
 

 
 

Dumbbell Shoulder Training Guide 

Build Bigger, Broader, Better-Balanced Shoulders 
Strong shoulders do more than make your upper body look wider. They help create a balanced physique, 
support pressing strength, improve posture, and make many upper-body exercises feel stronger and more 

stable. 

One of the best ways to train shoulders is with dumbbells. Dumbbells force each side of the body to work 
independently, which can help reduce strength imbalances and improve symmetry between the left and right 
shoulders. They also allow a more natural range of motion than many machines or barbells, which can make 

shoulder training feel smoother and more joint-friendly when performed correctly. 

A complete shoulder routine should train all three main areas of the shoulder: 

The front delts, which help with pressing movements. 

The side delts, which create shoulder width. 

The rear delts, which add thickness, balance, and help support better posture. 

The goal is not just bigger shoulders. The goal is bigger, stronger, healthier, and better-balanced shoulders. 

Exercise 1: Dumbbell Shoulder Press 
The dumbbell shoulder press is the main heavy movement for shoulder training. It primarily works the front 

delts, while also involving the side and rear delts. 

You can perform this exercise seated or standing. 

The seated version usually allows you to use more weight and focus more directly on shoulder strength and 
muscle growth. 

The standing version requires more core stability and total-body control, making it a good choice for athletic 
strength and overhead stability. 



How to Do It 

Sit or stand with a dumbbell in each hand. 

Start with the dumbbells around shoulder height. 

Keep your elbows slightly forward instead of flaring them straight out to the sides. 

Brace your core. 

Press the dumbbells overhead with control. 

Lower them back to shoulder height slowly. 

Coaching Tips 

Do not arch your lower back. 

Do not bounce or use momentum. 

Keep the elbows slightly forward in a comfortable shoulder position. 

Control both the lifting and lowering part of the movement. 

Use a weight you can press safely with good form. 

Exercise 2: Dumbbell Lateral Raise 
The dumbbell lateral raise targets the side delts. This is one of the most important exercises for building 

shoulder width. 

Many people go too heavy on lateral raises. When the weight is too heavy, the body usually starts swinging, 
the traps take over, and the side delts do less work. Lighter weight, better control, and higher reps usually work 

best. 

How to Do It 

Stand tall with a dumbbell in each hand. 

Keep a slight bend in your elbows. 

Raise the dumbbells out to the sides. 

Lead with your elbows, not your hands. 

Stop around shoulder height. 

Lower the dumbbells slowly. 

Coaching Tips 



Use lighter weights. 

Avoid shrugging your shoulders. 

Think about reaching the weights outward, not just upward. 

Do not swing your body. 

Keep tension on the side delts. 

Optional Variation: Leaning Dumbbell Lateral Raise 
The leaning lateral raise is a great variation for keeping more tension on the side delt. 

Hold onto a stable object with one hand. 

Lean slightly away from it. 

Raise the dumbbell with the outside arm. 

Control the weight up and down. 

This variation can help you feel the side delt working harder through more of the movement. 

Exercise 3: Rear Delt Dumbbell Row 
The rear delt dumbbell row targets the back side of the shoulders. It also involves the upper back and biceps, 

but the goal is to make the rear delts do most of the work. 

This is not the same as a regular dumbbell row. In a regular row, the elbow usually stays close to the body, 
which puts more focus on the lats. For the rear delt row, the elbow should move upward and slightly away from 

the body. 

How to Do It 

Place one hand on a bench or stable surface for support. 

Hold a dumbbell in the other hand. 

Keep your torso square. 

Row the dumbbell up while letting your elbow move outward. 

Squeeze the rear shoulder at the top. 

Lower the weight with control. 

Coaching Tips 

Do not tuck your elbow tight to your side. 



Do not twist your torso. 

Keep your back in a strong, neutral position. 

Use a moderate-to-heavy weight. 

Control every rep. 

Exercise 4: Incline Dumbbell Face Pull 
The incline dumbbell face pull targets the rear delts, rotator cuff, mid traps, and lower traps. This exercise is 

great for shoulder balance and healthy movement. 

This is not meant to be a heavy lift. It should feel controlled, precise, and smooth. 

How to Do It 

Set an incline bench to about 45 degrees. 

Lie chest-down on the bench. 

Start with light dumbbells hanging down. 

At the bottom, your thumbs should point toward each other. 

Raise the dumbbells up and back. 

As you lift, rotate your hands so your thumbs point upward. 

At the top, your arms should form a “W” shape. 

Pause briefly, then lower slowly. 

Coaching Tips 

Use light dumbbells. 

Do not rush. 

Do not arch your back. 

Focus on squeezing the rear delts and upper back. 

Make sure the movement includes rotation, not just pulling. 

Shoulder Training Rules for Best Results 
Use proper form before adding weight. 

Train the front, side, and rear delts. 



Do not rely only on pressing exercises. 

Use controlled reps. 

Avoid swinging or shrugging during raises. 

Keep your core braced during overhead pressing. 

Choose weights that allow you to feel the target muscle working. 

Progress slowly over time. 

Workout Routine 1: Beginner Dumbbell Shoulder Workout 
Best for newer members or anyone learning proper shoulder technique. 

Perform this workout 1 time per week. 

Warm-Up 

Arm circles: 30 seconds forward, 30 seconds backward​
Light dumbbell shoulder press: 2 sets of 10 reps​

Light lateral raises: 1 set of 15 reps 

Workout 

Seated Dumbbell Shoulder Press​
3 sets of 8–10 reps​

Rest 60–90 seconds 

Dumbbell Lateral Raise​
3 sets of 12–15 reps​
Rest 45–60 seconds 

Rear Delt Dumbbell Row​
2 sets of 10–12 reps per side​

Rest 60 seconds 

Incline Dumbbell Face Pull​
2 sets of 12–15 reps​
Rest 45–60 seconds 

Beginner Goal 

Learn control, build confidence, and feel each part of the shoulder working. Do not chase heavy weight yet. 

Workout Routine 2: Intermediate Shoulder Builder 
Best for members who already lift consistently and want better shoulder size and shape. 



Perform this workout 1–2 times per week, depending on your full training schedule. 

Warm-Up 

Light shoulder press: 2 sets of 10 reps​
Band or light dumbbell external rotations: 2 sets of 12 reps​

Light lateral raises: 1 set of 15 reps 

Workout 

Seated Dumbbell Shoulder Press​
4 sets of 6–10 reps​
Rest 90 seconds 

Leaning Dumbbell Lateral Raise​
3 sets of 12–15 reps per side​

Rest 45–60 seconds 

Rear Delt Dumbbell Row​
3 sets of 8–12 reps per side​

Rest 60–90 seconds 

Incline Dumbbell Face Pull​
3 sets of 10–15 reps​
Rest 45–60 seconds 

Optional Finisher: Standard Dumbbell Lateral Raise​
1–2 sets of 15–20 reps​

Use light weight and clean form. 

Intermediate Goal 

Build size by combining heavier pressing, direct side-delt work, and rear-delt balance. 

Workout Routine 3: Advanced Shoulder Growth Workout 
Best for experienced lifters who want a focused shoulder-growth session. 

Perform this workout 1 time per week as a dedicated shoulder day, or use parts of it inside an upper-body 
program. 

Warm-Up 

Light dumbbell shoulder press: 2 sets of 10 reps​
Light incline face pull: 2 sets of 12 reps​

Light lateral raise: 1 set of 20 reps 

Workout 



Standing Dumbbell Shoulder Press​
3 sets of 6–8 reps​
Rest 90 seconds 

Seated Dumbbell Shoulder Press​
3 sets of 8–10 reps​
Rest 90 seconds 

Leaning Dumbbell Lateral Raise​
4 sets of 12–15 reps per side​

Rest 45–60 seconds 

Rear Delt Dumbbell Row​
4 sets of 6–12 reps per side​

Rest 60–90 seconds 

Incline Dumbbell Face Pull​
3 sets of 12–15 reps​
Rest 45–60 seconds 

Lateral Raise Burnout​
2 sets of 20 reps​

Use light dumbbells and strict form. 

Advanced Goal 

Create maximum shoulder stimulus while still protecting technique, shoulder balance, and joint health. 

Quick Shoulder Routine for Busy Days 
Use this when you only have 20–25 minutes. 

Seated Dumbbell Shoulder Press​
3 sets of 8–10 reps 

Dumbbell Lateral Raise​
3 sets of 12–15 reps 

Rear Delt Dumbbell Row​
3 sets of 10–12 reps 

Incline Dumbbell Face Pull​
2 sets of 12–15 reps 

Keep rest periods short and focus on clean reps. 

How to Choose the Right Weight 
Pick a weight that allows you to finish every rep with control. 



For presses, the last 1–2 reps should feel challenging but safe. 

For lateral raises and face pulls, lighter is usually better. 

For rear delt rows, use a moderate-to-heavy weight while keeping the elbow path correct. 

Never sacrifice form just to lift heavier. 

How Often Should You Train Shoulders? 
Most members can train shoulders 1–2 times per week. 

If you already do a lot of chest pressing, your front delts are already getting extra work. In that case, pay 
special attention to side delts and rear delts. 

If your shoulders feel sore, irritated, or unstable, reduce the weight, slow the reps down, or ask a staff member 
for help with form. 

Final Takeaway 
Great shoulder training is not just about pressing heavy dumbbells. A complete shoulder workout should 

include pressing, side-delt raises, rear-delt rows, and shoulder-stability work. 

Train with control. Use the right weight. Focus on all three parts of the shoulder. Over time, this will help you 
build shoulders that look broader, feel stronger, and move better. 
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