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A decade ago, my family and I relocated to Atlanta to start a brand new church.
Since I had no idea what to do, I joined every coaching network I could find. I went
through boot camps, assessments, and trainings, and on more than one occasion I
heard the same thing:
You are more likely to survive as a new church plant if you can get past 200
regular attenders as quickly as possible.
Thankfully, with God’s grace, we were able to
get past that number.
But everywhere I go, it seems consultants and
leaders continue to talk about this 200 number.
Whether it’s a new church or a church that’s
stuck, why is there so much emphasis on 200.
What’s the big deal?

You are more likely to
survive a new church
plant if you can get past
200 regular attenders
as quickly as possible.

I think there are three reasons.

FIRST, IT’S A BARRIER MOST CHURCHES DON’T BREAK.
You’ve probably heard the numbers. Barna reports the average Protestant church
has 89 adult attenders each week. Nine out of ten churches do not cross the 350
barrier. And only 2% have more than 1,000 in attendance.
When you look at the numbers on a line graph, there’s a big change around the 200
mark. In other words, only a small percentage of churches break the 200 attendance
barrier.

SECOND, LEADING A CHURCH THIS SIZE USUALLY REQUIRES SIGNIFICANT CHANGES.
This is probably the main reason churches don’t grow beyond 200. Change is hard,
and leading a church through this attendance barrier requires hard decisions, hard
conversations, and hard work.
You’re probably not going to tweak your way to breakthrough.
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FINALLY, A GUY NAMED ROBIN DUNBAR SAYS IT’S A BIG DEAL.
Dunbar, a British anthropologist studying primates, proposed humans can
comfortably maintain about 150 stable relationships. He says there’s a limit to the
number of people you can know and relate to.
Applying this to church leadership, there are somewhere between 150-250 people
a pastor can know and influence personally. Perhaps the reason many churches
struggle to get past this number is they have created systems that require one
pastor to make decisions and shepherd the flock.
As we talk through ideas and strategies, tools and tactics, it’s important to remember
that the church belongs to God. It’s His church, and He said He would build it.
But He chooses to use us in the process. And it’s up to us to be good stewards
of that leadership and influence. We are co-laborers with Him in the process of
building His church.
Let’s talk about our part, while trusting God to do what only He can do. Leading a
healthy and growing church is hard.
This booklet contains five actionable ideas for you to consider.
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ACTIONABLE IDEA #1

PREPARE TO
FOLLOW UP
WITH GUESTS
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Churches spend a lot of time, money, and energy encouraging guests to visit their
church. And rightfully so.
Our churches should be places where the community is welcomed and where
guests are expected. We should create welcoming environments, equip our people
to invite, and constantly be on the lookout for fresh ways to advertise and promote.
But getting people in the front door might just
be the easier part of a two-step process.
One of the biggest challenges churches face is
how to invite first time guests back and help
them connect with the life of the church.

One of the biggest
challenges churches
face is how to invite
first-time guests back
and help them connect.

Not just to attend, but to stick.
Not just to visit, but to connect.
With all of the focus on reaching first-time guests, we can’t forget that the follow-up
or connection process is what helps new people find their place in the church.
Without a good follow-up process, your front door will be more like a turnstile,
inviting people in and then just sending them back to their regular lives.
This may seem like a strange place to start.
But if you want to lead your church past the 200 barrier, I recommend starting with
the assumption that a lot of guests are going to visit your church soon.
Thinking this way will help get you and your leaders in the right frame of mind, and
the work you put in with regards to preparation will pay off soon enough.
What are you going to do when these guests visit? What should go into your followup process?

-7-

#1. YOUR FOLLOW UP PROCESS SHOULD BE INTENTIONAL.
Guests are going to visit your church in the coming weeks, whether you are ready
for them or not. That’s why it’s smart to think through what you want to purposely
happen next.
There’s no need to rely on hope. You can carefully craft a strategy and a process that
happens every single time.
Your follow-up process should have an intentional ending. In other words, it should
lead to one clear place. What do you really want these new guests to do? Where do
you want them to go? You don’t need ten different options; you need one clear step.
And speaking of steps, you can intentionally design each step of the follow-up
process. Whether it’s an email, text message, or personal invite, each step should
be there because it’s important.

#2. YOUR FOLLOW-UP PROCESS SHOULD BE PERSONAL.
It’s important to realize that your church can’t follow up with people; people at your
church can follow up with people. So even as you design an intentional process
(and can use automation in that process), it needs to be personal.
If you send emails or text messages, make sure they come from a real person and
can receive a real reply. If you send a hand-written note card, make sure it’s signed
by a real person who leaves a real phone number.
I’ve seen churches adopt a “concierge” approach for guests—a volunteer or staff
member acting as a single point of contact for a new guest.

#3. YOUR FOLLOW UP PROCESS COULD BE AUTOMATED.
As you build your intentional and personal follow-up process, remember that a
good bit of it can be automated.
This is particularly true when it comes to email.
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New guests to your church don’t need to be subscribed to your weekly or monthly
e-newsletter, dropping into regular communication without any helpful context.
Instead, they need a carefully crafted series of introductory emails. They should
receive these messages before hearing anything else.
A new person needs to know the basics before they hear about what’s current.
Craft an email sequence that introduces them to the regular ministries (not just the
special events), shares the story and heart behind your church, and invites them to
the most appropriate next step.
How should you go about building this process? I recommend the following three
action steps.

#1. DECIDE WHERE YOUR PROCESS IS LEADING
The first step in building a follow-up process
is deciding what you want people to do. You’re
beginning with the end in mind and asking
the question, “What’s the main thing we want
guests to do?”

You’re beginning with
the end in mind and
asking the question,
“What’s the main thing
we want guests to do?”

You must intentionally craft a process that leads
to this one clear step, not providing a myriad of
options that will confuse new people.
If your current follow-up process isn’t working well, clarifying the desired outcome
will help.

#2. SKETCH A ROUGH DRAFT ON A WHITEBOARD.
Once you know where you want people to end up, it’s time to draw out your process.
There are all kinds of technological tools you can use to create flowcharts, but at this
point, I recommend you keep it simple.
Get a few people together in a room with a whiteboard and start drawing. The first-
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time guest is a stick figure on the left side and the action you want them to take is
on the right side. Then start debating the steps.
Once you’ve got it on a whiteboard, it might be helpful to draw it in a flowchart. I
use a Mac tool called Omnigraffle to make org charts and flow charts, but there are
lots of other tools online.

#3. IMPLEMENT, MEASURE, AND ADJUST
Once you’ve decided the goal and determined the steps, it’s time to implement your
process.
If you’re a visionary leader, this might be when you mentally check out. Visionaries
often think decided is the same thing as done. But it’s actually executing the plan
that leads to results.
If you are a WOW type of leader, involve a HOW person to help make your process a
reality. Set up the systems and implement the automation that will make the follow
up process actually work.
This may take a few weeks, but don’t give up.
Once you implement your process, there is a good chance it won’t work. I know
that’s not very encouraging. But your process is just your first draft. It hasn’t gone
through editing, improvement or quality control yet.
That’s why you need to collect data on your process and look at it carefully. Are
people opening or clicking on the emails? Are people responding to the text
messages? Is your one clear step actually the right step or is there something
simpler or better that should take it’s place?
If you know what’s working, keep doing it.
But if your careful analysis of the numbers and process uncovers some things that
aren’t working well, make changes.
In other words, if your process isn’t working the way it should, change it.
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ACTIONABLE IDEA #2

GET THE
RIGHT PEOPLE
IN THE
RIGHT SPOTS
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What got you here won’t get you there.
Those are the words of Marshall Goldsmith. And, while his excellent book isn’t
about the church, all church leaders should take note. There’s a good chance the
leadership structure of your church will actually hinder growth beyond 200 regular
attenders.
In a growing church, the role of the pastor must change.
You must make the shift from the one who does all of the ministry and makes all of
the decisions to the one who leads a team of people who lead ministry at a high level.
Instead of being a genius with a dozen helpers, create a leadership team.
Pastors who break through the 200 barrier
often empower more people to lead and make
decisions. Rather than oversee all of the fulltime, part-time, and volunteer staff, create a
leadership team of three or four committed
leaders to manage all the ministry. Your job is to
lead the leaders.

Pastors who break
through the 200 barrier
often empower more
people to lead and
make decisions.

If you want to lead a church through the
200 barrier, you will likely have to shift your
leadership focus. We see pastors go through
three such shifts.

#1. LET OTHER PEOPLE MAKE DECISIONS.
Make a shift from being the person who makes all the decisions to someone who
builds a leadership team.

#2. FOCUS ON LEADERSHIP DEVELOPMENT.
As you look around your church, you may not see a lot of leaders. Perhaps you
want to give away decisions, but you don’t see people capable of making them.
Respectfully, this is up to you to change. You may not be able to find leaders, but
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you must build them. Making a switch from doing ministry to developing leaders
who do ministry is a tough one.

#3. TRANSITION FROM PLAYER TO PLAYER/COACH.
The pastor of a 100-person church is often both a player and a coach. But as the
church grows, you have to embrace a coaching position in the church. You may not
be involved in every ministry and know every person.
When I work with growth-minded pastors, I often remind them their biggest issue
might not be casting vision but casting clarity.
See, pastors love to talk about purpose, mission, and vision. We have this calling
and we see a better future. We talk about vision all the time.
And as important as that is, it may be more important to cast clarity.

YOU ARE THE CHIEF CLARITY OFFICER.
Churches (and the people in them) do not drift
into clarity and people do not always to stay in
the place where they can do the most good.
If you’re a leader of people, you’re in charge of
providing continual clarity. You have to fight to
protect the vision, and you have to fight to keep
people focused on the parts of their job that
mean the most when it comes to accomplishing
that vision. The church, like any business, is
prone to drift.
It’s easy to drift from the mission.
It’s easy to lose sight of the vision.
It’s easy to wander from the things that matter most.
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Churches do not drift
into clarity and people
do not always stay in
the place where they
can do the most good.

If this is true for a local church in general, it’s definitely true for pastors and church
leaders. Over time, clear jobs get muddied with extra responsibilities and tasks.
Leaders lose sight of the things that really matter, dabbling in other programs and
ministries that are slightly off base. Maybe it’s spiritual ADD, but I think there’s
something in all pastors that leads us to chase every great opportunity.
For many pastors, clarity is muddy from the beginning, starting with the job description.
I love reading these documents, mostly because they’re ridiculous. The other day
I read a job description for a part time book-keeper, receptionist, and preschool
director. All one part-time job! That seems like a pretty particular skill set. We need
you to be great with kids and a preschool educational background would be best,
but we also need you to understand general accounting practices and you must
have three years of experience with QuickBooks!
Here’s a list of duties for an associate pastor at a church of about 200 members. I
saw this on a pastoral search website:
•

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

•

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

•

Lead the prayer ministry.

•

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

•

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

•

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

•

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

•

Participate regularly in Sunday morning and Sunday night worship services.

- 14 -

And just to cover all bases and punctuate the absurdity, the last bullet point is often
something like, “other duties as described by your supervisor.” It’s there as if to say,
“We’ve tried to list every random thing that might be useful to the church, but just
in case we missed something, we want you to know there’s a lot of other random
things you will probably do.”
I’m all for encouraging a “get it done no matter what” mentality among your team,
but you can’t ask everyone to do everything and expect anything to be done with
excellence.
We bring people onto the team and give them a menu of ministries to lead and a
wide range of responsibilities. Is there any wonder people don’t know what’s most
important? Is there any question as to why we have trouble providing effective
evaluation?
Job descriptions filled with hopes and wishes are silly. Effective job descriptions
need to reflect reality.
As the leader, you must provide clarity for
everyone on your team. It’s up to you to make
sure everyone is focused on the things that
matter most. It comes down to roles and goals.
If you can help people on your team know what
really matters, and what they should do with
their time and energy, you’re well on your way
to leading a focused church.

If you can help people
on your team know
what really matters . . .
you’re well on your
way to leading a
focused church.

When you set out to clarify the roles for people on your team, I suggest you start
with areas rather than tasks. Recently, I was working with a leader on this very
process.
Robbie had transitioned from being the worship leader into the executive
pastor role. Now this isn’t a common transition, but Robbie had the
perfect personality for the role.
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Since he was new to the job, he hired me to coach him for a few months.
He had the skills and the trust, but he wanted some accountability and
insight into establishing systems and leading the team. One of the first
things we worked on was aligning the staff and getting clear on their
roles and goals.
We talked about each person on the team and where he or she provided
leadership. We listed the three or four areas where they led and talked
about effectiveness. We discussed if they were the right person to lead
that area and if it was really important.
Robbie made a simple Excel spreadsheet to guide his discussions. One
person oversaw the database, the new member’s class, and baptism.
Those were his areas of focus. Another part-timer provided leadership
to preschool, elementary, and children’s check in. Those were her areas
of focus. Robbie went down the list and included every area of ministry
in the church, matching it with a leader.
Along the way, we identified several gaps. In some cases, people
thought they needed to lead in one area, when in reality they were more
valuable in another. In one instance, someone had picked up unnecessary
responsibilities and it wasn’t the best fit for the team.
Over the course of a few months, Robbie helped everyone move into
their sweet spot. Some tasks were taken off people’s plates and others
were brought front and center. The leadership gap closed and people
had clarity around their area of focus in the church. They knew what
really mattered and where to focus their energy.
I talked to Robbie a few months after this experience. The church had
grown by about 20% and he attributed a big part of that to the team
having clarity around their roles. Robbie’s job as the Chief Clarity Officer
was important and his great leadership had a trickledown effect. He was
one of the most coachable leaders I’ve ever worked with, and his hard
work and focus paid off.
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Here are some things that should be on everyone’s job description:
•

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

•

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

•

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

Sit down with everyone and clarify their areas of focus, then drill down into the
primary tasks, expectations, and responsibilities. If something doesn’t need to be
on the page, get it off of the page. If something is missing, talk about the gap.
A good job description should be reviewed on a regular basis to make sure it’s
accurate and effective. You should walk through the actual document every time
you do an official performance review.
As you work to clarify everyone’s roles, you
are also clarifying your own. You’re beginning
conversations about the things you should do
and the ministries others should lead. You’re
strategically moving into a coaching and leading
role, rather than being the sole-provider of all
the ministry.
Getting people in the right seats on the bus
requires massive clarity.
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Getting people in the
right seats on the bus
requires massive clarity.

ACTIONABLE IDEA #3

DETERMINE
YOUR PURPOSE
AND MISSION
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Let’s face it, people have been talking about how pastors need to cast vision and
explain purpose for as long as you can remember. The problem is . . . most of what
you’ve heard about that is wrong. Or at least, incomplete.
Your purpose is the reason your church exists. It’s why you’re here. It’s long-term and
it’s big.
Start With Why, by Simon Sinek, is one of the best leadership books I’ve read. He says
it’s a huge mistake to start talking about strategy and products before you clarify the
why. He says you’ve got to nail down that big purpose.
Your church needs that deep sense of why and you should be able to communicate it
in one sentence. That’s your purpose statement.
Take a look at some examples:
To make disciples of all nations—Christ Fellowship Miami
To see those far from God raised to new life in Christ—Elevation Church
Helping people find their way back to God—Community Christian Church
To be a New Testament church existing for the supremacy of the name
and purpose of Jesus Christ—Austin Stone Community Church
Making more and stronger disciples of Jesus, who make more and
stronger disciples of Jesus—Faithbridge United Methodist Church
Your purpose, not your programs or ministries, should drive the church. So here’s the
question:
Does your church have a compelling mission? Is your mission statement
memorable? Is it worth repeating every time you gather for church services?
But your purpose statement isn’t enough and here’s why . . .
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Your purpose is never going to be accomplished.
Think about it.
You’re not going to get the leaders together one Monday morning and say, “Well,
everyone, guess what? We’ve gone into all the world and everyone is a disciple.”
You’ll always strive for it. It will always guide you.
But you’re never going to get it DONE.
For some people (I think it’s as many as half your church), your purpose statement
sounds ethereal and philosophical. It’s too big for them to grasp. It’s important, but
it’s tough for people to relate to.
That’s why you need a second statement.
One that’s more about this current season of ministry.
One that’s just as inspiring but much more now oriented.

YOU NEED A MISSION STATEMENT.
Your mission is always in service to your purpose,
but you know what’s different? You’re going to
accomplish it!
Your mission is about what’s now. In the next few
years. If you’re always shooting for your mission,
then your vision is what that looks like in this
season of ministry.

Your mission is always in
service to your purpose,
but you know what’s
different? You’re going
to accomplish it!

You actually can call that Monday morning meeting and pull your leaders together
and say, “Well, guess what? We’ve accomplished our mission and we need to figure
out what’s next.”
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Your mission statement should answer this question: What specifically do you want
to see God do in your church in this next season?
•

Start another service? Another campus?

•

Reach a certain number of people?

•

Pay off a big debt to free up money for ministry?

•

See 100 more volunteers step into serving opportunities this year?

•

Increase attendance by 20%?

•

Give away 10% of your budget to missions and church planting?

•

Connect 60% of adults into small groups or classes?

Do you see how the mission is short-term, attainable by a specific date, and can be
checked off a list? Purpose is about forever. Mission is about what’s current.
Here are some examples of good mission statements.
We will put a man on the moon and safely return him by the end of the
decade—President John F. Kennedy
Impacting 100,000 Phoenix residents by 2020—Christ’s Church of the Valley
See how both of those can be measured and accomplished by a certain date. If NASA’s
purpose was to explore space, their mission was to put a man on the moon. If CCV’s
purpose was to honor God, reaching 100,000 residents by the end of this decade is
what it looks like now.
Churches that break the 200 barrier don’t just have a carefully worded, eternally
important purpose. They also clarify a clear and current mission, and rally everyone
around the here and now.
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WHY DO PURPOSE AND VISION MATTER SO MUCH?
For your church to grow in a healthy way, you have to communicate both eternal
purpose and short-term mission.
Not everyone in your church is a big-picture thinker. Many are wired the exact opposite.
So when you communicate purpose and mission, you speak to both groups of people.
Generosity is an important example.
Some people give to “big picture” mission. They need to hear what is at stake and
that compelling ”why”. If you’re always talking about short-term projects, you’re not
engaging a large group of potential donors in your church.
But not everyone is motivated to give because of a long-term reason. Others give to
“right now” needs. Some want to know what you are doing now, and want to give
to a specific goal or outcome. If you’re talking about mission all of the time, you’re
forgetting about these people.
Volunteerism is another example where it’s important to communicate the why but
also the now.
Some people serve because they believe in what you’re doing. Others volunteer
because they see a “right now” need. You need both angles.
If you don’t have a clear, compelling, and crisp mission statement, spend some time
in prayer and ask God want He wants to do in your church and in your community.
And if you don’t have a specific vision, then spend some time in prayer to ask God
what He wants to do in your church in this next season of ministry.
You’ve got to communicate both, because both really matter.
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ACTIONABLE IDEA #4

FOCUS ON
WHAT REALLY
MATTERS
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Is your church too busy?
Does your “busy season” seem to be lasting a lot longer than you originally thought?
Is your church calendar full of programs, ministries, and events that don’t really
connect to the vision?
Activity feels like progress, but they aren’t the same thing. It’s possible for a church
to be doing many things yet accomplishing very little. Here are five consequences
of having a church calendar that’s too full.

CONSEQUENCE #1: YOUR VOLUNTEERS ARE SPREAD TOO THIN
I was working with a church who asked me to come in and help with a volunteer and
leadership system. “We don’t have enough volunteers and we’re having trouble
engaging leaders,” they told me. After visiting their services and spending some
time with staff and leaders, I came to a different conclusion. “You don’t have a
volunteer problem . . . you have a focus problem,” I said.
The nursery workers you need on Sunday
might be serving on Sunday night, Tuesday
morning, or some other time. The high school
students you have gathering for a second Bible
study are your elementary volunteers. The men
meeting for breakfast at 6am on Tuesday are
your parking team at 8am on Sunday. And these
other involvements are not bad things. They are
good things, but not primary things. When you
decide to focus on what is primary, you can put
your best people on your biggest opportunities.

When you decide to
focus on what is primary,
you can put your best
people on your biggest
opportunities.

You can immediately improve the health and size of your volunteer force by
stopping ineffective ministries and moving people to places where there are greater
opportunities to fulfill your vision.
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CONSEQUENCE #2: YOU PUT YOUR HEALTH AT RISK
Busyness is not next to godliness, despite what the axiom says. Being too busy is
actually a slow and dangerous fade. I’ve met pastors and leaders who are literally
shortening their life by being too busy.
•

Too many ministries means you have to think about too many things . . .
that’s not good for your mind.

•

Too many programs means you have to attend too many meetings . . . that’s
not good for your family.

•

Too many events means you don’t have time to hang out with friends . . .
that’s not good for your relationships.

How is your physical, mental, emotional, relational, and spiritual health? All five
of these are important, and all five are beat down by being too busy. It’s not
glamorous to be at church all the time, in the office all the time, or making all of
the decisions.
God designed you to need a rhythm of rest.
If you’re too busy, running around from one
program to another, you’re functioning in a way
that’s not healthy for your mind, body, or soul.
And your staff—they are struggling with the
same things. You’re their leader and they need
you to look out for them.

God designed you to
need a rhythm of rest.

CONSEQUENCE #3: YOU SETTLE FOR MEDIOCRITY
When you have a lot of ministries and programs, there’s the risk that all of them will
be average and none of them will be excellent.
I heard Andy Stanley talk about this one time in a conference. People have asked
their staff how their Sunday morning experience for children is so good. He said
something like, “It’s all we do . . . we don’t have Sunday night, Vacation Bible School,
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or a school. . . . If you focused all of your people and resources toward one thing, I
bet it would be excellent too.”
These are wise words from a great leader.
If you don’t have great music on Sunday, just
cancel it while you build a team. If you don’t
have a great speaker for students, don’t try and
pull off a student service. If you can’t do a really
nice website, just have a Facebook page.

Less is more,
because less has
a greater opportunity
to be excellent.

Less is more, because less has a greater
opportunity to be excellent. Decide what
you really want to do well and focus all your
resources there.

CONSEQUENCE #4: YOUR COMMUNICATION IS INEFFECTIVE
When you have so many programs or ministries, they will all fight for communication
space.
If you have too much to talk about in this weekend’s announcements, that’s not a
Sunday service problem. That’s a church-wide, “we’re too busy” problem. If your
handout has ten ways to get connected and seven opportunities to learn more and
three next steps, that’s not offering something for everything, that’s trying to be all
things to all people. That rarely works.
Common sense tells us this principle is true, but the drive to “just mention this one
thing” is often too much. We philosophically agree that less is more, but once you
have all these ministries and programs, they all cry out for publicity.
Hey pastor, don’t forget to announce the women’s Bible study.
We need to tell people to drop off diapers for the diaper drive.
Remind people about the student camp deadline.
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Before we know it, our handouts and our stage announcements are muddied with
mixed messages.
If you try to communicate five important things, the listener won’t hear even one
of them.
You’re better off focusing on just one thing and making it meaningful. Make a video,
tell a story, talk about the benefits, share the reason you’re doing it, give a testimony.
Don’t do less . . . do more! But do more for those fewer things.

CONSEQUENCE #5: YOU EMPHASIZE ACTIVITY OVER IDENTITY
If you’ve created a church culture where busy is good then, without saying a word,
you’ve essentially told people they must do things for Jesus in order to be “in.”
But people can’t live missionally or express the gospel when they are at church all
the time.
The goal of the Christian life is not to fill every waking moment with church activities.
A jam-packed church calendar is dangerously close to building an idol to Christian
activity, where the goal is meeting every spiritual need with a program and event.
Our message and our church calendar often say two different things. Busy schedules
don’t give people space to build their relationship with Jesus, which is what we
preach on Sundays.
The better Christian is not the one who listens to multiple sermons or joins another
small group or picks up a new volunteer position. These might be good things (when
connected to an intentional strategy), but they are not ultimate things.
A church building does not need to be filled every night of the week.
A church member doesn’t need to listen to three sermons each week to grow in
their faith. They just need to apply one.
I could go on, but you’ve got your own examples.
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The Christian life is more about identity (“in
Christ”) than activity. Activity isn’t bad, but it also
isn’t enough. In our quest to do more and offer
more, we might be causing people to miss the
very point of it all. For some churches, canceling
a program or two and creating space for people
to be with their families and communities would
be the most spiritual thing they could do.

The Christian life is
more about identity
than activity.

So if you think your church is too busy, or you’re wondering what you need to add
in order to reach more people and lead your church past 200, I want to take some
of the pressure off:

THE KEY TO GROWTH IS NOT ADDITION
The most effective churches don’t offer a myriad of ministries but focus on doing a
few things well.
They don’t try to be the restaurant that offers all types of food, with a menu the size
of a small book. They try to be like the steakhouse, with servers who say, “We’re
known for our ribeyes.”
The key to growth might not be something you
start, but something you stop.
One of the things we help our members do when
they join the Church Fuel family is identify their
keystone ministries. These are the three or four
ministries and programs that drive growth for
the entire church. These ministries deserve an
unfair advantage—requiring more money, more
volunteers, and more communication.

The key to growth
might not be
something you start,
but something you stop.

All ministries are not created equal. Some things you do need an unusual amount
of time and money.
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And this isn’t about fairness, it’s about effectiveness.
You don’t have enough time, people, or money to do everything. Focusing those
resources on the few things you can do best will help your church a lot more than
offering more and more ministries that only reach a few people.
I know it’s tough to say no.
But not every opportunity that comes your way is an obligation. Every need in your
community does not need to be met by your church. God has called other churches
and other ministries to serve as well.
If you think you are too busy, or you feel like your ministries are not as effective,
start with evaluation.
You don’t have to cut or cancel, just take an honest look at how well things are
working. You’re not trying to decide if a ministry is good or not (of course it’s a good
idea and does good work).You’re not asking if people like it (of course someone likes
it). Instead, you are laying it beside your stated purpose and mission and asking the
question, “Is it working?”
Can you draw a clear line from a ministry or program to your stated mission as a
church? Can you say beyond a shadow of a doubt that the thing you’re looking at is
making a measurable difference?
There are a lot of good programs keeping us back from doing great ministry.
Stewardship is about allocating time, money, and energy into what works best.
In Good to Great, Jim Collins reintroduces the idea of the hedgehog concept. In
contrast with the fox, who knows many things, the hedgehog is focused on just one
thing. Churches need to find their ministry hedgehog.
In many cases, what you stop doing is more important than what you start doing.

- 29 -

ACTIONABLE IDEA #5

GET THE
WORD OUT
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If you want to lead your church to break the 200 attendance barrier, you must invite
some new people. You have to get outside the walls of the church and reach into the
community.

CREATE AN EXPERIENCE WORTHY OF AN INVITE
Your church might not be ready for guests; you may need to work behind the scenes
for a few weeks to get ready. An outside opinion may help here. Some intentional
focus might be what you need.
How would you prepare your house if family and friends were coming over for
Thanksgiving? Even if your house is always clean, chances are you would take
some extra care.
Well, every Sunday, a guest could visit your church for the very first time. So make
sure you’ve got a quality experience where people are hearing messages of hope
and experiencing the love of Jesus and people will naturally invite their friends.

MAKE SURE EVERYTHING YOU DO IN YOUR SERVICE MAKES SENSE
TO GUESTS
Gavin Adams, the Lead Pastor at Woodstock City Church in Woodstock, GA, says we
should not worry about being seeker-sensitive but we should strive to be seekercomprehensible.
One specific place this principle matters is in the church service itself.
The fact of the matter is that many church services are designed for people who
understand how church services work. They assume people know what’s going on
and have context for everything happening.
Now most people probably do know the drill.
However, new people will not.
That’s why it is important to design everything
in your church service with guests in mind.
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Design everything in
your church service
with guests in mind.

Pretend someone is at your church for the very first time. Or pretend a fifth grader
is attending “big church” for the very first time.
Explain every single thing every single time.
And when regular attenders say, “We get it, you don’t have to explain it any more,”
remind them that the explanation is not for them, but for new people.
You probably don’t need to change anything you do and you may not need to adjust
anything you are planning to preach. You just need to explain it.
Here are some examples.
•

If you’re asking people to turn to a book of the Bible, give specific directions
and context. Don’t assume people know where Philippians is.

•

If you’re observing the sacraments of Baptism or Communion, explain the
meaning every single time. Don’t assume people know what it means or why
it’s important.

•

If you receive an offering, explain how to participate. It might sound silly, but
this is one of the most important moments in your church service.

•

If you’re making announcements, don’t toss around ministry names that
won’t mean anything to a guest.

Speak to guests directly in your service and explain everything like someone is
there for the very first time.
If there are 27 people in your church service and you know all of them because
they are related to you, still speak to first-time guests during your welcome,
announcements, and service.
You’re setting the tone that Sunday morning is appropriate for guests and
communicating an expectation that guests should be there.
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EQUIP YOUR CHURCH TO INVITE
If your service is ready for guests, the next thing you can do is equip your people
to invite others.
It’s not enough to ask your church to invite. You’ve got to give them the tools they
need.
Print invite cards and make them available. Write a Facebook post and ask them to
share on a special day. Create graphics they can share with their friends and coworkers.
Teaching your church to invite is one of the most
important things you can do as a pastor. It’s one
of those keystone habits, and it affects nearly
everything else in the church.

Teaching your church to
invite is one of the most
important things you
can do as a pastor.

Here are 19 ways you can encourage your people
to invite others:
1. Stop asking for a few weeks. If you constantly say something like, “Don’t
forget to invite your friends next week,” people might begin to tune you out.
Leave it alone for a while, so you can . .
2. Then ask big. Instead of a small mention each week, devote a considerable
amount of time to talking about inviting. Let the congregation know that next
week’s service is designed for new people—share stories, and ask big.
3. Provide invite cards. You can make it easier for people to invite by giving
them simple tools like printed cards (like Life Church in Edmond, OK).
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4. Encourage social media use during the service. During a welcome, encourage
everyone to take our their phones and share a status update or tweet. People
don’t have to wait until later in the week to invite someone, they can do it
from their smart phones at church.
5. Provide lawn signs. Print a few lawn signs and make them available for people
to put on their front lawns. If people will do it for politicians, some will do it
for their church.
6. Make an invite page on your website. Create a page on your website with
graphics, sample Facebook posts, and ideas for people to invite their friends.
7. Create shareable content. It’s not tough for you because you’re a professional
Christian, but sometimes, it’s scary for people to invite their friends to church.
So create helpful content that is easier for people to share. It might be an
inspirational quote or a helpful article.
8. Write Facebook posts for people. Instead of just telling people to invite their
friends on Facebook, create a post they can cut and paste. Remember, the
easier you make something, the more people will do it.
9. Send a text reminder on Saturday. Use this sparingly, but text your members,
volunteers, or regular attenders on Saturday night and ask them to invite a
friend to church tomorrow.
10. Give away t-shirts for guests and those who bring them. Our friends at Venue
Church in Chattanooga, TN, have been doing this for years. Every guest gets
a t-shirt when they visit, but those who bring guests get one too.
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11. Thank people personally. When someone brings a friend, thank them
personally. Send a thank-you note that says, “Jimmy came to church Sunday
and he said you were the one who invited him. Thank you so much for
extending that invite!”

12. Tell stories of inviting.There is no better form of communication than stories—
it’s how we learn best. So make sure you’re telling stories about inviting in
your sermon and throughout your service.
13. Always welcome guests. Even if there are 15 people in the church service and
they are all related to you, intentionally welcome guests and let them know
what to expect. It’s a powerful way to reinforce to your regulars that new
people are supposed to be here.
14. Talk to guests in your sermon. Make sure every message has a moment
where you’re addressing new people. If you reference a series, make sure
you provide context for guests. If you say the name of a ministry, make sure
you explain what that means to guests.
15. Create a custom audience on Facebook. This is slightly technical, but
you create a group of church members on Facebook (it’s called a Custom
Audience) and then only display posts to that segment of people. It’s perfect
for reminding people to invite, and driving them to the inviting resources you
created for them. You can even promote online giving to your church (while
they are online and able to take action).
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16. Host a Shoe Polish Sunday. The Sunday before a really big day, have some
people and shoe polish ready to write on people’s rear windows. Make sure
they give permission, of course.
17. Display names. Ask your church to write down the first names of people they
would like to see come to church and find a creative way to display these.
Here are people praying over names written directly on the wall at Freedom
Church in Georgia.

18. Organize a prayer time. Organize a time of prayer, either in person or online,
to pray for those who need to be invited.
19. Create tear-off postcards. Send a perforated postcard to the homes of your
members or regular attenders. One half talks about inviting and the other
half is designed to give to a friend or neighbor.
Finally, don’t be afraid to advertise.
Marketing and advertising are not evil. They are tools a skilled leader can use to
reach people for Christ. Outreach is really just an early form of advertising.
In Romans 10, Paul asks the question, “How can people know if they do not hear?”
There are dozens of great options available to you, from grassroots efforts like
passing out flyers to spending $20 a week on targeted Facebook ads.
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As with all things, there are best practices for advertising that can make all the
difference. Too many churches spend resources unwisely and then give up claiming
it doesn’t work or is too hard to figure out.
Perhaps you have someone in your church who works in advertising. There may
be some young people who could help with social media promotions. There are
resources to help you learn. And there are volunteers in your church who would
love to get involved.
You have an eternal purpose.
You have a clear mission.
What you are doing can change someone’s life
and someone’s eternity.
Keep fighting to be a good steward.
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What you are doing can
change someone’s life
and someone’s eternity.

FOR MORE INFORMATION
ON HOW TO BREAK
THE 200 ATTENDANCE BARRIER
IN YOUR CHURCH, VISIT

CHURCHFUEL.COM/BREAKING200
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