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It’s easy for staff meetings to get stale.  But they can also be one of the most 

important ways to create alignment and synergy in your ministry.  We asked 

leading pastors questions like: 

Who is in the room?

How often do you meet?

What topics do you cover?

How do you follow up?

And we put their answers together in this short resource.  We hope it helps you 

lead better team meetings and we pray those meetings help guide your church to 

healthy growth.

If you like learning from other churches, you’ll love Church Fuel .  It’s full of 

practical video courses that will help you lead a healthy and growing churches, 

resources and templates to help you take action.  There’s also a highly engaged 

community who knows what it’s like to lead a church that wants to grow.

One program gives you and your team the best training and the best resources.  

Learn more here.

http://www.churchfuel.com/one
http://www.churchfuel.com
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WILLIAM
VANDERBLOEMEN
CEO & President 
Vanderbloemen Search Group
Houston, TX

Our all staff meets formally once per week for a brief all staff. At that meeting, 

we begin by  me providing a “big picture update.” This includes numbers and 

reports, but more importantly a chance to cast vision and remind our team why 

we are doing what we do. Then we focus on culture by having an individual 

spotlight where they saw our cultural values at work this week. In fact, this facet 

of our all staff is something that happens at every meeting in our company. 

We believe that meetings can help drive culture (and they do!). We also cover 

a spotlight on a latest improvement to our process (one is due each week from 

somewhere in the company). Finally, we cover new business that has come in as 

well as searches that have closed. It’s a very open conversation that usually lasts 

about 45 minutes total. 

Our Directional Leadership Team meets at least once per week, with a standing 

breakfast meeting on Fridays. We begin with a cultural value spotlight, then (on 

a rotational basis) a team leader shares how their team is doing since their last 

update. We then tackle issues that have come up during the week, using a shared 

cloud-based list (using the app Wunderlist). It provides a group arena for sharing 

and problem solving and is a very open dialogue. 
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RON
EDMONDSON
Sr. Pastor
Immanuel Baptist Church
Lexington, KY

Our staff is divided into three groups - lead team, ministerial team, and all staff, 

and we meet as each of these groups at some time during the month. Lead team 

meets twice, while ministerial and all staff meets once. Everyone on our staff 

reports to one of the lead team and they each have meetings with the teams 

they lead on their own schedules -- often weekly. The lead team sets the overall 

direction of our church, but our goal is to be fluid enough to let ideas and 

input flows from all levels of the organizational structure. We don’t “manage” 

the church - this is handled within each lead team member’s team - but we do 

strive to keep the entire church moving towards the achievement of our overall 

mission. The value of our lead team is the individual strengths each of us bring 

to the team. We balance each other well and genuinely enjoy one another’s 

company.  

 

DAN 
REILAND 
Executive Pastor
12Stone Church
Lawrenceville, GA

Our team meetings are driven more by agenda than placement on an org chart. 

So, while our teams are close-knit, we often invite a widely varied selection 
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of individuals in and out of meetings according to the need. This keeps our 

meetings fresh, energized, productive and protects the time of those who are 

not connected to the topics being discussed. We typically focus our energy in 

three big picture arenas, not in any specific order, but topics would usually fall 

in these groups. 1. Things that are “broken” and need to be improved. 2. Things 

in process that are being developed. 3. Innovation and change, things to take us 

into the future. We focus our efforts on making the church better, not gathering 

information. (That can be covered in email.) The meetings are a blast, because 

someone is always popping off with some funny comment (sarcasm is a spiritual 

gift for us), and the meetings I’m in have chocolate chip cookies and Starbucks!

BLAKE 
STANLEY
Pastor of Ministries
Mountain Lake Church 
Cumming, GA

We actually have two key Leadership Meetings with different sets of people in 

them, that help us chart the coure here at Mountain Lake Church. The first team 

Meeting we have we call our “Ministry Stream” Meeting. Twice a month I meet 

with all of those who are leading a major ministry stream at our church.  We 

typically gather for 60-90 minutes.  Our meeting consists of a Leadership 

Development piece, a conversation regarding central support issues as it relates 

to our multi-site strategy, strategic decisions and housekeeping.  I absolutely love 

wrestling through tough decisions with our team as we embrace the tensions of 

leadership.  It’s also a pretty incredible leadership lab.  
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The second meeting we have is called our “Brain Trust” Meeting. I meet with 

this team weekly.  This group consists of a variety of team members made up 

of both part-time and full time employees.  In this meeting org chart goes out 

the window.  We are all equals as we navigate through major projects in our 

church.  I’m looking for what’s between their ears and everyone leaves with a list 

of tasks to complete.  It’s pretty incredible to see team members at all levels in the 

organization contributing to further the mission.  

KEVIN 
LLOYD
Executive Pastor
Stevens Creek Church
Augusta, GA

“It all comes down to putting the same energy into your meetings as we do our 

Sunday sermons. They deserve that kind of energy! My ministry team meetings 

include our main ministry leaders: Worship Pastor, Kids Pastor, Youth Pastor, 

Connections Pastor, Executive Pastor and, often, Senior Pastor. We meet weekly 

for 90 minutes where we focus on executing our vision. We work to answer 

questions like, “How can our services connect more people on their first visit?” 

or “What areas are we too comfortable in?” While I most enjoy the laughter 

around the table and ability to be candid with answers, I know our times can be 

more effective by exposing us to outside ideas that challenge how we think.”



WHAT DOES YOUR STAFF MEETING LOOK LIKE?

7

STEPHEN                      
BLANDINO
Founding and Lead Pastor
7 City Church
Fort Worth, Texas

“Our staff meet weekly and each meeting is organized around three priorities. 

First, we pray together for the needs of our church. Second, we move through 

a “rapid fire” process where we deal quickly with issues that relate to the entire 

staff as well as upcoming calendar items. Third, we invest in a “focus” part of the 

meeting. During this portion we focus on one of three items: Thematic goals, 

organizational metrics, or staff development. These meetings help us stay focused 

on what’s important, and they help us strategically invest in our team. We usually 

conclude each staff meeting with lunch, which is a great way to foster team 

morale and relationships.”

 

CHRIS 
GOINS
Lead Pastor
A2 Church
Birmingham, AL

Our team meeting involves six individuals: the Lead Pastor, Worship Pastor, 

Student Pastor, Children’s Pastor, Preschool Director and Church Relations 

Coordinator. During this time, we evaluate Sunday worship experiences 
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and ministry areas, plan for coming events, establish priorities, determine 

communication needs and delegate assignments. Our team meets twice a month. 

We do “one-on-ones” on the off weeks. Team Meetings provide an opportunity 

for us to pray together for the needs of our church, celebrate “wins” for ministry 

teams, communicate priorities and provide an environment that fosters mutual 

accountability. I love our time together! Our team meetings are usually fun and 

filled with laughter and community! 

JR 
LEE
Lead Pastor
Freedom Church
Acworth, Georgia

We bring the entire staff together once a week for vision, clarity, and recess. We 

talk about any topic that is on my heart at the time and another team member 

handles any discussion points that are pertinent to everyone (big wins from 

Sunday, big ticket calendar items, opportunities, etc). Once that is complete we 

take part in recess. Recess is led by a different ministry department each month 

and it’s a big staff competition (4 square, relay races, password, etc). Once that 

segment is complete (usually 20-30 minutes) we are done with meetings for the 

day.
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RICH 
VILLODAS
Lead Pastor
New Life Fellowship
Queens, New York

1)  All of our staff (25 people) gather every Wednesday from 11am-12:30pm

2)  We begin with 15 minutes of celebrations and appreciations. We celebrate 

what God has done over the past week and appreciate fellow staff members in 

very specific ways.  

After celebrations, I typically give a 15 minute talk on some part of our vision, 

values, new initiatives, etc.  

 

On a season basis, we take 30-40 minutes to go through a book on leadership. It’s 

done in the context of small groups and large group processing. 

We close each staff meeting with 15-20 minutes of prayer. One of our pastors 

prepares a “daily office” which is a mixture of scripture readings, a devotional and 

time for intercession. This all takes 90 minutes. 

3)  We do it 3x a month. The third Wednesday of each month is a Day Alone with 

God for staff. 
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JONATHAN
HERRON
Founding Pastor
Life Church Michigan
Saginaw, Michigan

1.   Who comes to it?  All paid staff -- full and part time plus unpaid interns.  

We want everyone communicating the same message to our volunteers and 

sharing contagious enthusiasm.  Vision leaks, so weekly staff is uber important 

and mission critical.

2.   What do you talk about?  2 main things: Leadership Development (vision, 

why we do what we do, how to...) and keeping upcoming series + events on 

everyone’s radars.  We want unity + clarity in how we communicate church 

stuff to our people and our region.

3.  How often do you meet?  Every stinkin’ Sunday at 4:45pm.  We do two 

morning services, do lunch/life/football together in the afternoon, regroup at 

4:45 for staff, and then pull off a third identical service at 6pm.  We got the idea 

of Sunday afternoon staff mtgs from Liquid Church in New Jersey.


