KINGDOM COUNCIL MINISTERS CONFERENCE ¢ ALTAR TEAM EDITION

Building an Altar Team That Lasts

A Practical Toolkit for Structuring & Growing a Small Altar Team

“Let all things be done decently and in order.”
1 Corinthians 14:40



Why This Toolkit

An altar team — whether it has fifteen workers or three — needs the same foundation: clear vision, clear structure,
and a plan for the ordinary Sunday. Large altar teams usually inherit structure by accumulation. A small altar team
has to build it on purpose, with fewer hands and less margin for error.

This toolkit is built around the same framework this church already uses for its altar worker manual — Vision,
Values, Guidelines, Leadership, Roles, and Practical Details — and adapts it specifically for altar teams running
lean. It's handed out here as the altar team's edition, and the same skeleton can be rebuilt around any department in
the church.

Use this as a starting template. Fill in your altar team's own vision and values, then work through the checklists
with your workers before your next planning meeting.

1. Lay the Foundation First

Before you build a schedule or a rotation, put these things in writing — even if it's one page. An altar team without
these tends to run on the leader's personal energy, which burns out fast.

Vision Statement

One or two sentences: why does this altar team exist? Not what you do, but what changes in people's lives because
you do it.

Core Values

3-5 words or phrases that describe how your altar workers behave, not just what they believe. These become the
standard you correct people back to.

Guidelines

The non-negotiables: spiritual expectations (prayer, fasting, character), conduct expectations (punctuality,
submission to leadership, no discord), and practical expectations (dress, attendance).

Developing a Leadership Team

Even an altar team of three needs a leadership structure, not just a leader. Name who is in charge, and name at least
one second-in-command who can run the altar if the leader is out. Meet with this small core separately from the
whole team — this is where correction, vision, and planning happen before it ever reaches the group.

Look for faithfulness before you look for talent. The workers who show up early, stay consistent, and carry
themselves well under pressure are your future leaders — start giving them small responsibilities now (organizing
supplies, training a new worker, closing in prayer) so leadership is never one person deep.

Hold regular leadership meetings, even monthly, to review how the altar team is doing spiritually and practically,
not just logistically. An altar team led by a healthy leadership team will outlast an altar team led by one healthy
person.

Roles, However Few

Write down every function the altar team needs to fulfill — even if one worker currently covers three of them. A
written role list, not just a mental one, is what lets you recruit and train instead of just surviving week to week.



Build your structure for the size you want your altar team to become, not just the size it is today. A team that only
organizes itself around its current headcount will hit a ceiling the moment God sends growth — new people, new
needs, and new pressure will expose every gap that was never addressed. Structure isn't a limit on growth; it's what
allows the altar team to receive it without falling apart.

2. Practical Structure — The Small Things That Matter
Most

These are the details that rarely make it into a mission statement but are usually what separates an altar team that
runs smoothly from one that scrambles every week.

+ Put the basics on one page — A short, printed sheet covering arrival time, dress code, where to stand during
service, and who to ask when something goes wrong. New altar workers should never have to guess.

* Require an application, not just a willing heart — Require every prospective altar worker to fill out a
written application — salvation and baptism status, church membership, character references, and a brief
testimony of their walk with God. This isn't red tape; it protects the altar and the people who come to it.

+ Set clear standards before someone serves — Put your standards in writing and hold every altar worker to
them equally: consistent attendance, a devotional life, freedom from active sin issues, and a season of
faithfulness in the church before serving. A short observation or training period before someone serves solo
protects both the new worker and the people they'll pray with.

* Create a communication rhythm — Build a group text or chat for reminders, schedule changes, and
encouragement. Silence is where small altar teams lose workers — nobody feels forgotten if someone is
talking to them weekly.

* Document the ‘how,” not just the ‘who’ — Whatever your altar workers do, write down how to do it without
you. If you have two workers covering the altar, write down what each does. If it's only ever been in your
head, it dies when you're out sick.

« Have a pre-service huddle, always — A 10-minute huddle before service — even with two people — to
pray, review the flow, and confirm who's doing what removes 90% of Sunday-morning confusion.

» Stock the basics — Keep a small supply kit ready at the altar: tissues, mints, a modesty cloth or spare scarf,
hand sanitizer, bottled water. Small altar teams often lose momentum to problems a $10 kit would have
solved.

* Build a backup for everyone, including yourself — Cross-train at least one backup for every critical
function — even if it's a rough backup. One worker out sick should not be able to leave the altar uncovered.

« Review after, not just before — A five-minute debrief after service — what worked, what didn't — turns a
small altar team into a learning team instead of a repeating one.

+ Say thank you publicly and often — Even on a two- or three-person altar team, celebrate wins out loud.
Small teams run on morale more than large teams do, because there's no crowd to absorb the discouragement.

3. Running a Small Altar Team Week to Week

This packet is built entirely around the altar team, since that's the ministry we're handing out first — but the format
is meant to be copied. Every ministry at this conference (praise team, ushers, kids' ministry, hospitality, etc.) should
build its own version of this section, written around the specific pressures of running their department lean.

For the altar team specifically, here's how a small team stays effective and covered even without a large roster:

« Plan gender coverage ahead of time — With only a few workers, plan gender coverage in advance rather
than scrambling in the moment. Know before service starts who is available to pray with women and who is
available to pray with men, so the guideline is never compromised for lack of planning.



Rotate, even with a small roster — An altar team of three or four can still rotate so no one is on the altar
every single week. Fatigue leads to shortcuts — rotation protects both the worker's spiritual life and the
quality of ministry at the altar.

Position for speed, not just presence — Seat your available altar workers close to the front so response time
is fast when the altar call is given, especially if there aren't enough workers to cover the whole width of the
room.

Have a plan for when the altar is full and workers are few — With a small altar team, an altar call can
bring more people forward than you can reach at once. Train your workers on triage — salvation and urgent
emotional or physical needs come first; extended ministry and counseling can be scheduled for after service.

Cover the gaps, but don't isolate the workers — If there's no usher available, an altar worker should be
ready to step in and cover someone appropriately — but every worker should also know who to signal for
backup so the same one or two people aren't absorbing every difficult moment alone.

Equip newer workers with a quick reference — Keep a small card or sheet with the salvation prayer and
key scriptures on hand for newer or less experienced altar workers. It builds confidence and keeps ministry
consistent even when your most seasoned worker isn't the one available.

Debrief hard moments the same day — After any service where something heavy came up — a
manifestation, a disclosure of abuse, a confrontation — the altar team should debrief with the leader
immediately, before everyone goes home. Small teams don't have the luxury of letting hard situations go
unprocessed.

Have a clear chain to call for help — Every altar worker should know exactly who to quietly signal when a
situation goes beyond what they're equipped to handle alone — a leader, elder, or pastor. This should be
decided and practiced before it's needed, not figured out in the moment.



4. Top 5 Struggles Small Altar Teams Face

1. Worker Burnout from Doing Too Many Roles

On a small altar team, the same two or three workers often cover leadership, setup, and ministry every single week.
Without rotation or backup, even the most devoted altar workers eventually run dry.

2. No Written Structure — Everything Lives in the Leader's Head

When guidelines, roles, and schedules are never written down, the altar team cannot function without that one
leader present, and new workers have no way to learn the standard.

3. Inconsistent Recruitment and Training

Small altar teams often recruit reactively — only when someone quits or a gap appears — rather than continually
developing workers, which keeps the team perpetually understaffed.

4. Confrontational Individuals and Controlling Spirits at the Altar

The altar is a place of authority and vulnerability, which makes it a target for people who confront workers openly
or who operate in a controlling, manipulative spirit — sometimes referred to as a Jezebel spirit — attempting to
direct, correct, or override leadership from within the altar team itself. Left unaddressed, one person like this can
dictate the atmosphere of the altar and undermine the pastor's authority. Workers need to recognize the pattern
early: resistance to correction, a need to be seen as the spiritual authority, and pressure on others to put their lead
ahead of the church's. Handle it by addressing it privately and early, never debating it publicly at the altar, and
bringing leadership in immediately rather than letting one worker manage it alone. This is exactly why the
guideline of always waiting for the pastor to release the altar team exists — it removes room for anyone to act on
their own authority.

5. Weak Communication Rhythm

Without a consistent way to reach the team — schedules, reminders, encouragement — small altar teams lose
workers quietly. Volunteers drift away from altar teams that only talk to them when something is needed.

5. Top 5 Solutions for Altar Team Growth

1. Write It Down — Build a One-Page Manual

Even a single page covering vision, values, guidelines, and roles turns an altar team from personality-dependent to
structure-dependent. This is the single highest-leverage step a small altar team can take.

2. Recruit Continuously, Not Reactively




Make an open invitation for altar workers part of your regular announcements and personally invite people who
show consistency and character in the congregation, rather than waiting until a spot opens.

3. Cross-Train Every Worker on a Second Role

Every altar worker should be able to step into at least one other function. This single habit eliminates most of the
Sunday-morning scrambling small altar teams experience.

4. Measure Faithfulness, Not Size

Set goals around consistency, preparation, and spiritual growth of the altar team rather than headcount. A faithful
team of three will attract more people than an anxious team of thirty.

5. Follow Up With Every Person You Prayed For

A prayer at the altar is the beginning of a relationship, not the end of one. A short call or text within a day or two —
checking on a salvation decision, a healing need, or a hard prayer — tells a person they were not just a moment in a
service, they were seen. New believers who are followed up with are far more likely to return, get baptized, and
plug into the church; people who are followed up with after a healing or deliverance prayer become some of the
most consistent testimonies and inviters a church has. Small altar teams that build follow-up into their weekly
routine — even a simple list of names and a next-day check-in — will do more for church growth than almost any
other single practice on this list.




Closing Word

Small does not mean lesser. Some of the most powerful moves of God happen through the altar team with the
fewest hands and the most faith. The goal of structure is never to replace dependence on the Holy Spirit — it's to
remove the unnecessary chaos so the altar team is free to actually minister.

Take this framework back to your house. Adjust the language, keep the bones, and build something your altar team
can stand on for years, not just this Sunday.

“Let everything be done for the strengthening of the church.”

1 Corinthians 14:26
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