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OUR MISSION
To empower young people to serve and love their 
neighbor—all of humanity—as they love themselves. 

International Director
Kirk Rising

Managing Editor
Kirk Rising  

Contributing Editors / Writers
Kirk Rising / Jason Vernon / Kileen Klapp

Creative Director 
Kirk Rising  / Isaac Martinez 

Designer / Layout
Kirk Rising / Isaac Martinez

Youth Ministries International 
Church of God of Prophecy

YM International 
P.O. Box 2910
Cleveland, TN 37312

info@yminternational.org
http://www.yminternational.org
http://www.ymcertification.org

Tel : +1 (423) 559-5305

All photos: unsplash.com
                         Kirk Rising

DON’T FORGET TO FOLLOW US
facebook : http://facebook.com/ymcogop
instagram : @ymcogop
twitter : @ymcogop

This icon appears in lessons that have been forwarded 
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3

Y
O

U
N

G
 L

E
A

D
E

R
S

 C
E

R
T

IF
IC

A
T

IO
N

 2
.0

T
H

A
N

K
S Understanding God’s purpose and will should be the 

starting point for any ministry. Clarity in this area will 
help your ministry realize why it exists and why what it 
does really matters. From creation, God’s plan was to 
have a relationship with mankind. God’s original plan for 
mankind is also His plan for your ministries today. You 
lead to bring others into relationship with God. As you 
go forward, welcome to the NEXT LEVEL!

Special thanks goes to Jason Vernon and Kileen Klapp 
for your writing, editing, and most of all your heart for 
young leaders. 

To my wife for being patient and encouragement during 
the development of this work, I love you.

To all National, State and Local Youth Directors who 
teach or become certified through this training manual. 

To the Church of God of Prophecy for engaging  the 
curriculum and allowing me the opportunity to be in this 
position to help make a difference in the lives of young 
leaders globally. 
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Effective Ministry: 
What Effective Ministries 
Should Be
Synopsis: Many ministers spend vast amounts of time, effort, resources, 
and energy working to build an effective ministry while failing to achieve 
the results they expect. They wind up spinning their wheels but not moving 
forward. This lack of results is often caused by a lack of understanding of 
God’s purpose and will for their ministry.

Understanding God’s purpose and will must be the starting point for any 
ministry. Clarity in this area explains why a ministry exists and why what a 
minister does really matters. An understanding of God’s will and purpose 
provides direction for every decision and action in ministry. It is the 
foundation upon which an effective ministry is built. 

God’s original plan for mankind was drastically changed because of 
man’s disobedience. This lesson describes how sin entered the world, 
man’s resulting insurmountable problem, and the incredible provision 
God provided—out of His great love—to solve that problem. This lesson 
demonstrates that God’s original plan for mankind is still His plan for 
ministry today.

God’s will for Jesus was to reach people and help them develop a 
relationship with their creator. Jesus’ will for all His disciples is the same: 
to reach people and help them reconcile with God. Knowing God’s will 
for mankind today gives the clear and relevant insight needed to build a 
thriving, vital, and effective ministry.

LESSON
ONE
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LESSON
OUTLINE
Introduction

Did you ever go into a room and 
realize you couldn’t remember why 
you went there or what you went 
there to do? Was it to get a book or find 
your jacket? What were you supposed 
to be doing? Why did you end up in that 
room? It’s frustrating. But it’s even more 
frustrating to try to build an efficient 
group ministry with no idea about your 
purpose or what you are supposed to be 
doing.

Effective ministries don’t have that 
problem. They know their purpose and 
why they are doing what they do. Your 
group ministry exists for a purpose—to 
grow people in their relationship with 
God, to help them know Him, love Him 
and experience His love. Group ministries 
also know what they are supposed to be 
doing —bringing those who do not know 
God into a relationship with their Creator.

The work of a leader is to help others find 
and enjoy the same relationship with God 
that they enjoy. It’s not about how much 
you achieve as a ministry or how many 
activities you do or how many people 
attend an event. It’s not about how much 
people like your group or how funny your 
sermons are or how much education you 
have. It’s about knowing God more and 
more while helping others know Him, too.

In this lesson, we will look at God’s 
original plan for mankind, man’s problem 
and the provision God made. Young 
leaders will understand God’s plan for 
their lives and ministries by learning 
about God’s will for His son, Jesus’ will for 
His disciples and God’s will for mankind.
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GOD’S PURPOSE
AND PLAN

1. From the beginning, 
God’s plan was to have 
a relationship with 
mankind, His creation.

OUR PROBLEM
1. Sin is the choice 

to willfully disobey 
God’s command. 
When mankind ate 
the fruit (pride and 
disobedience), sin 
entered the world 
causing mankind to be 
separated from God and 
the relationship between 
man and God to be 
broken. The problem 
mankind faced in the 
Garden is still faced by 
mankind today.

2. Humanity chose to 
willfully disobey God’s 
command. The same 
core issues (pride and 
disobedience) have 
caused them to be 
separated from God and 
the relationship between 
people and God is still 
broken.

3. Because of sin entering 
the world, and the 
separation of the 
relationship with God 
that it caused, mankind 
needed a way, through 
choice and obedience, 
to come back into 
relationship with the 
Creator. This way 
(this provision) is still 
applicable today. His 
name is Jesus.

OUR PROVISION

1. Jesus’ death on the cross 
and His resurrection 
from the dead provided 
the way for us to fulfill 
the purpose we were 
created for—to be in a 
reconciled relationship 
with God.

2. Your purpose in life is to 
live in relationship with 
God. Because of sin, 
the only possible way to 
have a relationship with 
God is to accept Jesus as 
Savior.

GOD’S WILL FOR
HIS SON
1. Jesus finished the work 

the Father gave Him to 
do. The finished work 
was that His disciples 
would receive and 
know that Jesus is the 
Christ. The relationship 
between mankind 
and God was restored 
through that revelation 
and through mankind 
making the choice to 
accept God’s word and 
live the standard of 
obedience to God. By 
the knowledge of God’s 
word combined with the 
revelation of the Holy 
Spirit, we also come 
to accept that Jesus of 
Nazareth is the Christ. 
The original relationship 
is restored!

GOD’S WILL FOR
HIS DISCIPLES
1. God’s will for all who 

believe is to go and 

share the message of 
reconciliation back to 
God, through Jesus, 
in every part of the 
world, and to disciple 
others so they can live 
in relationship with God 
throughout their earthly 
lives and into eternity.

GOD’S WILL FOR YOUR 
LIFE AND MINISTRY
1. The will of God is the 

same for all disciples of 
Jesus. Regardless of age, 
occupation, stage of life 
or location in the world, 
the will of God remains 
the same—that we 
would be in relationship 
with God (“…may they 
also be in us…”) so that 
others would believe 
in the reconciliation 
provided by Jesus’ death 
and resurrection (“…that 
the world may believe 
that you sent me…”). 
It is God’s will for us to 
point others toward a 
relationship with their 
Creator and disciple 
them to continue to live 
in relationship with God. 

2. God’s will for the lives of 
young leaders and for 
every group ministry is 
to point others toward 
a relationship with their 
Creator and disciple 
them to continue living 
in relationship with God. 
Understanding this will 
guide every aspect of 
your ministry.
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GOD’S PURPOSE 
AND PLAN
In our training from Level 
One, we learned that from 
the beginning, God’s plan 
was to have a relationship 
with mankind, His creation. 
In Genesis, God gives the 
account of man’s creation. 

The Garden of Eden 
was created to provide 
everything mankind would 
need to sustain life. Food 
was abundant. Fresh 
water flowed through the 
Garden. And God and man 
were in fellowship with 
each other. God created 
mankind, male and female, 
for the purpose of being 
in a relationship with 
Him. Then God said, “Let 
us make mankind in our 
image, in our likeness…” 
(Genesis 1:26). 

Genesis 2:7 says: “Then 
the Lord God formed a 
man from the dust of the 
ground and breathed into 
his nostrils the breath of 
life, and the man became 
a living being.” The word 
“formed” comes from the 
Hebrew word “yatsar,” 
which means to shape 
with pressure, in the same 
way a potter would shape 
clay into a vessel. This 
Scripture shows the great 
care the Creator took in 
“forming”

mankind. He shaped us 
with loving pressure. 
In every other instance 
of creation throughout 
Genesis 1, God simply 
commanded, “Let there 
be…” and it was done. 
God spoke the world 
and everything in it 
into existence just by 
His command. But the 
creation of man was 
different. During creation, 
God formed man and 
breathed life into him. 

The love and tenderness 
of the Creator toward 
mankind are evident as 
He provided man with 
a home and created a 
woman to be his partner 
and helpmate. No other 
creature was created 
with the potential and 
possibility to be in a 
personal relationship with 
God—only humans. 

The phrase, “…became a 
living soul” contains the 
Hebrew word, “nephesh” 
which means “a soul, living 
being, self, person with 
desire, passion, appetite, 
and emotion.” God created 
man with a living soul so 
that man could relate to 
Him.  

Man did not evolve! 
Instantly, with a gasp of 
air, mankind began to 
breathe, and the intellect, 
the emotions and the will 
(the soul) of man were 
brought into existence at 
that moment. The soul of 
mankind was made alive 
in a relationship where the 
intellect (what man knew) 
was designed to know 
God and the emotions 
(the inward appetites or 
passions) were set toward 
obeying God. 

The will of man was 
regulated by the choices of 
man and how he allowed 
those choices to affect his 
actions. Choosing whether 
or not to obey God’s 
commands determined 
mankind’s eternal destiny. 

God created mankind to 
be in a relationship with 
his Creator. In the Garden 
of Eden, that relationship 
was perfect—mankind 
and God were in harmony. 
They enjoyed fellowship 
and relationship. This is 
also God’s purpose and 
plan for ministry today, 
that people would be in 
relationship with their 
Creator. God still wants 
them to enjoy fellowship 
and relationship with Him. 
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OUR
PROBLEM
Not only did God want to have a 
relationship with man, He also wanted 
man to be able to freely choose to have 
a relationship with Him. God created 
within man the ability to make choices and 
decisions. Man’s original choice between 
right and wrong was whether or not to 
eat from the tree God had planted in the 
Garden. 

The consequences of disobedience 
and eating from the tree were in God’s 
command to mankind when He said, “You 
are free to eat from any tree in the garden; 
but you must not eat from the tree of the 
knowledge of good and evil, for when you 
eat from it you will certainly die” (Genesis 
2:16, 17). The choice was clear. Eat from any 
of the trees or plants in the Garden and live 
forever in relationship with God, or eat from 
the one forbidden tree and face physical 
and spiritual death and separation from 
God. 

Adam and Eve made their choice, and that 
choice affected all of mankind. In listening 
to the serpent, they:

• Looked at the fruit. They used their 
intellect to judge from the standard of 
what was right and wrong. 

• Desired the fruit. Their emotions, 
appetites and passions fueled their 
desire. 

• Took the fruit and ate it. They used 
their will to make a choice. 

Because of the choice they made, their 
relationship with God was changed. 
Disobeying God’s command caused 
separation from the original, created 
relationship with God. Sin is the choice 
to willfully disobey God’s command. 
When mankind ate the fruit (pride and 
disobedience), sin entered the world 
causing mankind to be separated from God 
and the relationship between man and 
God to be broken. The problem mankind 
faced in the Garden is still faced by mankind 
today. 

Many people have chosen to willfully 
disobey God’s command today. The same 
core issues (pride and disobedience) have 
caused people to be separated from God 
and the relationship between mankind and 
God is still broken. 

Because of sin entering the world, and the 
separation of the relationship with God 
that it caused, mankind now needed a way, 
through choice and obedience, to come 
back into relationship with his Creator. The 
way God provided is still available to people 
today. His name is Jesus. 
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In spite of mankind’s choice, God’s 
original design has always been to be in 
relationship with His creation. His love 
for us was so great that He provided 
a way to bring reconciliation between 
Himself and His creation. The provision 
for reconciliation came through His son, 
Jesus. 

“Once you were alienated from God and 
were enemies in your minds because 
of your evil behavior. But now he has 
reconciled you by Christ’s physical body 
through death to present you holy in 
his sight, without blemish and free from 
accusation” (Colossians 1:21-22). 

Sin brought separation and death, but 
Jesus brought reconciliation and life. 

“But because of his great love for us, 
God, who is rich in mercy, made us alive 
with Christ even when we were dead in 
transgressions…” (Ephesians 2:4-5a).

Jesus’ death on the cross and His 
resurrection from the dead provided 
the way for us to fulfill the purpose we 
were created for—to be in a reconciled 
relationship with God. 

Your purpose in life is to live in 
relationship with God. Because of sin, the 
only possible way to have a relationship 
with God is to accept Jesus as Savior. 

This should be the purpose of your 
ministry—to lead people to live in 
relationship with God.

OUR
PROVISION
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GOD’S WILL FOR
HIS SON

Our Level One training also taught that 
Jesus lived out the will of the Father while 
He was on earth. “Then Jesus explained: 
‘My nourishment comes from doing 
the will of God who sent me, and from 
finishing His work’” (John 4:34, 35). Jesus 
came to earth to do the will of God—to 
bring mankind back into a relationship 
with God. Through His death and 
resurrection, the Son made reconciliation 
between creature and Creator possible 
again. 

“Christ’s death paid the penalty for 
our sins, and His resurrection gives 
us new life, new goals, and new hope. 
He has given us complete security and 
challenging purpose.” 1 

Jesus was the Messiah—God in flesh. “In 
the beginning was the Word, and the

1 McGee, Robert S.. The Search for Significance: Seeing Your True Worth Through God’s Eyes . Thomas Nelson. Kindle Edition.

Word was with God, and the Word was 
God. He was with God in the beginning. 

Through him all things were made; 
without him nothing was made that has 
been made. In him was life, and that life 
was the light of all mankind. The light 
shines in the darkness, and the darkness 
has not overcome it. The Word became 
flesh and made his dwelling among us. 
We have seen his glory, the glory of the 
one and only Son, who came from the 
Father, full of grace and truth. 

Out of his fullness we have all received 
grace in place of grace already given. For 
the law was given through Moses; grace 
and truth came through Jesus Christ. 

No one has ever seen God, but the one 
and only Son, who is himself God and is in 
closest relationship with the Father, has 

Christ’s death paid the penalty for our 
sins, and His resurrection gives us 
new life, new goals, and new hope. He 
has given us complete security and 
challenging purpose. ~ Robert McGee
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made him known.” (John 
1:1-5, 14, 16-18). 

By choosing to believe 
that Jesus is the Christ, the 
Son of God, and by living 
a life of obedience to His 
Lordship, mankind can be 
brought back into a right 
relationship with the Father 
and spend eternity in God’s 
presence. The relationship 
between God and mankind 
isn’t only for a lifetime; it is 
an eternal relationship. 

What is the finished work? 
John 17:2-4 and 6-8 give 
us insight to the finished 
work of Jesus while here on 
earth. Verses 2-3: “For you 
granted him authority over 
all people that he might give 
eternal life to all those you 
have given him. Now this is 
eternal life: that they know 
you, the only true God, and 
Jesus Christ, whom you 
have sent.” Jesus did God’s 
will by restoring the original 
relationship between man 
and the Creator. 

Verses 4, 6-8: “I have 
brought you glory on earth 
by finishing the work you 
gave me to do…I have 
revealed you to those 
whom you gave me out of 
the world. They were yours; 
you gave them to me and 
they have obeyed your 
word. Now they know that 
everything you have given 
me comes from you. For I 

gave them the words you 
gave me and they accepted 
them. They knew with 
certainty that I came from 
you, and they believed that 
you sent me.” 

Jesus finished the work 
the Father gave Him to do. 
The finished work was that 
His disciples would receive 
and know that Jesus is the 
Christ. The relationship 
between mankind and God 
was restored through that 
revelation, and through 
mankind making the choice 
to accept God’s Word 
and live the standard of 
obedience to God. Through 
the knowledge of God’s 
Word combined with the 
revelation of the Holy 
Spirit, we come to accept 
that Jesus of Nazareth is 
the Christ! The original 
relationship is restored.

Jesus was the Christ. When 
Jesus’ disciples accepted 
the revelation of the truth 
of who Jesus was and God’s 
word was placed in the 
hearts of the disciples, the 
work of the Son of God was 
completed. 
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GOD’S WILL
FOR HIS DISCIPLES

After His resurrection, Jesus told the disciples His will 
for their life: “Then Jesus came to them and said, ‘All 
authority in heaven and on earth has been given to 
me. Therefore, go and make disciples of all nations, 
baptizing them in the name of the Father and of the 
Son and of the Holy Spirit, and teaching them to obey 
everything I have commanded you. And surely I am 
with you always, to the very end of the age’” (Matthew 
28:18-19). 

God’s will for all who believe is to go and share the 
message of reconciliation to God, through Jesus, to 
every part of the world, and to disciple others so they 
can live in relationship with God throughout their 
earthly lives, and into eternity.

“The organized church should be all God intended it to 
be: an army of believers who understand they are on 
mission with Jesus to see the world saved from eternal 
separation from our heavenly Father.”1 

1 Jim Putman. Real-Life Discipleship: Building Churches That Make Disciples (p. 11). 
Kindle Edition.

ACTIVITY:  Write  out the answers to these two questions:

• What does a healthy relationship with God look like? 
What actions or habits contribute to spiritual growth?  

• Read Matthew 28:19 together. What does the Great 
Commission show us about God’s will for our lives? 
How can the Great Commission be made relevant to 
today’s culture?
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GOD’S WILL FOR YOUR LIFE 
AND MINISTRY
In John 17, Jesus prays for your life, and 
His prayer gives us insight into God’s will 
for us: “My prayer is not for them alone. I 
pray also for those who will believe in me 
through their message, that all of them 
will be one, Father, just as you are in me 
and I am in you. May they also be in us so 
that the world may believe that you have 
sent me” (John 17:20-21). Jesus prayed 
that we would choose to believe in Him, 
and that we would share the Good News 
with others so they could make the same 
choice. 

In Level One, we discovered that the will of 
God is the same for all disciples of Jesus. 
Regardless of age, occupation, stage of 
life or location in the world, the will of God 
remains the same—that we would be in 
relationship with God (“…may they also 
be in us…”) so others would believe in the 
reconciliation provided by Jesus’ death and 
resurrection (“…that the world may believe 
that you sent me…”). 

It is God’s will for you to point others 
toward a relationship with their Creator 
and disciple them to continue to live in 
relationship with God. 

 God’s will for the lives of leaders in 
every ministry is to point others toward a 
relationship with their Creator and disciple 
them to continue living in relationship with 
God. 

1 Smay, Matt. The Tangible Kingdom: Creating Incarnational Community (Jossey-Bass Leadership Network Series) (p. 30). Wiley. Kindle Edition.

2 Warren, Rick. The Purpose Driven Life: What on Earth Am I Here For? (pp. 389-390). Zondervan. Kindle Edition.

Understanding this will guide every aspect 
of a ministry. His will for your ministry is 
not solely to attract people to church. This 
has never been the goal of the gospel. 

“Church must not be the goal of the gospel 
anymore. Church should not be the focus 
of our efforts or the banner we hold up to 
explain what we’re about. Church should 
be what ends up happening as a natural 
response to people wanting to follow 
us, be with us, and be like us as we are 
following the way of Christ. “1

“If you want to be like Jesus, you must have 
a heart for the whole world. You can’t be 
satisfied with just your family and friends 
coming to Christ. There are over 6 billion 
people on earth, and Jesus wants all His 
lost children found. The Great Commission 
is your commission, and doing your part is 
the secret to living a life of significance.”2 

God’s will for your life and ministry is very 
clear. We are to love God and love others. 
Out of that heart of love, we are to point 
as many people as we can to the amazing 
news of reconciliation to God through 
Jesus and help them become disciples of 
Christ. 
 
The Great Commission is your commission 
and doing your part to fulfill it is the secret 
to having an effective ministry as well as 
living a life of significance.
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Balanced Approach

Youth Ministries should be balanced in their approach to fulfilling God’s purpose and 
will for their ministry. The spiritual growth of students is prioritized but not so much 
that the focus is solely on the students currently attending. This is because focusing 
only internally will not effectively fulfill God’s purpose and will of leading other 
students who have never heard the gospel to Him. 

Youth Ministries should also have a balance between activities and meeting the 
needs of others. Ministries who only focus on having fun youth activities never 
fully understand God’s purpose because their effort and energy is expended on 
entertainment and fun rather than meeting the needs of others. Both are necessary 
but balance is key. 

“For too many churches, the youth pastor has become little more than the spiritual 
equivalent of an activities director on a cruise ship. He plans “events” and activities, 
hangs out with the kids, entertains, and provides some semblance of oversight in 
order to keep the kids reasonably safe and occupied. Many churches have designed 
“youth programs” that allow their teens to grow up with a sense of “entitlement” 
wherein they expect to be amused, indulged, and isolated from the adults with most 
every whim of appetite and interest being met by the church. They have separate 
services—sometimes to the point that they never even have an opportunity to go to 
the adult service, which is often described as “dry” and/or “irrelevant” to what they 
need.”3

3 Burrell, Dan. The Dumbing Down of Youth Ministry. https://sharperiron.org/article/dumbing-down-of-youth-ministry

ACTIVITY: 
• What is the importance of ministry balance. Where do many groups lose vision 

in meeting God’s purpose and will for their ministry? 
• After reading this lesson, why is God’s purpose and will is so vital to your 

ministry.
• Why is love essential in carrying out God’s purpose and will.



16

Y
O

U
N

G
 L

E
A

D
E

R
S

 C
E

R
T

IF
IC

A
T

IO
N

 2
.0

Conclusion

It’s easy to get so caught up in the work of ministry that we lose sight of the big 
picture. Ministry is so much more than preparing sermons, planning budgets, and 
dealing with one crisis after another. A minister is commissioned by Jesus to reach the 
world with the message of reconciliation to God through the cross. Ministry deals with 
changing lives here on earth and for all eternity.

Everything we do in ministry must be done with a heart of love. We love God and love 
others. Out of that love, we point everyone we can to Jesus. God’s will and purpose for 
our lives and our ministries is to continue to grow our relationship with Him, to share 
the hope of salvation with others, and to disciple others in their walk with Jesus. 

Yes, sermon preparation is important. Budget planning is important, too. The day-to-
day work of ministry is important. But never lose sight of the big picture: sin still keeps 
people broken and separated from God. People still need a way back to God. People 
still desperately need Jesus. We have the high privilege of sharing that message of 
mercy, grace, and love. This is God’s will and purpose for our lives, and our ministries.
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“My food,” said Jesus, 
“is to do the will of            
him who sent me 
and to finish his work.” 
John 4:34
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Effective Ministry: 
Documents of Vision

LESSON
TWO

Synopsis: One essential element of effective ministry is developing and 
communicating documents of vision. These documents provide clarity for the 
team and give direction that leads a ministry into a healthy future, producing both 
spiritual and numerical growth. 

Program planning without a clearly written plan produces a haphazard ministry, 
one that changes with the latest trend, and one that fails to achieve the 
desired results. A Mission Statement, Vision Statement, Statement of Values, 
Organizational Chart, and measurable goals are essential documents for an 
effective ministry.

• A Mission Statement is a concise explanation of why a ministry exists. What 
is the purpose of the ministry? What is the overall intention of the ministry? A 
Mission Statement is a first step in a ministry’s strategic planning.  

• Vision Statements look forward and define where the ministry wants to be 
in the future. What problems are we seeking to solve? If we reached our goals, 
what would our ministry look like in 10 years? A Vision Statement is challenging 
and inspiring.

• A Statement of Values helps define the spirit with which goals are 
accomplished. It lists core principles that guides the actions and decisions of 
the ministry. How should we treat other people? To what standards will we 
hold ourselves as we minister? What are our priorities? A Statement of Value 
defines the heart of the ministry.

• An Organization Chart provides a clearly defined structure for a ministry. 
An Org Chart lets everyone on the team know their role and what they 
are responsible for accomplishing. It eliminates confusion and increases 
effectiveness.

• Measurable goals are essential for effective ministry. A goal that is unclear 
or unmeasurable is just a dream. Goals should be specific, measurable, and 
include a targeted timeframe. The SMART acronym helps in writing clear goals.

This lesson will help leaders understand the importance and value of creating 
documents of vision. It includes examples, formats, and practical information. 
This class provides leaders with the tools necessary to begin creating their own 
documents of vision, enabling them to create a healthy and effective ministry. 
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LESSON
OUTLINE

Introduction

Developing and communicating documents of vision is an essential element 
of effective group ministry. These documents provide clarity for the team 
and gives direction that leads a ministry into a healthy future, producing both 
spiritual and numerical growth. 
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MISSION STATEMENTS

1. Answer the question, 
“Why does my ________
ministry exist?”

2. Should be 
communicated in 
twelve words or less.

3. Give clarity on who you 
are and who you aren’t.

 
VISION STATEMENTS

1. Answer the question, 
“Where are we going?”

2. Paint a clear picture of 
the next five years.

3. Must be communicated 
21 times before people 
start to hear it.

 
SETTING AND 
OBTAINING 
MEASURABLE GOALS

1. Goals should be specific 
and measurable.

2. Goals should have a 
time limit.

3. Goals should be in 
writing.

STATEMENTS OF 
VALUES

1. Define the spirit with 
which we will go about 
accomplishing our 
goals.

 
STRUCTURAL VISUALS

1. Everyone on the team 
should know who is 
doing what.

2. Develop an 
organizational chart 
beyond where you 
currently are.
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LET’S 
BEGIN

Introduction

“The declining church always assumes 
that the solution to ministry is 
programmatic. If only they could get a 
new leader! If only they could find a great 
curriculum! If only they could renovate 
a room in the building! They fail to 
recognize that the solution to ministry, 
like the solution to decline in general, is 
systematic.” 1

Mark DeVries, author of “Sustainable 
Youth Ministry,” says that effective 
ministries make the leap from a short-
term, patchwork ministry to a ministry 
based on established systems that last 
long after the current leadership team 
has moved on.

One of the best ways to begin this 
process is to develop documents that 
clarify and provide the future of your 
ministry. 

• Mission Statements help 
communicate why your ministry 
exists. 

• Vision Statements provide 
inspiration for the future and 
define the strategies needed 
to execute and accomplish the 
mission. 
 

1 DeVries, Mark. (2008), Sustainable Youth Ministry, IVP Books. ISBN: 978-0-8308-7905-2

 
 

• A Statement of Values helps 
determine the spirit with which 
goals are accomplished. 

• Measurable goals give specific 
targets designed to move the 
ministry into the vision for the 
future. 

• An Organizational Chart shows 
each team member’s role and 
what they are responsible for 
accomplishing.

This lesson will provide the tools 
necessary to begin creating documents 
and systems that will help build a 
healthy and effective ministry. Written 
information, examples, and practice will 
be utilized to move the leader forward in 
the vision God has given them for their 
unique ministry.
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MISSION 
STATEMENTS

Mission Statements answer the 
question, “Why does my ministry 
exist?” Determining the answer 
to why your ministry exists is 
the starting point for building an 
effective ministry.

Mission Statements should be 
communicated in twelve words or 
less. There are three factors that 
render many Mission Statements 
useless:

1. Too long (the greater the 
mission the more simply it 
can be stated)

2. Too generic (not specific to 
your ministry)

3. Too technical (not inspiring) 

Mission Statements not only help 
you understand who you are, they 
also give you clarity about who 
you aren’t. As you become more 
successful, tons of opportunities 
will come your way. Great Mission 
Statements keep organizations 
from chasing after so-called “good 
ideas.”

Remember, mission statements 
answer the question, “Why do we 
exist?” When writing a Mission 
Statement, it is important to seek 
God and make sure that your 
Mission Statement mirrors God’s 
purpose and plan for your ministry.

Once a Mission Statement 
is developed, it needs to be 
communicated consistently. Make 
sure it is somewhere that can be 
seen. Share it with your volunteer 
team. Teach about it in sermons
and lessons. Everyone has to 
know why the ministry exists and 
a Mission Statement provides that 
essential information.

“Without a really good Mission Statement you have the 
potential to get to the top of the ladder only to find it is 
leaning against the wrong building. Mission Statements give 
clarification and definition for your dreams and assure that 
your goals are all aimed at the right target.”1 

1 Ramsey, Dave. (2011), EntreLeadership: 20 Years of Practical Business Wisdom from the Trenches, Simon + Schuster. ISBN: 
978-1-4516-4601-6
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ACTIVITY: Search “church mission statements.” 
• Think about the Mission Statements you find. Are they concise? Are they 

inspirational? Which ones really speak to you? Which ones seem to fall 
short? Begin to think about what you want in the Mission Statement for your 
ministry.

ACTIVITY: 
• Create a new or updated Mission Statement for your ministry.

FIGURE 1. SAMPLE MISSION STATEMENT

WEST END COGOP __________ MINISTRY MISSION STATEMENT
(WHAT WE ARE CALLED BY GOD TO DO)

The mission of our Ministry is to love, equip, and serve.
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Vision Statements answer 
the question, “Where are 
we going?” This document 
helps your team create a 
clear picture of where God 
is calling your particular 
ministry to be in years to 
come.

The most effective Vision 
Statements paint a picture 
of the next five years. 
Vision Statements need to 
be as specific as possible. 
While Mission Statements 
are more inspiring, 
Vision Statements can 
be measured, and a 
ministry will easily know 
when the vision has been 
accomplished.

Too many ministries are 
stuck in the same trap. 

Driven by the urgent 
demands of simply keeping 
a ministry afloat, most 
leaders define long-range 
planning as getting this 
month’s calendar done just 
in time for the newsletter 
to go out. 

Without a clearly-
articulated, compelling 
vision of what a ministry 
would like to accomplish, 
churches have no higher 
purpose than simply 
assembling a group of 
people. This is not a vision; 
this is a fearful reaction 
to the risk of extinction. 
Churches throw together 
events and activities just 
to hang on to attendees 
who are still just barely 
connected.

1. Isaacson, Walter. (2011), Steve Jobs, Simon 
+ Schuster, ISBN: 978-1-4516-4855-3

VISION 
STATEMENTS

The best way 
to predict the 

future is to 
invent it. 1
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A clearly-articulated vision protects 
churches from becoming, in the words 
of Robert Lewis, “a sort of Christian 
‘club’ that tries to keep its members 
happy.” A compelling vision protects a 
particular ministry in your organization 
from competing agendas and paralyzing 
practices. It can become the filter that 
helps leaders determine which of the 
hundreds of ideas they will actually 
implement.

If a ministry engages in a bold vision 
instead of coasting in contentment in 
week-to-week programs, seeds of fresh, 
new innovation will be planted. Without 
innovative thinking, young leaders grow 
frustrated and will eventually leave.

Effective ministries are going somewhere. 
They know where they want to go and 
how to get there. If your ministry goes 
week to week without thinking about the 
future, about what you want your group 
to be and who you want them to reach, 
you will soon get stuck in the status quo, 
only reaching the same people.

Jesus had a clear vision of what He was 
doing while on earth. He knew that He 
was going to die, rise again, and from 
that, a church would be built that would 
reach billions of people with the gospel. 
If Jesus knew exactly why He was here, 
shouldn’t we?

Receiving and communicating vision can 
be intimidating. Some leaders never know 
where to start. Obviously, prayer is always 
a great starting point. Perhaps you or 
your leadership team needs to get away 
for a time to fast and pray together about 
where God wants your ministry to go.

1 Isaacson, Walter. (2011), Steve Jobs, Simon + Schuster, ISBN: 978-1-4516-4855-3

No two visions are exactly the same. God 
doesn’t want your ministry group to be a 
copy of another. You are where you are 
for a reason and there are things your 
group can accomplish together that no 
other group can do. There are specific 
people He wants you to reach.

Start by asking God where He wants your 
ministry to be next month. Then think 
about the next six months...the next year. 
You don’t have to know all the answers. 
God will see your heart.

He will fill in the blanks of the details and 
the specific things He wants you to do. 
But your mindset has to be in the right 
place. Leaders get so caught up in every 
detail of a vision that they end up not 
moving forward. Vision is progressive. 
Sometimes we must move forward before 
God gives us the next step. 

Once vision is clear, it needs to be 
communicated on a regular basis. 
“You have to discuss the vision of the 
organization twenty-one times before 
people start to hear it. You also have to 
restate your vision constantly so that as 
the organization grows and changes, it 
continuously reflects that vision”1

The Bible says in Habakkuk 2:2, “And the 
Lord answered me, and said, ‘Write the 
vision, and make [it] plain upon tables, 
that he may run that readeth it.’”

Your team wants to run. They want to 
grow. They want to love God and love 
others. But it doesn’t happen until you 
write the vision plainly.



29

Y
O

U
N

G
 L

E
A

D
E

R
S

 C
E

R
T

IF
IC

A
T

IO
N

 2
.0

FIGURE 2. SAMPLE VISION STATEMENT

WEST END COGOP __________ MINISTRY VISION STATEMENT
(WHAT WE WANT TO SEE IN THE FUTURE)

West End’s _____________ Ministry vision is to love and disciple everyone in our 
ministry into a mature relationship with Jesus, a working knowledge of the 
Bible, a desire to serve others, and the ability to be salt and light in whatever 
part of the world they find themselves. 

Activity:
• Think about your vision for your ministry group. How clear is your vision of 

the future? 
• Does your ministry have a written Vision Statement? If so, write down at least 

one goal for your ministry to achieve in the future.
• How is the vision for your ministry currently being communicated? How 

specific is the Vision Statement of your current ministry? Is it something 
everyone can understand and do?
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STATEMENTS OF 
VALUES

Values stand guard over the climate 
of all ministries. They define the spirit 
with which the ministry goes about 
accomplishing goals. For instance, love, 
kindness and respect are values. Written 
values answer the question, “how do 
we behave?” Core values influence the 
thinking, decisions, and priorities of 
the individual team members and the 
ministry as a whole.

A Statement of Values should work 
together with the Mission Statement and 
the Vision Statement. For example, in the 
imaginary Westwood COGOP, the three 
items listed on the Mission Statement 
were: “…love, equip, and serve.” The 
Vision Statement also embraced those 
three principles: “We will love and 
disciple everyone in our ministry into a 
mature relationship with Jesus, a working 
knowledge of the Bible, a desire to serve 
others...” Their Values Statement also 
reflects those three characteristics. In 
each of the three documents, we find a 
commitment to loving, discipling, and 
serving.

Here are 5 things to remember about 
creating a Statement of Values:

1. Core values reflect the heart and soul 
of a ministry. Because we are followers 
of Jesus, our values must reflect 
Jesus. For example, accumulating 
wealth should not be a core value of a 
ministry because it does not reflect the 
heart of Jesus. Giving or serving the 
poor or needy would be a much better 
reflection of the one who is our model. 

2. Core values can be actual or 

aspirational. An actual core value 
is a value your ministry already 
demonstrates. An aspirational 
core value is one your ministry is 
developing. 

3. Core values can be more exciting and 
arouse more passion because of how 
they are stated. For example, which is 
more exciting: “We value giving” or “We 
practice extravagant generosity?” 

4. Core values must start at the top. 
For the values to spread throughout 
the ministry, the leadership team 
must embrace and exhibit those core 
values. 

5. Core values must be communicated 
regularly. If they are written and never 
talked about, they have no impact on 
the ministry. Instead of writing them 
and forgetting them, post them on the 
walls, include them on emails, discuss 
them in meetings, and point out 
examples of people authentically living 
out the ministry’s core values.

Core values define the key beliefs needed 
to achieve the mission. It shows the team 
how to act and live in a way that serves 
the vision. It influences the beliefs and 
behavior of the team members and steers 
the ministry in the right direction. 

Your ministry has a unique calling and 
your core values will reflect your calling. 
Don’t try to copy another church’s 
Statement of Values. Think deeply about 
your ministry’s values, seek God about it, 
and develop your own unique statement 
of values. It will be worth the effort. 
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FIGURE 3. SAMPLE STATEMENT OF VALUES

WESTEND COGOP ____________ MINISTRY CORE VALUES

We love and value each individual. Every person is created in the image of God. Therefore, 
everyone is valuable and deserves our respect.

We consistently choose kindness and acceptance.

We immerse ourselves in  God’s Word and commit ourselves to discipleship.

We value serving and giving.

We value relationships and community.

We value God’s church.

__________________________________STATEMENT OF VALUES

ACTIVITY:   

• Spend some time researching some of the core values of companies and 
churches (examples: COGOP, Starbucks, Apple, Google). What values do you 
discover? How do business values differ from ministry values? How would the 
values you found apply (or not apply) to ministry?

• Using the sample Statement of Values from Westend COGOP, rewrite the values 
to make them more exciting and compelling to the reader.

• What do you feel are the five most important values of your ministry? If you 
have not developed core values for your ministry, plan a time to meet with 
your team and develop this important document.
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SETTING AND 
OBTAINING 
MEASURABLE GOALS

On September 23, 1999, 
NASA’s 125-million-
dollar Mars probe ended 
its ten-month journey 
prematurely with a crash 
into the surface of the 
planet. As the investigation 
concluded, NASA admitted 
that the cause of the 
crash was simple—one 
engineering team did its 
calculations with metric 
units, while another made 
its calculations using 
another type of units. 
The difference was totally 
unnoticeable early in the 
journey, but after 416 
million miles, the tiny 
discrepancy widened, until 
the spacecraft literally 
probed the planet. The 
method of measurement 
made all the difference” 9

Most ministers are 
happy not to measure 
anything. Many bristle at 
the thought of tracking 
attendance patterns or 
setting measurable goals. 
But without agreed-upon, 
measurable goals, a 

ministry will suffer from 
terminal vagueness.

Without clear and 
measurable goals, the 
only marching order for 
a ministry director is 
to try to keep as many 
people happy as possible. 
Clear, measurable targets 
protect leaders from the 
pressure to agree to every 
new idea that bubbles up 
from important people in 
the church, allowing the 
ministry to defer adding 
new programs until the 
time of year when the 
re-visioning of goals takes 
place.

So, what would some goals 
look like for your ministry? 
That’s up to you as the 
leader. Where is your 
ministry headed? What do 
you want to accomplish? 

Some common ministry 
goals are:

1. We will recruit and 
train XX volunteer 

leaders in the next six 
months. 

2. At our October event, 
we will invite XX 
people and we are 
praying for XX people 
to attend. 

3. This year we want 
to see XX% of our 
attendees serving the 
community to meet 
the needs of others. 

4. We currently have 
XX _____________ who 
regularly attend our 
group. In the next 
six months we are 
going to work to see 
XX _________in these 
services.

These are just examples, 
but the point is you can 
never hit a target that you 
don’t have. 

2. DeVries, Mark. (2008), Sustainable Youth 
Ministry, IVP Books. ISBN: 978-0-8308-7905-2
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3. Ramsey, Dave. (2011), EntreLeadership: 
20 Years of Practical Business Wisdom from 
the Trenches, Simon + Schuster. ISBN: 978-
1-4516-4601-6

Goals 
convert vision 
into energy. When you lay 
out exactly what you want to do in 
detail, you immediately start feeling the room 
move and the earth shake. You are pulled into your new 
life like some scene from a movie. Goals help make great men. J. 
C. Penney once said, ‘Give me a stock clerk with a goal, and I will give 
you a man who will make history. Give me a man without a goal and I 
will give you a stock clerk’” Goals must be specific, and goals must 
be measurable. Goals cannot be vague. Vague goals are not goals; 
they are dreams and wishes, and you don’t want to end up being 
one of those dreamers who do nothing. 10
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SMART GOALS

SMART is an acronym developed by George Doran in 1981. It is designed to enable 
people to write meaningful goals. To make sure your goals are clear and reachable, 
each goal should be:

• Specific: What exactly do you want to accomplish?
• Measurable: How can you measure progress toward the goal? How will you know 

when you reach your goal?
• Achievable: Is this goal realistic? Do you have the resources, skill, and motivation 

to accomplish this goal?
• Relevant: Is this the right time to pursue this goal? Does this goal fit with the 

overall mission and vision of the ministry?
• Time bound: What is the deadline for achieving this goal? What progress point 

deadlines could be set?

A vague or unrealistic goal is an ineffective goal. The SMART acronym can help you 
set goals that are specific, measurable, achievable, relevant, and time bound. SMART 
goals are effective goals. They can move your ministry forward and in the right 
direction. 

Bill Copeland said, “The trouble with not having a goal is that you can spend your 
life running up and down the field and never score.” Many ministries continuously 
strive and work but never score. Measurable goals move you toward the goal line and 
makes success more achievable.

Many ministries don’t set and communicate goals because they are afraid of failure. 
They are afraid of the feeling they will have if the goal isn’t achieved. It’s time to move 
beyond this mindset. Leaders today want to be challenged. When you set clear goals, 
encourage creative ideas to achieve them, trust God, and give it all you have, God will 
do amazing things.

ACTIVITY

PRACTICE:  Rewrite these goals to make them SMART goals:

• We will do a better job of reaching out to visitors.
• We will keep the kitchen cleaner.
• We will stay in contact with the members of our ministry.

IMPLEMENT:  Write one specific, clear, and measurable goal to implement in 
your ministry.
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MAKE THESE  “SMART” GOALS

We will do a better job of reaching out to visitors.

We will keep the kitchen cleaner.

We will stay in contact with the members of our ministry.
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There is a (perhaps mythical) story about 
Napoleon meeting with his counselors 
before going to war. The counselors, 
knowing Napoleon’s grand visions for 
expanding his empire, presented their 
aggressive plan of attack. He listened 
quietly as each described a different 
component of their ambitious plan. 
But with a few short questions from 
Napoleon, they were sent from the 
room, commissioned to start over. What 
were Napoleon’s questions? He simply 
asked about horses: “How many do we 
have? Where will they all be placed?” 
In a few short minutes, the humiliated 
leaders realized that their plans, though 
ambitious, would quickly outrun the 
available horses. 1

“Without the Organization Chart, 
confusion, discord, and conflict become 
the order of the day. But with it, the 
direction, purpose, and style of the 
business are balanced, interacting
purposefully and progressing with
intention and integrity toward a cohesive 
and sensible whole”2

The plans created by Napoleon’s team 
failed because no one was in charge of 
the horses. Every team needs a structure 
visual (also called an organizational 
chart) showing everyone’s position 
and responsibilities to make sure 
everyone knows where they fit into the 
organization.

1 DeVries, Mark. (2008), Sustainable Youth Ministry, IVP Books. ISBN: 978-0-8308-7905-2
2 Gerber, Michael E.. The E-Myth Revisited (p. 183). HarperCollins. Kindle Edition.

Every leader should be on the 
organizational chart because everyone 
needs to know who is doing what. This 
eliminates confusion and helps people 
understand their responsibilities and 
what they are expected to accomplish.
Organizational charts are very simple 
to make. Starting with the leader, look 
at each person working in your ministry 
and place them where they belong on 
your org chart. (Both Microsoft Word and 
Google Docs provide tools to create org 
charts.) While org charts are easy to make, 
they provide great value by showing each 
member of your team how they fit into 
the overall big picture of your ministry. 

Many ministries neglect making an 
organizational chart because they have 
no funds to build a team of paid staff. 
However, creating an organization 
chart for volunteer workers can still 
be extremely helpful. In addition, your 
ministry will benefit from creating a 
“dream team” organization chart outlining 
where you hope to be in the future. This 
chart helps you know what skills or talent 
you’re looking for and enables you to 
easily plug new volunteers or staff into 
your ministry.

STRUCTURE 
VISUALS



37

Y
O

U
N

G
 L

E
A

D
E

R
S

 C
E

R
T

IF
IC

A
T

IO
N

 2
.0

FIGURE 4. SAMPLE ORGANIZATIONAL CHART

PASTOR / CHURCH

LEVELS OF LEADERSHIP

Small Group
Coordinator Event Planner Worship Leader

Group 
Leader 

Volunteer

Group 
Leader 

Volunteer

Group 
Leader 

Volunteer 

Set Up 
Volunteer

Clean Up 
Leader 

Volunteer

Decoration
Leader

Volunteer

Food
Volunteer

 Singers
and 

Musicians
Volunteer

Technical
Assistants
Volunteer

ACTIVITY: 
• Create a simple organizational chart for your ministry. Include positions that 

are currently unfilled. Be sure to update it as changes occur. 

• Create a chart based on where you want the ministry to be in the future. 
What would the perfect team look like? 

MY ORGANIZATIONAL CHART

PASTOR / CHURCH
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Without the Organization 
Chart, confusion, discord, and 
conflict become the order 
of the day. But with it, the 
direction, purpose, and style 
of the business are balanced, 
interacting purposefully and 
progressing with intention and 
integrity toward a cohesive and 
sensible whole. 1 

1 Gerber, Michael E.. The E-Myth Revisited (p. 183). HarperCollins. Kindle Edition.
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Conclusion

Developing and communicating documents of vision provides clarity for the 
team and gives them direction that leads a ministry into a healthy future and 
produces both spiritual and numerical growth. Ministries will not be able to 
grow and sustain growth beyond the structure they build. Documents of vision 
help any ministry obtain clarity about who they are, what they are doing and 
how to get to where God wants them to be.
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Efficient Ministry: 
Documents of Structure
Synopsis: A ministry that wants to grow must take time to develop 
documents that provide clarity, bring structure and save countless 
wasted hours each year. These five key documents help build 
sustainability in a ministry group: directories; event calendars; job 
descriptions; recruiting lists; and curriculum models.

By utilizing these five key documents, small ministries are organized 
and structured to grow into medium ministries, and prepared to 
become a large ministry. To grow, your ministry must have a structure 
that prepares the ministry for growth. Consistent use of these 
documents of structure will prepare you for growth in the future.

This lesson explores the benefits of the five documents of structure, 
provides examples, and gives practical instruction on how to implement 
these tools in a ministry of any size.

The five documents are:
• Directories: Maintains an up-to-date record of names, addresses, 

emails, and phone numbers of attendees, staff, volunteers, and 
visitors.

• Event Calendar: Provides a plan of events for the current year.
• Recruiting Lists: Displays the number of volunteers needed at each 

event throughout the year.
• Curriculum Models: Projects the subjects to be taught over the 

course of several years.
• Job Descriptions: Defines the responsibilities of each staff member 

and volunteer.

Documents of structure provide organization and efficiency. They 
improves the functionality of the team and the ministry. They keep 
everyone informed and positions the ministry to move forward to the 
next level.

LESSON
THREE
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LESSON
OUTLINE

Introduction

Efficient ministries develop 
documents that provide clarity, bring 

structure and prevent the ministry from 
wasting countless hours reinventing the wheel 

each year. These five key documents help build 
sustainability in a ministry group: directories, event 

calendars, job descriptions, recruiting lists and curriculum 
models.

Three essential directories (attendees directory, volunteer 
directory and visitor directory) keep communication current, 
relevant and consistent. A solid annual event calendar helps 
raise volunteer engagement and allows parents to plan well in 
advance. Job descriptions outline the scope of responsibility 
for a job and should be built for every staff and volunteer 
position.  Recruiting lists look at how many volunteers are 

needed and help ensure an adequate team is in place to 
accomplish the vision. 

Finally, curriculum models provide a long-
term game plan for how group ministry 

teaching will be structured.
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DOCUMENTS OF 
STRUCTURE

• There are five key 
documents that help 
build sustainability 
in a ministry group: 
directories, event 
calendars, job 
descriptions, recruiting 
lists and curriculum 
models.

DIRECTORIES

• The three essential 
directories are the 
attendees directory, 
volunteer directory 
and visitor directory. 
These documents keep 
communication current, 
relevant and consistent.

EVENT CALENDAR

• Ministries should have 
their major events 
mapped out at least a 
year in advance.

JOB DESCRIPTIONS

• Everyone has a better 
chance of doing their 
positions well if they 
are given a document 
in writing outlining their 
responsibilities.

RECRUITING LISTS

• Ministries should have 
a clear process for 
recruiting the volunteers 
they need.

CURRICULUM MODELS

• Ministries benefit from 
a six- or seven-year 
plan projecting how the 
teaching and curriculum 
in your ministry will be 
structured.
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LET’S 
BEGIN

Introduction

An efficient ministry develops documents 
that provide clarity, bring structure 
and prevent the ministry from wasting 
countless hours reinventing the wheel 
each year. These five key documents 
help build sustainability in a group 
ministry: directories, event calendars, 
job descriptions, recruiting lists and 
curriculum models.

Three essential directories (attendees 
directory, volunteer directory and visitor 
directory) keep communication current, 
relevant and consistent. A solid annual 
event calendar helps raise volunteer 
engagement and allows participants to 
plan well in advance. Job descriptions 
outline the scope of responsibility for a 
job and should be built for every staff and 
volunteer position. Recruiting lists look 
at how many volunteers are needed and 
help ensure an adequate team is in place 
to accomplish the vision. 

Finally, curriculum models provide a 
long-term game plan for how the ministry 
teaching will be structured.
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OVERVIEW OF 
DOCUMENTS OF 
STRUCTURE

How many times has a ministry leader wanted to contact someone 
but couldn’t find the info? How often are events planned at the last 
moment, after many potential attendees have made other plans? 
And how many times has a task been overlooked because no one 
knew who was responsible for it? These problems—and others like 
them—reduce the effectiveness of ministry. 

Documents of structure are the answer to these problems. Structure 
documents bring organization, clarity, consistency, and effectiveness 
to a ministry. A lack of them results in wasted time, unnecessary 
effort, and a haphazard results.

Structure documents help move a ministry from where it is to 
where it needs to be. Achieving next-level results requires next-level 
preparation. Before a high-rise building is constructed, plans are 
made, workers are recruited, and a foundation is laid. In a similar 
way, before a ministry can grow, plans must be made, workers 
recruited, and a foundation laid. Documents of structure create the 
foundation upon which a vibrant, thriving ministry can be built.

Without creating something that is sustainable and easily led by 
volunteers, ministries are limited by the capacity of their leader. 
Many ministries frantically toil to make it to the next level without 
taking time to create the documents necessary to move the ministry 
to that next level.

There are five key documents that prevent ministries from wasting 
countless hours each year: directories, event calendars, job 
descriptions, recruiting lists, and curriculum models.

Implementation and use of these documents improves 
communication, increases follow up, enables accountability, 
and generates thoughtful plans. It improves organization and 
professionalism. The time invested in creating these documents 
yields a vast and valuable return.
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DIRECTORIES 

Most churches have multiple databases, 
spreadsheets or even handwritten 
lists of their volunteers, parents and 
visitors, but they may be outdated 
and scattered in a variety of locations. 
Because of this, leaders have difficulty 
regularly communicating with attendees: 
new visitor cards get lost, attendees 
move, birthdays are forgotten, and 
communication is inconsistent.

Effective ministries solve these problems 
by creating and using three important 
directories. These directories can be 
used to communicate upcoming events, 
to track attendance, to follow up with 
absentees, to track birthdays, to reach 
out to first-time guests, and to share 
resources with the ministry team.

3 Essential Directories

• Member/Attendees Directory. The 
first essential directory is a detailed 
members/attendees directory. 
Effective ministries maintain up-
to-date information about their 
attendees, including phone numbers, 
emails and any other relevant 
information. Efficient ministries even 
partner with other ministries to ensure 
that databases are updated from birth 
to old age so that everyone is assisted 
in taking their next steps as they move 
up through each level. A group can’t 
grow if they are not even able to stay 
accountable to those God has given 
them. 

• Volunteer Directory. The second 
essential directory is of all volunteers 
and/or staff working in the ministry, 
including each person’s contact 
information and role. Building a strong 
team is crucial for building a  

 
 
sustainable ministry and volunteers 
are an essential part of a strong team. 
This directory allows leaders to stay in 
contact with volunteers and include 
them in the activities of the ministry. 
Without a volunteer directory, leaders 
struggle to build a solid relationship 
with their volunteers. A volunteer 
directory also enables leaders to see 
who is available to help with events or 
activities and contact them easily and 
quickly. A ministry can live or die based 
on the participation and enthusiasm 
of motivated volunteers. A volunteer 
directory makes it easier for leaders 
to communicate with volunteers and 
makes it easier for volunteers to fully 
engage with ministry.  

• Visitor Directory. A visitor directory 
is the third essential directory for an 
effective ministry. It includes names 
and contact information for all visitors 
to your ministry over the past two to 
three years. Unsustainable ministries 
tend to take first-time guest cards 
lightly but following up with visitors 
may be the difference between a guest 
being a one-time visitor or becoming 
a new member of the group. Having 
a clear system in this area is vital for 
a growing ministry. Each new guest 
matters greatly and churches who fail 
to follow up effectively will fail to grow.

Creating directories isn’t a once-and-done 
process. After they have been created, 
they must be distributed, used, and kept 
up-to-date.  
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It is crucial to update all three directories 
as changes occur. To maximize the 
effectiveness of the directories, print or 
email updated directories to members of 
the leadership team at least once a year. 

Sharing the directories with volunteer 
teams leads to stronger relationships 
and the team will begin making calls and 
taking ownership of the ministry.

ACTIVITY:
• Write how your ministry currently 

maintains contact information on 
attendees, volunteers, and visitors. 

• What changes can you make to 
improve the effectiveness of your 
directories?

EVENT CALENDAR

Organizations should have their major 
event calendar mapped out at least a 
year in advance, allowing attendees 
to plan around your ministry events. 
Unsustainable ministries complain about 
the lack of committed volunteers who 
don’t sign up for events, but often events 
are announced less than six weeks 
before they happen, resulting in potential 
attendees and volunteers already having 
plans for the event date.

An event calendar should include all 
ministries of your church in planning the 
annual event calendar. Many activities 
and other events take up a great deal 
of time in a church ministry. Randomly 
throwing an event on a calendar a few 
weeks before it is scheduled to take place 
is a recipe for failure.

Failing to plan is planning to fail. If 
schools, sports teams and universities 
can make event calendars that are one to 
two years in advance, certainly ministry 
groups can get ahead in the planning 
process.

Once event calendars are completed, it is 
important to avoid making changes if at 
all possible. Consistency is vital to growing 
a ministry and participants need to see 
that events are well thought out, that buy-
in has been received and that everyone 
is excited before an event is added to the 
calendar. It is also wise to find various 
ways to distribute the ministry calendar 
(web, social media, text, etc.).

ACIVITY:  
• Write  what it would look like to 

create an annual calendar a year 
in advance. How would this be 
helpful to parents, volunteers and 
attendees? 

• Think about some of the challenges 
that could arise when trying 
to transition from last minute 
scheduling of events to longer-term 
plans.

ACIVITY:  
• With the sample provided, create 

an Events Calendar below for your 
ministry
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FIGURE 1. SAMPLE VOLUNTEER DIRECTORY

WEST END COGOP VOLUNTEER DIRECTORY

NAME POSITION PHONE EMAIL

Jennifer Jones Food 239-393-4839 JJJones@yahoo.com

Stan Marshall Clean-up 492-484-2457 Stantheman@gmail.
com

Kara Chen Small Group 989-362-1311 ChenGirl@yahoo.
com

FIGURE 3. SAMPLE VISITOR DIRECTORY

WEST END COGOP VISITOR DIRECTORY

NAME DATE OF VISIT CONTACT INFO

Bridget Amaretto 9/10/2020 973-675-6432

Jude Lawrence 9/10/2020 heyjude@gmail.com

Elizabeth Montgomery 9/10/2020 973-773-1289
BethMont@yahoo.com

FIGURE 2. SAMPLE  ATTENDEES  DIRECTORY

WEST END COGOP DIRECTORY

NAME ADDRESS SCHOOL/GRADE PARENTS PHONE EMAIL

Jenny 
Nelson

123 Main St., 
West End, 
TN 37882

WE HS/11 Jim & Jan 
Nelson

973-383-2928
973-383-2994 JenNelson@yahoo.com

Marcus 
Dean

843 Elm St., 
West End, 
TN 37882

WE MS/8 Maria Dean 973-442-3821
973-442-8923

MarvelousMarcus@
gmail.com

MDean483@gmail.com
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FIGURE 1. SAMPLE VOLUNTEER DIRECTORY

VOLUNTEER DIRECTORY

NAME POSITION PHONE EMAIL

FIGURE 3. SAMPLE VISITOR DIRECTORY

VISITOR DIRECTORY

NAME DATE OF VISIT CONTACT INFO

FIGURE 2. SAMPLE  ATTENDEES  DIRECTORY

 ATTENDEES DIRECTORY

NAME ADDRESS SCHOOL/GRADE PARENTS PHONE EMAIL
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FIGURE 4. SAMPLE EVENT CALENDAR

WEST END COGOP _______MINISTRY EVENTS CALENDAR
FROM AUGUST 2020 TO MAY 2021

AUGUST

Focus: Fellowship.
Topics: Welcome back, Friendship.

14 - Annual Kick-Off

21 - Friendship

28 - Movie Event

SEPTEMBER

Focus: Fellowship.
Topics: Inclusiveness, acceptance.

7 - Holiday

9 - Inclusiveness

16 - Recreation

23 - Acceptance

30 - Inclusiveness and Acceptance, Outside activity

OCTOBER

Focus: Fellowship.
Topics: Sharing, listening, being heard.

7 - Sharing

14 - Listening Well

21 - Being Heard—Communicating Well

28 - Bonfire

NOVEMBER

Focus: Worship.
Topics: Components of worship.

4 - Praise

11 - Music

18 - Gratitude

25 - No Meeting

26 - Open Worship Service
(For some nations there may be a holiday)

DECEMBER

Focus: Worship. Topics: Participation in worship.

2 - Collection of goods for service

9 - Concert

17 - Christmas Party
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24 - No Meeting

30 - No Meeting

JANUARY

Focus: Worship.
Topics: New Year, Intentionality

6 - Review 2020, Goals for 2021

13 - Lock-In

20 - Intentionality

27 - Choices and Decisions

FEBRUARY

Focus: Old Testament Scripture.
Topics: Creation, Abraham

3 - Created in God’s Image

10 - Recreation Event

17 - God’s Promise to Abraham

24 - Abraham and Isaac

MARCH

Focus: Old Testament Scripture.
Topics: Moses, Israel’s Bondage, Promised Land

3 - Moses’s Early Years

10 - Moses Leads Israel Out of Bondage

17 - Ministry Break

24 - Promised Land

27 - Spring Retreat

31 - The Promised Land

APRIL

Focus: Old Testament Scripture.
Topics: Elijah, Elisha, Miracles

7 - Elijah

14 - Elisha

21 - Old Testament Miracles

28 - Guest Speaker, Snacks and Fellowship

MAY

Focus: Service. Topics: Making a Difference

5 - Making a Difference by Serving

12 - Finding Purpose

19 - Serve Day

26 - End of Year Celebration
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EVENTS CALENDAR

AUGUST

SEPTEMBER

OCTOBER

NOVEMBER

DECEMBER
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JANUARY

FEBRUARY

MARCH

APRIL

MAY
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JOB DESCRIPTIONS

Everyone from leadership staff to 
van drivers have a better chance of 
performing well if they are given a written 
document outlining the scope of their 
responsibilities. Results-oriented job 
descriptions are recommended rather 
than responsibility-oriented ones. This 
allows different leaders to determine the 
“how” behind desired results.

Job descriptions are only beneficial when 
used as part of a process that includes 
an annual review of them. To gain the 
most value from using job descriptions, 
schedule a time to meet with your staff 
and volunteers once every quarter to go 
over how they are doing in each area of 
responsibility, as well as a performance 
review once each year.

Creating job descriptions may seem 
like a waste of time, particularly if you 
are a smaller ministry with primarily 
volunteers. However, a volunteer is just 
as much part of the team as a paid staff 
member and a job description enables 
them to contribute at a high level. 
Completing the work involved to create 
job descriptions for every single ministry 
position—volunteer or staff—actually 
raises the value of the position. People 
take their role seriously when clarity is 
given and instructions on how to succeed 
have been supplied. 

The best way to use a job description is 
to dream about what a person would 
do in the desired role and write out the 
expectations. Print the job description 
and meet with the leader one-on-one. 

It is important not just to hand a 
description to a leader but to meet with 
them and go over each responsibility in 
detail, answering any questions they may 
have. 

Many ministries have the staff member or 
volunteer sign the job description which 
provides more accountability.

Sustainable ministries plan ahead, 
creating job descriptions even before 
the worker joins the team. With the job 
descriptions prepared, they already know 
where they need help. When God sends 
volunteers, they are immediately ready 
to plug them into a role with a written 
job description, allowing the volunteer to 
clearly understand their role so they can 
quickly begin making an impact.
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FIGURE 5. SAMPLE JOB DESCRIPTION

WEST END COGOP YOUTH DIRECTOR JOB DESCRIPTION

Position Purpose
The _____________________oversees the _________ Ministry of West End COGOP. 
The purpose of this ministry is to help those who attend the church take their 
next steps with Jesus and guide them toward a life-long commitment to Christ.

Position 
Responsibilities

Weekly engagement. Engage attendees with weekly activities, lessons or 
events.

Personal relationships. Know and interact personally with those in the ______ 
Group and their parents. Contact absent attendees. Reach out to the all ages 
when a major event happens in their lives, such as hospitalization, marriage, 
graduation, job loss, or other significant happenings.

Volunteer management. Needed ____________ministry volunteers have been 
recruited. Volunteers have completed an application, had a background check, 
and received training before beginning to volunteer.

Control Documents. The attendees directory, event calendar, volunteer 
directory and visitor directory have been developed and distributed.

Communication. Communicate with parents at least once per month, by 
email, text, or in person. Be available to discuss concerns and suggestions 
with parents. Communicate with Senior Leaders monthly with an update of 
numbers of attendees, wins, and challenges.

Church Assimilation. To encourage all to attend church and become involved 
in serving

Small Groups. Small groups are active and available for different ages, 
location, and gender.

Visitor. First-time visitors to the ________ Group receive follow-up 
communication within seven days of their visit.

Budget. The________ Director will develop and submit a budget annually and 
will adhere to the approved budget.

Work Schedule
This is a full-time position that requires 40 hours per week. Flexibility in 
schedule is important as a __________ Director may work varying hours, 
including evenings, weekends, or holidays.
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RECRUITING LISTS

Efficient ministries have a clear 
process for recruiting the volunteers 
they need. Blanket volunteer 
recruitment announcements to 
overworked church members are 
not successful. So many times, a 
pastor or leader stands up and gives 
an announcement about needing 
volunteers for a particular ministry. 
This is not an effective strategy. 

Often, recruiting volunteers means 
personally connecting with individuals 
and sharing the exact need. Having 
to persuade someone to volunteer in 
your ministry is not going to produce 
long-term results.

It’s also important to provide an easy 
way for people who want to serve to 
connect with the church. A link on the 
church website, information on the 
church app, or an email address in the 
church bulletin are a few examples of 
providing a pathway to people who 
want to volunteer.

A master recruiting list looks at 
each event, meeting, and activity 
throughout the coming year and 
estimates how many volunteer 
leaders are needed. Typically, two out 
of three volunteers will be unavailable 
at any given time, so plan for more 
leaders than you think you will need. 
Before starting new programs, make 
sure a team has been built to run the 
program. Having a list that has an 
exact number of volunteers needed 
for each activity will help leaders be 
ready to execute their plans.

The master recruiting list should 
include the names and contact 
information for each volunteer 
involved in each task or event. This 
provides the leadership with names of 
the people working on each event of 
the ministry and how to contact them. 
It eliminates time wasted on trying to 
remember or find out who is involved 
in a certain event or how to reach 
them. It provides the organization 
needed to make the ministry work 
more effectively.

FIGURE 7. SAMPLE VOLUNTEER RECRUITMENT LIST

WEST END COGOP VOLUNTEER RECRUITING PLAN 2020

POSITION NAME PHONE EMAIL

Visitor Follow-Up

Small Group Leaders

Primary School Girls

Primary School Boys

Secondary Girls

Secondary Boys

Secondary Seniors
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MY RECRUITMENT LIST

______________________________________ RECRUITING

POSITION NAME PHONE EMAIL
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CURRICULUM MODELS

A curriculum model is a multi-year game 
plan projecting how the teaching in your 
particular ministry will be structured. It 
maps out the priorities of what will be 
taught in your ministry. What do the 
children in your church need to know 
before they move to youth group? What 
do they need to be taught as middle 
schoolers and high schoolers? What 
curriculum needs to be offered to new 
Christians? To young adults? To mature 
Christians? We can’t be haphazard about 
curriculum; we need a map.

Family trips, for example, are taken 
with intentionality. There is a desired 
destination and a plan to get there. We 
don’t wander around aimlessly and hope 
we end up somewhere good. Rather, we 
make sure we go in the right direction in 
order to reach our destination. We need a 
plan. We need a map.

A curriculum model is your ministry’s map 
to guide those in your care to spiritual 
maturity. Jesus told His disciples to “Go 
and make disciples…teaching them to 
obey everything I have commanded you…” 
(Matthew 28:19-20). Jesus charged us 
to make disciples. Because discipleship 
doesn’t happen by accident, Jesus also told 
us to teach people everything they need to 
become mature disciples.

Many churches choose curriculum based 
on what is currently popular or what is 
marketed most. 

These ministries often stumble upon an 
engaging video series, use it until the 
group gets bored, and then shift to a 
new book or resource. This strategy is 
unsuccessful because it doesn’t follow an 
intentional process with an intentional 
end goal. 

Imagine if schools taught this way—only 
teaching what was popular or fun or 
convenient. Students would end up with 
huge gaps in their knowledge. The same 
is true in a church setting. Without an 
intentional curriculum model, disciples 
would end up with huge gaps in their 
spiritual knowledge.

We must have a curriculum map. 

Some things to consider as you create a 
curriculum model:

1. Consider your church’s Mission 
Statement and Vision Statement. How 
can the mission and vision of your 
church be incorporated into your 
ministry’s curriculum? For example, if 
your church’s mission includes service, 
include Bible teaching about serving 
others in your curriculum model. 

2. Consider using GROW to guide your 
curriculum model development.  

• G stands for God’s word. Sample 
topics: Old Testament overview, 
New Testament overview, how to 
get more out of reading the Bible, 
the book Acts or the gospel of John.  
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• R stands for relationships. Sample 
topics: friendship, marriage, 
Christian community, or how to 
treat others. 

• O stands for obedient living. 
Sample topics: the teachings 
of Jesus, loving God and loving 
others, honesty, or dealing with 
societal issues such as hunger or 
homelessness. 

• W stands for worship. Sample 
topics: how and why we worship, 
worship in the Psalms, practicing 
God’s presence, or worship in the 
Bible.1   

3. Consider the target audience. 
Different levels of spiritual maturity 
may need different teaching. While 
everyone can benefit from teaching 
about relationships, adolescent 
and teen groups will need different 
teaching than adults.  

4. Consider how many years of 
planning are needed. For example, if 
your ministry is to teens in secondary 
school, you may need to plan for four 
to five years. When planning for adults, 
two to three years may be sufficient. 

5. Consider this question: If someone 
attended your ministry for six years, 
what content would you want to be 
sure was presented to him or her? 
What content is essential for disciples 
of Jesus?

 
1 http://www.covchurch.org/wp-content/uploads/sites/54/2012/04/Three-Options-for-Curriculum-Planning.pdf

 
 
4 Steps to Develop Your Curriculum 
Model

1. Pray. Devote time and sincerity in 
prayer about what God wants you to 
teach in your ministry.  

2. Consult. Talk with your team 
members, your senior leader, 
members of your ministry group, 
parents (if working with children or 
teenagers), and anyone who has 
wisdom and is willing to share their 
thoughts with you.  

3. Prepare. Find or develop a template. 
It doesn’t have to be fancy. Even a 
calendar could be used to lay out your 
curriculum model. Make a list of the 
topics you believe are important for 
your ministry group. Decide how many 
years of planning are needed. 

4. Start. You’ve talked to God. You’ve 
talked to people involved in your 
ministry. You’ve prepared a template. 
You have a list of topics. Now it’s 
time to start. Reject the urge to 
procrastinate. Embrace the need for 
a curriculum map and start writing it 
down. 

• Work on one quarter at a time.  

• Put in the activities scheduled on 
your Event Calendar so a teaching 
night doesn’t conflict with a 
scheduled event.  
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• Choose a topic for each month in 
the quarter and put them in the 
template. For example, the first 
month’s topic could be, “Serving 
Others.” 

• Choose the themes for each 
week in the month. If the month’s 
theme is Serving Others, the 
weekly lessons could be: Jesus as 
a Servant; Exhibiting Love through 
Service; The Good Samaritan; and 
Using Our Gifts to Serve Others. 
(It’s OK to repeat a monthly theme 
but be sure you change the 
weekly lessons when you revisit 
that theme in order to keep the 
message fresh.) 

• Move to the next month and 
continue the process. 

• Repeat the process for the next 
quarter. Continue until you have 
completed the targeted number of 
years.  

Discipleship requires teaching and 
effective teaching requires curriculum 
planning. Our curriculum must be 
planned, intentional, and covered in 
prayer and wisdom. Paul said it well in 2 
Timothy 3:16-17: “All Scripture is inspired 
by God and is useful to teach us what is 
true and to make us realize what is wrong 
in our lives. It corrects us when we are 
wrong and teaches us to do what is right. 
God uses it to prepare and equip his 
people to do every good work.” 

A curriculum model isn’t a stodgy, dry 
document. It’s a roadmap to guide people 
on their journey of faith.

ACTIVITY:  

• Think about your current strategies 
for planning curriculum for the year. 

• Why is a long-term curriculum plan 
beneficial? 

• If attendees never missed a service 
would they develop a comprehensive 
understanding of the Old and New 
Testaments, theology, needs-based 
ministry, and relevant Biblical topics? 

• What are some of the disadvantages 
of randomly selecting new books or 
current ministry videos with no long-
term end goal?
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FIGURE 8. SAMPLE CURRICULUM MODEL

WEST END COGOP OVERALL CURRICULUM MODEL 

Year One 

Fellowship

Year Four

John, Acts, and Romans

Worship Fellowship

Old Testament 
Scripture Commitment

Service Need-Based Ministry

Year Two

Christian Faith

Year Five

Psalms, Proverbs, and 
Isaiah

Christian Distinctives Worship

New Testament 
Scripture Service

Service Living Our Faith

Year Three

Worship

Year Six

Fellowship

Living Our Faith Worship

Fellowship Christian Faith

Service Service 

Fellowship: Opportunity 
for friendship, 
inclusiveness, acceptance, 
sharing, listening and being 
heard.

Worship: Components 
of worship (praise, 
adoration, thanksgiving); 
Participation in worship 
(singing, speaking, praying); 
Understanding worship 
(why God deserves our 
worship).

Old Testament Scripture: 
Creation, Abraham, Moses, 
Israel’s deliverance from 
Egypt, miracles, Elijah and 
Elisha.

Service: Learn to make 
a difference by helping 
someone else; understand 
the Christian view of 
service; participate in 
serving.

Christian Faith: The 
Trinity; the creation and 
fall of man; redemption 
through Jesus Christ; living 
by faith.

Christian Distinctives: 
Baptism, Holy Communion, 
marriage; incarnation 
(Christmas); the crucifixion 
and resurrection of Jesus 
(Easter); Pentecost; the 
rapture.

New Testament 
Scripture: The events 
in the life of Jesus; the 
miracles of Jesus; the 
teachings of Jesus; the 
Pauline epistles; the 
epistles of Peter and John.

Living Our Faith: Specific 
beliefs of the Church of 
God of Prophecy; structure 
of our church; Christian 
living in an unbelieving 
culture.

John, Acts and Romans: 
In-depth study of the life 
of Jesus (John), the early 
church (Acts), and salvation 
and Christianity (Romans). 
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YEAR ONE ___________ MINISTRY CURRICULUM PLAN

August Fellowship Welcome Back, friendship

September Fellowship Inclusiveness, acceptance

October Fellowship Sharing, listening, being heard

November Worship Components of worship

December Worship Participation in worship

January Worship Understanding worship

February Old Testament Scripture Creation, God’s promise to 
Abraham

March Old Testament Scripture Moses, Israel and the Promised 
Land

April Old Testament Scripture Elijah, Elisha, Old Testament 
miracles

May Service Importance of making a 
difference

June Service Example of Jesus as a servant

July Service Participate in serving

Commitment: Being part of a church 
community; attending church; committing 
to Jesus; committing to relationships with
others.

Psalms, Proverbs and Isaiah: prayer 
and praise in the Psalms and how they 
relate to David’s life as well as our lives 

today; wisdom in Proverbs; promises and 
Messianic predictions in Isaiah.

Need-Based Ministry: Understanding 
basic human needs; ministering by 
meeting needs; finding purpose by 
meeting needs.
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YEAR ONE _______________ MINISTRY CURRICULUM PLAN

August

September

October

November

December

January

February

March

April

May

June

July

ACTIVITY:  Create your  One Year Curriculum Plan.
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MY SIX YEAR CURRICULUM PLAN 

Year One Year Four

Year Two Year Five

Year Three Year Six

ACTIVITY:  Create your own Six Year Curriculum Plan. 
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Conclusion

This lesson is a vital component of an efficient ministry. Churches can’t continue 
to execute ministry without having a clear strategy. Aimless haphazard ministry is 
no longer sufficient; structure and strategic planning is necessary. 

As technology and communication continue to rapidly change, churches have to 
develop a system for keeping track of who is part of their ministry. Sometimes 
the best way to connect with your group is through social media, text, or other 
emerging forms of communication. Without a clear system, visitors and attendees 
can’t effectively be discipled or followed up with after a visit.

Event planning done correctly can add great margin and provide extra clarity for 
parents about what will be happening. This also helps ministries become more 
strategic in their volunteer recruitment.

Job descriptions give clarity to the responsibilities in each position, including both 
staff and volunteers. Recruiting lists makes it much easier to contact and schedule 
the volunteers needed for events and activities.

School systems and media are very intentional in their strategic planning. It is 
vital for churches to also be intentional about what they are teaching and view 
curriculum from a long-term perspective.

Suggested Readings and/or Bibliography:

DeVries, Mark. (2008), Sustainable Youth Ministry, IVP Books. ISBN: 978-0-8308-
7905-2

ACTIVITY:
• Write the values of creating structure documents. What are some 

frustrations you have experienced that could be solved by developing 
and using structure documents. 

• List some factors that might discourage you from creating and using 
structure documents. How can these discouraging factors be mitigated? 



N
O

T
E

S

68 69

Y
O

U
N

G
 L

E
A

D
E

R
S

 C
E

R
T

IF
IC

A
T

IO
N

 2
.0

Y
O

U
N

G
 L

E
A

D
E

R
S

 C
E

R
T

IF
IC

A
T

IO
N

 2
.0



68 69

Y
O

U
N

G
 L

E
A

D
E

R
S

 C
E

R
T

IF
IC

A
T

IO
N

 2
.0

Y
O

U
N

G
 L

E
A

D
E

R
S

 C
E

R
T

IF
IC

A
T

IO
N

 2
.0



70

Y
O

U
N

G
 L

E
A

D
E

R
S

 C
E

R
T

IF
IC

A
T

IO
N

 2
.0

4



71

Y
O

U
N

G
 L

E
A

D
E

R
S

 C
E

R
T

IF
IC

A
T

IO
N

 2
.0

Effective Group Ministry: Activity/
Events-Based Ministry Versus 
Needs-Based Ministry
Synopsis: The purpose of ministry is to introduce non-believers to the 
immense love of God and help them build a relationship with Him. However, 
sometimes activities and events seem to be more important in a ministry 
than creating opportunity for people to experience the grace, mercy, power 
and love of an almighty God. 

This lesson will help bring balance to ministry by demonstrating how events 
and activities can be a useful tool used in the ultimate purpose of pointing 
people toward God. Activities and events must be balanced with ample 
opportunity for ministry members to have face-to-face encounters with God 
and grow their relationship with Him.

In this lesson we will show the importance of building a strong relationship 
with God and helping others build a strong relationship with God, too. A 
disciple of Jesus isn’t just interested in themselves—they’re concerned about 
others.

We will explain how God’s plan for everyone’s life involves service to others. 
Service can take many shapes but serving in some way is part of a life of 
discipleship.

Finally, this lesson will discuss the importance of balancing events and 
activities with needs-based ministry. 

As ministers and leaders, we must remember to keep the most important 
thing foremost in everything we do. The most important thing is to show 
Jesus to the world. This lesson helps leaders keep their priorities in line in 
order to be more effective in ministry.

LESSON
FOUR
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LESSON
OUTLINE

Introduction

For many years and in many churches, group 
ministry has focused on planning programs, 
events and activities with the thought 
of keeping teenagers and young adults 
interested in church. This has been a very 
common approach to ministering to groups. 
There is a place, of course, for activities and 
events, but in today’s complex world and 
media-driven culture, more is needed to 
be effective in ministering to young people. 
Today’s teens don’t need entertainment—
they are exposed to plenty of entertainment 
outside of church. They need to come face to 
face with their need for a relationship with 
God and the call to share this relationship 
with others. 
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BUILDING A RELATIONSHIP WITH 
GOD

1. God’s love for us is unconditional.
2. Because God first loved us, we also 

love Him.
3. Our purpose is to love God and love 

people. Our relationship with God 
grows as we continue to love and 
serve Him and to show His love to 
other people.

4. Activities and events bring connection, 
acceptance and interest but nothing 
will help form a sustainable ministry 
more than helping attendees 
understand and develop a genuine 
relationship with God. 

A BALANCED MINISTRY

1. Focusing on meeting needs places 
parameters around your planning so 
your ministry is targeted, consistent 
and effective for your participants.

2. A healthy, balanced ministry is 
important because having only 
programs, activities and events leads 
to an internal, self-focused ministry.

3. It’s not enough just to keep your group 
busy. They are looking for sacrificial 
love and a challenge to action, not just 
activities and events with a devotional 
tossed in.

EVENTS IN MINISTRY

1. Events, programs and activities can 
be useful in forming a more effective  
ministry.

2. These are tools to draw new people 
into a ministry group or local church.

3. The key is finding a balance by looking 
for ways to utilize events and activities 
to help grow people’s relationships 

with God (discipleship) as well as 
providing opportunities for people to 
invite their friends (evangelism).

BASIC HUMAN NEEDS

1. All people need food, water, sleep and 
oxygen.

2. Everyone needs shelter, clothing, 
family, and friends.

3. All people need to feel valued, to 
contribute in some way, and to find 
meaning in life.

4. Most importantly, everyone who has 
ever lived or ever will live needs to be 
reconciled with their Creator, to know 
and love Him, and to be assured of an 
eternal destiny in His presence.

SERVICE MINISTRY

1. Needs-based ministry doesn’t 
eliminate all events and activities. 

2. You will still plan activities and events, 
but they will be chosen because they 
illustrate and reinforce the concept 
of service and meeting needs, not 
because you think they might be 
entertaining or draw a big crowd. 

3. Focusing on meeting needs places 
parameters around your planning so 
your ministry is targeted, consistent 
and effective.

4. There are needs in your community 
that you and your minsitry group have 
the resources to do something about.

5. As your attendees focus on serving 
others, they become more Christ-like.
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LET’S 
BEGIN

Introduction

For many years and in many churches, 
group ministry has focused on planning 
programs, events and activities with the 
thought of keeping attendees interested 
in church. This has been a very common 
approach to group ministries. There is a 
place, of course, for activities and events, 
but in today’s complex world and media-
driven culture, more is needed to be 
effective in ministry. 

People today don’t need more 
entertainment—they are exposed to 
plenty of entertainment outside of church. 
They urgently need to come face to face 
with God’s unending love, their need for a 
relationship with God, and the call to share 
His love with others.
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BUILDING A RELATIONSHIP 

WITH GOD
Our relationship with God springs from 
the realization of how much God loves us. 
While those in your group may have been 
told of God’s love for them, many may still 
live as though they must earn His love or 
with the feeling that God is disappointed 
in them or angry with them. 

Your group must come face-to-face with 
the never-ending, unconditional love of 
God. They must understand that, while 
they were lost in sin, Jesus died for them, 
because of His great love and His desire 
to have a relationship with them. 

When faced with the greatness of God’s 
love, the natural response is to return 
God’s love. In 1 John 4:19, we read, “We 
love Him, because He first loved us.” As 
your group grows in their understanding 
of God’s love for them, their love for God 
will also grow. 

Embracing the love of God and returning 
that love is essential in developing a 
relationship with God. As we disciple 
others, we must help them fully accept 
God’s love for them and to return that 
love with their whole hearts.

The purpose of every human is to love 
God and to love others. Matthew 22:37-
39 says it plainly, “…You shall love the 
Lord your God with all your heart, with all 
your soul, and with all your mind. This is 
the first and great commandment. And 
the second is like it: You shall love your 
neighbor as yourself.” Because God loves 

us, we love Him. Because of our loving 
relationship with God, we also love other 
people. We put that love into action by 
meeting the needs of others.

Activities and events bring connection, 
acceptance and interest but nothing will 
help form a sustainable ministry more 
than leading your group to understand 
and develop a genuine relationship with 
God.

Activity:  
• In groups, have the leaders discuss 

why it is important to continue 
growing their personal relationship 
with God.  

• If God’s will is for us to share our 
relationship with God with others, 
what are some practical ways to do 
this in our day-to-day encounters? 
What are some ways to share God’s 
love in our ministry groups? 

• Discuss with the leaders why it is so 
important to prioritize teaching on 
how to have a relationship with God. 
How would having a group that loves 
God with all their hearts help build a 
more effective ministry? What does 
“loving God” look like? What does 
“loving others” look like? How can 
your ministries be more effective in 
helping individuals focus on their 
relationship with God? 
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A BALANCED 
APPROACH
Balance in your approach to fulfilling 
God’s purpose and will for your ministry 
is essential. The spiritual growth of young 
Christians (discipleship) is prioritized, 
but not so much that the focus is solely 
on those currently attending. Focusing 
only internally will not effectively fulfill 
God’s purpose of leading those who have 
never heard the gospel to a relationship 
with Jesus (evangelism). Discipleship 
and evangelism are both important and 
ministries must find a balanced approach 
that addresses both.

Group ministries should also have a 
balance between activities and meeting 
the needs of others. Ministries that focus 
only on having fun activities never fully 
achieve God’s purpose because their 
effort and energy is focused internally 
rather than looking externally to meet 
the needs of others. Both fun activities 
and service activities are necessary; 
balance is key.

What really impacts the members of your 
group? They may or may not remember 
the night you roasted marshmallows at 
the bonfire, but they will never forget the 
hour you spent talking with them when 
they were facing a difficult decision. 
They might have fun at a party you plan, 
but they will always remember how you 
showed God’s love by bringing meals to 
their house when their mom was sick. 
Your great teaching may or may not 
stick, but the time they spent reading 

to homeless children will change them 
forever. As you serve and meet the 
needs of your group members, they 
feel what it’s like to have someone meet 
their needs. You are teaching them to 
serve others. Your service changes their 
outlook and shapes the direction of their 
lives.

It’s not enough just to keep today’s 
attendees busy. They are looking for 
sacrificial love and a challenge to action, 
not just activities and events with a 
devotional tossed in.

Needs-based ministry doesn’t eliminate 
all events and activities. You will still 
plan activities and events, but they will 
be chosen because they illustrate and 
reinforce the concept of service and 
meeting needs, not because you think 
they might be entertaining or draw a big 
crowd.

Focusing on meeting needs places 
parameters around your planning so 
your ministry is targeted, consistent 
and effective for your group. A healthy, 
balanced group ministry is important 
because having only programs, activities 
and events leads to an internal, self-
focused ministry.
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For too many churches, young leaders have become little more 

than the spiritual equivalent of an activities director on a cruise 

ship. They plan events and activities, hang out with the kids, 

entertain, and provide some semblance of oversight in order to 

keep the kids reasonably safe and occupied. Many churches have 

designed programs that allow their attendees to grow up with a 

sense of entitlement wherein they expect to be amused, indulged, 

and isolated from the adults with most every whim of appetite 

and interest being met by the church. They have separate 

services—sometimes to the point that they never even have an 

opportunity to go to the adult service, which is often described as 

‘dry’ and/or ‘irrelevant’ to what they need.1 

1 Burrell, Dan. The Dumbing Down of Youth Ministry. https://sharperiron.org/article/dumbing-down-of-youth-ministry
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EVENTS / ACTIVITIES IN 
MINISTRY
Events, programs and activities can 
certainly be useful in forming more 
effective ministries. These are tools to 
draw new people into a ministry group 
or local church and to allow people 
to develop relationships with others. 
Programs and teaching help disciple 
people and providing a place for them to 
have fun and fellowship can be a definite 
advantage. 

The key is finding a balance by looking 
for ways to utilize events and activities 

to help grow people’s relationships with 
God (discipleship) as well as providing 
opportunities for people to invite their 
friends (evangelism).

Events, activities and programs should 
fit into the overall plan of your particular 
ministry. They should reinforce the 
principles you are teaching. It’s great to 
plan something fun. It’s even greater if 
that something is not only fun, but also 
beneficial to spiritual growth.

ACTIVITY:  Spend a few minutes 
thinking about your ministry calendar.  

• What has this looked like over the 
past 12 months?  

• Are most of the events internally or 
externally focused?  

• What would a more balanced 
ministry calendar look like?  

• Brainstorm ideas on becoming more 
focused on meeting the needs of 
others. Write it down! 

• How can leaders ensure their 
group ministry doesn’t become too 
internally focused?  

• How would a ministry know they are 
impacting their local community? 

• Can this be measured? What are 
some of the advantages of staying 
outwardly focused?  

• What strategy of ministry can be 
seen in the Bible for leading others 
into a relationship with God?

ACTIVITY:  Write down ways to use events, activities 
and programs to reinforce discipleship and evangelism.
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BASIC HUMAN 
NEEDS

Human needs remain the same across 
all cultures and times. People from all 
continents need food, water, sleep and 
oxygen. They need shelter and clothing, 
family and friends. All people need to feel 
valued, to contribute in some way, and 
to find meaning in life. Most importantly, 
everyone who has ever lived or ever will 
live needs to be reconciled with their 
Creator, to know and love Him, and to 
be assured of an eternal destiny in His 
presence.

The most basic needs involve physical 
survival. Every person needs food, water, 
oxygen and sleep to survive. Examples of 
ministry that meets physical needs are:

• Food pantry
• Homeless shelter
• Medical emergency
• Financial help
• Meal delivery
• Clothing assistance
• Referral to community assistance 
• Mentoring

People need to feel safe in the world. 
Security is the feeling people have when 
they feel they are not in danger. This may 
include the need for financial security, 
a safe neighborhood, shelter and a safe 
home environment. When security needs 
are met, fear and anxiety levels are low.

Examples of ministry that meets security 
needs are:

• Help with job applications and 
resume writing 

• Job skills training
• After school programs
• Medical assistance

Every human has the need for love and 
belonging. God created people to need 
relationships with others. This need is 
met through relationships with family 
and friends, as well as feeling a sense 
of belonging in a group. Examples of 
ministry that meets belonging needs are:

• Social activities
• Small groups
• Big Brother/Big Sister mentoring
• Serving on a team

If the first three basic human needs are 
being met, an individual begins to feel the 
need for self-worth—the need to feel they 
are of value. Each person feels the need 
for self-respect as well as the need for 
respect from others. Self-respect comes 
from being competent at something 
and feeling confidence and pride in 
achievements. Respect from others is 
perceived through appreciation, attention 
and recognition. Examples of ministry 
that meets self-worth needs include:

• Gift identification
• Opportunities to serve
• Leadership development
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• Recognition of accomplishments/
contributions

Self-actualization needs are met when a 
person maximizes their potential, doing the 
best they are capable of doing.

The first four human needs focus primarily 
on mankind’s life on earth. Eternal needs 
are different because they deal with man’s 
spiritual needs and span both life on earth 
and eternal life after earth. Man has an 
eternal soul and an eternal destiny—earth is 
not man’s permanent home. Mankind needs 
to be connected to God while on earth in 
order to spend eternity in God’s presence. 
A relationship with God meets the spiritual 
need for joy, peace and hope while on earth 
and also ensures man’s eternal destiny with 
his Creator. Examples of ministry that meets 
eternal needs include:

1. Bible study groups
2. Worship events
3. One-on-one conversations about Jesus
4. Sharing personal stories about the life-

changing power of Jesus

ACTIVITY:  Which of these needs present 
opportunities to serve others? How could 
your ministry become involved in meeting 
some of these needs?
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NEEDS-BASED 
MINISTRY

Needs-based ministry provides the 
balance your ministry needs. It brings an 
external focus that is missing in a ministry 
primarily focused on internal group 
members. It turns peoples’ attention to 
evangelism and sharing God’s love with 
others. It also gives the members of your 
ministry an opportunity to use their gifts 
and skills to serve the Kingdom.

Focusing on meeting needs gives clarity 
and direction to planning your ministry. 
As you look at the list of human needs, 
you will see needs that exist in your 
community and that you have the
resources to do something about. For 
example, perhaps your ministry group 
could collect clothing to donate to 
homeless shelters. Or read to children in 
the hospital. Or deliver meals to people 
who can’t leave their home. Serving 
others allows your group to actively 
demonstrate God’s love to other people.

As your group learns to focus on the 
needs of others, they grow more Christ-
like. Their relationship with God grows. 
In addition, they are evangelizing by 
reaching out to show others the face 
of God. They are stepping into their 
purpose.

The world is full of people with needs. 
Pray and ask God to show you areas in 
which your group can meet those needs. 

If you are willing, your ministry can be 
the spark that brings unmet needs and 
God’s love together, leading to real 
change in peoples’ lives, both to those in 
your ministry who serve and those in the 
community who are served. And it points 
people who need salvation to the good 
news of Jesus Christ.

ACTIVITY

• In small groups, challenge the 
attendees to develop a ministry plan 
that not only includes activities, 
programs and events but also 
focuses on meeting the needs of 
others.  

• What would this look like in their 
local community?  

• Why is meeting needs so crucial to 
building your ministry?
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Conclusion

The work of your life is to help others find and enjoy the 
same relationship with God that you enjoy. Knowing this 
reframes the entire outlook of ministry. If a Christian 
can know God’s purpose and will for their life, so can a 
ministry. Your ministry should focus on loving God and 
loving others. Even though it sounds simple, it’s a vision 
big enough to devote a lifetime to fulfilling. 

Our group ministries should make it a priority to love God 
and build a relationship with Him, as well as clearly casting 
the vision of sharing that relationship with others. Events, 
programs and activities can certainly assist in fulfilling this 
vision but when they become the focal point of a ministry, 
the ministry will become internally focused, forgetting 
about the call to go into all the world with the Gospel. 
Needs-based ministry provides balance by focusing 
externally as well as internally.

Bibliography:
DeVries, Mark. (2008), Sustainable Youth Ministry, IVP 
Books. ISBN: 978-0-8308-7905-2
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Effective Youth Ministry:
The Who, How and Where
of your Ministry
Synopsis: Being focused only on those inside your ministry isn’t 
enough. Group ministries should find many different ways to reach new 
attendees and families. Knowing who you are trying to reach, where 
they can be found and how to reach them are three key steps toward 
building an effective group ministry.

• This lesson will discuss the importance of balancing ecclesiastical 
and communal ministry and demonstrate that an inward-only 
approach is not God’s design or Jesus’ example for ministry. It will 
explain different approaches to ministry to meet the needs of 
today’s culture, including information about reaching Generation Z.

• Based on Acts 1:8, participants will learn the importance of reaching 
their own community, the surrounding area, and areas distant and 
foreign to the ministry’s location.

• Students will learn how to impact their community for God by using 
available resources, talents, and strengths as effectively as possible.

The message of our ministries will never change. Salvation through the 
life, death, and resurrection of Jesus is always the heart of our message. 
However, while our message remains clear, our methods must change 
to be effective in reaching our current culture. This lesson gives 
participants the information and skill needed to effectively reach those 
who do not know Jesus.

LESSON
FIVE
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LESSON
OUTLINE

Introduction

Being focused only on those inside your 
ministry isn’t enough. Effective ministries find 
many different ways to reach new families. 
Knowing who you are trying to reach, where 
they can be found and how to reach them 
are three key steps towards building a more 
effective group ministry.
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THE WHO OF YOUR MINISTRY

1. The Fortress Approach.  
 
In this approach, ministry groups encourage attendees to stay 
“pure” by removing themselves from contact with the outside 
world. The walls of the church become a fortress to keep the world 
out. Christians fellowship and support each other, but in order for 
someone from the outside to become a Christian, they must make 
the huge cultural leap and enter the “fortress” of the church. New 
attendees are expected to experience a complete transformation 
from everything they have been taught or are currently involved in 
before they can be part of the group. 

2. The Fragrance Approach. 
 
 “But thanks be to God, who always leads us as captives in Christ’s 
triumphal procession and uses us to spread the aroma of the 
knowledge of him everywhere” (2 Corinthians 2:14). An aroma, or 
fragrance, does nothing when it is contained in a bottle, but when it 
is unleashed, it begins to have an impact and eventually penetrates 
the atmosphere. In the same way, when we meet the needs of 
the outside community, the fragrance of our good works begins 
to penetrate hearts in the community, reaching them with the 
knowledge of Christ.

THE WHERE OF YOUR MINISTRY 

1. Judea and Samaria 
 
This involves stepping out of your comfort zone. It may mean 
ministering to those who are different than you or who you don’t 
normally run into in your day-to-day living. It could involve serving 
in an addiction rehabilitation center or homeless shelter. It could 
involve ministering in a nearby big city if you are in the suburbs or 
rural area, or in outlying rural areas if you are in an urban center. It 
may mean a trip to a different part of your country. If you are from 
the American Midwest, for example, it may mean a trip to serve the 
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LET’S 
BEGIN
Introduction

Focusing only on those inside your 
ministry isn’t enough. For too long, 
churches have designed programs, 
planned events and placed the focus 
and priority of their ministry primarily 
on those who already attend the group. 
Certainly, growing the spiritual maturity 
of those already connected to a local 
church is vital; however, the example of 
ministry left to us by Christ was one that 
clearly encouraged reaching new people 
who did not know God. Jesus went where 
people were. He taught in the synagogue, 
but He also ministered to people outside 
of the synagogue, people going about 
their everyday business. Jesus valued 
winning the lost and this should be a 
major focus of every ministry today. 

Leaders should develop and utilize 
diverse ways to reach new attendees and 
families. Doing the same thing in ministry 
will yield the same results and often lead 
to decreasing outcomes. Our calling is to 
reach beyond the four walls of the church 
and share the good news of Jesus with as 
many people as possible. 

The culture and landscape of the globe 
is changing faster than ever before. 
Knowing who you are trying to reach, 
where they can be found and how to 
reach them are three key steps toward 
building a healthy ministry. 
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THE WHO OF
YOUR MINISTRY

There is a distinguishable difference 
between effective and non-effective group 
ministries. Effective group ministries focus 
both on those currently attending and 
on those in the community outside the 
church, while non-effective ministries are 
primarily (or even exclusively) targeted 
toward those who attend their church.

God certainly expects churches to 
shepherd and minister to those who 
already know Him and are involved in 
church. But that’s not enough. Second 
Corinthians 10:15 teaches, “Neither do 
we go beyond our limits by boasting of 
work done by others. Our hope is that, as 
your faith continues to grow, our area of 
activity among you will greatly expand.”

Paul made it clear that his desire was 
to see his sphere of influence expand 
to reach even more people. His life was 
focused on sharing the gospel with 
everyone he possibly could.

In this case, a sphere of influence is the 
level of impact a church or ministry has in 
the lives of others. Some ministries have 
a sphere of influence over the children 
of faithful church attendees. Others 
have grown a sphere of influence that 
expands to local schools or even into 
their communities. Effective ministries 
are constantly asking themselves, “Is my 
sphere of influence growing, declining or 
staying the same?” 

Ministries should not be content with 
declining or staying the same. Growth 
matters because growth is an indicator 
that new people are being reached by the 
gospel.

“Healthy things grow. God has woven this 
principle into the very fabric of creation. 
There is something God put in almost 
all of us that longs to see small things 
grow into big ones. It’s been that way 
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ever since God placed Adam and Eve in 
the Garden of Eden and commanded 
them, ‘Be fruitful and multiply; fill the 
earth’ (Genesis 1:28). Jesus’ parable of the 
talents is all about being rewarded for 
bringing kingdom increase to that with 
which we’ve been entrusted (see Matthew 
25:14–30).” 1

Your ministry should have a healthy 
balance that is both ecclesiastical (serving 
the church) and communal (serving the 
community outside the church). Acts 
of service to those outside the church 
provide a picture of God’s love to people 
who might not otherwise experience 
it. Ministering to the needs of the 
community creates a space to share the 
love of God and the good news of the 
reconciliation of mankind to God through 
Jesus Christ.

Effective ministries go into the worlds 
of their attendees and reach them right 
where they are.

“They start with their assumptions, 
their experiences, their worldviews, 
their emotions. When we start there, 
everything changes: our posture with 
people, our livelihood, what we do 
with our spare time, who we spend our 
time with, how we structure the fabric 
of our lives. Yes, church is what we’re 
concerned about because we’re deeply 
entrenched in its minutia, but we can’t 
make transformative adjustments if we 
start there and work outward. We must 
go out and then let church reemerge as 
a reflection and the natural outgrowth of 
our missional way of life. 

1 Morris, Robert. The Blessed Church: The Simple Secret to Growing the Church You Love. The
Crown Publishing Group. Kindle Edition. Location 445 of 2999.
2 Smay, Matt. The Tangible Kingdom: Creating Incarnational Community (Jossey-Bass Leadership Network Series) (p. 38). Wiley. Kindle Edition.

Missional at its essence means ‘sent.’ 
The idea is the exact opposite of waiting 
for people to come to us. It’s the 
antithesis of trying to ‘attract’ them to 
us, our programs, our buildings, or our 
gatherings. The most challenging New 
Testament concept is found in Matthew 
28:19, which reads, ‘Go.’” 2  

Today, the gap between where someone 
actually is in their spiritual life and 
where the church perceives them to be 
continues to rapidly grow. Most peoples’ 
understanding of life looks nothing like 
the world view of their parents and their 
grandparents. Without understanding 
and immersing ourselves into the lives of 
people where they are, this gap will only 
continue to expand.

A decreased sphere of influence over 
communities should cause an immediate 
alarm for change. People are no longer 
going to just “come” to a church or small 
group. The desperate cry for the church 
should be to “go” to where they are, to 
understand their situations and to meet 
their needs with the love of Jesus.

Being focused only on those inside the 
church isn’t enough. We are called to do 
more. In Mark 2, Jesus was eating with 
sinners and tax collectors. When He was 
questioned about why He ate with people 
who were not considered acceptable 
by the religious leaders of the day He 
responded: “It is not the healthy who 
need a doctor, but the sick. I have not 
come to call the righteous, but sinners” 
(Mark 17:2b).
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We are called to feed and disciple the 
righteous, but we are also called to reach 
those who are as yet unreconciled to 
God. Needs-based ministry is not only 
focused inside the church walls but 
outside into the community.

ACTIVITY:  Knowing who you are trying 
to reach allows you to begin planning 
strategies that will help you reach them.
• List on paper who your ministry is 

trying to reach. What do they look 
like? Where can you find them? What 
do they wear? What do they listen to? 
What are their interests?

• List two strategies to help you reach 
these people.

THE FORTRESS APPROACH

There are two common approaches for a 
ministry to relate to unchurched people. 
The first is the Fortress Approach. In 
this approach, ministries encourage 
attendees to stay “pure” by removing 
themselves from contact with the 
outside world. The walls of the church 
become a fortress to keep the world out. 
Christians fellowship and support each 
other, but in order for someone from 
the outside to become a Christian, they 
must make the huge cultural leap and 
enter the “fortress” of the church. New 
attendees are expected to experience 
a complete transformation from 
everything they have been taught or are 
currently involved in before they can be 
part of the group.

The Fortress Approach actually comes 

from good motives. God’s Word clearly 
emphasizes His desire for His followers 
to be holy and set apart. When someone 
accepts Jesus there is a transformation 
and life change occurs. The journey of 
salvation and discipleship in a person’s 
life will not always look the same. There 
must be grace during the change.

One of the very first examples of the 
Fortress Approach to ministry can be 
seen in the book of Acts. As the church 
was birthed, there was an explosion of 
people coming to faith in Christ. Soon, 
the gospel expanded to people who had 
non-Jewish religious backgrounds. Many 
Gentiles heard the gospel, received 
hope through Christ and believed in 
His resurrection. As they joined in the 
movement of what was happening, they 
began to bring their own customs and 
backgrounds, causing some significant 
problems.

The Jews started telling the new Gentile 
believers that in order to be part of 
this movement they had to essentially 
become Jewish. This meant being 
circumcised and, even more difficult, 
keeping the entire law of Moses.

Just learning the law would take years 
and many of the Jewish believers were 
already falling short of fulfilling the law 
themselves. Eventually there was a 
meeting with the leaders of the church 
to determine what to do. After hearing 
the situation, James said in Acts 15:19, 

“It is my judgement, therefore, that we 
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should not make it difficult for Gentiles 
who are turning to God.”

The Fortress Approach mindset didn’t 
just need to be addressed in the New 
Testament. Unfortunately, it can still be 
seen in churches across the world today. 
Against common sense and in opposition 
to instruction given in the Bible,  churches 
actually make it difficult for people to give 
their lives to God. We need a better way.

THE FRAGRANCE APPROACH

“But thanks be to God, who always 
leads us as captives in Christ’s triumphal 
procession and uses us to spread 
the aroma of the knowledge of him 
everywhere” (2 Corinthians 2:14). An 
aroma, or fragrance, does nothing when 
it is contained in a bottle, but when it is 
unleashed it begins to have an impact and 
eventually penetrates the atmosphere. In 
the same way, when we meet the needs 
of the outside community, the fragrance 
of our good works begins to penetrate 
the hearts of others in the community, 
reaching them with the knowledge of 
Christ. 

Effective ministries strive to have the 
aroma of Jesus. In the New Testament, 
people who didn’t look or act like Jesus…
liked Jesus. They were attracted to Him 
and wanted to be around Him. The 
Fragrance Approach says, “those who are 
nothing like Jesus should like the church.”

Those who are still working things out 
in their lives should like coming to your 
group. 

3 Hatmaker, Brandon. Barefoot Church: Serving the Least in a Consumer Culture (Exponential
Series). Zondervan. Kindle Edition.

Even more importantly, your particular 
ministry should a place where attendees 
feel comfortable inviting their unchurched 
friends.

Imagine the life of a teenager or young 
adult today. Everything they do is critiqued 
and evaluated. Each post on social media 
has to be carefully planned so it looks just 
right to avoid ridicule. Each outfit young 
people wear to school is thought about 
in detail. Young people are constantly 
under pressure to be accepted and loved. 
Or think of the those who may already 
be part of a church small group. The risk 
involved in inviting an unchurched friend 
to a service is huge. Effective ministries 
can help evangelism by creating a church 
that all walks of life love to attend.

The Fragrance Approach understands 
the meaning behind Luke 15:7, “There 
will be more rejoicing in heaven over one 
sinner who repents than over ninety-nine 
righteous persons who do not need to 
repent.”

“Missional community may serve as one 
of the best ways we can embody the 
incarnation of Christ—putting on flesh 
and being Jesus to our world. When we 
live this out, the focus of the church 
shifts to hearing and responding to the 
Spirit. When this is translated collectively, 
congregations as a whole tend to take 
more seriously the how and when to 
engage the communities in which they 
live.” 3
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The Fragrance Approach of ministry 
meets people’s needs. People didn’t 
always understand the message of 
Jesus. 

In fact, His closest followers missed 
the point of His messages many times. 

Initially, they came because He fed 
them, healed them and comforted 
them. As they got closer to His love, 
they realized they needed Him as their 
savior.

ACTIVITY:  Take a few moments to 
answer the following questions. 

• How can you create a strategy to 
keep  young people who visit your 
church? 

• How do you follow up with new 
people? 

• How can you find a place for them 
to serve? 

• Do your attendees feel 
comfortable inviting their friends 
to church? Would they be proud 
for an unchurched friend to visit? 

• Are people who are still figuring 
out their faith welcome in your 
ministry group?
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Generation Z: The 
Generation You Can’t 
Afford to Ignore

As you continue to evaluate the “Who” 
of your ministry, you must develop an 
understanding of Generation Z. Failing 
to reach Generation Z could potentially 
set your local church back decades. Gen 
Z is different, and it is vitally important to 
understand this generation in order to 
effectively reach them.

If you haven’t heard about Generation Z, 
now is the time to start paying attention. 
Depending on who you ask, Generation 
Z includes those born around 1995 to 
the present. Gen Z grew up in a post 
9/11 world during a recession. They have 
experienced changes in technology and 
the understanding of family, sexuality and 
gender. Generation Z is more likely to be 
multiracial and live in multigenerational 
households. 

It is important to understand some of the 
key characteristics of Gen Z. Some are:

1. 76% feel their online experiences will 
help them reach their goals

2. 66% say technology makes them feel 
that anything is possible

3. 79% display symptoms of emotional 
distress when kept away from their 
personal electronic devices

4. 90% would be upset if they had to give 
up their internet connection

5. 84% multitask with an internet-
connected device while watching TV

Even if you have taken great effort to 
keep your ministry relevant to millennials, 
reaching Gen Z will require further 
changes. The message of reconciliation to 
God through Jesus will never change, but 
the methods must change. Here are some 
tips to remember when communicating 
with Gen Z:
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01. CREATIVITY IS IMPORTANT TO 
GEN Z

Gen Z greatly cares about creativity. 
Statistics show that 80% of Gen Z 
considered being creative an important 
aspect of their lives. They spend half 
of their time working on creative skills, 
whether it’s posting videos or learning 
how to design things in Photoshop. 

George Barna, in his recent book 
Revolution, concludes that by the year 
2025 the spiritual profile of the nation 
will be dramatically different. Specifically, 
Barna expects only about one-third of the 
population to rely on a local congregation 
as the primary or exclusive means for 
experiencing and expressing their faith; 
one-third will do so through alternative 
forms of faith-based community; and 
one-third will realize their faith through 
the media, the arts, and other cultural 
institutions. 1

1 George Barna, Revolution (Carol Stream, IL: Tyndale, 2006), 49.

These trends were already being noticed 
before the coronavirus pandemic of 2020 
that affected the entire globe. Church 
is changing, and the pandemic has 
accelerated what was already taking place 
in the digital landscape.

02. SOCIAL MEDIA PRACTICES OF GEN 
Z ARE CHANGING

This young group favors more personal, 
immediate social platforms like Snapchat 
and TikTok rather than broadcasting their 
lives widely and publicly for all to see 
through the likes of Facebook and Twitter. 
Only 49% of Gen Zers agree with the 
statement, “Social media is an important 
part of my life.” 

“Most people from Generation Z—those 
born from the mid-1990s to the early 
2000s—use social media. That shouldn’t 
surprise you (and if it does, then you’re 
dangerously out of touch with the world). 
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But what will come as news is that these 
users are leaving en masse. In fact, 34% 
of Gen Z say they’re permanently quitting 
social media, and 64% are taking a break, 
according to new research from Origin, 
Hill Holliday’s in-house research arm. The 
survey of more than 1,000 18- to 24-year-
olds across America discovered a total 
of 41% are made to feel anxious, sad, or 
depressed by platforms like Facebook, 
Instagram, and Snapchat.2

03. UNPLUGGING IS ALSO IMPORTANT 
FOR GEN Z

Seeing facial expressions and body 
language matters. All that screen 
time has made them long for the 
old-fashioned face-to-face mode of 
communication. Having smartphones in 
hand 24/7 has taught them the value of 
a human connection and having a real 
conversation–no emoticons necessary.

04. INFLUENCER MARKETING IS NOW 
A CULTURAL NORM FOR GEN Z

More than any previous generation, Gen Z 
is distinguished by its members’ ability to 
elevate themselves as influencers. 

“Eighty-six percent of Gen Z and 
millennials report they’re open to 
sharing sponsored content online for 
money,” according to a new survey 
on influencer marketing by Morning 

2 McAteer, Oliver, Gen Z is quitting social media in droves because it makes them unhappy. https://www.prweek.com/article/1459149/gen-z-

quitting-social-media-droves-makes-unhappy-study-finds

3 Adams, Peter, Microinfluencer opportunity ‘massive’ as Gen Z, millennials organically promote favorite brands. https://www.marketingdive.com/

news/study-microinfluencer-opportunity-massive-as-gen-z-millennials-organica/566843/

Consult. Additionally, 61% of the 
respondents interviewed said they’re 
likely to boost the brands they enjoy 
without getting paid to do so, creating a 
“massive” microinfluencer opportunity 
for businesses to tap into. The report 
found that over half (54%) of Gen Z and 
millennials are interested in becoming 
influencers, valuing the time flexibility, 
pay and recognition that comes with the 
line of work. Pursuing an influencer career 
comes as Gen Z and millennials continue 
to trust social media stars and online 
content creators more than traditional 
celebrities when it comes to representing 
a brand. Nearly three-quarters of Gen Z 
and millennials follow influencers online, 
with teenagers often following multiple 
accounts.”3

05.DIVERSITY IS ONE OF GEN Z’S CORE 
VALUES: 

To connect with Gen Z you will need to 
get rid of general labels and outdated 
stereotypes. Members of Gen Z do not 
identify themselves in clearly defined 
categories, but rather have a much more 
fluid sense of themselves. Gen Z will be 
the most diverse generation to date.
“Diversity is the watchword for Gen Z: 
Diversity matters to them through many 
dimensions, not just isolated to race and 
gender, but also related to identity and 
orientation. Gen Z prioritizes diversity 
across race, gender, and orientation— 
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more than any other generation.”4 

This became extremely obvious, particularly in America, during the social justice 
movements of 2020 that swept the globe. Diversity and equality are extremely 
important to Gen Z and if the church doesn’t find ways to involve young people in 
these areas, they will find them elsewhere.

You are ministering to a new generation, but the message isn’t new. There’s only one 
message and it will never change. It’s not about updating the message; it’s all about 
communicating the same message in a way that is more easily understood in the 
global culture. 

4 Gomez, Karianna, Welcome to Gen Z, https://www2.deloitte.com/content/dam/Deloitte/us/Documents/consumer-business/welcome-to-gen-z.

pdf

Tell your children about it, 
and let your children tell their 
children, and their children 
the next generation. Joel 1:3
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BUT YOU WILL RECEIVE POWER 
WHEN THE HOLY SPIRIT COMES 
ON YOU; AND YOU WILL BE MY 
WITNESSES IN JERUSALEM, AND IN 
ALL JUDEA AND SAMARIA, AND TO 
THE ENDS OF THE EARTH. ACTS 1:8.

 Just before He left earth, Jesus gave His 
followers a plan to reach everyone in the 
world. The news of salvation through 
Jesus wasn’t just to be contained in 
the geographical area where He spent 
His earthly ministry; it was to spread 
throughout the world.

We are proof that this outreach plan 
introduced in the New Testament still 
works today—chances are you are 
reading this now from an area far away 
from where Jesus lived. The plan Jesus 
gave the disciples back then is still the 
plan we need to follow today. 

In their book, “The Skinny on Service,” 
Tony Myles and Doug Franklin discuss 
the “Jesus-centered ripples” formed 
when a ministry reaches their local area 
(Jerusalem), their region and/or culture 
(Judea and Samaria), and places in the 
world far away from home (the ends of 
the earth).1

Jerusalem

Jesus wants to rescue the spiritually lost 
you and your group come into contact 
with every day. He wants to meet the 
needs in your own ministry group, your 
church and your hometown. And He 
wants to use His followers to do it. 

1 Myles, Tony, The Skinny on Service: A Big Youth Ministry Topic in a Single Little Book (Group Publishing, June 1, 2015).

So start in your own backyard. Serve and 
meet the needs right in front of you. Don’t 
overlook opportunities to minister to the 
needs in the area where God has planted 
you. Be salt and light right where you are.

Judea and Samaria: Reaching this area 
involves stepping out of your comfort 
zone. It may mean ministering to those 
who are different from you or who you 
don’t normally run into in your day-
to-day living. It could involve serving 
in an addiction rehabilitation center 
or homeless shelter. It could involve 
ministering in a nearby big city if you are 
in the suburbs or rural area, or in outlying 
rural areas if you are in an urban center. It 
may mean a trip to a different part of your 
country. If you are from the American 
Midwest, for example, it may mean a trip 
to serve the American East Coast or West 
Coast. Judea and Samaria represent an 
area out of your comfort zone, but still 
part of your culture. It spreads the “Jesus-
centered ripple” just that much further.

Ends of the Earth

There are endless needs in the world and 
you certainly can’t begin to address all of 
them. However, you can be a supporter of 
some issue or cause in a part of the world 
that is foreign to you. You can find at least 
one need in a foreign part of the world 
to care about, pray for, and support, and 
even possibly send ministry teams to 
work in that area. Just as you should not 
overlook the needs right at home, you 
also should not be unaware of the needs 
in areas far away from you. 

THE WHERE OF 
YOUR MINISTRY
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THE HOW OF
YOUR MINISTRY
EACH OF YOU SHOULD USE WHATEVER GIFT YOU HAVE 

RECEIVED TO SERVE OTHERS, AS FAITHFUL STEWARDS OF 

GOD’S GRACE IN ITS VARIOUS FORMS” (1 PETER 4:10)

HOW DO YOU GO ABOUT MEETING 
THE NEEDS YOU ENCOUNTER IN 
YOUR MINISTRY?

You meet the needs of others by using 
your strengths. God gives everyone 
abilities, talents, gifts and strengths to be 
used in meeting needs. It’s up to you to 
identify and use the strengths available to 
you to reach the next generation.

IDENTIFYING STRENGTHS.

It’s important to make a conscious effort 
to identify the strengths and resources 
you may be able to use to meet needs. 
You should work to identify strengths and 
resources in yourself, in your ministry and 
in your church as a whole.

These questions may help you take 
inventory of the strengths and resources 
that are available to you:

Where do I see someone operating 
with passion? 

Passion is an indicator of talent or 
strength. When a person is gifted or 
strong in an area, it brings out their 
passion, and the passion spreads to those 
around them. Where you see excitement 
and passion, you are probably seeing 
someone who is operating in an area of 
strength.

What resources are available to me? 

Talents and skills are resources. Perhaps 
someone in your ministry group is 

Find a way to support another part of 
the world. That Jesus-centered ripple will 
touch people you may never meet, spread 
God’s love farther than you may have 

thought possible and touch your own 
heart and life in a way you couldn’t have 
imagined.
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artistically gifted. That gift can be used to 
meet needs. Perhaps someone in your 
church has extra lawn care equipment 
that can be used to help elderly or 
sick people keep their yards in order. 
Perhaps a church member has a building 
that is available on the weekend for 
tutoring. Maybe you have someone in 
your group who can fix cars or do hair or 
paint. All of those abilities can be used to 
meet needs. When you give your group 
members an opportunity to use their 
gifts and talents to help others, you are 
giving them a way to meet their own 
self-esteem needs. Helping someone 
else gives them a feeling of self-worth 
and the satisfaction of doing something 
that matters. In meeting the needs of 
others, their own needs are also being 
met. Amazing!

How can I use what I have? 

You can look at your resources in two 
ways. You can wish for things you don’t 
have and see your limitations. Or you 
can accept what you do have and use 
it with enthusiasm and creativity. No 
one has unlimited resources. The key 
isn’t to wait until you have more before 
you start meeting needs but to start 

where you are and use what you have. 
Jesus used what He had. He used a few 
fish and a little bread to feed a crowd 
of people. He used dirt and spit to 
heal eyes. He used containers of water 
to provide wine for a wedding. He’s 
our example. Use what you have to 
meet needs and watch God bless your 
ministry.

How can my available strengths and 
resources make the most impact? 

Your available resources point you to the 
specific areas of ministry where you can 
have the most impact. For example, if 
you have a group of young people who 
are skilled cooks and are passionate 
about feeding the hungry, coupled with 
a kitchen available for use, then perhaps 
a soup kitchen ministry or a meal 
delivery ministry is your niche. Evaluate 
the available strengths and resources 
available to you to see where you can 
leverage them to impact someone’s 
life. Your gifts, talents, strengths, 
possessions and resources come directly 
from the hand of God. He blessed you 
with everything you have so you can 
use it to be a blessing to someone else. 
Take inventory of everything available to 
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you that you can possibly use to help 
someone else and offer it back to God. 
There’s no telling how many lives you 
will impact if you actively recognize 
your resources and work diligently to 
use them to minister to needs.

ACTIVITY:

• Have you ever felt you lacked 
the ability or resources to make 
a difference in your community? 
How can you move past that 
feeling? 

• Make a list of the resources you 
have available to use to meet 
needs. How can you use those 
resources in your community? 

• How can you discover the talents 
and skills that exist in your 
ministry group?

. . .‘Go out into the highways and 
hedges, and compel them to come 
in, that my house may be filled. 

Luke 14:23
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Conclusion

It is essential to have a balanced approach to strategically reaching both those inside 
and outside the church. The starting point is finding out where your ministry is out of 
balance. 

Are you primarily focused on the members of your ministry? Or do you balance 
ministering to those who are already disciples with reaching out to people in the 
community who do not know Jesus? 

Are you focused on the resources you lack? Or are you focusing on what you do have 
and energetically using it to impact your community?

Are you focused on people who are just like you? Or are you reaching out to people 
who are very different than you?

Who are you trying to reach? What are their needs? What steps can you take to meet 
those needs?

Once the focus is determined, the next step is developing a clear strategy to reach 
everyone you can with the news of redemption through Jesus. How can we please God 
if we are watching people all around us turning away from Him and we are not striving 
to do something about it? 

Know who God has called you to reach. Know their needs and what resources you 
have to meet those needs. Really believe that the God who called you has unlimited 
resources and will enable you to do more than you could imagine. 

Know the who, the where, and the how of your ministry. Then, believe God, make a 
plan, and take the next step. 

A false balance is           an abomination to the 
Lord, but a just        weight is his delight.

Proverbs 11:1
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American East Coast or West Coast. 
Judea and Samaria represent an area 
that is out of your comfort zone, but 
still part of your culture. It spreads the 
“Jesus-centered ripple” just that much 
further. 

2. Ends of the Earth 
 
There are endless needs in the world 
and you certainly can’t begin to 
address all of them. However, you can 
be a supporter of some issue or cause 
in a part of the world that is foreign 
to you. You can find at least one need 
in a foreign part of the world to care 
about, pray for, support—possibly 
even send ministry teams to work 
in that area. Just as you should not 
overlook the needs right at home, 
you also should not be unaware of 
the needs in areas far away from you. 
Find a way to support another part of 
the world. That Jesus-centered ripple 
will touch people who you may never 
meet, spread God’s love farther than 
you may have thought possible, and 
touch your own heart and life in a way 
you couldn’t have imagined.

 
THE HOW OF YOUR MINISTRY

1. Identifying Strengths 
 
It’s important to make a conscious 
effort to identify the strengths and 
resources you may be able to use 
to meet needs. You should work to 
identify strengths and resources in 
yourself, in your ministry group and in 
your church as a whole. 
 

2. How can I use what I have 
 
You can look at your resources in two 
ways. You can wish for things you 
don’t have and see your limitations. Or 
you can accept what you do have and 
use it with enthusiasm and creativity. 
No one has unlimited resources. The 
key isn’t to wait until you have more 
before you start meeting needs, but to 
start where you are and use what you 
have. Your ministry group is unique 
and your strategy for meeting the 
needs of others may look completely 
different than that of other churches 
or ministries. 
 

3. Uniqueness 
 
“Churches are unmistakably unique 
and incomparably different. God 
doesn’t mass-produce His church. Let’s 
not dismiss the infinite creativity of our 
ingenious Lord when it comes to the 
thumbprint of the local church. How 
much does God delight in creative 
uniqueness? Consider the snowflake. 
No two snowflakes that have ever 
fallen in the history of existence are 
identical. How is that possible? It is 
God’s handiwork; each complex snow 
crystal has an almost infinite number 
of discernible crystal variations. As 
these extremely sensitive flakes blow 
about in the wind, the ever-changing 
conditions lead them to grow in 
different patterns…Each church is 
a different subset of one-of-a-kind 
saints. Doesn’t each local church 
present its own growth conditions that 
affect the pattern and development 
of God’s people? If every snowflake 
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that was ever created in the universe differs, 
is it so hard to conceive that every one of the 
thousands of churches is unique? ...The starting 
point for vision—for thinking about our church’s 
future—is not deciding where we want to go or 
exploring what is working for other churches but 
understanding how we are unique.”

 

Go therefore and make disciples 
of all the nations, baptizing them 
in the name of the Father and of 
the Son and of the Holy Spirit, 
teaching them to observe all 
things that I have commanded 
you; and lo, I am with you always, 
even to the end of the age.” Amen.
Matthew 28:19-20
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Effective Ministry: Look at the 
System Before the Content
Content issues can cause ministries to become stuck, dealing with the same 
issues over and over without achieving the progress and growth they long to 
see. Content issues involve specific, day-to-day concerns and often involve 
a conflict. These issues involve putting out the fires that frequently occur. 
Content issues are often recurring, and leaders find themselves dealing with 
the same problems repeatedly.

Because of content issues, many ministries are stuck and many leaders 
are wearing themselves out. This can be seen by the high turnover rates in 
ministry leadership today. When it comes to group ministry, the demands can 
seem never ending. Another service or event is always just around the corner. 
Routine content issues distract leaders from the overall ministry vision. 

Instead of focusing on never-ending content issues, ministries must look 
deeper and discover the system issues that allow the content issues to 
continue. 

This lesson will explain the difference between content thinking and systems 
thinking. It will discuss the importance of systems and structure that moves 
ministry forward. Three system issues will be discussed: 
• Developing and maintaining a high level of trust in the ministry.
• Creating clarity of expectations for staff and volunteers.
• Equipping laypeople to share in the work and ownership of the ministry.

The lesson will also address the need for strong relationships between senior 
leaders and those who report to them, as well as ways to avoid burnout.

A ministry committed to system thinking moves continually toward their vision 
and ministries find they are no longer stuck but are actually flourishing.

LESSON
SIX
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LESSON
OUTLINE
Introduction

Many leaders are wearing themselves 
out. This can be seen by the high turnover 
rates in many ministries today. Churches 
look to the same leaders for everything. 
When it comes to group ministry, the 
demands can seem never ending. 
Another service or event is always just 
around the corner.

Routine content issues distract from the 
overall group ministry vision. Possibly, the 
problem isn’t the leader but the system 
they find themselves in.

Simply having services and putting out 
fires when they arise does not lead to an 
efficient group ministry. Group ministries 
should be proactive, not reactive. They 
are built on trust among the leadership, 
clarity of expectations for the leaders and 
volunteers and ownership of ministry. 
In an efficient group ministry, everyone 
realizes how they fit into the bigger 
picture and there are healthy and thriving 
relationships between senior leaders and 
younger leaders.
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WHAT ARE THE CONTENT ISSUES IN 
MY MINISTRY?

• Your ministries should be proactive, 
not reactive.

• Effective change happens not by 
superstar leaders but by strategic 
systems.

BEING STUCK IN CONTENT ISSUES 
(CONFLICT, CLIQUES, PERSONALITY 
ISSUES)

• Looking at the next event or putting 
out the next fire will not lead to 
growth or sustainability.

GOING NOWHERE QUICKLY
• Barriers to change must be removed.

WHAT IS THE SYSTEM ISSUE OF MY 
MINISTRY?
• Efficient ministries are led by systems 

leaders.
• Leaders are talented but become 

overwhelmed because they don’t 
know how to build ministry systems.

TRUST
• Trust is one of the most valuable 

currencies for ministries. Trust takes 
a long time to build and seconds to 
destroy.

CLARITY OF EXPECTATIONS
• Job descriptions and measurable 

goals are vital to ensure expectations 
are understood and met.

WHOSE MINISTRY IS THIS?
• Youth, parents and volunteers are 

responsible for executing the ministry. 
The leader’s role is to equip the saints.

WHERE DO I FIT IN THE BIG PICTURE?
• Where do I fit? 
• Am I needed?
• Does my input matter?

• Will they let me lead?
• Can I do something significant?

WHAT ARE THE WINS
• Conversations about wins need to be 

consistent and often.

RELATIONSHIP SUGGESTIONS FOR 
SENIOR LEADERS
• Young leaders want to know how to 

win.
• Young leaders want clear and 

achievable goals.
• Young leaders need to know you 

believe in them.
• Young leaders want a job description.
• Young leaders want to grow.
• Young leaders want to be encouraged.
• Young leaders want access to your 

life.
• Young leaders want you to be there 

for them.

RELATIONSHIP SUGGESTIONS FOR 
YOUNG LEADERS
• Senior leaders want you to define the 

wins. 
• Senior leaders want you to 

communicate the wins. 
• Senior leaders want you to bring 

solutions and not problems. 
• Senior leaders want you to see the 

bigger picture.
• Senior leaders want you to be the 

nicest person in the room.
• Senior leaders want you to guard your 

character.
• Senior leaders want you to spend 

wisely.
• Senior leaders want you to be 

productive.
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LET’S 
BEGIN
Introduction

A ministry can operate in content thinking or systems 
thinking. Content thinking deals with issues, topics, or 
ideas. It focuses on dealing with problems as they occur. 
Systems thinking goes deeper, looking at the more serious 
issues lurking beneath the content issues. An example of 
a content issue might be a lack of retention of first time 
visitors. The system issue behind this content issue could 
be that there is no structure in place to welcome, include, 
obtain contact information, and reach out to new visitors, 
who do not return because no one showed an interest in 
them. The content issue cannot be solved without dealing 
first with the systems issue.

A focus on content issues without dealing with system 
issues, according to Mark DeVries in his book, Sustainable 
Youth Ministry, is like seeing a talented dancer fall through 
the rotting floor of the stage upon which she is dancing 
and then blaming the dancer for the fall. The dancer 
cannot be successful until the floor is repaired. This is 
often true in ministry—the ministry cannot thrive until the 
system is repaired.

A close examination of system issues can bring life to a 
near-lifeless ministry. It’s time we look beyond the surface 
and work on the problems we find in the systems and 
structure of the ministry.

Continually battling the same problems and putting out 
the same fires is not an effective way to minister. Systems 
thinking results in fewer content issues and more focus 
on the overall vision of the ministry. Three system issues 
to examine are: the level of trust that exists in the team; 
the clarity of expectations for each contributor; and the 
degree to which volunteers are being equipped and given 
ownership of the ministry.

The problems a ministry has may not be the location, the 
curriculum, the funding, or the activities. It may not even 
be the leader. It may very likely be the unresolved system 
issues.
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WHAT ARE THE 
CONTENT ISSUES 

OF MY MINISTRY?

One of the first steps to 
developing an effective 
ministry is to stop focusing 
too much time on content 
issues (distractions and 
issues that arise from having 
no clear systems). 

Content issues often involve 
a specific topic, usually a 
topic of conflict. Examples of 
typical content issues could 
be anything from a problem 
with cliques in the group 
to problems with chosen 
curriculum. Content issues 
are the regular distractions 
that take the leadership team 

away from their vision and 
potential, the things that 
cause ministries to become 
side-tracked nearly every 
week.

One of the greatest content 
issues in many churches is 
the hired ministry pastor or 
the appointed leader. Many 
churches blame the leader 
for the problems in ministry, 
thinking the leader  should be 
more organized, spend more 
time on ministry or obtain 
more training. The focus 
is constantly on fixing the 
leader when it should actually 

be on fixing the flawed 
systems created through 
years of doing ministry 
without a clear mission, vision 
and strategy.

Effective change happens 
when a ministry takes the 
focus off the presenting 
content issues and instead 
puts the focus on building 
healthy ministry systems. 
Systems are necessary to 
facilitate the growth God has 
for your ministry. Healthy 
ministry systems guide the 
direction of the total ministry.
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BEING STUCK IN 
CONTENT ISSUES

Trying to initiate change while staying 
focused on content issues is like sprinting 
up and down the aisle of a speeding jet, 
believing the sheer force of effort will 
speed up the plane. Nothing ever changes 
because the focus is always on short-term 
issues rather than long-term vision.

All ministry should be proactive rather 
than reactive. When a ministry is reactive, 
leaders are concerned with putting out 
fires nearly every week. They constantly 
move from one problem to the next 
instead of having a laser focus on fulfilling 
a clear vision and strategy. Proactive 
ministries plan ahead, strategize and 
create systems that allow for growth.

Sadly many ministries remain stuck, 
spending valuable time on the same 
issues again and again. They live in 

maintenance mode with a focus on 
maintaining what they already have 
rather than creating the clarity, vision, and 
structure needed to produce health and 
growth in their ministry.

GOING NOWHERE 
QUICKLY
Ministry workers are wearing themselves 
out, completely unaware they are part 
of a system carrying them in a direction 
independent of all their labor. Their focus 
is on content issues when it should be on 
fixing flawed systems or creating systems 
that work.

With passion and commitment to do 
“whatever it takes,” many leaders exert 
exhausting–often Herculean–efforts to 
move the ministry to the next level. They 
attempt to heave their boats out of the 
water and carry them on their shoulders 
to the next level, instead of creating 
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TODAY’S TROUBLING STATISTICS ON PASTORS 
PAINT A BLEAK PICTURE. MANY PASTORS 
LEAVE THE MINISTRY PERMANENTLY 
EACH MONTH. 80% OF PASTORS AND 85% 
OF THEIR SPOUSES FEEL DISCOURAGED 
IN THEIR ROLES. 70% OF PASTORS DO NOT 
HAVE A CLOSE FRIEND, CONFIDANT, OR 
MENTOR. OVER 50% OF PASTORS ARE SO 
DISCOURAGED THEY WOULD LEAVE THE 
MINISTRY IF THEY COULD BUT HAVE NO 
OTHER WAY OF MAKING A LIVING. OVER 
50% OF PASTORS’ WIVES FEEL THAT THEIR 
HUSBAND ENTERING MINISTRY WAS THE 
MOST DESTRUCTIVE THING TO EVER HAPPEN 
TO THEIR FAMILIES. 30% OF PASTORS SAID 
THEY HAD EITHER BEEN IN AN ONGOING 
AFFAIR OR HAD A ONE-TIME SEXUAL 
ENCOUNTER WITH A PARISHIONER. 71% OF 
PASTORS STATED THEY WERE BURNED OUT, 
AND THEY BATTLE DEPRESSION BEYOND 
FATIGUE ON A WEEKLY AND EVEN A DAILY 
BASIS. ONE OUT OF EVERY TEN MINISTERS 
WILL ACTUALLY RETIRE AS A MINISTER.1 

1 Witt, Lance. Replenish: Leading from a Healthy Soul (p. 18). Baker Publishing Group. Kindle 
Edition.

structures to generate a power greater 
than their own strength.

The heavy lifting of moving their ministry 
from one level to the next often results 
in herniated hearts that give up trying 
altogether. Today, leaders are giving up 
because they are trying to build ministries 
on their own charisma and abilities.

But there are ways to naturally “raise the 
water level” in our ministries so they will 
move from one level to the other, not by 

heavy lifting but through the creation of 
intentional structures. A vision for such 
structures is absolutely necessary for 
churches that want to see lasting change 
in their group ministries.

Ministry transformation is not catalyzed 
by superstars acting independently, 
however heroically, but by ministry 
engineers who choose to learn how to 
structure for change.
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ATTENDING 
SOLELY TO 
ISSUES OF 
CONTENT 
Many ministries are 
declining. To mask the 
decline, they plan big events 
and activities to draw a 
crowd. Striving for growth, 
they constantly create new 
ministries and implement 
new ideas. Looking for the 
next gimmick and constantly 
putting out fires will never 
lead to a healthy ministry.

Once the crowd goes home 
and the next big thing is over, 
nothing has really changed. 
Instead of figuring out the 
structural issues for the 
decline in attendance, they 
constantly look for short-
term fixes. It is extremely 
difficult for a church to admit 
that they are in decline, but 
the situation will not improve 
until they choose to address 
the real issues they are 
facing.
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Some church leaders are designers. Other 
church leaders are programmers. Church 
leaders who are programmers focus on 
one program at a time. Their goal, though 
unstated, is to make each program the 
best. Church leaders who are designers 
are focused on the end result, the overall 
picture, and the ultimate vision of the 
ministry. Focusing on programs instead of 
vision creates a ministry stuck in the non-
essentials while overlooking what is really 
important. 

It is unrealistic to expect to be able to design 
and implement an effective turnaround 
strategy without removing some of the 
systemic barriers to change.

Ministries are filled with leaders who 
crash and burn, not because they aren’t 
talented but because they know nothing 
about creating systems that work. Efficient 
ministries are led
by systems leaders. Effective ministries 
make the leap from a short-term, patchwork 
ministry to ministry based on established 
systems that last long after the current 
leadership team has moved on.

System issues are processes that take place 
beneath, around and within the particular 
topics of concern. Three important system 
issues to evaluate are trust among the 
leadership, clarity of expectations for staff 
and volunteers, and ownership of the 
ministry.

WHAT ARE THE 
SYSTEM ISSUES OF MY 
MINISTRY?

TRUST
CLARITY
OWNERSHIP
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TRUST
Trust is one of the most valuable 
currencies for ministries. It takes a long 
time to build and only seconds to destroy. 
Ministries work best in an atmosphere of 
trust. 

A ministry team without trust operates 
with an almost-insurmountable flaw. 
The church members need to trust 
their leaders. Leaders need to trust one 
another. Team members and volunteers 
need to trust each other and their 
leaders. Too often, though, ministry 
is stuck due to lack of trust. Everyone 
involved needs to trust the process.
 
If you are a young leader, your senior 
leader wants to be able to entrust your 
ministry to you. They want to know you 
will do what is best for your ministry, you 
will do what you say you will do, and you 
are aligned with the overall vision of the 
church.

Senior leaders, your team leaders want to 
be able to trust you to do what is best for 
each ministry in your church, to make fair 
and thoughtful decisions, and to do what 
you say you will do.

The bottom line is that everyone must 
trust one another to do what God has 
called them to do while supporting the 
vision and mission of the church. While it 
sounds simple, it is often a system issue 
that prevents growth in a church.

Here are 6 ways to build the level of trust 
in your team:

1. Ask for forgiveness when needed. 
Trust isn’t perfection. When we make 
a mistake, we must immediately and 
without excuses accept responsibility 
and ask forgiveness, knowing the way 
we handle our failures can itself be an 
opportunity to build trust.  

2. Treat others with respect. Speak well 
of the people on your team and your 
senior leader. Refuse to denigrate or 
criticize senior leaders, peers, those 
under your leadership, or volunteers. 
Be sure your ministry aligns with the 
ministry vision of your church. Show 
your respect and trust to the people 
you lead by allowing them to make 
some ministry decisions.  

3. Trust the process. Change in a 
ministry doesn’t happen overnight; 
it takes time. Sustainable change 
happens when leaders recognize 
the power of one small change after 
another. Profound momentum builds 
when a team trusts the process and 
moves together in the same direction. 

4. Demonstrate competence.
Competence is the ability to complete 
your responsibilities successfully and 
efficiently. When you make plans, 
execute them well. Excellence in your 
work builds trust. 

5. Keep your word. This sounds basic, 
but it is often ignored. If you say you 
will pray for someone, pray for them 
and then follow up with them. Return 
phone calls and emails. If you say you 
will do something, do it—or explain 
honestly why you can’t. 
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CLARITY OF 
EXPECTATIONS
Job descriptions and measurable goals 
are vital in making sure expectations 
are met. “Goals cannot be vague. Vague 
goals are not goals; they are dreams 
and wishes, and you don’t want to end 
up being one of those dreamers who do 
nothing.” 1

Many senior leaders have expectations 
for their all group ministry, but they never 
take the time to explain what they are 
looking for with their young leader. This 
results in confusion and young leaders 
who think they are winning when they are 
not.

“Clear delegation is essential to 
execution. The person responsible needs 
to understand her authority and how 
to relate to everyone else involved. This 
person should walk out of the meeting 
with crystal-clear expectations, a plan to 
coordinate with others, deadlines, and 
any other requirements. On some teams, 
accountability is haphazard  
 
 
1 Ramsey, Dave. EntreLeadership: 20 Years of Practical Business Wisdom from the Trenches .
Howard Books. Kindle Edition.
2 Chand, Samuel R.. Cracking Your Church’s Culture Code: Seven Keys to Unleashing Vision
and Inspiration (Jossey-Bass Leadership Network Series) . Wiley. Kindle Edition.

at best, but this breeds complacency even 
among those who would normally be 
conscientious about following through with 
their commitments. People don’t do what 
we expect; they do what we inspect. Plans 
are worthless unless they have target 
goals, deadlines, access to resources, and 
a budget. With those things in place, the 
leader needs to ask for regular updates on 
progress.”2

Why should your church have job 
descriptions?

• Job descriptions connect vision 
and execution. A clearly-written 
job description enables people to 
connect what they are doing with the 
broader vision of the church. It makes 
the importance of their role clear to 
everyone involved. It encourages team 
members to invest time and energy 
into their job. 

• Job descriptions reduce overlapping 
responsibilities. With a detailed job 
description, boundaries between 
different roles in the organization 
become clear.  
 
 

6. Be godly on days other than Sunday. Hypocrisy breaks trust. It’s hard to trust 
someone who talks or acts differently on Sunday than they do the rest of the week. 
Integrity is vital for trust. 

A team that wants to accomplish reasonable goals must have a reasonable amount of 
trust. But a team that wants to accomplish exceptional goals must have an exceptional 
level of trust. When you consider the system issues in your ministry, evaluate the degree 
to which your team members trust one another.

ACTIVITY:
• Read over the tips on building trust in a team. Which of these tips are easy for 

you? What is one area in which you can improve?
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These boundaries empower team 
members to act diligently on their 
responsibilities and to avoid focusing 
on issues belonging to someone else. 

• Job descriptions increase the value 
of volunteers. Don’t just write job 
descriptions for paid staff—create 
them for your volunteers. A volunteer 
who is given clarity about their role 
and responsibilities will very likely 
embrace the role and make it a 
priority in their life.

A lack of clarity about expectations 
results in confusion, discouragement, 
and inefficiency. Churches that do not 
give clear expectations experience high 
turnover and low morale. Team members 
are left trying to figure out what they are 
supposed to be doing, how to do it and 
whether or not it is working. This is a 
system issue that must be addressed.

ACTIVITY: 
• Have you ever been in a role without 

a clear understanding of your 
responsibilities? How did this affect 
your ability to succeed in the role? 

• Think about whether or not 
everyone in your ministry knows 
what they are responsible for and 
how they fit into the big picture of 
the ministry. 

• What is one thing you can do to 
improve the clarity of expectations 
for your team members? 
 
WHOSE MINISTRY IS 
THIS? (OWNERSHIP)

Ephesians 4:11-12 says those called to 

leadership in the church will equip the 
saints join in the work of the ministry. 
A leader’s role is not to shoulder the 
burden of ministry alone. A leader’s role 
is to equip the others to participate in 
ministry and help them feel ownership in 
the ministry.

If you are trying to do all of the 
ministering by yourself— hospital 
visits, counseling sessions, leadership 
development, intensive discipleship, 
administration and planning, preaching 
and teaching the Word of God—you 
will burn out. No one man or woman 
is capable of carrying that entire load 
on their shoulders for the long haul. If 
there are no other trained, mature, and 
capable men and women to help you, the 
weight of ministry will eventually crush 
you.

Ministries should focus on volunteer 
development and appreciation and move 
the volunteer culture from exception to 
expectation.

Effective ministries have developed 
systems that raise up volunteer leaders. 
Leadership development in these 
ministries doesn’t just happen by chance. 
It happens by the creation of strategic 
opportunities for laypeople to grow and 
use their talents to bring glory to God 
and further the ministry.

ACTIVITY: 
• Do attendees, parents and 

volunteers feel ownership in your 
ministry or does most of the work 
fall solely on you?

•  What can you do to begin to 
delegate the ownership and work of 
the ministry to others?
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CAN VOLUNTEERS 
BE A PART OF THE 
MINISTRY TEAM?

Every volunteer will at some point ask the 
following questions: 

• Am I needed? Volunteers want to feel 
needed. They have to have a reason for 
showing up. 

• Does my input matter? Volunteers want 
to be heard. They want to be consulted 
about decisions that affect their part of 
the ministry. Even if their ideas are not 
executed, they need to know that they 
are heard and understood. 

• Will they ever let me lead? Effective 
group ministries have to develop 
opportunities that allow volunteers to 
lead. They cannot be kept on the sidelines 
long-term or they will eventually move on 
to another ministry or organization that 
will let them use their talents. 

• Will I ever get to do something 
significant? It’s easy to give the 
volunteers tasks no one else wants. 
Instead, train your volunteers to lead, 
give them jobs that matter and let them 
know failing is okay. Your role is to help 
volunteers develop ability to minister and 
to lead.  

CLEARLY DEFINING 
THE WINS?

Discussions about what the wins are for a 
ministry should be held on a consistent basis 

between volunteers and their leaders. 

Once is not enough. Without this 
conversation, volunteers are frustrated 
and discouraged. Once a plan is in place, 
remember to inspect what you expect. 

Failure to define success has caused many 
problems for volunteers. Senior leaders 
assume a volunteer understands what is 
expected of them and they are thrown into 
ministry without training, mentoring or 
direction. When results do not match the 
expectations of the senior leader, there is 
frustration and disappointment. Volunteers 
need clarity. They need senior leaders to be 
involved rather than only evaluating what 
was done wrong after the fact. 

WHAT ARE THE 
WINS?
Discussions about what the wins are for 
a ministry should be held on a consistent 
basis between senior leaders and younger 
leaders. Once is not enough. Without 
this conversation, leaders are constantly 
frustrated and discouraged. Once a plan is in 
place, remember to inspect what you expect.

This has caused many problems in ministry. 
Senior leaders assume a young leader 
understands what is expected of them 
and they are thrown into ministry without 
training, mentoring or direction.
 
When results do not match the expectations 
of the senior leader, there is frustration and 
disappointment. Young leaders need clarity. 
They need senior leaders to be involved 
rather than only evaluating what was done 
wrong after the fact.
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FOR SENIOR LEADERS

Young leaders often feel misunderstood 
and underappreciated. Ministry can 
be very challenging and at times 
discouraging. These are eight ways senior 
leaders can better understand their 
young leader:

Your young leader wants you to 
communicate how they can win. 
Your young leader desperately wants to 
succeed in ministry. They want to win 
more than you could ever imagine. Most 
young leaders are very driven. They 
are volunteering or investing their time 
because they want to make a difference in 
peoples’ lives. Don’t take that for granted.

Your young leader wants you to 
invest time to help them create clear 
and achievable goals. They may not 
tell you this, but it is very important to 
them. Leave room for them to develop 
their own creative ideas and vision, but 
also take time to paint a picture of specific 
wins you both want to see accomplished.

Your young leader needs to know 
you genuinely believe in them and 
want them to win. Unfortunately, many 
pastors are so focused on growing their 
church that they fail to pause and think 
about the growth of the people God has 
called them to lead. To grow a church, 
grow the leader.

Make sure you provide your young 
leader with a clear job description. 
This is to provide direction and serve as a 
standard for measuring effectiveness. Job 

descriptions vary from church to church 
in order to cater to the specific needs 
and culture of a particular community so 
consider writing your own.

Your young leader wants you to help 
them grow. Your young leader wants 
you to help them grow their leadership 
capacity. They crave your attention and 
want to learn how to be better leaders. 
Constantly ask yourself, “What can I do to 
make my young leader better? How can I 
help them be all God created them to be?” 
It’s impossible to effectively mentor from 
a distance. Your young leader wants you 
to walk alongside them. They want you to 
find ways to understand them. Train your 
leader by including them on your ministry 
journey. Learn together, read books 
together, pray together. Be like Ruth 
who said, “Where you go, I will go” (Ruth 
1:16). This level of leadership requires 
intentionality and an investment of time. 
Make a point to let your leader know 
you understand and care about what is 
going on in his or her world and you love 
them for who they are as a person, not 
just as an employee or church volunteer. 
Be there in big moments of their life 
(surgeries, kid’s games, birthdays, etc.). 
Leadership development happens when 
life is lived together. You will find as you 
become intentional about being involved 
in your young  leader’s life, it will become 
much more natural for you to be involved 
in your leader’s ministry.

Allow your leaders to have access to 
your life that others in the church do 
not. Isn’t that how Jesus modeled it for 
us? Twelve men had backstage passes 
to the show that everyone else was 

RELATIONSHIP WITH 
SENIOR LEADERS
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watching and, within that twelve, Peter, 
James and John had access to encounters 
the rest did not. As you open your life to 
your leader, they will open their life and 
ministry to you.

Be there for your young leader. 
Nothing will motivate, uplift and inspire 
your leader more than your presence. 
Make it a priority to attend his or her 
service. When you show up, you are 
telling your young leader that you value 
the ministry God has placed them over. 
Attending ministry events shows your 
leader that you support their vision and 
approve of their work. They want you to 
see them in action.

Your young leader wants you to 
encourage them. For a young leader, 
encouragement is the fuel that leads 
to motivation, passion and inspired 
leadership. To encourage people means 
to put courage in them. Often times, 
the only thing standing in the way of a 
person’s success is their lack of courage. 
The greatest thing you can do for your 
leader is to praise them every chance you 
get. Encourage them when things are not 
going well and when things are thriving. 
Take advantage of birthdays and holidays 
to publicly praise him or her in front of 
the entire church. Use any way possible to 
make them feel uplifted.

FOR YOUNG LEADERS

Here are 8 ways young leaders can win 
with their senior leaders:

1.  Define the Wins for Your Senior 
Leader. Can you imagine playing a sport 
without having ways to measure success? 
It is important to define success so at the 
end of the game everyone clearly knows 
who the winner is. Unfortunately, this is 

rarely the case in ministry. In fact, winning 
can never happen without an intentional 
conversation with the senior pastor 
about what a win actually looks like. For 
some pastors, a win is a certain number 
attending on a weekly basis. For others, 
a win involves organization and attention 
to detail. Some are more relational so 
attending kids’ school events means more 
to them than having a dynamic service. 
Many young leaders set themselves up for 
failure because they do not understand 
or value what is important to their senior 
pastor.

Meet with your pastor, write down what 
the wins look like and follow up on a 
regular basis. It’s easy for leaders to try 
to lead alone. This nearly always creates 
tension. Instead, work with your senior 
pastor to create a very simple plan of 
what wins look like in your ministry. The 
plan can change as trust is built but, 
unfortunately, many young leaders never 
make it to that point.

2.  Communicate the wins. Senior 
leaders want to know the details of 
your wins. As you work with your pastor 
and you achieve a win in your ministry, 
shouldn’t you share it? Your pastor wants 
to hear that a person has started doing 
a quiet time at home. They want to know 
when a parent says good things about 
you. They want to hear about who came 
to an event you planned. Why wait for 
your pastor to ask you for this type of 
information? Great young leaders are 
always looking for wins to share. There 
should always be something great to 
communicate, even in a routine service or 
event.

3.  Bring solutions, not problems. Most 
people do not realize the huge amount of 
problems the lead pastor encounters on a 
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weekly basis. As soon as one situation is 
resolved, another one arises. Problems 
and tension are not bad, they are part 
of growth and change. Great leaders 
determine early on that they will never 
present a problem without sharing 
possible solutions. This mindset is very 
valuable to your senior leader. More 
than likely they feel overwhelmed at 
times because it seems every decision 
falls on them. When problems arise, take 
some time to strategically think about 
positive solutions. This builds trust and 
helps your senior leader see you as a 
leader. Instead of leaving issues with 
your senior leader, always ask what you 
can do to lighten his or her load.

4.  See the bigger picture. It’s really 
easy for young leaders to have a 
narrow vision. Some ministry groups 
are completely separate from the other 
ministries of the church. They are 
under the same roof but are actually 
in complete isolation. This leads to 
competition for time and resources. In 
your ministry journey, this is going to 
eventually lead to some tension with 
your senior leader. During these times 
it’s important to understand that your 
senior leader typically has a bigger 
picture view of the church than you do. 
Even though you may feel certain that a 
change or purchase has to happen for 
your ministry, the senior leader many 
times has an in-depth insight into the 
decision that you do not understand or 
realize. You must trust their ability to do 
what is right for the overall health of the 
church, not just your ministry. 

Remember, whether you are a volunteer 
or paid staff member, you have been 
placed in your position not only by your 
leader, but for your leader. Seeing the 
bigger picture will make your pastor’s 
work a joy rather than a burden. You 

are not the pastor of your own mini-
church, but rather an extension of the 
lead pastor’s vision. The purpose of a 
leader and their ministry is to provide 
discipleship to a specific group within 
the church. The vision of your ministry 
should simply be an extension of the 
vision of the church. Jesus tells us in 
Matthew 6:24 that no man can serve 
two masters. It’s also true that no man 
can follow two visions. If you force your 
specific group to choose between “big 
church” and “my ministry” you have 
dissolved your purpose.

5.  Be the nicest person in the room. 
More than your ability to preach, sing 
and create innovative events, your 
senior leader wants you to be able to 
get along with people in the church. 
No matter what you are doing, always 
be the nicest person in the room. So 
many times, leaders think about their 
strategies, goals, visions and dreams 
and completely forget about some of 
the most basic, common sense, practical 
principles of leadership. Many young 
leaders have lost the art of relating to 
people. At the end of the day, volunteers 
will go above and beyond to work with 
people they like. Always look people in 
the eyes when they are talking to you. 
Show them respect. Listen. Smile. When 
you are striving to help others, you are 
actually helping yourself. You don’t have 
to win every debate. You don’t have to 
be right all of the time (you probably 
aren’t anyway). Be patient with people. 
They may not be where you are on the 
leadership journey. If that’s the case, 
pull them up instead of pushing them 
down. Return communications. Be 
approachable. Never let situations mean 
more than relationships. Remember, 
if you seem to have problems with 
everyone all the time then you could 
actually be the problem. Jesus didn’t 
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come to be served, He came to serve. 
Each time someone comes to you 
to complain, keep the mentality that 
everyone has the potential to teach you 
something. A famous quote says, “People 
don’t care about how much you know 
until they know how much you care.”

6.  Guard your character at all costs. 
Your character and integrity are far 
more important to your senior pastor 
than anything else. Leadership is all 
about influencing others. Allowing your 
character to be questioned is one of 
the most devastating actions you could 
ever choose to take. Your senior pastor 
wants to be able to trust you as a leader. 
Some leaders have an “I don’t care what 
people think about me” mentality. This 
is very dangerous because it is not the 
attitude of Christ. While we can never 
please everyone, we can always strive 
to maintain integrity. Anyone can say 
they have character, but action is the 
main indicator of integrity. A leader’s 
character can never be separated from 
his or her actions. In your ministry, you 
will not have control over many things, 
but you will always have control over 
your character. People will not follow 
leaders whose character they know to be 
flawed. Your character is your greatest 
leadership asset. A great way to measure 
your character is your ability to admit 
flaws and your willingness to apologize 
when you are wrong. “Good character 
welcomes feedback and foolish character 
fights it off.”1

“Having good character does not ensure 
that you will be successful in life or 
leadership. But you can be sure that 
having poor character will eventually 
derail you personally and professionally.”2

1 Cloud, Henry. Boundaries for Leaders: Results, Relationships, and Being Ridiculously in
Charge . HarperCollins. Kindle Edition.
2 Maxwell, John C.. Developing the Leader Within You 2.0 (p. 52). HarperCollins Leadership.
Kindle Edition.

7.  Spend wisely. You may never hear 
about it, but right now your pastor is 
more than likely feeling some sort of 
pressure over church finances. If you 
have been given a ministry budget, 
you are extremely fortunate. Many 
ministry groups have to raise money for 
everything they do. As the young leader, 
you are accountable for every penny of 
your budget. When making purchases, 
get multiple quotes. Don’t buy things just 
because you can. Buy things only when 
there is a need. Turn in receipts on time 
and make sure you do everything you 
are asked to do in this area. The way 
you handle church finances is a direct 
reflection of your integrity. Understand 
that this is very important to your senior 
pastor. When spending money always 
take time to share the “why.”

8.  Do something. Your senior leader 
wants a thriving, exciting, life-changing 
ministry. That’s why you have your 
current role. Don’t take that lightly. You 
should always have a “get to” mentality 
rather than a “have to” mentality. When 
you are at church, be there. Be the 
most supportive, enthusiastic leader 
in the church. Serve. Connect. Raise 
the standard of everyone around you. 
Great leaders create positive movement. 
Anyone can do the same thing over and 
over again. Even new ideas quickly get 
old. Productivity defeats sitting still, and 
action leads to new creativity. Believe 
in yourself and do things so great they 
can’t be ignored by the community. Many 
young leaders are afraid of failing. We 
should be more afraid of doing nothing. 
Be proactive. It is vital that you not only 
connect your group to the rest of the 
church, but also find ways to connect the 
rest of the church to your ministry.
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Having good character does not ensure that 
you will be successful in life or leadership. But 
you can be sure that having poor character 
will eventually derail you personally and 
professionally. ~John Maxwell

ACTIVITY:
• Of the 16 tips given to improve the relationships between senior and 

younger leaders, which 3 resonate most with you? Why?
• What can you do to improve the relationship between you and your 

senior leader? Between you and those on your team?
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Conclusion

When the structure is in bad repair, talent is not enough. Preparation is not 
enough. Not even passion and enthusiasm can prevent continuous problems 
when a ministry is driven by content issues rather than focused on system 
issues.

All-star leaders are not the answer. One person, regardless of their talent and 
effort, cannot build a ministry without a solid structure to support it. More 
money or different programs are not effective with the correct systems are 
not in place. Churches must be intentional about building strong systems that 
will last long after the current leadership team has moved on. Far too many 
churches fail to make it a priority to have the right systems and structure in 
place to build success in ministry.

It’s time to take our eyes off of the day-to-day, recurring content concerns 
that cause us so much anxiety, take up so much of our energy, and prevent us 
from achieving our ministry vision. It’s time to move our focus to the deeper, 
underlying structure patterns and system issues that cause the content issues in 
the first place. When we fix the system issues, the content issues fix themselves.
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Effective Group Ministry: 
Changing the Culture of 
Your Ministry
Synopsis: Culture is the attitudes and behaviors that characterize the 
function of a ministry. One definition of culture (also called climate) is, 
“how things work around here.” Climate is why some companies have 
remote employees and others use a time clock. It is the reason some 
churches have an abundance of volunteers and others can’t seem to 
find any. If you want to maximize the effectiveness of your ministry, you 
must examine and be willing to change the climate of your ministry. 

A willingness to embrace change is one of the biggest differences 
between an effective group ministry and those who settle for 
mediocrity and eventually become obsolete. It is very difficult for status 
quo or mediocre ministries to grow without a willingness to change 
because we are living in a decade of change. When it comes to change, 
leaders have to go first. Leadership is the ability to create change 
people can believe in. 1

This lesson challenges leaders to be change agents. Group ministries 
are responsible for creating environments that make growth and 
change not only possible, but probable.

This lesson will discuss:
• Paying attention to ministry climate.
• Making cultural changes when needed. 
• Becoming a cultivator of change.
• How to control ministry climate.
• Tasks, Vision, and Climate
• Becoming an architect of the environment.
• Using stories, metaphors, rituals, traditions, signs, and symbols to 

create a healthy climate.

1 Godin, Seth. Tribes: We Need You to Lead Us (p. 22). Penguin Publishing Group. Kindle Edition. 

LESSON
SEVEN
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LESSON
OUTLINE
Introduction

A willingness to embrace change is 
one of the biggest differences between 
effective ministries and those who settle 
for mediocrity and eventually become 
obsolete. It is very difficult for status quo 
or mediocre group ministries to grow 
because we are living in a decade of 
change. When it comes to change, leaders 
have to go first. 

Ministries that refuse to change their 
culture are at risk for stagnation or 
even decline. In the book, “Cracking 
Your Church’s Culture Code,” author 
Sam Chand says: “Culture—not vision 
or strategy—is the most powerful factor 
in any organization. It determines the 
receptivity of staff and volunteers to new 
ideas, unleashes or dampens creativity, 
builds or erodes enthusiasm, and creates 
a sense of pride or deep discouragement 
about working or being involved there.” 
Changing the culture of a ministry is hard 
but the change will result in exponential 
benefits. 

This lesson will challenge leaders to be 
change agents. Your group ministry 
should be responsible for creating 
environments that make growth and 
change not only possible, but probable. 
Leaders must understand the importance 
of paying attention to ministry climate. 
This lesson will teach the importance of 
being an architect of a positive ministry 
environment as well as how to use 
stories, metaphors, rituals, traditions, 
signs and symbols to help create an 
environment conducive to health and 
growth. 
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PUSHER OR CULTIVATOR OF 
CHANGE

• Those who learn to be cultivators 
of positive change impact 
everything they touch.

 
CONTROLLING THE CLIMATE

• Create environments that make 
growth and change probable.

• Positive change happens in 
climates of transformation.

• Sometimes change can cause 
division and disunity—use 
wisdom.

 
CLIMATE, VISION AND TASK

• Tasks can prevent momentum.
• Structure and vision alone are 

not enough.
• Healthy ministries put the weight 

of ministry on teams rather than 
individuals.

 
BECOMING AN ARCHITECT OF 
THE ENVIRONMENT

• Deliver results.
• Trust the process.
• Impart joy to chaos.
• Instill stories and metaphors.
• Value ritual and traditions.
• Use signs and symbols.
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LET’S 
BEGIN
Introduction

Let’s admit it: Change can be scary. Staying 
the same is comfortable. It’s familiar. We 
know how to do what we’ve always been 
doing. Although change is frightening, 
a willingness to embrace change is one 
of the most important characteristics of 
effective group ministries. Eventually, 
resisting change results in a stagnant, 
outdated ministry. As leaders, we must 
learn to embrace change. We must also 
learn positive ways to implement change.  
Leadership is the ability to create change 
people can believe in. 1

Declining group ministries  shy away from 
change and instead lean on what worked 
five or ten years ago. Technology today is 
very different than technology a decade 
ago. Communication has changed. Medical 
procedures have changed. And people 
have changed, too. Only God stays the 
same forever. Everything else—including 
our ministries—must expect change. 

Ministries must evaluate their culture 
on a regular basis and make changes 
when changes are needed. Neglecting to 
examine and change culture brings a risk 
of stagnation or even decline. In the book, 
“Cracking Your Church’s Culture Code,” 
author Sam Chand says: “Culture—not 
vision or strategy—is the most powerful 
factor in any organization. 

1 Godin, Seth. Tribes: We Need You to Lead Us (p. 22). Penguin Publishing Group. Kindle Edition.
2 Chand, Samuel R.. Cracking Your Church&#39;s Culture Code: Seven Keys to Unleashing Visionand
                    Inspiration (Jossey-Bass Leadership Network  Series) . Wiley. Kindle Edition.

It determines the receptivity of staff and 
volunteers to new ideas, unleashes or 
dampens creativity, builds or erodes 
enthusiasm, and creates a sense of pride 
or deep discouragement about working or 
being involved there.” 2 

Changing the culture of a ministry is 
hard but the change brings exponential 
benefits.

This lesson challenges leaders to be 
change agents. Effective group ministries 
are responsible for creating a climate 
that makes growth and change not only 
possible, but probable. Ministry leaders 
must transition from resisting or tolerating 
change, to actively and deliberately 
creating change.

Leaders must understand the importance 
of ministry climate. Just as the climate 
outside affects our actions and choices, 
the climate of a ministry affects the actions 
and choices of those in the ministry. 
This lesson will teach the importance of 
being an architect of a positive ministry 
environment. It will demonstrate how 
stories, metaphors, rituals, traditions, 
signs and symbols help create a ministry 
climate conducive to health and growth.



137

Y
O

U
N

G
 L

E
A

D
E

R
S

 C
E

R
T

IF
IC

A
T

IO
N

 2
.0



138

Y
O

U
N

G
 L

E
A

D
E

R
S

 C
E

R
T

IF
IC

A
T

IO
N

 2
.0

Those who learn to be agents of change 
impact everything they touch. Change 
agents are always looking at ways to 
make things better. They are always 
looking for effective and productive 
changes to improve the effectiveness of 
their ministry. And those who never learn 
this skill stay trapped on a treadmill of 
frustration, working with greater intensity 
but traveling nowhere.
 
Without change agents there would be 
no smart phones, no Internet, no text 
messages, no social media. Advances in 
agriculture, genetics, and medicine would 
not exist. Change moves us forward and 
improves our lives. Change also moves 
our ministry forward and improves the 
climate in which we minister. Change 
brings the new. It brings freshness. 
Change brings growth.

God makes it clear in the New Testament 
that He expects growth and health. 
He says that if we abide in Him we will 
bear fruit. Through the parable of the 

talents and the story of the fig tree, 
Jesus demonstrates an expectation of 
growth. Jesus was the biggest change 
agent in history. He was such a cultivator 
of change that He infuriated the church 
leaders of His day. Those who follow Him 
must also decide to be a cultivator of 
change.

In churches with effective ministries, a 
culture of change has been established, 
a culture in which leaders don’t resist 
change—they cultivate it. Declining 
churches are the exact opposite. They 
fight change at every opportunity. When 
people in these churches bring new ideas, 
they are often pushed aside or criticized.

In declining ministries, changes are 
sometimes avoided for financial reasons. 
Also, change often causes people to be 
uncomfortable or makes them unhappy. 
Making necessary changes feels like 
a constant battle that many leaders 
deem not worth fighting. The fear of the 
expense and discomfort brought on by 

RESISTOR OR 
CULTIVATOR 
OF CHANGE
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change often causes churches to overlook 
the great cost to be paid in the future 
because of not embracing change today.

Ironically, the very thing many churches 
are battling against is exactly what today’s 
generation is fighting for. The mounting 
frustrations of social inequality and a 
desire for social justice has exploded in 
our world. Pretending these issues do not 
exist or that they will eventually go away 
on their own is an example of wanting 
to stay in the past. Young people have 
always been at the forefront of change. 
Churches can join with them and lead 
well, or they can sit back and let today’s 
young people charge forward without 
the guidance, love, and wisdom of their 
church leaders.

Through the years, the results of failing 
to make necessary changes are obvious. 
Many corporations who were once giants 
are now obsolete because they ignored 
what was happening around them. Our 

ministries must not fall into this trap. 
We serve a God who delights in doing 
a new thing. We don’t need to be afraid 
of change because we don’t just make 
changes on our own. We are undergirded 
by the power of our almighty God.

ACTIVITY:  Research on the internet 
ministry groups around the world who 
have done an excellent job of catalyzing 
change.  

• What has this looked like? 

• What happens to organizations 
that refuse to change? Write some 
examples. 

• List three examples of changes that 
could move a ministry group forward. 
Write it down!



140

Y
O

U
N

G
 L

E
A

D
E

R
S

 C
E

R
T

IF
IC

A
T

IO
N

 2
.0

CONTROLLING THE CLIMATE
All ministries are responsible for creating 
environments that make growth and 
change not only possible, but probable. 
Vibrant ministries happen in churches 
where change is not just tolerated but 
encouraged.

These types of ministries are willing to 
take risks, try new methods, allow people 
to fail, set aside personal preferences and 
willingly try to relate to things they don’t 
understand.

Transformation doesn’t happen primarily 
because specific tasks get accomplished 
or because of excellent programs. Positive 
change happens when a ministry creates 
a “climate of transformation.” A climate 
of transformation is an environment in 
which people can thrive. They are pushed 
to express themselves in their own way. 
They are accepted, loved and understood. 
These types of environments push both 
youth and adults out of their boxes.

There are talented people with untapped 
potential in every ministry group, but it 
is easy to keep them from flourishing 
because what they are doing looks 
different than ministry in the past. 
Eventually, attendees will go where they 
can feel accepted, valued, challenged 
and empowered to make a difference. 
Be careful not to overlook and lose out 
on someone’s gifts just because their 
gifts present in a different way than you 
expected.

Change is necessary, but we must use 
good judgement when implementing 
changes. 

Consider these three principles as you 
work toward changing the climate in your 
ministry:

Use wisdom in the timing of the 
change. Effective ministries have learned 
to make changes at the right time. There 
is a season for everything. Is the season 
of your ministry ready for the change 
you are contemplating? Changes should 
always be covered in prayer, developed 
with the big picture of the church in mind, 
and implemented only when the time is 
right.

Develop buy-in. Many ministries cannot 
experience positive change because 
they push too quickly, rushing ahead of 
leaders and pressing for their change with 
the wrong attitudes. Instead of rushing 
into changes that may cause division or 
disunity, wise leaders present the urgency 
of why the change is needed, then 
communicate for buy-in with key leaders, 
as well as those who attend the ministry. 
Change without buy-in is not effective 
in the long term. Everyone should be 
included in change and everyone’s 
opinions should be valued and heard.

Allow enough time to see results. 
An expectation of instant results may 
cause discouragement and result in the 
necessary change being abandoned 
before it has time to fully mature. Instead 
of pressing for instant results, wait 
patiently, confident in the knowledge 
that every move toward the vision of 
the ministry will have positive long-term 
results.
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A compelling mission and vision can be derailed simply because the climate of the ministry 
is unsound and unhealthy. It’s like working in a building that is structurally sound but filled 
with noxious gases. In ministry, a sound structure isn’t enough. A healthy climate is also a 
requirement, and it’s up to us as leaders to regularly evaluate the climate of our ministry 
and make sure it is healthy and thriving.

ACTIVITY: 
• Think about some advantages of having a healthy ministry climate. 

• What are some things a leader can do to make their culture healthier? 

• What is the current climate of your particular ministry? What is the change you 
would most like to see? Write it down!

“There is a time for 
everything, and a 
season for every 
activity under the 
heavens...” 
Ecclesiastes 3:1
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Most ministry leaders believe their job 
is to complete task after task: planning 
sermons, attending events, meeting with 
staff and volunteers, and much more.  
They try to get phone calls and emails 
answered but eventually realize there is 
not enough time to get everything done, 
particularly if they have another job that 
demands a large amount of their time.

Between work, the leader’s family 
obligations, and church responsibilities, 
there just isn’t much margin left for 
creating change. It is far easier to 
maintain what has always been and 
hope the ministry doesn’t decline. Being 
overwhelmed can be the very thing 
that prevents a ministry from building 
momentum.

Typically, ministers concentrate on tasks, 
move to vision if time permits, and rarely 
find time to create a healthy climate. In 
unhealthy ministries, all the weight of 
the ministry tasks is on a single person. 
At this point, leaders can fall into a victim 
mindset and complain about unrealistic 
expectations and lack of support.

Having too much to do certainly isn’t a new 
concept for ministry. In the Bible, Moses 
was discouraged because there was no 
way he could meet all of the needs of 
his people. His father-in-law, Jethro, met 
with him and explained the importance of 
building a team.

Later, one of the first things Jesus did as 
He began His ministry was to build a team 
of disciples.

In Acts, we again see ministry 

overwhelming leaders and preventing 
them from accomplishing what they 
should be doing. Fortunately, capable 
men were raised up to help meet ministry 
needs so the apostles could continue 
expanding the church. One is too small a 
number to accomplish greatness.

A team willing to help carry the weight of 
the ministry makes a profound difference, 
giving leaders enough time to focus on 
climate, instead of only completing tasks. 
In healthy climates, visions are developed, 
and people want to be involved in a 
ministry that has an inspiring, challenging 
vision.  As more people become 
involved in the ministry, more tasks are 
accomplished.

When the focus is primarily on completing 
tasks, there is little time to work on vision. 
In a healthy climate, vision comes first. Yes, 
there are tasks that must be completed. 
However, the tasks are prioritized 
according to the vision and the tasks are 
shared with others who understand the 
vision and the support the ministry.

ACTIVITY:

• List the tasks you complete in a 
typical week. What percentage of your 
time is spent completing tasks? 

• What can you do to spend less time 
on tasks and free up more time to 
spend on vision and climate?

• Why do you think strong visions grow 
out of healthy cultures/climates?

• What could a group do to become 
less “task driven” and more “climate 
driven?”

CLIMATE, VISION AND TASKS
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BECOMING AN 
ARCHITECT OF THE 
ENVIRONMENT

An environmental architect 
begins with the confession 
that they have no power 
to make people grow. We 
cannot make our churches 
or group ministries or 
senior leaders into what 
we want them to be. 
We cannot make staff, 
volunteers and attendees 
do what we want them 
to do. What we can do is 
create an environment 
in which transformative 
growth and change is 
not only possible, but 
probable.

Think about greenhouses. 
A greenhouse is a place 
where plants grow well, a 
place protected from the 
elements, a place where 
growth occurs regardless 
of the conditions outside. 
Fragile plants thrive when 
the climate is healthy. The 
right temperature, light, 
and water creates strong 
plants, plants who become 
able to survive in a more 
hostile environment. 

little time worrying about 
the climate outside, 
those things that can’t be 
controlled.
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In the same way, an environmental 
architect focuses on creating the right 
climate for their ministry, spending very

To create an efficient ministry, leaders 
must become environmental architects 
who work to create the right climate 
for their ministry. If a group ministry is 
stagnant or even declining, there are 5 
simple things that can be done to help 
revive the ministry. These 5 steps will 
profoundly change the climate of your 
ministry, and when the climate is right, 
the growth will follow.

DELIVER RESULTS. 

The most dramatic way to change the 
climate of a ministry is to provide visible 
evidence that something good is actually 
happening. When attendees see progress 
happening, they will invite their friends. 
When parents see spiritual growth taking 
place in their kids’ lives, they will volunteer 
and even contribute financially to the 
vision.

Declining ministries may feel nothing 
positive is happening, but even small 
glimmers of hope can lead to faith and 
momentum. Nothing accelerates climate 
change quite like speeding up the results.

To begin tilting the climate of a group 
ministry in a positive direction, its 
leaders need to identify a small victory, a 
single visible goal or result and go after 
it. Climate can change by even small 
additions like a new talented, positive 
volunteer, a successful event, or an 
invigorating teaching series. 

ACTIVITY: 
• What are three small goals that 

could be accomplished in your 
ministry?  

• What is one thing that has 
happened over the past three 
months that could inspire others if 
they knew about it?

TRUST THE PROCESS. 

Moving from where we are to where we 
want to be takes time—so much time that 
many leaders short-circuit the process. 
Too many leaders look for shortcuts or 
the next big event but neither of these will 
lead to a more effective ministry.

Changing the culture doesn’t happen 
overnight and it takes hard work, love, 
discipline and diligence. Positive change 
happens when leaders recognize the 
power of incremental revolution, the 
power of one small change after another 
until the incremental changes result in 
exponential change.

Building a healthy culture/climate for a 
ministry is more like growing bamboo 
than like a construction project. With a 
construction project, progress is easily 
visible. But with bamboo, growth takes 
time and we have to look closely to see 
the progress.

Too many churches and young leaders 
distrust the process and find themselves 
changing focus every few years. As a 
result, they never experience the powerful 
momentum that builds when a team 
moves together in the same direction 
for many years. Work hard to create an 
effective vision and strategy, give it all you 
have, then trust your process. Too many 
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ministries change directions before they 
ever hit their stride.

Many ministries have been doing all the 
right things, but they just haven’t seen 
the results. Sometimes effectiveness 
is just one prayer away. Sometimes 
growth is one phone call away. Even 
if young leaders have seen no results 
in a considerable amount of time, it is 
important not to quit or give up.

When positive change starts happening, 
the momentum builds, causing 
compounding growth that could never be 
imagined.

Trust your plan. More importantly, trust 
God. Do the right things and realize that 
He is in control and He is capable of 
reviving a declining ministry. It is always 
too soon to quit. Be encouraged because 
you will reap a great harvest if you keep 
going.

ACTIVITY: 
• Why do ministries tend to change 

their vision and strategy before they 
actually start seeing results? 
 

• “But if we look forward to something 
we don’t yet have, we must wait 
patiently and confidently” (Romans 
8:25). What does this scripture teach 
us about trusting the process? Why 
do so many leaders stop just short of 
seeing results?  

• What happens to a ministry group 
when the leader is constantly looking 
for “the next big thing?” 
 

• List four negative results that are 
caused by a lack of trust in the 
process.

IMPORT JOY TO CHAOS.

Seriousness, anxiousness and being 
driven can work against us, sabotaging 
our efforts at making progress. In his 
book, “Emotional Intelligence,” Daniel 
Goleman tells of a study that revealed the 
power of a joyful climate in maximizing 
people’s ability to solve problems. In 
this study, two groups were given the 
very same problem to solve. The only 
difference between the groups was 
that the first watched a video of funny 
television bloopers before trying to 
solve the problem. The second went 
straight to work. The laughing groups 
were consistently better at solving the 
problems than the groups who went 
straight to work.

In a stuck system, it is important to 
maintain a non-anxious presence and to 
avoid negative reactions. Many leaders 
find themselves in a highly reactive 
posture—angry, anxious or discouraged—
but those who successfully initiate 
change in their churches have learned to 
maintain a playful detachment from those 
triggers that cause people to spiral into 
negativity and reactive blaming.

Ministry needs to be fun. Jesus said His 
burden is light. People are drawn to fun 
and they know whether or not you have 
created a joyful environment. Which 
environment would you want to be in—a 
miserable, discouraging environment or 
one filled with laughter and joy?

Joy isn’t the same as happiness. Joy isn’t 
the result of success or comfortable 
circumstances; it’s so much more. Joy is a 
supernatural fruit produced in the lives of 
those who follow Jesus. Regardless of the 
challenges of the day or the difficulties 
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you’re encountering, God is still in control. 
You are still surrounded with God’s love 
and comforted with His presence. You can 
choose to smile. You can choose to share 
joy with those around you. 

As a ministry leader, your attitude spreads 
to those you lead. If you choose to be 
grumpy, frustrated, and irritable, rest 
assured that your attitude will spread to 
your team. How much better would it be 
if you chose to bring some godly joy into 
the chaos? Your joyful attitude will spread 
and change the climate of your ministry 
for the better.

ACTIVITY:

• Think about times when your 
team had fun together. Is this a 
common occurrence? Is anxiety 
and negativity more common than 
laughter and joy? 

• On a scale of 1 to 10 (with 10 the 
highest), what is your level of joy? 
Are you more likely to bring a smile 
to a situation or to add stress? 

• What are some ways you can build 
more joy into your personal life and 
your ministry?

INSTILL STORIES AND METAPHORS.

The primary skill for leaders is the ability 
to clarify and reconceptualize stories. 
Those of us who lead have the power (and 
responsibility) to craft the stories that 
define the climate of our ministries.
Every sentence and story you 
communicate about your ministry is 

important. Saying things like “we have 
low attendance,” “we are pitiful,” or “we 
are dying,” will not lead to an effective 
group ministry. The words you speak are 
powerful. Scripture shows us many times 
that we can actually speak things into 
existence.

Almost every struggling ministry is 
surrounded by stories of negativity and 
this virtually guarantees the ministry will 
remain stuck. Constantly talking about 
what your particular ministry does not 
have will actually repel people from 
coming. Attendees want to be involved in 
something that is alive.

Pay very, very close attention to what you 
say about your ministry. There is great 
power in your words. Your attendees 
need you to believe in them. The words 
we speak are contagious so make sure 
that as a leader you are saying words of 
faith and victory.

Leaders of thriving group ministries 
are expert storytellers of what God is 
doing and is about to do. These leaders 
are skilled in sharing their vision with 
the entire church. The senior leader 
is constantly made aware of wins and 
stories of life change.

There is always great communication 
between senior leaders and young 
leaders in sustainable group ministries. 
Senior leaders should never have to guess 
about where their leaders stand. They 
should never have to worry about what is 
happening.

Many positive and encouraging things 
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4.   Smith, Paul. Lead with a Story: A Guide 
to Crafting Business Narratives That Captivate, 
Convince, and Inspire (p. 3). AMACOM. Kindle 
Edition.

that happen in people’ lives—and in 
ministry—are never shared. Instead, 
we focus on what is wrong. Sustainable 
ministries focus more on what is right.

People tend to live up to (or down to) 
the words spoken to them. Focusing on 
the negative results in more negativity, 
while focusing on the positive results in 
a much more positive ministry climate. 
As a leader, we have the privilege of 
speaking words that affirm that, although 
the picture is not yet completed, signs of 
progress are springing up all around.

ACTIVITY
• Are the stories you are telling about 

your ministry primarily positive or 
negative?  

• How can you remember to 
emphasize the positive? 

VALUE RITUALS, TRADITIONS, SIGNS 
AND SYMBOLS.

Seemingly insignificant traditions 
and rituals can hold ministry groups 
together. These traditions and rituals 
can help confirm a ministry’s identity. 
Examples for a youth ministry could be 
attending youth camp together, playing 
on sports teams, or going on a special 
annual outing. For adults, it could be 
an annual St. Valentine’s Day Dinner, 
or a community serve day. From purity 
dinners to family picnics, growing ministry 
groups look for traditions that establish 
shared relationships and result in life-long 
memories and forever friendships. These 
traditions feed and sustain a climate that 
feeds personal change.

Signs and symbols have a way of locking 
in a group’s rituals and traditions. Some 
groups create a logo. Others invite group 
members to paint their names, their 
handprints or their favorite Scriptures on 
the wall of the meeting room. Still other 
churches collect pictures for years and 
present a photo album of memories to 
group members each year.

ACTIVITY:
• What are some key rituals or 

traditions that help hold your 
particular ministry together? 

• Think about how to be an architect 
of the environment. Which of the 5 
steps is the highest priority for your 
ministry group? What can you do to 
begin to implement that step? 

• What are some small, attainable 
successes your ministries can 
achieve to start building some 
momentum?
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Conclusion

A ministry leader must be an 
agent of change. While it’s 
comfortable and tempting to 
keep doing the same old thing, it’s 
definitely not effective. Remember 
the old saying: if you do what 
you’ve always done you will get 
what you’ve always gotten. Change 
is not optional—it’s essential.

One area that often needs 
change is the climate and culture 
of a ministry. You may have a 
compelling mission and vision. You 
may have a sound structure. But 
an unhealthy culture can defeat 
the mission, vision, and structure. 
Peter Drucker said, “Culture eats 
strategy for breakfast.” The rest of 
your work can be devoured by the 
effects of a toxic culture.

Jesus was a stellar example of 
a change agent. He told us it 
wasn’t enough to love our friends 
and hate our enemies. We must 
change and love our enemies, too. 
He taught us it wasn’t enough to 
forgive 7 times. We must change 
our mindset and forgive as often 
as is needed. And He confounded 
the religious leaders of His day 
by demonstrating for us that 
love is more important than just 
following rules. 

The religious climate in Jesus’ day 
needed change. It’s likely that the 
climate in your ministry could use 
some tweaking as well. Ask God 
to open your eyes to what might 
need changed in your ministry. 

And be prepared to take the 
steps needed to create a healthy 
climate, one in which a ministry 
will prosper and thrive.
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