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PART 1. FOUNDATIONS OF RETURN ON MINISTRY

INTRODUCTION

In leadership, perspective is everything.

A perspective means very little if it’s not broad. A narrow perspective may
have some validity, but it doesn’t equip a leader except as a starting point.
It's simply an opinion based on a small number of factors that may or may

not be based in truth.

So how do influential leaders get their broad perspectives? How do they
arrive at their ability to understand the existing structure of things (what is)
and create a vision for what could be? Universally, a broad perspective is
obtained through:

Where you've been

How wide a lens you've been privileged to peer through

Time spent at the feet of mentors and experts

The mistakes you’'ve made

The amount of time you’ve spent practicing what you’ve learned

Your level of willingness to adapt to change

My perspective on church and change management is unique and very
broad, owing to the particular path that has led to us meeting in the pages
of this book. That path includes:

Growing up in Singapore, where | witnessed emphasis of family over
individualism, met Christ, and participated in church planting

College in a foreign country (USC), where | was required to adapt
quickly

A military stint, where | was taught the ABCs and absolute value of
process and structure

A consulting career, where | began applying technology to business
needs

Multiple managerial positions in the business world, where | learned
how to understand people, the obstacles that hinder change, and the
concept of measuring results

Management of missions/non-profit organization, where, through
mission and disaster recovery work in third world countries,

| withnessed poverty on a grand scale and came to know the value of
relationships when it comes to bare necessities

Executive Pastor of a church, where | began to plumb the dynamics
of church management

Executive at a Church Management Software (ChMS) company,
where | was given a panoramic view into many churches and where all
the pieces came together for me

The intersection of all these discrete worlds resulted in my passion to

share the concept of Return on Ministry.



PART 1. FOUNDATIONS OF RETURN ON MINISTRY
INTRODUCTION

Return on Ministry is a ministerial twist on the corporate concept of RO/ (return on investment) or ROR (rate of return). These
tools compare the amount of money gained or lost on an investment to the amount of money invested.

ROl has long driven American businesses to lead the world in capitalistic endeavors. The propensity to measure results and
thereby improve their business practices is often the deciding factor that differentiates successful enterprises from their
counterparts.

Our concept of Return on Ministry follows a similar train of thought. However, instead of maximizing profits, our goal is to
maximize our results and ministry effectiveness. Our definition is:

Return on Ministry: The measurement of a ministry’s desired outcomes in relation to the resources it utilizes.

RETURN ON MINISTRY AND THE CHURCH

While trends come and go, certain fundamental concepts and notions withstand the test of time. Many of these ideas have
made their way into the cultures of American churches.

In addition to ROI concepts, we seek here to capitalize on the wisdom and efforts of the secular world, and to borrow some
of those basic concepts and ideas to make the most of the resources and opportunities that God has provided us.

You may recognize some of the concepts we talk about in this book, but we hope to bring a fresh perspective and
enthusiasm to them as we share how they relate to the improvement of our churches. There are no silver bullets, but we
believe there are best practices available to churches to create an environment where the Holy Spirit is free to work and
move. Measuring and improving are human efforts, to be sure, but they can also be indicative of the level of obedience we
have to the teachings and leadings of God and the Scriptures.

Our goal is certainly not to supplant the work of the Holy Spirit. Nor are we attempting to systematize spirituality or
create a formula or recipe that is applicable to every church in every situation. We are, however, trying to equip today’s
church leaders with the tools and concepts that have been proven to be effective, allowing them to create the most likely
environment for positive results.

With ROI, the business world seeks to maximize profits with minimal inputs, or Get all you Can and Can all you Get. Pink
Floyd embodied that mindset in the words of one of their songs, Money.
“Money, it’s a gas. Grab that cash with both hands and make a stash.”
Money, by Pink Floyd

However, in God’s economy, the church operates on a different set of rules.

“Give and it will be given unto you...”
Luke 6:38

We've trademarked the term Return on Ministry to bring about greater awareness of the need for better stewardship in
ministry operations because we've seen that:

. Some churches measure in one area or another but fail to take specific action related to those measures

- Other churches act with surprising frequency but fail to accurately assess the effectiveness of those actions
With the concepts and tools encompassing Return on Ministry, we hope to bridge those gaps, providing tools and resources
to assist the local church in accomplishing its mission and vision.

The motivations and priorities might be different between the church and the world, but at the end of the day, it all comes
down to the principle of being a good steward of the resources with which God has entrusted us.
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Anthony Coppedge, author of the ebook Twitter for Churches and our good friend and colleague, made this observation:

“Good stewardship has less to do with how much is saved
and more to do with how much is not wasted.”
Anthony Coppedge

We hope that the ideas and concepts we will be sharing with you here will seed your thoughts and ultimately help to make
you more successful and productive in your respective roles in church leadership. Maximizing the effectiveness of the costs
of ministry to achieve the greatest possible results of those efforts provides the highest and best Return on Ministry.

Join us in this journey as we explore the benefits of a positive Return on Ministry.
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ME/'I{I\?‘ICS

ACTIVITIES

Before we can apply the concept of Return on Ministry to our churches,
we must understand how strategy and tactics fit into the overall

operational plan of the church. To help illustrate the overarching dynamics,

we've developed a triangular approach to church management we call the
Values Triangle.

Sometimes leaders read a new book or attend a conference and get
excited about the latest ideas for church management and growth. They
may overhaul all kinds of activities and processes, or install a system to
give metrics reports, but a short time later, they’re scratching their heads,
wondering why the new initiative didn’t work.

The reason is that these initiatives are always aimed above the water line,
so to speak. Leaders don’t realize that these three areas of a church’s
organization—Systems, Activities and Metrics--rest on an invisible, but
infinitely more dominant foundation: the church’s identity. Every layer built
on that foundation informs the one that rests upon it, so indiscriminate
changes within the structure create disconnects, and initiatives flounder.

Before surface actions can be successfully implemented, the church’s
identity has to be known and understood so that the metrics, activities
and systems that are chosen grow naturally out of those underneath
layers. Activities that do not align with values will soon fall by the wayside.
This stands in direct contrast to the normal pattern of implementing new
activities!

The same is true for vision and mission statements. Many declarations of
a church’s purpose hang on the walls of organizations or clutter their print
materials without accomplishing anything but to add tacky decorations

to their environment. A Values Triangle ensures that the church’s

internal alignment allows its values to flow throughout every facet of the
organization.

Numerous books address these strategic layers, but those details are
beyond our scope here. We simply want to ensure that this foundation is
in place before leaders attempt to execute on the other ROM principles.
Without understanding root causes, we might simply be putting a Band-
Aid on symptoms.

RETURN ON MINISTRY
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\VISION

THE STRATEGIC LAYERS

» Values

The bottom three layers of our triangle comprise the Strategic portion
of the operational plan. Undergirding everything is the foundation of
Values.

Each of us has a unique set of values. Various experiences, situations,
and influences work together to shape us into who we are as individuals,
with our values representing our core beliefs and the fundamental
building blocks of our worldview. A Christian worldview springs from the
values and virtues supported by Scripture and living a Christ-centered
life.

Individuals come together to form a church with others whose values
and worldviews align to some degree, and those collective values
manifest themselves through the values of the organization.

Church core values are subject to the unique interpretive variations and
subtleties of the group and thus, vary from church to church. Values are
the non-negotiables. They define a church and become the foundation
for each section of the triangle.

“Birds of a feather will flock together.”
William Turner, c.1545

» Vision

As we move up the values triangle, each layer becomes more and
more malleable. You might remodel a house to add more rooms or
decorations, but the home’s foundation rarely, if ever, changes.

A church’s Vision, usually driven by the pastor and/or the elders, helps
shape the direction of the specific local church. The Vision aligns with
the church’s Values and defines a specific direction and manifestation
of the Values it holds dear. It is like a painting an artist sees in his mind’s
eye and translates to canvas for all to see.

“Then the Lord answered me and said:
‘Write the vision and make it plain on tablets,

that he may run who reads it.””
Habakkuk 2:2 (NKJV)
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» Mission

Values are foundational, and do not change. Vision rests on Values
and—while typically stable—is slightly adaptable as our culture changes.
Mission, by contrast, is more flexible.

Mission is still strategic, but the event horizon is much shorter and
contemporary/relevant. Mission defines the current, specific direction in
which the Vision will move. The mission’s methods represent milestones
along the way to attaining the Vision.

One church with whom we’ve worked captured this idea in one of its
stated core values:

The message must never change,
but the methods must.

The message, in this context, denotes values firmly rooted in Scripture;
the methods represent Mission.

Together, Values, Vision and Mission represent a church’s identity.

THE TACTICAL LAYERS

The first three foundational levels comprise the Strategic plan of a church
and the Tactical layers entail the three levels of practical application that
fit more universally across various churches with differing Values, Visions
and Missions. Once these levels of the church management triangle are
established, we have a framework upon which to expand the Tactical
concepts of Return on Ministry.

» Systems

As the first part of the tactical layer, it sets a framework to how the
strategy is fulfilled. Systems not only represent technology and software,
but also the organizational structure and methodology surrounding how
many of your ministry processes are run.

We broadly categorize the systems that a church utilizes into a model
called the Systems Trinity: People, Process & Technology. We'll develop
this concept in Part Il.




PART 1. FOUNDATIONS OF RETURN ON MINISTRY
CHAPTER 1. TRIANGULATING CHURCH MANAGEMENT

» Activities

i A church’s foundation of solid Values, a clear Vision and a well-
(57' articulated Mission are implemented with the best systems and structure
< ilable. Each layer increases in visibility with the church’s activities
& ACTIVITIES avallable. y y
g serving as its first external face. It is what the church does about what it
believes. It is the works with the faith.

James says that faith without works is dead (James 2:20). Rich Mullins
put it a different way:

“Faith without works is like a screen door
on a submarine...it just ain’t happening!”

» Metrics

-METRICS The capstone of the tactical portion of the triangle is Metrics. Metrics are
S the process of measuring something. Measuring results is the only way
/39 F to tie everything back to the Values.

Our concept of Return on Ministry follows a similar train of thought.
However, instead of maximizing profits, our goal is to maximize our
results and ministry effectiveness.

is only by measuring the results of our activities that we can truly make
sure we exhibit our Values. Values, Vision and Mission form our strategy,
but without Activities, there are no metrics!

O P
) < : . :
éu ‘E‘e\ Imagine a plumb line dropped from Metrics down to the Values layer. It
3 >
& L

“Where no oxen are, the trough is clean;
But much increase comes by the strength of an ox.”
Proverbs 14:4 NKJV
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“Strategy without tactics is
the slowest route to victory.
Tactics without strategy is

the noise before defeat.”

Sun Tzu
(Chinese General, circa 500 BC)

WHICH IS MORE IMPORTANT:
STRATEGIC OR TACTICAL?

Strategy (comprised of Values, Vision and Mission) is core. It is the key
component of any church. Whether they have been identified or not, the
strategic layers are driving the tactical plan. That’s why it’s so important to
know what they are!

Return on Ministry has the most impact when the strategic and tactical
align and work in coordination with one another. It's not the strategic
versus the tactical, it’s the strategic and the tactical. While the tactical is
obviously necessary, trying to manage a church using only the tactical is
like having a form of godliness but denying its power (2 Tim 3:5).

Many people attend a church conference or read an exciting book (such
as this one) and want to make immediate changes. But those changes
are only at the tactical level without any thought into the strategic as well
as understanding their Identity. They are doomed to failure right from the
beginning and should not be surprised when these initiatives fail.

On the other hand, a strategy without tactics is like the cursed fig tree that
did not bear any fruit (Mark 11:20).

The tactical portion of the triangle: Systems, Activities, and Metrics,
comprises the totality of the Return on Ministry concept. | believe that a
well-designed strategy and the application of Return on Ministry concepts
can ultimately lead to the fulfillment of our commission as the Church
(collectively) and as individual followers of Christ.
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CHAPTER 2 In order to properly align the remaining components of the Values
. Triangle, we now move to the top of the triangle. In many ways, the final
task of implementing metrics is, paradoxically, also a first step in the
M ETRICS: tactical layers of the triangle.

A VI EW FROM We promote three evaluation methods that comprise an initial tool kit to
evaluate where your church currently stands:

THE TOP OF - Balanced Scorecard

- 3D Metrics
THE VALUES « Systems Trinity
Th th luati thods will hel hurch t t ies,
TRIANG LE WhiecsheasZissetsei\;adueafiln?rr]]gmaecti;)naS b\?g steepz ?h(;\t L;Cn ;;enieeazz ree?jotgeesnsure

effective ministry and the successful representation of its Values.

These three methods are also useful in the initial evaluation of the church’s

/\ identity and strategic goals (Values, Vision, and Mission). Let’'s unpack
ME/TRKCS these methods:
A BALANCED SCORECARD

The concept of a Balanced Scorecard is not new. It is a performance
measurement framework developed in the 1990s by Drs. Robert S. Kaplan
and David P. Norton at Harvard Business School to:

1. Align business activities to the vision and strategy of the organization

2. Improve internal and external communications

3. Monitor organization performance against strategic goals

The Balanced Scorecard applies strategic, non-financial performance
measures to traditional financial metrics to give managers and executives
a more “balanced” view of organizational performance.

As “professional laymen,” we believe metrics are an objective way to
measure the health of a church. However, isolating one metric, such as
attendance, is like calculating your height and declaring yourself healthy.
The height metric has to be relative to something to be meaningful. You
might try comparing it to a chart and determine health based on that, but
that doesn’t work, either. At the very least, the ratio of height to weight is
required to determine if you are at your optimal size. To get the complete
picture of your health, however, doctors need to know your age, gender,
personal and family medical history, as well as other measurements like
blood pressure and blood work.

With churches, the age of the church, the worship style, congregation
demographics, location, campuses, denomination (family history), and
actual current metrics combine to measure health. Thus, headcount is just
one measurement to gauge health, and attendance is just one category
of that measurement. The Balanced Scorecard provides a mechanism to
aggregate your metrics to give you the big picture.
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OPERATIONS
Facilities, Accounting,
Administration, etc.

SPIRITUAL
Spiritual Growth and
Maturity Process

RETURNONMINISTRY
COMMUNITY

Great Commission Ownership of
and Impact to the the Vision and
Community Connecting to the

Life of the Church

OUTREACH

While financial metrics are clearly of some value, there are other

areas, particularly within churches, that have more telling measures.

A commercial scorecard might include categories such as customers,
employees, or suppliers. By expanding beyond just the financial metrics
and looking at other areas, church leaders can likewise take a more
balanced approach to improving the effectiveness of their processes.

Say Church A & Church B both track the most common set of metrics:
attendance and giving. If both those numbers are identical, how would
you be able to know which church is doing better, is growing, healthy or
achieving its mission? Additional metrics are required.

After many years of research and working with multiple churches, our
team has developed a baseline Balanced Scorecard for churches.

We have found these areas to be common and foundational for most
churches. Though we all do things slightly differently, we have the same
goal: We all want our churches to be dynamic, vibrant and healthy. Your
components of a healthy church might differ somewhat, so take this as a
starting point and modify accordingly.

Our approach is to categorize a church’s measurements into four

quadrants: Spiritual, Community, Outreach, and Operations. By associating

metrics to a quadrant, we are able to get an accurate snapshot of the big
picture. Everything begins and ends with Spiritual measurements and
successes, but each quadrant builds on the next.

» Spiritual

First and foremost, a church is in the “business” of connecting people
to God. This is probably its most obvious purpose, and—hopefully—the
primary reason people attend a church. The strategic tasks of this area
fall under the labels of Assimilation, Discipleship, and Pastoral Care.

» Community

Community starts to form when more and more believers at the
church build connections with one another. In a strong and healthy
church, people are actively developing relationships with each other.
Community measurements include membership, volunteerism or
service, small groups, ministry activities, and the like.

» Outreach

As people grow in deeper relationship with God and with their fellow
believers, a natural extension of this dynamic is for them to reach out
to their community and the people around them with the love of God.
Outreach includes activities like missions, evangelism, community
service, and social responsibility projects.
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» Operations
OPERATIONS _ SPIRITUAL The category of Operations includes facilities, accounting, IT, and
Facilities, Accounting, Spiritual Growth and o . X o . o .
Administration, etc. Maturity Process administration. When a church is fulfilling its mission, the church begins

to grow, along with its resources. This leads to a greater ability to fund
the many activities that make these other enterprises happen, and so

RETURNONMINISTRY the cycle continues. When each of the quadrants is in balance, a healthy
OUTREACH COMMUNITY church rests in the center.
Great Commission Ownership of
and Impact to the the Vision and . f : f
Community Connecting to the Developing your own categories can be a very eye-opening exercise

Life of the Church for you to experience with your team. The thing to remember is that

whatever priorities we set towards building a healthy church become
the criteria for tracking our progress. This means asking and answering

the question: What is the big picture?

When you are using an advanced ministry management tool like
Fellowship One, your ability to keep track of a host of metrics in multiple
areas is made easier because a majority (if not all) of your data is already
in one place. And where your data is, there your reporting is also...!

After working with many churches on their Balanced Scorecard, | have
observed that the Spiritual quadrant frequently has the least metrics
associated with it, while the operational quadrant has the most. How
does your Balanced Scorecard look?
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3D METRICS

Conversations about “measuring numbers” in churches seem to polarize
almost any group of church leaders. On one hand, many church leaders
agree with Peter Drucker: “What gets measured gets done!” On the other
hand, no one wants to reduce ministry effectiveness to just numbers, or
parishioners to just statistics.

We can see both sides of the argument on numbers, but we choose to

err on the side of measuring. After all, God included the book of Numbers
for a reason, didn’t he? Our bias is more in line with Drucker, though
admittedly tapered. Numbers do not tell the whole story, but they certainly
tell part of it.

By reviewing the appropriate metrics and taking the appropriate action,
churches can increase the effectiveness of their systems and processes.
Of course, having good systems doesn’t necessarily mean that the Holy
Spirit will move, but we believe in creating the best environment possible
for that to happen.

Traditional business metrics usually center around the 3 E’s. Church
metrics tend to follow similar themes:

- Economy — How cheaply can we do it?
. Efficiency — How quickly can we do it?

. Effectiveness — Are we doing it right?

Instead of the 3 E’s, we view church metrics in 3D: Three Dimensional
metrics. Beyond categories, we believe metrics have dimensions. Diving
into the three dimensions of church metrics provides church leaders with
a deeper understanding of the drivers and key performance indicators of
their church.

» First Dimension

First dimension metrics are reactive and obvious. This is a simple
measurement of what happened. They are usually operational in nature
and represent reactive ministry metrics. How many adults attended your
service? How much was the total offering? How many individuals were
baptized last year?
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» Second Dimension

The second dimension of metrics includes proactive and analytical
measurements. They are:

- Not as obvious
« Require some analysis and data-mining.

« The key to information—waiting to be discovered—that lies below
your Initial observations

« Helpful for identifying ministry opportunities.

This is where you have a chance to jump into your data to spot trends,
associations or relationships and come up with actionable information.

| like to say that they represent “in-between” metrics. They include the
questions of how many of our members are involved in small groups?
How long does it take to assimilate a new member into a volunteer role?
What is our average giving per attendee?

» Third Dimension

The third dimension of metrics is missional and strategic. This is where
a church’s desired results meet the necessary actions to achieve those
results.

In his book Missional Renaissance, Reggie McNeil discussed that
mission-impacting metrics:

- Hold the church accountable to its mission, vision and strategy

- Are sometimes external in nature

« Usually require some effort to obtain

- Encourage the right behaviors

« Measure the community impact of the church and its mission
- Help validate the existence of your church

- Focus on actions in order to drive focus back to strategy

This dimension asks how many total hours of external community
service have we engaged in as a church? How many new members
joined through our small group ministry (if small groups are considered
a growth engine)? How many new believers are here as a result of
relationships with members who have attended discipleship class?

Most of us are familiar with or are already running first dimension (1D)
metrics, but we may or may not be using them effectively. If you are
already using 1D metrics, we encourage you to start thinking about
second dimension (2D) metrics. If you're already working in 2D, then
think about reaching the third dimension. Let’s stretch our use of metrics
into 3D so that our Balanced Scorecard can give us our biggest Return
on Ministry.
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TRINITY

SYSTEMS

PEOPLE

ROLES,
STRUCTURE

PROCESS

METRICS,
REPORTING

TECHNOLOGY

FEATURES,
DATA INTEGRITY

For the remainder of this book, we’ll be talking about the structure of a
church, which is made up of its discrete systems. A system, in turn, is a
collection of parts that are integrated to accomplish an overall goal. A
church and its operations fit that description. That goal is to be a healthy
church and have a maximum Return on Ministry!

The Venn diagram to the left is what we call the Systems Trinity. It is one
of the tools we use for evaluating a system. Given the increasingly large
role that technology plays in the modern church, we have simplified

the complex concepts of systems theory and chosen Process, People

& Technology as the components in our Systems Trinity. In evaluating

any system, we believe that striking a balance of these three system
components is absolutely necessary to achieve the highest level of Return
on Ministry.

PROCESS

Based on our experience, technology and people are often objectively
capable of supporting the church’s system. However, the lack of adequate
supporting processes is the primary reason for system failures. That is why
we make process a big priority. Without catching up in the area of process,
you can have the best technology, and the best people, but they will be
tripping over themselves and reinventing the wheel if the right processes
aren’t put in place. Technology is often the scapegoat for system failures
when Process is the culprit.

PEOPLE

People are the most important part of a system. Without them, there is no
one to operate the processes or the technology. Without them, there is
no human touch to carry out the very ministry we're trying to organize and
maximize.

Leaders who are trying to implement effective Return on Ministry
strategies would do well to focus on the importance and value of people
in the Systems Trinity at the outset, because before long, you will discover
that people are also the biggest obstacle in the Systems Trinity.

It's very delicate! The component of People is the most difficult to tweak,
so leaders need to arm themselves with awareness and sensitivity for the
massive job of handling relational dynamics in the midst of change. In fact,
it’s critical that you remind yourself frequently that you're pastoring people
and managing change.

Another critical aspect of the People component is making sure the right
people are in the right place. It might be helpful at this stage to draw your
attention to our order we’ve presented our tactical topics, because it
reflects the order of implementing Return on Ministry concepts.

- We discussed Metrics in chapter two, determining the various
categories and subcategories you might want to measure in a
balanced way.

17
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PROCESS

METRICS,
REPORTING

PEOPLE TECHNOLOGY

ROLES, FEATURES,
STRUCTURE DATA INTEGRITY

- Knowing what you want to measure helps you determine which
processes will yield that information, which we’ll cover in the next
chapter.

« Once processes are defined, you can identify the roles you're going to

need in order to carry them out.

- Then, and only then, can we know which people will be best suited to
which roles.

Because people operate technology, these steps will also aid your
discussion of technology in terms of features and functionality and the
gaps that might present themselves when the time comes.

TECHNOLOGY

Implementing a new technology or replacing an existing technology is
not as simple as it sounds. A church is rarely successful if they just rip
out the old and put in the new, and then expect things to work just

as before—only better! With a technology change, the process and
people both need to be scaled to facilitate their integration. Technology
supplements ministry, it doesn’t replace it. Trying to change one without
taking appropriate steps to adapt the others is the systems equivalent of
putting new wine in old wineskins.

We will be devoting a chapter to each of these three components of the
Systems Trinity: Process, People and Technology.
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CHAPTER 4 Take a moment to think of a process at your church you participated in
. or observed that worked well. What did you like about it? What was the

It? Ch it ked well b it ll-defined.
STRUCTURE: resu ances are it worked well because it was well-define

Now, think about the most critical operational challenge you face in your

BU I LDING church today. It is likely it could be corrected with an appropriate process.

As you’ve considered the processes involved in solving critical challenges,

SUCCESSFU L you may have noticed an interesting trend. Most of the time, processes are

developed in response to pain or need. Our hope is that by reading this

PROCESSES material, you'll want to begin building processes before there is too much
pain!

“..people change only when they hurt enough that
they have to, learn enough that they want to,
or receive enough that they are able to.”
John Maxwell

WHAT IS PROCESS?

A process is a systematic series of actions directed to some end.

Processes are a series of repeatable action steps that result in the desired
outcome. They are the most productive means of making a successful
change within your organization.

We know that there are many more sophisticated and complex process
frameworks out there, but we want to keep things simple, especially if you
are building processes for the first time. This might be too basic for some
readers; if that’s you, just consider this a refresher course. Let’s start at the
beginning.

WHY PROCESS?

PR“CESS Change is seldom easy or welcomed, but, as Einstein pointed out, the
RIS definition of insanity is doing the same thing over and over and expecting
REPORTING different results. If you want different results, then something must change.

In an interesting contrast, if you like your results and want to repeat them,
the most sane practice is to do the same thing over and over. Ergo, a

PEOPLE TECHNOLOGY process.

ROLES, FEATURES, . . P,
STRUCTURE DATA INTEGRITY As your church or organization grows, you will find more and more of your

time being spent steering activities and not people. Having qualitatively
good and well-defined processes will help you reverse that trend. This is
why companies have Standard Operating Procedures (SOPs)! Here are
some of the benefits of Process:
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» Ensures Consistency
A given set of circumstances leads to certain predetermined activities or action steps. Aligning to a process will ensure a
consistent product (outcome/experience) for your “customers.”

» Raises Quality
Repeatable steps leads to another benefit: quality. Putting a well-thought out process in place requires you to evaluate a
specific area and determine how to improve it. Then, by doing the same thing over and over, church staff and volunteers
can develop a proficiency that results in a higher quality output. These repeated steps also contribute to the development
of a culture.

» Enables Accountability
Process enables operators to be held to certain standards and, ultimately, be accountable for a metric or report. Then, if
the process is broken, or even bypassed, the source of the problem is traceable.

» Accelerates Ramp-Up Time
Scalability is often an overlooked benefit of a process. As your church grows, an effective process will scale to
accommodate changes without requiring major overhauls. Of course, there are times when processes need to be
completely revamped...what works for a church of 300 may not work at 3000. The ability to scale roles with growth is
invaluable to effective ministry.

» Defines Roles
Process helps set clear job descriptions, makes training new team members easier, and clearly denotes department
responsibility.

» Enhances Creativity
Diminished chaos and a sense of normalcy automatically and seamlessly enhance creativity. Process allows for a very
large number of people to work together in a collaborative manner, and with greater collaboration, creativity is increased.

“The successful company is not the one with the most brains,
but the most brains acting in concert...”
Peter Drucker, Management Guru

CHARACTERISTICS OF A PROCESS

Effective processes contain all of the following features:

» Sequential

To be efficient, there must be a series of steps that happen in a certain order, with each step building on the previous one.
Process steps often must follow a particular order to achieve a goal or desired result. For example, if you're doing a stir fry,
you shouldn’t put the vegetables in before the meat, because the meat takes longer to cook! As you define your process,

consider the order of your steps. Sometimes changing the order of the steps can make your process either more efficient,
reduce risk, or otherwise improve the final result.

» Dependent

Dependent steps are similar in concept to sequential steps, except that dependent steps cannot continue without the
input/output from the previous step. | have never seen anyone who put on their socks after they put on their shoes! In
the same way, you can’t run a report of the offerings for the previous Sunday until someone has counted the offering and
entered the totals. Part of defining a process is including even these seemingly self-evident steps.
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» Time-sensitive

There is a defined starting point tied to a chronological event, so it is important to time box your process steps. Processes
often have a shelf life. It does very little good to send a thank you note to a first-time giver six months after the fact.

This is where common sense must prevail. If a process is too long, you lose the ability to keep track of it, as well as the
satisfaction of completing the process in a timely manner. Also, make sure there is enough time to complete all the steps
to your process. Here is where you balance reality and practicality.

» Simple or Right-Sized

If a process is too complex, it will be circumvented or ignored. There are no silver-bullet processes. A process is specific to
a particular problem or event; each one is unique to a set of circumstances. When those circumstances are encountered,
the correct process can help ensure the desired outcome. Steps should be sized to represent a whole piece in the
closed-looped process. For example:

- If more than one person or ministry is involved in a step, you should consider making it two steps.

- If a step involves working with different mediums, such as entering data into the database and mailing a letter, you
probably should make it two individual steps.

- If a step requires someone’s full attention for several hours or days, that step should be broken into more granular or
detailed steps.

» Limited

Processes should have a beginning and an end. A process may begin on its own or be triggered by an event or another
process. A process must end or have its end trigger the beginning of another process or event. Think dominoes! We

all remember that Jesus is the Alpha & the Omega, the Beginning and the End! Let this serve as your reminder that our
processes should have those qualities, too. When establishing or reviewing processes, ensure that they are sequential,
dependent, time-sensitive, simple, and limited.

THE 5W’S
When defining and developing a process, it is also helpful to consider the Five W’s: Who, What, Where, When and Why.

» Who

Who is the owner of each step of the process? Whenever possible, there should be only one owner of a given process.
You might also ask some other Who questions as well: Who is involved in the process? Who might be affected? Who
benefits from the proper execution? Who might be opposed? Questions such as these help you think through the impact
of the process and possible obstacles to achieving the expected results.

» What
Next, determine the context of the process. What, exactly, needs to be done? What are the related processes? What are
the benefits? What are the potential consequences? What changes need to be made? What should stay the same?

» Where
Then, begin asking where? Where is this step taking place in the overall process? (e.g. office, at home, online, etc...) Where
does the process begin? Where does it end? Where do we record the results?

» When

When will the process take place? What dependencies and triggers should it have? What is the frequency of the process?
How often is it run? When does the process begin? When should it be implemented? When should it be avoided? When is
it time to change?
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» Why

The last “W” has particular significance. Always ask “why?”..just because you’ve always done it does not mean that you
need to keep doing it. What is the ministry purpose of this process step? Can you consolidate this process with another
one? What can you do to streamline this process?

In business management, there is a technique widely accepted in Japan called the Four Why'’s. By asking why several
times sequentially, it is often possible to discern a solution that was once illusive.

A popular example, though perhaps only proverbial, involves the Washington Monument. The Monument’s once shining
white exterior began to fade to yellow, and the decision to repaint it was contemplated.

“Why does it need to be painted?” the decision makers asked.
“Because the shining white exterior is fading.”

“Why?” they persisted.

“Because the birds have, well, tarnished it.”

“Why?” they asked again.

“Because at night, the bugs and moths gather around the new lights that shine up on the Monument to reveal
it at night.”

“Why?” they asked once more.

Beginning to be frustrated, the workers grimaced and responded, “Because the bugs are attracted to the new
white lights we installed.”

Pondering the series of responses, they decision makers remarked, “Perhaps, then, we should replace the light
bulbs with bulbs that don’t attract bugs and moths. Then, we can decide whether to clean or paint.”

But beyond problem solving, asking why can lead to other insights when designing a process. Why are we doing this?
Why does it need to change? Why is there so much resistance? Why didn’t we think of this before?

Put all those answers to the W’s together and from there emerges the How.

22



PART 2. RETURN ON MINISTRY STRUCTURE
CHAPTER 4. BUILDING SUCCESSFUL PROCESSES

EVALUATE DEFINE

IMPLEMENT DOCUMENT

COMMUNICATE

THE PROCESS OF PROCESS

In a subtle display of seemingly redundant irony, there is a process to
creating a process. If this is your first time thinking deliberately about
process, we recommend adopting this approach. It’'s a good starting point
from which you can branch off to more complex frameworks in the future,
if you desire.

As you can see in this diagram, this approach is cyclical in nature, which
communicates that a process needs to repeatable, measurable and
improvable. With that said, let's break the process of process down into its
individual components:

» Define

The first step of designing a process is to identify the boundaries.
Determine where the process begins and ends. What is the event that
triggers the beginning of a process? The ending may occur when the
results get passed on to another process, or it may just simply end.
Begin with the end in mind and think about what you are trying to
accomplish. Try not to do too much too soon. Process frameworks are
usually self-corrective. Therefore, there is no need to strive to get it
perfect the first time. Don’t stress.

When defining the process, bear in mind that process steps are actions
that convert an input into an output. For example, “Review Report Data”
is not really an activity step, unless there is some kind of real analysis
that happens. Again, think dominoes! When listing the process steps,
do NOT analyze the process; just describe it. Many processes do not
stay in one department, but may span across several departments, so
you need to take that into account. You want to involve multi-functional
teams to maximize the effectiveness of your process.

There is a variety of software tools like Visio, PowerPoint or Excel that
help with defining a process, as well as some cloud-based solutions.

Or, if you need a tactile method, Post-It notes are an easy and tangible
way to play around with the order. Try to keep your process to a max of
6-8 steps, for simplicity’s sake. If you can’t draw out your process on a
page or in 6-8 steps, it is probably too complicated:

- Determine the input (what you're starting with, such as an offering
to be processed). This is your first sheet.

- |dentify the desired output (in this case, all offerings assigned to
proper funds and deposited in the bank). This will be your last
sheet.

- Now, on each sheet, write one process step for everything
in between.

Don’t rush this step. Spend some quality time defining, and involve some
relevant stakeholders to flush through the process. If you discover a
dependent process within a process, follow all the steps for that process
as well.
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EVALUATE DEFINE

IMPLEMENT DOCUMENT

COMMUNICATE

» Document

Without process and its documentation, it is difficult to track and know
which factor(s) made the outcome of a project/initiative good or bad.

For example, | cook a lot, and when | have a solid recipe to follow, the
results are usually consistent. Sometimes, though, | go all [ron Chef and
cook whatever is in the kitchen. Every now and then, | come up with
something tasty, but then I realize that | don’t remember what | putin it,
so the meal isn’t reproducible.

Documentation will ensure longevity in a crisis. It will also clarify the
realms of responsibility for each part of the process. Each process
should at least have some of the following documents:

« Process Flow Diagram (internal & external).
If you used Post-It notes, transfer them to a diagram.

« Process definition documentation.
Describe the specifics of each step.

« System screen shots.
Include visual examples, if needed.
« Reporting output sample(s).
Print out a sample of an actual report used.

- Data integrity standards (if data entry is involved).
This point in the process typically begins a new process.

» Communicate

After you have adequately documented the process, communicate the
process to the affected parties.

This is where your knowledge of the People component of a system will
become necessary. Your goal is not just to get the information across,
but to get buy-in! While every aspect of the process is important, take
special care communicating the handoffs. It is critical that handoffs
between groups/teams & departments are clearly understood. So, think
of creative ways to communicate and disseminate that information. For
example, create a video in Jing and put it in the News & Announcements
section of your intranet or newsletter. Or, how about a Christmas-in-July
party? The more enjoyable it is, the less resistance you may encounter.

Up to this point of time, this exercise of process development has been
relatively cheap, and this is in keeping with being a good steward of
your resources (one of the ways to achieve high ROM).
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» Implement

If you have taken the time up front to do things right and not cut corners,
you can execute with confidence, and trust in the process you've

EVALUATE DEFINE
developed! Don’t be afraid if it is not the absolute best process ever.
Remember, a journey of a thousand miles begins with one step. You can
always tweak your new process in the next—and final—step, using the
IMPLEMENT DOCUMENT feedback of those involved.
» Evaluate
COMMUNICATE The last step in the process of process is to evaluate the results and the

effectiveness.

Next to defining, this is the most important step towards having a
successful process. This is also the step that many organizations

omit. Evaluating is a great place to work smarter and not harder. By
evaluating your process and making the necessary adjustments, you are
sharpening the proverbial axe.

Whether you're building new processes or evaluating current ones, here
are some probing evaluation questions you should ask yourself and
your team:

- How conducive is our environment for process improvement?
- Do our processes align with our organization chart?
« How do they align with our Mission, Vision and Values?

- What metrics and reporting can we use to keep our process
accountable and help us achieve the desired end result?

- What is the Ministry Purpose or Kingdom Impact of the process?

Once you are done with evaluating your process, you can incorporate
the feedback into the process of process and go through the cycle
again. Wash. Rinse. Repeat! If you do that and have the discipline to stay
on track, you are well on your way to building successful processes.
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CH APTER 5 “Less than 10% of strategies effectively formulated
) are effectively executed.”

STRUCTURE: Fortune Magazine
PEOPLE AND A good strategy or idea is just that...a good idea...until it is implemented.

What is it that prevents churches from implementing or executing their

CHANGE ideas?

We mentioned previously that technology and people are often capable
MANAGEM ENT of supporting the church’s systems, and that the lack of adequate
supporting processes is the primary reason for system failures. However,

when adequate supporting processes are designed but not properly
implemented, the culprit is not usually the technology...it’s the people!

In order to pastor people and manage change, we must understand the
paradox of people. People are the most important part of a system, but
the very fact that they are so critical to processes means that they can also
be the biggest obstacle in effective execution!

There would be no need to manage change if people weren't involved,;
change would easily occur. Because these three realities exist:

- Implementation of new ideas is another word for change

- Implementation requires people
- Change is difficult for people to embrace...

we need to have a plan in place to support them through the pain points
they will experience during implementation of new processes.

THE RIGHT PEOPLE

“I don’t really know where we should take this bus.
But | know this much: If we get the right people on
the bus, the right people in the right seats, and the
PROCESS wrong people off the bus, then we’ll figure out how

REPORTING to take it someplace great.”

Jim Collins, Good to Great

PEOPLE TECHNOLOGY During the time we’re building processes and before we start shopping for
e . ol technology, we need to ensure we have the right folks with us and make
sure they’re in the right spot. Unfortunately, we may even have to remove
the wrong people from the bus altogether. (We don’t have to throw them
under this bus, but perhaps encourage them into the next phase of their

calling.)
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STAFF STRUCTURE

Organizational structure ensures that every area of ministry is covered. It defines roles and can even alleviate the angst of
change. At the same time, it can limit and polarize the staff, so building the right one is important.

All manner of tasks, including staff reporting, clearly defined feedback loops, performance reviews and the like, play a role
in determining a structure that will be effective. Getting the right people in the right seats on the bus is the most consistent
way to make sure your organizational structure works!

How is your staff organized? Take a minute to create a simple org chart of your church. Try to keep it very high level, but
think about these questions:

« Who is your boss?

- Who is that person’s boss?
- Who are your colleagues?
« Who are their colleagues?

« How are your ministries structured?

STAFF STRUCTURE
(A TYPICAL ORG CHART)

| SENIORPASTOR |

| XPMINISTRY | | XP OPERATIONS |

| CHILDREN'S PASTOR |+ YOUNG ADULTS PASTOR| | FINANCE DIRECTOR |+  ITDIRECTOR |
I I I I
| MINISTRY ADMIN | | [ MINISTRY ADMIN | | ADMIN ] | ADMIN ]

| STUDENT PASTOR  |-—{SMALL GROUPS PASTOR| | FACILITIES DIRECTOR ||  COMM DIRECTOR |
I
| MINISTRYADMIN | | MINISTRY ADMIN | | ADMIN ] ADMIN ]

THE ILLUSION OF PROGRESS

The author of this quote is under debate, but the idea is thought-provoking, nonetheless:

“We trained hard...but it seemed every time we were beginning to form up into teams,
we were reorganized. | was to learn later in life that we tend to meet any situation by
reorganizing, and what wonderful method it can be for creating the illusion of progress
while producing confusion, inefficiency and demoralization.”

Defining a mechanical structure is an important part of the equation, but it’'s not the only part. What are the unwritten rules of
engagement? Fortunately, there are no politics in the church workplace, right? And the final decision-maker is always clear?
And there are never any sandboxes or territorial issues either?
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Forgive the apparent sarcasm, but anyone who has ever worked in a church environment understands the laughable nature
of these assumptions. Just as laughable, then, would be to try to implement new processes without considering the hard
and soft organizational structure.

The job of staff structuring is to reconcile the functional organization (how we want things to work) with the relational
organization (how they actually operate). This is one of the highest tasks of Return on Ministry. At the same time, we would
do well to move away from ego-based structures to models that depict well-connected ministries within the organization.

We cannot stress this enough: Because people work the processes and the technology, a system such as Fellowship One
need a central operating unit made up of a representative of each department or ministry, rather than silos of individual
interests that compete or never touch. This is, in fact, the key to keeping data clean enough to give you accurate metrics.
We'll talk more about that in Chapter 6.

CHANGE & CHANGE MANAGEMENT

When you start moving people around and changing sometimes sacred processes, anxiety will begin to build. When it is
not managed properly, change can have a devastating effect on an organization. The subject of change management is an
industry all its own, and there is much we can learn that will minimize the turmoil of change if we plan and prepare for its
effects.

Change management is defined as “the process during which the changes of a system are implemented in a controlled
manner by following a pre-defined framework.”

Notice the two phrases that pertain to leadership during change: “controlled manner” and “following a pre-defined
framework.” Broken processes can be fixed, technology can be updated or replaced. The only component that could
become a wild card in the midst of change is people. Since we are in the people business, people should not be viewed as
obstacles to growth, but we should see the change as a growth opportunity for leaders, individual followers and the church
itself.

Let’'s say that there’s a new process or piece of technology we want to implement at our church. How can we help the
affected people embrace it? How do we hold the line if there’s pushback? With most change, despite how badly it is needed

THE ‘ORMING MODEL

A
FORMING : STORMING : NORMING ; PERFORMING

RESULTS

- The Dip

Y

or desired, an identifiable pattern emerges. Anytime there is a change, your results will follow this graph:
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THE ‘ORMING MODEL

A

RESULTS

FORMING STORMING NORMING PERFORMING

7 / S

“The Dip is the long stretch
between beginner’s luck

and real accomplishment.”

Seth Godin

Y

This chart represents the most widely utilized model of the stages of

team development. The ‘Orming Model,” as it is sometimes called, was
created in 1965 by Bruce Tuckman of the Naval Medical Research Institute
at Bethesda, Maryland. Tuckman used it to describe the process of team
building. We have found that it accurately describes what happens during
a change implementation as well. The red Xs represent pain points. Notice
their relationship to each other as we go along.

THE 4 STAGES OF GROUP CHANGE DYNAMICS:

» Forming

The first red X represents a level of pain that makes change seem like a
good idea. A new paradigm/project/change effort is introduced. People
are initially supportive as you are forming the idea or process. When
introducing a new concept, you usually have some momentum going
into it and you might have some improved results for a while, but then
you'll start to hear the clicks of the roller-coaster begin to slow and you
know the free fall is just around the corner.

» Storming

If people are involved, resistance to change efforts is inevitable. The key
is to press through, emphasizing communication along the way. People
grip tightly to their old system and start storming the gates to try to stop
the change. Initial results are negative and the staff starts to doubt the
change. They're like the Israelites leaving Egypt...it was so much better
back there..why are we wandering around in the desert? I'd rather be
making bricks!

This phase is the toughest and pain levels may even exceed the initial
pain points that instigated the need for change. People may leave or
you may need to make personnel changes.

Unfortunately, there’s no easy way around this stage. This is why it is

so important to have buy-in from someone on the leadership team. You
need a Moses who will let the rest of the staff know that Egypt is no
longer an option, and we are not going back. If you can hold the line
long enough, things will turn around and start to normalize. Note that the
second red X represents greater pain than was being experienced at
the beginning of the change. If you know this is to be expected, you can
prepare the team for it, as well as diminish your own discouragement.
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THE ‘ORMING MODEL

A
FORMING

RESULTS

STORMING

NORMING

PERFORMING

¥

- The Dip

Y

» Norming

Eventually, the new becomes old, and novelty gives way to normalcy.
People start to adapt to the change and the results start getting back
to new (and better) normal. Again, this typically requires buy-in from
leadership. Norming starts to happen the moment people realize we're
not going to turn back and they get fully on board with what you're
doing. Full buy-in occurs and everyone is on board, and then you begin
to see positive results.
The Dip is the secret to your success.
The people who set out to make it through
the Dip—the people who invest the time
and the energy and the effort to power
through the Dip—are the ones who

become the best in the world.

Successful people don’t just ride out the Dip.
They don’t just buckle down and survive
it. No, they lean into the Dip. They push
harder...just because you know you’re in

the Dip doesn’t mean you have to live
happily with it. Dips don’t last quite as long
when you whittle at them.
Seth Godin, The Dip

The amount of effort you expend getting out of the Dip can shorten the
amount of time you spend in it. Leaders who hold the line during the
dip—when people are storming against them pleading to go back to
what they had— are what the Bible calls steadfast.

And let steadfastness have its full effect, that you

may be perfect and complete, lacking in nothing.
—James 1.4 ESV

» Performing

The step we all long for: success! Once the group solidarity is formed,
the storms weathered, and the process normalized, embrace the
performance breakthrough. Everyone’s performance picks up and you
start getting better results and out-performing previous years. This is the
payoff, or, if you're from the South, the gravy.
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The journey of change
is not for you to get

there, but for your
team to get there.

7 OBSERVATIONS ABOUT CHANGE

In my years of change management and processing adoption of ideas, |
have observed and learned a few tips that leaders must understand about
change:

#1 - Change is a process, not an event.

If we view any change, no matter how small, as an event, we'll see it as a
slice of time rather than as a process, which communicates a sequence

of often predictable actions. We’ll expect people to adjust rapidly to the
change.

“There can be any number of changes, but unless there are transitions,
nothing will be different when the dust clears,” said William Bridges. We're
leading people to a place we may have seen, but they haven’t. This requires
that we manage not just the steps, but the transitions between the steps.

A transition is a breather, where the change is being internalized and
reorientation is happening for what comes next. Imagine a change effort
as a process having many different steps; very much like climbing stairs
and coming to regularly spaced landings. On the landings, you get some
flat space to rest and turn into position for the next flight up. Without
spaces in your change, people either fall off from exhaustion or white-
knuckle through without achieving the needed growth.

Successful leaders don’t bulldoze their way through this, but understand
that it takes time for people to adjust to each new step.

#2 - The goal is not to innovate the most.

It is not wise to test an organization’s tolerance of change by making
frequent, indiscriminate changes. Don’t change for change’s sake!

We must differentiate between competing in a change marathon and
developing the capacity and commitment to solve the complex problems.

#3 - It is not enough to have the best idea.

A great idea without buy-in is a dead idea. Securing cooperation is where
all your leadership skills come into play. Author and speaker John Maxwell
said, “He that thinketh he leadeth and hath no one following him is only
taking a walk.”

He also said “People buy into the leader before they buy into the vision,”
so don’t forget that change management is as much about developing
your leadership skills as it is about getting a new process implemented.

#4 — Appreciate the Dip.

Don’t be surprised or hurt when it happens. If there are people involved,
there will be a dip, and it must be calculated into the pre-defined
framework that characterizes effective change management.

Empathize with the pain, but recognize it for the potential turning point it is.
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#5 - You need to redefine the resistance.

You can’t please everyone, but at the same time, those who are most resistant to the change must not be ignored. Engage
and embrace them up front, for two reasons. One, you are more likely to learn from people who disagree with you than from
people who do. And two, if you marginalize the fringe or those that don’t agree with you, they could end up sabotaging your
efforts during the storming phase, taking lots of people with them.

As Abraham Lincoln said, “the best way to destroy an enemy is to make him a friend.”

#6 - Re-Culturing is the name of the game.

Structure makes a difference, but “culture is everything,” said Lou Gerstner, the CEO who rescued IBM from the

brink of destruction in the 1990s. Culture is a set of shared attitudes, customs, and beliefs that distinguishes one

group of people from another and that guide interpretation and action in organizations by defining appropriate behavior for
various situations.

When you understand the power of culture, you can see that resistance to change is, in large part, a function of individuals
being protective of a culture they hold dear. Because the culture of a church determines the pace of change, focusing
attention on the culture is the real work of change management.

Healthy growth is characterized by transforming the culture to focus not just on the way we do things but on the way we see
the world. We're changing paradigms, not just the order of service. This is why it's so hard!

#7 - Relate, Repeat, Reframe

« Relate: In his book Change or Die, Alan Deutschman emphasizes the importance of these three actions. When
managing a change process, your goal is to bring the team up the hill with you so they can see what you see. If they
don’t relate to you, they’ll never see that vantage point. It’s not just the people; it’s the relationships that make the
difference! Successful change efforts require relationships.

Contrast Moses and Jesus. Moses went up the mountain and returned with a set of rules, which he then shared without
telling people the end that was in God’s mind. Jesus sat on a hillside amongst the people, delivering the Sermon on
the Mount, casting a vision for a very different kind of world? Are you more like Moses or Jesus? If in doubt, look at your
structural org chart.

- Repeat: Through repetition, you are able to learn, practice and master the new habits, processes and skills that will be
needed. If you create a change effort that you only touch every six months, you’ll have a lower probability of success.
The more frequently you can repeat something (i.e. a daily meeting), the sooner it will start to become normal. It’s not
enough that you have a view of the valley, you want to get your team there so that, as a group, you can have the same
visibility. Only when they’re on top of the hill with you and they see what you see, can you reframe their perspective to
the next goal. This is how you change your culture.

- Reframe: Through the process of change, new relationships, new ways of thinking about a situation, and repetition help
people look at the world in a way that would wouldn’'t have made any sense before the change. This is a tried and true
“formula” for paradigm shifting:

Good Relationships » Collaborative Work Culture » Knowledge Sharing » Knowledge Creation!

RECOMMENDED READING ON CHANGE AND CHANGE MANAGEMENT:

+ Good to Great — Jim Collins + The Circle of Innovation — Tom Peters

+ The Dip — Seth Godin + Double-Digit Growth — Michael Treacy

+ Change or Die — Alan Deutschman + Leading in a Culture of Change — Michael Fullan

+ Leading Change — John P. Kotter + Managing Transition: Making the Most of Change — William Bridges
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CHAPTER 6 Do you feel intimidated by your IT folks?

Do they throw acronyms at you that you don’t understand?

STRUCTU RE: Do you abdicate your technology-decision-making to the IT guy?
This chapter will help you ask the right questions, not just implement the

MAKING SOUND shiny object because it is the latest and greatest and everyone is doing it.
TECHNOLOGY KNOW YOUR AUDIENCE

The first step in making sound technology decisions is to understand
DECISIONS your target audience. Not only should you take into account variables like
demographics and geography, but you should also consider how your

efforts will interact with each group in Rick Warren’s 5Cs (below), to which
we've added a 6" C: the “Cloud.”

Core — Lay Ministers

Equip the Core for Ministry & Mission

Committed — Maturing Members

Disciple the Committed

Cloud — Virtual

Congregation — Members
Fellowship in the Congregation

Crowd — Regular Attenders
Gather the Crowd for Worship

Community — Unchurched
Evangelize the Community (of geographical influence)

Expand the Reach of the Church.
Reach out to the physical community and beyond.
The possibilities are endless...

This diagram groups the people in your church by commitment levels
from a ministry perspective. Each group will be affected differently by the

PRUBESS various processes, technology and programs you implement.

METRICS, What is the breakdown of the people in your church? What percentages are

REPORTING

in which area? Do you know? The Core and the Committed generally make
up the 20% that do 80% of the work and provide 80% of the resources.

PEOPLE TECHNOLOGY Note that this is not primarily a linear progression of maturity; stages can
ROLES, FEATURES, be skipped or initiated at any point. What is important to consider is how

STRUCTURE DATA INTEGRITY

people generally move from one segment to another. Do you know what
types of catalysts facilitate those moves?

Life flows through a church just like your blood flows through your body. As
a person flows through the various segments, life happens. The church’s
job is being there to help people continue to grow. But what happens
when people get stuck? Are your people and processes in place and
empowered to ensure success? If they're not, technology will not fix the

problem.
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If they are, now you can consider: Is your technology facilitating or hindering movement? Is it helping growth to happen by
alerting you to points of need that might cause someone’s commitment to stall?

KNOW YOUR DESTINATION: THE 6Cs FROM A TECHNOLOGY PERSPECTIVE

Before you can know what technology you need, you must know your audience, and know your destination, or what you
want to be able to do with your technology. To know your destination, you need to know what your current technology
footprint is and how each piece of technology works within each of the Cs.

One technology tool won’t meet all of the needs of all of the segments, so that is not your goal. There is no silver
bullet technology solution out there. Rather, for each tool you use or are considering, and for each process you wish to
use to move individuals toward becoming Core members, evaluate your public-facing (ministry) tools, your internal
(administrative) tools, and your data/reporting tools/goals against each of the 6Cs.

This tool can help you organize that evaluation process. Start by making many copies of the chart below. Label each one
with the various purposes or processes you need to address. For example, write in or check off areas you are already
meeting needs. If you have Fellowship One or another ChMS, you can fill in the spaces with the features of that product that
meet the need of a particular group. As you check off or fill in the categories with what you are using, you will be able to
identify the holes in your overall strategy and, second, make technology decisions that address your goals. Figure B shows
a sample technology footprint that could be in use for Assimilation.

KNOW YOUR DESTINATION:

MINISTRY ADMINISTRATION DATA/REPORTING

CORE

COMMITTED

CONGREGATION

Figure A

COMMUNITY

CROWD

CLOUD
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KNOW YOUR DESTINATION: Assimilation
PUBLIC-FACING INTERNAL DATA/REPORTING
CORE
V' Church Website v Fellowship One Portal v A Report MIZIl
COMMITTED V' Event Registration V' Fartidpunt Assigment V' H Report GlO50
V' Oulive éwiny V' Oulive éwiny Transaction Recortd,
V' Odlive Guest V' Fellowship One Portal V' H Report MI4l0
Commusication Card. V' Partidpant Assignment V'l Report G050
@ |CONGREGATION V' Church Website V' Oulive G Trwstction Recor.
S V' Event Registration
l;% v Onlive ém'mq
v Oulive Guest v Fe[laWs//lLP One Contact v éaoy[e Analyﬁlcs &Fo/’z‘
COMMUNITY Compmunication Cardl, kéguesf Fo/[oW‘UP from Website
V' Church Website V' H Report G010
V' Oulive Guest vi Fe[[oWshL'/a Ove Contact v éoog[e Ama[yﬁm &lwr“t
Communication Card. Eguest :Eo[laW-L/}? from Website
CROWD V' Church Website V' H Report G101
v chllam@rLP érwp (nterest
Reguest
V' Church Website V' Church Oulne Frayer V' Google Avalytics Report
CLOUD V' Crurch Onlive Portal and Chuat Lobby from Website

In this chapter, we’ll address some of the guidelines for making decisions about technology that often elude leaders who are
ministry-minded, rather than technology-literate. These are: Total Cost of Ownership (TCO), current trends, data integrity and
strategy, and reasons for low utilization.
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TOTAL COST OF OWNERSHIP

When evaluating or making decisions on technology solutions, it is easy to overlook the total cost of ownership (TCO).

It can be difficult to determine the TCO of a product because some costs are direct, while others are indirect, hidden or
stretched over the life of the product. Some costs are not financial. That’s why it’s important to never buy on price alone, or
you might get what you pay for.

The following are some areas to consider what you are really paying for:

Recurring Costs
What are the upfront costs, monthly fees, access fees, or subscriptions costs?

Capital Expenditures
What is the cost of necessary hardware and equipment?

Personnel Expenses
You must include the impact of training time, downtime, or even retraining time.

Systems Administration
Do software components or applications have to be installed?
Are any prerequisite components needed?

Database Administration
What data scrubbing is needed? What are the pain points involved in data conversion?
What will it take to maintain the data?

Indirect Costs

Who are you partnering with? You're not just buying software; you're entering into a relationship.
Will they be teaching you things along the way, will you be dragging them along,

or will you be left alone after the first year?

Planning
Determine the cost of defining the requirements, any new processes or personnel required,
the length of implementation, etc.

Implementation

Execution, execution, execution! Implementation is the most important part. If the system is not implemented correctly,
it sets the system up for disaster. Do not be penny wise and pound foolish by going cheap on implementation.

The more customized you want your system, the more implementation you'll need. Poorly executed implementation
will definitely set you back later on down the road.

Plan for Obsolescence
Are you planning for the sunset of the proposed solution or equipment?
What is the event horizon? 5 years? 3 years?

Some of these areas are more tangible than the others, but whether tangible or intangible, each has a cost associated with
it. Each will play a role in your technology success, whether you address them or not.

CURRENT TRENDS

No technology decision can be made without educating yourself about the current trends in the industry. What is up and
coming? What are the possibilities? You don’t want to put your money and resources on a project that is obsolete by the
time you launch.
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SOCIAL NETWORKS

Social media is here to stay: Facebook, Twitter, Google+, Path, FourSquare, and others have become mainstream. Look at
these statistics, last counted in 2011, with the certain knowledge that these numbers have sharply increased by the time you
read this list:

- One in every nine people on Earth is on Facebook

- People spend 700 billion minutes per month on Facebook

- Each Facebook user spends on average 15 hours and 33 minutes a month on the site

« More than 250 million people access Facebook through their mobile devices

- More than 2.5 million websites have integrated with Facebook

- 30 billion pieces of content is shared on Facebook each month

« 300,000 users helped translate Facebook into 70 languages

« People on Facebook install 20 million “Apps” every day

« YouTube has 490 million unique users who visit every month

- YouTube generates 92 billion page views per month (not including those viewed on phones and embedded in websites)
- Users on YouTube spend a total of 2.9 billion hours per month (326,294 years)

« Wikipedia hosts 17 million articles

- Wikipedia authors total over 91,000 contributors

- People upload 3,000 images to Flickr (the photo sharing social media site) every minute

- Flickr hosts over 5 billion images

« 190 million average Tweets per day occur on Twitter

- Twitter is handling 1.6 billion queries per day

« Twitter is adding nearly 500,000 users a day

- Googlet+ was the fastest social network to reach 10 million users at 16 days (Twitter took 780 days & Facebook 852 days)
« Google+ has more than 25 million users

Read more here.

SELF SERVICE

Red Box, online banking, self-checkout cash registers and movie kiosks...self service is everywhere. People are accustomed
to managing transactions themselves. More and more, they expect that convenience, so allow people to register for events
and give online.

MOBILE

Like social media, smartphones are here to stay, too. At the time of publishing (2012), the number of mobile devices is over
5 billion, and growing. The number of SMS Messages sent annually is 7 Trillion (with a “T”!), which is an average of 1,400 per
mobile device. And 89% of teens (the next generation of leaders in your church) use texting over email.

CLOUD

Applications like Dropbox, Evernote, Flickr, YouVersion, and Saa$S (Software as a Service) operate out of the Cloud. More and
more popular personal solutions are using the Cloud, and business solutions are growing rapidly, too. Most smartphone apps
are simple examples of cloud computing.
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A TYPICAL
CHURCH

®

CONGREGATION

6:9/

=

CENTRAL
CHURCH DATABASE

®
AN

ADMINISTRATIVE LAY PERSONS

SILO DATABASES @

PASTORAL

|/

OUR GOAL @

CONGREGATION
e
@ CENTPAL
CHURCH DATABASE
ADMINISTRATIVE LAY PERSONS

PASTORAL

QR CODES & NFC

This is basically barcodes on steroids! QR stands for “Quick Response”
and NFC stands for “Near Field Communications” (like SpeedPass at an
Exxon station). QR is still relatively new, but already Google is dropping

it and going to NFC. Wait a minute, what did we miss?!? Imagine using a
Radio Frequency Infrared Device (RFID) to take attendance! The costs are
prohibitive, but they’re dropping every day and one day may become the
norm.

API

API stands for Application Programming Interface. APls are platforms

with the potential for connecting with multiple apps/services to enhance
your capabilities or features. It's going to be tough, take a long time and
be very expensive to keep up with all this new technology if you want to
build your own, but integration and connection will enable you to get there
faster, and without a trail of bodies.

If you're going to purchase a church management system, make sure it has
an APl so that your varying applications will play nice together.

DATA INTEGRITY

PC Magazine defines data integrity as the quality of correctness,
completeness, wholeness, soundness and compliance with the intention
of the creators of the data.

As churches follow the trend toward more and more integrated and
connected solutions, the impact of this diversification on data integrity is
rarely considered.

Data integrity is like a fence or a wall. When you have data integrity, you
have fewer holes and you minimize the chances that something (someone)
will leak or fall through.

A typical church is mired into multiple “siloes.” Numerous databases might
solve a problem in the short term but will create more pain or problems

in the long run. The longer you let that propagate, the more costly it
becomes and the more pain and inefficiency it creates.

The best strategy we know of for securing data integrity is to maintain data
in one centralized location. You can see at a glance the advantages of
such a system. Everyone contributes to the database, so outputs such as
searches or reports will be complete. This is even possible with multi-site
churches!

How many data sources are you using in your church? What challenges
have you seen in keeping them in sync? The cockroach theory will come
into play here. For everyone that you see, there are ten more that you
don’t!
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DATA STRATEGY

In evaluating and deciding on new technology, data strategy normally takes a back seat, but it is critical to helping you
evaluate your technology approach. How will you learn how to protect, maintain and utilize your data. Where can you learn
an effective data strategy?

An effective data strategy has many variables, but for our purposes, we will focus on these six basic components:

» Data Definitions

Are visitors going to be called visitors or guests? Everyone needs to have the same name for everything. Create a data
definitions document, and control them going forward. It doesn’t have to be complicated, but it should exist in some form
or another and be a part of training and maintenance.

» Data Standards

There should be clearly defined standards for entering data. Common items such as phone number formatting
(parentheses or dashes?), address formatting (Street instead of St?) merit forethought and consideration. You will need to
identify upfront your active data set, based on giving, check-in, or other controllable, objective involvement criteria so you
can set standards at the very beginning.

» Data Categorization/Policies
Who has access to what for viewing? Who has access to what for editing? Your technology should have privacy layers built
in and you should have clearly defined standards for who accesses, sees or edits what.

» Data Integrity Team

The ideal data integrity team begins with a leader who owns the job of database oversight. We call this person the
Champion. However, one person trying to align multiple, independent, uncooperative ministry leaders’ information is a
recipe for whole-church inefficiency.

A Champion Team should be comprised of a representative from each ministry, and should meet regularly (perhaps once
a month). The members can discuss individuals for whom there is concern. They can share what they know and create
checks and balances for action that is required for inactive members.

A data integrity team provides the communication, agreement, alignment and regular updating required for a clean
database. Before you know it, your operations will run like the proverbial “well-oiled machine.”
» Data Validation/Quality

Is your data accurate? Is your data complete? Don’t wait until statement season. Run processes and reports monthly and
quarterly to validate your data. Hold a yearly Refresh the Data Event. Your data is where 3D metrics are derived. You won't
be able to go three dimensions deep if the data isn’t reliable.

» Data Mining

This is where you can analyze your data for trends and find ministry opportunities. Wikipedia defines data mining as “the
process of extracting patterns from data.”

Your data strategy will help answer a multitude of questions. What data are you capturing or tracking? How much of that
data is actionable?
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TECHNOLOGY REQUIREMENTS DOCUMENT

In this chapter, we’ve touched on the following areas of self-education you should engage in before purchasing technology:

- Know your Audience

« Know your Destination

« Understand Current Trends

- Understand the Total Cost of Ownership
- Have a Data Strategy

» The Iron Triangle

Armed with this knowledge, you are in a good position to create a requirements document so that the vendor selection
process results in the best possible product for your needs. Software development projects often fail because the
organization sets unrealistic goals for the “iron triangle” (a.k.a. Triple Constraints Triangle) of software development. One
side of the triangle cannot be changed without impacting the others:

« Scope (what must be built to attain the desired result)
« Schedule (when it must be built by)
- Cost (how much it must cost)

Adequate preparation should enable you to achieve at least two of your three requirements, maybe even all three.

AVOIDING TECHNOLOGY DISAPPOINTMENT

Notwithstanding the Dip, sometimes good technology decisions still yield less than optimal results. The most common
causes we see for low utilization of technology are:

. Staff turnover/inconsistent staff training
» Resistance to change

- Lack of process

- Insufficient executive sponsorship

- Not leveraging tools

- No champion team

By utilizing the ideas and strategies we’ve laid out for you in this book, and aligning yourself with a technology team
committed to your success, we feel confident that you will be able to implement all of the Return on Ministry concepts.
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THE ART OF
MEASURING
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We've had quite a journey together in the pages of this book. Your brain
has probably been stretched and even overwhelmed with the mighty task
of establishing the foundations for Return on Ministry.

Yes, that’s right. We’ve mostly covered the foundations! Now it’s time to
bring it all together.

I 'am thankful for the major contribution to my thinking in this area to Delton
de Armas, a consultant, “professional layman” and interim Executive
Pastor, whose experience on the financial side of church operations
helped me move these ideas from theory to a comprehensive set of
metrics | had not considered.

REVIEW

Remember the Values Triangle, with its emphasis on identifying and
verbalizing your identity and helping you build your strategic and tactical
plans from your identity?

The top layer of our Values Triangle is metrics. Though they are at
opposite ends, there is a direct connection from the Metrics layer back to
the base of the triangle—Values.

With all layers clearly defined, you should be able to drop an imaginary
plumb line from your Metrics to your Values, and ensure that all sections of
the triangle are in alignment.

In construction, a plumb line is a string with a weight tied to the end. When
you hold the string, the weight causes the line to hang down straight. This
use of gravity ensures that walls are built squarely upright or “plumb.” In
Return on Ministry, the tension between metrics and values provides a
plumb line for your church to ensure that the walls are built upright. When
the plumb line from metrics intersects with our activities, our systems,

our mission, our vision and our values, our identity as an organization is
fortified, ensuring and maximizing our Return on Ministry.

Once you have begun to grasp the concept of Return on Ministry, metrics
can now move from theory to action. When they are understood and
utilized, metrics have tremendous power, but simply measuring is not
enough. The key is to tie your measurements to a process or action step.
Many things can be measured, but just because you can doesn’t mean
you should!
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BACK TO THE BALANCED SCORECARD

OPERATIONS SPIRITUAL . . o

(Rl ey i Now that we've discussed 3D metrics and the Systems Trinity, the symbols
on the Balanced Scorecard may make a bit more sense, but here’s a quick
refresher.

RETURNONMINISTRY

OUTREACH oMM NI The Balanced Scorecard gives you a fixed number of categories that

reat Commission Ownership of

and Impact to the the Visi d H H

Pl c9nn§cti§;’?o"tﬂe affect the church. We promote a scorecard with the four categories of

e ‘ Spiritual, Community, Outreach and Operations. Your scorecard does not

necessarily need to include only these categories, nor must it include all
of them. However, some form of categorization helps with effectiveness,
as it is easier to integrate the measurements with the respective
processes or actions steps necessary to positively affect the metrics. We
stand behind the assessment, widely attributed to Peter Drucker, that what
gets measured gets done. Each category measures certain characteristics
of a church’s health that we feel have a biblical basis for focus and
improvement. Bottom line: if they warrant improvement, they warrant

measurement.
PROCESS For each category, you will align the three elements of the Systems
METRICS,
REPORTING Trinity—People, Process and Technology. And, finally, you will apply

your 3D metrics to each category. When your measurements leave the
first dimension and grow into the second and third dimensions, and are
EEP!sI'E TEBI!EPTEQE! directly tied to the mission and vision of your church, significant Kingdom
STRUCTURE DATA INTEGRITY impact awaits. Your metrics have the power to hold you accountable to

your Mission, Vision and Values.
To briefly review,

- st dimension of metrics are reactive and obvious. This is a simple
measurement of what happened.

- 2nd dimension of metrics include proactive and analytical
measurements. These are not as obvious and require some analysis
and data mining.

. 3 dimension of metrics is missional and strategic. This is where a
church’s desired results meet the necessary actions to achieve those
results.

After you determine the appropriate 3D metrics for your church, they
should be gathered on a Balanced Scorecard, which may be, at this point,
simply four large posters on the wall on which you stick Post-It notes. You
are now looking at a rudimentary DASHBOARD.

DETERMINING THE METRICS YOU WILL USE

We each assign priority to what is important to us. This means your metrics
will naturally flow out of your values. If my health is really a priority, you will
see that reflected in my diet and exercise habits. If | never exercise, | have
placed a higher value on work, relaxation or other interests, even though |
may say that | put my health at the top of my priorities.
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When churches are not seeing the outcomes they want, it’s often because stated values do not reflect actual values and, as
a result, metrics are being taken on any number of things that have no bearing on the outcomes desired. All of your metrics
need to be identified within the context of knowing your actual values and identity, as we discussed in Chapter 1.

These will vary among fellowships, but the following are suggested areas of measurement that are common to most
churches and always indicative of important elements of modern kingdom work. Some metrics, such as Giving, may fit under
more than one category.

» Spiritual Metrics

Healthy churches mature. Ephesians 4:12-13 tells us “to equip the saints for the work of ministry, for building up the body
of Christ, until we all attain to the unity of the faith and of the knowledge of the Son of God, to mature manhood, to the
measure of the stature of the fullness of Christ,”

This is probably the most challenging of all metrics to identify and quantify. After working with many churches, | have
found that spiritual growth can rarely be measured directly; we must look at fruit, which can be subjective. Another reason
for the difficulty is that the modern church focuses more heavily on operations and finances. We would all classify Spiritual
as the most important category, but how do we facilitate and quantify the “equipping of the saints” to the “measure” of
Christ?

Spiritual Metrics include assimilation, discipleship, mentorship, and pastoral care. | recommend measuring the number of:
« Professions of faith (Conversions, commitments, decisions, salvation.)
- Baptisms or Next Steps (A measure of willingness to make a commitment and take next steps of obedience.)
« Care and Recovery involvement (Participation indicates deeper journey to wholeness.)
« Discipleship/Spiritual Formations class or path (Indicates submission to discipleship journey.)
« Giving (Can be a sign of evolving maturity.)
« Leader to Participant Ratio (Shows the ratio of attendees who are advancing to leadership.)

« Spiritual Growth Velocity (Trending time between milestones, can be used to establish realistic timelines for step-
ups and related events.)

« Percent of giving from top givers (Commonly used for building campaign analysis.)
« Assimilation velocity (Timeframe from guest to disciple, sometimes measured by first-time visitor to consistent giver.
May indicate rhythm for class frequency, seasonality trends or other dependencies.)
» Community Metrics

Healthy churches promote connection. In this category, we are primarily talking about the building of relationships within
the body “..all the while praising God and enjoying the goodwill of all the people. And each day the Lord added to their
fellowship those who were being saved.” (Acts 2:47 NLT). The quality of these connections can be understood somewhat
through:

« Small group participation (Small groups promote community, foster discipleship and enhance stickiness, so a low
rate of member participation may correlate to high back-door rates and low spiritual growth velocity.)

« Membership class attendance (A high attendance number here indicates that the crowd is moving towards the core.)

« Total number of small groups (If small group attendance is growing, but the number of groups is not, it might indicate
a weakness in the development of new leaders. It might also mean that groups are becoming too large for effective
community.)

- Weekly volunteers to total attendance (Helps identify patterns and trends: Is the crowd becoming the core? Are we
adequately engaging the congregation? Have we stunted our growth capacity?)
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- Average visits to church building per week (Assesses how effectively you are using your facilities, while at the same
time getting a glimpse into how involved your members are.)

« Volunteer pipeline velocity (Establishing a consistent measure of how quickly new attenders become volunteers
can help identify obstacles to involvement, weaknesses in leadership, or the depth of buy-in to the church’s stated
mission or vision.)

» Outreach Metrics

Healthy churches grow. Without new faces (visitors), it is impossible to grow. This metric is external: “Therefore, go and
make disciples of all the nations, baptizing them in the name of the Father and the Son and the Holy Spirit.” (Matthew
28:19 NLT)

We believe the Holy Spirit is the source of healthy growth, not human effort. Yet, human effort has the power to help
or hinder the Holy Spirit’s work. These metrics can help determine which we are doing. Remember that good outreach
metrics alone do not a healthy church make, but are simply an indicator of what God might be doing.

« Website visitors and Facebook “Likes” (Can indicate level of interest from the community, guests returning for more
information or the effectiveness of your communication campaign.)

« Professions of Faith (In addition to being a Spiritual metric, it is also a leading indicator of Outreach.)

- Number at big events (Indicates effectiveness at reaching our community and crowd and drawing them into the
congregation and core.)

« Number of mission trips (Could support or invalidate your stated value of mission-mindedness.)

« Percentage of first time givers to total giving units (If the number of first-time givers is going up, it could mean
that newcomers are beginning to own the vision. When measured over time, though, it could also indicate that the
commitment of long-time members is fading.)

 Ratio of visitors to attenders (The number of visitors and the number of attenders are both good first dimension
metrics, but the ratio of one to the other highlights the effectiveness of a church’s outreach efforts in a way that raw
numbers cannot.)

« Number of active missionaries (Tracking how many members are actively involved in missions is a good indicator of
the church’s overall missional commitment.)

« Small group density (Noting the location of small groups and their members by school district, zip code, or other
demographic helps measure the church’s penetration into segments of the community.)

- Number of new guests to total attendance at big events (This adds dimension to the raw number of big events by
quantifying the scope of such events relative to the community.)

« Volunteer service hours (Tracked community service hours measures missional involvement of both individuals and
the church))

» Operations Metrics

Healthy churches are good stewards. Jesus said, “Wherever your treasure is, there the desires of your heart will also be.”
(Luke 12:34).

Like any commercial enterprise in a bad economy, churches must continually find ways to do more with less. Spending
habits indicate a church’s priorities; and while a church must spend to survive, where the money is spent is as important as
how much. In addition to spending, churches need cash reserves to be flexible as the Holy Spirit leads, but need to avoid
crossing the line where healthy saving turns to unhealthy hoarding. The following metrics can indicate problem areas that
affect financial and other components of operations:
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- Staff tenure (Longevity of staff can indicate a stable environment for ministry, while a revolving door may be a clue
that there are problems bubbling beneath the surface.)

- Percentage of seating capacity (If your space is too empty or too full, it may be artificially inhibiting your growth.)
General rule of thumb:

- <60% = Uncomfortably empty

60-70% = Comfortably empty
- 70-80% = Comfortably full
- >80% = Uncomfortably full

. Communications (Evaluating your deliberate patterns of communication: to whom, how much, how targeted—can
identify disproportionate messages to certain target audiences, or a need for improved content.)

« Number of months of operating expenses in checking (Knowing the optimal amount needed for riding out
fluctuations relative to where your reserve ratio typically sits will make it easier to commit to budgeting for reserves
until they are stable))

- Giving type breakdown (ACH, Credit, Check) (Measuring and tracking the percentage of total giving from the
different giving types can provide a church with a wealth of planning tools.)

- Percentage of average growth year over year (The ability to accurately compare data with other churches in the
area, measuring against your own baselines—i.e. average spending growth from year to year—is a valid way of
ensuring objectivity.)

« Percentage from 1st time / new givers to total budget (An increase in the number of new givers indicates the level
of “buy-in” to the church’s mission and vision, as well as the development of spiritual maturity among new attenders.)

« Percentage online giving (Churches that receive 30% or more of their offerings online typically experience fewer
problems with cyclical giving.)

« Percentage of full parking spaces (Parking is a ministry; if a first time guest leaves because she can’t find a parking
place, every other ministry opportunity fails with it. Monitoring the ease with which your attenders and guests can
find a parking place will alert you to needed ministry processes and roles.)

« Teacher/student ratio (Indicates volunteer involvement and management responsibility in maintaining proper ratios.
Could also expose possible growth inhibitor, as an unhealthy ratio could keep guests from returning.)

- Budget component breakdown (Percentage of budget spent on salary/benefits, building/occupancy, missions, and
ministry can map to industry standards and reveal imbalances.) General rules of thumb:

- Salaries and benefits typically = <50% of the total budget
- Building and occupancy =< 25-30%

- Other items, such as missions, worship, and children, could be used to align ministry objectives with budgetary
spending
- Ministry dollars to attendance (Cost per event attendee might be used for budgeting for outreach events, worship
services, small groups, and other gatherings.)

« Net Promoter Score (NPS) (This survey is used to illustrate the ratio between Promoters—people who would
recommend your church—and Detractors—people who would not.)

- Number of objectives in strategic plan (Simply having a strategic plan in place is a prerequisite for this metric, which
is an early indicator of church health. However, the depth and breadth of the strategic plan helps measure its overall
effectiveness.)

« Net income/expense per attendee (This is akin to earnings per share for a publicly traded company. It reflects how
effective a church is at managing its resources on both the giving and spending per attendee.)
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This list is by no means comprehensive, but it should spark ideas of the different snapshots required to get a full picture of
a church’s health.

It bears repeating from chapter 2 that 3™ Dimension metrics teach us to look at gaps for the secrets they hide. If overall
attendance happens to be up, someone failing to return for next steps is a detail that is completely lost.

If we care about ministering to individual souls as much as we care about overall church growth, we will want to know—
and will probably be very surprised by—the information waiting to be discovered in our data when we learn the power of
3D metrics.
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CHAPTER &.
CREATING A
STRATEGIC PLAN

“And the LORD answered me:
“Write the vision; make it plain on tablets,

so he may run who reads it.”
Habakkuk 2:2 (ESV)

The challenge of any plan is implementation. To reiterate a quote from
Chapter 5, “Less than 10% of strategies effectively formulated are
effectively executed.” (Fortune Magazine). Now is the time to move from
theory to action. In this final chapter, which could fill an entire book in its
own right, I will not only share final thoughts about metrics and strategy,
but also show you a sample strategic plan.

In Chapter 7, I explained that there is a direct connection from Metrics
back to the base of the Triangle—Values. An astute reader will by now
observed have that though we must identify the layers that support
Metrics first, knowing which metrics are important to us also helps us
recognize our values and mission. The creation of strategic and tactical
plans can be somewhat circular, but ultimately, a linear process must be
defined.

Thus, metrics are both a starting point and a bridge to action and
activities. Be aware that metrics are not simply point-in-time collecting

of data, which in no way constitutes actionable or relevant information.
They are the starting point for quantifiable goals that lead to actionable
steps that then lead to improved metrics. They help us identify processes,
structures and systems for both collecting the data and improving the
data.

Keep the goal in mind: To improve the health of the church by improving
all desired areas holistically and from within, creating a church that

is truly greater than the sum of its parts. Such a church will provide
sustained and significant kingdom impact with an observable Return on

Ministry, revealing our diligence and effectiveness as stewards of the King.

THE STRATEGIC PLANNING PROCESS

Consider this an executive summary, as there have been many, many
books written on the subject. As you begin to develop your own strategic
plan, feel free to start with this one, but also consider reading additional
outside sources, such as Advanced Strategic Planning by Aubrey
Malphurs, to further improve your process. We recommend the following
process be done annually. The first year will be the toughest

TIMETABLES AND MILESTONES

Strategy requires time to flesh out. Your investment of time at this

stage will pay significant dividends as your plan unfolds into reality. We
recommend small blocks of effort spread out over a period of time. This
allows for a more organic process, allowing ideas to germinate and time
for your right brain to process the puzzle and formulate solutions.

Don’t rush the process, but take care not to procrastinate. Let it unfold.
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Hold to the timetables, but allow yourself time in between to work through the various components. For example, one of the
deliverables for a departmental meeting is a departmental budget. This will obviously not happen overnight, and requires
coordination with finance or team leaders.

Consider all the moving parts and plan accordingly. Your best thinking will happen when you’re not rushed or battling the
urgent. Space out your milestones and block off the time necessary to think through each issue.

I recommend that churches find a break in the year to go through a season of strategic planning. Going by the calendar year
is not usually the best option the beginning and end of the year is the most hectic time, with holidays, time off and major
outreach events. Summer is a good time to go into planning mode; it’'s a good time form a fiscal planning point of view.

The following example is weighted towards a church with a specific governance structure; it can be tweaked accordingly.

Q3 Board Purpose

Meeting « Determine the priorities & objectives for the various areas of responsibility within the church for the upcoming year
- Balanced Scorecard categories (Spiritual, Community, Outreach, Operations)
« Other Board business

Deliverables
« A Priorities and Goals document

Departmental | Purpose

Annual « Plan for the upcoming year for each department
Planning Deliverables
Process - A departmental annual plan that is due first day of Month Two,

in our example, October 1st, and includes (for each department):
- Annual Objectives
- Capital Projects list
- Annual Calendar
- Annual Budget
- A Priorities and Goals document

Annual Purpose
Management - Propose additional Priorities and Objectives
Retreat « Review each department’s plan

- Create a Strategic Plan for Board Approval
Deliverables
- A Strategic Plan that is due on the first day of Month Three (November 1for calendar year churches) and includes:
- Annual Objectives
- Capital Projects list
- Annual Calendar
- Annual Budget

Q4 Board Purpose
Meeting - Approve the Strategic Plan
« Other Board business
Deliverables
« Approval for Strategic Plan that will be communicated on the first day of Month Four (December 1 for calendar year
churches) and includes:
- Annual Objectives
- Capital Projects list
- Annual Calendar
- Annual Budget
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Now that you can see the process from 30,000 feet, let’s come back around for a closer fly-by, and look at each of the
component parts in a little more detail. Recognize that the final deliverable of this process is a fully vetted, publishable,
strategic plan.

We recommend circulating a soft copy within departments, but we prefer a hard copy for Leadership and Board meetings.
There’s something concrete about having a tangible copy to read, discuss and annotate, as Habakkuk 2:2, this chapter’s
opening scripture, directs.

We will sometimes use version numbers to keep track of significant revisions, or perhaps to track through the approval
process (Version 1.1 for the first review draft, Version 1.2 when the management team has approved it, Version 1.3 when the
Board has approved it, etc.)

You will create one for each department. When individual documents are complete, you’ll combine them to create a
complete organization-level guidebook for your year that you can (and should) refer to often. It will contain:

- Objectives and Goals: This section serves as the cornerstone of the entire strategic plan. This is where you define what
you hope to accomplish in the coming year. Do this part well, and the rest of the plan falls into place for you. It will serve
as the basis for other plans, including your Team, your Incentives, your Meetings, and your Budgets.

Keep the content at a very high level. Regardless of the size of your organization, your Objectives and Goals should fit
on one page. If you're using an outline format, keep it to the main bullet points, or perhaps down one level, but resist
the temptation to dive into the action plans of your various teams. There will be plenty of time later to delve into details.
Don’t do that in the summary, else it's not a summary at all.

« ldentity: This section will include the church’s:
- History
- Core values and guiding principles
- Vision
- Mission
- Statement of faith.

« Priorities: An Executive Pastor is usually responsible for various areas or teams. Your strategic plan should be divided
into one section for each of those areas or teams. You can use tabs to separate them for easy access and reference. A
sample Table of Contents is supplied for you at the end of the chapter.

- After the Cover Page, the first page of the Strategic Plan is the Table of Contents which identifies each section.

- The first section should be a comprehensive summary. All of the details of the subsequent sections will roll up into
this section.

- Each subsequent section, representing each area of responsibility, including the first summarizing section, should
likewise have a Table of Contents that is more specific and concrete.

- The Priorities section lists all the areas or teams in your church and the deliverables established in the appropriate
phase above.

« Team: This section describes who is on the bus. It not only identifies the current players, but also sets forth your plan for
the future.

- Org Chart: Begin by including an Organizational Chart of your current structure. This visual representation of your
team provides a useful reference for a variety of purposes. It helps clarify reporting and responsibility, and lays
the groundwork for establishing roles. It also makes it easier to spot holes in your staffing plan or areas that need
reinforcement.
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- Management: Identify and describe your management team, its mission, objectives, capital projects and needs and
dependencies.

- Roles: In this section, you will begin to unpack the unique skills and qualifications of your team and precisely how
each role performs in fulfilling the strategic plan.

> It’s not enough to describe who your people are; you need to describe what they will do, specifically and
critically. If the Team section is describing who is on the bus, the Roles section is describing their seats on the
bus.

> In the continued context of top-down descriptions, first describe the roles of your direct reports. Depending
on the size of your organization, each of your direct reports might have their own section in your strategic plan.
This initial “overview” section will likely stop at your direct reports, and cursorily describe their teams.

> If your organizational structure does not warrant a separate section for each of your direct reports, then spend
some time talking about the department heads and team leads (your direct reports’ direct reports). This will
follow the same structure as before, but adds another level of detail to your plan.

- Staff: Describe each of your key direct reports and how each one fits into the organizational structure. Your
organizational chart can serve as a sort of outline for this process. If there are key positions that are currently
unfilled, go ahead and describe the position, then address the need later in your staffing plan. Include the mission,
objectives, capital projects, and needs and dependencies of this level of staff.

- Positions: Your staffing plan will focus on both the positions that need to be filled to accomplish your strategic plan,
as well as the positions that will no longer be necessary (if any). If a position is eliminated and that person can be
reassigned to a productive role elsewhere in your organization, describe that change here as well.

« Ministries: For each ministry, you will list priorities, team members, mission, objectives, Capital projects, and needs and
dependencies.

- Incentives and Celebrations: After describing your team and their roles, lay out some very specific incentives and
celebrations for accomplishing your strategic plan. These are calendared events designed to promote team unity and
camaraderie. They can be simple, like a staff lunch, or more elaborate, like a group movie outing, Fair Day at the State
Fair or a Holiday Potluck.

- Meetings: In order to avoid “Death by Meeting,” list your regularly scheduled meetings, such as departmental, All-
Hands, One-on-Ones, etc. This will ensure that the team continues to function during the strategic planning season.

- Budgets: Including the pertinent budgets will help keep things in perspective.

- Revision History: It's always a good idea to keep a log of changes made to the document, and who made them, as it’s
being developed.

Each year, you'll update your objectives, goals, priorities and some specifics, but the bulk of the work will be done and a
framework in place that you can build upon.
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THE BALANCED SCORECARD: YOUR NEW DASHBOARD

The process of developing the various components of the Return on Ministry concepts—such as values, systems and
metrics—will have filled a notebook, as you will see in the next chapter! The final act of building your Balanced Scorecard
will be to create a graphical representation of your strategic plan into one-page document (if possible) that:

1. Identifies your Balanced Scorecard categories

2. Identifies your key performance indicators (your identity):
a. Mission
b. Vision
c. Value

3. Groups your metrics by their dimensional reach (1!, 2" and 3') so that you are able to measure your own growth in
the area of metrics.

4. Compares the results across your Balanced Scorecard

Metrics require context to have meaning. You need to know what you’re comparing to, i.e. an external benchmark or
your own results year over year.
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Hopefully, as we near the end of our journey together, you're bursting with
ideas and raring to go implement them. Resist the urge to charge out of
the gate for just a few more minutes.

When your child is growing up, you have many conversations along the way,

just like we've done through the pages of this book. When he is preparing
to leave for college, there’s no time to review everything you’ve taught him.
Now is the time for hitting the highlights and re-emphasizing the things you
know are extra critical. That’'s what | want to share with you here.

SUMMARY

In this book, we’ve covered:

1. Return on Ministry: Process

The foundations of ROM consist of the bottom three tiers of the Values
Triangle, which, together, form a church’s identity. Self-awareness is the
church’s first assignment, which then helps leaders align everything
they do with that identity. This alignment allows for effective strategic
and tactical planning, custom-designed for the church’s unique nature.
(Chap. 1, 3, 4)

2. Return on Ministry: People

Assessing not only the staff structure you have but also the staff
structure you need is essential to implementing a Return on Ministry
undertaking. If the gap between these two structures is not closed, then
the change effort will be hampered with painful inefficiencies. Getting
the right people in the right seats demands that leaders know how to
guide a team through all the dynamics of a change effort. (Chap. 3, 5)

3. Return on Ministry: Technology

Technology is a vital part of a high-functioning church, but only as a
support to healthy processes and people structures. Knowing your

audience and your destination, the concepts of “total cost of ownership”,

and the basics of data management can help you understand the right
questions to ask to determine the right technology for your needs.
(Chap. 3, 6)

4. Return on Ministry: Metrics

You cannot improve what you do not track and measure. Without
measurement, data has minimal value beyond providing contact
information (a.k.a. the Glorified Rolodex Effect). It's important to know
what to measure and what data measurements mean, which differs
depending on what you value and what your destination is. Knowing
what you're going to measure is also a prerequisite for determining
the activities you're going to engage in and how you will go about
implementing them. (Chap. 2, 7)
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5. Return on Ministry: Strategic Planning

Effective strategy relies on “Documentation, Documentation, Documentation.” Remember Habakkuk 2:2: “Write the
vision; make it plain on tablets, so he may run who reads it.” The process of finding the words, forming the plans, and
documenting it all is the difference in having a strategy and good intentions. The Strategic Plan is the last step in “walking
the talk.” (Chap. 8)

HOW DO WE PUT IT TOGETHER?

Return on Ministry relies on these 5 tips for successful implementation:

1. Talk to people

Start by first taking a step back and evaluating the situation from the most un-biased point of view you can manage.
Reread Chapter 5 (ROM: People). Refresh your understanding of change management (consider the resources listed on
page 32). Interview your biggest critic(s) and head off resistance at the pass by hearing their points of view and fears.
Ensure that the ones who make everything happen are on your side.

Remember, “if no one’s following you, you’re just taking a walk.” John Maxwell

2. Have a 90-day plan

In change management, successful leaders don’t try to move ideas too quickly. As Shakespeare said in Romeo and Juliet,
“they stumble that run fast.” Plan a measured roll-out—I recommend a 90-day plan—that your team understands and
supports. Monitor stress points along the way and provide space for communication and discomfort.

Keep yourself prepared for the stages and push-back inherent in change, refusing to take these natural waves of
“people-response” personally. Balance that with accountability for your leadership decisions and style. Remember
Proverbs 15:22:“Plans fail for lack of counsel, but with many advisers they succeed.”

3. Don’t rush through the Values Triangle

Make sure everyone is on the same page about each tier and what it represents. Because alignment of the tiers is
necessary for maximum Return on Ministry, it's vital to hash out any and all differences of opinion at this level. If you don'’t,
those discrepancies will come back to haunt you further into the process, and by then, your progress will be skewed. Do
the work at this stage and you will save countless hours and detours in the latter stages.

4. Don’t skip any metrics in the Return on Ministry plan

Fill in your Balanced Scorecard (page 12), your staff structure (page 27), Know your Destination (page 34) and Strategic
Plan (page 47), even if you think these are areas where you either have nothing to say or you've got it all figured out.
Writing things down takes them from intangible to concrete. It releases the brain from the burden of trying to organize and
remember and allows it to look at data in a fresh way. Patterns emerge, roadblocks are explained, gaps are made visible.
Everything becomes clearer when you see it outside your head. It also helps keep people on the same page.

5. Invest in your data strategy.

A team full of great thinkers won’t get very far without a person or team that manages the administrative side of things.
Make sure that person or group has a natural love for the handling of facts and figures AND the training they need to
effectively manage a database. (Don’t assume their “love” guarantees “skill”). Without a data strategy, you will not have
any data integrity, and all your hard work will stall.

54



RETURN ON MINISTRY
CONCLUSION

When all is said and done, the work of pastoral leadership is planting, watering and harvesting (1 Cor. 3:6). Growth belongs
to the Lord. As you strive to be a steward of the resources that support and encourage growth, always keep God at the helm
of the ship, knowing that “in his heart, a man plans his course, but the Lord determines his steps.” (Proverbs 16:9)

Dependence on outcomes for your personal identity or as markers of success is a sure-fire road to stress and perhaps a
new job. Ultimately, growth is not your job; obedience is.

Return on Ministry is about achieving measured results for God’s kingdom. It’s stewardship for a technical age, making
Galileo’s admonishment to “measure what can be measured, and make measurable what cannot be measured” more
possible—and more important—than ever.

God bless your journey.
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