpit because the survey gives people a chance to see 
the variety of ministry opportunities available in our church. 

The nominating committee collects the completed surveys. 
They begin the recruiting process by listing all of our program 
leaders, such as the women’s missionary director, men’s ministry 
director, Sunday school director, and so on. Next, they chip away 
at the ministry openings within those programs. Week by week, as 
we try to fill those needs, we go back to the nominating committee 
for coordination purposes. This enables us to manage our 
recruitment efforts not only within my areas, but in the youth 
ministry, music ministry, and other programs. 

We have found that people enjoy teaming for ministry. At 
Bay Leaf, we have about thirty-six committees, and I work with a 
large number of those committees. We have committees that work 
on projects that happen only once a year, such as the homecoming 
committee and Fall Festival committee. The Vacation Bible 
School committee works diligently for five months. After 
Vacation Bible School, they disband for the next seven months. 
We also have ongoing committees like the people who put flowers 
in our sanctuary, the personnel committee, and the stewardship 
committee. 

Our leaders are allowed to enlist their own workers. Say Mrs. 
Brown is working with the Fall Festival. She is a good friend of 

Mrs. Smith and would like to work with her, so I allow her to ask 
Mrs. Smith to serve on that committee. The drawback to this is 
that less active members can be overlooked. The nominating 
committee, which serves as our clearinghouse, helps us with 
balance. The committee’s responsibility is to keep focusing on 
those surveys so they spread the responsibilities over the entire 
congregation. This way Mrs. Smith won’t be nominated to 
twenty-five tasks, while someone else is overlooked. 

As in many Southern Baptist churches, we need the support 
of the pastor for something to be successful. If we want any 
program to be staffed, we need the pastor’s support. Even though 
we usually don’t want to take time on Sunday mornings to talk 
about those ministries, sometimes a word during his sermon about 
the ministry is helpful. Or sometimes it involves a short note from 
the pastor in the newsletter. People want to hear that the senior 
pastor is for this. They don’t want to buy into it if he doesn’t. 

Working With a Point System 
+ + + + + + + 

Our church utilizes a point system as the framework for 
managing our volunteers. Every ministry position in the church is 
rated by points. Three-point positions meet every week and 
require the most amount of time, for instance, serving as a deacon, 
Sunday school teacher, or missions teacher. Two-point positions 
meet monthly or seasonally, like YBS, and will have an intense 
work period for four or five months. A team of fifteen men and 
women leads our Vacation Bible School. It’s a big program in our 
church, and each summer we impact about five hundred children 
through this ministry. The people who lead YBS are in the two-
point category because they work intensely in the springtime with 
training sessions and preparations. Activities that meet 
occasionally but require very little preparation are one-point 
positions. Serving on the flower committee or ushering team falls 
within this category. 
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Our goal is that no volunteer have more than seven points. 
Our purpose is twofold: first, we want to get more people serving 
and fewer people doing too many things; but more importantly, 
we prefer that people have only one teaching assignment. If 
someone teaches Sunday school, we don’t want them teaching 
Wednesday night missions too. There are some exceptions to this 
rule because we have Sunday school teachers who will teach a 
short-term discipleship training class on Sunday night for four or 
six weeks. On occasion, a person may teach twice, but that’s not 
routine for us. 

To illustrate how this point system works take, for example, 
Mrs. Smith. If she teaches Sunday school, she gets three points. If 
she serves on the hanging of the greens committee, that’s one 
more point. If she also serves in a women’s missionary circle, she 
gets three more points and is then maxed out. If she is well-
qualified, suited, and eager to do activity “A,” then we might need 
to say to her, “If you do ‘A,’ then we need to let someone else do 
‘C” (something she is currently doing). 

I serve in a congregation where some people just cannot say 
no. If I ask them to do something, they’ll do it They may not do 
everything well, but they agree to help because they don’t know 
how to say no. The point system enables us to help them manage 
their number of commitments. 

Electing the Candidates 
+ + + + + + + 

Our nominating committee begins its serious work around 
March 1. Our staff works with this six-member committee to 
secure our five major program directors. Once we’ve recruited 
those leaders, the directors start enlisting their lieutenants. That 
happens by the end of March. Next, these teams start enlisting 
workers. Last year we had about 95 percent of our workers 

enlisted by May 31. All of our new workers are ready to take over 
September 1. 

The nominating committee has several tiers or levels under 
which all of our programs are grouped. We systematically enlist 
people from level one first, then level two, and then level three. A 
person serving on a committee is usually in level four, five, or six. 
The people in leadership—lead teachers or directors, for 
instance—are farther up in the levels. We staff the positions by 
filling the heavier responsibilities first. 

The nominating committee has a complete printout of 
everybody who is on the church roll, irrespective of how long they 
have been attending. As they review and update that listing 
annually, they keep track of where people are serving. The 
process works this way: If I recruit someone to teach a class, the 
nominating committee approves that person, prepares a report, 
presents it to the church at our annual business meeting, and that 
person is elected to serve in that position for the next year. At the 
end of the committee’s work, a complete ballot listing all of the 
people being nominated to serve during the next year is printed 
and passed out to our church membership. The church members 
then have the opportunity to approve the nominations at our 
annual business meeting. 

Even though we hope that everybody in our church will serve 
in some position, with about 1,500 members and only 500 to 600 
volunteers, obviously not everybody is serving. However, we are 
close because out of the 1,500 members, we have around 1,000 
whom I would consider active members and 300 to 400 of them 
are children and youth. 

A number of other positions in the church are not elected at 
the business meeting. We have people who serve as Sunday 
school class presidents and officers, outreach leaders, prayer 
chairmen, and so on. The church does not elect them; they are just 
determined by the classes themselves. When we start 
incorporating those volunteers, we reach another group of people. 
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So I think we do have more than 80 percent of our adults actually 
serving. 

Here at Bay Leaf, we have a very mobile society It’s 
affluent—second homes are popular—so our attendance drops off 
in the summer. I have a lot of leadership that is away during the 
summer, but I also have a good reservoir of substitutes for Sunday 
school in particular. During the summer, our Sunday night, 
Wednesday night, and weekday programs are discontinued. Many 
people would say that we are a nine-month church—September 1 
through Memorial Day—because our programming in the summer 
is limited to Sunday morning. We have very little beyond that 
except for youth and single adult activities. We prefer to simply 
recognize that there are given seasons of ministry within our 
annual calendar, and we want to offer quality programs when they 
are running. 

While we say that Sunday night and Wednesday night 
activities are enlistments for a year, they are technically only for 
the school year, which helps with recruiting. They start September 
1 and end June 1. People are willing to make a weekly 
commitment that still allows them the freedom of being off for the 
summer. 

A Spiritual Endeavor 
+ + + + + + + 

I don’t think everybody is a born teacher. However, I do 
believe that most people can serve in a class setting if they have a 
heart for people, are teachable, and are willing to serve. We want 
volunteers to view teaching as a spiritual endeavor and to feel the 
Lord has called them to this. We want people who are open to 
being used by God. A particular individual may not be the best or 
most ideal teacher, but a teacher with limited skills and 
compassion for others will have more impact than someone who 
is simply an excellent presenter. I would rather have someone who 

truly loves our children than someone who is just good at teaching 
lessons. 

Prior to being placed on the church ballot for a teaching 
position, I will have personally talked with that person before he 
is voted on by the church. He will also be given a job description 
and some curriculum to review. We then give him time to look 
over the material and pray about the possibility, and then we are 
back in touch in about a week. 

Teachers need to know the particulars of the job. They need 
to know what is expected of them, how much training is required, 
and how many other meetings are involved. A Sunday school 
worker does not just come at 9:30 on Sunday morning and finish 
at 10:45. The job entails much more than an hour or two on 
Sundays. We have visitors at our church every week, and we 
expect our children’s Sunday school workers to follow up with 
visitors. We expect teachers to go to training opportunities, 
including departmental meetings. These team meetings are 
inspirational, motivational, and developmental. Teachers know 
that all of these expectations are part of the job because we give 
them a written job description. 

Currently we do not utilize a spiritual gifts inventory. My 
experience has been that as people move through those 
inventories, they either come out with “I’m a teacher” or “I’m not 
a teacher.” When they do that, someone may think, “My gift is not 
teaching, so therefore, I can’t ever stand in front of a group and do 
any type of presentation.” But if that individual has a heart of 
compassion, we can help that person develop some teaching skills. 

Because of the growth at Bay Leaf, we add new classes each 
year. Thus I am always looking for lead teachers. Our lead 
teachers usually come out of the worker category—those who are 
helping somebody else. Part of my role as a pastor is to look for 
ways to deepen people in ministry service. When I see someone 
helping with crafts in Vacation Bible School or something like 
that, I start thinking, “What else could she do? Would she work 
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well teaching the first grade, or maybe the third grade?” If I 
decide that she could work in another position, I’ll contact her. 
She may say, “Well, I’ve never taught before.” I tell her that the 
lack of experience is unimportant to me. If she is willing to try, I 
will help her become comfortable teaching. I will put her into 
places where she can substitute or team teach and build a little 
confidence without having the full responsibility. 

Success Is Good; Failure Is Okay 
+ + + + + + + 

In our church, it is all right to fail. It is okay for programs to 
fail. Everything can’t be successful. Nevertheless, I don’t want an 
individual in one of our programs to have a bad experience. Each 
of our volunteers should always feel encouraged. This is why we 
don’t just dump somebody into a ministry vacancy. 

I prefer to place people with others to minimize 
misplacement. For example, I might ask, ‘Would you assume the 
responsibility of serving on the hanging of the greens committee?” 
even though I may have several other people who are already on 
that committee. Since one person is not going to make or break a 
particular committee, she can try the service opportunity to check 
out her “fit” with that position. 

This approach is a little more risky when a volunteer is asked 
to serve in a missions class or Sunday school class where there are 
only two or three workers. Every person on that team is critical. 
But since we use lead teachers and assistant teachers in each class, 
we can still minimize the risk factor for new workers. 

I want people to be successful. I want them to feel good about 
what they are doing. I don’t want them to drop out. Yet I still have 
people who say, “I think the Lord is calling me to teach youth.” 
Then, after a few months, they realize that this is not what they 
want to do and are ready to get out of it. That’s okay with me. 

Someone’s ministry niche is frequently discovered by trying 
several areas. 

If a volunteer senses a need for redirection, I might say, “If 
this did not work, would you rather go down to the fourth grade or 
would you feel more comfortable with the college age group?” If 
the volunteer feels led to teach, I think it is part of my 
responsibility as minister of education to place him in a position 
where he can be a successful leader. 

Again, since we use a team-teaching approach, our volunteers 
feel more supported. It is less threatening because all of the 
responsibility does not fall on one individual. Responsibility is on 
the group. The team approach works especially well at our church 
because we are right outside the research triangle where 
companies such as IBM and Northern Telecom use teams as 
standard operating procedure. Since our members are used to 
working that way in business, they are comfortable with it in the 
church setting as well. One of the other benefits of the team 
approach is that having two or three workers in a department 
allows one of them to be away for a Sunday if necessary. 

Working Toward Balance 
+ + + + + + + 

We currently use one-year contracts only for more time-
consuming ministry assignments. Some short-term tasks, such as 
one-point committee assignments, are now on a three-year 
appointment. People serve for three years, thus we only need to 
elect a third of those committees every year. But three-point 
ministries, like teaching, are still appointed annually. 

Since our desire is to move people from pew sitters to 
servants, our leadership looks for a wide variety of ministry 
options for people. Our hospitality committee, for example, not 
only organizes social times for the congregation—cookies and 
punch-type things—but also provides coffee and donuts on the 
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first Sunday of every month, and organizes the annual Pig 
Pickin’—a dinner we have—a Valentine’s banquet, and a Sunday 
school breakfast in October. We also have several Sunday night 
fellowships scattered throughout the church calendar that they are 
responsible for organizing. 

Originally one committee covered all the social activities for 
the church. Now we have three subcommittees that oversee these 
events. The fellowship committee consists of about twenty-five 
volunteers, the first-Sunday coffee committee has eight 
volunteers, and the hospitality committee (a new subgroup using 
the old name) utilizes another twenty-five workers. Because we 
are moving toward more project-oriented committees, people are 
willing to give a limited amount of their time. They say, “I’ll work 
on that, but when it’s over, that’s it.” 

Our heart’s desire at Bay Leaf is to grow people into 
Christlikeness, and this requires all of the members of the body to 
“build up one another.” We try to distribute the ministry load of 
the church across the shoulders of the entire congregation. And by 
using our point system, we try to make sure that our volunteers 
have times when they come to church as participants. Volunteers 
give, but they must receive as well. We believe this provides a 
good balance. 

 
+ + + + + + + 

If there’s a word to describe Bay Leaf Baptist Church’s 
approach to recruitment, it is systemic. Bay Leaf has developed a 
system for volunteerism that permeates the entire congregation. 
Their multiple-committee structure is similar to high-efficiency 
work teams in the corporate world. Over three dozen task groups 
carry on the congregation’s ministry, and the invitations to 
volunteer are spread among these committees. 

Bay Leaf’s system for volunteerism encourages everyone to 
be involved, yet not overextended. Their decentralized approach 
reaches deep into the congregation with multiple committee 
leaders soliciting involvement. At the same time, their point 
system protects people from exhaustion in their service. By 
including the names of teachers on their annual May ballot, Bay 
Leaf’s system for volunteerism assures advanced enlistment and 
the possibility for early p reparation for service. 

Finding enough volunteers to run a fine Christian education 
program is always a challenge. Spreading the responsibility 
across a team of shoulders only makes sense. Bay Leaf’s systemic 
approach to volunteerism will interest a growing number of 
congregations. 

 

 
 

Ministry Resources 

The following materials are used at Bay Leaf Baptist Church 
in their Christian education ministries. Permission to use and 
adapt these resources in your congregation is granted. Duplication 
or distribution of these copyrighted materials for resale is 
prohibited. 

These materials include:  

• Bay Leaf's Volunteer Point System 

• Bay Leaf Baptist Church's Ministries Survey 

• Responsibilities of Children's Sunday School Teachers 

• Nominating Committee Report 

http://www.bethel.edu/seminary_academics/gensem/cionca/books/bk7/ch3_PtSys.pdf
http://www.bethel.edu/seminary_academics/gensem/cionca/books/bk7/ch3_MinSrvy.pdf
http://www.bethel.edu/seminary_academics/gensem/cionca/books/bk7/ch3_SSTeacher.pdf
http://www.bethel.edu/seminary_academics/gensem/cionca/books/bk7/ch3_NomCommRpt.pdf



