MASS MOBILIZATION e LEADERSHIP STRUCTURE

Mobilization Org Chart Builder

Structuring for 50%+ Participation
A practical leadership map for churches aiming for 200-5,000 volunteers.

e Leader-to-volunteer math (+ quick calculator).

e Core roles + ownership map (staff and volunteer).

e Sample reporting structures you can adapt for your context.

e Fill-in org chart templates (printable).

e Leader recruitment scripts (clear ask + clear expectations).

e Leadership Multiplication Scorecard (anything below a 3 = fix it).
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MAGNETIC COMMUNITY SERVICE Mobilization Org Chart Builder

Start Here: The Leadership Math

Mass mobilization scales through distributed leadership. If your leader capacity is smaller than your
volunteer target, the day will bottleneck - and participation will stall.

RULE OF THUMB: 1 LEADER PER 20 VOLUNTEERS
Formula: Volunteer target + 20 = leader target (minimum).
Example: 500 volunteers — ~25 leaders/captains.

The goal is simple: nobody gets lost, idle, or ignored.

Quick calculator

Weekend attendance: Participation target (%):
Volunteer target (#): Leader target (#):
Projects/Sites (#): Team leader pairs? (Y/N):
Event day hub location: Primary contact method:

Leader targets at a glance

200 10 Minimum to keep teams cared for and moving.
500 25 Plan for layers (site leaders + team leaders).

1,000 50 Add campus/area captains if multi-site.

2,000 100 Central core team + distributed field leadership.
5,000 250 Requires a true org chart + weekly leader cadence.

COMMON FAILURE POINTS (CATCH THEM EARLY)

e Recruiting volunteers before captains and team leaders are named.

e Too few layers - every question funnels to one person.

e No escalation path (volunteers don’t know who to ask).

e Logistics/supplies aren’t owned - teams stall and morale drops.

e No “people leader” - volunteers feel like labor, not leaders-in-training.
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MAGNETIC COMMUNITY SERVICE Mobilization Org Chart Builder

Core Roles: Who Owns What

Every function needs an owner. These roles can be staff or volunteer, but high-capacity volunteers
often make the best multipliers because they can give focused attention when staff are pulled in ten
directions.

Roles (recommended)

Event Director

Project/Site Leaders

Team Leaders

Co-Leader (People Lead)

Admin Support

Creative/Comms

Logistics & Supplies

Fun Captain

Overall plan, meetings, run-of-show, decision owner

Scope, partner coordination, safety, on-site
execution

Volunteer care + instructions; keep the team moving

Morale, welcome, pace, photos, celebration

moments

Signups, waivers, schedules, reminders, data

Message kit, slides, email/SMS, social media, sighage

Materials, tools, staging, transport, parking, meals

Vibe + energy across sites (music, rally moments,
send-off)

1 total (staff or
high-capacity
volunteer)

1 per project/site

~1 per 20 volunteers

Pair with each team
leader when possible

2-6 people
depending on scale

Owns repetition
engine

Prevents friction +
downtime

1 overall + site-level
helpers

THE CO-LEADER MODEL (TASK + PEOPLE)

Task lead: what needs to get done + in what order.

People lead: how the team feels + stays connected (welcome, encouragement, celebration).

Pairing these roles protects both productivity and joy.

Optional roles (as scale requires)
e Safety/Risk Lead: first aid plan, permissions, incident reporting.

¢ Kids/Family Projects Lead: age-appropriate options so families can serve together.

e Story Capture Lead: photographers/videographers + story collection.

e Donations/Sponsors Lead: in-kind supplies, local business partners, budget stretch.

¢ Volunteer Onboarding Lead: training, check-in flow, name tags, late arrivals.
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MAGNETIC COMMUNITY SERVICE

Mobilization Org Chart Builder

Sample Reporting Structures

These are starter structures. Don’t copy-paste; adapt to your church, campuses, and project mix.
The point is to create clear lines so questions don't bottleneck and volunteers feel cared for.

Example A: 500 volunteers (one hub)

Event Director

Projects Logistics Comms
Lead + Admin + Fun

10-12 Site / Project Leaders

25 Team Leaders (=1 per 20)

500 Volunteers

Example B: 2,000 volunteers (multi-campus)

Design rules

e Shorten the span of care. If one
leader is responsible for more
than ~20 people, volunteers will
drift.

e Build layers early. Name site
leaders as soon as projects are
identified so they can own
details.

e Define the escalation path.
Everyone should know who to
ask next (no “several layers up”
confusion).

e Separate task + people.
Productivity and joy both need a
champion.

¢ Protect leaders from chaos.
Admin + logistics support keeps
leaders leading instead of
scrambling.

Mobilization Director

Campus A Campus B Campus C Campus D
Captain Captain Captain Captain

=40 Site / Project Leaders

=100 Team Leaders

2,000 Volunteers

Church Growth Incubator

ESCALATION LADDER
(KEEP QUESTIONS
MOVING)

Volunteer - Team Leader
— Site/Project Leader —
Campus/Area Captain =
Event Director

Post this chain in your
leader huddle and on the
back of every leader lanyard.
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MAGNETIC COMMUNITY SERVICE Mobilization Org Chart Builder

Org Chart Template A: Single Campus / One Hub

Print this page. Fill it in. Put it on a wall. Review it in every weekly check-in until event day.

Event Director — Name:

Projects / Sites Volunteer Care Logistics Comms Admin
Lead + Fun Lead + Safety Lead + Creative Lead + Signups
Name: Name: Name: Name: Name:

Site / project leader roster
List every site/project here. Assign a leader early. Then assign team leaders (=1 per 20 volunteers).

Site / Project Site Leader Target # Team Leaders (names)

Notes / blockers
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MAGNETIC COMMUNITY SERVICE Mobilization Org Chart Builder

Org Chart Template B: Multi-Campus / Multi-Site

Use this when you have multiple campuses, multiple hubs, or a high number of projects across the
city. The key is one clear field leader per campus/area.

Executive Sponsor (optional) — Name:

Mobilization Director — Name:

Campus / Area A Campus / Area B Campus / Area C Campus / Area D
Captain Captain Captain Captain
Name: Name: Name: Name:

Central core team (assign owners)

Admin + Signups

Projects / Partner Coordination

Logistics + Supplies

Creative/Comms

Volunteer Care + Fun

Story Capture

Safety / Risk

Campus / area roster
Assign targets per campus/area. Each captain owns their site leaders and team leaders.

ONE CLEAR REPORTING LINE (NO CONFUSION ON THE DAY)

Escalation: Volunteer = Team Leader — Site/Project Leader = Campus Captain = Mobilization
Director.
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MAGNETIC COMMUNITY SERVICE

Mobilization Org Chart Builder

Leader Recruitment Messaging

Recruit leaders before you recruit the crowd. The ask is not “will you help?” — it’s “will you own a

lane so 50%+ participation is possible?”

Who to recruit (profiles)

e Organized & calm under pressure (project
managers, operations, contractors).

e Relational & encouraging (small group leaders,
connectors).

e Detail-aware (HR/admin/finance, logistics-minded

people).

e Already trusted by the church (influence > title).

) «

Set expectations upfront

e 6-4 months out: monthly leader meeting + project
discovery.

e 3-2 months out: biweekly (often in sub-teams).

e Final 6 weeks: weekly check-ins + leader training.
e Week-of: extra time. Plan for long days; protect
leaders from surprises.

ASKING AN EVENT DIRECTOR

Ask: “Will you lead our mobilization day?”
Time: monthly = biweekly — weekly as the
date approaches (plus event week).

You own: leader meetings, decisions,
run-of-show, escalation owner.

ASKING A SITE / PROJECT LEADER

Ask: “Will you own one project/site and make
sure it runs smoothly?”

Time: 3-6 touchpoints before the event +
day-of leadership.

You own: scope, supplies list, on-site plan,
safety, team leader briefing.

ASKING A TEAM LEADER

Ask: “Will you care for a team of ~20
volunteers so no one gets lost?”

Time: leader huddle + day-of leadership (plus
one briefing).

You own: check-in, clarity, pace,
encouragement, quick problem-solving.

Pro move: bring a co-leader (task + people).

ASKING A FUN CAPTAIN / PEOPLE LEAD

Ask: “Will you own the vibe so this feels joyful
and invitable?”

You own: welcome energy, music moments,
photos, celebration, send-off.

Win condition: people leave smiling and proud
to invite a friend next time.

Message starter (text/email):

minutes this week?”

LEADER RECRUITMENT MESSAGE STARTER

“We're building a leadership team for our citywide serve day. I'm asking you because you're a multiplier.
This isn't just helping — it's owning a lane so hundreds of people can serve well. Can we talk for 10
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MAGNETIC COMMUNITY SERVICE Mobilization Org Chart Builder

Leadership Multiplication Scorecard

Score honestly. Anything below a 3 = priority fix. Use this during planning and again after the event
to improve next year.

Leader coverage I:l I:l I:I I:l I:l :Ze)gdv;/:as)f;ave ~1 leader per 20 volunteers (including team
Clear ownership I:l I:l I:I I:l I:l (Izjoone]fnesjlggnfit;l??ltjir?)r?\ have an owner (projects, logistics,
Escalation path I:I I:I I:l I:I I:I g:\:btle:rir?y volunteer say who to ask next if there’s a
Leader training I:l I:l I:I I:l I:l eH)?r:/eec\é\;ii(l;);ise;ed leaders on scope, schedule, safety, and
Supplies readiness I:l I:l I:I I:l I:l m!ttiigjs:)have what they need so they’re not idle or
Volunteer care I:I I:I I:l I:I I:I Icsels:gr::tci)gs ;isepair;]sis?tls?for welcome, morale, and
Comms rhythm I:l I:l I:I I:l I:l g;iﬁ?:j{; ;e;slr\llslzgg steady cadence of updates (not
Backup plans I:l I:l I:I I:l I:l Do we havg a plaq for weather, missing leaders, or a
project falling behind?
Scope guardrails OOOogo Do leaders know what they can/can’t approve on-site?

Action plan: 3 fixes before our next outreach

SCOPE + ESCALATION GUARDRAILS

e On-site leaders don’t expand scope. New requests go to the Event Director (or a designated approver).
e Call early if you're behind. Escalate by mid-day so support can be sent.

e No money changes hands. Keep it simple, clear, and above reproach.

¢ Protect the experience. Friction kills momentum; fast fixes build trust.
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