
KINGDOM COUNCIL MINISTERS CONFERENCE  •  USHER TEAM EDITION

Building a World-Class Usher Team

A Practical Toolkit for Structuring & Growing a Small Usher Team

 

“The Son of Man did not come to be served, but to serve.”

Matthew 20:28


1. Lay the Foundation First 
A world-class usher team is not built on personality — it's built on structure that outlasts any one leader. Before you build a 
schedule, put these things in writing, even if it's one page. 
Vision, Values & Guidelines 
State plainly why the usher team exists (managing the atmosphere so the house can flow), your core values, and your non-
negotiables: daily prayer and time in the Word, punctuality, uniform standards, and no alcohol or nicotine. Ushers stand at the 
front door of the church's first impression — the standard has to be visible, not assumed. 
Developing a Leadership Team 
Even a team of three needs more than one trained leader. Name a lead usher and at least one second who can run the door and the 
flow of service if the leader is out. Meet with this small core apart from the full team to plan, correct, and pray before it reaches 
the group. 
Discipleship is the job, not an extra. Every usher is responsible for raising up the next usher — if no one is being trained to 
replace you, the position ends when you step away. 
Roles, However Few 
Write down every function the team must cover: entrance greeting, seating, offering, parking lot to door, information/first-time 
guests, and post-service cleanup. If one person covers three of these, write it down anyway — that's what lets you recruit against 
real gaps instead of guessing. 
Usher Positions at a Glance 

2. Practical Structure — The Small Things That Matter Most 
• Put the basics on one page — A one-page sheet covering arrival time, uniform, assigned position, and who to ask when 

something goes wrong. New ushers should never have to guess. 
• Require an application and set standards — A short written application and a season of faithfulness in the church before 

someone serves at the door — this is the congregation's first impression and it deserves real standards, not just a willing body. 
• Create a communication rhythm — A group text for schedule changes, reminders, and encouragement. Small teams lose 

people to silence, not conflict. 
• Build a backup for every position — Cross-train every usher on at least one other position — door, seating, offering — so 

one absence never leaves a gap uncovered. 
• Stock the basics — Keep a simple kit at the entrance: bulletins, pens, tissues, hand sanitizer, a few extra masks or mints, and 

a card for first-time guests to fill out. 
• Review after, not just before — A five-minute debrief after service — what worked, what didn't, who visited for the first 

time — turns a small team into a sharp one. 

Position What It Covers

Entrance Greeter First face and first impression — welcomes every guest by the door with warmth, not just a program 
handout.

Seating Guides guests to open seats, manages latecomer flow, and keeps aisles clear without disrupting the service.

Offering Moves the offering efficiently and reverently, and helps first-time guests know they're never obligated to 
give.

Parking Lot / Safety Bridges the property to the door, watches for safety concerns, and directs traffic before and after service.

First-Time Guest / Info Captures guest information, answers questions, and hands off names for follow-up within the week.



• Say thank you publicly and often — Even a two- or three-person usher team should hear thank-you out loud. Morale carries 
small teams further than manpower does. 

3. Game Day: Running a Small Usher Team 
This packet is built entirely around the usher team, but the format is meant to be copied — every ministry at this conference 
should build its own version of this section around the pressures of running their department lean. 
Pre-Service 

• Set the atmosphere before anyone arrives — Walk the sanctuary, foyer, and bathrooms before doors open. A clean, ready 
space is the first thing a guest notices, even if they can't say why. 

• Assign positions ahead of time — With a small team, decide positions before the huddle, not during it — who's on the main 
door, who's seating, who's on the lot. 

• Huddle, pray, and be in position early — A 10-minute huddle to pray and confirm assignments — every usher in position 
and ready 10 minutes before service starts, no exceptions. 

In Service 
• Build a simple signal system — With few ushers, agree in advance on simple hand signals or a text/radio system for calling 

for backup, flagging a need, or signaling the altar team without leaving your post. 
• Have a plan for the crowded moments — Decide ahead of time how a small team handles a full altar call, an overflowing 

offering line, or a latecomer rush — don't figure it out live. 
• Know your escalation chain before you need it — A distressed guest, a medical need, or a disruptive person should have 

one clear, quiet next step: signal the lead usher, who loops in security or leadership immediately. Never let one usher manage 
a serious situation alone. 

• Stay aware of the whole property, not just the room — A small team can't be everywhere, so watch the exits and the lot as 
closely as the sanctuary doors — awareness is as much a part of ushering as hospitality. 

Post-Service 
• Close well — Reset the sanctuary and foyer, and make yourself available for any last need — a small team's job isn't done 

when the benediction is said. 

4. Top 5 Struggles Small Usher Teams Face 
1. Not Enough Coverage for Every Entrance 
A small team often can't staff every door, the lot, and the sanctuary at once, which leaves gaps right when guests are forming their 
first impression. 
2. Burnout from Serving Every Single Week 
The same two or three ushers cover every service without rotation, which wears down even the most committed volunteers. 
3. Inconsistent Recruitment and Discipleship 
Teams recruit reactively instead of continuously raising up the next usher, so the team never grows past its current size. 
4. No Shared Plan for Difficult Moments 
Without an agreed-on process, a disruptive guest, a medical situation, or a security concern gets handled inconsistently and can 
put one usher in an unsafe or awkward spot alone. 
5. Weak Communication During Service 
Without a simple signal or radio system, a small team ends up chasing each other across the room instead of quietly solving 
problems in real time. 

5. Top 5 Solutions for Usher Team Growth 
1. Write It Down — Build a One-Page Manual 



A single page covering vision, values, guidelines, and positions turns the team from personality-dependent to structure-dependent. 
2. Recruit and Disciple Continuously 
Make inviting new ushers a normal, ongoing part of ministry — not a reaction to a gap — and personally train every recruit 
toward their own replacement. 
3. Cross-Train Every Usher on a Second Position 
A team where everyone can flex between the door, seating, and offering never has a true single point of failure. 
4. Build a Simple Communication and Escalation System 
Agree on hand signals or a radio/text protocol and a clear chain of command for anything serious, before it's needed. 
5. Make the First Impression a Follow-Up, Not Just a Greeting 
Capture first-time guest information at the door and make sure someone follows up within a day or two. Ushers are often the very 
first and very last people a guest interacts with — a warm greeting plus a genuine follow-up is one of the highest-leverage things 
a small usher team can do for church growth. 

Closing Word 
A small usher team, run with excellence, sets the atmosphere for everything that happens after the doors open. The goal of 
structure isn't to replace a servant's heart — it's to remove the chaos so that heart can actually serve. Take this framework back to 
your house, adjust the language, keep the bones, and build a team that champions its position every single week. 
“Whoever serves me must follow me; and where I am, my servant also will be.” 
John 12:26
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