The 7 Practices of Effective Ministry
By Andy Stanley, Reggie Joiner and Lane Jones

1. Clarify the Win

Define what is important at every level of the organisation.

It is all about how we measure success in our ministry.

We must communicate what is really important and what really matters to us.

Advantages:

* The team stays on the same page – alignment happens.

* Resources are managed better

* Positive momentum takes place – momentum is just a series of wins. Winning motivates a team!

When we win consistently, staff and volunteers tend to work harder, be less negative, trust the leadership, give more generously, stay involved.

Four Steps to Clarify the Win:

A. Sum up the Win in a Simple Phrase

Example: in our InsideOut High School program a win happens when a student has meaningful interaction and discusses life-changing principles within the context of a small group. So at InsideOut, everything that is done is measured against how it gets students to connect in small groups. The host, worship leader and speaker all help to ensure this win is achieved. In the end, if students [participate in an effective small group, we win, if they do not, we lose. A key question to ask to clarify the win is, what do we want people to walk away and do?

B. Keep the Win as Specific as Possible

It is not a mission statement – which is general or more like a compass – that does not ensure effectiveness. A win is marking a specific destination on a map.

C. Restate the Win Frequently and Creatively

Once it is defined, the win must be kept in front of the team. We must keep reminding people of what is really important. How? Post the win in a place that people can see it; establish strategic questions to ask at each meeting to help leaders keep thinking about the win; use videos to document a specific win and illustrate it with comments from people in the event; script it into your announcement and promotions so everyone can hear it; brand it into an environment by creating taglines that reinforce it.
D. Meet to Clarify the Win at Every Level

It is not just clarifying the win for our church or our youth ministry as a whole but for each piece of the disciplemaking strategy. It must focus on each practical level where ministry is taking place.

Improving Your Game:

(1) What was our last win and how did it affect attitudes throughout the organisation?

(2) Practise clarifying a win for a department, for a program or for a leadership position.
(3) Name three areas in your organisation that it would be helpful to clarify the win. Are there areas where volunteers may be confused about what the win is?

(4) Brainstorm creative ways to communicate the win.

2. Think Steps Not Programs

Before you start anything, make sure it takes you to where you need to go

We must do ministry with the end in mind. In baseball we need to ask not just: Are we hitting the ball? But rather: Are we getting on base? Are we going in the right direction? Are we getting closer to home base?
A step is not the same as a program. A program is a system of services, opportunities or projects, usually designed to meet a social need. The primary goal here is to meet someone’s need. When we create programs we tend to create a response to meet a specific need that has arisen.

A step is a series of actions, processes or measures taken to achieve a goal. Here the primary goal is not to meet someone’s need but rather to help them go where they need to go. A step is part of a series of actions that systematically take a person somewhere.

When we create programs we ask: What is the need? And then we ask: How are we going to meet the need? When we create steps we ask: Where do we want people to be? And then we ask: How are we going to get them there? The result is a ministry that works in steps – it is created to lead people somewhere.

An example: The mission of North Point Community Church is to lead people into a growing relationship with Jesus Christ.
First determine where you want people to be, then figure out how you’re going to get them there. That is doing ministry with the end in mind.

When we think steps, we think specifically about how to help people move to the next stage in their spiritual growth. It is hard to get someone from being a seeker to a member so we design steps in the process. Our steps are also focused on how people grow in their relationships. Discipleship happens most naturally and effectively in the context of meaningful relationships.

Creating Effective Steps:

A. Every Step Should Be Easy
The next step in a process cannot be too much of a jump – sometimes we need to create extra steps.

B. Every Step Has to Be Obvious
People must be able to see that the next step is the logical one to take.

C. Every Step Must be Strategic
It must be a step to somewhere specific that people are taking. When Alice was lost in Wonderland she asked the Cheshire Cat: “Would you tell me, please, which way I ought to go from here?” “That depends a good deal on where you want to get to,“ the Cat answered. When Alice replied that it really doesn’t matter, the grinning feline said: “Then it doesn’t matter which way you go.”

Improving Your Game:
(1) Where is the ultimate destination for people to experience life change?

(2) Create a road map outlining the steps that lead someone to this new destination.
(3) Are there steps that need to be eliminated because they don’t take people where you want them to go?

(4) What steps need to be created to help people get to the desired destination more effectively?

(5) Are there steps that take people where you want them to go but have not been clearly communicated?

3. Narrow the Focus

Do fewer things in order to make a greater impact.

If you really want to make a lasting impact, then you need to eliminate what you do well for the sake of what you can potentially do best. 
Your potential to make an impact with your life is directly related to your willingness to narrow your focus.
* Too many churches have ADD. The natural tendency is to drift towards complexity. We must continually pursue simplicity. 

* Too many churches are doing more but they are not reaching and discipling more people. 
* Some churches have bought into the ministry menu philosophy where they offer a wide range of services rather than specialising in a few. 

* Churches feel constant pressure to provide programs on the basis of needs.  Most ministry is focused on the needs of people inside the church.

* Individuals have been allowed to build their identity around a program and not a mission.

* Church leaders fear the fallout of eliminating certain programs.

To Narrow Our Focus We Must:

A. Simplify

We must resist complexity and pursue simplicity.

B. Kill What is Not Working

We must choose what potentially works best over what is presently working. John 15:1-2: "I am the true vine, and my Father takes care of the vineyard. He removes every one of my branches that doesn't produce fruit. He also prunes every branch that does produce fruit to make it produce more fruit.”
C. Create Brands

We must create environments as distinct brands. The best kind of selling is when marketing is specific. To do this we must: (1) Identify a primary target group; (2) Design each environment to do one thing!
We must list each environment and clarify what it is designed to do: (Examples)

InsideOut – a small group for students

Rush Hour – a place for students to bring unchurched friends

Starting Point – small group for seekers and new believers

7:22 – a worship experience for young adults

D. Build a Team of Specialist
We must enable to our staff to become individual specialists.

When we focus each environment the greater the relevance, the better the connection, the higher the quality and the stronger the impact.

Improving Your Game:
(1) Identify any programs in your organisation that are providing the same step, Which one has the greater potential to become more effective if you eliminate the other?

(2) Is there an effective program that you should eliminate because it is preventing a more important program from becoming more effective?

(3) Are there activities or programs that have become barriers to excellence in your organisation?

(4) Create a “not-to-do” list outlining programs your organisation shouldn’t do. Decide now what you will never do.

(5) Try to attach a word or short phrase to each of your environments to “brand” its distinctiveness.

(6) Assign each person on your team to describe, in one sentence, every other team members primary contribution to the organisation. Share and discuss each list.
4. Teach Less for More

Say only what you need to say, to the people who need to hear it.
This means that we should rethink what and how you communicate to your team. If “Narrow the focus” suggests that you make a stronger impact when you do less, “teach less for more” implies that you can drastically improve how much people learn if you teach less. This does not mean that we necessarily use fewer words, but that we narrow the scope of what we teach to cover less information. The things we choose to teach must be limited to those things that your people most need to hear. This is the irreducible minimums of learning.

We must take a look at what our target audience needs to know and separate what is most important from what is just interesting. 
“Think steps, not programs” answers the question, “Where do you want people to be?” whereas “Teach less for more” answers the question, “What do you want people to become?” Once we have established a vision for each stage of a person’s life, you have established a way to measure what you teach. We must teach with the end in mind. 

Four Steps To Teach Less For More:
A. Decide What You Are Going to Say

By targeting the needs of each specific age group and then prioritising our teaching to address those needs, we have established the irreducible minimums for every department.

B. Decide to Say One Thing at a Time

We must say less each time we meet. We must avoid the temptation to squeeze as much information as possible into each of our teaching opportunities. When people walk away clearly understanding a single principle, they are much more likely to apply that principle in their daily lives.

C. Decide How You are Going to Say It

As we engage with the heart and the mind of the listener we must appeal to a wide variety of learning styles. We must use as many different tools as possible. 

D. Say It Over and Over Again

What is worth remembering is always worth repeating. Repetition is how we learn. The more creative we are with out presentation, the more effective we will be in communicating relevant information.
Churches teach more for less because it is easier to do so, they have bought into the myth about going “deep”, they worry about not having enough to say, they fear they will leave something out, what they teach is predetermined by entities outside their ministry and they are confused about the difference between information and application. We must look at our message and ask: “Is it helpful?”
Improving Your Game:

(1) Identify a handful of must-know, can’t be without, age-appropriate principles (irreducible minimums) for each target group in your ministry.

(2) State your irreducible minimums in a creative way that your leaders and volunteers can remember.

(3) Practise crafting in a memorable way the “bottom line” you hoped to communicate in a recent message or lesson.

(4) Evaluate a recent worship service and identify which elements did not complement the focus of the message. Remember, the goal is for everything to reinforce the bottom line. If you were approaching the same service this Sunday, what could you change to effectively teach less for more?

(5) Brainstorm some new tools or creative elements you can use to enhance your production or environments.

5. Listen to Outsiders

Focus on who you’re trying to reach not who you’re trying to keep.
It is easy for the needs or interests of insiders to ultimately drive the priorities of any organisation. It is the natural tendency of any group to become insider-focussed. If we surround ourselves long enough with people who think like us, we will become more and more certain that’s the best way to think. Over time we will find ourselves inclined to completely disregard the concerned voice of those positioned on the outside.
Unfortunately, most churches reflect the interests, values and needs of people who are already attending church.

We must strive to find the delicate balance between facilitating the growth of believers and reaching those who are unchurched. 
How to Listen to Outsiders:

* We must learn to think outside.

* Members must be taught how to invest and invite – to make a personal investment in the life of a lost person and bring them into our ministry environment.

* To effectively listen to outsiders we must learn their language.

* We must listen to organisations that are reaching outsiders.

* We must listen to insiders who listen to outsiders.
Improving Your Game:

(1) List the environments outside of your organisation where you regularly interact with unchurched people.

(2) In what areas should your organisation carefully guard against the tendency of catering to the insiders.

(3) Which environments in your organisation have been specifically designed with outsiders in mind.

(4) Who are the “outside” experts reaching your target audience?

6. Replace Yourself
Learn to hand off what you do.

We have two options: (1) we can desperately hold on to our job until someone inevitably replaces us; or (2) we can prepare someone to do what we do and strategically replace ourselves. The first option gives us limited input in what happens in the future of the organisation, while the second allows us to leverage our influence within the next generation who will one day lead the organisation. When we attempt to hold on, we encourage the organisation to be built around a personality, when we strategically replace ourselves, we allow the organisation to be driven by a vision. 

If we fail to develop a strategy to replace ourselves, we will force talented individuals to remain in the wings; we will cause potential leaders to exit the organisation; we will stifle needed insight from valuable team members; we will hinder our ability to recruit volunteers; and we will limit the growth of our programs and ministries. 

How to Replace Ourselves:

* Tear down leadership walls - Rather than spending too much time asking, “What keeps me from growing as a leader?” we should spend more time asking, “What keeps those around me from growing as leaders?”

* Applaud those who applaud others – we must be willing to hand off things we do to others and genuinely applaud them when they succeed.

* Position your volunteers to recruit – our volunteers hold the keys to the fulfilment of our long term vision for leading people into a growing relationship with Jesus. Id each of them look to replace themselves, we will never had a lack of leadership.

* Teach what you know – we must model what needs to be done in ministry by apprenticing someone so that we can teach what we know to someone else. 

* There are three steps to handing something off – (1) Break it down – clearly communicate what you are wanting someone to do; (2) Hand it off – you must actually give the task to someone else to do; and (3) Let it go – allow others to own what you have handed to them.

Improving Your Game:

(1) Identify the leaders in your organisation. What is your plan for replacing those leaders?

(2) Who are you personally investing in to do your job after you’re gone?

(3) Which systems are now in place that will make it easy to transfer responsibility to others?

(4) Which leadership style do you most identify with. Do you also identify with it’s potential weaknesses?

7. Work On It
Take time to evaluate your work and to celebrate your wins.

Self-evaluation is not a new concept – God did it at the end of creation. No matter how good the system, a consistent time of evaluation can produce tremendous results. This is called creating margin. 

How to Work On It:
* Build margin into the calendar – We must carve out time in our schedule that is not given to the daily routine of working in ministry. This could be in the form of retreats and off-site meetings where our staff can get away, step back and take a big-picture view of things. Sometimes it is important to stop an event for a period of time so that you can evaluate it objectively.
* Have a weekly story time – After each weekend we should get together to share the successes and failures that occurred in our ministry and give insight and attention to other areas. A question to ask is: “What did you see, hear, or experience this week that makes you feel we have successfully fulfilled our mission?” When stories stop coming, we are no longer being effective. 
* Confront the facts – When we evaluate our ministry we must face up to the facts. 

* Celebrate the stories – it is not enough to evaluate, we must celebrate. 

Improving Your Game:

(1) Does your present meeting structure allow time for sharing learning experiences? What percentage of your meetings is pent simply downloaded information?

(2) Discuss ways you can effectively encourage learning throughout your organisation.

(3) How much of your time do you spend just working on what is happening in your weekly programming versus discussing overall strategy?

(4) Make a list of issues your team needs to discuss that don’t directly impact what happens in your weekly program – for example, how you reach outsiders, increasing small group participation, identifying what’s not working, developing a hiring policy, etc.

(5) Would the members of your organisation say that they contributions are values and that time is taken to properly honour these contributions? In what areas and what ways could you improve in this area?

(6)  Identify a specific win you could celebrate with your team. What would that celebration look like? Now put it on the calendar.

The Value of the Seven Practises:
* Clarify The Win fuels our momentum.

* Think Steps, Not Programs protects our alignment.

* Narrow The Focus points us towards excellence.
* Teach Less For More guarantees that we stay relevant.

* Listen To Outsides keeps us focussed on growth.
* Replace Yourself assures us of longevity.
* Work On It positions us for discovery.
