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FOR  PASTORS  E VERY WHER E

WHO LE AD  WHEN  THE Y  AR E  T IR ED,

PR E AC H  BECAUSE  THE Y  MUST, 

HO PE  WHEN  TH INGS  AR E  HO PELES S ,

AND  BEL IE VE  THE  UNBEL IE VABLE .
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SECT ION  ONE :  PL ANN ING 

1. Create an annual calendar
2. Plan your preaching.
3. Build your weekend communication calendar
4. Put everything on a master calendar
5. Evaluate your regular programs 
6. Evaluate your special events

7. Involve outsiders

SECT ION  T WO :  LE AD ING

8. Build your organization chart
9. Write an employee handbook
10. Create a hiring process
11. Clarify roles for everyone on your team
12. Clarify goals for everyone on your team
13. Create a personalized leadership development 

plan
14. Schedule performance evaluations
15. Implement a team meeting system

16. Write job descriptions for key volunteer roles

SECT ION  THR EE :  COMMUNICAT ING

17. Huddle with volunteers every week 
18. Gather all of your leaders quarterly
19. Announce and celebrate
20. Schedule helpful emails
21. Communicate with your donors
22. Follow up with first time guests
23. Communicate mission and vision
24. A warning about systems, processes, and 

structure
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I N T R O D U C T I O N
 

W H AT ’S  AT  S TAK E ?

To be in hell is to drift; to be in heaven is to steer.  
 

- George Bernard Shaw -

You are confident of your calling. You are leading a church with an 
important mission. You have a carefully worded vision statement, a 
set of core values, and leaders who say they want to make it happen.

But does it feel like you’re not making any real progress? Does 
it feel like you’re stuck solving the same problems over and over 
again? Does it seem that you’re always talking about potential, or 
tomorrow, or after the next hire?

After twenty years in ministry, I’ve learned passion isn’t enough.

You can have a clear mission, but without organization you won’t 
get everyone moving in the right direction. You can preach the 
vision, but if you don’t have a clear path ready for people, your 
vision talk will be just talk. 

I bet you don’t have a mission problem, or a facility problem, or 
even a volunteer problem.  I know it’s trendy to talk multi-site, and 
popular to run a 40 day campaign. New service times, new  
programs, and new websites are like candy that captures attention 
in the checkout aisle.  
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But it’s likely these aren’t the issues holding you back. You can start 
new services and hire a branding company to create a new website, 
and in three years from now you’ll likely be in the same place.

That’s because you’re knee deep in a system problem.  

I’ve spoken to pastors struggling to get off the ground and pastors 
leading churches on the fastest growing lists. I’ve spoken to 
hundreds of church leaders about what’s working and what’s not 
working in their churches. And I’ve seen firsthand what can happen 
when systems, strategies, and tools intersect with a Spirit-led 
congregation.

Even if I’ve never been to your church, here’s what I know:

1. Good systems don’t naturally develop in a church.            
We know from High School physics that things go from a 
state of order to disorder. In other words, things get worse 
over time…they don’t get better. The same is true of your 
church. You may have been organized in the past, but 
that doesn’t mean you’re organized now. Things may have 
worked well yesterday, but they won’t stay that way without 
the implementation of fresh strategies.

2. Good systems solve problems. Many of the problems you 
face in your church are system problems. If you have a virus 
in the computer, it affects every program. But when you pay 
attention to the system, some of the problems will solve 
themselves.  

3. Systems often determine success. Andy Stanley says 
your system is perfectly designed to get the results you’re 
getting. Working harder or communicating better won’t 
solve all of your problems. In fact, those things rarely solve 
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problems. You have to fix the broken system if you want 
different results.  

4. Good systems lead to better decisions. Getting 
organized will give you the time and space you need to do 
better. When you get organized, you’ll find that you make 
better decisions.  

5. Organization will save you money. This is where all the 
church planters start paying attention! If you install some 
good systems in your church, you’ll save real money.  

Passion isn’t enough and vision isn’t enough. You have to organize 
and align everything if you want to see fruit. You have to bring 
some systems and structure to the passion and vision.  Then, you 
will have a powerful combination. Then, you will streamline the 
church.

HOW A  YOUTH  PASTOR  
BECOMES  THE  SYSTEMS  GU Y

Like Haley Joel Osmond, I’m typecast. Somewhere along the way, 
I was labeled a church systems guy. From someone who started his 
ministry career as a youth pastor and then became a church planter, 
this is pretty funny. It’s not like youth pastors are known for their 
wildly successful organizational tactics.

In 2005, after a dozen years of working with students, my family 
and I moved from Arkansas to Atlanta to start a new church. With a 
team of 25 committed people, we launched in a movie theater. The 
church grew quickly in that first year—from a small group of people 
to over eight hundred on our one year anniversary. 
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Church planting years are like dog years. So this was like a cute little 
puppy growing into a 100 pound guard dog overnight.

A little after that one year mark, I had a mini-crisis because I 
realized we didn’t have any systems in place to deal with the rapid 
growth. We succeeded in getting people to church, but we hadn’t 
answered the question, “What’s next?” How were we going to 
disciple these people? How would we move them to groups? How 
would we follow up with guests and givers? I knew how to attract a 
crowd, but I knew little about leading a church.

I’d get mad at problems and throw a little of my attention at them. 
But they would come back time and time again. We patched it 
when it was broken, but it would only break again. We treated the 
symptom but never addressed the broken system.  We could get 
people to come to church, but as a church, we couldn’t get traction.

We didn’t have healthy systems to sustain growth. As a visionary 
leader who loved preaching and leading, the idea of creating 
systems and flow charts sounded like it was as exciting as going to 
the dentist. Both are necessary.

If you’re attracting people, but not keeping people, you have a 
systems problem. If you’re launching programs, and changing them 
all the time, that’s also a systems problem. The vision can be strong 
and the preaching can be good, but it might be the systems holding 
you back.

The problems we were facing in our young and growing church were 
systems problems. 
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So eighteen months in, we went to work. 

I made a list of every system that needed to exist in our 
organization—from how we hired and interviewed people, to how a 
service got planned, to how the truck was loaded. We wrote them all 
down. Thankfully, there were people on our team who were gifted in 
this area. They were more organized than I was, and without their 
help we never would have gotten anywhere.

It took us months and several meetings, but eventually we wrote 
down every system in our church. We began to implement these 
systems, and they revolutionized the day-to-day operations of our 
church. People problems seemed to go away because our people 
knew what we expected of them. Volunteers knew what they were 
responsible for and who to call in case they needed something. 
Meetings took shape because we knew the goal and the desired 
result.

YOUR  B IGGEST  PROBLEM IS  FR EE  TO  F IX

Most of the systems and strategies in this book are free to 
implement. In other words, you don’t have to do a capital campaign 
or spend a lot of money to dramatically improve your ministry.  I’m 
not going to propose you hire a branding consultant or build a new 
auditorium in order to reach new people. The solutions here will be 
far less invasive but potentially just as impactful. Creating healthy 
systems won’t break the bank.

In reality, money won’t solve the deepest problems in your church. 
If your church isn’t healthy, a bigger budget won’t change that. If 
your church isn’t friendly toward outsiders, a bigger auditorium 
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won’t fix that. Just like with people, money will only make you more 
of who you already are.  

God has given us resources and people, and He will only give us 
more to the degree we are faithful. So instead of worrying about 
what we don’t have, let’s focus our attention on effectively leading 
and stewarding what God has already put in our care.

SYSTEMS  AND  THE  HOLY  SPIR I T 

The ideas, strategies, and tools I’m going to discuss in this book do 
not negate the power of the Holy Spirit. God can do anything He 
wants to do. He certainly doesn’t need a super-organized pastor to 
reach people.

But leadership is a stewardship issue.  

If God has called you to pastor a congregation or work with a local 
church, you’re called to work at it wholeheartedly, “as working for 
the Lord and not for man.” God can speak through a donkey, but He 
can also speak through a preacher who is “rightly dividing the Word 
of Truth.”  

Sadly, too many leaders blame the Holy Spirit for their lack of 
thought, planning, or hard work.   Relying on the Holy Spirit does 
not negate the need for thoughtful planning. As you’ve undoubtedly 
experienced, when you’re organized, you often give the Holy Spirit 
more time and space to work. Maybe this isn’t true for you, but I’m 
not that smart. So if proper planning gives God more time to work 
on me, that’s a good thing.
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Proverbs 21:31 says, “The horse is made ready for the day of battle, 
but victory rests with the LORD.” God certainly does His part, but 
we’ve got preparation work to do as well. We desperately need the 
Holy Spirit, but most of us could also use some good systems.

Creating these systems won’t only make you more efficient, as if the 
goal is to work the least amount of hours as possible. It makes you 
more effective. And because the mission of the church is to make 
disciples, effectiveness has eternal implications.  

HOW TH IS  BOOK IS  ORG AN IZED

This book is divided into three sections, each containing a number 
of small chapters.  

 »  In Section 1, we will talk about calendars and planning. 
Many of the steps in this book are built on these 
fundamental ideas.

 »  In Section 2, we will talk about organizing and aligning your 
leaders. You’ll find helpful steps whether you have a large 
staff or a small team, or whether your staff consists of full-
time employees or mostly volunteers.

 »  In Section 3, we will turn our attention to communication, 
both internal and external.  You’ll see how many of these 
steps intersect with the calendar.

Most chapters contain one big principle and one specific homework 
assignment. If you don’t like homework, you can think of them as 
action steps. My intention was to keep the theory to a minimum 
and get right to the implementation. Some of the action steps can 
be completed relatively quickly, but some will require a little longer. 
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Some you will be able to do by yourself, while others will require you 
to assemble a task force.

While you can certainly read the book in a handful of sittings, it’s 
designed to be processed one chapter at a time. The idea isn’t to 
read the book, but to implement the book. So read a chapter and 
then implement what you learn. It’s far better to actually organize 
one or two areas of your church than to read about organizing all of 
them.  

Throughout the book, I will reference documents and templates. 
Many of these are available at churchfuel.com. While you can 
start from scratch, I’ve found that it’s often better to start with 
an example and customize it for your setting. Not only can you be 
more efficient with your time, you’ll be able to build and improve 
upon existing ideas, creating a win/win.

The mission of the church matters so let’s give it our best and let’s 
get to work. Let’s make sure the quality of our systems match the 
importance of our mission.

S E C T I O N  O N E 

P L A N N I N G
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S E C T I O N  O N E 

P L A N N I N G
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- 1 - 

C R E A T E  A N  A N N U A L 
C A L E N D A R

If you don’t know where you are going,  
you might wind up somewhere else.  

 
- Yogi Berra -

There’s a secret weapon when it comes to organizing your church. 

It’s not fancy and it requires no numbers. This particular tool has 
been around for thousands of years and it has helped countless 
of people, families, and organizations. The solution I’m going to 
propose in this chapter might sound like a passionate sermon that 
ends with a challenge for people to read the Bible. Everybody knows 
that, but few people do it.

I’m talking about a calendar.

Hunters used calendars to know when wild game would migrate 
south. Farmers used them to know when to plant their corn. The 
ancient Jews used them to mark the date of Pentecost or celebrate 
the beginning of the year of Jubilee.

Without calendars, we wouldn’t know when the football season 
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starts, when to set our clocks forward an hour, or when to blow up 
millions of dollars of fireworks on the 4th of July.  

A simple calendar is one of the most powerful tools you can use to 
organize your church.

I’m going to talk about four different calendars your church should 
have, but I’ll begin with the most important one, which I simply call 
an annual calendar.

An annual calendar isn’t a calendar for this year…it’s a calendar for 
every year. It’s an at-a-glance overview of your entire year. And it’s 
one of the most important things you can create for your church. 

 » What happens in your church in January…every January?

 » What do you do in the summer…every summer?

 » How do you kick off the fall…every fall?

 »  What do you do during the Christmas season…every 
Christmas season?

I’m going to tell you how, but first, let me tell you why you need an 
annual calendar.

1.  Success is best measured over time. Doing something 
once might not give you a true indicator of success for your 
organization. First year churches and organizations shouldn’t put 
too much stock into first year numbers, because they aren’t real. 
You’ve got to measure things over a longer time period.  

2.  Life has a natural rhythm. Whether it’s the back to school 
season, the Christmas holidays, or the early emergence of spring, 
life has a season just like the weather. You’d be wise to understand 
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the seasons of your industry and plan accordingly. Great leaders 
don’t just react to the current season, but intentionally build 
a calendar knowing how to connect the dots. People in your 
organization or community understand the rhythm or life, so stop 
trying to fight it.

3.  There is power in tradition. When it comes to organizations, 
traditionalism is bad but tradition is good. When you do some 
of the same things year after year, you build a story. “Ladies 
and gentlemen…start your engines”—that’s a tradition. So are 
Christmas Eve family candlelight services, and the staff Olympics. 
Annual picnics, big events, and company retreats can go a long 
way towards building a culture. Don’t be so quick to discount the 
meaning of tradition, and remember that not all traditions are 
sacred cows. Not only should you appreciate traditions, you should 
leverage them. In the quest to be innovative and relevant, don’t cast 
aside something valuable.

4.  Repetition leads to improvement. When you do something 
once, you don’t really know if it worked. For example, after a 
near disastrous Easter outreach event, our entire team would 
have supported the idea of wiping it from the church calendar 
forevermore. But after a few evaluation meetings, we decided some 
simple adjustments would make it more effective. I committed to 
host the large-scale event one more time before making the final 
decision. The following year, attendance was lower but the event 
went smoother. We worked out the kinks and, in the end, the event 
lasted a total of five years. Had we pulled the plug after the initial 
flop, we wouldn’t have been able to gauge its true effectiveness.

5.  Patterns will keep things from sneaking up on you. When 
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people say, “That just snuck up on me,” they generally mean, “I’m 
disorganized and wasn’t paying attention.” So stop reacting to 
whatever is current and start planning in bulk. Plan the year in 
advance, and know when it’s time to start working on something. 
When you plan an annual calendar, you’ll know what’s going on 
in June and July. And after a few seasons, advance planning will 
become second nature.

6.  A calendar will keep you from competing with yourself. 
Churches are among the worst culprits when it comes to internal 
competition. It’s routine for people to be encouraged to get in a 
small group, sign up for a mission trip, bring in school supplies, 
set up online giving, and volunteer in their kid’s class, all on one 
Sunday. What is your church emphasizing in the month of October? 
Are there strategic times for an emphasis on groups where other 
ministries can chill out on the public communication? When you get 
your entire team in the room and work on the big picture calendar, 
you’ll stop stepping on each other’s toes and stop confusing your 
people with multiple action steps.

 
I T ’S  E VEN  MOR E  IMPORTANT  

TO  PL AN  THE  OR D INARY

When it comes to planning and creating calendars, the more 
ordinary the ministry the more important it is to plan properly. In 
the church world, the regular programs and ministries often get 
pushed off the plate because of special events. These “now” events 
take us away from the everyday ministries.  

Think back to your last few weeks. How much time did you spend 
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planning or working on something out of the ordinary compared to 
your regular programs and ministries? It’s tough to plan the normal 
stuff because we feel like we’ve got a handle on it all. But in reality, 
the regular stuff needs focus.

I’m convinced planning will solve (or at least dramatically help) 
most problems in the church. You may want to get people into small 
groups, but what’s your plan and when are you emphasizing it? You 
may want to get better when it comes to stewardship, but when 
are you planning to talk about money? Carving out time on your 
annual calendar for these ordinary things is one of the biggest keys 
to success.  

 »  When are you launching groups? Not this next time, but 
every time.

 »  When are you preaching on money and tying it to a next-
step class or group? That needs to happen every year.

 »  When are you recruiting volunteers and connecting them to 
existing teams? If you’re only responding to crisis needs and 
not putting this on your annual calendar, the pressure will 
return time and time again.

 
HOW TO  CR E ATE  AN  ANNUAL  CALENDAR

Now that you understand a little bit of the power when it comes to 
the annual calendar, let’s talk about how to create one. We’ll come 
back to this a few times throughout this book, but there’s no reason 
why you can’t start on the beta version right away.
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Step 1: Do your homework.
Start by creating a simple spreadsheet. You can use Excel, Google 
or even a legal pad and a pencil. Put the months of the year in rows 
across the top. Then list categories down the left side. Examples 
of categories might be Preaching, Children’s Ministry, Students, 
Discipleship, Staff or Special Events.  
 
Then go ahead and fill in what you know. If your church always 
does a homecoming service in November, type it in the appropriate 
cell. If a Junior High retreat happens each spring, write it down. 
Vacation Bible School, Small Group Sunday, the Volunteer Fair…
write down everything that happens on an annual basis. There will 
surely be events that happen only once in the life of your church 
and that’s okay. Your mission is to write down the things that 
happen every year. 
 
You’re going to move, edit, add, and delete in the next step. You’re 
going to involve other people, too, but for now your job is to get 
everything out of your head and onto your screen.  

Figure 1. A Microsoft Excel Version of an annual calendar. Visit 
churchfuel.com/streamline to download this template for free.
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Step 2:  Spend half a day with all of your staff or key ministry 
leaders.  

The best way to lock down your annual calendar is to get the 
majority of the principle leaders in one room and work on it 
together. You can create this on your own, but I’ve found that 
systems created alone are typically followed alone. The more you 
involve other people in the process, the more excited they’ll be 
about the result.

Creating an annual church calendar is a great way to create 
conversations and build buy-in among all of your leaders. Frankly, 
you need to have some discussions about what to do and when. If 
the month of June gets loaded with too many activities, you need 
to lead the charge to simplify and rearrange. Your church is not a 
collection of ministries held together by a common thread. It’s the 
body of Christ. Every ministry affects every other ministry.

This is why your annual calendar discussion needs representatives 
from each ministry. You can even involve volunteer leaders in 
this meeting. Putting all the key players in the room gives you the 
widest possible perspective.

Argue, debate, and discuss based on the calendar. You’re not 
debating the merits of each ministry or program (we’re going to get 
to that later in the book). You’re looking factually at the events and 
activities central to the life of your church. Like a puzzle, your goal 
is to make everything fit together for one great purpose.  

It may take a while, but imagine the synergy that will come from 
all of your key leaders having a general framework about what to 
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do. Imagine walking away from this meeting with a big picture 
understanding of a year in the life of your church.  

One of the biggest benefits from creating an annual calendar 
is teamwork. With every conversation and every change, 
you’re tearing down the ministry silos and working toward a 
comprehensive calendar. Through a very tangible process, ministry 
leaders see there’s more at stake than the ministry they lead.  

A C T I O N  S T E P

Download the annual calendar template from churchfuel.com/streamline 
and start documenting what happens in your church every year.

ACTION STEP
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- 2 -
P L A N  Y O U R 
P R E A C H I N G

The secret of all victory lies in the organization of the non-obvious. 

- Marcus Aurelius

As we saw in the last chapter, stepping back and looking at your 
year as a whole can have a dramatic effect on your ministry. But 
there’s another type of calendar you need: a preaching calendar.

A preaching calendar is simply a plan of when you’re going to preach 
about what. Like your annual calendar, it’s a big picture look at your 
entire year. God should lead you to your topics, but write them 
down on a preaching calendar.

The idea of a preaching calendar makes sense to a lot of pastors, 
but there’s still a lot of confusion on the topic. Some people believe 
the very idea of a preaching calendar cannot co-exist with the 
Holy Spirit. Spirit-led preaching, they say, can’t be confined to a 
spreadsheet.  “How can you know what God wants to say to the 
church three months in advance?” they ask.

Some pastors inherited or learned a preparation system that doesn’t 
work well. On Monday, they head into the study and work on the 
upcoming message. The next week, they do it all over again. They 
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have little time to think about future sermon topics when this 
week’s message is looming.

Still, there are more pastors who would love the ideas of a preaching 
calendar, but aren’t wired to create (or to live with) such a 
document. They are passionate and responsive, and long-term plans 
don’t combine well with their personality. 

But the benefits of a thoughtful, Bible-based preaching calendar far 
outweigh those concerns.  What you will get, and more importantly, 
what your church will experience by having a solid preaching plan, 
is a compelling reason to implement the steps I’m going to share in 
this chapter.

BENEF I TS  OF  A  PR E AC H ING  CALENDAR

So let’s talk about some of the benefits of a preaching calendar. Why 
should you do the hard work to create this document? 

1. You have more time to study.

D. Martyn Lloyd-Jones wrote, “To me, the work of preaching is the 
highest and the greatest and the most glorious calling to which 
anyone can ever be called….I would say without any hesitation 
that the most urgent need in the Christian Church today is true 
preaching.” 

Today, there is much that a pastor must do. In addition to teaching, 
we often counsel, meet, and lead. We should be in the business of 
developing relationships with those who don’t know Christ. But in 
the midst of all our duties and responsibilities, we must not forget 
that it’s the weekly sermon that deserves our focus.

If preparing your message during the week was the only thing on 
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your job description, you’d deliver brilliant messages every Sunday. 
I admire the preachers who can spend 20-30 hours a week in 
their study, studying the text and preparing their message. Most 
preachers don’t have that luxury. I’ve coached preachers who said 
their biggest issue was finding the time to prepare their sermon.

In this chapter, I can’t help you to find more time. We’ve all got the 
same number of hours in the day. But I can help you be far more 
effective with those hours.

Putting more time between selecting your topic and delivering 
your message works in the same way as working more hours on a 
particular sermon. Spreading out your preparation time is more 
effective than cramming your prep into a solid block of hours. Your 
preparation time will be more effective and your sermons will be 
better if you spend more time on them. I’m not talking about the 
number of hours spent writing them, I’m talking about the overall 
length of time that a subject is on your mind and heart.

When you know what passages you’re covering, and what topics 
you’re addressing in the future, you can keep your antenna up for 
ideas and insights. God speaks to you during your personal Bible 
reading time. You may see a news article and realize it’s a sermon 
illustration. Life happens and it makes your upcoming sermon 
richer.

If you know your topics, you can capture all of this and work it into 
your messages.

Planning doesn’t necessarily give God more time to speak to you 
(He can speak whenever He wants). It gives you more time to listen 
to God.  I don’t know why it took me so long to realize this, but 
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it’s been one of the biggest realizations in my church leadership 
career. Planning is not for God’s benefit, it’s for ours! God can show 
up whenever and wherever he wants and He is not limited by our 
plans and ideas. He doesn’t need our plans, but we need them. God 
doesn’t need a schedule or a calendar, but we do.  

When you have a longer runway with your sermon topic, you have 
more time to dive deeper into sermon preparation. For example, 
you can read books instead of blogs. If you have an upcoming series 
on the life of Christ, you can order several books and read. If it’s 
Monday and you haven’t started any of your work, it’s too easy 
to head to the internet. The quality of work there is dramatically 
different.  

When you have a longer runway, you can search the Scriptures 
instead of scanning podcasts. Listening to well-known preachers 
is fine, but it’s a poor substitute for real sermon prep. A sermon 
calendar will give you more time to hear from God 

2. You can involve others.

I love the word arguably. You can insert this word into any 
controversial sentence and immediately temper the emotion.

 » I am arguably the funniest person in the world. 

 » Skinny Jeans are arguably the worst fashion trend ever. 

 »  The Dallas Cowboys are arguably the most overrated team in  
the NFL.  

You can’t argue with these statements because I included the word 
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arguably. It’s as if I’m almost willing to make a bold statement, but I 
want to cover all of my bases.

Well, preaching is arguably the most important element in any 
church service. Even if you disagree with that bold statement, you’d 
have to agree that it’s really important. 

So why would you choose to hunker down in your office and keep 
wise, Godly people who could offer incredible insight at arm’s 
length? What if you found a way to involve other people in your 
message prep process?

You can do this, but only if you know where you’re going. Planning 
a message calendar gives you the time to involve the appropriate 
people at the appropriate times. One of the biggest reasons to 
create a long-term preaching plan is the ability to involve other 
people in the sermon prep process.

3. You can be more creative.

You might be able to exegete and outline the text and write a good 
sermon in a week. But if there are other people involved in your 
service, they will benefit from more time.

Let’s take the worship leader or the music director, for example. 
Maybe there are some new songs that fit with a series or a book of 
the Bible. With enough time, your worship team could learn these 
songs and integrate them into a service. Without a thorough plan, 
they might select good songs and pull them off with a certain degree 
of quality. However, with time on their side, they may be able to do 
an even better job and really connect the songs to the theme of the 
message.
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On more than one occasion, I’ve wanted a prop or display to make 
the message come alive.  Time was the critical factor for being 
able to execute some of these ideas. Whether it’s a video, props, 
announcements, or other elements, there’s incredible power when 
all of the service elements work together.

4. Your preaching will be more diverse.  

A thoughtful preaching calendar will help ensure you’re talking 
about the most important topics.  But it will also force you to adopt 
a broader approach to selecting topics. 

We all naturally gravitate to our favorite topics and passages. 
When I was in college, I remember a preacher who figured out how 
to make every sermon about the book of Revelation. Clearly, he 
was interested in the end times. If he could have it his way, every 
sermon would be about this topic.

A preaching calendar will force you to address uncomfortable topics. 
If you’re a big believer in grace and second chances, your calendar 
should force you to wrestle with the issues of law and justice. It will 
stretch you as a preacher and facilitate the preaching of the whole 
counsel of God’s Word.

THE  PR E AC H ING  CALENDAR  
AND  THE  HOLY  SPIR I T

Just as systems and the Holy Spirit can go together, a preaching 
calendar and the Holy Spirit can work in tandem.   
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If your view of God limits God to speaking at the last minute, 
I’d say your view of God is too small. The same God who speaks 
on Saturday night can speak three months in advance. The same 
inspiration that hits on a Thursday can hit during a planning 
meeting.  

Your preaching plan isn’t for God’s benefit…it’s for yours.

HOW TO  CR E ATE  A  PR E AC H ING  CALENDAR

The benefits of a preaching calendar far outweigh the amount of 
work it takes to create and live by it. Maybe you’re ready to give it a 
try. Let’s talk about how to actually create this preaching plan.

You can hunker down in your office with a legal pad or an Excel 
spreadsheet, taking all of those ideas you’ve scribbled in notebooks 
and collected from other preachers and start filling in the blanks.

But there’s a better way. 

You have the opportunity to involve other people in this important 
process, and as a result, you’ll end up with a far better preaching 
plan. I recommend that you organize a sermon planning retreat.

This retreat should last for one to two days and involve three to 
seven people. Those aren’t the perfect numbers, but I’ve found they 
work well for most churches. If you pull some people together for a 
day or two, you can create a really solid preaching plan for the next 
12 months.

A sermon planning retreat, lasting from one to two days and 
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involving three to seven people, is the best way to create a teaching 
calendar for the next 12 months. Here’s a three-step process to plan 
your planning retreat. 

Step One: Schedule and Invite 

Go ahead and choose a date, time, and place. Then put it on the 
calendar. You can do this right now. October would be a great 
month, but if October is too far away, go ahead and schedule one 
and work on the next six months.

Once you pick the best time of the year for this sermon planning 
retreat, you can put it on your annual calendar. This first retreat will 
be helpful, but it will be even better the second time.  This is one 
of those events that should show up on the annual calendar and 
become a consistent part of your ministry.

Who should you invite to a sermon planning retreat? Here are a few 
suggestions:

 »  Creative Arts Staff or Worship Leaders. People involved 
in service planning are in a great position to offer incredible 
insight into this process.  

 »  Other teachers and leaders in your church. If you’re 
working to develop another preacher or communicator, 
there’s nothing better than bringing them into the sermon 
planning process.

 »  Another pastor from another church. This might be 
a new idea for you, but there might be a pastor in your 
community or network who understands the value of this 
process.
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 »  Elders or Deacons. Spiritual leaders in your church will 
often have great insight into what should be preached from 
the pulpit.

 »  Men and Women. Make sure your group is diverse and 
doesn’t represent just one segment of your church. It’s 
entirely possible your congregation is made up of more 
women than men, so it’s smart to make sure you’re 
factoring that into your planning.

Step Two: Pray and Prepare

Once your event is scheduled and you’ve invited the right 
participants, it’s time to do some pre-planning.  

Before you get people together to start brainstorming, pray and 
connect with God. “God, what do you want me to say to your 
church?” is a prayer that you must continually pray.  But you should 
spend some focused time asking this question as you get close to 
your planning retreat.

After taking time to pray and listen to God, and after reviewing 
information from your church, make a list of your teaching 
priorities. This is essentially a prayerful mind-dump, where you’ll 
list all of the topics you believe God wants you to cover in the next 
year. You’ll arrange this on the calendar later. Your goal here is to 
get your thoughts down on paper.

Your list might look something like this:

 » Leveraging your gifts and talents by volunteering twice a   
       year



34

 » Becoming a generous giver. A whole series on generosity

 »  Connecting with the Biblical community in a small group. 
Need this message twice a year as we launch small groups 

 »  Begin reading the Bible.  Maybe in conjunction with a 
church-wide reading plan we create

 »  The big picture vision of our church. A good message for our 
10 year anniversary service

 »  Ephesians belief and behavior. God has really been speaking 
to me about how our activity must be driven by our 
identity.

You might also find a congregational survey helpful.

A simple survey like this is a great way to collect the spiritual habits 
or musical tastes of your congregation. It’s also a way of ensuring 
that you’re answering questions that people are actually asking.  

Whether you reserve a few minutes to complete a survey during 
the worship service, or conduct an online version, ask people what 
they’re struggling with and what they want to learn. Allow them to 
rank several topics and give them an opportunity to share their own 
thoughts. 

As you schedule your survey, you might find it helpful to conduct 
it for two weeks in a row in order to catch most of your regular 
attenders.

The final part of the preparation process involves sending 
everything to the people attending your retreat. It’s not enough to 
prepare yourself. You’ve got to prepare the entire team. If everyone 
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coming on your retreat is already on the same page, you’ll really 
maximize your time and be more effective. Everyone should have 
the following items and information before they come on the 
retreat:

 »  The church annual calendar with all the important 
dates and planned activities. We talked about that in 
Chapter 1. Your preaching calendar should support the 
church calendar, not compete with it.

 »  Your teaching priorities. They need to know what God 
has said to you, the leader of the church.

 »  The public school or community calendar. It’s smart to 
know what’s happening in your community.

 »  Survey results. Let everyone know what the congregation 
said on the survey.

Send this to everyone in advance and ask them to prayerfully 
process it all. By doing this hard work and preparing your team, 
you’re showing them how important this retreat is to the life and 
health of the church.  

Step Three: Execute the Retreat

Once everyone knows what to expect and what’s at stake, it’s time 
to execute your retreat.  

The best retreats are away from the office and last for at least one 
night. There’s something refreshing about getting away from it all 
and changing your perspective. Mark Batterson says breakthrough 
sometimes comes when you have a “change of pace and a change of 
place.”
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The goal here isn’t leadership development or team building, though 
some of that will undoubtedly happen. In a way, this is like a SWAT 
team, assembled for one specific purpose.  The mission and the 
result should be very clear to everyone. The goal of the sermon 
planning retreat is to create a preaching plan, putting all of the 
information into a spreadsheet that looks something like this:

Figure 2 – An Excel Version of a Preaching Calendar. You can download 
this template for free at churchfuel.com/streamline.

Once you put the right people in the right room and focus on the 
right objective, the results tend to occur naturally. You can schedule 
your retreat in a way that works well for you, but I suggest a macro 
approach at first that moves at a swift pace toward specifics. 
Something like this might work well:

1. Start big. Figure out how many teaching series’ you need 
in the calendar year and talk about the overall focus of each 
series. You don’t have to know how many weeks or where it 
fits on the calendar yet. 
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2. Flesh it out. Once you know the series and major topics, 
you can get into specific texts or topics. For example, if 
you’re doing a marriage and family series in October, you 
can talk about what topics you want to cover during that 
series and place them all on the calendar.

3. Really flesh it out. Start putting topics on the 
spreadsheet. It’s okay to throw out creative ideas here, too. 
Don’t chase the rabbit for too long, but give people some 
space to dream.

Imagine how you will feel knowing your preaching plan for the next 
12 months. Let’s say you have to dial this back and can only create 
a plan for the next six months. You’re still going to feel great, and 
your sermon prep will immediately improve.  

A C T I O N  S T E P

Visit churchfuel.com/streamline and download the Preaching Calendar 
template. Customize it for what you already know. Then schedule a 

planning retreat where you’ll fill in the rest of the details. 

ACTION STEP
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- 3 -
B U I L D  Y O U R 

W E E K E N D 
C O M M U N I C A T I O N 

C A L E N D A R

A goal without a plan is just a wish. 
- Antoine de Saint-Exupery -

Have you ever said something like this? Man, that event snuck up on 
me.

It seems like programs and events continually sneak up on church 
leaders. But events and programs can’t sneak. They aren’t alive. 
They’re words on a calendar, totally incapable of physical actions 
such as sneaking.

People sneak. Cats sneak. But inanimate programs and events don’t 
have the ability to sneak. Don’t blame the event for the fact you 
weren’t paying proper attention to the date. The fact that an event 
snuck up on you is all about you.  

The sneak-up effect is the result of poor planning. That’s why a 
detailed calendar is so effective. A properly developed church 
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calendar doesn’t only list events; it tells you when to start planning 
and when to communicate. 

We’re three chapters into this book, and all three chapters have 
been about calendars so far. We’re going to get to other stuff later in 
the book. We’re going to talk about ministries, and reaching guests, 
and working with a staff. But, many of those things will come back 
to the very basic idea of the church calendar. I’m going to harp on 
about it a little more because it really does matter. 

There’s so much potential to organize and align with a tool as simple 
as a calendar. That’s why it’s one of the most important planning 
tools in your church. It’s the closest thing you have to a silver bullet.

By now, you should have two calendars. The annual calendar doesn’t 
have dates—it’s an annual snapshot of everything that happens in 
your church every year. The preaching calendar is a week-by-week 
look at your sermon topics. With both of these calendars in hand, 
we’re going to build on them.  

Now it’s time to get insanely practical and build a communication 
calendar.

THE  MY TH  OF  THE  BUSY  SE ASON

You know that “busy season” you feel like your church is in? The 
sad reality for most churches is that season never changes. The New 
Year becomes Easter, which leads right into Mother’s Day. Summer 
should be a little more relaxed, but there’s VBS and youth camp and 
more activities than you first realized. Before you know it, you’re in 
the middle of the Fall growth season which runs non-stop into the 
Holiday season. You roll from one busy season right into the next 
one, without much pause for reflection, evaluation, or rest.  
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There are so many programs, ministries, and special events vying 
for communication in your church. The Sunday handout, weekend 
announcements, email newsletter, and website become a cluttered 
mess. Before you know it, your handouts and stage announcements 
are muddied with mixed messages. 

When your church is busy it means your communication is 
confusing. There’s simply too much to announce. There are too 
many things to say.

Your busy church calendar leads to a confusing message for your 
people. They don’t know what’s most important and they can’t 
decide what to attend or where to serve.   

Have you played the game of “What announcement are we going to 
cut this weekend?” You have five announcements to make but you 
only have time to focus on three. So you decide which ones can wait 
until next week, or you try and figure out who will get the least mad 
for being left out.

Have you ever been approached right before the service by a 
volunteer or staff member with a “Hey, don’t forget to announce” 
statement?

 »  Hey pastor, can you please announce that the women’s Bible 
study starts this week?

 » Remind people to drop off diapers for the diaper drive.

 » Don’t forget to mention the student camp deadline.

You don’t want to hurt anyone’s feelings so you give it a half-
hearted mention during the welcome or a quick “by the way” at 
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the beginning of the message. You and I both know that these 
announcements may make a staff member feel better but they 
rarely work. It’s well-intentioned white noise.

When people hear too many announcements, they don’t pay 
attention to any of them. Let’s say you spend thirty seconds each 
on five announcements. That’s two and a half minutes with five 
different focuses. At the end of the service, it’s likely people won’t 
remember any of them.  

What if you took those two and a half minutes and focused on 
just one thing? In addition to sharing the information (which is 
all you had time to do in the example above), you also talk about 
the benefits people will get from attending. You may share a story 
of someone who was impacted by this activity in the past. Or you 
could show a video. You’re communicating less, but you’re really 
communicating more.

Yes, this means those other four things won’t get announced. But 
let’s face it…nobody was paying attention to them anyway. You’ve 
just redeemed this time and made it far more valuable for everyone 
involved.

If you’re a leader, communication is like money in the bank. You 
have to spend it wisely. Ask people to do too much and they won’t 
do anything at all. Focus those announcements by using multiple 
channels and you’ll be far more successful.

That’s why it’s time to take your annual calendar and your weekend 
communication calendar and decide in advance how to handle 
announcements.   
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You might already have a calendar, but do you have a 
communication calendar?

 »  Most church calendars list the dates of VBS in the summer. 
A communication calendar includes key decisions and 
communication milestones. You’re not just planning the 
event, you’re planning when you’re going to talk about the 
event.

 »  Most church calendars list the dates for Student Ministry 
Camp. A communication calendar aligns the opening day of 
sign ups with the student pastor preaching in the weekend 
services.

 »  Most church calendars have some type of Stewardship 
Sunday or generosity emphasis.  A communication calendar 
includes details on the kickoff of Financial Peace University, 
plus the dates for sending contribution statements and 
emphasizing online giving.

It’s not enough to plan the event. You must also plan your 
communication about the event.  Your communication calendar 
should let you know when to talk about what. A lot of churches put 
programs and events on the calendar but very few take the time to 
write down all of the communication plans and ensure those plans 
don’t step on the toes of other ministries.  

When you’re thinking through your communication plan, here are 
some questions to consider:

1. When do sign ups begin and when is the deadline to sign 
up?

2. When is the group planning meeting for that regular event?
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3. When does the information get featured in the bulletin and 
on the website?

4. When do we focus on social media engagement?
5. When do we send targeted emails?
6. When do we start recruiting volunteers?
7. When do we announce in the service?

In Church Unique, Will Mancini shares a powerful illustration about 
vision alignment, which also applies to communication. 
  
Imagine six people gathered around a large metal ring. At the 
count of three, each person pulls on the ring in their direction. 
Lots of force is exerted, but that ring doesn’t move. There’s a whole 
lot of trying but very little motion. Now imagine all six of those 
individuals coming to one side of the ring. On the count of three, 
they all pull in one direction. That ring is moving, and it’s moving 
fast. That’s the power of focus and alignment.

I’m telling you, there is power in alignment. But alignment won’t 
come naturally. You have to fight for it.

Many church programs and events never reach their full potential 
because there is little focus and alignment on the communication 
plan. An announcement here and an email there are not enough to 
get the attention of people in the church who are used to hearing a 
dozen things at a time.

When you build a full communication calendar, it allows you to 
place more emphasis on fewer things. If you’re promoting student 
camp, you can focus your entire church messaging around that 
one idea for a set period of time. The video in the service, mid-
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week email blast to the database, and Facebook posts will all work 
together. You could even align the offering setup (more on that in 
just a minute). 
Listen carefully, because the following is of the most important 
communication lessons I’ve learned in 20 years of working with 
churches. We don’t need to spend less time announcing things; we 
need to spend more time announcing fewer things.

Spend more time on fewer things. Decide which things really matter 
and communicate more.  Tell stories. Shoot videos. Print flyers. Use 
all the resources at your disposal. But not on everything, only on 
the main things.

So let’s get practical. How do you build a communication calendar?

Start with the very same spreadsheet you use for your preaching 
calendar. This is where you record the basic details about your 
teaching. You might have columns and rows to track the following:

 » Series Title

 » Message Title

 » Speaker

 » Bottom Line from the Message

 » Worship Leader

That’s a great start. Now let’s add some further columns and more 
detailed information that will help us focus our communication on 
the most important things. Specifically, add two more columns and 
plan two more things to communicate each week.
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With your annual calendar in mind and your preaching calendar in 
hand, go ahead and decide what will get stage time in your service. 
Your regular programs and ministries need to be announced, so 
give them enough time and space. In my experience with helping 
churches with their communication, I’ve found that most people 
spend their time announcing the special stuff and not the regular 
stuff.  It’s the regular programs and ministries that make the most 
difference in the life of the church.

You need to talk about the things that happen in your church on a 
regular basis. Your regular ministries get the most money in your 
budget and most of your focus throughout the week. They also need 
the most announcement time in your service. 

Have you seen that time management example with the big rocks, 
pebbles, and sand? Someone fills a jar with sand, then pebbles, and 
then tries to add rocks. Because the jar is full, the rocks don’t fit. 
Then he reverses the process, filling the jar with the big rocks, then 
adding the pebbles and finally the sand. Everything fits because 
he put the big rocks in first. This is a great example of doing the 
most important things first, but it’s also true when it comes to 
communication. When you’re planning your services you need to 
devote enough time to talk about the “big rocks.” If you fill the time 
with pebbles and sand, you won’t leave enough time to talk about 
what matters most.

So go ahead and decide on these “big rocks.” Decide how many 
weeks you’re going to talk about what’s happening with the weekly 
children’s ministry or student ministry. Decide when to talk about 
small groups or regular discipleship opportunities.   
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WHEN TO  TALK  ABOUT  WHAT

Next, assign time to the big events you do on an annual basis. Those 
special events on the calendar need enough time and space to work. 
Let me give you some examples of how to build this out.

If you’ve decided to emphasize small groups in September, a good 
preaching calendar might have you preach on the importance of 
small groups a couple of Sundays before groups begin.  On that 
same Sunday, you might have a testimony from someone who 
was skeptical to join a group but decided to jump in anyway. The 
announcements that day might focus on the sign up process. Do 
you see how all this works together?

On this Sunday, the entire service points to one clear, compelling, 
and very important action step.

The month of May is a great time to talk about generosity and 
specifically challenge people to set up reoccurring donations on 
your church website. You can go ahead and decide to talk about this 
for three weeks in a row. One week you could show a screencast of 
how easy it is to do.  The next week you could ask people to turn in 
a card to express interest in giving online. The third week you could 
share a generosity story in conjunction with an announcement.  
Throughout this process you could email similar information to 
your congregation and promote social media posts specifically to 
your church members.   

Every year, you have 52 opportunities to communicate next steps. 
Those are important moments and need to be filled with vision, 
stories, and creativity. By deciding what to communicate in advance, 
you claim the communication space for what you determine to be 
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the most important. If you limit yourself to two announcements 
each Sunday, that’s 104 points of emphasis. Spend them wisely.

And back them up with email support, direct mail support, social 
media posts, and more. Use all of the communication assets at 
your disposal. Align them for maximum effectiveness. If you 
do all of this, you’ll end up spending the same amount of time 
communicating but you’ll see a much greater impact for your 
efforts.  

A C T I O N  S T E P

Decide when to start planning and when to start announcing the events 
that are already on your calendar. Go ahead and write these dates down.

ACTION STEP
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- 4 -
P U T  E V E R Y T H I N G 

O N  A  M A S T E R 
C A L E N D A R

In preparing for battle I have always found that plans are useless, but 

planning is indispensable. 

  

– Dwight D. Eisenhower

A few years ago, I created a bunch of documents to help churches 
get organized. All in all, it was more than 120 Word documents, 
Excel spreadsheets, and flow charts. I created these because we 
needed them in our own church, but I quickly learned that other 
churches needed them too.

So I zipped them together and put them on a website. I called this 
downloadable resource Docs and Forms. 

With one click, pastors and church planters had access to tons of 
documents to help organize their church. Thousands of pastors 
have downloaded these resources. The name might not have been 
creative, but the product was helpful.

If you’ve followed each of the steps we’ve talked about in this 
book, you have three calendars.   You have an annual calendar that 
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provides an overall framework for the year. You have a Preaching 
Calendar to guide the content of your sermons and church services. 
And you’ve got a Communication Calendar so you know when to 
talk about what.

Now it’s time to put all of your information in one place. I’m going 
to call this The Master Calendar. I know it’s not very creative, but at 
least it’s clear.  

All three of these calendars will help you organize critical areas 
in your church, but when you synchronize everything into one 
document, it’s like magic.

If you’re a Lord of the Rings fan, you’ve read this inscription about 
the one ring to rule them all: 

Eleven rings for the Eleven-kings under the sky 
Seven for the Dwarf-lords in their halls of stone 
Nine for Mortal Men doomed to die, 
One for the Dark Lord on his dark throne 
In the Land of Mordor where the Shadows lie. 
One Ring to rule them all 
One Ring to find them 
One Ring to bring them all and in the darkness bind them.

In The Hobbit, Bilbo found the ring in Gollum’s cave and fought to 
get it home to the Shire. In the Lord of the Rings trilogy, Frodo and 
the Fellowship went on a dangerous quest to destroy it, ending the 
rule of Sauron once and for all. This one ring held the power.

Hopefully you see where I’m going with this nerdy example. You 
need one calendar to rule them all. You must create one document 
that brings together all of the important information.  The leaders 
in your church need one master calendar that combines events with 
sermons and communication.

How do you create it? What tool do you use? I can tell you what 
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I’d do, but this is one of those times where you simply need to 
pick something that works and go with it. Too many times we’re 
tempted by new technology. Just lock down an online solution and 
go with it. End your search for the perfect calendar and use the one 
you already have.  

I recommend iCal or Google Calendar. These solutions allow you to 
share the master calendar with everyone on your staff and your key 
volunteers.  You can give access to the people that need it and they 
can view it on their computers and devices. But pick something that 
works for you and put all of your master calendar stuff in one place.

Here are some things that should go on your Master Calendar:

 » Special events

 » Volunteer training or appreciation events

 » Small group sign ups

 » Sign up periods

 » Staff Review Week

 » Staff retreats or staff training

 » Mission trips and local service opportunities

 » Conferences that you and your team will attend

 » Baptism

 » Community events

 » Direct mail and advertising campaigns

 » Contribution statements mailed

 » Vacations
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Your master calendar should contain all of your regular programs 
and ministries, as well as your special events. Bring together your 
preaching calendar and your communication calendar and put all of 
your information in one place. 
 

SOME  OTHER  BEST  PR ACT ICES :
1. Appoint one person to be the master of the master 
     calendar. 

 While you can share your calendar with lots of people, appointing 
too many managers is a recipe for disaster. You need a Frodo—
one person entrusted with managing, updating, and ensuring 
the accuracy of your master calendar. This one person can pull 
in information from your teaching calendar and make changes 
(because yes, things will change). The keeper of the calendar can be 
tasked with ensuring everything is accurate and up-to-date.

2.  Create a physical calendar and keep it in a common area in 
your office.

I love the ease of accessing digital information. It’s so easy to share 
calendars and invites. But I also love seeing the entire year hanging 
on a wall. That’s why I personally use a giant wall calendar. It’s so 
useful for planning but also visualizing. Wouldn’t it be great to have 
an accurate calendar hanging on the wall in your office? 
 
You can get a wall calendar from any office store or you can order 
one from Amazon.com. But I wanted to make something that’s 
prettier and more efficient, so I created The Church Calendar.   
 
It’s 29” x 36” and beautifully designed. The year is broken into four 
quarters (you’ll see why that matters a little later in this book). 
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Key holidays and dates for your church are pre-printed, but there’s 
lots of space for you to add your own events.  You can get it at 
churchfuel.com/calendar.  

3. Create an online version and make sure everyone has 
     access.

 While it’s great to have a physical calendar in a common area, you 
should also create a digital version of your master calendar and 
share it with staff and leaders. Frodo might manage it all, but all of 
the Hobbits need access. The elves and dwarves, too. You could use 
Google or Basecamp or any number of online tools for this.

4. Review your calendar regularly.

One of the biggest benefits of having an accurate calendar that 
effectively lays out the future is that you can talk about this in your 
meetings. You can keep all of the communication in front of your 
team during weekly meetings because all of this information is in 
one place. We used to end every one of our team meetings by having 
someone walk through the next several weeks of the calendar. Since 
all the hard work and decisions were already made, this was quick 
communication to ensure alignment.

A calendar is one of the simplest but most powerful resources to 
help you keep your ministry moving in the right direction. It solves 
a myriad of problems and it’s virtually free to use.

 
 

Get a wall calendar and fill it up with your dates for the year.  
Not a digital calendar or a shared Google calendar,  

but an old-school, hang-on-the-wall variety.

ACTION STEP
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- 5 -
E V A L U A T E 

Y O U R  R E G U L A R 
P R O G R A M S

The first responsibility of a leader is to define reality. 

- Max De Pree -

A lot of churches are tired.

The pastors and leaders are tired because they have been plowing 
the field for so long. Volunteers are tired because they have been 
working week after week for years and years. 

And even the ministries themselves sometimes seem tired. It’s the 
same thing, week after week, season after season.

The Apostle Paul said we should run with purpose, not wandering 
aimlessly or beating the air.  But let’s be honest, sometimes 
ministry feels like we’re beating the air. We move from program to 
program or problem to problem and we feel like we’re never making 
progress.  What used to work in the past (or what works for other 
people) doesn’t seem to make a difference. You try new things but 
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get the same old results.

When stuff isn’t working, you typically try harder. In fact, that’s 
what some people tell you.  They tell you work hard and work smart, 
as if that’s a new idea you haven’t thought of before.  

The fact of the matter is this: many church leaders are tired because 
they are doing too much.  They are leading multiple programs and 
ministries, all to varying degrees of effectiveness.  The ministries 
they are most excited about don’t get enough attention because the 
sideways things they are doing take their focus. The special events 
take the time from the regular (and most effective) ministries. It’s a 
vicious cycle.

WHY DO  YOU  DO  WHAT  YOU  DO?

When you look at your regular programs and ministries, can you 
answer the why questions?  Why do you do them? Why are they 
a part of your ministry? Here are some common reasons why 
churches do the programs they do:

1.  They have done them in the past.

Back in 1985, someone met Jesus at the Sunday night service, so let’s 
keep doing it because it might happen again.  

Three years ago, the food bank served 6,000 residents so we can’t stop it 
now.

Sometimes pastors inherit ministries started by leaders in the past. 
I’ve talked to more than one pastor who felt forced to continue 
AWANAS, Vacation Bible School, The Wild Game Dinner, and the 
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Beth Moore Thursday morning studies. They are legacy ministries.

If they’re effective then great. But “we’ve always done it this way” 
isn’t good stewardship and holding on to a ministry just because it’s 
been effective in the past is poor leadership.

2.  Other people do them.

It’s easy to look around your denomination and copy what other 
churches are doing. But just because a program or ministry is 
popular in your network doesn’t mean it’s the best thing for your 
church. Widen your gaze and consider other options.

3.  You don’t know of other alternatives.

It’s pretty easy to get stuck in a rut when it comes to church 
programming. Maybe you’re doing what you’re doing because it’s 
all you really know. If this is the case, start searching for something 
new.  

We live in an incredible time. There are so many books, resources, 
and conferences. There are new networks and new relationships 
waiting for you. If you open your mind and you’re willing to learn 
from new places, you might discover a far more effective type of 
program or ministry that could really work in your church.

4.  You’re afraid to do nothing.

A final reason churches do programs and ministries is because 
they’re afraid to do nothing.  

This was the case for me when we started our church in Atlanta. 
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Even though we were just one year into our church plant, we started 
a student ministry before we developed a leadership team and had a 
qualified leader. A student ministry is definitely not a bad thing, but 
we weren’t ready.  

Our entire Sunday morning experience was perfect for teenagers 
and we were in the midst of starting small groups. Parents of 
teenagers asked when we were starting a traditional student 
ministry like the other churches in town and I didn’t have a good 
answer.

I gave in to the pressure and we started something.

At first, it worked. But after a few months, the lack of leadership 
and focus took its toll. We suffered for the next couple of years in 
this area. I was afraid of doing nothing, so we started a program. In 
the end, this transpired to be a big mistake.

It’s okay to wait. And it’s okay to say no for now. You don’t have to 
do something just to do something, even if there’s a big need.

Those are some of the common reasons why churches do programs 
and ministries. It’s also the reason why churches end up with a 
menu of ministries that are all good but lack punch.

THE  M IS S ING  INGR ED IENT

I’m convinced that one of the missing elements in most churches is 
evaluation.  

We do so much, but we rarely stop to evaluate what we’re doing in 
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light of our mission and vision. We continue to fight and work and 
pray and lead, but we seldom pause to assess the situation and make 
adjustments.

But when it comes to evaluating church ministries, you don’t line up 
the good programs on one side and put the bad ones on the other 
side. Because they are all good.  

Unless your church has a devil worship ministry or a Tuesday 
Thievery small group, everything you’re doing would line up on the 
good side. If you’re assessing programs and ministries, there are 
probably very few things you would slide to the bad column. The 
measuring stick for your church has to be something more than 
good versus bad. 

I’m not advocating that you cancel events and stop doing ministries 
so you can take it easy or so that your church can have an easier 
time. I am, however, advocating that you evaluate everything to see 
how effective it is when it comes to your mission and vision.

I would suggest systematically determining the merit, worth or 
significance of every program and ministry in your church.

Very little real evaluation happens in churches. Maybe it’s because 
we don’t want to hurt someone’s feelings or maybe it’s because we 
don’t have the time. But rarely do we stop what we’re doing for long 
enough to look at what we’re doing.

But if you’re willing to do this, you’re going to step into leadership 
in a way that most churches never do.   
Here’s how to get started: 
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1.  Make a list of every program, ministry, and regular event 
in your church.

When I was in high school, a teacher challenged me to make a list 
of 100 things I was thankful for.  “This will be easy,” I thought to 
myself as I started writing. The first 20 or 30 things did come pretty 
easily. My parents. My health. My dog.  

But as the list got longer my task got harder. I scratched out the 
word “body” and added “fingers” and “toes.” That’s two for one. 
And then I realized I had ten fingers so I decided to list them 
individually. Even after this exercise in ridiculousness, I came to the 
conclusion that being thankful for everything is hard. 

You need a list, and it might be harder than you think.

The first step in effective evaluating is to make a list of everything 
you’re already doing. You can start on this right away. But one of 
the best ways to make sure your list is accurate is to include other 
people in the process. Ask your staff or pull together some key 
volunteers to work on this list. 

At first, it might go like my thankfulness list. You’ll start with 
listing the obvious programs and ministries then you’ll make 
another little run. But just when you think you’ve got it all down, a 
whole new group of things will come to your mind. Your goal is to 
capture everything.   

 »  Printing your weekend handout…that’s a regular program. 
Put it on the list.

 » S ending your weekly email newsletter…that’s a regular 
event. Write it down.
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 »  That Friday morning men’s group. Even though they only 
use the facility and it’s not an official church event, it’s got 
to go on the list.

 »  Children’s ministry, student ministry, women’s ministry, 
church softball…everything you do must go on the list. 

For some leaders, this exercise alone will provide incredible clarity. 
Very few church leaders ever see a list like this.   

2. Answer questions about every item on the list.

Once you’ve listed every program, ministry, and event in your 
church, now the evaluation can begin. This will take a little more 
time, because you’ve got to ask these questions about everything on 
the list.  

There are a lot of good evaluation questions, but here are two of my 
favorites:

KEY QUESTION #1 :   AR E  THESE 
PROGR AMS EFFECT IVE  IN  HELPING  US 

ACCOMPL ISH  OUR  M IS S ION?  

The key word in that question is “effective.” As hard as it is, you 
must evaluate every ministry, program or activity in your church 
with objective eyes. You must set aside personal feelings and answer 
this tough question.

We’re not talking about whether the programs are good or bad…
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we’re talking about whether they work. It’s not helpful to know if 
people feel they are important, but it’s very useful to know if they 
truly help the church accomplish its God-given mission.  

Most people would hold up the church bulletin and say, “It looks 
good to me.” But that’s not the right evaluation question. You’ve 
got to ask, “How effective is this bulletin?” That’s not a superficial 
question with a quick answer. You’re going to have to dig deep. One 
of the pastors in my coaching network told me he recently went 
through this very experience. He realized people weren’t really 
reading the printed bulletin so they stopped printing it. They saved 
more than $5,000 a year in printing costs and found more effective 
ways to distribute information.

Most pastors would listen to the music on Sunday and say, “It was 
great” or, “It wasn’t good.”  

But those aren’t the right questions. Evaluating quality is fine, 
but you’ve got to dig deeper in order to reach effectiveness. “How 
effective was our team at engaging people in worship?” is a far more 
important question to ask. 
 
The second key word in this question is mission. When you’re 
evaluating something, you’ve got to do it with your stated mission 
in mind. There are a lot of things that are positive, but if they don’t 
help you accomplish your unique mission, they’re sideways. 

If accomplishments aren’t tied to a larger mission, then they won’t 
matter.
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KEY  QUESTION #2 :  I F  A  NE W PASTOR  OR 
LE ADERSH IP  TE AM TOOK  OVER ,  WOULD 
THE Y  CONT INUE ,  STO P,  OR  C HANGE  TH IS?  
 
This is one of my favorite evaluation questions because it helps 
us disconnect and look at something objectively. This question 
comes from Andy Grove when he was the Chairman of the Board 
at Intel. He asked a fellow board member, “If we got kicked out and 
the board brought in a new CEO, what do you think he would do?” 
Grove knew their own involvement was tainting their decision-
making. They needed to step outside of their own experience to 
make the wise choice. 
 
The board’s answer to this question led Intel to get out of the 
memory card business and focus on microchips. I’d say that was the 
right decision. 
 
This is a great question for pastors and church leaders, who can 
easily become emotionally and spiritually attached to certain 
programs and ministries. By stepping back and thinking of your 
successor, you might be able to offer more objective evaluations and 
make better decisions. 

Assign a letter grade.

Once you’ve made a list of all your regular activities and debated 
their merits in the light of vision and effectiveness, it’s time to 
assign a letter grade.

Let me go ahead and warn you: this will feel weird. It’s going to feel 
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weird to put an “F” next to a ministry. You’re going to feel that an 
awful rating is a failure. But the willingness to give real grades is the 
first step to making improvements.

For many of you, the most helpful thing you could do in your 
church would be to ruthlessly evaluate everything for the next three 
months. Don’t try and start something new or start a new ministry. 
Instead, do a detailed inventory of all you’re currently doing and 
make it more effective. Align your programs with the desired 
results. Make sure your ministries are helping you to accomplish the 
mission.

A C T I O N  S T E P

 Visit churchfuel.com/streamline and download the Evaluation Pack.  
It’s a series of six evaluation forms, including one to help you  

and your team evaluate your regular programs and ministries.

ACTION STEP
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- 6 -
E V A L U A T E  Y O U R 
S P E C I A L  E V E N T S

We must assume that there is probably a better way  
to do almost everything.  

 
–  John Maxwell – 

The point of this chapter is to give you some insanely practical 
tips for evaluating your special events. However, I want to start by 
talking you out of doing them.  

So let’s start with ice cream. That usually makes everything better.

There’s an ice cream shop in Venezuela that sells more than 900 
flavors of ice cream, including spaghetti and cheese. Now I like 
spaghetti, and I like ice cream, but the combination of the two 
sounds disgusting.  

A gourmet French ice cream company sells caviar ice cream. I’m 
pretty sure that’s a French rouse to get people to pay more money 
for ice cream. After all, it worked with Evian bottled water.

In Japan, you can treat yourself to Taco Aisu, which is basically 
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octopus ice cream.
  
There are some strange ice cream flavors in the world, but do you 
know what the most popular flavor of ice cream is?

It’s vanilla.

With all the interesting options out there, most people still opt for 
vanilla. It’s hard to believe, but it’s true. The simplest flavor of ice 
cream in the world is the most popular flavor of ice cream in the 
world.

It may be boring, but the simple stuff still works. It might even 
work the best.

The exotic, spectacular, and special events might get most of the 
press in the church world, but it’s the weekend services, small 
groups, and children’s ministry programs that have the most impact 
on people’s lives. Those regular programs and normal activities have 
the greatest opportunity to impact your community.

Most people who visit your church are going to visit on a Sunday 
morning. That’s one of your most ordinary regular events.

Most people who want to develop relationships will connect with 
a group or a class. Those regular ministries are kind of boring 
compared to the wild and crazy event ideas you read about online. 
But they’re really effective.

Imagine taking all the time, energy, and resources you’re 
investing into special events and pouring that into your regular 
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programming. Imagine meetings focused on improving what 
happens every week instead of planning what’s going to happen one 
time. Imagine a steady diet of weekly wins instead of busy season 
after busy season.

LES S  IS  MOR E

When you talk to other pastors about what’s happening in their 
church, they often tell you about special events. Maybe it’s a 
children’s event or a men’s conference or an outreach event. Those 
kind of things are exciting, so we talk about them.

You hear about these events and you want to try them at your 
church. Maybe you put them on the calendar and start planning. 
Before you know it, you’re recruiting people and spending money. 
People start working on the details. You start discussing it at length 
in your team meetings.  

Before long, you’re spending a good chunk of your time and energy 
on this special event. But it’s sideways energy, because in the end 
the special event doesn’t help you to accomplish your mission. 
People feel good because there is activity, but in the end there is 
little to show for it. 

“Most churches do too much. In the absence of clear discipleship 
outcomes, we feel successful only with more attendance at more 
church stuff,” writes Will Mancini. You may have a lot of church 
activities, but are those activities leading to clear discipleship 
outcomes? Is your activity producing action?

Take a look at the events in your church. Are they truly connected to 
the mission and vision or are they sideways? Events create sideways 
energy when:
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 » There are no clear next steps for people to take. If 
participation in the event is the win, you’re probably creating 
a lot of movement without mission. Every event should have 
clear next steps for people.  

 » Next steps don’t lead into the life of the church. 
Sometimes, there are next steps, but those next steps don’t 
lead people into Gospel community or next steps at the church. 
Be careful.

 » It takes staff and leaders away from regular programs 
and ministries. It’s great if you can pull off an event for the 
community, but if your staff and leaders can’t focus on regular 
programs and ministries, the overall church will suffer.

 » Attendance becomes the measuring stick. I’ve heard so 
many churches communicate wins simply by talking about how 
many people showed up at the event. Gathering a crowd is a 
great starting point, but that’s not enough.

 » The benefits of the event are available elsewhere. 
We decided against doing a fall festival at our church for two 
reasons. First, there were several other churches doing them. 
And second, we didn’t want to compete with trick or treating. 
In this case, there were tons of opportunities for people in our 
community. Duplicating an event would have been completely 
sideways. We could have attracted a crowd, but it wouldn’t have 
helped us to accomplish our mission. 

When I worked at The Rocket Company, we used a football analogy 
to communicate one of our core values. For a company based in the 
south and led by a raving Alabama fan, it’s no wonder that football 
analogies made frequent appearances in our team meetings.
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We talked about how trick plays were fun and made SportsCenter, 
but four-yard carries won the games. We wanted to run the ball 
every day, to string together a series of wins so we didn’t have to 
rely on a trick play at the end of the game.

My fear is that a lot of churches are trying to sustain growth and 
health with trick plays. Maybe it’s that special event that attracts 
a crowd and gives the appearance of life. Maybe it’s the special 
offering that balances the budget, temporarily. Maybe it’s the 
evangelist brought to town because there haven’t been enough 
decisions lately. None of these things are bad, yet all of these things 
are bad if you’re relying on them.

Too many events on your church calendar won’t leave you with 
enough time to work on what truly matters. Every week, you have 
the opportunity to welcome guests, help people connect to God 
through worship, teach children about Jesus, facilitate Biblical 
community, and more. If you’re too busy doing special stuff, you 
won’t have time to do the regular stuff. And the regular stuff makes 
more of a long term impact.

In reality, a handful of special events can be a great thing. If you’re 
running the ball consistently, maybe it’s time for a play action pass. 
If special events are properly planned and they don’t take people off 
focus, they can be a good thing for your church and community.

GR E AT  SPEC IAL  E VENTS

I’ve spent a great deal of time in this chapter trying to talk you out 
of doing too many special events and putting that energy into your 
regular programs. But not all events are sideways. 
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Not all events are off mission. So what kind of events are good for 
your church?

First, good events are effective events.  

There’s a huge difference between “good” and “effective.” Most 
things that happen in a church are good, but very few things are 
effective.  

Francis Chan says, “Our greatest fear should not be of failure but 
of succeeding at things in life that don’t really matter.” That’s a 
powerful principle, and it should encourage us to live lives that 
honor God.

But that same principle applies to church leaders, too. A successful 
event should be much more than well-attended or well-executed. It 
should be effective. In other words, it should work.

When you talk about the effectiveness of events, you’ve got to do 
it in the context of your mission and vision. If the vision of your 
church is to get people connected in Biblical community, how 
effective is your event at that purpose? If the vision of your church 
is to launch campuses in nearby towns, how effective is your special 
event at moving towards that goal?  

Move past attendance and get past quality to look under the 
hood of your special events. How effective are they at evangelism, 
discipleship, or missions? How well do they actually work?   Don’t 
ask if they are “good,” dig deep and measure effectiveness.

A night of worship, or a small group kickoff, or a week-long 
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children’s camp might help you to accomplish the mission of your 
church. If these types of events contribute to your vision, they 
might be good.

Second, healthy events are evaluated events.

When a big event is over, there’s a feeling of relief for everyone 
involved. All the prayer, planning, and the hard work is over. It’s 
time to rest or move on to the next thing.

But when the event is done, you’re not done. It’s time to evaluate.

The failure to evaluate is one of the biggest reasons ineffective 
events become a part of the life of the church. “We’ve always done 
this,” becomes the rally cry.

To keep this part of the process from feeling like a tacked-on, extra 
step at the end, make it a part of the planning process from the 
beginning. When you’re creating your event timeline, go ahead and 
schedule your post-event surveys and evaluation meetings. Make 
feedback and evaluation a part of the event right from the start.  
And if you’re not willing to do honest evaluation after the event, 
don’t schedule it in the first place. 

QUEST IONS  TO  HELP  YOU  E VALUATE 
SPEC IAL  E VENTS  AND  PROGR AMS

We’ve already said that quality and attendance aren’t good enough 
measuring sticks. Those are good things, but you’ve got to dig much 
deeper and ask more poignant questions.  
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When the event is over, pull some people together and conduct a 
thorough and honest evaluation. If you’re a visionary leader, you 
might rush past this important step as you move on to the next 
thing. But evaluation is absolutely critical.

You need to hear from participants and volunteers. You need to give 
your leaders the opportunity to share their experiences.

Here are some questions to guide your discussion:

 » How does this event help us accomplish our mission?

 » How does this event help us reach our goal?

 » Is there a clear objective and defined win?

 » Is this a quality event?

 » What does this event truly cost?

 » Is there a better option?

 » If we weren’t already doing this event, would we do it?

 » How do we measure success?

 » How effective was our internal communication?

 » How effective was our external communication and 
       promotion?

 » Did people take a next step after the event?

 » What letter grade would we give each part of the event?

 » What are the long-term benefits?
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 » What do the volunteers say can be approved?

 » What do the attenders say can be approved?

You’ve heard people say, “Practice makes perfect.” And you’ve heard 
people respond, “Only carefully evaluated practice makes perfect.” 
When it comes to events, the more you do them the more necessary 
it is to evaluate them for effectiveness.

Say no to events. Say yes to effective, carefully evaluated events 
with clear next steps for people that help a church accomplish its 
mission and vision.

A C T I O N  S T E P

The action step here is the same as the last chapter.  That’s good news for 
those of you who skipped it.  Visit churchfuel.com/forms and download 
Evaluation Forms.  It’s a series of six evaluation forms, including one to 

help you and your team evaluate special events. Use this form to evaluate 
your next big event.

ACTION STEP
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- 7 -
I N V O L V E 

O U T S I D E R S

Give me six hours to chop down a tree and I will spend the first four 
sharpening the axe. 

- Abraham Lincoln -

One year into our church plant, I joined a coaching network made 
up of a group of pastors. We met once a month and talked about 
church leadership. During this coaching network, the leader said, “If 
you want people to be on the same page then create an actual page.”

That sentence stuck with me and directly led to the creation of Docs 
and Forms, a resource that has helped over two thousand church 
leaders. Of course, I learned a lot through this network, but this one 
sentence made a huge difference.

A few years later, our church was stuck and needed a plan to grow. 
We hired a consultant to come in and work with us for a full day 
to create some new systems and structures for leadership and 
discipleship. We had some smart people on our team, but I still 
wanted the advice of an outsider who could see the things we 
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missed. An outside facilitator with fresh ideas helped us accomplish 
far more than we could have accomplished on our own.

In 2011, my business partner and I went to a coaching group in 
Phoenix to spend time with other leaders. The mastermind group 
was pretty expensive, but the results were amazing. We learned 
many things, including a meeting system that helped our company 
grow from $450,000 to over $2 million in annual revenue. Coaching 
was directly tied to success.

When I look back on the key growth moments in life, ministry and 
business, advice from outsiders played a pivotal role.  

F IVE  R E ASONS  YOU  NEED  
TO  INVOLVE  OUTS IDERS

You’re a smart person and a good leader. I know that because you’re 
reading this book. Bad leaders don’t pick up books on strategies and 
systems. Bad leaders don’t want to get better.  Smile, because you’re 
one of the good guys!

You’ve already taken a huge step to get better as a leader and 
see healthy growth in your church. But if you want to reach your 
full potential, you’re going to need the hands-on involvement of 
outsiders. 

Here are three reasons you should involve outsiders.

1.  Fresh Thinking and New Ideas

When you’re in the organization, you sometimes miss what’s right 
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in front of you. It’s not because you’re uninformed, it’s just because 
you’re in it.  

Ed Catmull is the President of Pixar and the author of a fantastic 
leadership book called Creativity, Inc. In this book, Catmull describes 
the Pixar Braintrust—a group of people who provided feedback and 
ideas on movies to the director.  

At various points in a movie’s development, the director shows the 
project to the Braintrust.  Then, he listens. The Braintrust doesn’t 
have the authority to make changes, but they provide the director 
with fresh perspective and ideas.  

Catmull says the Braintrust is one of the key factors of Pixar’s 
success. They have created a culture that encourages fresh thinking. 
By involving other artists and directors, particularly those not 
involved in a project on a day-to-day basis, they dramatically 
improve their movies.

If you want fresh thinking and new ideas, you’re going to need to 
give people time. Pixar can’t rush a movie to box office success—
they have to plan, work, meet, review, and hundreds of other steps. 
In your church, the more you can plan ahead, the more you can 
involve outsiders and expose yourself to new ways of thinking. If 
you want helpful feedback, you’ve got to give people time to share 
it.

2.  Validation and Encouragement

When I work with churches, I sometimes tell them things they 
already know but need to hear from an outsider. This isn’t a waste 
of time or money. It’s a small price to pay for peace and confidence. 
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At first, I used to take it personally when people told me they didn’t 
learn anything new from me. Then I realized they didn’t need new 
information, they needed encouragement and the confidence to 
lead.

It’s amazing how an outsider can provide confirmation. Maybe 
you have a gut feeling about something. Sharing that idea with a 
group of leaders and hearing their encouragement can give you the 
permission to act.  

3.  Solutions to Existing Problems

I participated in a monthly coaching group in Atlanta made up of 
some other Christian leaders. Part of our day was spent helping 
each other with our unique problems.  

At a recent meeting, I shared what was happening in my life and 
the group provided tons of wise counsel and helped me make the 
right decision. It was a big decision and I was confused. This group 
of people, who all paid to be in the same room with each other, 
provided amazing insight and helped me to navigate the problem.

When you involve outsiders, you invite their unique experiences 
and perspectives into your problem. You expose yourself to new 
ideas and thoughts. Simply put, you get better.

WHER E  TO  INVOLVE  OUTS IDERS

When you learn to value the opinions of those who aren’t involved 
in the day-to-day operation of the church, you’ll find all sorts of 
environments where their insight can really help. Here are a few:
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1. You Can Involve Outsiders in Sermon Planning

Every church has a fact-checker—that one theologically educated 
individual who seems intent on correcting every missed reference or 
fact in the sermon. Typically, these individuals mention something 
as they head to their car or send an email that will be waiting for 
you on Monday morning. Their sense of timing is impeccable, firing 
off corrections at the most inopportune times.

For the longest time, I avoided these people and openly chided them 
to get involved in a real way that made a real difference. Instead 
of serving in the nursery, they seemed intent on being a human 
Snopes for sermons.

It’s possible these people are crazy. But what’s far more likely 
is that God has given them a great mind and a passion for the 
accurate interpretation of Scripture. Rather than marginalize their 
contributions and turn into a passive/aggressive critic, I needed to 
find a place for them to serve according to their unique gift mix.

Most churches are great at finding places for people to serve with 
their hands. We need to get better at finding places for people to 
serve with their minds. 

So, I created a brand new volunteer opportunity for the seminary-
type, Bible-study-loving, intellectual thinkers in our church. I 
brought them right into the sermon planning process.

As we started work on a new series, I invited a group of people 
(including outsiders) to come to a structured meeting to talk about 
messages. I asked them to bring books, commentaries, and articles 
relating to the series we were starting. My job at this meeting was 
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simple—to sit and listen. Instead of criticisms and critiques, these 
people began bringing helpful and useful information. A lot of it 
actually made its way into sermons. This meeting only happened a 
few times, but the presence of outsiders made it better.  

You could invite another pastor, an unchurched person in your 
community, or a teenager to meetings like this. You’ll find their 
insight amazing.

2. You Can Involve Outsiders in Strategy Sessions

There are times in the life of every church when a professional, 
outside opinion is what’s needed to breakthrough a barrier and 
reach the next level. Professional athletes at the top of their game 
need coaches in order to win, and so do churches.  

Professional consultants who know what they’re doing can help you 
get organized around your mission. Yes, this costs money, but the 
value you receive far outweighs the cost. For example, if you were 
ill you could ask your friend for medical advice, or you could visit a 
doctor who has been to medical school and knows what he’s talking 
about. You can “pick the brain” of someone who’s not prepared and 
who doesn’t give your issue their best brainpower or you can hire an 
expert to work on your behalf.

I know you’ve heard the phrase “you get what you pay for.” This is 
definitely true in church leadership. If you want to truly grow as a 
leader, create healthy systems in your church, or lead your church 
through a large opportunity, engage the professional services of 
someone who can help. 
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Here’s when you should bring in a professional:

 » When you’re making a major, church-altering decision

 » When you’re launching another campus

 » When you’re looking to raise a significant sum of money

 » When you need to facilitate a major change

 » When you need to restructure the staff

 » When you want to make significant improvements

 » When you need to create healthy systems.

3. You Can Involve Outsiders in Service Evaluation 

When you’re in the middle of it, it’s easy to miss things. It’s natural, 
because you’re used to seeing what you normally see. It’s normal, 
but that doesn’t mean it’s effective.

You’re used to the way you do things, but that comfort level might 
be blinding you to what everybody else sees. Your impression of 
how things are working might not match the first impression of 
that first time guest you’re trying to reach.

That’s why you should bring in a secret shopper who will see things 
that you miss. When you bring in a secret shopper, they can give 
you fresh perspective on:

 » First impressions

 » Pre-service experience
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S E C T I O N  T W O 

L E A D I N G

 » Signage

 » Hospitality

 » Facility

 » Kids check in

 » Children’s ministry environments

 » Music

 » Sermon

 » Branding

 » Follow up process.

Bringing someone in to say “that was good” or “that needs work” 
isn’t helpful. When I evaluate a service, I spend a great deal of time 
making specific recommendations, even pointing people to specific 
solutions or products that can improve their overall experience.

Outside opinions can help you take a giant leap forward in the 
quality of your service and the effectiveness of your ministry.

 

A C T I O N  S T E P

You can download a series of evaluation forms from churchfuel.com/
streamline.  There are forms to help you evaluate your sermon, special 

event or church service. Give these forms to others and ask for feedback. 

ACTION STEP
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S E C T I O N  T W O 

L E A D I N G
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- 8 -
B U I L D  Y O U R  O R G 

C H A R T

The achievements of an organization are the results  
of the combined effort of each individual.  

 
- Vince Lombardi - 

What exactly are systems and how do they work in a church? Let me 
give you a few metaphors.

 »  Systems are like pipes inside the wall of a house. You don’t 
want to see pipes, but without them, the toilet won’t flush. 
Pipes may not be pretty, but they’re incredibly useful.

 »  The body is a collection of several systems. There’s the 
digestive system, reproductive system, and neurological 
system. All of these systems work together. When one gets 
out of whack, the whole body suffers.

 »  We live on Earth, which is the third planet from the sun 
in the solar system, created by God with a specific set of 
parameters. A slight variation in the Earth’s axis and we 
spiral into space. 
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 »  My computer runs on an operating system (OS 10.9.5 to be 
exact). If I have a problem with my operating system, my 
software won’t work. Downloads and apps are useful, but 
without an operating system, they’re useless.

Some people love systems and processes. Others would rather 
spend an hour in a dentist’s chair with reruns of Golden Girls 
playing on the television. But whether you like them or loathe them, 
you need them.

Systems don’t come naturally to me. I’ve learned to see the value, 
mostly because I’ve suffered from the lack of them in ministry. 
I was a disorganized youth pastor that got by on passion and 
communication skills. I was a visionary church planter, who 
learned the hard way that you couldn’t simply will your way out of 
problems.

As a pastor of a growing church, I realized I couldn’t preach my 
way out of a systems problem.  A greater vision couldn’t solve our 
systems problems either. If we were going to get traction, it was 
going to take systems, processes, and a little bit of intentional 
organization.

If you’re not naturally organized, there’s hope for you because 
church growth (and health) isn’t tied to your personality. You might 
be an introvert, but that doesn’t mean your church can’t be friendly. 
You might not like singing, but that doesn’t mean your church 
can’t embrace worship.  And you might not be naturally organized, 
but that doesn’t mean you can’t align and organize your church for 
greater effectiveness.

The mission of the local church is eternally important. That’s why 
it’s worth stepping out of your personality to work on the ministry. 
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That’s why it’s worth bringing clarity, focus, and a little structure to 
your staff.

An org chart is one of the first systems you should work on. When 
you put your structure on paper, it will allow you to work on it 
without getting involved in the emotional struggle of leading 
people.  

Some people push back on the idea of an org chart, believing it 
to be limiting, a waste of time, or too static to capture the ethos 
of real church leadership. And while there are definitely some 
valid concerns with over-systemizing something that’s inherently 
relational, most of the push back against organizational structure 
comes from a misunderstanding of the intent. 

I want to talk about what an org chart is and some best practices for 
creating one for your church. But let’s start with discussing what an 
org chart is not. Your org chart is not: 
 
A communication policy. In the military, there’s a chain of 
command. It’s not appropriate for a Private to go straight to a 
General with an issue. I know about this because I’ve seen the 
movie, A Few Good Men. In many corporate cultures, there’s a 
similar chain of command, with levels and layers between groups of 
employees. A sales associate can’t talk to the CEO. 

But a clear org chart in your church doesn’t need to hinder 
communication among the team. In fact, healthy church teams have 
open door policies and cultivate an environment where anyone can 
talk to anyone.   
 
A never-changing document. While an org chart can describe 
reality and provide clarity, it’s not a static document on par with the 
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church constitution and bylaws. A good org chart is a “right now” 
document, so don’t write your org chart in stone.

 
A diagram of importance. It looks like common sense to assume 
the person at the top of the org chart is the most important, and 
the positions at the bottom are there to support the others. 

But a staff structure isn’t like the royalty hierarchy in the United 
Kingdom. All positions and roles in a church are important. In 1 
Corinthians 12, Paul describes the church as the body of Christ. Each 
member of the body is important.  Likewise, everybody on the staff 
at a church should be treated with the same honor and respect. The 
org chart is there to clarify roles, responsibilities, and relationships, 
not importance. 

Now that we’ve talked about what an org chart is not, let’s look into 
what it is and why you should create one.

An org chart is a simple, graphical representation of your staff 
structure. It’s a picture, which is often easier to understand and 
communicate than a list of policies, which describe who is leading 
the church.

Here’s what a clear org chart will do for you: 
 
A clear org chart provides clarity. While the church is a spiritual 
enterprise, it’s also a company. It’s more than a company, but it’s 
at least a company. Good companies have clear roles, and those 
roles are defined on a clear org chart. It’s important for leaders and 
managers to provide clarity for everyone on their team, and an org 
chart starts the process. 

We’re going to talk more about clarity in Chapter 10. 
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A clear org chart helps you know who to hire. As you build an 
org chart, it’s likely that you’ll notice holes. These are opportunities 
to bring new people onto the team.  Great org charts identify the 
next hires and show how they’ll fit on the team. 

In fact, creating a clear org chart should be a part of your hiring 
process. You should never hire someone without knowing where 
they fit. 
 
A developed org chart is a prayer list. As a leader, you should 
be on the lookout for people to fill needs that fit your mission and 
vision, and you should constantly pray for God to send the right 
people. 

In addition, the people who are on your org chart are like sheep in 
your flock. Pray for them before trying to lead them. Pastor them 
before trying to manage them. A line connecting two boxes on an 
org chart doesn’t just represent leadership, but also documents the 
flow of pastoral care. 
 
Provide a snapshot view of your church leadership. It’s easier 
to see what’s missing, and it’s especially useful in growing churches 
or churches that want to grow. Churches that struggle to structure 
for growth often have a muddy org chart, or no org chart at all.  

HOW TO  CR E ATE  A  GOOD ORG  C HART

If you have one, it’s time to pull it out and refresh it. If you don’t 
have one, it’s time to build your beta version. As you get to work, 
here are some things to consider:

1. Start by sketching your current reality. Whether 
it’s documented on paper or not, you have a current 
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organizational structure. Start by drawing that out in a 
flow chart. Write what’s currently unwritten and begin to 
structure what’s currently free form.

2. Write down positions, not people. Create boxes for 
positions, not necessarily people you have. If you have one 
person fulfilling two roles on your org chart, go ahead and 
draw two boxes. Thinking positions instead of people will 
keep some of the emotion out of it.

3. Wrestle with balance. As you build your org chart, it will 
be easy to see if certain areas are over-represented with 
staff and leaders, and if others need some leadership. If the 
majority of your people are focused on leading the church 
service, you might need to address leadership in family 
ministry.

4. Your org chart can include full time pastors, part time 
staff, and key volunteers.  Everyone that occupies a place 
of leadership should show up on your org chart.

5. Use diagramming software. I use diagram software such 
as Omnigraffle to make charts and flowcharts, but there are 
a lot of free web options for creating charts and diagrams. 
Go ahead and get used to a tool, because you can use it to 
create other systems and strategies in your church as well.

Here is a sample org chart I created for a fictitious church. I 
used the color yellow to designate roles on the leadership team. 
You could also use colors to designate part time employees or 
key volunteers.
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Figure 3: Sample Org Chart. You can download this template at 
churchfuel.com/streamline.

Do you need to create an org chart to reflect the leadership 
structure of your church? Or is your current org chart out of date 
and in dire need of updating? If you answered yes to either of these 
questions, dive in. You’ll find the process of creating or updating 
opens the door to helpful conversations and healthy changes.

A C T I O N  S T E P

Take out a sheet of paper or head to a dry erase board  
and build the beta version of your org chart. Use it to think, plan,  

and dream about who God wants to be in leadership at your church.

ACTION STEP

Cross City Church Org Chart
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- 9 -
W R I T E  A N 
E M P L O Y E E 
H A N D B O O K

In the successful organization,  
no detail is too small to escape close attention.  

 
- Lou Holtz -

Remember what you thought that one time someone suggested that 
all you had to do was work one hour on Sunday? You didn’t want to 
turn the other cheek; you wanted to throw the other fist.

Pastors don’t work one hour a week. You don’t even have one job 
title.

You’re a counselor, administrator, preacher, leader, and manager. 
Sometimes you’re a janitor or accountant. You might also be the 
small group’s pastor or the youth pastor or the fill in worship leader.
The job title of PASTOR is broad.  

Because being a pastor involves all sorts of things, your daily 
schedule is often all over the place. In the morning you’re prepping 
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for a sermon and in the afternoon you’re refereeing a fight between 
two church members. Somewhere in between you try and read 
church leadership books on getting traction.

Let me see if I can provide some clarity around your job title.  

I believe the Senior Pastor is the Chief Clarity Officer of the church. 
They may not have taught you that in seminary, but years of 
ministry without focus and unmet potential is the alternative. You 
have to provide clarity to your church and to your team, because it 
won’t occur naturally. This is one of the most under-appreciated, 
under-valued parts of a Pastor’s job  But if you embrace it, your 
church will gain a crazy amount of traction.

Your staff needs to know what, out of all their responsibilities and 
tasks, is the most important.  They need clear expectations and 
focused goals. And they need you to lead.Creating clarity for your 
staff can take a light year leap forward with an Employee Handbook.  

In corporations and businesses, the Employee Handbook is a legal 
document filled with fluff and boring information on company 
policies and procedures. It’s rarely read and much less used. Maybe 
they teach boring writing in law school.

When I set out to create an Employee Handbook for the Rocket 
Company, I decided to keep it fun. Of course, it had to be 
informative and we needed to talk about policies, procedures, and 
paychecks, but I wanted this to be a conversational document that 
would be read and enjoyed. Here’s what I wrote in the introduction:

This document is designed to provide you with 
general information about working here...and to do 



95

so in a way that won’t make you wish you were at 
the dentist for your first cleaning in five years.

The goal of this document is to create clarity. 
It’s not a formal contract - it’s a list of two-way 
expectations. Because we want to be on the same 
page, we decided to put the words on an actual 
page.

I must say that one document, no matter how well-
written, can cover every little thing about working 
here. It’s impossible to cover every subject.

So if you need to know something that isn’t covered 
here, just ask.

For what it’s worth, we reserve the right to change 
or interpret these policies as needed. But we will 
let you know if something changes.

Are you ready? Let’s blast off.

The rest of the handbook continued in a helpful but slightly 
humorous tone.  

You might not be a writer, but you need to write an Employee 
Handbook. It should be given to and discussed with everyone on 
your team, and you should use it in your hiring process.  
 
Here are some things that should go in your Employee Handbook:

 »  Your Mission and Vision: Since this is a foundational 
document for your team, your Employee Handbook should 
start by describing your mission and vision. We’re going 
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to talk about the difference between those two things in 
Chapter 23

 »  Core Values: Next, talk about the core values of your 
church and what it looks like to reflect those core values in 
the work place.  

 »  Causes for Termination: Can an employee be fired for 
smoking cigarettes or playing blackjack? What’s the rule 
on drinking alcohol? Are you allowed to discuss salaries 
and benefits with other team members? Are staff members 
expected to tithe? While you can’t cover every situation, 
you can work hard to clarify expectations. Do this on the 
front end and you’ll prevent a ton of heartache on the 
backend. If your state is an at-will state (you’ll need to check 
on this), you could include language like this:  
 
 Nobody is forcing you to work here. That’s why we maintain an 
employment-at-will policy. Just as you’re free to end your job 
and move on to greener pastures, we reserve the right to end an 
employment relationship with any employee at any time for any 
reason.

 »  Resignation Process: When you’re hiring a new employee, 
it’s weird to think about letting them go or watching them 
leave. But it happens a lot. A great Employee Handbook 
will pre-determine this process. This is where you can ask 
for two-weeks notice or clarify the expectations around the 
departure.

 »  Getting Paid: This is often the most interesting part of the 
Employee Handbook for employees because it’s where you 
describe how paychecks work. Clarify your pay period and 
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direct deposit procedures.

 »  Description of Benefits: In addition to describing 
paycheck procedures, your handbook should describe 
available benefits and when they kick in. Here’s how we 
described the benefits available to employees.  

Full-time employees are also eligible for:

The 401(k) Plan. If you work at least 1,000 hours a year, 
you can participate in our 401(k) plan. We’ll match your 
contributions, up to 3% of your total compensation. You’re fully 
vested on your start date, which means you can start saving for 
that RV trip across the country right away.

Health Insurance. We will pay 100% of your premium 
for Medical and Dental Health Insurance. You can purchase 
additional coverage for your and your family or add vision 
coverage for you and your family through an automatic payroll 
deduction. Medical coverage is provided by __________, and 
Dental and Vision Insurance are provided by ____________. 
Summaries describing the Medical, Dental, and Vision plans are 
available upon request. Hope you like to read, because medical 
documents are not nearly as fun to read as this handbook

Short-Term Disability Insurance. We will pay 100% of the 
premium for short-term disability insurance. Maternity related 
absences are covered under this short-term disability plan. If 
approved, 60% of your weekly earnings may be continued for 
up to 12 weeks, at a maximum of $1,000 per week. The benefit 
is tax-free. A summary describing the details of the plan are 
available upon request.
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Long Term Disability Insurance. We will pay 100% of the 
premium for long term disability insurance, providing salary 
continuation in the event of an approved illness or injury lasting 
more than 90 consecutive days. If approved for long term 
disability pay, 60% of your monthly earnings may be continued 
up to age 65, at a maximum of $10,000 per month. The benefit 
is tax-free. A summary describing the details of the plan are 
available upon request.

 »  Time off Policy: Be clear about how much paid time off 
people will receive. You can also clarify what days the office 
is closed. We opted for a simple time off policy, but the 
important thing is that you clarify it. Here’s what we said:

We encourage every employee to take vacation. Rest is Biblical 
- it’s actually one of the Ten Commandments, and those are 
pretty important. Each full-time employee gets fifteen paid 
personal days to use however you like. Take a family trip. Watch 
TV. Clean your house or plant a garden. Whatever you do to 
relax is good for you and good with us. Each part-time employee 
gets seven paid personal days to use however you like.  

 »  Can’t Miss Dates: Make sure everyone knows what 
Sundays can’t be missed. Don’t wait around until Easter 
weekend and be frustrated that your children’s director 
wants to go and visit their family. Communicate the Easter 
Weekend expectations in advance. Write down the dates of 
your annual staff retreat and quarterly planning retreats 
so people know in advance and can make plans. Put on the 
Chief Clarity Officer hat and clarify expectations for these 
retreats. 
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 »  Office Hours: Do people need to be in the office for 
40-hours a week? Can they work from home? Your 
Employee Handbook is the place to clarify this, and 
conversations in advance will prevent much more awkward 
conversations later.

 »  Confidentiality: When people work in a church, they have 
access to the personal information of a lot of people. They 
will also be privy to private conversations and records. So 
it’s important to clarify your policy on this. I recommend 
that every church asks employees to sign a confidentiality 
agreement.  

Those are a few of the things that should go in your Employee 
Handbook. Update it every year and make sure everyone on your 
staff is on the same page. If you do this correctly, your Employee 
Handbook can be a fresh document that describes what it’s like to 
work at your church.

A C T I O N  S T E P 

You can download a sample employee handbook at  
churchfuel.com/streamline.  Remember, this is a sample  

for inspirational purposes, but there’s a lot there you could use.   
Use it as a template or a guide.

ACTION STEP
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- 10 -
C R E A T E  A  H I R I N G 

P R O C E S S
“The most important decisions that business people make are not what 

decisions, but who decisions.” 

- Jim Collins -

There are few things that help an organization grow, such as hiring 
the right person to do the right job. It’s amazing when you identify 
a need and God raises up a person to meet that need.  The church 
becomes stronger because someone is empowered to use their gifts.   

When you have the right people working in the right roles doing 
the right tasks, there’s amazing synergy. Staff meetings are fun and 
ministry is more meaningful because you’re doing it with people 
you love. For a long time, I focused on “what” and neglected the 
“who.” I failed to realize it was people, not processes that would 
lead to traction. After all, processes without people to run them, are 
useless.

The right people will make ministry more fun for you. And it will 
help your church be more effective, too. A clear and focused staff 
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will help your church reach people for Christ and help them grow in 
faith.  

But there are few things that will sidetrack your church in the same 
way as a bad hire.

Too many times, we bring in someone to do a job only to realize—in 
the end—that it wasn’t a good fit. It seems like I talk to at least one 
pastor each week who’s really wrestling through a staff situation.  

Sometimes, it’s a new hire that’s not working out. Sometimes, there 
needs to be some reshuffling or reorganization. And sometimes, 
there’s someone on the team that needs to go.  Most pastors I know 
would rather work on a message, participate in a team meeting, or 
do some real ministry than deal with staffing issues. Staff issues 
have a way of draining the life out of leaders.

That’s why you need to create a hiring process.

I’m not talking about getting your next hire right. That’s silver 
bullet thinking. I’m talking about creating a strong, healthy process 
for bringing people onto the team.  

The hiring process you create is far more important than the next 
hire you make because a hiring process will guide you every time, 
not just the next time. And, of course, a better hiring process will go 
a long way to ensuring you get your next hire right.

THR EE  BENEF I TS  OF  
A  GOOD H IR ING  PROCES S
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1. It takes the emotion out of hiring people. Hiring 
someone is an emotional process. On the surface, someone 
can appear to possess all of the skills and be a great fit on 
the team. They can have the character, competence, and 
chemistry you’re looking for. But the chances are, you’re 
blinded by a great need. The more pain you feel from an 
unfilled need, the more tempted you’ll be to fill it with 
someone that’s not exactly right for the role. Even though 
you know it’s better to have nobody than the wrong person, 
it doesn’t feel like that in the middle of it. 

2. You can use it over and over again. Like most systems, 
once you create it and implement it, you can use it time 
and time again. You’re not just solving one problem, you’re 
solving a recurring problem. In fact, your hiring process will 
get better every time you use it. 

3. You make better hiring decisions. The better your 
process, the better hires you’ll make. And the greater 
likelihood that the role will be filled by the right person who 
really adds to the team.

I strongly recommend you to create a hiring process that fits your 
culture. But to get you thinking in that direction, I want to share a 
process I created for our team. You can start with this process and 
tweak it to fit your church.

STEP ONE :  
IDENT I F Y  A  POS IT ION  OF  NEED

This seems like an obvious step, but there’s more here than you 
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might realize. You see, it’s easy to feel like you need to hire someone. 
But, bringing a new person on the team needs to accomplish much 
more than meeting a feeling of need. You must think through 
exactly what this person will do, who they will work for and work 
with, and how this new role will affect the team dynamics.  

Before you begin the process of filling a role, you need to think long 
and hard about the specifics of the job and how that role fits. Ask 
and answer specific questions, such as: 

 » What will this person actually do?  

 » How is this task being accomplished now?

 » Who will they work for? Who will they work with?

 » How will this new hire affect the team dynamic? 

Never hire someone without a clear org chart. A new employee 
needs to understand how they fit into the leadership structure of 
the church. A lack of clarity will create muddy waters and a lack of 
effectiveness.  

So before you start asking around or posting on websites, make sure 
you have a clear org chart. We talked about that in Chapter 8.

STEP TWO :  
CR E ATE  A  DE TA I LED  JOB  PROF I LE

This is one of the most important steps in the process. Too many 
times, we hire “good” people who are friends, but they lack focus. 
Without that clarity, hard workers will spend their time doing 
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things that aren’t that important. And leaders will get frustrated 
without a clear definition of a win.

So your job is to create a clear job profile that answers key 
questions. This might be more detailed than you’re used to, but in 
this step two things are happening. Firstly, you’re forcing yourself 
to think through the role and goal of this position. Secondly, you’re 
setting up a new hire for a win. This job profile should cover things 
like:

 »  The mission and vision of the church (be specific). Lots of 
people should agree with your mission, but not everyone 
should buy into your vision.

 »  The role of the position and how it relates to the rest of the 
team.

 »  Goals and expectations. Communicate your expectations for 
this position in advance, before you start talking to anyone.

 »  Key Performance Indicators. This is common in the business 
world, but for some reason, we get all touchy feely with 
ministry positions. However, the bottom line is there are 
performance expectations for this role, so clarify them in 
advance.

 »  Candidate profile. Describe the ideal candidate. Try to weed 
people out from even applying with your language.

 »  Job details. Describe the office environment, work hours, 
and so on.

I know this seems like a lot of information, but if you do this hard 
work at the beginning, you will save yourself a lot of heartache in 
the end.
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STEP  THREE :  
SE ARC H  FOR  CAND IDATES

Now that you know how the position fits on your team and you’ve 
done the hard work of creating a job profile, it’s time to begin 
searching for candidates.

Before I continue, you might want to engage the help of a 
professional. A search firm or consultant sounds expensive, but in 
99% of the cases it’s far less expensive than making the wrong hire.  

But if you’re setting out to do this on your own, you’ll want to create 
a search system. Here’s what I recommend:

1. Put up a blog post or a landing page describing the job. 
Provide as much information as possible up front.

2. Embed a form on the page so people can send their 
information. Wufoo is a good tool and you could also use 
Google Forms.

3. Ask pre-screening questions on your form. If you like their 
answers, you’ll move to a formal interview process. This is 
just a pre-screening form. I shared some ideas below.

4. Email the page to every pastor you know. Post it on social 
media. Post it on job boards.  Share the link with your 
church (they may know people). Get as many eyeballs as 
possible to this page.

PR E  SCR EEN ING  QUEST IONS

1. What forms of social media do you use?   
2. What compelled you to apply for a position?
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3. How does our company mission fit with your personal 
calling?

4. What is your story?
5. What are you currently learning? From whom?
6. What are your strengths and weaknesses?
7. What books have you read in the past 12 months?
8. What do you like to do for fun?
9. Where do you currently work and what do you do?
10. What have you learned in your current position?
11. What were your major accomplishments in this role?
12. What do you love about your job? What do you not love 

about it?
13. What are you looking for in your next job?
14. What are your results from The Predictable Success Quiz?

When people fill out the form, make sure you take them to a 
confirmation page or send them a confirmation email. You need 
to be clear about how you will follow up. Will everyone receive a 
personal response or will you contact them if interested. Either way 
is okay…just be clear.

STEP FOUR :  
INTERV IE W

Once you’ve publicized the job and have a list of potential 
candidates, it’s time to start the interview process. But one 
interview isn’t enough. You should actually do five interviews.

Whoa. I know that sounds crazy, but it’s not as overwhelming as it 
seems.  

Every candidate for every position goes through the same process, 



108

completes each interview, and answers the same questions. You 
don’t come up with new questions or a new process for each 
candidate or for each job. You do this same process every time. As 
you can imagine, the process itself and your decision making will 
get better and better every time you go through it.  

Interview #1: Screening 

The purpose of this interview is to determine if you want to 
seriously consider this person for the role. The goal here is to 
eliminate people as quickly as possible. Ask the same four questions 
to each candidate. Stay on track and keep pushing for specific 
examples. Ask, “How” and say, “Tell me more.” You can do this in 
person or over Skype video. It’s okay to use the phone, but if you 
can look at the person, it’s better. Here are the questions to ask 
during this interview:

 » What are your career goals? 

 »  What are you really good at professionally? (push for 8-12 
positives with examples. Press for time when they are 
indecisive)  

 »  What are you not good at or not interested in doing 
professionally?

 »  Who were your last five bosses, and how will they each rate 
your performance on a 1-10 scale when I talk to them? 

Stay on these questions, but dive into them. If someone says, “I just 
want to help people” to the career goal question, keep pushing as 
that’s not a good enough answer. If they give shallow or expected 
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answers, keep digging because you’re looking for specifics.

Interview #2: Patterns 

Past behavior is the best predictor of future performance. If you 
want to know how someone will perform in a role, look at how they 
performed in the last role. Sure, things may be different and your 
culture might not be the same as their last church culture, but by 
in large people approach work the same way. So in this interview, 
you’re looking for patterns of behavior to make predictions about 
how someone is likely to perform in the future.   
 
This is the main interview phase, and you really only need to ask 
four questions. Sure, you can talk about favorite movies or books or 
try to come up with questions that will assess cultural fit. But most 
of those questions are silly, and you’ll be able to assess cultural fit 
by hanging out in social situations. Can all those canned interview 
questions and just ask these five questions:

 » What were you hired to do?

 »  What accomplishments are you most proud of? Exceptional 
people tend to talk about outcomes connected to 
expectations. Mediocre people tend to talk about events, 
people or job aspects not related to results.  

 » What were some low points during that job?

 »  Who were the people you worked with? Further questions 
to press here include, what was it like to work with your 
boss? What will they say is your biggest strength or 
weakness? How would you rate the team you inherited? 
What changes did you make? Did you hire or fire anyone? 
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How would you rate the team when you left?

 » Why did you leave that job?

Go though this series of questions for every chapter or story in 
their life. Walk through career history chronologically. This should 
take two to three hours. You don’t need to ask a bunch of questions, 
but you do need to ask these questions over and over again.

Interview #3: Results

This interview is focused on the desired outcome of the position. 
Your mission is to talk about expectations of the job and drill down 
on how the candidate has performed in related areas in the past. 
You’re not just looking to see what they think they will do, but what 
they have done in similar environments with similar objectives.

 »  The purpose of this interview is to talk about _______ 
(name a specific outcome or competency)

 »  What are your biggest accomplishments in this area during 
your career?

 »  What are your insights into your biggest mistakes and 
lessons learned in this area?

While these interviews and questions should stay the same every 
time, you can involve different people in different phases. And if 
you’re bringing in someone from out of town, you can do Interview 
#2 and Interview #3 in the same day. Just involve different people 
and change up the environment.

Hiring for a ministry position is much different than filling a 
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corporate role, and it’s likely you don’t have a big Human Resources 
department. But you can learn a lot from the way great companies 
recruit, train, and lead their teams.   

Interview #4: References 

Once you have a strong candidate, it’s time to talk to their previous 
boss or co-workers. This isn’t a candidate interview, it’s an interview 
of their references. I can’t stress this enough…always do this step. 
Here are specific questions you should ask:

 » In what context did you work with the person?

 » What were the person’s biggest strengths?

 »  What were the person’s biggest areas for improvement           
back then?

 »  How would you rate his or her overall performance in that 
job on a 1-10 scale? What about his or her performance 
causes you to give that rating?

 »  The person mentioned that he/she struggled with _____. 
Can you tell me more about that?

Interview #5: Relationships

This isn’t an interview, but an opportunity to hang out in a non-
interview setting to assess fit and culture. Other team members 
and spouses are involved, and this should happen outside a normal 
setting.  

Remember, every person you hire adds to your team culture. Yes, 
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your culture will heavily influence them but this goes both ways. 
There are few things that will disrupt a healthy leadership culture 
more than the wrong person at the table.  

You don’t have to be best friends with everyone that works at your 
church, but it shouldn’t be awkward to hang out with them. Take 
them to dinner or dessert. Go to a baseball game. Hang out at a 
cookout. Find something relational and outside of the office and 
involve other people in a social setting.

Going through all of these steps can’t guarantee you’ve made the 
right choice, but as you can imagine, it’s far more likely that you’ll 
make the right call after this process. 

STEP F IVE :  
JOB  OFFER

Now that you’ve settled on the right person and they’re interested 
in joining your team, it’s time to make a formal job offer. Do this in 
writing and clarify all the details of employment. A simple letter will 
do the trick.  

I can’t stress this enough, but this hiring process should be used 
every time you hire a new person. You should certainly tweak it to 
fit your style and culture, but once it’s ready, lock it in and leave it 
alone.

You will be tempted to skip steps to hire someone you know. You’ll 
be tempted to move fast because a need is so apparent. But more 
times than not, you’ll regret those decisions. A good system will 
help you make good decisions.
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A C T I O N  S T E P

Visit churchfuel.com/streamline and download  
this hiring process for free.  Tweak and change it to fit your church.  
You can use it every time you need to hire someone in your church.

ACTION STEP
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- 11 -
C L A R I F Y  R O L E S 

F O R  E V E R Y O N E  O N 
Y O U R  T E A M

In a balanced organization, working towards a common objective,               
there is success.  

 
- Arthur Helps -

If you’re a leader of people, you’re in charge of providing continual 
clarity. You have to fight to protect the vision, and you have to fight 
to keep people focused on the parts of their job that mean the most 
when it comes to accomplishing that vision. The church, like any 
business, is prone to drift.

It’s easy to drift from the mission.
It’s easy to lose sight of the vision.
It’s easy to wander from the things that matter most.

If this is true for a local church in general, it’s definitely true for 
pastors and church leaders.  Over time, clear jobs get muddied with 
extra responsibilities and tasks. Leaders lose sight of the things 
that really matter, dabbling in other programs and ministries 
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that are slightly off base.  Maybe it’s a Spiritual ADD, but I think 
there’s something in all pastors that lead us to chase every great 
opportunity. 

For many pastors, clarity is muddy from the beginning, starting 
with the job description.

I love reading these documents, mostly because they’re ridiculous. 
The other day I read a job description for a part time book-keeper, 
receptionist, and preschool director. All one part-time job! That 
seems like a pretty particular skill set. We need you to be great with 
kids and a preschool educational background would be best, but we also 
need you to understand General Accounting Practices and you must have 
three years of experience with QuickBooks.  

Then, there are the qualifications. I’m not sure the Apostle Paul 
would be qualified to be the student pastor at a 50-person church 
based on some of the job postings I’ve seen. It reminds me of the 
old internet meme where an ancient Pastor Search Committee 
reports some of their findings. I’ll shorten it so you don’t have to 
read an entire internet meme.

We’ve not been able to find a suitable candidate for this 
church, though we have one promising prospect still. We do 
appreciate all the suggestions from the church members, 
and we’ve followed up each one with interviews or by calling 
at least three references. The following is our confidential 
report on the present candidates:

Adam: Good man but has problems with his wife. Also one 
reference told of how his wife and he enjoy walking nude in 
the woods.
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Noah: Former pastorate of 120 years with no converts. 
Prone to unrealistic building projects.

Joseph: A big thinker, but a braggart, who believes in 
dream-interpreting, and has a prison record.

Moses: A modest and meek man, but poor communicator, 
even stuttering at times. Sometimes blows his stack and 
acts rashly. Some say he left an earlier church over a murder 
charge.

David: The most promising leader of all until we discovered 
the affair he had with his neighbor’s wife.

Solomon: Great preacher but our parsonage would never 
hold all those wives.

Elijah: Prone to depression, and collapses under pressure.

Elisha: Reported to have lived with a single widow while at 
his former church.

Jeremiah: Emotionally unstable, alarmist, negative, always 
lamenting things, and reported to have taken a long trip to 
bury his underwear on the bank of a foreign river.

Jonah: Refused God’s call into ministry until he was forced 
to obey by getting swallowed by a great fish. He told us the 
fish later spat him out on the shore near here. We hung up.

Peter: Too blue collar. Has a bad temper—even has been 
known to curse. Had a big run-in with Paul in Antioch. 
Aggressive, but a loose cannon.

Paul: Powerful CEO type leader and fascinating preacher. 
However, short on tact, unforgiving with younger 
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ministers, harsh, and has been known to preach all night.

Timothy: Too young.

Jesus: Has had popular times, but once when his church 
grew to 5000 he managed to offend them all and this church 
dwindled down to twelve people. Seldom stays in one place 
very long. And, of course, he’s single.

Judas: His references are solid. A steady plodder. 
Conservative. Good connections. Knows how to handle 
money. We’re inviting him to preach this Sunday. 
Possibilities here.

That’s a silly example of how ridiculous church job descriptions 
can be. Have you read the long bullet lists of duties on some job 
descriptions? They read more like wish lists rather than realistic 
responsibilities. Here’s a list of duties for an associate pastor at 
a church of about 200 members. I saw this on a pastoral search 
website:

 »  Lead, support and oversee spiritual formation and spiritual 
growth in the church.

 »  Lead, support and oversee the connections ministry in the 
church, ensuring people who visit are connected to a group, 
serving team and give generously to all ministries of the 
church.

 »  Lead the prayer ministry.

 »  Develop a new ministry to singles and young adults, with 
worship and teaching.

 »  Oversee the women’s ministry, including weekly Bible 
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studies and special events, helping recruit volunteers as 
needed.

 » Be on call one day a week for hospital and pastoral care 
       visits.

 »  Meet regularly with the senior pastor and other leaders as 
necessary.

 » Participate regularly in Sunday morning and Sunday night 
       worship services.

And just to cover all bases and punctuate the absurdity, the last 
bullet point is often something like “other duties as described by 
your supervisor.” It’s there as if to say, “We’ve tried to list every 
random thing that might be useful to the church, but just in case 
we missed something, we want you to know there’s a lot of other 
random things you will probably do.”

I’m all for encouraging a “get it done no matter what” mentality 
among your team, but you can’t ask everyone to do everything and 
expect anything to be done with excellence.

We bring people onto the team and give them a menu of ministries 
to lead and a wide range of responsibilities. Is there any wonder 
people don’t know what’s most important? Is there any question as 
to why we have trouble providing effective evaluation?

Job descriptions filled with hopes and wishes are silly. Effective job 
descriptions need to reflect reality.  

As the leader, you must provide clarity for everyone on your team. 
It’s up to you to make sure everyone is focused on the things that 
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matter most. It comes down to roles and goals. In the next chapter, 
I’m going to talk about goals, but first let’s clarify roles.

If you can help people on your team know what really matters, and 
what they should do with their time and energy, you’re well on your 
way to leading a focused church.  

AR E AS  OF  FOCUS

When you set out to clarify the roles for people on your team, I 
suggest you start with areas rather than tasks. Recently, I was 
working with a leader on this very process. Robbie had transitioned 
from being the worship leader into the executive pastor role. 
Now this isn’t a common transition, but Robbie had the perfect 
personality for the role.

Since he was new to the job, he hired me to coach him for a few 
months. He had the skills and the trust, but he wanted some 
accountability and insight into establishing systems and leading the 
team. One of the first things we worked on was aligning the staff 
and getting clear on their roles and goals.

We talked about each person on the team and where he or she 
provided leadership. We listed the three or four areas where they led 
and talked about effectiveness. We discussed if they were the right 
person to lead that area and if it was really important.  

Robbie made a simple Excel spreadsheet to guide his discussions. 
One person oversaw the database, the new member’s class, and 
baptism. Those were his areas of focus. Another part-timer provided 
leadership to preschool, elementary, and children’s check in. Those 
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were her areas of focus. Robbie went down the list and listed every 
area of ministry in the church, matching it with a leader.

Along the way, we identified several gaps. In some cases, people 
thought they needed to lead in one area, when in reality they were 
more valuable in another. In one instance, someone had picked up 
unnecessary responsibilities and it wasn’t the best fit for the team.  

Over the course of a few months, Robbie helped everyone move 
into their sweet spot. Some tasks were taken off people’s plates and 
others were brought front and center. The leadership gap closed and 
people had clarity around their area of focus in the church. They 
knew what really mattered and where to focus their energy.

I talked to Robbie a few months after this experience. The church 
had grown by about 20% and he attributes a big part of that to 
the team having clarity around their roles. Robbie’s job as the 
Chief Clarity Officer was important and his great leadership had a 
trickledown effect. He was one of the most coachable leaders I’ve 
ever worked with, and his hard work and focus paid off. 

EFFECT IVE  JOB  DESCR IPT IONS

In Chapter 10 we talked about implementing a hiring process. 
And part of that process was clarifying the position and creating a 
detailed job profile for a new position. 

If you followed that step, the bulk of your work here is already 
done. When people come on the team, they will have gone through 
a great process and they should know what’s important and what’s 
expected of them.
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But what about the existing members of your team? What about 
people who have muddy job descriptions or no job descriptions at 
all?  If you have someone on your team with no job description, or 
an out-of-date job description, then it’s time to get to work.

Here are some things that should be on everyone’s job description:

 »  Primary responsibilities and tasks. Your goal is not to 
list every single thing someone might do in his or her job. 
You need to list what they must do in order to be successful.

 »  Key performance indicators. It’s amazing how clarity 
improves when you get honest about what’s expected. Key 
performance indicators are the numbers or metrics used to 
evaluate success. If I had to guess, I’d say 95% of church job 
descriptions don’t have these.

 »  Personal responsibilities. Working on staff at a church 
is different from working just about anywhere else. A 
good job description will capture some of these personal 
responsibilities and expectations.

Sit down with everyone and clarify their areas of focus, then drill 
down into the primary tasks, expectations and responsibilities. If 
something doesn’t need to be on the page, get it off of the page. If 
something is missing, talk about the gap.

This is the starting point for creating clarity, but the work doesn’t 
stop with one document. A good job description should be reviewed 
on a regular basis to make sure it’s accurate and effective. You 
should walk through the actual document every time you do an 
official performance review. We’re going to talk about that in 
Chapter 14. 
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ONE  SENTENCE  JOB  DESCR IPT ION

If you work hard to clarify areas of focus and develop a clear job 
description for everyone on your staff, you’ve done far more than 
most to set people up for success. But there’s one more thing you 
can do in the clarity department. 

Every staff member needs a tweetable job description; a short 
bottom line that encapsulates their contribution to the team.  

In 2013, Andy Stanley talked about this process at Catalyst. He 
said one of the most helpful things leaders can do is boil down 
someone’s job into one simple but powerful statement. He says it’s 
time-consuming work, but the results are magic.

Andy shared his one sentence job description. “Inspire our staff and 
congregations to remain fully engaged in our mission and strategy.”

He shared this one, created for the CFO of Northpoint: “Create, 
implement, and monitor systems that ensure our organization 
remains fiscally secure.”

I absolutely love the one sentence job description created for his 
administrative assistant: “To keep Andy’s path clear of nonessential 
tasks and decisions so that he can do what only he can do.”

Do you see how much focus and clarity comes from knowing the 
one thing that sums up someone’s role on the staff team? Once you 
create these statements, think of how you can continually reinforce 
them.  
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As the Chief Clarity officer, it’s up to you to provide clarity for 
everyone on your team. Talk about their area of focus, get serious 
about a legitimate job description, and fight to encapsulate 
everything in one tweetable statement. You might find this to be a 
great project for a staff retreat, but make sure you lead the way.

A C T I O N  S T E P

Download the free Staff Clarity Worksheet from  
churchfuel.com/streamline and use it to guide your clarity work.   

Your mission is to clarify roles and goals for everyone on your team. 

ACTION STEP
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- 12 - 

C L A R I F Y  G O A L S 
F O R  E V E R Y O N E  O N 

Y O U R  T E A M
“Once you’ve established the goals you want and the price you are willing 
to pay, you can ignore the minor hurts, the opponent’s pressure, and the 

temporary setbacks.” 

– Vince Lombardi – 

When I work with churches, we often start by clarifying and 
communicating mission, vision, and values. This sometimes 
frustrates quick-fix seeking pastors who want to see fast results.  
But I’ve experienced it time and time again: the groundwork has to 
come before the harvest. If you don’t get organized on the ground 
level, any tower you build is going to fall.

Once the church knows why it exists (that’s the mission) and what 
it looks like when they get there (that’s the vision), you can chart a 
course (that’s the strategy).  

And you power all of this with clear goals.
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There’s tremendous power in setting and working toward goals. 
That’s why I’m a big believer in working as a team to set church-wide 
annual goals. We’re going to talk about a system later. 

When everyone on a church staff knows where they’re going, there’s 
clarity and alignment and often, success. “You won’t do ministry 
that really matters until you define what matters,” says Aubrey 
Malphurs of The Malphurs Group. 

Not only does a church need goals, each person on the staff needs 
goals for their ministry. Just like church-wide goals keep an 
organization on track, individual goals will help a team member 
focus on the right things. Setting goals and keeping them in front of 
you can make a big difference. 

A few years ago, my wife and I set a financial goal to save a certain 
amount of money to buy a new house. It was a fairly audacious goal, 
but we knew it was the right thing. I bought a calendar and hung 
it in my office. My goal was to write a number in a box every day. 
That number was the amount of “extra” money I made by selling 
products online. If I sold a $19 product, I’d transfer $19 from my 
checking account to our designated savings account. Then I’d write 
$19 in the box for that day.  

Some days I didn’t sell anything, so I’d just transfer $5 from my 
regular checking account.  Some days, I did much better and the 
transfer was more significant. 

All of these bank transfers might sound silly to you, but performing 
this action every day and visualizing progress on this wall calendar 
kept me focused. By the end of the year, we were able to hit our 
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goal. Without this kind of intentionality or focus, I don’t believe we 
would have made it. The goal helped us focus on what we decided 
was important.

As a leader, one of the most effective management tools at your 
disposal is helping people set effective goals. Without goals, people 
will end up responding to the urgent tasks and lose focus on what 
really matters. 

My friend, Matt, once told me that the best way he knows to lead 
and manage people in a growing church is to help them set goals, 
then work with them to create a plan to reach those goals, and 
holding people accountable to reach the goals they set.

DON’T  SE T  THEM…CR AF T  THEM

Here’s a great question you can ask your staff: “What do you want to 
see God do in the next year?” Sometimes, you get generic answers. 
A student pastor might say, “We just want God to show up” or, “We 
want to see students follow Jesus with their lives.” Those are great 
things.

God is certainly free to do what He wants, but imagine the synergy 
of casting vision and setting goals around the mission. What would 
happen if that student pastor set a goal of engaging ten passionate, 
committed, and trained adult leaders who will lead students to 
follow Jesus with their lives? The first is a desire. The second is a 
goal. 

Goal setting is more like goal crafting. You should work with people 
on your team to help them set goals for their ministry. “What do 
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you want to see God do in your ministry and in your leadership?” 
is a powerful question every leader should ask each person on their 
team. As you pray and discuss, a preferred vision for the future 
takes shape. You’re free to have conversations rooted in reality 
about what it’s going to take to reach a goal.

It’s really important to set goals with your team, not for your team.
If you hand goals to a team member, they might resent that. 
Over time, they might get a little passive aggressive, or feel like 
they’re working to accomplish your vision. But when you work with 
someone to set these goals and create a plan to accomplish them, 
they invite you into the accountability process. You’re leading 
them and holding them accountable in areas where they had input. 
They won’t resent your leadership because you’re helping them to 
accomplish their goals.

SUPPORT ING  GOALS

When you work with your team to set ministry specific goals, make 
sure those goals support the church-wide goals. You don’t want 
each ministry setting independent goals or casting a vision that’s 
different from the church. If that happens, you end up with a silo 
mentality in the church.  My friend Tony Morgan talks a lot about 
the silo mentality (and he does a great job helping churches get out 
of it, too). He writes:

One of the common challenges I see in churches that are stuck is 
that they’re operating as many distinct ministries under one roof. 
In most cases I’m positive they didn’t set out to create the situation, 
but they find themselves in a place where there are ministry silos 
operating independently from each other.  
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Each ministry ends up competing with every other ministry 
for time, attention, space and other resources. I liken this to an 
unhealthy marriage where the husband and wife are still living in 
the same house, but they’ve decided he’ll sleep on the couch. There’s 
no unity of purpose.  
 
And, rather than do the hard work of finding a path to heal the 
marriage relationship, they’ve decided to live separate lives under 
the same roof. In both situations, you’re just delaying the pain 
and consequences caused by disunity. And, unfortunately, both 
dysfunctional environments will eventually negatively impact 
innocent “family” members. 

When you work with your team to set ministry goals, make sure 
they’re the right goals. Make sure they help the ministry succeed, 
as ministry success translates to church success. If your church 
is focusing on small group involvement, your student ministry 
goals should coincide. If your church is working hard to engage 
in missions, make sure your children’s ministry or educational 
ministries have similar goals.  

There’s a bit of a science to goal setting, so let’s talk about effective 
goals. Great goals are:

1. Specific. “Improve the service” isn’t a good goal, because 
it’s not specific. “Recruit three more members for the usher 
team” is a specific goal. If your church wide priority is to 
raise the bar on discipleship, how many small group leaders 
are you going to train?  If your church wide priority is to 
involve more people in generosity, how many new first time 
donors are you going to reach? If your church wide priority 
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is to become more intentional with guests, how many first-
time guest cards are you going to process this year? When 
you set goals, make sure they’re specific and not generic. 

2. Measurable.  “Do better” or “Get more volunteers” is tough 
to measure. How many new volunteers do you need to 
involve? What percentage of total giving do you want to see 
come in digitally? Write goals that are measurable, so you’ll 
know how you’re doing.  Goals also need to have a time 
limit. “Recruit three new volunteers by Easter” is specific 
and measurable. When you set goals, work hard to make 
them measurable.   

3. Attainable. Goals need to challenge and stretch you, but 
they also need to be realistic.  Resist setting unrealistic 
goals that are thrown out the window as soon as it looks 
like they won’t be reached. Make sure you stretch yourself, 
but set goals that are within reason.

Does each person on your team have 3-5 specific, measurable, and 
attainable goals? Do they fit the overall strategy and plan for the 
church? Are you meeting with them and helping them accomplish 
them? 

A C T I O N  S T E P

Set up appointments with each ministry leader to discuss their goals.  
Put these informal coffee meetings on the calendar then get together  

to talk about what they want to see God do in their ministries.  
Use these conversations as the starting point.

ACTION STEP
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- 13 -
C R E A T E  A 

P E R S O N A L I Z E D 
L E A D E R S H I P 

D E V E L O P M E N T 
P L A N

True self-confidence is the courage to be open—to welcome change and 
new ideas regardless of their source. 

– Carol S. Dweck – 

One of my favorite family traditions is Friday night pizza and movie 
night. We order pizza (or sometimes make our own, which never 
turn out as good as Pinterest claims) then each kid gets to pick a 
movie. Depending on who’s turn it is, we watch princess movies, 
ninja movies, or teenage romantic comedies.  

But when it’s my turn to pick the movie, I go back to the 80s and 
90s. These decades produced the best movies in American History.

I want my kids to understand what a flux capacitor is. And it 
wouldn’t be right for me to rob them of experiencing the Mighty 
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Ducks or to think that Episode 1 fiasco is the true Star Wars.  The 
80s and 90s were better times—I’m sure of it.

Another one of our traditions is the Sunday night huddle. On 
Sunday nights, we huddle as a family to talk about the schedule for 
the upcoming week. It’s like a family business meeting.  It’s hard 
work to get three kids to the right places at the right times, plus I 
want them to know about what’s going on in mom and dad’s world. 
So we huddle up and talk about everything.

One Sunday night, we started getting stressed with the schedule. 
Between tests, chorus, baseball, tennis, lacrosse, and two birthday 
parties, the week looked pretty full. There were a few times when all 
the kids had to be in different places and there wasn’t a way to make 
it work.

Every family has weeks like this from time to time, but this was 
becoming normal in our house.  The “busy season” was turning into 
the never-ending season. I know how Mr. Tumness felt when it was 
always winter and never Christmas.  

Our schedule was driving our plans, not the other way around.  

We were going with the flow, driving people around, and letting 
the crazy schedule control us instead of letting an intentional plan 
dictate our schedule. We were accepting everything as fact and 
going with the flow, rather than taking charge.

There’s nothing wrong with tennis, chorus or lacrosse (though I 
don’t fully understand the rules), but if those activities don’t push 
our family toward our goals, then they’re fruitless. We end up doing 
things just because they’re on the schedule, rather than because we 
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really want to do them or because they matter.  

In that moment, we decided to say no to a “required” chorus 
meeting and a baseball practice.  There were some other things that 
we decided were more important. And saying no felt good.  Besides, 
five years from now, our kids aren’t going to remember that they 
missed a rehearsal or a practice.

I’m sharing all this family stuff because the principle is true in your 
church too. Without an intentional plan, you’ll spend all of your 
time responding to things. Opportunities will become obligations. 
And before you know it, another ministry season will go by without 
any real change.  

THE  ACC IDENTAL  LE ADER

When I talk to pastors and church leaders, most of them tell me 
they want to be a better leader. Leadership is one of those really 
important things. I believe it’s actually the #1 growth barrier 
in most churches. It’s not style, service times or campuses…it’s 
leadership.  

Leadership is like the tide. When it rises, everything else rises with 
it. If you become a better leader, it will improve every ministry, 
every program, and every relationship in your church. If everyone in 
your church learns how to lead better, the entire church will benefit.   

Almost all pastors know this. But when I look under the hood, 
there’s nothing on their task list or calendar to back up this claim. 
The desire is there but the action is absent.
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Leadership development is one of those things that will get bumped 
from your calendar every time. The conference will never be 
convenient. The book sitting on your desk right now is going to get 
covered up with other things begging for your time. You won’t have 
time for any of this.

I know it sounds obvious, but you’re not going to become a better 
leader by accident, which is why you must do what I’m going to 
suggest in this chapter.

THER E ’S  SOME TH ING  
BE T TER  THAN  GOALS

Goals are great. There’s a chapter in this book dedicated to helping 
staff members set goals.  You should set annual goals for your 
church. But goals are actually overrated. There’s something far more 
powerful than goals.

I’m talking about plans.

Goals are great but plans are better. Any knucklehead can set goals. 
It’s working on a plan that makes the difference.

 »  There are a lot of people who want to be better parents. 
That’s a great goal, but what’s your plan?

 »  There are a lot of people who want a better marriage. That’s 
fantastic, but what specifically are you going to do?

 »  There are a lot of people who want to get out of debt. 
Awesome, but what specific behavior are you going to 
change?
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You can have great goals, but without solid plans, you won’t 
accomplish them. You can set a goal to run a marathon, but if you 
don’t have a plan, you’ll never accomplish anything. You can set a 
goal to lose 20 pounds, but if you don’t have an eating plan, nothing 
will change.

Goals are fantastic, but plans are much better.

So when we’re talking about becoming a better leader, let’s stop 
talking about desire and opportunity and get serious about what 
you’re going to do. You can’t make it a goal to become a better leader 
or help others on your team become better leaders—you have to 
create a plan.

NO SHORTAGE  OF  O PT IONS

There’s no shortage of resources at your disposal to help you become 
a better leader.  

A great leader such as Carey Nieuwhof can spend hours arranging 
guests, conducting interviews and putting together a leadership 
podcast. With a couple of clicks, I can access this incredible resource 
for free. He’s done all this work and I can listen at no cost. This is 
amazing.  And that’s just one of the amazing podcasts available to 
you for free on the internet.

Simon Sinek can spend two years researching, outlining, and 
writing an incredible leadership book called Leaders Eat Last. I 
can purchase the final version for less than $20. What took years 
to write and thousands of dollars to create, I can get for next to 
nothing. And there are hundreds of other well-researched, well-
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written, top-quality leadership books. Many of these represent 
people’s life work. For the cost of a couple of meals, you can 
purchase valuable content that took thousands of hours to create.

Then there are conferences like Leadercast and the Global 
Leadership Summit. Months of event planning and production 
go into an event. Hundreds of thousands of dollars are spent on 
content and I can access it all for a few hundred bucks. Other people 
have done all the hard work, putting together a program you could 
never produce on your own, and you can attend.  

You know all of this. You’ve known about these resources and 
events for some time. And I’m not trying to guilt you into signing 
up for something.

But I am trying to get you to create a plan to digest some of the 
content that’s available to you.  I am trying my best to get you to 
be intentional and make some decisions. Growth is not going to 
happen by accident. Plans are not going to appear out of thin air.  

So take out a sheet of paper or open up a new document. Call it a 
Leadership Development Plan.  Write one for yourself and work 
with everyone on your team to create one as well.

WHAT  GOES  ON  THE  PL AN?

Write down the two or three things you want to improve as a leader. 
Then start writing down what you’re going to do to make it happen. 
You’re not writing down desires or goals, you’re writing down plans.

Write down the specific names of books you’re going to read, people 
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you’re going to meet, and events you’re going to attend. Decide in 
advance when you’re going to do these things as you write down 
your plan. Here are some things you can include on your leadership       
development plan:

 »  Podcasts. If you want to improve as a preacher, decide to 
listen to one podcast a week.  Go ahead and write down the 
name of the podcast and the people you’re going to learn 
from. There are podcasts on every topic imaginable, but 
decide what you’re going to do right now.  

 »   Books. Ask friends for recommendations, but decide 
what books you’re going to read.  Books are my favorite 
leadership development tool because the bar is often 
higher.  Reputable authors and books are well-researched 
and go through a vetting process.  Blogs are great, but 
books are better. Decide how many you’re going to read and 
list their titles. Assign each book to a season of the year 
or a month on the calendar. Then order them all and place 
them on your desk.   

 »  Conferences. As a leader, you should attend one or two 
conferences every year. I know they’re expensive and 
travel is required, but they’re worth it. Look at the next 
12 months and decide what you’re going to attend. Put it 
on your calendar and make travel reservations. Buy your 
conference tickets and book your hotel room. I promise that 
something will come up at the church that will make it a 
“bad time to be gone,” but stick to your plan. 
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 »  Conversations. Great leaders understand that there’s a 
wealth of information to be gained from relationships. Are 
there people you want to connect with or learn from as a 
part of your leadership development? Write their names 
down and make a plan to get them coffee or buy them 
lunch. Maybe you can put together an informal meeting of 
a small group of leaders to talk about a specific leadership 
topic. These conversations or informal groups can be a 
tremendous asset to you. 

 »  Coaching. “Picking people’s brains” is great, but some of 
the best leaders I know pay money to be a part of a formal 
coaching program. There’s something about paying a coach 
and joining other people on a similar process. Whether it’s 
online or in person, there are tons of great coaching groups 
available to you. Don’t be a victim of broke thinking and say 
you can’t afford this. Find a way, because a great education 
is worth it.

Your leadership development plan is unique to you. If you’re not a 
reader, don’t load it up with books. If you learn best in conference 
environments, lean heavily there. Write a real plan for becoming a 
better leader.

And when you’re done with your plan, sit down with each person on 
your team to create one for them. If you have someone that wants 
to become a better communicator, work with them to create a plan. 
If there’s someone on your staff who wants to grow as a leader, work 
with them to create a specific plan.
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A C T I O N  S T E P

Create your own personalized leadership development plan.  
It would be great if everyone on your team had one,  

but start with yourself. Remember, leaders always go first.   
You can download a free Word document template  

from churchfuel.com/streamline.  

ACTION STEP
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- 14 -
S C H E D U L E 

P E R F O R M A N C E 
E V A L U A T I O N S

Success comes to those who habitually do things that unsuccessful            
people don’t do. 

– John Maxwell – 

Creating clarity is one of the most important jobs for any leader.

But it’s not enough to create clarity; you must continually fight for 
it. You see, the tendency in any organization is to drift. You drift 
from the mission, lured away by good opportunities that “mostly” 
fit. You drift from your passion, tempted to pursue less important 
things. You drift from key decisions, allowing everyday pressures to 
lull you into an acceptance of the current reality.

In the wake of overwhelming opportunity and endless mission, it’s 
really hard to stay focused.

But in order for your staff to lead well, they need you to lead well. 
They need you to fight through all of the programs, ministries, and 
opportunities that exist in a growing church and help them focus 
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on the things they must do well. They need you to help them stay 
focused.

ROLES  AND  GOALS  MUST  BE        
CONT INUALLY  R E V IE WED.

A new team member comes to their job with incredible focus 
and passion. They’re excited about their ministry and their job 
description makes sense. They dive into the work and start meeting 
people. After a few months, the passion is still there but their role 
becomes unclear. They pick up other responsibilities and head off in 
a few different directions. Good things take them away from great 
things. Opportunities become obligations. And their passion begins 
to wane.

That’s why you have to sit down and have re-focusing conversations. 
I recommend a scheduled, formal evaluation every six months.

PEO PLE  NEED  TO  KNOW  
HOW THE Y  AR E  DO ING .

I’ve heard from many employees who thought things were going 
well, until a sudden conversation changed their entire outlook. 
When conversations are honest, surprises should be rare.

It’s hard to be honest and dive deep in a ten-minute performance 
review or a hallway conversation. The goal isn’t to check a box and 
put a document in the employee file. And while an open door policy 
is great, if you don’t sit down for an extended period of time after 
adequate preparation from both parties, you’re missing the point 
of an evaluation. You can go through the motions and never see the 
benefit.
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Not only does your staff need to know how they’re doing, great 
employees want to know how they’re doing. The chances are that 
your people desire feedback and crave clarity. Give it to them 
because they can handle the truth. 

EFFECT IVENES S  MUST  BE  E VALUATED.

Churches need leaders who perform at a high level. Don’t let that 
word scare you. Christianity is not about performance. God loves 
you, accepts you and blesses you out of His good will, not because 
of anything you’ve done. You’ve been saved by grace and it’s a 
complete and free gift.

And while the gospel of grace should permeate everything in a 
church, we cannot discount the need to be good stewards in our 
jobs. You cannot coast through ministry because you’re a good 
Christian or a nice person. You need to do your job, and you need to 
do it well.  

That’s why you have to get beyond the fact that your team is full of 
nice people who love Jesus. You’ve got to evaluate how well they do 
their job.

A  PER FOR MANCE  R E V IE W IS  COAC H ING ,  
NOT  CR I T IC ISM.

If you want to develop people, you must learn to be a coach, not 
a critic. A critic says, “I didn’t like that.” A coach says, “Here’s why 
this didn’t work the way you probably hoped.” A critic says to the 
worship pastor, “I didn’t like that song.” A coach says, “That was a 
great song, but I’m not sure it fit at the beginning of the worship 
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set because…” A critic says, “That wasn’t a good sermon.” A coach 
says, “You might have lost the audience in the middle because it 
was information heavy…I think people would have benefited from a 
story there.”

Critics tend to be ignored, while people generally crave coaching. 
Make sure you let your staff know how they’re doing along the way, 
and coach them on how they can do things better.  

So let’s talk about the performance review and how it should work.

When I work with churches on setting up a leadership structure, 
I help them clarify roles and goals for each person on their team. 
We build org charts and create leadership rhythms that can sustain 
growth. And I recommend they implement official performance 
reviews every six months.

Twice a year, have a scheduled, lengthy, and in-depth conversation 
about performance, expectations, and roles. Both parties should 
prepare for this conversation, and it should be documented. I 
recommend an evaluation form with letter grades. There are lots of 
ways to grade people but I’ve been getting letter grades since the 
2nd grade at Hendricks Avenue Elementary School and it’s a system 
everyone understands.  

If you’re looking for a template, you can download one for free at 
churchfuel.com/streamline.  This is the actual evaluation form I use.

Here are seven things you should rate at each performance 
review:

1. Core Values. If your church has core values, the first thing 
you should rate is how well each person reflects them in 
their life and work. If “excellence” is a core value, how 
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excellent is this person’s work? If “creativity” is a core value, 
how creative are they on a weekly basis?

2. Quality of Work. When evaluating quality of work, you’ve 
got to set aside personality and friendship. You should 
never fully separate leadership from relationship, but you 
can’t let the relationship keep you from being their leader. 
Keep the grade (and the subsequent conversation) focused 
on facts and performance.

3. Dependability. This is one of the things I always evaluate 
with team members because I want to be able to count on 
people no matter what. When you assign a letter grade, 
you’ll want to talk about specific examples.  

4. Relational Skills. People can’t really lead in a church from 
behind their desk or through their email program. So be 
honest about their relational skills. How well do they work 
with their leaders and peers? How well do they interact with 
volunteers and church members?  

5. Communication. Not every communicator is a leader, but 
every leader must be a great communicator. How clear is 
this person? Do they get their point across in email or in 
training meetings? Are they prepared? Are they effective?

6. Stewardship. If this person manages money, how well do 
they do it? How well do they leverage church resources? It’s 
not just about being frugal; it’s about being wise.

7. Growth. Is this person growing as a leader? Are they 
learning from others who are ahead of them, reading 
books or attending conferences? You can evaluate all you 
want, but if someone doesn’t take steps to learn, then little 
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change will happen. That’s why evaluating personal growth 
should be a part of your conversation.

Those are seven categories I evaluate, but you can add, delete, or 
change things on this list. The important thing is to think through 
what you want to evaluate for each person. Lock it down and create 
a performance review form. Use the same form for every employee 
and every meeting. It might be awkward the first time, but the more 
you do it, the easier it will get.  

ASK  QUEST IONS

In addition to giving scores for categories, you’ll want to ask several 
open ended questions.  The real goal of an evaluation isn’t to record 
grades on a form for the employee file, it’s to create meaningful 
conversations that lead to greater effectiveness. It’s an opportunity 
to be a great leader and develop the leadership potential in someone 
else.  

That’s why performance reviews should encourage conversations 
and feedback. People need the opportunity to talk about their 
work experiences in their own words. Your job as a leader is to get 
them to open up. You must create a culture where people are not 
punished for honesty.

Here are some great questions to use in the second half of the 
performance evaluation meeting: 

1. What do you love about your job right now? When 
people are working in their sweet spot, it doesn’t feel like 
work. People don’t burn out and become ineffective over 
time when they truly care about what they are doing. So dig 
deep and press for specifics.
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2. What part of your job don’t you enjoy? Everyone has 
things on their job description that they don’t love. In some 
cases, you might find people struggle with something that 
isn’t critical to their role or job description. Perhaps they 
have picked up other responsibilities they don’t need and 
consequently feel under pressure.  

3. What is most difficult right now? People often know 
their areas of struggle, so give them the opportunity to talk 
about their difficulties. Don’t let it turn into a gripe session, 
but listen and advise.

4. Where do you need me more and where do you need 
me less? As a leader, this is one of my favorite questions to 
ask people on my team. It gives them permission to open 
up and talk about me. That means I need to shut up and 
listen. Sometimes, your staff needs you more. They might 
need more direction or clarity. They might ask for your 
physical presence in their environments. They might need 
more resources. Listen to what they’re saying and don’t 
shut them down. At other times, they may need you less. If 
they’re a leader, they might feel like you’re micromanaging 
or offering too many critiques. The more you ask this 
question, the more honest they will be.

5. What actions do you need to take in the next six 
months? Evaluations that don’t lead to actions are useless. 
You can have a great conversation with someone, but 
without an action plan, change won’t happen. That’s why 
it’s important to end the performance review by creating a 
specific plan of action for the next six months.
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A C T I O N  S T E P

 Your homework for this chapter is to schedule performance evaluations.
You don’t have to conduct them, just schedule the. You could set aside a 

week as “Performance Review Week”—put it on the master calendar and 
make sure everyone does a performance evaluation with their supervisor.  

Download a staff evaluation form (along with five other evaluation 
forms) at churchfuel.com/forms.

ACTION STEP
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- 15 -
I M P L E M E N T  A 

T E A M  M E E T I N G 
S Y S T E M

An organization’s ability to learn, and translate that learning  
into action rapidly, is the ultimate competitive advantage. 

- Jack Welch - 

Do your meetings lead to a lot of talk and only a little action?

Have you ever sat through a meeting and thought, “Why am I 
here?”

If you send an email to your team saying the next staff meeting is 
optional, how many people will attend?

Most team meetings aren’t effective because they don’t focus on 
what’s important. You rarely have time to talk about the mission, 
vision, values, and long-term strategy because you’re responding 
to what happened last week. You don’t spend much time talking 
about how to improve the church service (something everyone 
experiences) because you’re responding to last week’s crisis 
(something that affects a handful of people).
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I’ve worked with churches for more than two decades. My first 
church job was in youth ministry at a small church in Tallahassee, 
Florida, and I spent more than a decade working with teenagers. 
From there, I became a church planter and senior pastor. All of this 
means I’ve sat through and led countless meetings. Some of them 
were great, but most of them were ineffective.

A few years ago, I participated in a coaching experience with several 
entrepreneurs and business leaders. My business partner and I 
learned so much from this multi-million dollar company, and the 
conversational coaching environment was perfect for where we were 
as an organization. We talked about systems, strategies, and vision. 
But one of the biggest takeaways was a meeting system.

This particular company had been using the meeting system for 
years, having learned it themselves from a book called Mastering 
the Rockefeller Habits. It was brand new to us, but it made complete 
sense. We came home and implemented our version right away. We 
got better at it and it became a part of our culture. After a couple 
of years, we could point to this single change as one of the biggest 
catalysts for our growth.

Here’s an overview of the system, with some thoughts on how it 
might work in your church.

START  W ITH  AN  ANNUAL  R E TR E AT 

It’s important to look at the meeting system as a whole, with all the 
puzzle pieces fitting together to form one picture. Each part of the 
meeting system sets the tone for the next part.  They build on each 
other, and fit together perfectly.
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The Annual Retreat is a three day, two night retreat focused on 
annual planning. This is a big deal, and getting away from the 
routine of the week is critical to stepping back and looking at the 
church as a whole.  

Take the first day of your annual retreat and look back. Don’t rush 
this because looking back and understanding the previous year is a 
key to setting the tone for the next year. When you look back, here 
are some things you’ll want to cover:

 »  Review the numbers. You might want to have someone 
prepare a report and share with the group.  

 »  Talk about wins and losses. What went well and what didn’t 
go well last year? Spend a good bit of time here and allow 
people to talk.  

 »  Talk about last year’s goals. Did you meet them? Did you fall 
short? Why or why not?  

 »  Talk about lessons learned. As someone shares a lesson, let 
them expand on it. Try to capture the essence of that lesson 
in a memorable statement.

Your goal is not to get through this section as fast as possible in 
order to continue with the planning. Instead, take your time and 
really explore the past year.  

On the second day of your retreat, look forward. Your goal is to 
come up with three to five annual priorities—big, church-wide 
things you should accomplish in the next year. These annual 
priorities will make your church better, and they probably sit just 
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outside of your normal church week. In other words, for these 
things to happen, it’s going to take focus and energy from the whole 
team.

You’ll eventually get down to three to five priorities, but start 
with brainstorming a list. Let people throw out things they 
believe are worthy of church-wide focus in the coming year. Keep 
brainstorming until you’ve put everything on the whiteboard and 
then start whittling them down. To get you thinking in the right 
direction, here are some examples of good annual priorities:

 » Focus on reaching first-time guests.

 » Increase the temperature of generosity in our church.

 » Raise the bar on leadership.

 » Discover and define our mission and vision.

 » Create systems and strategies to calm the chaos.

Each of these objectives is big. They require every staff member and 
cut across every ministry.  Reaching first-time guests can involve 
children, students, and adults. Raising the bar on leadership is a 
church-wide objective. 

Even though your objectives are church-wide, every objective 
should be assigned a champion. This is one of the biggest mistakes I 
see churches make with objectives. Without one clear leader to keep 
the objective on focus, it will flounder. So appoint a person who will 
push this objective throughout the year.

The second part of looking forward is setting goals. As you look to 
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the coming year, where do you want to end? What’s the target?

Don’t skip this step, because if you don’t talk about the results 
you want to see, you only have dreams. You can’t get there if you 
don’t know where there is. But if you take the time to clarify your 
goals, you’ll keep you and your team from drifting. In a little while, 
you’ll see how these goals will come back throughout the year and 
facilitate focus.

You might find it helpful to create a category of goals you use each 
year. You might choose attendance, giving, group involvement, 
mission trips, first time guests, and a few other categories. Every 
year that you hold the annual retreat, you’ll review results and set 
new goals.  

When I teach this system, one of the questions I always get is, “Who 
should be at this meeting?” While it’s different for each church, I 
can give you a few principles and best practices:

1. Invite forward thinkers who don’t get stressed out 
when talking in abstract. You want strategic people in 
your strategic meetings, and there’s nothing more strategic 
than charting the course for the next year. It might be 
a little uncomfortable to change, but a person’s title or 
position should not determine their involvement in this 
kind of meeting. 

2. Invite people who care about the church as a whole. If 
the youth pastor can’t put the good of the church above the 
good of the student ministry, she’s not going to be helpful 
in this kind of meeting. I’d say that’s a bigger problem, but 
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we’ll save that discussion for later. When you’re talking 
about the direction of the church, it’s important to think 
church before ministry.

That’s the annual retreat—the one time a year where you review the 
past year and look toward the next one. But the meeting system is 
about to get much more powerful and practical.

  STAY  FOCUSED  WITH  THE              
QUARTER LY  R E TR E AT

Church objectives and church goals are great. But if these live 
in a document and don’t reappear for months at a time, they 
won’t make much of a difference. Your entire annual retreat will 
retroactively turn into an exercise in futility without a systematic 
process for staying focused.

That’s where the quarterly retreat comes in. It’s a miniature version 
of the annual retreat, where you take your objectives and goals and 
talk about what you’re going to do this quarter to make it happen. 
In my opinion, this quarterly retreat is the secret sauce of this 
system.

I’ve seen a lot of churches conduct annual planning retreats only to 
lose focus and energy halfway through the year. But if you do this 
step, you’ll connect your big picture annual plans to real life in your 
church.

The quarterly retreat is one night and two days long. It’s a little bit 
shorter, but it’s more focused and practical. Begin with looking back 
on the last quarter, much like you did at the annual retreat. This will 
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naturally go faster because you’re covering less ground. Next, look 
ahead to the next quarter.

The power comes from taking our annual objectives and assigning a 
quarterly priority.  Essentially, take one big goal and break it down 
into something you can accomplish in one quarter. Here are some 
examples:

 »  Let’s say your goal is to focus on reaching guests in the next 
year. Well, what can you totally accomplish in the next three 
months to make significant progress on this objective? 
What can you check off in the next three months? Maybe 
this is the quarter when you research what’s working at 
other churches you respect. That’s one important step you 
can fully take.

 »  If your annual objective is to raise the bar on leadership, 
maybe your quarterly priority this quarter should be to 
clarify roles and goals for all of your existing leaders. 
Your point person can drive the project and everyone can 
contribute to the process.

 »  If your annual objective is to increase generosity among 
your members, maybe this is the quarter you plan a 
generosity retreat or implement a thank you campaign. It’s 
one of four important steps that will lead you where you 
want to go.

Every annual objective gets four quarterly steps. They’re smaller 
and more specific. And most importantly, you can fully accomplish 
them in one quarter.
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Imagine the focus your team will have knowing what you’re going to 
accomplish in the coming months, and that those accomplishments 
are part of a larger objective that really matters.

  CONT INUE  WOR KING  
W ITH  A  MONTHLY  MEE T ING

There’s a tremendous power in the meeting and retreat system, and 
it gets better and better the more you use it. It’s powerful because 
the system allocates actual meeting time to the big things that you 
have decided are the most important. Without this system, you’ll 
respond to short-term problems and never move the ball down the 
field. With this system, you’ll create intentional times where you 
discuss important issues with the right people.

So let’s keep drilling down. The monthly meeting is the third part of 
this meeting system.

Once a month, spend one day focusing on the quarterly objective. 
So, we’ve taken our annual objective and broken it down to 
a quarterly priority. Now we’re taking a day and working on 
implementing our quarterly priority. It’s how you stay focused on 
what’s important. It’s how you make progress on your goals. Here 
are some things you might discuss during your one day monthly 
meeting:

 »  Review the numbers. You might find it helpful to create 
a pretty report that shows where you are in relation to 
your goals. Most people don’t like spreadsheets and don’t 
understand pictures. We turned the final part of our 
financial report into a smiley face or a sad face.   
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 »  Give updates on quarterly priorities. Each point person 
should give an update on their quarterly priority. Talk about 
what’s been done and what still needs to be done. Get input 
on decisions and next steps. 

 »  Talk about one or two “big rocks.” That language comes 
from the Mastering the Rockefeller Habits book I mentioned 
at the start of the chapter. But the idea is to talk about one 
or two things that involve everyone, not just a bunch of 
random stuff that could be decided elsewhere. Keep your 
big rocks related to your quarterly priorities. If your annual 
priority is to get guest friendly and your quarterly objective 
was to evaluate three other churches, your big rock 
discussion might be what you should implement and what 
you should avoid from each of your model churches. The 
key with the big rock discussion is preparation. Make sure 
everyone knows what’s being discussed and insist everyone 
come prepared.

You can probably do your monthly meeting at the church—there’s 
no need to go away. And some churches might be able to accomplish 
everything in half a day, or three quarters of a day.

Remember the principles of calendar planning we talked about 
in the first four chapters? Your annual, quarterly, and monthly 
meeting dates should go on your master calendar. Let them become 
a part of your natural rhythm.
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  THE  WEEKLY  MEE T ING  IS  MOSTLY 
CALENDAR  AND  COMMUNICAT ION

The final part of the meeting system is probably the part most 
familiar to churches because it looks like a lot of church staff 
meetings. Even with the annual priorities, quarterly objective and 
monthly meeting, you still probably need a time to check in and talk 
about what’s going on.  

There’s a lot of flexibility with this meeting, but here are a few best 
practices:

 »  Keep your annual priorities, quarterly objectives, and 
church-wide goals in front of people constantly. Print them 
on the top of every agenda so you don’t lose sight of what’s 
most important.

 »  Make sure someone covers the calendar and important 
communication. Maybe you print dates and information 
on the agenda and give people the opportunity to 
ask questions and seek clarity. “A breakdown in 
communication” is one of the most popular reasons people 
give for missing the mark on something, so with a standing 
meeting on the calendar you’ve got a great opportunity to 
get this right. 

 »  Share stories and learn from each other. Many churches 
take the first part of their weekly meeting to share stories 
from the life of the church. This is a great practice because it 
helps keep it real. You might also discover the people in the 
meeting have incredible insights to share with the rest of 
the group. Consider giving them 20 minutes to share what 
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God is doing in their life or report on something they’re 
learning as a leader.

The meeting system is a powerful way to ensure you’re talking 
about the most important stuff throughout the year and not just 
during the strategic planning retreat. It’s a great way to connect the 
dots, and align your calendar and your team around church-wide 
objectives.  

A C T I O N  S T E P

This was a pretty heavy chapter with a lot of moving parts.  
It’s easy to get lost in the weeds and miss the overall point.  

Download and watch a free training video on this meeting rhythm.  
It will walk you through each type of meeting and  

give you more examples.  You can watch with your team and decide if it’s 
right for you. Download the video for free at churchfuel.com/streamline.

ACTION STEP
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- 16 -
W R I T E  V O L U N T E E R 
J O B  D E S C R I P T I O N S
I’m convinced that the influence a church has on its community will be 
determined in large part not by the personality of the pastor, the size 
of its building or how long the ministry has worked in the community.  
It will be determined instead by the percentage of involvement in the 

ministry of each member. 

– Wayne Cordeiro – 

The Apostle Paul says it’s the job of the pastors and elders to equip 
people to do the work of the ministry.  

Yet in many churches, it’s the church that pays a professional to 
do the work of the ministry.  Boards hire pastors to visit the sick, 
preach the Word, and lead ministries. And while there’s nothing 
wrong with those things, the presence of paid staff doesn’t absolve 
the members from doing the work of the ministry.

If you’re depending on paid staff to do everything, you’re in big 
trouble because you will never be able to hire enough people to get 
it all done. There will always be the need for qualified, committed 
staff members, but if you want to reach your full potential, you will 
need to involve volunteers.



162

God designed the church this way.

In the Old Testament, it was the work of the priest to stand before 
God on behalf of the people. God outlined particular requirements 
for priests, right down to their dress code. In the New Testament, 
things changed. The author of Hebrews describes Jesus as the great 
high priest, the once-and-for-all sacrifice for the sins of the world. 
Peter says in his first epistle that Christians are a royal priesthood. 
Paul says our bodies are temples of the Holy Spirit.

In other words, the church doesn’t have a priest; the church is full 
of priests. It’s not up to highly qualified, highly trained, highly 
educated super-Christians to do all of the work of the ministry. 
Ministry is done by the priesthood, by the body of Christ using 
their spiritual gifts to build up the church.

Every Christian in your church is like a priest, called to serve 
somewhere. People may not know it, and they might need training, 
but they have a crucial part in your church’s mission. God’s plan is 
not for a small band of superheroes to do everything in the church, 
but for a team of people to build an army of servant leaders who 
share the gospel with the world.  

So your role as the Chief Clarity Officer doesn’t stop with your staff. 
It extends to every volunteer who serves. You must help people 
discover their gifts and find a place to use them. It’s not just good 
leadership. It’s a command.

Lots of good things will happen when you have healthy volunteers. 
But the biggest benefit is that the church will grow. As a church 
leader, you can only do so much. You can’t lead all the ministries or 
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talk to all the people. You cannot do it all. 

But when volunteers understand the mission and vision of the 
church, and are empowered to serve and lead, and they do so in 
the right areas, a powerful thing happens. The church gets healthy 
and it grows in size at the same time. Working on your volunteer 
ministry really does lead to church health and church growth.

VOLUNTEER  BUR NOUT

Tell me if this sounds familiar…

A family comes to your church from another church. They were 
active members but they seem to have left on good terms. They’re 
excited about the mission, vision, and sense of life at your church 
and they’re excited to dive in.

They join a small group and after a few weeks they decide to host 
the weekly gathering at their home. Since they have a teenager, they 
get involved in the Wednesday night student program.  At first, 
they’re just a positive presence, but before long, they’re leading a 
group.  

He’s asked to go on the high school campout. She’s asked to 
coordinate food for the DNOW.  They both say yes. In staff 
meetings, their names come up as potential solutions to all kinds of 
problems.  

They’re happy volunteers and committed givers for a year or two, 
but then the wheels start to rattle. Almost without warning, they 
disappear for a few weeks. They come back for a week or two but 
then they go dark again.
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When you’re finally able to coordinate schedules, they tell you 
they’re burned out. It turns out their last church experience didn’t 
end as smoothly as you thought, and they now feel like they need a 
break. There’s nothing wrong and nothing bad happened, but it all 
feels different. 

This is the nice version of the story. It’s entry-level burnout. In 
churches all across the country, the waves are much, much bigger. 
While you may not be able to totally eliminate volunteer burnout, 
you can drastically reduce it.

PR E VENT ING  BUR NOUT

As a pastor, it’s your job to protect your flock from burnout. It’s 
not good for them and it’s not good for the church. It’s not okay to 
accept this as a part of ministry. You must take intentional steps to 
encourage and equip your leaders.

You need healthy volunteer systems to appreciate and communicate 
with your volunteers. This isn’t complicated. It’s as simple as 
deciding to do something for your volunteers every month.  Maybe 
it’s an inspirational email one month and a handwritten note the 
next month. Maybe it’s a leadership gathering where people have a 
good time. Maybe it’s mailing them a book or asking how you can 
pray for them specifically. If you put some thought and creativity 
into this, you could come up with a powerful list of 12 ways to 
encourage your volunteers.

But I want to take you back to the beginning—the moment 
when someone decided to get involved in a new way. When new 
volunteers come on the team, one of the most important things you 
can do is provide clarity. 
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Sometimes, volunteers burn out because they’re doing things they 
should never have been doing in the first place. They take on more 
stuff because they love the church and love saying yes.  And let’s be 
honest—you’re grateful there’s someone else leading.  

But when people serve in areas outside of their calling or away 
from their sweet spot, they’re beginning the slow fade to burnout. 
Volunteers who serve all over the place are at a greater risk of 
burnout than leaders who focus their energy on one ministry.

Just like you have to fight for clarity on your staff, you must fight 
for clarity for your volunteers.  Whether it’s you or another ministry 
leader, someone needs to protect them from biting off more than 
they can chew. They need clear roles and responsibilities, as well as 
the inspiration to stay focused on what really matters.

WHAT ’S  THE  SOLUT ION?

Every volunteer and leader in your church needs a short and clear 
job description. Like most of the systems I’m discussing in this 
book, this one is simple but very powerful.

If you want to get on the same page with your volunteers, create an 
actual page. Open up a new document and write down the details of 
their position. Your volunteers will appreciate the clarity and you’ll 
help set them up for success. 

What kind of things should go on this short job description? Every 
volunteer job description should contain the following:

 » The name of the position.
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 »  How much time it takes. Is this two hours every Sunday? 
Does it require two to three hours of prep time during the 
week? Be honest with people and let them know how much 
time they’ll need to invest to be successful. Your goal is not 
to switch people into serving, luring them into the promise 
of ease, and then dumping fresh time commitments on 
them once they’re in. 

 »  How long they will serve? Volunteers shouldn’t be asked 
to make life-long commitments. In most cases, six months 
or one year is the right time frame. That will break down 
some of the barriers to entry. In some cases, you may need 
volunteers to commit to a longer term of service. Either 
way, be clear.

 »  The name and contact information for their direct leader. 
Just like staff members have supervisors and bosses, 
volunteers need to know who they should talk to if there’s 
an issue. Plus, if you let people know who to call if they have 
a problem, they won’t always call you.

 »  Four or five bullet points detailing the specific 
responsibilities. You don’t need to write down dozens of 
things, but describe the role. Write down what tasks people 
will perform and what responsibilities they have.

The clearer you can be with volunteers, the happier they will be. And 
since your ministry probably runs off volunteers, having a happy 
and fulfilled volunteer base should be a top priority.
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FOCUSED  JOB  DESCR IPT IONS

People in volunteer leadership roles in the church often operate 
with assumptions based on past experience, so they end up doing 
things that aren’t truly helpful. In most cases, they don’t overstep 
their boundaries or underperform in their responsibilities because 
they’re bad people, but because there aren’t clearly written and 
communicated expectations.

Not long ago, I worked with a pastor to help create a volunteer 
system in their church. In addition to creating new teams to 
welcome guests, we worked on clarifying the role of some of the 
existing leaders.

This particular church had a stewardship team, and while there was 
a job description in the church bylaws, it wasn’t clear or helpful. The 
team met once a month and looked at reports.  They talked about 
expenses and giving during their meetings. And once a year, they 
created and approved the general church budget.

When I talked to the pastor, he expressed a desire to have this team 
more involved in the fundraising process. “What good does it do 
for them to get together and review past reports?” he asked, with 
a frustrated tone in his voice. “The people on this team have never 
gotten proactive about raising the temperature of giving in our 
church,” he continued. Finally, he admitted this: “Two of the five 
people on the stewardship team don’t even tithe to the church.”

This is a tremendous opportunity to create clarity through creating 
(or recreating) a job description for each person on the stewardship 
team. After all, it’s tough for people to meet unwritten expectations.
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If you want the stewardship team to get involved in funding, not 
just reporting, that’s something you’ve got to talk about on the 
front end. That’s something that needs to be written on their job 
description, and people need to understand it before they agree 
to serve. Personal generosity is an expectation that needs to be 
communicated in advance. It should go right on the job description.

If you want to get on the same page with people, create an actual 
page. Move your thoughts out of your head and onto a sheet 
of paper. A lot of times, leaders get frustrated when volunteers 
don’t meet their expectations. Clarifying those expectations 
with a written job description is the first step in eliminating this 
confusion.

If you need Sunday School teachers to come to four training 
meetings each year, put that on the job profile. Better yet, put the 
actual dates and times of the training on the job description and 
make sure people know it in advance.

If you need greeters and ushers to get to church 30 minutes before 
the service starts, make sure that’s written on a sheet of paper and 
properly communicated.

If you expect deacons to attend the annual deacons retreat or 
children’s workers to send birthday cards, document it on a 
volunteer job description.

A C T I O N  S T E P

Create or update a job description for five key volunteers in your church. 
You don’t have to give one to every person yet—just start with five 

roles. Write the job description and give them to each volunteer. You can 
download a free template at churchfuel.com/streamline.  

ACTION STEP

S E C T I O N  T H R E E 

C O M M U N I C A T I N G
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S E C T I O N  T H R E E 

C O M M U N I C A T I N G
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H U D D L E  W I T H 

V O L U N T E E R S  E V E R Y 
W E E K 

Intelligence is the capacity to receive, decode and transmit                  
information efficiently.  Stupidity is blockage of this process  

at any point. 

- Robert Anton Wilson - 

What’s the best way to communicate important information to 
volunteers?

Training meetings are great, but everyone can’t attend. Email is 
simple, but 70% of email is unopened and unread. Phone calls take 
a lot of time and there’s really no practical way for you to connect 
with everyone on an individual basis.

There’s probably not a silver bullet, but we tried something that 
worked really well. Every Sunday we gathered volunteers in each 
department for a short volunteer huddle.
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A volunteer huddle is a 10-15 minute “meeting” that happens 
before every service. Production, Guest Service, and Children’s 
Ministry teams gathered in their respective groups for a pre-game 
pep talk.

We still had training meetings and we still sent emails, but these 
Sunday morning volunteer huddles quickly became one of our most 
important communication points.  

CONSTANT  V IS ION  CAST ING

Churches work hard to craft mission and vision statements only to 
relegate them to the “about us” page on a website. Crafting a vision 
statement is one thing; communicating it is something entirely 
different.  

Your volunteers need to be reminded of the mission (why your 
church exists) and the vision (where your church is going) over and 
over again. You might feel like they’re sick of you talking about it, 
but just when you think you’re about to sound like a broken record 
that’s the moment most people begin to understand.

Not only do your volunteers need to hear the mission and vision of 
the church, you must constantly explain how what they do every 
week fits with the overall mission. They need to know that what 
they do really matters. You must continually cast vision, both 
corporately and personally.

A volunteer huddle is a great time to do this, and you can do it 52 
times a year. And 52 mini vision talks beats your “About Us” page 
every time.
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SPOT  TR A IN ING

Do you struggle to get volunteers to specialized training meetings? 
Even though you know they’re important and you communicate 
tremendous value, I bet quite a few don’t make the meetings and 
miss out on the valuable information.

However, every weekend these volunteers show up early at church, 
ready to lead and ready to serve. Since they’re already there, that’s 
the perfect time to communicate vision and deliver quick bursts of 
training.

There’s a time and a place for extended training, but why not 
capitalize on the weekend when people are already planning to 
show up? Why not piggyback on their presence and carve out a few 
moments to provide weekly training?

When you gather all your volunteers for a weekly huddle, you can 
do three or four minutes of training on specific issues. You can talk 
with your greeters about how to recognize someone who needs a 
handshake. You can share a tip for how to calm a nervous child. You 
can remind people what they need to put away as they leave their 
rooms. Spot training like this is very effective because it’s timely. 
People can learn something bite-size and immediately put it into 
practice.

SUCCES S  STOR IES

When Jesus wanted to make a point, He told a story.  

That’s how I coach pastors who are working on their sermons. Too 
many times we rely on more information to make our point. Yet 
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everything from science to psychology to Scripture tells us that 
stories are far more effective.

So when you gather your volunteers for a short huddle, make sure 
you’re giving enough time to storytelling. Ask people to share what 
God is doing in their lives. Let people talk about what happened last 
week. If you get people talking and sharing, stories will shape the 
culture of your teams for the better.

A  S IMPLE  FOR MUL A  FOR  
A  WEEKLY  VOLUNTEER  HUDDLE

Here’s a simple agenda you can follow when you gather your 
volunteers together for a weekly huddle. Staff members and key 
volunteers can use the VIP acronym to guide these huddles.

 »  Vision. Every week, remind volunteers why they’re serving. 
Share a win, tell a story, or explain the mission of the 
church. It’s important to continually remind people of the 
why behind the what.

 »  Information. Share important information with the team, 
from things they need to know for that day to mini-training 
modules. Talk to your kid’s leaders about the bathroom 
policy. Talk to greeters about how to deal with disruptive 
guests. Each week, pick a different topic and explain it. This 
is where you do your mini-training.

 »  Prayer. Spend a few minutes praying for the morning. 
Pray for the other volunteers.  Pray for the pastor and 
the worship team. Occasionally, ask people if they have 
special concerns and pray for each other. It will require 
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some education on your part, and you’ll have to stick to 
your guns, but a Volunteer Huddle before each service is an 
effective way to engage your volunteer.

A C T I O N  S T E P

 Try a VIP Huddle this week.  
You don’t have to plan it for every week—  

just try it once and see how it feels.  

ACTION STEP
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 G A T H E R  A L L 

Y O U R  L E A D E R S 
Q U A R T E R L Y

The single biggest problem in communication  
is the illusion that it has taken place.

 - George Bernard Shaw -

I grew up in a conservative Baptist Church. 

I attended church on Sunday morning, Sunday night, and 
Wednesday night. On Tuesday nights during my high school years, 
we met at McDonalds before heading out on Visitation, which was 
essentially showing up unannounced at people’s homes to tell them 
about Jesus. On Saturdays in the fall, we gathered at the church 
from 10am to 4pm for a program called “Discipleship.” It was all 
good though because if we completed the discipleship program, we 
got a free ski trip.  

On spring break, we went on choir tour, singing at youth revivals 
and rallies up and down the East coast. We all felt like choir boy rock 
stars on tour busses. 
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There were unwritten rules about going to prom, but no worries, 
our church held a formal banquet at the end of the year that served 
as a mildly entertaining alternative. “Who are you asking to the 
banquet?” was the same as, “Who are you taking to prom?”

My church didn’t have to work hard to convince me to participate. I 
was there every time the doors were open.  

When I read about these events in the church bulletin or newsletter 
(those were the days before email and social media), they would use 
words like “food, fellowship, and fun.” I saw this combination of 
alliterated words hundreds of times.

 »  Come to the Thursday night Bible study because there will 
be food, fellowship, and fun.

 »  Don’t forget to sign up for the camping trip. It’s food, 
fellowship, and fun.

 »  VBS is next week. There will be food, fellowship, and tons of 
fun for 1st to 5th graders.

I don’t know if the people writing these announcements weren’t 
really trying, or if we were all really motivated by the 3 F’s of Baptist 
announcements.

After I graduated from high school, I went to college at Florida 
State University. I became the youth pastor at Lakeview Baptist 
Church, where I organized tons of events that promised food, 
fellowship, and fun.
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OUR  OWN VERS ION  OF  FOOD,     
FELLOWSH IP,  AND  FUN

When I became a church planter in 2005, I realized these alliterated 
benefits weren’t going to work on adults. It was time to step 
things up. I stopped using the word “fellowship” and changed it to 
community. This sounded far more grown up and less like a room 
for Wednesday night supper. We had enough trouble getting the 
attention of serious people, so I decided to drop “fun” as well.  

We had to be more creative in our communication. But we found 
another environment for food, fellowship, and fun in our brand new 
church plant. And it turned out to be my favorite church activity 
ever.

Four times a year, we invited every volunteer, donor, and leader 
to something we called a Leadership Summit. It was as creatively 
named as the aforementioned Discipleship program on Saturdays, 
but hey…it worked.  

The very first Leadership Summit was basically worship and 
teaching, but there was something powerful about a gathering 
of the core leaders of the church. There was a feeling in the room 
which we didn’t have on Sunday mornings. There was time for 
conversations—time we didn’t have on Sunday mornings. There 
really was fellowship and fun. All that was missing was food.

We fixed that the next quarter, adding a light dinner to the mix, 
and then the event became a regular part of our program. Today, I 
recommend that every church gather their leaders once a quarter. 
Call it something more creative if you wish, but don’t miss the 
opportunity to gather, inspire, and hang out with key leaders in 
your church.
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Let me break down what we did each time we gathered.

WE PROV IDED  C H ILDCAR E

If we’re going to ask all of our volunteers and leaders to come to 
the church building for a time of inspiration, we knew we needed 
to provide childcare. In fact, every time we asked people to come to 
this meeting, we made it a priority to take care of their children. It’s 
tough for parents of children, and this makes it a little easier. If you 
need to have a meeting and you can’t afford to provide childcare, I’d 
reconsider. 

We asked another local church to provide childcare for this event 
so none of our children’s workers needed to serve. The point was to 
inspire them, not create another environment for them to work. We 
returned the favor for this church, and it became a nice relationship.  

WE OR DER ED  FOOD

The goal of gathering our volunteers wasn’t necessarily training 
(although some of that happened). We wanted to create 
conversations. We wanted to give people time to hang out.  Food 
helps this process. Again, this costs money, but if you want your 
volunteers and leaders to participate, make it easy for them. They’re 
investing their free time into serving, so ordering pizza or setting 
up a taco bar is the least you can do.

OUR  BAND  LED  WORSH IP

We did a little bit of worship at the Leadership Summit every time 
we gathered and our people loved this. The band led some of the 
church favorites. They didn’t need to practice since they were the 
greatest hits. And since our volunteers didn’t have to do anything, 
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they were free to worship. The room had a great vibe and our 
worship team loved leading.

WE G AVE  AN  AWAR D  OR  T WO

This was my favorite part of the evening. Each time we gathered, I’d 
give one or two awards to volunteers who were doing an awesome 
job. We paid to create some custom, metal awards and gave them 
out like the Grammys. When we got to this segment of the evening, 
we played it up, talking about this person but holding back their 
name. We asked their co-workers and family members for stories 
and we bragged on them in front of everyone. When we finally 
called their name, they’d get a standing ovation.

Figure 5. One of the metal “Leafy Awards” we gave out at our quarterly 
leadership summits.

It was awesome to see all of our leaders applaud their peers. 

These awards meant something to people. They’d get special 
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placement on fireplace mantles and people would talk about them 
for months. It really was cool.

Appreciation like this is really powerful, because what gets rewarded 
gets repeated. And while this wasn’t a reward for serving, it was 
recognition. Now I know there are questions about fairness. You 
might think recognizing someone who serves might not be fair to 
the dozens of other people who perform similar tasks.   

But I believe this moment solidified the importance of volunteers 
and servant leaders in our church. People saw that we valued their 
contributions. In a way, this moment honored everyone that served. 
We didn’t hear about jealousy or fairness, but even if we did, I would 
have kept doing this.  

Andy Stanley says, “Do for one what you wish you could do for 
everyone.” I’ve tried to adopt that in my own leadership and you 
should too. You may not be able to counsel everyone, but you 
should counsel someone. You may not be able to meet every need, 
but you should meet some need. You may not be able to make an 
appearance at every ministry event, but you should show up to 
support your staff at some of them. Do for one what you wish you 
could do for everyone and don’t worry about being fair.

WE SPENT  THE  R EST  OF  THE  T IME  
DO ING  ONE  OF  FOUR  TH INGS  

We did the leadership summit four times a year, and for the final 
part of our evening, each one was a little different.  

At one of them, I’d present the strategic plan for the next year. Just 
like recognition is a powerful motivator, information can do the 
same thing. These were our leaders and givers. I wanted them to 
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know where the church was headed before everyone else. And while 
I might do this a little bit at each of the summits, I took an extended 
time during one of them to talk about our big picture plans for the 
next year. This turned out to be a great time to cast vision.

At the next summit, we would hear from a guest speaker. I invited 
a few different leaders to come in and inspire or entertain our 
volunteers. This was always a fun time.

At the third summit of the year, we broke into groups for training. If 
you have volunteer teams in your church, they need basic training. 
But if you’re like most churches, you struggle with these training 
meetings. They’re usually not well attended. But by attaching them 
to our leadership summit, we were able to raise the bar and the 
excitement level.  

The final summit of the year was a big appreciation event. We’d do 
the awards, but the rest of the evening was just for fun. One year, 
we brought in a square dance caller and had a hoe down.  Another 
year, we did an 80’s prom party. I know of several churches that do 
red carpet style events. These events took a little planning, but they 
were so much fun.

MAKE  I T  F I T

Would an environment like this help you inspire, appreciate, and 
train all of your volunteers? If so, put it on your annual calendar 
and start building the tradition. Take these ideas and make them 
your own.

You could use your quarterly leadership events to ordain deacons or 
elders, welcome new members, approve the budget, or participate 
in communion. Think through all the possibilities and consolidate         
your focus.
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A C T I O N  S T E P

Share this chapter with your staff or some other key leaders in the 
church. Then talk about whether an idea like this would work for you.  

ACTION STEP
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A N N O U N C E  A N D 

C E L E B R A T E
Walk about Zion, go around her, number her towers, consider well her 

ramparts, go through her citadels, that you may tell the next generation 
that this is God…”

 - Psalm 48:12-14 ESV - 

My birthday is on September 18. Our youngest child, Matthew, 
was born on the same day 33 years later. Yep, we share the same 
birthday. 

Our kids get to pick any restaurant for dinner on their birthday. 
Our oldest daughter always picks Red Lobster, despite the fact that 
I’ve taught her there are much better and much more real seafood 
restaurants out there. Our middle child usually picks Sonic because 
she can order a corn dog and a milkshake.  Matthew sometimes 
picks a steakhouse. I may or may not slightly influence his decision.

With three kids, we’ve also organized our share of birthday parties. 
We’ve done pottery-painting parties, bowling parties, princess 
parties, sleepover parties, superhero parties, Star Wars parties, and 
more.
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If it’s a good party, there’s a reverse present at the end. The goodie 
bag. This is a good idea in theory, until you realize you’re spending a 
lot of money at the dollar store giving kids things they aren’t going 
to use.   

But there’s cake. No good birthday party is complete without cake. 
When I was a kid, parents ordered a birthday cake from their local 
grocery store. The only real decision involved was the color of the 
icing. Today, there are a plethora of cake design ideas.  

You can get a Death Star cake for your Star Wars party. You can 
get a Corvette cake for your Barbie party. You can get a cake in the 
shape of a baseball field complete with fondant baseball players for 
your Mets-themed party.

They didn’t have cake and ice cream in the Bible days, but if they 
did, I’m sure they would have broken it out right after the fish and 
loaves.  

When you read the Bible, particularly the book of Acts, you read 
about incredible times of celebration. For example, Acts 13 records 
the commissioning of Paul and Barnabus in Antioch, who were 
being sent out on a missionary journey to tell people about Jesus.

Acts 13:3 says, “So after they had fasted and prayed, they placed 
their hands on them and sent them off.” This was a serious moment. 
These missionaries were being sent on an important mission.

In the next few chapters, you will read about their travels and their 
successes. They perform miracles and witness miracles. They preach 
amazing messages and people respond to the gospel.
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Paul and Barnabus visit the city of Iconium and preach Jesus in the 
Jewish synagogue. Acts 14:1 says their sermons were effective and 
“a great number” of Jews and Greeks believed.

The story continues: “They preached the gospel in that city and won 
a large number of disciples. Then they returned to Lystra, Iconium 
and Antioch, strengthening the disciples and encouraging them to 
remain true to the faith.”  

Finally, Acts 14:27 describes their return to Antioch.  “On arriving 
there, they gathered the church together and reported all that God 
had done through them and how he had opened a door of faith to 
the Gentiles.”

I love this story from the book of Acts because it describes 
a complete picture. The church prayerfully sends out these 
missionaries. They preach the Gospel. And the church welcomes 
them home with a celebration.

When I read this I thought, “I need to get better at celebrating.”

You see, as a visionary leader, I love looking forward. I love 
announcing change and leading up to it. I love every moment of the 
crazy activity and I love creating plans. And once the deed is done, 
I’m on to the next thing.

If you’re a visionary leader, there’s a good chance you’re also driven 
by a compelling vision of the future. That might cause you to rush 
through meaningful moments in pursuit of the next great thing.

But the early church stopped to celebrate Paul and Barnabus. They 
spent time telling stories of God’s faithfulness and goodness. It’s 
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not in the text, but I imagine them having some first century cake 
and ice cream.

One of my regrets as a pastor is not celebrating enough. I was so 
busy driving to the next event and trying to break the next barrier 
that I rushed through a lot of awesome moments. If I could go back 
and do it again, I would have celebrated more. 

 »  I would have celebrated more when people decided to follow 
Jesus.

 »  I would have celebrated more when people were baptized.

 »  I would have celebrated more when people stepped into a 
Gospel-driven community for the first time.

 »  I would have celebrated when God called people away to be 
a part of another church or ministry.

 » I would have celebrated more faithful service and 
      volunteerism.

 »  I would have celebrated ordinary acts of generosity and 
faithful giving.

And the list goes on.

How well do you celebrate in your church? How well do your 
ministries celebrate wins and successes and victories? How well do 
you celebrate ordinary faith?

North Point Community Church does this really well with their 
baptism videos. When people decide to put their faith in Jesus and 
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decide to get baptized, the church helps them tell a short version 
of their story on video. In fact, recording a baptism video is a 
requirement to be baptized at North Point. 

It’s a big commitment and a big investment, but I’ve seen firsthand 
how powerful it is. When the lights go down and the baptism video 
starts, the congregation really pays attention.  Some of the stories 
are dramatic, but most of the stories are what most people would 
consider ordinary.  

At the end of the video, most people thank the person who invited 
them to church or a small group leader or some other person 
who was instrumental in them meeting Jesus. This is a powerful 
moment. The video concludes and the person is in the baptismal 
waters. After they are baptized, everyone applauds. It’s a time of 
celebration and one of my favorite parts of the church service.

You don’t have to require baptism videos, but you should find a way 
to celebrate key decisions in your church.  

Maybe you’re wondering how this chapter fits in a book on 
organization and strategies. I’m including this because celebrating 
won’t happen by accident.  

Just like we have to plan our kid’s birthday parties, we have to plan 
moments of celebration in our church. Everything from saying 
thanks to communicating wins to throwing parties should be 
planned and put on your master calendar.

If you spend three weeks announcing something, what if you spend 
three weeks on the back side telling stories and saying thanks? If 
you encourage volunteers to sign up and serve for a couple of weeks, 
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what would it look like to tell stories of people who decided to 
serve for a few weeks after your big commitment day? What would 
happen if you spend just as much time thanking people who already 
give as you did wishing new people would start tithing?

None of this will happen by accident, particularly if it doesn’t come 
naturally to you. So think through it all in advance and put it on 
your communication calendar. Devote as many emails to celebrating 
as you do to asking. Give just as much stage time to telling faith 
stories as you do to asking people to begin a faith journey.

A C T I O N  S T E P

Answer this question: What do we need to celebrate more?

 

ACTION STEP
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S C H E D U L E 
H E L P F U L 
E M A I L S

You don’t lead by hitting people over the head—that’s assault, not 
leadership. 

– Dwight Eisenhower –

I subscribe to several church email lists because I love knowing what 
God is doing in churches around the world. And in my line of work, 
it’s a good way to stay current with church trends.

This means I read a ton of church announcements. There are pretty 
graphics describing a new series. I hear all the details for those 
special events.  A lot of information hits my inbox. But rarely do 
I receive something that helps me grow in my faith. I hear a lot of 
announcements, but I rarely hear anything that can truly help my 
family.

Most churches are missing a golden opportunity.

It’s time we stop sending emails to make announcements and 
instead use them as a tool to pastor people. I’m not talking about 
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fancy newsletters or information blasts. Those rarely connect with 
people.

I’m talking about using emails as a tool to pastor people. Even 
though social media has exploded in popularity, email is still one of 
the most reliable, cost effective ways to send helpful information to 
the people you lead.  

Take a look at your last several email blasts. Are they about 
your church or the person receiving them? Are they full of 
announcements about your church or do they help people in their 
life?  

When you broaden your gaze, you’ll see dozens of ways you can use 
email in a much more effective way. You can use emails to actually 
pastor people. For example:

 »  You can use emails to authentically connect with your 
congregation to let them in on parts of your life. Instead of 
cold newsletters from the church perspective, write in the 
first person and let people in on your life.

 »  You can use emails to share helpful resources to help people 
grow on their own. Why not send helpful articles, links, and 
resources or the kind of stuff you’d include in a sermon?

 »  Why not use email to encourage people to give, serve, or 
get in a group? I’m not talking about announcements. I’m 
talking about personal reasons.

Personal, authentic email communication is a powerful tool you 
can use to pastor your congregation. It can be an extension of your 
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pastoral ministry, not just a digital version of your bulletin.

Instead of blasting information, you can send authentic notes and 
helpful content. Use all the tools at your disposal, including email, 
to make disciples.  

To get you thinking, here’s a sample email you might send to your 
church. It’s not full of announcements, but it’s a personal invitation 
to read the Bible.  

SAMPLE  EMA IL

James,

My powers of persuasion rarely work on my kids. But I’m hoping for 
better results today. I’ll be straight with you—I want to talk you into 
doing something.

I’m hoping to convince you to read the Bible every day this week for seven 
days in a row. Here are three reasons I think you should:

1. There’s interesting stuff in the Bible. Don’t ever let 
someone tell you the Bible is boring. If someone says 
that, they aren’t reading it right. Noah’s Ark, David and 
Goliath, Samson and Delilah, wars and conquest, love 
and marriage, Peter cutting off a soldier’s ear, a dead 
man coming back to life…I could go on and on. There are 
some incredible stories in the Bible. 

2. The Bible is unlike any other book. This might surprise 
you, but the Bible isn’t really a book at all. It’s a 
collection of 66 small books or letters. It was written by 
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40 different authors across a couple of continents and 
in three languages. It has been collected, organized, and 
preserved for us. 

3. The Bible has influenced the world like no other book. 
The Bible has shaped more than just preachers. It has 
influenced Presidents and Kings.  

I know it’s overwhelming, but did you know that if you read for 
just 15 minutes a day, you can read the whole Bible in about a 
year? If you read God’s Word for just 15 minutes a day, I think 
you will benefit. 

SO, WHERE DO I START?

I know this sounds weird, but if you want to start reading the 
Bible, I don’t recommend starting at the beginning. (I told you 
the Bible wasn’t like other books…can you imagine starting a 
novel from the middle?)

If I were you, I’d start with the New Testament, specifically the 
Gospel of John. It’s all about the life of Jesus, and it was written 
by one of his best friends.

So what do you say? Will you give it a try?

Pastor Chris

P.S. If you want to read online, here’s a great website. You can 
follow a reading plan or just dive into the Book of John.
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You can use email to share what God is doing in your life. You can 
use email to share resources and ideas to parents. You can use email 
to point people to resources that can help them grow in their faith. 
Let your church know about community functions, sports leagues, 
and events that need volunteers. This kind of information is really 
helpful.

It’s a powerful tool. Use it well.

A C T I O N  S T E P

Pull together a group of people and brainstorm a list of helpful things 
that you could email your entire congregation. If you want a jumpstart, 

you can download 12 helpful emails from churchfuel.com/streamline

ACTION STEP
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C O M M U N I C A T E 

W I T H  Y O U R 
D O N O R S

Donor loyalty is not about the donor being loyal to you, it is you being       
loyal to the donor. 

– Harvey McKinnon –

There are few topics that scare pastors, such as raising money. 
After all, you were neither called nor trained to be a professional 
fundraiser. 

But money is a spiritual issue.

Jesus said people’s money and hearts were connected. That makes 
money a spiritual issue, not just a financial one. That makes 
stewardship a part of the discipleship process.

You cannot make disciples without getting into financial 
stewardship. And you cannot lead a healthy and growing church 
without leading people into generosity. These two things go hand in 
hand. In more ways than one, the stakes are high.

One of the most critical things you can do in your first year is create 
a healthy culture of stewardship and generosity. This involves 
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financial accountability and good systems. But it also requires an 
intentional approach to talking about money.

Don’t abdicate spiritual leadership by refusing to talk about money 
in a healthy way.

In addition to being a spiritual entrepreneur, pastor and counselor, 
and outreach specialist, you are also a fundraiser. Many planters shy 
away from this reality, deciding to delegate financial responsibility 
to a group of people. Maybe it’s a lack of training or maybe it’s 
abuse, but too many church planters don’t see raising the financial 
temperature of the young church as their responsibility. However, 
this cannot be delegated. You must lead well in this area, and in 
order to do so, you must talk about money.

OBJECT IONS  TO  TALK ING  ABOUT  MONE Y

1.  It takes time for new Christians to understand giving.  

I’ve heard this from many planters, and while it’s a reality, it can 
easily become an excuse. If you’re reaching unchurched people, 
it will take time to create a culture of stewardship with new 
converts. But this culture will take a lot longer if you don’t have 
an intentional plan to teach it. You cannot rush discipleship, but 
refusing to address the topics out of the fear that people will leave is 
neither helpful nor wise.

2.  Unchurched people don’t want to hear about money issues.  

The idea of talking about money in a brand new church might sound 
counterproductive to the mission. After all, the unchurched people 
you are trying to reach don’t want to hear about money.

So we avoid the topic. It’s true that unchurched people don’t want 
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to be forced by guilt into giving to an organization they don’t yet 
know or trust. But unchurched people aren’t dumb. They know it 
takes money to run a church.

If you limit your fundraising efforts to people who attend church 
consistently, you’re missing out on as much as 75% of the 
population. Generosity is attractive. Imagine how people living 
in the first century thought of those early Christians. They were 
known for their generosity, not just their theology.   

Unchurched people don’t hate the idea of generosity. They give 
all the time, just not to the local church. Your mission is to 
communicate the vision, and explain the why behind the what.  

3.  I’m not a money guy.

As we discussed earlier, stewardship is a discipleship issue. You 
might not have a degree in accounting or business management, 
but as a shepherd of a local church, you have a responsibility to 
help people follow Jesus. And as a leader responsible for the overall 
health of the organization, you owe it to the mission to lead well. 
Don’t let your personality become an organizational deficiency.

THR EE  T IMES  YOU  NEED  
TO  TALK  ABOUT  MONE Y

Let’s say you’re convinced money is a spiritual issue and you need to 
create a healthy plan to talk about money. You believe this will help 
people follow Jesus and help your young church build a sustainable 
ministry in the community. So now what? Exactly what do you do?

A healthy, effective, and balanced approach to talking about money 
in a church takes planning.  By looking at a calendar and building a 
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solid communication plan, you can build a healthy culture instead of 
responding to an impending crisis. Here are three times you should 
intentionally talk about money in church:

1. Talk about money every week.

Weekly Whoa…you just lost me. There’s no way I’m preaching on 
money every week!

If you receive an offering every week, you’re already mentioning 
money every week. I just want you to make this time more 
meaningful. Every week when you receive an offering, you have the 
opportunity to cast a vision for your church. Besides, passing the 
plates after a rushed prayer or a shallow speech isn’t clear to guests.  

Before you receive an offering, take one or two minutes and explain 
the “why behind the what.”  Use Scripture, testimonies, video, and 
creativity to connect the dots for people. Here are some ideas about 
what you might say:

 »  In just a few minutes, we’re going to receive an offering. 
It’s something we do every week here at Cross Church, and 
here’s why…

 »  Every week, we receive an offering and it helps make all of 
this possible. Today, I just wanted to let you know what we 
do with the money you give. Forty-two cents of every dollar 
goes to…

 »  Do you know there are actually four other services 
happening right now? All over this building, children are 
learning about Jesus. Your gifts make this possible…

 »  Before our ushers pass the plate and we receive an offering, 



201

I just wanted to share this verse with you…

 »  In just a minute, ushers are going to pass the plate and 
people from all walks of life are going to make donations 
to the church. Before we do that, I wanted to show you this 
video of the impact this church is having on one family…

I bet if you spent one hour on this, you could think of 15-20 
creative, inspiring, and effective ways to set up the offering time 
in your church. You might even be able to blend in an important 
announcement. Once you’ve got them down on paper, put them in 
your communication calendar.

You’re already receiving an offering, so why not make it more 
meaningful to those who give, and more effective at the same time? 
You’re going to use words to explain it, so why not connect those 
words to something of importance?

You can take the preaching calendar and the communication 
calendar and add this information to it. Plan these moments just 
like you plan all the other moments in your service.

2. Cast vision to your donors every quarter.

Most churches send annual contribution statements to everyone 
who made a contribution during a calendar year. Most of the 
time, these are lifeless statements sent because the Federal 
Government requires them. You can take something ordinary and 
make it special. You can make this annual contribution statement 
something inspiring and meaningful.

But let’s take this to the next level. Why not send an update on a 
quarterly basis? The government asks you do this once a year, but 
why let the government determine the minimum standard for 
vision casting in your church?
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Non-profits around the world know the power of communicating 
with their donor base, but local churches leave so many 
opportunities on the table. The people who contribute to your 
church need to hear from you more than once a year. Whether 
it’s through snail mail or email, craft a unique and inspirational 
communication piece and let donors know what they have given 
and what’s happening with their donations. Here are some ideas:

 »  Send a video recap of ministry highlights along with a PDF 
of a donor’s giving statement.

 »  Let children in your children’s ministry write thank you 
notes to those who help make ministry happen.

 »  Turn a baptism picture into a refrigerator magnet and send 
it to all of your donors with a thank you note.

 »  Send a letter encouraging donors to set up automated, 
recurring contributions.

 »  Pull your staff or key volunteers together and write 
personalized thank you notes to accompany a giving 
statement.  

Four times a year, communicate with your donors. Say thanks. Give 
information. Cast vision.  

3.  Preach a stewardship series every year.

Jesus had a lot to say on the subject of money, so it should 
frequently show up in your preaching. But once a year, spend an 
extended period of time talking about money. Spend three to five 
weeks on the topic, and cover it from all angles. Remember, it’s not 
just a giving issue, it’s a heart issue.  
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Your stewardship series should not just be about giving money 
to the church. You can also help people with their finances. You 
can talk about spending, savings, and debt. You can preach on the 
broader issue of stewardship. You can offer people help and hope.

But during this series, you should intentionally ask people to give to 
the church. Don’t shy away from it and don’t apologize for talking 
about something Jesus said was important. Be clear and be bold.

Every week, every quarter and every year you have the opportunity 
to talk about money. You can put this on a calendar and treat it like 
a system. The plan will give you a framework to create a healthy 
culture, and it will keep your communication on track.

There’s so much involved in building a healthy stewardship ministry 
at church, but it all starts with clear communication. Learn how 
to communicate with donors and potential churches and you will 
create traction in the area of generosity.

A C T I O N  S T E P

One of the best ways to build long-term traction is to create 
a healthy financial situation in your church. We’ve put together a course 
that will help you create a gameplan for raising and managing money.  

It’s called The Systems Course and you can find it at churchfuel.com.  It’s 
one of the best investments you can make in leading a healthy church.

ACTION STEP
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F O L L O W  U P  W I T H 

F I R S T  T I M E 
G U E S T S

People will forget what you said.  
They will forget what you did.  

But they will never forget how you made them feel. 

– Maya Angelou – 

I’ve got good news and I’ve got bad news.  

You will have first time guests visit your church.

Even churches that don’t try to reach new people acquire a few first 
time guests. But just because people show up on Sunday doesn’t 
mean they’re going to stick. Whether or not they get involved 
depends on a variety of factors.  

It takes a combination of people and processes to create a culture 
that’s guest friendly and connects guests into the life of the church. 
Just think of all the steps that must happen in order for a new 
person to get connected:



206

 » They hear about your church.

 » They hear about your church again.

 » Someone invites them to a service.  

 »  They visit your website looking for more information or 
service times.

 » They find what they’re looking for on your website.

 » They decide to visit on a Sunday.  

 » They actually visit on a Sunday.

 »  They park a car and walk toward the door, with lots of 
uneasy feelings running through their head.

 »  They check in their kids, with a lot more uneasy feelings 
running through their head.

 »  They fill out a connection card during the service or at some 
type of information center.

 » They pick up their kids and make their way to the car.

 » They formally or informally evaluate their experience, rating 
       absolutely everything from the friendliness of the people to 
       the music and the message.

 »  They ask their kids if they had a good time and their kids 
respond to the question.

 »  They get some type of post-attendance communication, 
either an email or a form letter or a note.

 » They decide to come back.
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 » They meet someone or a group of people.

In this chapter, I want to give you some practical ideas for how to 
connect guests to the life of the church and help them to follow 
Jesus.  

PART ONE :  
GE T T ING  GUEST  FR IENDLY

Before we talk about following up with guests, we need to back up a 
step and talk about getting guest friendly.

A lot of churches come to me because they need help with systems 
and strategies. When I ask about their needs, many tell me they 
have a problem assimilating people or closing the back door. 

First, I’d like to propose that we all stop using the word assimilation 
when talking about people and the church. I can’t imagine anyone 
wants to be assimilated into anything. It sounds like Star Trek, as 
if your goal is to strip away any unique identity and make someone 
look and act like everyone on the inside. Of course, that’s not your 
goal, so let’s use a simpler term.

If you want to connect people to the life of your church, you’re going 
to need an intentional process to relationally turn a first time guest 
into a regular attender. You’ll need another one to turn a regular 
attender into an involved member.

But here’s the thing: Connection problems usually start before 
someone visits your church.  You’ve got to do some hard work to get 
guest friendly. 
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So before we talk about advertising or outreach or getting more 
people through the front doors, let’s talk about what they’re going 
to experience when they visit.

Here’s the question I want to ask.

I S  I T  CLE AR?

Is everything that happens at your church clear to potential 
guests? Does everything make sense to people who have no inside 
information about your church? Guests have no prior knowledge 
about how your church works, and this is something that’s easy to 
forget.

Think about the language you use in your sermons and 
announcements. It all might make sense to you, but there’s a good 
chance it’s not entirely guest friendly. For example:

 »  Do you have a sign that points to “Higher Ground” or “The 
Sunshine Class?” While church members might know what 
those things mean, a first time guest has no idea. 

 »  Do you use the word “tithe” in your service? If you do, you 
assume people know what that means. I’m not suggesting 
you throw out the word, but if you use it you should explain 
it.

 »  Does your sermon assume prior Bible knowledge? If you say 
something like, “You know…like it says in 2 John…” even 
in passing, you’ve unintentionally communicated there are 
two kinds of people at church—those who know what 2 
John is and those who don’t.
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 » If you talk about “KidZone” do guests know what you 
      mean?  

 »  Do your screen announcements, bulletin, welcome, 
communication card, and signs all make sense to someone 
with no prior knowledge of your church?

I’m not talking about watering down the message or changing your 
theology. I’m simply recommending that you explain anything out 
of the ordinary to people who have no insider knowledge about your 
church.

You might think you’re being clear. But if you want a real answer 
to this question, you’ve got to ask an outsider. You’ve got to bring 
in a secret shopper. You’ve got to get feedback from an actual first-
timer. At minimum, visit your website, walk around your facility, 
and watch your service intentionally looking for things that aren’t 
clear to outsiders.

AR E  YOU  TALK ING  TO  GUESTS?

Even if you know everyone in the room by name and are certain 
they have been members of your church for at least a decade, you 
should still go out of your way to address first time guests in your 
service.

Why? Because you’re creating a mindset.

You’re reinforcing the idea that first-time guests should be present. 
This is no small thing because a guest mindset leads to a guest 
friendly church.
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One of the best places to speak directly to guests is during the 
welcome. Toward the beginning of every church service, someone 
should take the stage and simply welcome everyone. You’re a tour 
guide and this is your opportunity to make guests feel welcome. 
Here’s an example of something you might say:

Hello everyone. My name is Chris and I’m the Small Groups 
Pastor here at BridgeWater Church. Thanks so much for being 
here.

If today is your first time, we’re REALLY glad you’re here. I know 
there are ton of places you could be today, and we’re honored you 
would choose to spend it with us. You may not have realized this 
before now, but a lot of what we’re going to do today is designed 
just for you….our special guest.

One of the most important things you need to know about is our 
mission. We’re here to lead people from where they are to where 
God wants them to be. So no matter where you are, we’re glad 
you’re here. 

Now, here’s what’s going to happen this morning. In just a 
minute, we’re going to sing a few songs. The words will be up on 
the screen and it’s totally okay if you’re not a singer.  After that, 
our senior Pastor, Chris, is going to continue a teaching series 
from the book of Ephesians. We’ll put all the key points and 
Bible verses up here on the screen.

Finally, at the end of the service, we’ll do something we do every 
week…receive an offering. If you want to financially support the 
church, that’s the time to do it. We’ll talk more about that later.

Now one last thing. If you are a guest with us today, we have a 
gift for you. It’s one of these coffee mugs right here. Just stop by 
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the Welcome Center on your way out and one of our volunteers 
will be happy to give you one.

Whether you’re brand new or whether you’ve been here for a 
while let us know if you have any questions. We’re here to serve 
you all. Now, why don’t we all stand up and say hi to someone 
near you. Then our band will lead a few songs.

I recommend you say something like that every week. Yes, your 
regular attenders won’t pay attention after a few weeks, but this 
part of the service isn’t for them. It’s for those who are attending 
for the first time. Treat them with respect and let them know what’s 
happening. It’s what you’d do if you had guests visit your home.

All of this is a part of getting guest friendly—handling everything 
in a way that makes sense to guests.   

PART TWO :  
DES IGN ING  A  FOLLOW UP  SYSTEM

A lot of churches are investing serious money in advertising and 
outreach events these days.  You can do Facebook marketing, direct 
mail, and special events to reach people in your community and let 
them know about your church.

But before you spend one dollar on advertising, there’s a second 
thing you need to do. In addition to getting guest friendly on the 
front end, you need to design a follow up system that will work on 
the back end.

Think about it. You get to pre-determine, to a large degree, what 
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guests experience when they actually visit your church.

The time to work on this is before people show up. If you decide 
what you want guests to experience in advance and create a system 
to ensure it happens, there’s a greater likelihood that first time 
guests will have a good experience.

The principle we’re going to build on in this chapter applies to a 
variety of actions people take in church.  

Actions should trigger steps.

 »  Every time someone gives money to your church for the 
very first time, a first time donor follow up process should 
kick in.

 »  Every time someone begins a relationship with Jesus 
Christ, your process for following up with new believers 
should automatically guide them to their next step.

 »  Every time someone visits your church for the first time, it 
should trigger a first time guest follow up process.  

So have you intentionally designed a follow up experience? Let me 
walk you through some key steps.

KEY MOMENT #1 :  
GE T T ING  INFOR MAT ION

If you want to follow up with first-time guests, you need a good way 
to collect their information. Given the fact that privacy issues are a 
concern for so many, this is no small task. Here are some good ways 
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to obtain the information from first time guests:

First, you might use a connection card or communication card in 
your service. This is pretty common, but with a few tweaks, you 
might be able to dramatically improve your response rate.

 »  Spend one or two minutes in your service talking about the 
communication card. Even if your regular people have heard 
it before, explain the card to guests. Don’t assume people 
will fill it out…ask them to do it.

 »  Let people know what you’re going to do with their 
information. When you’re explaining your connection card, 
let people know why you’re asking for this information and 
what you’re going to do with it. Most guests don’t want 
to be added to a mailing list, so communicate a benefit to 
people. You might say, “If you share your information with 
us, we’d love to ask for your feedback or send you a special 
gift.”

 »  Ask for as little information as possible. I’ve always 
wondered why some churches ask for the ages of kids and 
what schools they attend. While this might be interesting 
to know, it’s not important. Every request for additional 
information will cut down your overall response rate, so 
only ask for what’s necessary. A lot of churches are only 
asking for name, email address, and phone number. Less is 
more. 
  

Secondly, you might offer first time guests a special gift for visiting. 
During your welcome, you could invite people to drop their 
connection card into the offering bucket. That’s pretty common. But 
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you could also ask them to take it to a designated area in the lobby 
and receive a special gift.   
 
We used this approach and it worked really well. Not only were we 
able to obtain more connection cards, we were also able to strike up 
conversations with people. This was a big win for our church.  

KEY MOMENT #2 :  
IMMED IATE  FOLLOW UP

Once you obtain people’s information, what are you going to do 
with it? Remember, you get to design their follow up experience in 
advance, so think through what you want people to receive. One of 
the best ways to answer this question is to ask yourself what you 
would like to receive from a church if you visited.

The form letter is the most common form of follow up, but it’s also 
the least personal and the least effective. Think about it…how many 
form letters do you enjoy reading? Personally, I’d rather receive a 
three sentence, personalized email than a form letter.  

Another option is to send a personalized note card. In this day of 
email, status updates, and tweets, personal notes sent with a stamp 
really stand out. Personal notes are memorable and people often 
save them as they know you didn’t cut and paste the message. They 
communicate value because people know they take time to send. 
And they can really make someone’s day.

Depending on your culture, you might find that a phone call or 
text message is a great way to follow up with people who visit your 
church.  
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KEY  MOMENT #3 :  
ONGOING  COMMUNICAT ION

I’m slowly seeing churches adopt successful strategies from 
businesses and other non profit organizations. One such strategy is 
automated email marketing.

When a first-time guest visits your church and provides their 
email address, that action can “trigger” a pre-determined sequence 
of emails from the pastor. You can set up these emails to be 
automatically delivered over the course of a few weeks, and while 
they’re automatically sent, they’re sent from a real person’s email 
address.

Email sequences are a great way to spread out important 
information about the church and begin a conversation with a new 
person.

Most churches don’t do this. Instead, they simply add a person to 
the church database and start speaking to them just like everyone 
else. Instead of intentional communication to a guest, they might 
hear about programs and events that make little sense. Instead of 
a welcome message from the pastor, they might get invited to the 
church work day.

Imagine crafting a series of five emails you can automatically send 
to everyone who attends your church. The first email might thank 
them for visiting and ask if they have any questions.  The next email 
might introduce the pastor and his family—most guests never get 
this information. A third email might describe the regular programs 
and events and how they might benefit a new person.  
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The possibilities are endless and email provides an opportunity to 
create real conversations with guests.

CR E AT ING  YOUR  SYSTEM

The key is to decide what you’re going to do when people visit and 
create the system to make sure it happens. Make the decision in 
advance and then execute your plan.

Like all systems, you should capture your system in a document 
or illustration. Write it down so you can visualize it. It’s hard 
to evaluate a system that only exists in your head, so capture 
everything in a simple flow chart.

 

A C T I O N  S T E P

Use flowchart software like Omnigraffle or a whiteboard 
to draw out your guest follow up process. Decide what’s going to happen, 

when it is going to happen, and who is going to make sure it happens.

ACTION STEP
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[ First Time Guest]  Follow Up System

Guest 
Friendly 
Worship 
Service

Email #1 - 
Guest Survey

Email Auto-responder Sequence

Email #2 - 
Pastor's Story

Email #3 - 
Church Story 
and regular 
programs

Email #4 - 
Five Ways to 
Grow in Your 

Faith

Email #5 - 
Let me know 
if you have 

any questions

Handout

Welcome

Connection Card

Hand Written 
Thank You 

Note

Welcome Center

Entered 
info CCB *

* Immediately respond to
any personal requests

Prayer - Josh
Baptism - Josh
Spiritual Question - Chris
Volunteer - Sarah
Membership - Kelley

Add to 
Regular 

Newsletter

Guest 
Friendly 

Environment

Website

Parking Lot

Front Door

Kids Check In Free Gift

Figure 7. Guest Follow Up Processes illustrated in a flow chart. You can 
download this file for free at churchfuel.com/streamline.
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- 23 -
C O M M U N I C A T E 
M I S S I O N  A N D 

V I S I O N
 

By far the most effective way to turn fear into confidence is to be clear; 
to define the future in such vivid terms, through your actions, words, 

images, pictures, heroes, and scores that we can all see where you, and 
thus we, are headed. 

– Marcus Buckingham – 

 
There’s no greater discussed topic in church leadership than vision. 
Blogs, books, and podcasts are filled with all kinds of content. For 
as long as I can remember, this has been a buzzword for pastors. 
Everybody wants to talk about vision. 
 
When I was a church planter, I read extensively on mission, 
vision, purpose, values, and strategy. I went through workshops 
that led me through all kinds of processes to help clarify our 
vision and communicate our purpose. Honestly, it became a little 
overwhelming.   
 
There was a big part of me that wanted to put down the dry erase 
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marker and just do something.  I didn’t get into ministry to argue 
the semantics between a purpose statement, a mission statement, 
and a vision statement.   
 
It wasn’t until much later in ministry when I realized the power of 
a compelling mission and a clear vision, and the difference between 
those two things. In fact, this realization was a light bulb moment 
for me.

WHAT  IS  A  M IS S ION  STATEMENT ?

There are a lot of articles and books to help you craft a mission 
statement, and the last thing I want to do is regurgitate best 
practices. But there’s something important here and I don’t want 
you to miss it. 
 
Peter Drucker says the first question every leader should ask is: 
“What is our mission?” Simon Sinek says you must start with why, 
not what. What these great writers are talking about is mission.  
 
A mission statement describes the overall reason your church exists. 
Some people call this a purpose statement, but the bottom line 
is you must be able to articulate in one sentence the reason your 
church is here.  
 
This isn’t a job for a random committee and it’s not a box to check 
so you can get funding. It’s a crucial part of your ministry. You 
must be able to articulate the reason you do what you do. As you’re 
working on this, keep these two things in mind. 
 
Firstly, your mission statement is going to come from the pages 
of Scripture. Despite all the focus on being unique, it’s really the 
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Great Commission that should guide your church. You can say it in 
a creative way, but creating disciples should be at the heart of your 
church. Helping people love God and love others is really what the 
church should be about. 
 
Secondly, your mission statement is going to come from your 
heart. Whether you have a formal statement or not, your mission 
lives in your heart. It’s going to be your mission before you craft a 
statement, or else it won’t be real. In a way, mission statements are 
discovered not created. 
 
This is why you shouldn’t import your mission statement 
from another church. There are enough churches with mission 
statements imported from Northpoint with core values stolen from 
Elevation Church. It’s great to be inspired by other great churches, 
but mission (and vision, as we’re going to see) need to come from 
Scripture through your unique personality and circumstances. 
 
As you wrestle through your calling, your community, and your 
culture, you and your team should work hard to crystalize your 
mission into a memorable statement. Great statements are both 
concise and precise. 
 
People aren’t going to remember a two-paragraph mission 
statement. And if they can’t remember or recite it, it stands 
little chance of impacting them. Use as few words as possible to 
communicate as much as possible. Your mission statement isn’t the 
place to describe your core values, key beliefs or main activities. It 
should be short enough to fit on a t-shirt or be shared from memory 
via social media. 
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To get you thinking, here are some examples of good church 
mission statements. I don’t share these so you can copy them, but 
to give you an example of how you can create a short, memorable 
statement to help people understand why you exist:

 »  Christ Church of the Valley: To win people to Jesus Christ, 
train believers to become disciples, and send disciples out to 
impact the world.

 »  Willow Creek Community Church in Chicago, Illinois: 
Turning irreligious people into fully devoted followers of 
Christ.

 »  Missio Dei Church in Cincinnati, Ohio: To see the people 
of Cincinnati forever changed by the Gospel of Jesus and 
holding dear to Him as their source of all joy and worth.

 »  Christ Church of the King in Brighton, England: To be 
a Christ-centered Church in an influential City, which 
multiplies and helps other Churches towards these shared 
goals, across the region, Western Europe, and beyond.

 
Creating a great statement is one thing, but communicating it is 
another. Once you have a clear and compelling mission statement, 
talk about it everywhere. Here are some ideas. 

 » Use it during the welcome time in your service

 » Put it on the home page of your website

 » Include it in your email signature

 » Print it on the front page of your bulletin
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 » Paint it on the walls of your lobby

 » Overlay it on top of pictures of people being baptized

 » Write it in thank you notes you send to donors

 » Preach an entire message series on it

 » Turn it into a video and show it at the very beginning of  
 your service.

WHAT  IS  A  V IS ION  STATEMENT ?

Your mission statement is an important foundational piece of 
your church. It’s a statement that summarizes your “why.” It 
encapsulates your reason for existence. 

But there’s another statement you need.   
 
A few years ago, my wife and I decided we wanted to give our kids 
a broader experience of the world. We love to travel and experience 
new cultures, and we wanted our children to learn more about the 
world.  
 
Since I could work from anywhere, we decided to rent a house in a 
different city and experience life there. We’d connect with a church 
and get to know the people. Wouldn’t it be memorable for our kids 
if they had several summers like this? What would it do for their 
worldview if they were exposed to different cultures? 
 
So we made a list of cities we could live in for a month or six weeks 
during the summer—New York, Hong Kong, London, Jerusalem, 
and Nairobi. It would be more than a vacation but less  disruptive 
than moving there.    
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We talked to our kids and they liked the idea. We talked about what 
we hoped they would experience and learn. We talked about the 
why. All of this goes in the “purpose” category. At this point, the 
plan was purposeful, but it was still general.

Then we started our research. It turns out there are several Home 
Exchange websites where you can swap houses with people all over 
the world. There are companies that help with short-term rentals. 
And there are lots of churches who would welcome a family for a 
month. 
 
In the end, we settled on Baltimore for our first experience. It was 
within driving distance, so travel was cheaper. And I knew a great 
church there doing inner city work. We rented a row house close to 
the harbor and lived there for a month.

 
Purpose turned into vision. Instead of talking about the why, we 
were able to talk with our kids about where we were going and 
what we were going to do. We moved from purpose to vision.  The 
conversation switched from generic to specific. Purpose meant 
giving our kids new life experiences. Vision meant moving to 
Baltimore for the month of July and helping Captivate Church.  
 
On May 25, 1961, President John F. Kennedy delivered a special 
address to congress on the importance of space travel. In this 
speech, he didn’t just talk about America’s mission to visit space. He 
cast a specific vision—to put a man on the moon and safely return 
him by the end of the decade.  

He gave a timeline. He discussed dollars. It wasn’t just a mission; it 
was a vision. 
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Your church needs a mission statement, but you also need a 
statement that describes your vision.

THE  D I FFER ENCE  BE T WEEN  
M IS S ION  AND  V IS ION

Hopefully, you’re beginning to understand there’s a huge difference 
between mission and vision.  But let’s dive a little deeper into the 
differences.

 »  Your mission is never really accomplished. Making disciples 
or loving your community or sending missionaries is a life-
long job, and you’re probably never going to see it totally 
accomplished in your lifetime. So in this way, your mission 
is never really accomplished. It’s a constant goal and it’s 
always there. But your vision should be accomplished in a 
specific amount of time. It’s something you should be able 
to check off. Teaching my kids is a life-long pursuit, but 
arriving in Baltimore should happen by a certain time and 
date. Exploring space is never-ending, but putting a man on 
the moon by the end of the decade can be checked off a list.

 »  Your mission is really about the direction your church 
is headed. Reaching the world, sharing the Gospel, and 
serving the community describe the direction your church 
is heading. But your vision is about what the destination 
looks like. Casting a vision paints a very real picture of the 
future.

 »  When it comes to mission, nearly all Christians should 
agree. There will always be one or two who disagree with 
anything, but for the most part, all Christians can agree on 
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the mission of making disciples. We might debate strategy, 
however the mission is pretty clear. But not everyone 
should agree or buy into your specific vision. Your vision 
gets into strategy, and this should actually create a dividing 
line for some people. This doesn’t create a lack of unity; it 
creates focus.

 »  Your mission might sound something like, “We’re here to 
glorify God and make disciples.” But your vision will be far 
more specific. It might sound like, “We’re going to launch 
three campuses in the next three years.”

If you want to rally people to action, you must communicate 
mission and vision. Talking about your mission will keep people 
inspired, but talking about your vision will keep people focused.

I’m convinced most churches have a mission but very few have a 
clear vision. Do a simple Google search and you’ll see that most 
vision statements are really mission statements. They are generic, 
not specific.   

Successful churches talk about the mission and vision until 
everyone is on the same page and headed in that direction. 
 

A C T I O N  S T E P

 Write down your mission and vision. If you can’t do it from memory  
or it’s not clear and compelling, ask someone for help and get to work.

ACTION STEP
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- 24 -
A  W A R N I N G 

A B O U T  S Y S T E M S , 
P R O C E S S E S ,  A N D 

S T R U C T U R E

Never quit something with great long-term potential just because you 
can’t deal with the stress of the moment. 

– Seth Godin – 

I’m a huge believer in creating healthy systems in any 
organization. After all, I just wrote a book on it. Most problems are 
really systems problems, and if we address the systems, we solve the 
resulting problems.  
 
However, relying on systems is also problematic. In fact, an 
organization that has smooth systems could be in just as much 
danger as the disorganized organization. (Is that an oxymoron?)   
 
So in conclusion, I want to challenge you to implement but not rely 
on everything I wrote in this book. It’s entirely possible, maybe 
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even likely, to become too systematized. Here’s what I mean.

1.    SYSTEMS  CAN  CR E ATE  A  FALSE  PLUG   
 AND  PL AY  MENTAL I T Y

You see one church do something well and you adopt their 
system. The problem here is failing to recognize your unique 
mission and personalities. You don’t lead the same way as that 
other guy, and you’ve got different people.   
 
I can show you dozens of organizations that fell by the wayside 
trying to copy their larger competition and implement their 
systems.   
 
How many churches have tried to copy Willow Creek, and in the end 
realized that they didn’t have Bill Hybles at the helm? How many 
churches have tried to copy Passion City, only to realize that they 
didn’t have the same level of talent on their team? 
 
You can’t import vision or passion, and a system created for one 
culture might not work in yours. 
 
But that’s the good news. God wants to do something unique 
through you and your church and your community. The world 
doesn’t need you to be a clone or for your church to be a carbon 
copy.

2.     SYSTEMS  CAN  CR E ATE  AN  UNHE ALTHY 
R EL IANCE  ON  MAN-MADE  ME THODS , 
R ATHER  THAN  A  R EL IANCE  ON  GOD 
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The bottom line is that systems work! And as they work and as you 
see results, you might be tempted to rely on methods rather than 
depend on God. Focusing on methods can cause you to miss the 
bigger picture—the reason you went into ministry in the first place.   
 
By all means, create healthy systems, and bring in outsiders who 
can speak into the process. But don’t rely on those systems. Prepare 
your horse for the day of battle, but recognize the victory comes 
from God. 
 

3 .     SYSTEMS  CAN  BECOME  AN  E XCUSE 
FOR  A  L AC K  OF  R EL AT IONAL 
LE ADERSH IP

A computer screen is my comfort zone. 

And I like my desk. I’d be perfectly happy behind a closed door 
surrounded by books and connected to blogs.   

Such is the life of an introvert.

But my personality quickly turned into an obstacle, and I failed to 
realize this important lesson:

Leadership involves people, not just paper.

While strategies are helpful (in fact, I believe they’re essential) I 
allowed myself to get lost in them and missed the bigger picture.

Musicians are not going to be developed via twitter. You can put 
out a twitter APB for bass players, and someone may respond. But 
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frequent calls for help is a sign that there isn’t a culture built on 
relationship and mission.

You cannot make disciples via Facebook. You can find out which 
Kardashian you are most like, or join the pirate army in the fight 
against the Sith Lords, or maybe even discuss that obscure Old 
Testament passage in the One Hundred Million Christians Strong 
Studying the Old Testament Group, but for all the connection 
opportunities Facebook offers people , real life doesn’t happen 
online. It might be a window into life, but it’s not real life.

If you’re going to make a difference, it’s going to take conversations. 
You’re going to have to push back from your desk, leave the confines 
of your keyboard, and go out there and talk to people. 
 
Systems can lull you into acting like the Wizard of Oz, 
directing from behind the curtain but never getting to know 
anyone. However, it’s impossible to lead via email or through a 
document. The danger of systems is thinking that they replace 
relationships.

4 .    SYSTEMS  CAN  KEEP  YOU  FROM 
     LE AD ING  AND  KNOWING  R E AL  PEO PLE 
     W I TH  R E AL  PROBLEMS  
 
Once more, I’m speaking from personal experience. The people 
under my leadership were not impressed with my 12-week planning 
process or event planning checklist.   
 
Those systems, no matter how clear and effective, didn’t help 
anyone. New healthy systems should create a culture that makes 
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helping people simpler, but they cannot replace getting your hands 
dirty.   
 
Every need doesn’t fit nicely into a category. People aren’t going to 
be helped with your flowcharts and manuals. 
 
This is not a push back on organization or a criticism of installing 
systems. We need those things. Most of us need more of those 
things. But systems are a means to the end, not the end itself.  



232



233

C O N C L U S I O N

In 1991, I walked down the aisle at First Baptist Church in 
Jacksonville, Florida to surrender to full time Christian ministry. I 
didn’t totally understand those terms, or the ramifications of that 
decision. But I remember a strong pull to abandon my desire to be a 
lawyer and work in a local church.
 
The next thing I remember was the pastor mispronouncing my 
name as he shared my decision with about 3,000 people. (It’s Loo-
kah-zoo-ski, by the way.)
 
Ever since then, I’ve never been able to escape the pull of the local 
church. Looking back on my life, it’s full of local church influence. 
Here are just a few reasons I give my time, energy, and passion to 
helping local churches:
 
1. A local church helped set the trajectory of my life. When I 
was 15, I decided to follow Jesus with my life at a local church. My 
best friends were members of that same church, and we all stood in 
each other’s weddings. I met my wife because of that church.
 
2. Most pastors are selfless servants who want to make a 
difference. In my line of work, I’ve had the opportunity to interact 
with hundreds, probably even thousands of pastors. And most of 
them are amazing, humble, selfless leaders who love Jesus and love 
their communities. Pastors are heroes.
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3. Churches come in all shapes and sizes. There are rural 
churches and urban churches. There are progressive churches 
and traditional churches. There are small churches and mega 
churches. All of them are important and all of them matter. I know 
there is still work to do, but local congregations all over the world 
reflect heaven and their community at the same time. That is 
amazing.
 
4. The church is the closest representation of Jesus we have 
on earth. Jesus is invisible, and I’ve never been to heaven. But the 
church is the body of Christ, and I can see that. When local churches 
love and serve their community, worship wholeheartedly, and give 
generously, it’s a very real picture of Jesus.
 
5. Every church member is family. What unites us is far greater 
than what divides us. Everyone who is a part of a local church is a 
part of the universal church. That makes them family. They might be 
more like the crazy great Uncle, but it’s family nevertheless.
 
6. Jesus said He would build His church. Jesus told Peter He 
would build His church. Not a 501(c)3 non profit organization. Or a 
publishing company. Or the Boy Scouts. He said He would build His 
Church. Lots of things matter, but there was a guy who was dead 
and came back to life. I’m going to hitch up to his construction crew 
and help build what He’s building.
 
There’s a lot you could do, but you’ve chosen to serve the local 
church. That’s honorable, impressive, and amazing! 
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A P P E N D I X : 
R E S O U R C E  L I S T

Download all of these documents and resources for free at 
churchfuel.com/streamline

 »  Annual Calendar Template – This Excel calendar template 
will help you look at an entire year in the life of your church.  

 »  Preaching Calendar Template – Use this Excel document 
to plan your preaching for the next twelve months.

 »  Org Chart – This OmniGraffle file can be quickly changed 
and customized to document the leadership structure in 
your church.  

 »  Employee Handbook – This is a document to cover 
important personnel issues in your church. It’s a good idea 
to review it each year and make sure everyone on your team 
is up to speed on current policies.

 »  Hiring Process – This document will give you a framework 
to hire people in your church. Each step of the process is 
covered in detail, and there’s a job profile and interview 
questions as well.

 »  Staff Clarity Worksheet – Part of your job at Chief 
Clarity Officer is to clarify roles and goals for everyone on 
your team. This Excel document will help you document 
everything. Once it’s complete, share it with everyone and 
keep everyone on the same page.
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 »  Personal Leadership Development Plan – Use this as 
inspiration to decide how you’re going to grow as a leader. 
Remember, plans trump goals every time.

 »  Performance Review – This form will help you do official 
performance reviews. You fill out a copy and the employee 
fills out a copy. Then you get together and talk.

 »  Meeting Rhythm Video – This coaching video will help 
you and your team understand the meeting rhythm used by 
many successful organizations.

 »  Volunteer Job Description – Every volunteer in your 
church should have a simple, written job description. This 
template will help you get started.

 »  12 Emails - You can send pastoral emails to your church, 
and these 12 emails are a good start. Cut, paste, customize 
and send.

 »  Guest Follow Up Flow Chart – This OmniGraffle 
flowchart shows you how to follow up with a first time 
guest at your church. Of course, you should change it to 
match your priorities. 
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