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strategic Planning Overview

Strategic Planning is the process of describing where you are as a church, dis-
covering your opportunities for ministry and outreach, and then developing a plan to
become the church you are supposed to be and to reach the people you are responsible
to reach.

One key to successful planning is a facilitator who keeps things on track all the way
through the process. You must work at a good pace — neither exhaustingly fast nor
so slow nothing seems to get done and everyone gives up.

The end product is not a document the church votes on and then gets put on the
shelf. Instead, it includes a plan for implementation — spelling out the details, dead
lines, responsible persons, and needed resources.

This workbook is arranged to help you address the following seven steps:
1. Where We’ve Been: Considering how we came to the place where we are
2. Who We Are: An honest look to see our church as we really are

3- Who We Could Best Reach: A careful study of our community and the people
inlt

4. How We’re Doing: An evaluation of how well we're fulfilling our six main func-
tions

5. Where We Meet: A systematic evaluation of our facilities for ministry & outreach

6. The Church We’re Supposed To Be: Charting a course to more effective min-
istry & outreach

7. The Case For Relocation: Discovering if moving to a new location is the best
way to engage in significant ministry and to secure our future. Then, making the
case, if it is.

Starting on the next page you will read more about each of the seven steps. There

are worksheets in the back for planning to implement your new goals. Make extra

copies of pages of the worksheets and questionnaires for the team as needed.

Think Biblically: The Bible reveals the nature and mission of the church. This is
God’s work and it must be done in God’s way.

Do Your Homework: Learn all you can. Read books, listen to podcasts, or watch
training videos to learn more. Bring in state missionaries. If you rely only on congre-
gational surveys, you will be merely pooling your ignorance. Everyone has an opin-
ion; what is needed are informed opinions.
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Keep the congregation informed on your progress:

Don’t wait until you have completed all your work and then do a “document dump.”
Give regular updates. Educate and inform in bite-sized pieces so members can digest
the information as you go along. Their feedback will help you gauge the mind of the
church. The team may learn something that is so helpful, they will want to arrange to
present that information to the congregation at large.

Strategic Planning and Spiritual Renewal
You cannot separate church strategic planning from spiritual renewal. Because there
is no such thing as secular renewal.

Strategic planning isn’t merely about tweaking the system until things begin to click.
Nor is it about polling the congregation and giving them what they want. We are ask-
ing God to lead us to his plan.

We are asking God to save people. Only he can call their hearts to Christ. Only he can
make them sense their spiritual need.

And it is God whom we are asking to do a fresh work among his people in his church.

Strategic planning isn’t merely about church growth, but is mainly concerned with
church health.

There are numerous threats to the health of a church. Some congregations have de-
veloped ingrown fellowship. The great gravity that pulls a church down is “I want to
be with my friends.”

Sometimes, a church can become toxic. There is bitterness and blame and an unfor-
giving spirit and disunity. Everyone is expected to pick a side. And some members,
because can no longer stand pulling into the church parking lot with knots in their
stomachs, begin to move their membership to churches that don't fight.

Sometimes, a congregation has tried everything they know to try. Nothing has
worked. They are discouraged. They need to believe again that God will bless as they
obey.

Some churches have made an idol of their past. They operate more like a historical
society than a church. Their memories mean more to them than their mission.

There can be sin in the camp which is blocking the blessing of God.

Maybe the congregation’s immune system has been compromised. They tolerate the
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intolerable because they fear losing the offerings of one of their largest contributors.
Or fear the wrath of a church bully.

Perhaps, they have been wounded by scandal and have been deeply embarrassed.
And they need healing.

A church can become tired. Perhaps, they have completed a building program or
some other major effort and the members have grown weary or complacent.

A church can experience doctrinal drift where the church has teachers missing on
critical biblical teachings, and providing to your members a malnourishing spiritual
diet.

These are examples of ways in which strategic planning is spiritual and not just an
organizational exercise.

Strategic Planning and Listening

In a church’s strategic planning process, a lot of listening is needed. We listen to our
members. We listen to the community. We listen to biblical principles. And we listen
for the leading of the Holy Spirit. This is why each session begins with a prayer time
— a session with very specific prayer.

Peter Lord used to give an example of a fictional church that had a deep burden to
reach young couples. So, the church prayed about this for some time. Then, the Lord
spoke to them and led them to take three specific action steps — A, B, and C. They
did as the Lord led them and God blessed with an influx of young couples. The church
had such a fruitful ministry to young families that other churches started asking how
they did it.

The folks from the church answered, “We do A, B, and C.” But that was the wrong an-
swer.

The correct answer is, “The Lord laid a burden on our hearts. This burden drove us
to pray. Then, as we prayed, the Lord led us to some action steps and, as we obeyed,
God blessed it.”

The temptation is to think we’re supposed to be just like some other church, to pho-
tocopy some other church’s ministry plan. Perhaps, we as the church down the road
from them, are supposed to develop the niche of reaching Senior Adults or College
students or something other than young couples.




The biggest key is prayer. You aren’t trying to “come up” with a plan; you are listen-
ing to hear God’s leading. You want His plan. Every session should include a time for
prayer. Each team member should spend time daily asking God for His guidance and
in listening for it.

Prayer guidance is provided for each step in the process.

The approach we are taking to strategic planning affirms that your church is sup-
posed to have a unique niche in the Kingdom and in the community.

It's OK to learn from other congregations and to get ideas. Sometimes, it’s a good idea
to look at another congregation’s building or observe how they do a particular minis-
try. But it is critical for us to seek God’s guidance in order to dial into our unique set
of specialties in serving the Lord.

Back to Table of Contents
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What follows is a quick summary of the seven steps in this workbook.

Considering How We Came to the Place Where We Are

This is a look at the recent history of the church to see what brought us to where we
now are. Sometimes, we adjust to the changing conditions in our church without even
noticing them. So we will look at the actual attendance numbers. We will consider key
events, both good and bad, that have influenced the current trajectory and morale of
the church. This is not an attempt to sit in judgment on past leaders or to open any old
wounds, but it is an attempt to understand what brought us to our current posture.
Then, we will take a look at where we are in the church’s life-cycle. Our church is go-
ing through things that other churches in the same stage of their life-cycles are going
through. In this point, we are not evaluating. Instead, we are attempting to describe,
as objectively as possible, how we got here.

An Honest Look to See Our Church as We Really Are

There is the church we are, the church we aspire to become, and the church we really
are. At this stage we answer the questions: What kind of church are we?, and Why do
we really do what we do?

This section calls for demographic profile of your church membership. “Folks like us
make a church like ours’ and a church like ours’ can reach folks like us.” So, we need
to consider who “we” are.

We also need to describe our church’s style. On what or who are we focused? What
attracted our newer members to join this particular church? We are describing the
culture in our church. Our church culture will not be written down anywhere, like in
the bylaws; by nature, these are unwritten rules and values. Though many will have
never given thought to this, our church has a distinct style.

A healthy a church fills a particular niche in the Kingdom of God. What are our
strengths to build on?




A Careful Study of Our Community and the People in It

Now, will look outside the four walls of our church, to examine our community. We
want to see who's out there, what their needs are, and what the trends are demo-
graphically. We will listen to community leaders to see what’s going on out there. This
will enable us to discover ministry opportunities as well as our limitations.

Finally, we will attempt to develop a realistic estimate of our growth potential.

An Evaluation of How Well We're Fulfilling Our Six Main Functions

So far, we have merely described what is. In this step we begin the evaluation process.
We consider the how we are doing in regard to each of the six main functions of the
church. The six main functions are: Christ-centered worship, Biblical instruction,
Prayer, World evangelization, Nurturing fellowship, and Caring acts.

A Systematic Evaluation of Our Facilities for Ministry & Outreach

In this section, we study three things: Our location, our site, and our space.

The question is not whether our building evokes sentimental memories, but whether
it is sufficiently functional to support our ministries (or the ministries we should de-
velop), whether it is large enough to support our vision (or can be expanded to do so),
and whether it has the quality to help us attract and keep new members.
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The Ghurch We're Supposed To Be

Charting a Course to More Effective Ministry and Outreach

We now begin to describe what can be. And we want to do so in such a way that the
rest of the congregation shares the vision with us.

We start by celebrating what we do best—our niche—and build on our strengths.

Then, having evaluated our ministries, we will begin to enumerate specific changes
for improving ministry and outreach. Perhaps, we need to add staff to reach these
goals; if so, will recommend that to the church. We will explain our recommendations,
and the reasons for them, to the church.

These changes must be discussed with the congregation at great length and on more
than one occasion. This gives everyone time to absorb the changes, understand them,
and embrace them. This will take more than passing out the ministry plan and voting
to adopt the report.

Included in this step is the Implementation Plan. The goal isn’t just to get members to
vote to approve the report, but to actually do the plan! The congregation must under-
stand that we're really going to do this, what it will look like, and why we must do it.
Thus, the team will provide the details, deadlines, resources, and responsible persons
needed to make the ministry plan a reality.

The GCase for Relocation

A Factual Explanation Why Moving To a New Location is the Best
Way To Engage in Significant Ministry And To Secure Our Future

IF our studies have shown that relocation is indicated, then we need to explain this to
the congregation. Most congregations won’t need to take this step, but if they do, re-
sources are provided in Step 7.

Such a decision-making a process should be systematic, fair, and which gives mem-
bers time to absorb the information. It cannot be done in one presentation. It will re-
quire patient listening. It will take time.
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The Pastor and the Facilitator

The facilitator and the pastor will communicate in preparation for each meeting, to
see that needed resources are ready for each meeting.

Sometimes, the pastor will need to provide history or church records to the team at
the meetings.

If a specialist from the denomination is needed, the facilitator will help book that per-
son in consultation with the pastor. If no denominational help is available in your
state, then you can work together to identify a church leader in the area who is partic-
ularly strong in the needed subject area.

Sometimes, the team may feel that the congregation needs to hear a report about
what they’ve been learning. The pastor should make arrangements to schedule a busi-
ness meeting, following church protocol, and to promote the learning session.

The pastor and the facilitator should work together to identify a “scribe” to prepare
first drafts of findings and reports to the team. What is in mind here is not merely
minutes of the meeting, but drafts of the reports which will be given to the church.
Depending on who’s on the team, it may be best for the facilitator or the pastor to
serve as the scribe.

A Typical Agenda for the Team Meetings

e A meaningful Prayer Time e Distribute findings/working docu-

o Learning Time: Video or presentation ments
by the facilitator or guest consultant. e New assignments with deadlines

Progress reports from workgroups e Date & time of the next meeting

Depending on your team members’ schedules, and how long the prefer to meet, it
will probably take more than one session for each step in the process.

Back to Table of Contents
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Introduction

Some of you have served on a pastor search committee in the past. And I almost eve-
ryone who has served on committees such as this look back on it as being a time of
hard work and deep meaning for them. Many would say it was one of the highlights
of their Christian life. This Strategic Planning Team is engaged in a similar sacred du-
ty. And, as we approach it with the same level of reliance on the Lord and the same
diligence, you will find this season also to be one of the highlights of your life!

1 Chronicles 12:23-40

1 Chronicles 12:23-40 is a review, recording the time when David was made king by
all 12 tribes of Israel at Hebron.

Here is the background of the passage:

King Saul had died in battle. Ishbosheth, the son of Saul, had been set up as Saul’s
heir, and for a while he reigned over most of Israel. (2 Samuel, chapters 2-4). David,
who was God’s choice, reigned over the tribe of Judah. David grew stronger and Ish-
bosheth grew weaker. Ishbosheth was eventually murdered.

Finally, all 12 tribes got it figured out and rallied to David in Hebron (where he
would reign seven years until he captured Jerusalem from the Jebusites). The nation
was at a crossroads, in a time when many would have been confused. It was not for
them the slam-dunk obvious choice we see in hindsight.

The writer records the twelve tribes, listing them from South to North, and naming
their representatives who came to affirm David as God’s appointed king. These were
their military forces who came to back David—they are putting their lives and not
just their political alliances on the line.

As the chapter reviews each tribe’s representatives, it describes their bravery, their
skill with weaponry, and their expertise in war.

However, two tribes merit non-military related comments. The first is the tribe of
Benjamin:

Back to Table of Contents
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In verse 29, we read “Of the Benjaminites, the kinsmen of Saul, 3,000, of whom the
majority had to that point kept their allegiance to the house of Saul.” This represent-
ed a major shift in loyalty. It was for those for whom it would be the most difficult.
Saul was from the tribe of Benjamin—from their own tribe. Sentimentally, they
would be pre-disposed to support one of their own. But what strikes a sentimental
chord within us isn’t always the same as the spiritual thing to do. And sometimes, it
takes some time to come to see what it is that God expects us to do.

The other non-military oriented description is set aside for the tribe of Issachar. 1
Chronicles 12:32 records “Of Issachar, men who had understanding of the times, to
know what Israel ought to do...””

They are described in two ways:
First...

The Sons of Issachar understood the times.

They understood the season they were in in their history.
They had discernment and insight.

They understood the need of the moment.

Second...

They knew what Israel ought to do.

They understood the choices available to them in that moment.
They had insight into the right things to do.

They understood the action steps required.

And they are present to take those steps.

This is exactly the role of the Strategic Planning Team:

To discern the season we are in as a congregation, in our community, and in our cul-
ture. And then, in light of that insight, to come to an understanding of what God
would have us to do.

So, let’s begin this first session together with a prayer time together.

12
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Prayer Time
Let’s ask God to:

¢ To give us discernment to understand ourselves better as a congregation, to
know what makes this church tick.

0 To objectively understand our strengths and weaknesses as a church.
0 Give us his plan to move forward and to become the church we ought to be.

0 Give us fresh eyes to see the lost people in our area, including some who had pre-
viously been invisible to our eyes.

0 To show us how to develop disciples in greater numbers.

0  Give us discernment to understand our unique niche in the community and in the
Kingdom.

0 Todo a fresh work in our congregation.

Our First Assignment

In addition asking God for his leading, we also want to listen to learn from our mem-
bers.

In fact, we want to listen to our long-term members, who know the history and the
stories. (In Step 2, we will listen to our newer members who see our church with
fresh eyes, who've had to consciously think about how things work here.)

We can learn from our long-time members how things came to be the way they are,
how events shaped our church’s culture, the actions and reactions and over-
reactions, the wins and the losses, the great seasons and the struggles and, most im-
portantly, the goals which represented the church we are trying to be.

We can learn from the experiences of newer members in regard to how they came to
decide this was the church they wanted to join... and what it was like to become a
part of the church, and to get involved in its ministry.

So, in today’s session, we are going to prepare to do interviews with long-term mem-
bers. In Step Two, we will interview members who are relatively new to the church.

As we think about who we should interview, let’s think about three kinds of people

13
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— those who make things happen, those who watch things happen, and those who
wonder what happened. Those who wonder what happened won’t be of much help
for this. But “those who watch things happen” can sometimes be of more help than
“those who make things happen.” They see things, hear things, and pick up on things.
Sometimes, they observe how the group is actually reacting when one of the “make
things happen” members is so tied up in trying to make something happen, he
doesn’t perceive how he’s being perceived by the group.

Now, let’s list people across a cross-section of the church — including various age
groups, professions, members in church leadership and not, etc. And let’s assign
someone to sit down with them to discuss the survey.

We will want to give them time to look over the form and think about its questions
before they complete it. Then get back with them and go over it with them.

As we listen to our fellow-members’ feedback, we will hear their perceptions and mis
-perceptions, their insights and their stories. This means we want to engage in active
listening. You may want to ask them to explain what they mean by an answer and for
examples of what they tell you. Proverbs 20:5 says, “Counsel in the heart of man is
like deep water, but a man of understanding will draw it out.”

A word of caution; here’s what we’re not doing: We're not asking members to make
their suggestions as to what we should do and then make their combined list into our
plan. This is only the first step in the process.

The team will get back together in two weeks to share what we’ve learned and to
identify recurring themes.

14
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Getting Organized for Long-Term Member Interviews

Long-term members to interview and who will interview each one:

When we will meet back to compile what we’ve learned:
(At that meeting, we will list newer members to interview)

Back to Table of Contents
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An Interview Form For

Long-time Church Members
Understanding Our Story and How Our History Impacts Us Today

NAME:

1. What decade of life are you in?

2. Did you grow up in this church? Yes:__ No:__

3. Year I started attending this church:

4. What is the biggest way this church has changed you can remember?

5. The thrill of victory... What is the best period in the church’s history (during your
time here) and what made it so great? Who were the heroes during that time? (Itis
OK to use the back)

6. The agony of defeat... What memory does this church work hard to never repeat?
[s there an ongoing pattern which needs to be corrected? Or, something that went
wrong in the past and we over-corrected?

7. Why have you stayed in this church through the years? What keeps you here?

8. What stories about the church (positive or negative) are often told here?

16




Long-Time Member Interview Form, continued

9. Are there any commonly heard sayings commonly heard here which express the
church’s ideas about how things ought to be done? These may be good or bad. Exam-
ples of sayings include:

O

Oh yes, please do sit here. We don’t save seats in our church. We’re glad to have you,
today.

This church isn’t in the real estate business; so, we don’t need to buy that adjoining
property.

One day the sun will never set on the ministry of this church; we’re praying that
God will call some of our children into missions.

We've never done it that way before.

At this church, we don’t talk about people; we talk to people.

10. Please give me some examples of experiences or classes that helped you and
members of your family grow in faith? Can you give an example of how the Lord
worked in your life or you were helped?

11. If you were to write a book about our church history, what would two or three of
the chapters be named?

17




Considering How We Came to the Place Where We Are

STEP ONE

Step One answers the question: What is our present posture and how did we arrive
there? To answer that question, the team has conducted interviews and has summa-
rized what we’ve learned from our long-term members and from our newer mem-
bers. And in this session, the team will where we are now in our church’s life-cycle.
We will also be alert to how the life-cycle chart sheds light on the interviews and
how the interview shed light where we are in our life-cycle.

Getting Ready for this Step

For this session, you will need accurate attendance numbers for the history of the
church, going back at least the last ten years. Your denominational state office
should be able to help you with that. Put this information into graph form and dis-
tribute in the meeting.

Prayer Time
To begin our meeting today, we want to pray that God will:

¢ Enable us to listen, not just with our minds, but also with our hearts to what our
members have been telling us.

¢ Show us to connect what our members have told us to where we are in our
church’s life-cycle.

0  Give us a clear sense of the morale in the church and of our spiritual tempera-
ture.

¢ Plant the seeds within us for future actions we should take.

¢ That God would do a fresh work in our church.

Back to Table of Contents
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The Life Cycle of a Church

The Founding Vision Stage

When a new church is launched, there is a clear sense of vision, with the community
in its eyes and in its heart. A church split would probably be an exception, of course.
But we are discussing healthy church starts. Here, the goal is to reach new people in
a certain place with the gospel.

The Getting Underway Stage
As the new church gets underway, they clarify their doctrinal beliefs and goals and
their approach to doing ministry. They establish ministries to the community.

The Structuring for Ministry Stage

As they grow, the congregation figures out ways to adjust their approach to a larger
scale. This isn’t just organizational, it is organic. And it’s about ministry... and ful-
filling the founding vision of reaching the community. This is the peak moment in
the church'’s history.

The Cruise Control Stage

Once things are well-organized, there is a tendency to go on cruise control. We were
getting sort of tired. There isn’t the same energy there was before. The organiza-
tional structure is no longer about ministry, but about the structure itself. And there
is a gravity which pulls a church down, to settle for being with our friends. It’s no
longer about vision, and it takes enormous amounts of energy to reach escape ve-
locity.

The Vitality is Gone Stage

Many of the founding members are getting older. The founding pastor is retired or
has passed away. They miss the close relationship they had with him. They speak
with nostalgia about the good old days. There may be a new group of younger mem-
bers who have risen to leadership and the old guard feels threatened. They have
now drifted away from vision and it is now about who's in charge. The young lead-
ers sometimes question the old methods and the old guard begin to question the
young leaders’ motives.

19




The members’ adult children have moved on to other places to pursue their careers.
The community as it now exists isn’t exactly like the people the church was estab-
lished to reach. A new kind of people are moving into our community. We are trying
to decide if it’s our job to adjust to them or their job to adjust to us.

Flashing on the dashboard is the “nostalgia light” with members talking about the
good old days.

Watershed question is: Do you believe that your best years are behind you, or do
you believe that your best years are yet before you?

If the answer of most members would be that your best years are behind you, here’s
what you will see next:

The Declining Life Stage
The church continues to decline in attendance. Younger families are moving their
membership to what they see as a more innovative church.

There’s less money for ministry and staffing.
There are more and more reduction in ministries and services offered.

The goal of the congregation becomes “To keep the doors of this church open.”

And the Final Stage in the Life of a Church is Death.

Some churches take their own lives by making a series of selfish choices. More gen-
erally, a church fights for its life, to keep the doors open, but time has run out and,
now, it must disband. Some churches die because their community collapsed under
their feet, like when a major airport expands and the neighborhood is taken.

What does a church do if it finds itself on the downward slope?
Drifting from the church’s founding vision is what gets a church into this situation.
The church was established to reach the people in that community. But the mem-
bers drifted into keeping things the way they are and focusing on their memories
instead of the mission.

It is time to revisit the founding vision of the church.

Or, put another way, it is now urgent, as Robert Dale puts it, to “Re-dream the
Dream.”

20




Proverbs 24:10 says, “If you faint in the day of adversity, your strength is small.”
The New Century Version puts it this way: “If you give up when trouble comes, it
shows that you are weak.”

Resources for the Facilitator & Pastor

To Dream Again, Robert Dale
www.amazon.com/Dream-Again-Growing-Congregations-Changing/dp/163528029X?tag=ustxtaddt-20

Advanced Strategic Planning, Aubrey Malphurs

Christian Book .Com
www.christianbook.com/advanced-strategic-planning-third-edition/aubrey-malphurs/9780801014550/pd/014550?event=BRSRCG|PSEN

Amazon
www.amazon.com/Advanced-Strategic-Planning-21st-Century-Ministry/dp/0801014557/ref=sr_1_1?s=books&sr=1-1

Look Before You Lead: How to Discern & Shape Your Church Culture

Aubrey Malphurs
www.christianbook.com/before-discern-shape-your-church-culture/aubrey-malphurs/9780801015076/pd/015076?event=BRSRCG|PSEN

Church Equippers
https://churchequippers.com/
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THE LIFE-CYCLE OF A CHURCH

Cruise Control

Structuring for Ministry Vitality Gone
(nostalgia)

Under Way, Clarifying Declining Life

(blaming)

Founding Vision Death, Disband

Group Discussion Questions

Where do see ourselves in the life-cycle of our church?

Where would most of our members say that we are?

Numerically, are we growing, leveled off on a plateau, or in decline?

When we take into consideration that families are smaller now days, and that a
church has to reach more families now to attain the same number in attendance,
how are we doing? It is possible to reach more homes and have fewer in attend-
ance.
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How many different people attend our services over the course of a month?
Faithfulness has been defined down. People were once considered faithful depend-
ing on how many times they attended in a week; now someone might attend once
per month and consider themselves to be a very faithful member. However, if a
church counts the total number of people who attend over a month, they may be
reaching more than they realize! And over three months, touching more lives than
they realize.

How many people are attending our services are also participating in other groups
which require more time or commitment, such as Sunday School/LifeGroups, Disci-
pleship Groups, etc.?

What is the ratio of men to women in attendance?

(When the ratio reaches 60% female and 40% male, it signals that the service is de-
signed primarily for women.)

Is the proportion of households with young children increasing or decreasing?

[s the relative proportion of widows increasing or decreasing?
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How many members do we lose per year by death or moving their membership?
(This tells how many new members you must receive to stay the size you are.)

Try to note events in the church’s history that give a sense of the spiritual dynamic,
as illustrated by the different life-stages in the diagram.

Are we on-task or drifting? Excited or discouraged? Drained or charged? Do we
believe our best days are behind us or ahead of us?

What is the tone in the church? Do we feel that we are moving in the power of the
Spirit, but need to get better organized to minister? Or, do we feel like we’re merely
going through the motions? Are we discouraged and so grieved, we sometimes look
for someone to blame?

Do the members simply want the church to survive long enough to host their funer-
al? Or, does this church have the energy and the will to dream again?
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An Honest Look to See Our Ghurch as We Really Are

Step Two

In Step Two, we seek to find words to describe as objectively as possible what we,
in our congregation, are like as people. And related to that, we seek to describe our
style as a church. By style is meant, not worship style only, but what we emphasize
overall.

Getting Ready for this Step

Prior to the meeting, distribute copies of the Church Style instrument and ask team
members to complete it. Also remind team members to complete their interviews
with newer members and ask them to bring these forms to the meeting.

Prayer Time
To begin our meeting today, we want to pray that God will:

0 Give us discernment to understand ourselves better as a congregation and our
unique niche in the community and in the Kingdom.

0  Give us understanding to hear what our members have been trying to tell us.

0 To objectively see the experience of those who aren’t a part of this church family
making their way from outside to inside our church.

0 That God would do a fresh work at our church.

Back to Table of Contents
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Who We Are

We will attempt to take an honest look at ourselves to see our church as we really
are. And sometimes, that's harder to do than it might seem. So, let’s start by de-
scribing Bob and Robert. Both are great guys, to be sure. But there are differences
between them.

Bob’s hobby is his vegetable garden. Robert’s is his golf game.
Robert likes classical music. Bob likes Country and Western.

Bob graduated from the local high school; Robert has an MBA from a prestigious
university.

Robert drives a late model luxury car; Bob drives an F150.

Now, don’t get this wrong. Bob is just as successful and wealthy as Robert. But
they are different people.

Pause right here: Which one of these men would you feel more comfortable being
in the same Sunday School class? Well, it generally comes down to what we would
talk about: how our tomatoes are coming along or our backswing?

Sometimes, we think of people as different only if they are of different races. How-
ever, two people of different races may have more in common. There are differ-
ences in language, and educational background, and hobbies, and in what people
do for a living (do they shower before going to work or when they get home?). An-
other distinction one may see on your church field are those who are from the ar-
ea and those who have moved here in recent years.

Obviously, we want to exclude neither Bob nor Robert! They’re both great guys. At
issue is, are we a church comprised of Bobs, but when we look in our community,
there’re now more Roberts? Can we reach Robert? If we can’t, how could we adjust
to do so? Could we start a Sunday School class to reach the Roberts? If the chasm
between us and the people in our community is simply too wide to bridge, who
could we partner with who would have a better shot at it?
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Today’s Goal is to Find the Words to Describe Who We Are
“Folks like us make a church like ours and a church like ours will reach folks like us.”

Let’s begin with some general descriptions of our congregation. Fill out the chart
below, understanding that not every member will neatly fit into a category, but as
we compare ourselves to the community and to other churches in our area, this is
who we are:

Describing Our Church’s Style

Our Members: Summary Descriptions

Education

Income

Most Common
Occupations

Most Common
Age Ranges

Most Common Hob-
bies

Other Ways to Describe Us and What We Have In Common:

Next, we will interview newer members, like we did long-term members, to bet-
ter understand what attracted them to this church and what their experience was
like coming into this congregation.

27




An Interview Form For

Newer Church Members
Understanding Your Experience Coming Into the Church

NAME:

1. What decade of life are you in?

2. How I came to join this church:

___TI'wasnotin church anywhere and was then saved, coming
into this church.

I moved into the area from somewhere else and needed a
church home.

___I'was attending another church in the area, but moved my
membership here.

3. Do you drive past other churches in our denomination to attend this one?

Yes No

4. What attracted you to visit this church in the beginning?

5. There are other good churches in our area; how is this church different from oth-

ers you used to attend or have visited?

6. How much a part of the church do you feel at this point? Did you have to make

your own way, or did you feel you were included?
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Newer Member Interview Form, continued

7. Have your feelings changed about the church since you joined and, if so, what
caused the change?

8. Have you had a surprising encounter with an “unwritten rule”? If so, what was
that about?

9. What stories about the church are often told here that you've heard?
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Team members have been given a questionnaire which we will tabulate and then
discuss together. This is a tool, or instrument, to help us understand and describe
our church’s style.

We are attempting to describe church’s style in current practice - not what we
think it should be or what the congregation aspires for it to become - but what it
actually is, right now. This may be seen in:

0

0

What our church emphasizes (more than most other churches). For example,
what are the most anticipated dates on the church calendar?

How does the church define success? In terms of evangelistic results?
Changed lives? Good friends? “A good time was had by all”? Or what?

What our church is good at doing (maybe a little better than the average
church).

What our church wants to be when it grows up. We're not there yet, but this is
what we’re working on.

What a Christian who moves into the area is looking for in a church who de-
cides to join ours.

Our church’s niche in the community and in the Kingdom.

We will attempt to take an honest to see our ourselves as we really are. And some-
times, that’s harder to do than it might seem. So, be prayerful.
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An Instrument For
Determining Our Church’s Style

As you answer the questions below, you are helping to determine the church’s style in
current practice - not what we think it should be become - but what it actually is, right
now. Some of the choices are between two good things; neither answer would be bad.
That’s because we are trying to describe the church’s style, not evaluate its quality. So,
choose the answer that is the “most true.” Answering “kind of both” would not be help-
ful. Mark the “Most True” answer.

The questions, all together, will take the full picture into account. If you have trouble
deciding, then a helpful question to ask yourself is “Which kind of church are we trying
to be?” Another clue is, “How would you describe the difference between this church
and other churches in our area?”

For each possible answer for a question includes a letter in parenthesis, please write
that letter in the space provided on the right. If absolutely no answer applies, then en-
ter the letter “Q.”

For the most part, our church is driven by the Content (Y) -or- by Relationships (Z)

What blesses us at our church is mainly: How it makes us feel (V) -or- How it makes us think (U)

What makes our church special is: What we see and hear in the services (W)
-or- What we do in ministry (X).

What our members enjoy the most is the Music (M) -or- the Spoken Word (N).

The best stuff happens in the Worship Center (Y) -or- in the Classroom (Z2)

1

2
3.
4
5 -or- on Weekdays helping people (J)

The sermons our people really respond to are: On Felt-Need Topics (B)

6. -or- Preaching through Books & Passages of the Bible (A)

We expend more effort on: Teaching Christian disciplines and how to live the Christian life (D) -or-
on Reaching the Lost (E)

Almost everyone in our congregation is Related by Birth or by Marriage (1)
-or- No one is related to anyone outside their immediate family (Q).

9. | Our worship includes: Choir (G), Praise Team (B), Both (H), Neither (Q).

10. | Primarily, we rely on: Sunday School Classes on campus (G) -or- Sunday School, but we have
small groups off-campus (H) -or- on Small Groups off-campus (B).

11. | New members must “make their own way,” the church is friendly, but they can’t make friends (P) -
or- It's easy to find new friends and a place to fitin (O).

Church decisions are made: With fresh study, giving the Bible the final word (A)
-or- We just let the Lord lead (F) -or- In recent years, we've re-evaluated our traditions in light of
Scripture (H)

12.

13. | If we had to cut ten minutes out of the worship service, our members would vote to cut that time
from: the Music (N) -or- from the Sermon (M).

When inviting friends to attend our church, we consider the better selling point to be: The Worship
Services (Y) -or- the Fellowship of the members and the pastoral care (Z) -or- The opportunities for
personal involvement in ministry (J)

14.
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Church Style Instrument, continued

15. | In practice, in our worship services (in songs, prayers, sermons), the Person of the Trinity given the
most attention is: The Father (R), the Son (S), or the Holy Spirit (T).
16. | When a new pastor comes, the attitude is: Pastor, we do the ministry here; you show us how and

equip us (X) -or- Pastor, you do all the ministry here; we'll tell who to visit (l) -or- We don't care
about ministry; we're just here for the show (W).

17.

Our worship services are more formal with such things as responsive readings, creeds, and written
prayers (G) -or- Our services often have things happen not in the order of service (F) -or- People
take careful notes of the sermons (A) -or- Our worship services are about participation and re-
sponding to God (C)

18.

Our Sunday School classes / small groups are organized to reach new people and to check on
those who are missing in action (O) -or- We check on our friends, but we don’t have those kinds of
plans in place (P).

19.

The heroes of our church passed from the scene some time ago (G) -or- The heroes of our church
are here now and moving things forward (Q).

20. | Every insider at this church is involved in an accountability or discipleship group (D) -or- Our mem-
bers’ greatest longing is for a fresh encounter with God (F).
21. | We have a large church staff (K) -or- We are a small or medium-sized church (Q).

22.

It's very important to us that we know and see everyone in the service (Z) -or- We look around the
worship center and we don’t know everyone and that's OK (K).

23.

The ministry we do off-campus is: More along the lines of helping the poor (J)
-or- More along the lines of PrayerWalking and evangelism (E).

24.

When parents pick up their children from class, they ask them: “Did you have fun today?” (V) -or-
“What did you learn today?” (U).

25.

We emphasize doctrinal teaching quite a bit (A) -or- A worship experience where we have a power-
ful sense of the Spirit's presence is what it's all about for us (F).

26. | Our services are typified by good production values, smooth transitions, etc. (B)
-or- We are too down-home for all that (1) -or- It's the substance, not the style, that matters here
(Y).

27. | Our church sponsors Christian recovery and grief support groups (J) -or- Our worship services con-
nect our members to God in praise and worship (C)

28. | We sing mostly congregational music, and our soloists are trained not to draw attention to them-
selves (C) -or- Our church has an orchestra (K)

29. | We have a lot of: Evangelistic events (E) -or- Concerts (M) -or- Conferences on practical Chrisitan
living (D) -or- Outstanding guest Bible preachers (N)

30. | People stand around and talk for a good while after the worship service (Z)
-or- People leave very quickly after the service ends (Y).

31. | Our classes are happy to create new classes to reach new people (O)
-or- You better not split our class!! (P)

32. | We have full programming for every age group (not just Sunday School) (K)
-or- We're not large enough to provide a full program of ministry (Q)

33. | In our worship services, there is a very conscious effort to sing praise to God (C)
-or- In our services, the songs are sung by musicians to the congregation (Q)

34. | People join our church because: Our members won people in their spheres of influence to the Lord

(E) -or- We're the traditional church that has changed with the times (H) -or- We all really want to
grow spiritually (D).
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Church Style Tabulation Sheet

Count How Many of Each Letter You Marked, Below

A B C D E F G H I J
K L M N P Q R S T U
\" w X Y Z
No. M N
The Preaching / Teaching Church Music Spoken Word

The All-In Contemporary Church

The Congregational Worship Church

The Discipleship Group Church

The Highly Evangelistic Church

The Spirit-Filled Church

The Traditional Legacy Church

The Blended Legacy Church

The Family Church

The Community Ministry Church

AT E|IQITMEIOIO®R|

The Full-Service Ministry Church

The boxes on the right give insight into
what your church is “all about” and what
draws new members to your church. If you
are trying to decide between the eleven styles
above, this information will be helpful.

[s it the worship services which draws them
or the relationships? If it's the worship ser-
vice, is it the emphasis on music or the con-
tent of the teaching?

If the Father is more emphasized, you are
more likely to be a Traditional Legacy Church.
If the Holy Spirit, a Spirit-filled church. If the
Son, perhaps a Highly Evangelistic Church.

Open or Closed (O & P) reveals your
church’s actual openness to growth and new
people.

Questions: 4, 13, 29

0] P

Open Closed

Questions: 11, 18, 31

R S T
Father | Son (Jesus) | Holy Spirit
Question: 15
U \Y4
Think Feel
Questions: 2, 24
W X
Attend & Watch Do
Questions: 3, 16
Y Z
Content Relationships

Questions: 1, 5, 14, 22, 26, 30
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Eleven Styles of Churches

At first glance, we often think of our church’s style as the kinds of songs we sing in
our worship services. However, it involves much more than that. Here are some
types of churches:

The Preaching/Teaching Church:
Its emphasis is on expository preaching, teaching, learning, and doctrine. This
church is led by a strong teaching pastor.

The All-In Contemporary Church:

The songs are all new and hymns are almost never sung. There is a praise team
and a band. Production values and quality of presentation are considered very im-
portant.

The Congregational Worship Church:

Music is very important to this church also, but there is more of an intentional ef-
fort to consciously direct the worship to God. More non-musical forms of worship
may be included in the worship services.

The Discipleship Group Church:

This church has a lot of small groups to develop disciples. There is more accounta-
bility. In its strongest form, every event on the church’s weekly schedule may feel
like a variation of a discipleship group. If they go over to the dark side, then every-
thing is about deepening the members they have instead of multiplication.

The Highly Evangelistic Church:
Emphasizes a lot of evangelistic sermons and events, as well as training for mem-
bers in personal evangelism.

The “Spirit-Filled” Church:

This church wants to feel the movement of the Holy Spirit. Doing something as a
matter of responsibility or duty wouldn’t be an emphasis here. They’'re seeking a
fresh encounter with God.

The Traditional Legacy Church:

This is a church that has been in existence for some time. It is not contemporary
but has a much more formal worship style. It is more traditional. Many such con-
gregations have historic buildings that are a part of their self-identity.
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The Blended Legacy Church:

This church has also been in existence for some time, but it has tried to keep up
with the times and the current culture. The music is blended between traditional
and contemporary. So is everything else. Often their challenge is that they contem-
porary enough for some and aren’t traditional enough for others.

The Family Church:

A few community families have been in the church and been its leaders for genera-
tions. Every service is like a family reunion — not figuratively, but literally. Anoth-
er variation may be a high school reunion church. The preacher is hired to do all
the visiting and ministry; members only tell him who he needs to go see. The pas-
tor is often merely a hired hand.

Reaching Some Conclusions

After you tabulate and review your Church Style Survey Results, look at the re-
sponses from the newer member interviews. Compare your survey results with
what they told you about how they perceived the church.

If you get stuck, think through the other evangelical churches in the community
and name the one which best fits each of the church styles in the Survey. How does
our church differ in emphasis and style and personality?

About Us

After discussion, we will appoint a team member to write a 250-word draft de-
scription of our church’s style and niche — like something which could be used for
an “About Us” page on the church web site. The team will review this draft and
make refinements on it, as needed. Even then, this will be a preliminary draft. We
will re-visit this document when we write the final report, as we set goals. The
goal is to describe ourselves in such a way that it gives an accurate mental picture
of what a person of what this church has to offer and what the experience would
be like.
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A Careful Study of Our Community and the People in It

Step Three

Step Three takes us outside the walls of the church to look at the community. We
look around to see who all is here now. We will attempt to study the community
with an approach similar to that of missionaries studying their mission field. We
will ride around and look. We will have a presentation on the demographics of our
community. We will talk to community leaders and business people whose business
it is to see what’s coming — Chamber of Commerce, Real Estate agents, people in
our school system, and others.

This step is an attempt to follow Jesus’ command in John 4:35: “Do you not say,
‘There are still four months and then comes the harvest’? Behold, I say to you, lift up
your eyes and look at the fields, for they are already white for harvest!” So, we lift
up our eyes and... look!

Getting Ready for this Step

There are several ways we will study our community in Step 3:
First, we will listen to a demographic report.

Second, we will do a windshield tour of our “church field.”
Third, we will interview community leaders to gain their insights.

Provide a digital pin map showing where your members live. The State Office can
help, but there are also tools available online for this.

Prayer Time
To begin our meeting today, we want to ask God to:

0 Give us eyes to see unreached pockets of people in our community whom we
could reach.

0 Show us with whom to start and the first steps to take.
¢ Give us a heart to reach and minister to them.

¢ That God would do a fresh work at our church.

Back to Table of Contents
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Lift Up Your Eyes and Look!

Most communities are made up of a combination of people groups. There are
things, in big ways and small, that differentiate us. Some would be offended at hear-
ing this. “Our church is for everyone!” So, let’s clarify: We are not discussing how
we're going to exclude some people, but how we will reach them.

In today’s session, we are going to look at a pin map showing where our members
live and hear a demographic report on the area we consider to be our church field.

Assignment

We are going to divide into teams and do a windshield tour of the community. By
that, we mean that will ride around and note the changes in recent years in our
community.

We are so used to running our routine routes in our commute to work and to
church that we can miss changes that are taking place. And, as things change, we get
used to those changes in a short time. We are looking around to see the bigger pic-
ture, the trends, and to identify the people groups who live on what we consider
our “church field.”

As we drive through our assigned areas, we will be asking God to show us the peo-
ple we can reach and our opportunities to minister. We will ask him to give us fresh
eyes to with which to look up and see.
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Observations Form For
Church Field Windshield Tour

What is Happening and Where Are Our Opportunities?

AREA OUR TEAM TOURED:

What is New?

Are there new housing developments?

In the new neighborhoods you toured, are there signs of children (such as toys in
the yard)?

[s there a new apartment complex?

[s there a new industrial complex? Factory?

What new businesses have opened? If so, who is their clientele?

What Has Changed in the Last Five Years

What businesses have closed?

Existing Neighborhoods: For each neighborhood that was here five years ago, would
you say this neighborhood now looks:

New & Fresh ~ Stable & About the Same  Showing its Age  In Decay

What else has changed that impacts the community?
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Interviewing

Community Leaders
CITY GOVERNMENT | LAW ENFORCEMENT | SCHOOLS | BUSINESS | MEDICAL

INSTRUCTIONS

¢ Call ahead for an appointment. You can meet with more than one person at a
time.

0 Introduce yourself and explain you are there on behalf of our church.

¢ Explain you are one of several people doing this needs assessment throughout
our community.

¢ Say, “Thank you for your time. We represent our church because we want to
learn more about our community so we can be better neighbors.”

0 Ask the questions below. Listen carefully. Take good notes. Try to write exact
quotes.

¢ If the person you are interviewing doesn’t have an answer to a question, go on
to the next one.

0 Thank this person profusely at the end of the interview.
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Interview Form For

Community Leaders
CITY GOVERNMENT | LAW ENFORCEMENT | SCHOOLS | BUSINESS | MEDICAL

PERSON INTERVIEWED:

POSITITON:

QUESTIONS

What are the strengths you see in this community?

What problems in our community do you see that disturb, grieve, or anger you?

What have you, in your position, made progress on?

What trends or changes in our community are you seeing?
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Summarizing What We’ve Learned About Our Church Field

What is the population in the area we consider to be our church field?

[s the population increasing or decreasing?

What did we learn from the community leaders we interviewed?

What about the demographic group from which most of our members come, is that
population increasing or decreasing?

Who else lives here? Are they like the people who attend our church?

[s the community changing? (Culturally, socio-economically, etc.)
For example, it isn’t unusual to see a city grow out to an area that was once a rural
or small-town area. Or... it’s the other way around.

Would the new folks in the community feel comfortable in our church?

If our church cannot reach a significant percentage of people from this pocket of
people, and there is not another church that is effectively reaching them, are there
some Christians we could partner with to reach them?
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[s our church made up of people from the community or do they drive in from out-
side the community?

Does our membership reflect the distribution mix of the local population?

What is the slice of the population within five to ten miles that we can most effec-
tively reach and what are their characteristics?

Should we try to move the circle out and reach a wider area? (Perhaps using off-
campus ministries.)

[s there an untapped people group the Lord would have us reach?

What compelling needs here are we uniquely suited to meet?

\/ If we follow the Holy Spirit’s leading, and work the plan God gives us, and stay
prayed up, and keep the devil out of the church, what is our best estimate of this
church’s growth potential at this location?
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An Evaluation of How Well We're Fulfilling Our Six Main Functions

Step Four

Step Four is when we evaluate how well we are fulfilling our six main functions as a
church: Christ-centered Worship, Biblical Instruction, Prayer, World Evangelization,
Nurturing Fellowship, and Caring Acts.

In this evaluation we are looking to determine our strengths, to identify the things
we do best, and to describe our niche — not cast blame. Certainly, we are also look-
ing for some wins. There may be a signature ministry which needs to be celebrated.
A ministry of the church may need to be given more visibility. Sometimes, we need
to get off cruise control and revisit why we have a ministry and freshen it up. And
then, there may be new opportunities we want to seize.

Getting Ready for this Step

In this step, we will provide an overview of the six main functions. Then, we will di-
vide into work groups, which will get the help of a denominational consultant or a
local Christian leader to assist in evaluating each function and to make suggestions.

Prayer Time
To begin our meeting today, we want to ask God to:
0 Give us courage to see our ministry as it really is and how effective we really are.
¢ Show us where people may be falling between the cracks.
¢  Show us the first steps to take to take our ministry to a higher level.
0 Give us the eyes of faith to see what our ministry could become.

¢ That God would do a fresh work at our church.

Back to Table of Contents
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Overview

In Step Five, we are going to create work groups to analyze how we’re doing in re-
gard to the six main functions of the church. There is a resource sheet for each work
group and, if a work group needs some coaching along the way, we will call on de-
nominational leaders or friends from other churches in our area to help us. Howev-
er, as we begin, let’s affirm a couple of things up front:

First, few churches, if any, are an A+ in all six areas, no matter how large they are or
how many resources they have. So, don’t let this go toxic. We are looking for wins,
here — not someone to blame or attack.

Second, the smaller the church, the more difficult it is to excel in multiple areas, to
be a “full service church.” They don’t have the money or the staffing. But the good
news is that isn’t what people are looking for in small church. So, you want to have a
clear idea of who you are, and do small well.

Here are the six main functions we’ll be looking at:
Christ-centered worship.
Biblical instruction.
Prayer.

1

2

3

4, World evangelization,

5 Nurturing fellowship, and
6

Caring acts.

You could call some of these functions by other names, break some into two parts,
or combine one or two of them and have a shorter list. You could possibly improve
the wording. But this is how we’re listing it.

Don’t get the idea that because we are asking a million questions, your church needs
to implement a million new things. The questions help us think and learn. Occasional-
ly, one question here stands out and another there pops out. And the Spirit prompts us,
“Give this your attention!”

So, let’s look at what involved in each of these main functions:
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Christ-Centered Worship

Perhaps calling it Trinitarian worship, instead of Christ-centered worship would be
better, but the point of the wording is that worship isn’t a show performed for an
audience. Worship is about God and expressed to God.

Worship also involves thinking about God and delighting in His character. Not only
do we love God, we like Him.

Worship isn’t about stirring our emotions only; it also involves thinking about God.
As Jesus reminded us, the greatest commandment includes loving God with all our
hearts and minds.

There is an element of duty in worship, of giving the Lord the glory due His name.
One should go to church whether or not he is in the mood — worship is a Christian
discipline. But also, worship is a believer’s most natural response to a fresh glimpse
of God. And our worship services should give our members just that, a fresh
glimpse of God.

Worship involves both joyful celebration and reverent contemplation. It’s not al-
ways a “foot-stomping good time in the Lord.” Nor is worship always a solemn ex-
pression of “I Surrender All.” It is both.

Small churches sometimes feel that they lack the resources to offer quality worship
services. However, worship can always be meaningful.

Biblical Instruction
Biblical Instruction includes:

0 The preaching of the Word in the worship services, and...
¢ The teaching of the Word in small groups, and...

¢ Disciple development in very small groups or mentoring relationships.

This ministry encompasses training people how to live the Christian life — Bible
study, prayer, fellowship, witnessing, the Spirit-filled life. It includes teaching bibli-
cal doctrine. It equips for Christian service.

This is not the idea of “stepping on peoples’ toes,” but of building them up in the
Lord. As someone put it, in disciple making, one tells them why, shows them how,
gets them started and keeps them going.
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Prayer

No church rises above its prayer life. If you want what good organization and nice
people can do, join a civic organization. If you want to see what God can do, pray!
The church and its mission runs on prayer. People in our community need our pray-
ers. Our members need our prayers. Our ministers need our prayers. Pray!

World Evangelization

This category includes both evangelism locally and missions. By evangelism we
mean more than inviting people to attend our church, though sometimes that repre-
sents a great start. By missions, we mean evangelism that crosses cultural, lan-
guage, or geographical boundaries.

Local Evangelism

Let’s say up front that evangelism is in a very different place than it was a few dec-
ades ago. The culture has changed. People know less gospel than they used to know.
Evangelism often requires a slower Crockpot approach now days rather than a
quick pop into the microwave. It requires a more relational approach.

World Missions

Many congregations have had someone who opposed missions by saying that
“Missions begins at home,” the fact is what happens at home isn’t missions. It
doesn’t meet the definition of the word.

Second, it is a clear violation of what Jesus commanded us to do. Jesus — the One
with all authority in heaven and on earth — that Jesus — told us to make disciples
of every people group. That Jesus told us told us that those upon whom the Holy
Spirit comes will be witnesses in two categories of places: Both... at home in Jerusa-
lem and in a second category, Judea, Samaria, and the uttermost parts of the earth.
If we wait until we reached everyone at home we would never go, because there
will never be a time when everyone at home will come to Christ.

Missions involvement includes financial support, prayer support, moral support,
and mission trips to provide more “hands on deck.”

Nurturing Fellowship
We join a church because the Christian life must be lived out in community. We
need people around us for encouragement, for examples, and for accountability. We
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need to have people in our lives whom we have given permission to ask us where
we’ve been. Watching services online will not meet this need. Nor will sitting in the
back of the room during the worship service.

And the sixth main function of a church is...

Caring Acts

Here again, we can see two ways in which this is important. The first way is in tak-
ing care of each other in times of need or crisis. The second way is in assisting the
poor, which Jesus spoke so often about. Some of us use the word benevolence while
other churches call this outreach.

Of course, these days we have social security, EBT cards, and other forms of assis-
tance that weren'’t available in the first century. That should be factored in.

There are numerous reasons people can experience financial need — a sudden
health crisis, unexpected layoffs, having special needs or a disability, they are elder-
ly, drug addiction, dependence is what they grew up with and it seems normal, no
one ever showed them how to manage money or to how to keep a job. Identifying
such needs in your community can help you identify a ministry niche. A food distri-
bution to the many children who go undernourished during the weekends, for ex-
ample.

The Strategic Planning Team will regather to hear the reports from each workgroup.
We will discuss the findings and come to agreement on them. We will then prepare a
summary report.
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* Christ-Centered Worship

Questions for the Workgroup to Answer

[s there a spirit of expectancy as people gather to worship?

What are the parts of our worship service?
Do we need to add a new part? Remove a part? Or change a part?

Who are the sermons designed for?

Who is there to hear the sermons? Growing Christians? People we are trying to
reach with the gospel?

What is the music style? Does this style please the members? Will this style of
music help us to attract new members from the community?

The worship of the congregation: Does the congregation come to watch the
“church show” or do they come to worship? Just go through the motions? Does
one sense an “unto Him” tone in the services?

Resources for the Workgroup

Small Town Baptist .Net
https:/smalltownbaptist.net/worship.htm
Then, look under the Worship tab

And also The Small Church subindex:
https://smalltownbaptist.net/small_church.htm
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i Biblical Instruction

Questions for the Workgroup to Answer

Are we developing self-starting disciples?

Are we seeing active spiritual growth? Are lives being changed?

Do our members know how to study the Bible for themselves?

Are members being trained in Christian doctrine?

Do members know how to share their testimonies?

Are members being trained for Christian service?

Do we call/hire our staff to do all the ministry for us or to equip the members to
do the work of the church?

When someone wants to “really dig into the Word,” where do you go in our
church?

How well is the Bible taught in our classes/LifeGroups?

Are we due to provide fresh, quality training to our class leaders?

[s it time to reorganized our classes and have members “re-enlist”?
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i Biblical Instruction

What is the average attendance per adult Sunday School class?

How many classes do we have?

Is it time to start some new classes?

Do our classes function so as to offer “entry-level” discipleship?

When a person accepts Christ, do we have material or resources to use to help
them get started in the Christian life?

Are people being taught how to discover and use their spiritual gifts?

There is an evangelistic and fellowship component to LifeGroups/Classes:

“When we expose people to the word of God and the people of God, over time, the
Spirit does a work of God to bring them into the family of God.” Is this happening
in our classes?

Resources for the Workgroup

https://smalltownbaptist.net/strategies.htm

(look under Sunday School/Small Groups)
Lifeway.com

(Search “Sunday School” or “Dsicipleship”

It will then show Products, Articles, and FAQs,
click on Articles)

Ministry Safe: https:/ministrysafe.com/onlinetrainings/

GroupLife Training Videos: https://vimeo.com/showcase/11746776

50



https://smalltownbaptist.net/strategies.htm
https://www.lifeway.com/
https://ministrysafe.com/onlinetrainings/
https://vimeo.com/showcase/11746776

<k Prayer

Questions for the Workgroup to Answer

What do we pray about here? Spiritual concerns and lost people, or for the sick
only?

How much do we pray here? Do we give significant time to intercessory prayer at
the midweek service?

In planning, do we pray and make decisions at the leading of the Holy Spirit, or do
we make our plans and then ask God to bless them?

[s it common to hear in a committee meeting, “Let’s have a quick word of prayer
and get started”? As if prayer got in the way of the important business?

How do we communicate sudden prayer concerns?

Does our church have an intercessory prayer ministry or special emphases at
which we actually pray?

Resources for the Workgroup

Small Town Baptist. .Net
Under the Worship tab and, then, under the Prayer subheading.
https://smalltownbaptist.net/worship.htm#prayer
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i World Evangelization

Questions for the Workgroup to Answer

Local Evangelism

How effective have we been in populating heaven and depopulating hell?

[s the kingdom of God being added to or simply rearranged as members move
their membership from other churches?

Mostly, who have we been baptizing? Children of our members or previously un-
churched people?

What is our ratio of resident members to baptisms?

In the last two years, how many new classes /LifeGroups have been created to
reach a new group of people? Is it part of our strategy to classes to reach un-
reached pockets of people in our community? Would the suggestion of sponsor-
ing a new class in order to reach new people be divisive or welcomed as an op-
portunity for outreach?

Would the suggestion of sponsoring a new class in order to reach new people be
divisive or welcomed as an opportunity for outreach?

What evangelism training have we offered in the last two or three years?

What evangelistic events have been held in the last three years? How effective
were the events we held in our community?
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i World Evangelization

Questions for the Workgroup to Answer

Global Evangelism

For the purposes here, missions is defined as evangelism that crosses cultural,
language, or geographical boundaries. For example, a GA class visiting the nurs-
ing home counts as ministry, but does not meet the definition of missions.

Does the church engage in doing missions or is missionary involvement limited to
WMU meetings and missions offerings?

Describe the interest level of the congregation in world missions:

Has the church been involved in starting a new congregation to better reach peo-
ple from another race or language group? Be willing to?

Does our church partner with a smaller church to provide assistance?

Do we have an ongoing partnership with International or North American mis-
sionaries?
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Sk Nurturing Fellowship

Questions for the Workgroup to Answer

Christians are “recovering sinners.” Is our congregation a good support group? Is
this a safe and nurturing place to grow spiritually?

While conversations will cover every imaginable subject, how Christian is our fel-
lowship? Do we have Christian fellowship, or just fellowship?

How good are we at welcoming visitors into our building?

How easy is it for an outsider to find his way into our fellowship? Do they find
themselves quickly included or is everyone enjoying their friends so much new-
comers can go unnoticed?

When people join the church, do we have a plan to involve them in the life and
ministries of the church or do we consider the deal closed?

Do our classes/LifeGroups have regular get-togethers?

How unified is our congregation? In its normal state, the church exists in a unity
produced by the Holy Spirit. Disunity results from our own selfish motives and
actions.

[s our congregation unified around the biblical mission and message?
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Yk Caring Acts

Questions for the Workgroup to Answer

How good are we at taking care of each other in times of need, crisis, or sorrow?

Are newer members accidentally neglected sometimes, falling between the cracks
because they haven’t had time to develop close friendships in the church?

Do we take good care of our in-service members who teach a children’s class?

Do we take care of the poor as Jesus taught us to do?

Do we do a good job of taking care of our elderly members?

[s our church designed on the basis that the clergy will do the ministry and the
members will attend and pay the bills? Or is our church organized for the mem-
bers to do ministry, too?

What ministries are we involved in that involve caring acts? Is there a Christian
food bank or clothes ministry in which our church takes part?

Have we started any new projects or ministries of this type recently? Is there a
need for one?
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What Do We Do Best? What is Our Church’s Niche?

List the six main functions of the church into three tiers, excellent, average, and
below average:

0 What are the top two to three functions as practiced at our church?

¢ At what are we excellent?

¢ Of which of the six main functions are we doing an average job?

¢ What are the functions in the bottom tier?

Further...

What does our congregation as a whole do best in ministry?

What does our staff do best?

What is the best ministry we have added in the last two or three years?

What do we do well that we need to make more visible?
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[s there an ineffective ministry on which we need to “pull the plug”?

Where would it be easiest to raise the quality of what we offer?

On what gifts and skills of our volunteers can we build?

Can we identify a way we can get a quick win?

Are there some items which stood that need to be held before the church and
placed on the back burner — something we need to do, but not immediately?

v Bottom Line: As we’ve reviewed all these questions, what items really popped
out as something we should address? What is the Holy Spirit prompting us to do?
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€) Where we Meet

A Systematic Evaluation of Our Facilities for Ministry & Outreach

STEP FIVE

In Step Five, we are evaluating our space as it impacts our ministry. This will in-
clude our location, site, curb appeal, capacities, and quality. Our buildings have
much meaning for us and we become attached to them. However, our buildings can
give impressions to the community we don’t intend to convey. Our building capaci-
ties can limit our growth. The shape of our buildings can dictate our ministry plan
when our facilities don’t provide the functionality for certain events or uses.

Getting Ready for this Step

For this session, you will need accurate attendance numbers for the history of the
church, at least the last ten years. Your denominational state office should be able to
help you with that. Put this information into graph form and distribute in the meet-
ing.

Prayer Time
To begin our meeting today, we want to pray that God will:

0 Enable us to see our building like the people in our community perceive it as
they drive past.

¢ Enable us to see inside our building as if we were first-time guests.
¢ Show us our opportunities.

¢ Do a fresh work in our church.

Back to Table of Contents
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@ Where We Meet

Putting Fresh Eyes on Our Facilities

When we’ve been a part of a church family for a while, we don’t see our facilities the
way our first-time guests do. On Sundays, church members are looking forward to
seeing each other. Our guests notice the crack on the wall. For us, relationships and
our worship experience surpass in importance the building. However, our guests
may view our building like their great grandmother’s house — out of date and un-
appealing. Every congregation should periodically evaluate the quantity and quality
of their space, and try to see it through the eyes of someone who drives by and
those of a first-time guest.

The Home and Office Rule
Here is a rule of thumb: A church building should be at least as nice as the homes
people live in and the offices where they work in the community.

Consider how Other public buildings in your community may be setting the stand-
ard. For example, has a new school been built? Are people still buying groceries in
the same grocery stores since your church was built?

Consider the rising standard of living in America. Since World War II, homes have
been built ever larger and nicer. Do you live in a larger home than the one you grew
up in?

No one wants to take a “step down” in the quality of their accommodations to at-
tend church. Here’s the problem: As our homes get nicer, many existing church
buildings look older and more worn out.

Here are some areas for consideration:

Visibility & Accessibility

Many times a church will build somewhere off the beaten path, perhaps in a subdi-
vision, but no one will pass the church on the way to work or to the grocery store.
New people in the area never consider visiting - they don’t know the church exists.
Other times, churches will build in plain sight, perhaps by an Interstate, but no one
can figure out how to get from the Interstate to the building - so clear accessibility
is important also. A poor location limits your potential. And, if you are in an
“invisible” location, then you must make a commitment to massive amounts of ad-
vertising in the community.
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The Importance of “Curb Appeal”

Imagine you are driving down the Interstate with your family on vacation and you
need to purchase gas for the car and to let the children go to the restroom. You get
off the exit ramp to find two stations. One is older and looks a little worn with the
years. There is rust on sides of the metal building. There are grease spots on the
concrete by the pump.

On the other side of the road is a brand new station. Everything at this station looks
new and clean.

Which one are you going to stop at? Even if Dad wants to stop at the one with best
gas prices, Mom is not going to allow her babies to go to the restroom in that dump!

Curb appeal includes such matters as your sign, the appearance of the front of your
building, your parking lot, and an obvious entrance into your building.

People driving past may not know any of your members; they know only what they
see of your building as they drive by. You're telling them who you are. Curb appeal
is your first impression and, as we all know, you get only one opportunity to make a
first impression.

When a community starts growing and new people start moving in, there is often
the question of whether their church will appeal to new folks moving in. This starts
with curb appeal. They will ask themselves, “Are these folks like us?” “Will we fit in
there?” “Will they let us in?”

Sometimes a congregation can enjoy themselves so much they are blind to barriers
they unwittingly put up to the new people moving in. A church has to determine if
they are able to reach the new folks moving into the community and, then, make
conscious choices to establish new classes and groups to make these new people
comfortable and include them. Do you have the classrooms to start those new clas-
ses?

Preschool and Children’s Space

When selecting a church, mothers will compare what they see at your church to the
day care they use. The day care is in a competitive business; they know they have to
provide nice facilities to attract client families. Additionally, state law requires such
facilities to meet certain standards. If your church doesn’t provide space that meets
that level of expectation, she will continue her search for another church home. Bad
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preschool space doesn’t only limit preschool attendance, it also means we lose their
parents!

It will not matter to her if the government does not require churches to meet these
standards, that the building provides wonderful memories for its members, or that
it worked just fine when the senior adult members were raising their children. That
mother has a picture in her mind of what she thinks it's supposed to look like or
she’s out of there!

LifeWay recommends 35 square feet per person in preschool classes and 25 square
feet per person in classes for children, grades 1-6. (OK, sometimes a church can
make 25 square feet per preschooler do in a pinch)

[t is a surprise to many that preschool and children’s spaces should be so large. Peo-
ple guess that since children are smaller, they need smaller spaces. It would be
more accurate to say that since preschoolers are more active, they need more space.
Adults sit down in chairs and don’t move around the room during Sunday School.
Not so with preschoolers and children, who learn by doing.

Again, this is what people are used to in the outside world. For example, the state of
Alabama requires - by law - a minimum of 32 square feet per child in day care facil-
ities. The code reads: “There shall be at least 32 square feet of indoor activity space
for each child.” They further specify that “Bathrooms, kitchens, isolation room, of-
fice, halls used as passageways, and storage areas shall not be considered when
computing activity space.”

Restrooms

Restrooms are an often-overlooked, but important part of our buildings; their quali-
ty makes a huge impression. Sometimes, older church buildings have restrooms
that don’t meet the requirements of the American Disabilities Act; that is, they
aren’t ADA compliant. Restrooms are often too hard to find, too small, and offer too
little privacy. Some smell too bad. And some are very well kept and carefully
cleaned, but they don’t look clean; they’re just old.

What We’re Seeing in Adult Classrooms Now Days

Most of our churches used to have classrooms with chairs in against the wall, in a
“rectangular circle” in a manner of speaking. This facilitated discussion and also the
maximum capacity of the room.
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Today, if one walks through the buildings of many evangelical churches — those
that still emphasize Sunday School — you will see tables. Sometimes as many as
four tables put together in the middle of the room.

One can understand why. People get that “At home, around the kitchen table with
family” feeling. It also provides a place to put your Bible and materials and a writing
surface.

However, we need to understand that once we put a table in the room, the capacity
of the classroom is now: How many people can have a seat at the table. Not sitting
behind someone else who has a seat at the table.

We still see classes for older ladies with a lot of decoration, a table for the teacher
and a table for the secretary.

We still see lecture classes — with the chairs in rows facing the front.

We often see one class with a gifted teacher, with a large attendance, which is often
almost un-age-graded. The fellowship doesn’t have a commonality, except for their
appreciation of the teacher.

Occasionally, we see a niche market class which meets the specific needs of a few.
They generally don’t need a large room.

And sometimes, though all too rarely, we see a new class created to reach people
from an unreached pocket of people in the community.

All of these approaches — and the sizes of rooms needed to accommodate them,
should be taken into consideration when a church builds or renovates their educa-
tion space. And we need to consider including rooms to add new classes as we
grow.

The 80% Rule
When — over the course of a year - your attendance average reaches 80% of your
rated capacity, growth will stop.

Some Sundays will be higher, some will be lower, Easter may be over capacity, holi-
day weekends may be very much below capacity - but we speak here of your aver-

age over the course of the year. Many contemporary churches believe that percent-
age to be closer to 70% in worship.
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People like to have a little elbow room. They do not like to be packed in like sar-
dines. Visitors feel awkward taking the last available chair. Families want to be able
to sit together when visiting a new church.

The 80% rule applies to Sunday School classrooms, to worship centers, to choir
lofts, and to church parking lots. It even applies to preschool and children’s rooms.
Even though small children don’t drive themselves to church, their parents will stop
bringing them if the room looks too crowded.

If you were building a new classroom for an existing class of, say, 8 people in aver-
age attendance, you would need to build it at 125% of 8 (that is, providing for a ca-
pacity of 10) to keep your room from being over 80% full. Now if you want that
class to grow, you will want to add additional capacity above 10.

Land Area

One acre of build-able land will provide space for 100 to 125 people at one time.
However, if you have a septic tank and field lines, you can’t build anything on top of
that. If you are in a city with codes concerning setbacks or green areas, that means
more land area will be required.

Parking requires about one acre per 100 cars, with straight-in parking. Those nice
angled parking spaces require more room.

Room to Grow

Remember, you will want to provide yourselves room for future growth. What may
be enough land for now, may not be enough later. Don’t limit your future by buying
only enough land for the size church you are now.

Balanced Space
Parking and worship and education space all need to work together and have ca-
pacities that support the attendance of the other kinds of space.

Your parking lot has to provide enough parking places for enough people to be able
to attend your largest service.

Your Sunday School has to provide enough space for every age group. Inadequate
space for any one age group can be a bottleneck to growth for the overall congrega-
tion.
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Ministry Plans Should Determine Building Plans
Are your church facilities like:

0 A shoe that tells your foot how big it can grow to be?

¢ A museum run by a historical committee, communicating that our memories
mean more to us than our mission?

0 A funnel that shapes your ministry plan?

Either your ministry plan shapes your building plans
or your building plan dictates your ministry plans.

Does your church not have some events because you don’t have the right kind of
space for it? The building then becomes the tail that wags the dog! How you will do
ministry in the building should determine how you build it!

Church Facilities Don’t Cause Growth, But They Can Prevent Growth
Certainly, it is not enough to have quality classrooms if you don’t train teachers. It is
not enough to have a wonderful worship center if true worship isn’t taking place.

Unattractive buildings may keep people from ever visiting a church, but attractive
buildings won'’t keep them coming back if they aren’t ministered to. Buildings don’t
do ministry, people do!
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Evaluation Form For
Church Location

A Systematic Evaluation of Our Facilities for Ministry & Outreach

What are the advantages of our location?

How close is our location to the members presently attending our church?

How close is our location to the folks the Lord has led us to reach?
(Check against Pin Map showing where members live)

How visible is our location?

How accessible is this location? How easy is it to figure out how to get to it once it
is seen?

Will this be a good location in twenty years?

How safe is our location & parking lot?

Does our location help or hurt our mission?
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Evaluation Form For
Church Site

A Systematic Evaluation of Our Facilities for Ministry & Outreach

How much land do we have? How large could our church grow to be on this site?

Can we reach our growth/mission potential on this site?

Do local building codes allow us to fully develop our site?

[s our site as large as our vision?

How much off-street parking could we have on this site?

Do we have a master site plan? s it up to date or does it need updating?

If landlocked, could we buy surrounding properties to expand?

If we don’t have city sewage, do we know where the field lines are?
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Evaluation Form For
Curb Appeal & Parking

A Systematic Evaluation of Our Facilities for Ministry & Outreach

What is the first impression of the building as one drives past?

What kind of people would a passerby think attend church here?

Does the building look well-kept and fresh, or like it’s seen its better days?

How many off-street parking spaces do we presently we have on this site?

At 1.9 people per car, what is the capacity of the parking lot?

Does the parking lot capacity match the worship center capacity? Would it support
attendance on our biggest Sunday of the year?

How many spaces could we add here (if needed)?

How easy is it to find the parking lot? Is it visible?

How well lit is the parking lot?

Does the parking lot need to be resealed or resurfaced?

Remember, when your parking lot is 80% full,
for growth purposes, it is full.
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Evaluation Form For
Preschool & Children’s Education Space

A Systematic Evaluation of Our Facilities for Ministry & Outreach

Preschool Space

Do we have a secure check-in area?

How many preschool rooms do we have?

At 35 square feet per person in attendance, what is the capacity of our preschool
education space?

Are the rooms on ground level?

Do the rooms have child size restrooms adjoining them or must a teacher leave the
room to take a child to the restroom down the hall ?

Grades 1-6 Space

How many children’s classrooms do we have?

At 25 square feet per person, what is the capacity of our children’s (Grades 1-6) ed-
ucation space?

Remember, when preschool or children’s space is 80% full,
for growth purposes, it is full.
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Evaluation Form For
Youth & Adult Education Space

A Systematic Evaluation of Our Facilities for Ministry & Outreach

Youth Space

The way we do student ministry here, both on Sundays and in midweek services,
what do we believe our capacity for the youth space to be?

If you use classrooms: At 12 square feet per person, what is the capacity of your
youth division?

Adult Space

What is your average total adult division attendance?

How many adult classes do you have?

What is the average attendance of your adult classes?

How many classes meet around tables?

How many “chairs in rows” lecture classes do you have?

How many “chairs around the wall” discussion classes do you have?

At 12 feet per person, what is the capacity of the room in your adult division?

Remember, when youth or adult space is 80% full,
for growth purposes, it is full.

69




Evaluation Form For

Balanced Education Space
A Systematic Evaluation of Our Facilities for Ministry & Outreach

In churches experiencing rapid growth, a typical breakdown of the age groups often
looks like this:

Preschool: 15% of the total attendance
Children: 15%

Youth: 13%

Adults: 57%

In churches which are more established or which have leveled off on a plateau or
located in slow growing communities, then the attendance percentages shift more
toward the adults. You will see breakdowns like this:

Preschool: 8-12% of the total attendance
Children: 8-12%

Youth: 7-10%

Adults: 60-65%

Taking our estimated growth potential, and multiplying the percentages above, do
we have sufficient space for each age group? Are they in balance?

[s there an age division which could be a bottleneck for growth?

What could be done immediately to resolve space issues?

Do classrooms need to be reassigned to provide better to preschoolers, children, or
senior adults?

If the answer to the question above are something like, “We don’t have young peo-
ple in our church in those large percentages; we have more space than kids.” Then,
do we need to discuss relocation?
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Evaluation Form For
The Worship Center

A Systematic Evaluation of Our Facilities for Ministry & Outreach

[s there an obvious main entrance that is easy to find and identify?

[s there a Welcome Center they would feel comfortable to go ask questions?

Can your guests find the restroom without having to ask where it is?

Does your space communicate, “Welcome Home. We've been expecting you!”?

[s there a place where attendees can sign up for events?

Is there a place where people can find resources or recommended books?

[s there fellowship space where people can talk before or after services?

What is the current seating capacity of our worship center? At 22 inches per per-
son? At 24 inches per person? (Or counting chair capacity as applicable. Consider
also, if choir members come down from the loft.)

[s the worship capacity in balance with the parking and education space?

Can late-arriving guests find a seat in the worship center without having to walk
past everyone to the front of the room?
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Evaluating the Worship Center Form, continued

In what non-musical ways do you worship? Does your space help or hinder that?
Are there ways you would like to do this, but your current space hinders it?

[s your space conducive to setting the right tone? What tone does it set now? What
would an outsider guess the tone in the services was if they came into your empty
worship center on a weekday? What might make the tone better align with your
goals?

Recognizing that what makes a worship center feel like a sacred space varies with
different people and places, does your worship center feel like a sacred space to
your congregation?

[s there a section of seating in the room that practically invites people to sit and
watch other people worship, instead of participating in worship?

What kinds of special services is your space perfect for?

What special services can you NOT have because your space will not allow for it?

How well suited is your space for funeral services?

How well suited is your worship space for weddings?
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Evaluating the Worship Center Form, continued

[s your sound booth located where your sound crew can hear the same things the
congregation is hearing in the room?

Does your sound booth provide adequate space for operating video streaming, con-
trol of production lighting, etc. - in addition to sound enhancement for the room?

Are the acoustics good? Or is there a lot of echo?

[s the platform area better lit than the house lighting so attendees are assisted in
focusing on the sermon, etc.? Or, are there distracting shadows on the singers’ fac-
es?

Does your production lighting offer sufficient options? LED?

[s your video format widescreen?
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Space Evaluation

General Issues
A Systematic Evaluation of Our Facilities for Ministry & Outreach

[s it easy to find the entrance and your way around inside the building?

Restrooms: Enough? Private? Clean? Findable? Good signs?

[s the space functional for the programming needed to reach the people we are try-
ing to reach?

Signs: Can you find your way around the building?

Do we have offices if we need to add new staff?

Do we have adequate storage?

Do we have too many closets and flower and decoration rooms? Do these prevent
us from starting new classes?

Where are our copies of our legal documents? Do have all the title deeds, blue-
prints, etc. where we can find them? Are they kept safe?

How recently did we last reevaluate our property and liability insurance coverage?
[s it time to re-shop this?
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The Ghurch We're
supposed To Be

Charting a Course to More Effective Ministry and Outreach

STEP SIX

You have studied your church. You have studied your community. You have evalu-
ated your ministries and your space. You have answered a thousand questions. And
of those questions a few really popped out! In Step Six, we clarify the end goals we,
as a church, should embrace. The end goals are far more important than any pro-
grams or approaches we may utilize to reach them. So, though the team may recom-
mend some specific approaches, we want to help the congregation focus on the bib-
lical goals. Of particular importance is your plan to implement the recommenda-
tions. Otherwise, you aren’t planning to become healthier and more effective; it’s
only a wish.

Getting Ready for this Step

Plan for a significant amount of time for these sessions. Have a white board and
markers that will write. Provide refreshments. Ask workgroups to bring reports
and see that everyone listens attentively. Keep talking issues through until there is
a Spirit-led consensus regarding recommendations.

Prayer Time
In our prayer time today, let’s ask the Father to:
¢ Show us, please, our ministry opportunities.

¢ Guide us to be intentional in bringing people who are outside the Kingdom and
outside the church into a life-changing relationship with Christ and into vital
connection with the church.

¢ Provide us with a clear, unanimous sense of direction concerning what should
do as a church.

¢ Give us the words to explain to our fellow church members where we are as a
church and what actions we should take.

¢ That the Lord would move in our church so that they rise up and take action.

Back to Table of Contents

75




A The Church We're Supposed To Be

Writing Your Report

Final Draft of Your “About Us” Document

Take out your preliminary draft and update and refine it as needed. This needs to be
front and center in your report, as it affirms your niche in the Kingdom and in the
community. It sets a positive tone for the rest of your report—we are building on
our strengths! And it gives your members words with which to describe their
church in positive ways. Put it on your web site. If you can, make a video, using this
document as the script.

Wording Your Recommendations
As you make recommendations for spiritual and ministry advance, strive for con-

structive wording:

0 “This church was founded on the vision of... and here is how our recommenda-
tions carry that vision forward...”

¢ “In addition to... we should..”
0 “We cannot be content with... we must seek to...”

Before bringing to the congregation recommendations for change, it is vital to com-
municate with stakeholders and that they be onboard. For example, you wouldn’t
want to recommend significant changes in the Sunday School when the teachers
haven’t yet heard anything about it. Or changes in the music ministry without com-
municating with your musicians.

Implementation Plan

We are charting a course to more effective ministry and outreach. So, at this point, it
will be crucial for the team to bring something more than a list of “good ideas that
somebody ought to do.” Instead, it should include details and deadlines and as-
signed persons.

0 Who will be responsible to see that each recommendation is actually implement-
ed? Avoid delegating all of this to the pastor or making him the bad guy.

¢  What is our target date for implementing each recommendation?
¢ Who will bring budget recommendations for needed resources?
¢ How will we reinforce the idea that when the congregation votes for this plan,

we're actually going to do it?

The implementation plan is at least as important as the ministry plan!
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A The Church We're Supposed To Be

To Become the Church We’re Supposed to Be...

Do we need to invite one of the outside consultants to come explain to the rest of the
congregation what he helped us to see?

Is there some way we could we get a quick win?

[s there anything we need to start doing right away to make disciples?

Do we have what has been considered by many our “signature ministry” which is
really more of a “tail that wags the dog”? Which drains an excessive amount of time
and effort away from making disciples?

Each church has a limited amount of resources; do we need to reset some of our pri-
orities? If so, which ones?

[s there some improvement to our ministry we could make immediately?

Considering community trends, is there a new ministry we should start?
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A The Church We're Supposed To Be

For what do we need to lay the groundwork regarding future steps?

[s there something we should on the church’s dream list and keep before the con-
gregation?

Do we have a ministry which needs to freshened up or rebuilt from the ground up?

[s there a stump we need to plow around? How can we do that?

Considering where we are right now spiritually, do we need to have revival services
or a spiritual renewal emphasis? A major prayer emphasis? A special emphasis on
church unity?

Resources:

Church Equippers
https://churchequippers.com/

Small Town Baptist. .Net
Under the Worship tab and, then, under the Prayer subheading.
https://smalltownbaptist.net/worship.htm#prayer
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https://smalltownbaptist.net/worship.htm#prayer
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BB} The Case for Relocation

Discovering if Moving to a New Location is the Best Way
To Engage in Significant Ministry and to Secure Our Future
Then, Making the Case, if itis

STEP SEVEN

This is a step that may not be needed at your church. If you do, however, you con-
siders your location and your space. You considers your community and your abil-
ity to impact your community. And then, having considered all this, you seeks God’s
leading to determine if relocating is the best way to reach people, fulfill your mis-
sion, and secure your future. Typically, churches that relocate have discussed relo-
cation on three or more occasions previously. The subject kept coming up.

If your team senses God’s leading to recommend that the congregation relocate to
new facilities in a new location, the following information is for you.

Getting Ready for this Step

Gather all the information from the community study in Step 3 and the space study
in Step 5. You may want to bring in guest consultants to help you explain the need
to your congregation.

Prayer Time
In our prayer time today, let’s ask the Father to:
0 Show us, please, our best ministry opportunities.
0 Grant us humility to accept it when we cannot be effective.

¢ Deliver us from the idolatry which would make us more attached to our build-
ing than to our mission.

0 Give us the eyes of faith and positivity to see if You are leading us in a new way.

¢ That the Lord would do a fresh work in his church.
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mm) The Case for Relocation

Glenn Akins developed for churches what he calls a Space Matrix. It is a way of pic-
turing four possible postures, based on two realities: the quality of your space and
the quality of your location.

1. A church my possess good space at a good location
2. Or, your church may have bad space at a good location.
3. A church can have good space at a bad location.

4. Your church can meet in bad space at a bad location.
If you have good space at a good location, then celebrate! You're in great shape!
If you have bad space at a good location, then it’s time to renovate.

If you have good space at a bad location, it’s time to start investigating possible next
steps.

If your church has bad space at a bad location, you should have already relocated.
A bad location is one in which the church:

¢ Doesn’t have room to reach its growth potential, being landlocked.
¢ Oris hindered by a lack of visibility in the community.

0 Or the property cannot be improved so as to maintain its curb appeal or add ad-
ditional buildings.

0 Or the church is attended by people who are very different from the people in
the community — and the church is unable to bridge the divide.

¢ Abad location is one in which the church is unable to continue ministering effec-
tively.

Our church buildings are like our grandmother’s home: They evoke memories and

deep emotions for us.

“We were married in this Sanctuary and so was our daughter.”

“My mother taught Sunday School in this classroom for 45 years.”
“Our children were baptized here, as were we.”

Even the thought of leaving that behind can feel like a betrayal, a bitter pill to swal-
low. So, relocation can be a very challenging conversation. In fact, the majority of
churches which relocate have had that conversation at least three times.
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mm) The Case for Relocation

Considering relocation should be done in a slow, deliberate, and respectful process.

You will want to provide a factual explanation why moving to a new location is the
best way to engage in significant ministry and to secure your future.

Thus, you will want to give careful study to each item on the following worksheets.
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Evaluation Form

Relocation
The Best Way to Fulfill Our Mission & Secure Our Future?

Two Dimensions: Facilities & Location

23 Poor Location Good Location

28 Good Space Good Space

'S

T

c

° Poor Location Good Location,

85 Poor Space But Poor Space

& (Time to Relocate) (Time to Build
or renovate)

Poor Good
Location

Space Matrix from Glenn Akins. Used by permission.

Where are we on the above space matrix?

Our location/site studies indicate what course of action?

The findings of our space study indicates what course of action?
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Evaluation Form

Relocation
The Best Way to Fulfill Our Mission & Secure Our Future?

In recent years, have we been having a Christian influence in the local community?
Are we acting or being acted upon?

If the community is changing around you, and the presence of your church there has
done nothing to prevent negative changes, your church leaving will not make a dif-
ference.

Based on our study of the community, are we, or are we not, the best ones to reach
this population group?

What other options were considered?

Why were these options rejected?

In recent years, have we been having a Christian influence in the local community?
Are we acting or being acted upon?

How would relocation be consistent with our mission?

How would relocation be consistent with our church’s founding vision and history?

How would relocation secure our future?
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mm) The Case for Relocation

Based on our study of the community, are we, or are we not, the best ones to reach
this population group?

Where would we relocate to?

In broad terms, how would this work?

What would we do with the present facility?

[s there some way we can continue ministry to this community? Or partner with
another church to help them minister to this community?

How can we pay for this?

Besides money, what will this cost?

What evidence is there it will work? Will it prove to be worth it?

Is it too late, now?
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86




What If We Have No Good Options?

Options for a Declining Church
in a Transitional Community

Leaving a Legacy

Just as someone left us a legacy—the faithful believers who went before us and saw
the need for a church and started one to reach our community—we also should
leave a legacy. We should leave a legacy for the Kingdom.

Leaving a legacy is like planting a tree under whose shade we will not live to sit and
enjoy. When we plant trees, we cannot foresee exactly how they will grow, nor can
we control their shape as they grow. We can only sacrifice and plant, in the foot-
steps of our forefathers in the faith.

It is one thing to enjoy a legacy we have received, but people of faith also want to
leave a legacy to those who come behind them. However, for those leaders of
churches in a transitional community, it can be difficult to determine how to do this,
exactly. Here are some possible options:

Replant From Within

This is the first option most church members would look to. However, this is not
saying we are going to keep doing the same things in the same ways... but now get
different results. This is not an option without change; this option probably repre-
sents the most change!

Many churches have said, “We are going to stay at this location and minister to the

community.” But adding a clothes closet, alone, will not reach the community. Per-

sonal ministry connections have to take place off-campus. This is a total reorienting
of the congregation to reach the community.

Merge With Another Church to Reach Critical Mass

This necessitates at least one of the churches be willing to leave their present build-
ing. Also, this works best in terms of community impact, when there are young
adults in the churches. They aim for a make-up to match and reach the community
as it now exists - or some significant segment of its population. Mergers are not a
matter of one church assimilating another; they create new churches with new lead-
ers and new goals.
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Share the Building with Another Congregation

Have two churches at one location. The two congregations, of differing demographic
make-ups, meet at different times and share the expenses of building upkeep. Over
time, the new congregation may increase, as the other decreases in attendance.

Call a Pastor from the New Demographic Group in the Community
He will be better able to reach the group of people who live there and make up the
bulk of the congregation. He will lead you with a new style and in new directions
and you will be like the launch team for a new church plant. This option requires
great flexibility and adaptability on the part of current church members.

Partner With a Church as a Campus for Their Multi-Site Ministry

The multi-site church is essentially taking over the worship service and the style
and branding of the church. This church assumes many of the costs of operation.
Your church is partnering by providing the building itself. You will feel like you are
attending a totally different church.

Give The Property to a Healthier, Thriving Church That Needs It

Of course, you would want this to be a church which preaches the Bible and shares
the gospel. And this is a key: you must make such decisions while you are still able
to ensure that the new church which gets the building will carry on the same mes-
sage as your congregation.

Give the Building to a Church Planter So He Can Start a New Church
This has the advantage of seeing that the beliefs of your congregation continue in
that location. Again, you would want this to be a church of like-faith.

Sell The Property to Another Ministry at a Huge Discount
You can help a good ministry and still have some monies to place in a trust fund to
support missions or scholarships for ministers.

Sell The Property and Donate the Proceeds to the Association
Sometimes, the building is sold to a church of another denomination, but the Associ-
ation receives helpful ministry funding.
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Close Your Church and Give the Property to the Association

Change nothing. Attempt no new outreach. Just keep the doors open for as long as
possible for the existing members. When that is no longer possible, the church dies.
But, in your will, you leave the facilities to the Association, which assumes owner-
ship and determines the use or sale of the facility.

When Transferring Your Facility to Another Church or Ministry
Several approaches for doing this have been listed above. However, you want to
avoid transferring extensive repair bills to the new owners. You are trying to launch
them off with a good start. Some churches have left their new owners with unex-
pected repair issues which cripple them instead of launching them.

New Works Must Be Self-Governing

[t can be hard to turn loose. However, that is exactly the cost of most of the options
listed above. If we are to leave a legacy, we must allow new leadership to lead the
new work in reaching the community in its new make-up.

Resources for the Team:

Podcast:

Five Pathways for Dying Churches, Church Answers .Com
https://churchanswers.com/podcasts/revitalize-and-replant/five-pathways-dying-churches-revitalize-replant-002/

Articles:

Why it May Be a Good Time for a Church to Die, Paul Alexander
www.paulalexanderblog.com/leadership/why-it-may-be-good-and-time-for-a-church-to-die/#.YLJIX5YWSmSo

Can a Dying Church Find Life? Six Radical Steps to “Yes”, Thom Rainer
https://churchanswers.com/blog/can-a-dying-church-find-life-six-radical-steps-to-yes/

Hope for Dying Churches, LifeWay
https://lifewayresearch.com/2018/01/16/hope-for-dying-churches/
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