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Twenty thousand feet above the earth, moisture begins to concentrate. Molecules of hydrogen and
oxygen condense. Small droplets of water materialize and begin falling to earth.

At the outset of their journey, all the little raindrops look the same. They are spheres of water
two millimeters in diameter, each having a similar composition and density. But then they encounter
frigid air currents blowing up and down, back and forth. The droplets condense around microscopic
dust particles in the atmosphere, and a marvelous transformation begins to occur. The raindrops
start turning into snowflakes. They change at different times, speeds, and altitudes. But by the time
they gently settle to earth, each one is unique. Their journey has transformed them.

Our lives are like snowflakes. At the outset, we all look about the same: tiny embryos only a few
centimeters in diameter, each having the same composition and density. But at birth we begin our journey.
We meet certain people, encounter various events, and develop different attitudes. We experience joy,
pain, love, and apathy. Each one of us becomes a unique human being. Our journeys transform us.

Each of your life experiences have shaped you. Some more than others. Perhaps you lost a
parent in early childhood or a child in early parenthood. Maybe you survived cancer or are fighting
to do so now. Possibly it was abuse or divorce that shaped you into the “snowflake” you are today.

Or perhaps in your youth you were physically coordinated and developed a passion for sports
as a hobby or profession. Do you have a love for camping because of previous good times with
family and friends? Possibly an experience in your background sparks deep compassion for unwed
teen mothers or widows who have lost a lifetime spouse. Perhaps you thrill at the thought of riding
a motorcycle on a summer cross-country tour. Whatever your experiences, whatever your
influences, your “snowflake” is unique.

Introduction
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But so what?
The answer to that question is both simple yet profound: God doesn’t waste experiences.
Whoever you are and whatever you have been becoming, the uniqueness that is you can be

used by God. The special person you are now can be used in a way that only you and God can
imagine. Maybe at this point, even you can’t imagine. But Scripture tells us, “All things work
together for good to those who love God, to those who are the called according to His purpose”
(Rom. 8:28 NKJV). In this verse, God is not only talking about you; he is talking to you: “I will
work your life experiences together in a powerful way if you love me and let me use the unique
person that you have become.”

The Purpose of This Planning Guide

This is a guide to help you tap into your unique “snowflake” for divine purposes. Doing so is
an exciting process and definitely an enjoyable one. Just ask the tens of thousands men and women
in churches around the country who are using their uniqueness in Christ-honoring ministries. I
know their joy because I’ve talked to many of them. I’ve seen their eyes light up when they tell
their stories. I’ve watched their body language say, “This is just so cool!” (Or words to that effect,
depending on the generation they’re from.)

This workbook is a guide to help you focus the special power of your uniqueness into a new
ministry. Like a magnifying glass that focuses the sun’s dispersed light into a powerful and
penetrating beam of heat, this workbook will help you focus the uniqueness of who you are into a
powerful and productive new ministry in your church. 

We’ll discuss the term ministry in the first chapter. Basically, it’s just a place or experience
where people are touched by God’s love. And when you’re in the middle of it all, it really is cool.

You have had a life full of experiences; some pleasant, some not. Those experiences have shaped
you into a unique person whom God can use to affect others. But here’s the most exciting part: Many
of those others whom God wants to reach through you are people who live in your neighborhood
right now and who are outside of the Christian faith and community. These people don’t know it,
but some of them will come to be Christ-followers in the months and years ahead because of the
ministry you will have helped to birth.

God does not demand that we use our experience in ministry. His MO is to invite, but he does
not force. So the next step is up to you. Are you ready to explore the possibility that God has been
preparing you for something special and unique? Something that will positively change your life
and the lives of people you do not yet even know? I hope so. Because . . . hey!  Hold on a minute.
Look up in the sky. Can you believe it?

It’s starting to snow!
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You have something on your mind; everyone does. What’s on your mind is what’s important to
you. It’s what you think about. What you look forward to. What you worry about. It’s what
determines how you spend your free time. 

What is it for you? A hobby? Perhaps you’re passionate about fishing, quilting, reading, or
photography. Maybe your heart beats for a cause. Do you find fulfillment in helping meet the needs
of the homeless or children in single-parent families or people struggling with addictions? Perhaps
you’re not actually doing anything at the moment about your particular interest. Maybe you just
wish you could, or think that someone should.

Everyone cares about something. In fact, most people get passionate about a number of things.
Some care about their passion so much that they do something about it—often through their
church.

That’s what this workbook is all about. It’s a guide to walk you through the process of turning
your passion into a “side door” ministry in your church.

What Is a Side Door Ministry?

Starting special-interest ministries is an increasingly popular and effective way for people and
churches to reach into their communities and touch others with God’s love. A side door ministry
can blossom out of the passion of one or more church members who care about something
(anything, really) and are open to letting God do something with that passion.

So You Want to Start Something?

1

6



I will use the term ministry often in this workbook. But keep
in mind that the term is very flexible. For example, a side door
ministry in the Brethren in Christ Church (Alta Loma, California)
is a regular support group for recovering alcoholics started by a
member of the church. A side door ministry in the Bethel AME
Church (Wilmington, Delaware) is the Daisy Jackson Homework
Club that meets twice a week and grew out of the passion of . . .
can you guess? A side door ministry at the Thomas Road Baptist
Church (Lynchburg, Virginia) is a group of guys who get together
on Sunday mornings for Bible study and then go for a motorcycle
ride after church.

A side door ministry is simply a way for a church to bring
people together around a shared interest. When people connect
around one or more such heartfelt passions, wonderful things
happen. New friends are made. A sense of community develops.

And one of the most beautiful things in God’s creation begins to blossom: relationships.
While special-interest ministries can take hundreds of different forms, they all share one

common ingredient: They involve both Christians and non-Christians. A side door ministry is no
“holy huddle” for believers only. A special-interest ministry brings together church members and
nonmembers around a common interest or concern they all share. Through their common passion,
relationships develop that break down barriers—walls that have often isolated people inside the
church from people outside.

Throughout the pages of this workbook, I have included examples of side door ministries in
churches around the country, along with a brief description from their websites. For example, you
will see on this page an example of a creative side door ministry at Grace United Methodist Church
(Merritt Island, Florida)—a puppet ministry. Begun by several church members who enjoy puppets
and wanted to turn their interest outward, this ministry has become a great vehicle for building
friendships among members and nonmembers who share an interest in puppets. Take a moment, if
you haven’t already done so, and flip through the pages
of this workbook to see just a few creative ministries that
have been started by people just like you in churches
around the country. These are just a handful of great
ministries that grew out of someone’s passion. 

A side door ministry begins with a particular interest
or concern. With encouragement and help from their
church, these people nurture their interest or concern into
a rewarding ministry. It’s a win-win-win situation.
Church members win because they’re doing something
they already enjoy and are probably good at. Churches
win because they are broadening their ministry and
connections with people outside the church. And those
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Grace Church (Eden Prairie, Minnesota)

A team of seven to ten women from Grace
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is invited. Bring a friend. (See website.)



who become involved in the ministry win because their lives are positively touched by God and by
God’s people.

My Assumptions about You

Because you are reading this workbook, I assume several things about you:

• You are a Christian. You have a relationship with God through
his Son, Jesus Christ. Thus, a great deal of the meaning and
purpose in your life is built on this foundation. 

• You are involved in a church. You may not be a big shot in your
church. In fact, for the purpose of this workbook, it’s probably
better if you’re not. But you do have a church that you call home.

• You believe that Christians (including you) should be a channel
for God’s love to flow through to those around them. It’s true.
People experience God’s love through the love of God’s people.
This kind of love attracts non-Christians to its source.

• You have priorities. Certain things are important to you. And you
are open to letting God use at least one of those things to help
you connect with others who care about the same thing.

If you meet all these criteria, keep reading. There are exciting times ahead for you and your church.

Have You Met with Your Pastor or Church Staff?

On the website where you downloaded this planning guide (www.wphresources.com/sidedoor)
are reproducible appendixes. Appendix H is a Talking-Points Discussion Guide. This is a list of
questions to help you organize a conversation with your pastor or ministry coach. It’s very
important, early on, to talk with someone from your church.  Not only will the conversation help
you think through the possibilities of a new ministry, but simply talking with someone about the
idea will help clarify and focus your ideas. This list is also available in the printed book, Side Door.
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Starting a new ministry is not a one-runner marathon; it’s a multi-runner relay. You can’t, nor should
you try to, do it alone. Now that you have met with your pastor or ministry coach, your next
important step in beginning a successful new ministry is to invite some select people to join and
support you in two important areas: prayer and planning. Following are some suggestions for
finding the right people in both areas.

Prayer Support

You will find it very helpful to have people praying for you during the important days of birthing
your new ministry. Scripture tells us that the prayers of believers have great power and wonderful
results (see James 5:16). Your efforts will be more successful, your mind will be sharper, and your
heart will be softer when fellow Christians are asking God to bless you and your endeavors. There
is no limit to the number of people you can ask to help you with prayer support. But you should
have at least five individuals who agree to pray for you in the next several months. Ask these people
to pray that God would grant you:

• Vision to see the potential of this ministry dream,
• Discernment to make wise choices on how to proceed,
• Compassion for the people who will be affected by your ministry, and
• Resolve if and when your patience or enthusiasm falters.

Building a Dream Team

2
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Here are some ideas about whom you can ask to pray for you:

• Friends (inside or outside your church, at home or far away),
• Relatives,
• People in your adult Bible class or small group,
• People on your church’s intercessory prayer team, and
• Other Christians who know you and care about you.

Planning Support

The steps of birthing a new ministry won’t all be easy. But that doesn’t mean starting this ministry
won’t be rewarding or worthwhile. It will, in fact, probably be one of the most rewarding things you have
done. In order to share with others both the challenges and joys on your upcoming journey, you will want
to gather a group of two to four people to walk alongside you. This group will be called your ministry
planning team. Your ministry planning team will be composed of people who share your dream of a new
ministry in and through your church. Here are some reasons why a ministry planning team is important:

• It’s more fun going on a journey with others who share
your excitement.

• It’s nice to have people who will encourage you, and
you them, when things get a little challenging.

• It’s easier to come up with good ideas in a group than it
is on your own.

• It’s simply a more effective and efficient way to get
things done.

A ministry planning team is so important to the success of
your new venture that if you can’t find at least two other
people to help you get started on this first stage of the journey,
don’t continue until you can.

Where to Find People for Your Ministry Planning Team

If a spouse, family member, or other relative shares your enthusiasm for the idea, he or she
could be helpful and fun to work with. Perhaps you have friends in your church who would be
willing to help you get started and serve in your prayer support group or ministry planning team.

It is likely that there are people in your church who care about the same thing that you do. Ask
your pastor or ministry coach if there is anyone in the church who might be interested in working
with you to launch this new ministry.
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New Life United Methodist Church 
(Midlothian, Virginia)
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people. (See website.)



Initial Activities of the Ministry Planning Team

There are two initial activities in which your ministry planning team will be involved: 
(1) researching churches that have similar ministries to the one you are conceiving, and  (2) defining
the target audience that will be affected by your new ministry. Below is a brief description of both
activities. The following two chapters provide more detailed guidance for accomplishing each.

Researching Churches with Similar Ministries 
There are many creative churches around the country that may already have a ministry similar

to the one you would like to start. Knowing what these churches are doing and what they have
learned will be a great help in developing a top quality ministry right from the start. You will
primarily research churches via the Internet and then contact the leaders of several model ministries
to learn more about what they are doing. (Chapter 3 of this planning guide provides you with
guidelines on how to conduct and compile your research.)

Defining Your Target Audience
Your target audience is the “people group” (both in- and outside your church) who will be

affected by or involved in your new ministry. A common mistake in defining a target people group
is to assume that the new activity will be of interest to a broad diversity of people. In reality, just
the opposite is true—the more narrowly you define your target group, the more likely the new
ministry will be successful. (Chapter 4 of this planning guide will explain why and provide a guide
for defining your target audience in a way that will help you to be most successful.)

Final Check for Building a Dream Team

___ Yes, at least five people have said they will pray for my efforts to begin a new ministry in
my church. They are:

1. 4.

2. 5.

3.

___ Yes, I have two to four people who have agreed to serve on a ministry planning team with
me in order to help begin a new ministry in our church. They are:

1. 3.

2. 4.
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You’ve probably heard the old saying, “Let’s not reinvent the wheel.” It’s good advice. There are
many churches around the country that have creative people and creative ministries, and you will
do yourself a great favor to learn from these churches.

Your goal in this chapter is for you and your ministry planning team to identify and learn from
at least three churches that have a similar ministry to the one you want to start. This exercise will:

• Give you helpful ideas for your own ministry,
• Keep you from making avoidable mistakes,
• Prevent the waste of your time and money,
• Help you communicate your dream to other church leaders, and
• Energize you and your ministry planning team to see possibilities of what your own ministry
might someday be like one day. 

At least one person on your ministry planning team is probably familiar with using Google or
some other Internet search engine. If no one on the team has this knowledge, find someone who is
willing to give you a short lesson or devote several hours to working with the team. You should be
able to do most of the Internet research in a two-hour session. 

Plan a time at someone’s home or a place with high-speed Internet and a printer. Before the
meeting purchase a binder and a set of eight divider tabs. Label the tabs:

Researching Other Ministries

3
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• Case Study 1: [fill in church name] • Websites
• Case Study 2: [fill in church name] • Articles
• Case Study 3: [fill in church name] • Books
• Ministries/Organizations • People

Bring a hole punch so you can keep any printouts from your
research in the binder.

Begin your search by entering one or more key words into the
search engine that reflects your area of interest. Try multiple words
in one search. Include church as a key word; you could also try
ministry. Experiment with different word combinations to see what
kind of hits you get.

Record the results of your search, being sure to include the
church name, city, state, web address, and other helpful information.
This record will also be helpful when you go back to identify the
church models you want to study in more detail.

Your goal for this initial research is to come up with a list of several
dozen churches that have ministries or activities related to your area of
interest. Your long-term goal is to narrow your search to three churches
that seem to have a reasonably well-developed ministry that is similar

to what you are considering so that you can later talk with their staff and learn from their experience. 
In your research, do not ignore churches that:

• Are larger than yours. The process of starting and conducting a successful ministry is the
same, regardless of church size. Most larger churches do things right, so there is much to
learn from them.

• Have a different theology than yours. It turns out that churches don’t grow because of “right”
or “wrong” theology anyway. They grow because they are touching people’s felt needs with
and through God’s love. That’s what your new ministry will be doing.

• Are in a different location than yours. Neither do churches grow because they are in a certain
city or a particular part of the country. There are churches that are growing and reaching
people in all parts of the country and in all demographic locations.

In your research, visit Amazon.com. Use similar search words or phrases as the ones you used
in your Google search. Here you are looking for related books, videos, or other resources. If you
find an author who has written on your topic of interest, consider buying the book. Note whether
the author is associated with a church and how you might contact him or her for more information.

In your online research, you may come across other helpful information for your new ministry
such as articles, curriculum, websites, videos, nonprofit organizations, etc. Print out any pages or
articles that may be helpful for later reference and add the pages to your binder. Continue to keep
this binder and add to it throughout the process of starting your new ministry. 
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Studying Model Churches 

Once the ministry planning team feels the topic has been adequately researched, select three
churches you found that seem to have a particularly effective ministry in your area. Assign each
church to a different planning team member(s) with the responsibility of contacting the church and
scheduling a phone interview with your team and a person from the church who is knowledgeable
about that ministry. The “Model Church Summary” form (see appendix D) can help you summarize
each model church ministry (make a separate copy for each case study). 

Set Up a Telephone Interview  
The first contact with your case study church is to set up a phone appointment for the ministry

planning team to talk with a person knowledgeable about the ministry. If you can’t find a name on
the church’s website, ask the person who answers the phone if you can speak with the person who
oversees that particular ministry. Once you are transferred to the correct person, introduce yourself
and say what church you are from. Explain that you are hoping to begin a new ministry in your
church that is similar to what they are already doing in their community. Explain that you found
their church in your research and you are hoping to set up a telephone appointment to ask a few
questions about the ministry. Mention that there are several people on your planning team who
would like to participate in the call.  Be sure to mention that you do not expect the call to take more
than twenty minutes. Then set a date and time for the call.

Conference Call with the Case Study Church Ministry Coordinator

Before You Call
1. Communicate the date and time of the conference call with the

members of the ministry planning team.
2. Review with the ministry planning team the information you

already have about the church, as well as the questions you want to
cover on the phone call.

3. Be familiar with your telephone system and how to set up a
conference call. Get all your planning team members on the line
before you call the case study church.

4. One person on your end should be a spokesperson who will
moderate the interview, although any of the team members should feel
free to ask questions during the call. Be sure that at least one person in
your group takes notes during the interview.

When You Call
1. Thank the person you are calling for his or her graciousness in giving time for the interview.

Introduce each member of your team who is involved in the conference call.
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2. Use the Model Church Summary form (appendix D) to guide
your interview, but don’t feel limited to these questions if there are
others you would like to ask.

3. Your conversation should last no longer than twenty minutes.
When finished, again thank the person for his or her time. 

After You Call
1. Debrief the conversation with your ministry planning team

members. Go over the questions on the Model Church Summary and
share your response to the answers.

2. One member of the planning team should complete the form
in detail.

Consider Visiting the Church
If any of the case studies seem to be exceptional models of the dreams you have for your own

ministry, discuss whether it would be helpful to actually visit the church, observe some of their
activities, and talk with their leaders in more detail. If you decide to go, obtain the case study
church’s calendar and schedule your trip when you can see the most helpful activities of their
ministry. Schedule a face-to-face appointment before you arrive with one or more people involved
in the ministry to ask any additional questions and learn as much as possible about the ministry.
You may also want to ask the church about meeting with some people who are actually involved
and benefiting from the ministry in order to get a “satisfied customer’s” perspective.

At this point, it would be a good idea to schedule an appointment with the pastor and/or ministry
coach to update him or her on the group’s progress.

Final Check for Researching Other Ministries

___ Yes, we have completed our Internet research and have looked at various church sites.
___ Yes, we have completed three telephone interviews with model church ministries.
___ Yes, we have completed our Model Church Summary forms.
___ Yes, we have met with our pastor or ministry coach to update him or her on our progress.
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Your new ministry will be most successful if you have a clear understanding of exactly who will
be affected by it. It may sound obvious, but a clear definition of your target audience is a very
important early step. The purpose of this chapter is to help you define and describe your target
audience in a way that will contribute to a successful new ministry.

Leith Anderson summarizes what he calls target-group outreach: 

1. Define who is to be reached
2. Learn about these people
3. Determine the most effective means of connecting with and reaching them.1

In this chapter, we will look at points 1 and 2 above: defining your target group and learning
more about the people in this group. In the next chapter, we will focus on point 3 and determine
the most effective means of connecting with and reaching your target audience.

Defining Your Target Audience

Here’s a key insight: The more specifically you define your target audience, the more likely
your ministry will be successful. For example, compare these two target groups and see which one
would catch your interest if it described you: (1) women; (2) women between twenty-five and forty
years, divorced, with children at home, experiencing financial difficulties.

Defining and Understanding 
Your Target Audience

4
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The first group includes more than half the population around your church. One would think
that offering a ministry to so many prospective participants would make it easier to get a crowd.
The fact is, however, that this definition is so broad that it would be nearly impossible to provide
a need-meeting ministry to everyone who is a woman.

The second target group is quite specific. It is easy to imagine the needs of such women and
the benefits that a need-meeting ministry would provide. If you were a woman in this second target
group, you would certainly be interested in learning more about their activities that might help
improve your quality of life. 

As you identify your target group, realize that there is often more than just one “people group”
that will be affected by the ministry. For example, Messiah Lutheran Church (Yorba Linda,
California) has a wonderful ministry called Homework House. In this ministry, men and women
tutor students who are not progressing well in school. The target audience for this ministry is
obviously kids who are struggling academically. But there are other
“people groups” who are also affected by this ministry: the parents and
families of the children being tutored, and the nonmembers of Messiah
who are helping tutor the kids and working hand in hand with Messiah
church members.

On the other hand, Messiah also has a side door ministry called Stork
Support that brings meals during the hectic, sleep-deficient time when
Mom and baby first come home from the hospital. In this case, the target
group is the new parents and their family, and no one else is directly
affected by this ministry.

Take a moment right now to describe your target group—the primary
beneficiaries of your new ministry—in the middle column below. You
may not know the answer for each row, but consider all the relevant
characteristics of your target audience. Remember, the more specifically
you define these people, the more effectively you will be able to connect
with them.

Next, consider whether there will be any others affected by your new
ministry. Identify and describe these people in the column on the right.
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Learning More about Your Target Audience

One of the most effective ways that professional marketing companies learn about their target
audiences, and thus how to connect with them, is a research process called a focus group. A focus
group is research done by using a group of people and asking them their opinions on a product,
service, concept, advertisement, idea, or packaging. Questions are asked in an interactive group
setting where participants are free to talk with other group members.

A focus group is comprised of eight to ten people who represent the target audience and is led
by an impartial moderator. The focus group typically meets for about one hour. Appropriate
questions have been formulated prior to the meeting and are asked during the meeting. The session
is recorded (with permission), and participants are usually compensated for their time.

The goal of a focus group is to learn about the thinking and decision-making process of people
in your target audience. A focus group takes some time, planning, and effort to conduct, but it is an
amazingly powerful tool for understanding the felt needs of your target audience. The likelihood
of your ministry connecting with the felt needs of your target audience goes up dramatically if you
use the information from a well-done focus group. 

To help you learn more about how a focus group works, and why it is important, consider the
following hypothetical scenario:

You are planning a ministry for grandparents who are raising grandchildren. You
are in this family situation yourself and realize that it is definitely a challenge. You
know of at least one other family in your church, as well as two families from your
grandchild’s third-grade class at school, who are in a similar situation. After speaking
with your pastor about your interest, you have recruited a ministry planning team
of two other women in your church. You feel that some kind of support group could
be helpful for grandparents, but thought it might be good to gather a group of people
who represented your target audience and hear from them directly.

Your Target Audience Others Affected

Age Range

Marital Status

Family Status

Interests/Hobbies

Concerns/Problems

Ethnic/Cultural Identity

Financial Status

Other Characteristics
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So you and your ministry planning team develop a flier
inviting people with grandchildren living in their home to
participate in a one-hour research discussion, and to call
your phone number for more information on when and
where it will be held. Each person who participates will
receive thirty-five dollars for their time. Child care will also
be provided. 

You distribute the fliers to people at church and ask them
to give a copy to anyone they know in this family situation.
You also talk to the school principal about the project and he
agrees to make the fliers available through his teachers.  You
also mail out five hundred fliers to addresses in the
community and run a classified ad in your local newspaper.
You eventually have eight people commit to attending a

meeting the following week at 7:00 p.m. and another seven who will attend an 8:15
p.m. meeting. 

You reserve a room at the local library to conduct the focus group. You set up
the room with two large tables, forming an L shape, and place chairs around the
tables. You prepare coffee, soft drinks, and cookies for participants before the
meeting. 

When the meeting begins, you introduce yourself, thank the people for attending,
and tell everyone they will receive their compensation at the end of the meeting.
You explain that the goal of this group is to solicit input from participants about the
process of raising grandchildren and issues related to it. You encourage group
members to be free in sharing their thoughts and opinions.

You have arranged for a small handheld recorder to be placed in the center of
the table and explain that you want to be sure that everyone’s comments are recorded
for future reference. You tell participants that after the comments have been
transcribed, the tape will be erased. Each person is asked to sign an agreement giving
their consent for their comments to be recorded.

You referred to the questions you and your ministry team had previously
developed, but you also go with unanticipated topics as they arise. The hour passes
quickly and you find that participants are animated and engaged in the conversation.
There seems to be a genuine interest in the topic, and several people actually
volunteer their help with your plans as you may need it. Some of the insights and
“hot buttons” mentioned by the group include: concerns about family discipline,
relationships with their children (their grandchildren’s parents), desire for their
grandkids to have help with their homework, and nurturing healthy family
relationships.

At the conclusion of the meeting, you thank participants for attending, and give
each of them an envelope with a thirty-five dollar check.
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The second group begins to arrive as the first group is
leaving. You give the same introduction as you gave the first
group, and again ask for permission to record their comments.
Interestingly, as the second meeting progresses, there are different
comments and ideas that come out, even though participants of
both groups are raising grandchildren. In this second group, there
are several widows. One brings up the matter of the security of
her kids when they attend events, since she is worried about their
father picking them up without permission. Another is concerned
about getting the kids to school and back home on days when she
is sick or has a doctor’s appointment.

Again, several participants volunteer their help. One of the
men says he is on the board of a local philanthropic foundation
and could help in preparing a proposal for funding support.
Another person says that she is on the local school board and is certain that the district
would be supportive if the church were to start an after-school homework club. As
you clean up after the meetings, you and the other members of the ministry planning
team are excited about the positive input as well as the connections you made with
people who could help launch this new ministry sooner than you expected.

A Personality Profile

It is helpful to create a personality profile of an imaginary person(s) who typifies your target
audience. Describing a person in this way will help you personalize characteristics into “real”
people. Such a characterization will also help those in your church to more easily understand
the people your new initiative is focused upon. You can even name your hypothetical person.

Complete your personality profile for a typical person(s) in your target audience:

Personality Person 1:

Personality Person 2:

For more information and guidance in conducting successful focus groups, refer to “Planning
Your Focus Groups” below. Then, as a ministry planning team, discuss the steps for conducting
several focus groups in the coming month. Once you have finished your focus groups, write a
summary of what was learned from the experience and how your findings affect the mission and
purpose of your new ministry. Send a copy to your pastor and/or ministry coach, and schedule a
meeting with them to review your progress to date. 
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Final Check for Defining and Understanding 
Your Target Audience

___ Yes, we have completed a description of our target group.
___ Yes, we have conducted at least two focus groups and summarized them.
___ Yes, we have written one or two personality profiles for our target group.
___ Yes, we have met with the pastor or ministry coach to review our progress.

Planning Your Focus Groups

The following responsibilities should be assigned to conduct a successful focus group.

Finding a Location 
The ideal location is a neutral site designed specifically for conducting focus groups. Such

rooms should be relatively small and have a two-way mirror for observation, a microphone, and a
speaker so that the conversation can be monitored from the observation room. Such locations are
often found in universities, counseling centers, and business complexes.

If an ideal room cannot be located, a second choice is a neutral venue with a secluded room
(restaurant, motel, school, office, etc.). A room without a two-way mirror makes it is more difficult for

observers to see and hear the conversation. Sometimes a video camera
can be mounted in the room and used to view the session on a monitor
in another room. It is not recommended that observers be in the same
room as the focus group volunteers. Focus group participants should be
alerted to the fact that there are observers, but they are easily ignored.

Recruiting Participants
The ideal number of participants in a focus group is between eight

and twelve. Fewer than eight tends to cast doubt on the validity of
the information obtained. More than twelve makes it difficult for
everyone to participate. 

Participants should be representative of your target group. Church
members can invite friends or relatives, explaining that their church is
doing research on a certain target group in the community and is looking
for subjects. Most people (church members and nonmembers) do not

find such an invitation to be inappropriate or difficult. A newspaper ad, flier, or a mailing may bring in
some participants, but your response rate will usually be only 1 to 2 percent. It is likely that only half
of those who say they will attend actually show up, so aim for fifteen to twenty people committed for
each focus group. Of course, offering financial reimbursement increases the response rate.

21

Boys to Men
Reid Temple AME Church 
(Glenn Dale, Maryland)

Provides youth within Reid Temple 
and the surrounding community with
dedicated adult mentors equipped
with skills to encourage spiritual
growth, self-esteem, social
development, academic achievement,
and career awareness. (See website.)



Your target audience should not be made up only of Christians. Don’t take the easy way out
and recruit only among church members for your focus group. At least half the focus-group
participants should be unchurched. 

All invitations to participate in a focus group should include a phone number to call for those
who are interested in attending. Do not print the time or address of the focus group on any publicity
material. Give it out only after you have determined through a telephone conversation that the
person is indeed an appropriate participant and reflects your target group. 

Inviting Observers
If there are people in your church who would benefit from or be interested in observing the

focus group, invite them to attend. Oftentimes observing a focus group is an eye-opening experience
for people who may otherwise have difficulty believing that a new ministry is really needed. When
observers hear comments from your target group about their needs, fears, and dreams, skeptical
eyes become opened to needs and opportunities for the church.

Providing Refreshments
Participants in the focus groups should be treated as guests. They will probably arrive prior to the

starting time, so refreshments (coffee, donuts, cookies, etc.) are a nice touch. Refreshments may also
be available during the focus-group session.

Leading the Focus Group
A focus group is somewhat similar to a group therapy session in that its purpose is to provide an

open and accepting environment to find out how participants feel about a particular issue. There are no
right or wrong answers. When a person makes a comment, the focus group leader might follow up with
another question or a request for clarification. Other members in the group might be asked to respond
to the original comment. A good focus group leader will be sensitive to group dynamics and seek to
involve all participants in order to bring out the thoughts and feelings of people on various topics.

Recording the Session
If the room is designed for focus groups, an audio or video recording system will be available.

A microphone that carries the conversation into the observation room should also have a jack to a
recorder. If so, make arrangements before the focus group meets to test the system and be sure
someone knows how to operate it.

If you don’t have access to such a room, or the room is not equipped with recording equipment,
find a small tape recorder and place it on the table in front of the group. Be sure the microphone
picks up comments from where group members will be seated. At the outset of the focus group,
participants should be made aware that the recorder is there only for the purpose of recording
comments and for allowing the focus-group leader to concentrate on the conversation. Written
permission should be obtained from each participant for recording the focus group. If anyone
strongly objects, don’t use it.
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Summarizing the Information 
Immediately following the focus group, the leader and the observers should meet and debrief

the session. Observers may wish to make notes throughout the session, as well as during the
discussion afterward. Try to develop some key generalizations from the session, particularly as it
relates to your new ministry initiative. It is often helpful to have a good typist actually transcribe
the sessions. This can be helpful for the ministry planning team to go back and review comments
later.

Note

1. Leith Anderson, Dying for Change: An Arresting Look at the New Realities Confronting
Churches and Parachurch Ministries (Grand Rapids, Mich.: Bethany, 1990), 99.
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The first step in constructing a solid building is creating the foundation. With a firm foundation,
even huge skyscrapers can be built. Yet a small, one-story house will collapse if it is constructed
on inadequate groundwork. So, too, if your new ministry is going to be strong, you must have a
strong foundation for it. That foundation is your purpose statement. Defining this foundational
component of a new ministry is not time consuming, but it is very important.

A mission or purpose statement must first reflect the mission of your church, since the ministry
will be an integral part of the church. And, backing up one step further, the mission statement of
your church will hopefully reflect the mission of Christ, since Christ is the head of the church.
Because of this “square one” issue, it is worth briefly considering the mission of Christ.

What Is Our Real Purpose?

In Luke 19:10, Jesus said that he had come (or his mission was) “to seek and save those who are
lost” (NLT). Later, in his final words to his disciples and to those of us who would follow, Jesus said,
“Go and make disciples of all nations . . . teaching them to obey everything I have commanded you”
(Matt. 28:19–20).

This mission statement to the church is often called the Great Commission—go and make disciples.
Hopefully your church’s mission statement reflects this goal of making disciples. If it does, the

mission statement of your new ministry should be built on the same foundation. A mission statement is
simply the answer to the questions: What are we doing, why are we doing it, and how are we doing it?

Defining Your Purpose

5
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Do you remember when you discussed the questions in the Talking
Points Discussion Guide (appendix H) with your ministry coach? One
of the issues said a key part of considering new ministries in the church
is the potential for connecting with and reaching out to new unchurched
people. How do you see that occurring in this new ministry?

How did you respond? It’s an important question, because your new
ministry needs to include those who are not yet part of the church or
Christian faith. If the purpose of your new ministry does include a focus
on nonbelievers, you are solidly in line behind Christ’s own mission and
that of your church. Of course, your ministry should not be exclusively
outward focused. There should be some of your own church members
involved, as well. But if the group is made up entirely of Christians and
church members, it will become a diversion of your church’s resources
from the church’s primary mission. A good balance is around 50–50, and
should never go below 25 percent nonmembers.

Sample Ministry Purpose Statements

Here are some purpose statements of side door ministries in churches around the country. Some
of these ministries are simply small groups of churched and unchurched people meeting around a
common interest or concern. Others have grown into larger ministry systems offering a variety of
programs and activities. But the common denominator of these side door ministries is that they
(and thousands like them) grew out of the passion of one or a few people in their churches. And
each of them are intentionally reaching out to include people outside their church.

HopeKeepers is a group for those dealing with a recent medical diagnosis, chronic
illness, and/or pain. Together we share prayer requests and questions. Meetings are
held twice a month and are open to all friends and family.

—Lake Avenue Church, Pasadena, California

C.R.U.I.S.E. Motorcycle Ministry leads fellow bikers and motorcycle enthusiasts
toward a closer relationship with Jesus Christ and each other. Our mission is to ride
safely as a group in Christian fellowship and as an outreach team for our Lord. 

—Hickory Grove Baptist Church, Charlotte, North Carolina

The goal of the Crisis Care Ministry is to provide assistance and resources to individuals
in crisis—within and outside of PEPC—and to help them gain independence, self-
sufficiency, and a closer spiritual relationship with Christ. Crisis is defined as an acute
situation requiring immediate assistance.

—Parker Evangelical Presbyterian Church, Parker, Colorado
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Nathaniel’s Hope is a ministry dedicated to sharing hope with kids who have special
needs (VIP kids) and their families. This includes: (a) bringing hope and encouragement
to VIP kids and families through support groups and special activities; (b) providing
practical assistance by offering Buddy Break, a free respite care for the caregivers of
VIP kids every other Saturday morning; (c) educating our church and community on
how to be a Buddy to VIP kids and their families; and (d) sharing support and hope
with grieving families.

—Calvary Assembly of God, Winter Park, Florida

Pump ’n Praise is a fifty-minute aerobic exercise program suited for women of most
abilities and choreographed to contemporary Christian music. From warm up to cool
down, participants listen to positive, life-affirming words to strengthen the spirit
while we stretch, dance, and tone up our bodies. We share prayer requests and praises
at the end of each class as we exercise the power of prayer.

—Wheaton Bible Church, West Chicago, Illinois

Break Free is a ministry of hope and healing from the isolation, anxiety, fear, and
shame that accompany chemical dependency. The ministry provides an opportunity
for people to participate in a Christ-centered, twelve-step process that is biblically
based, nondenominational, clinically tested, and proven to provide important tools
that an addicted person needs to make a complete recovery from chemical addiction.

—Grove City Church of the Nazarene, Grove City, Ohio

Our Purpose Statement

Now, take a few moments to consider a clear purpose statement. A good way to begin is for each
member of the planning team to individually write down his or her own ideas of the purpose of the
ministry. Then after each person has written something, go around the group and ask each one to
read his or her statement aloud. Finally, together compile the team’s respective ideas into one
paragraph and write it below.

Final Check for Defining Your Purpose

___ Yes, we have completed a mission/purpose statement that reflects our ministry planning
team’s collective thoughts and dreams.
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Now the fun begins. You are about to develop your plans for launching a new ministry. But first,
consider how far you’ve come. You have assembled a group of people who are praying for you and
working with you as you are pursuing a dream; studied churches with similar ministries in order to
make your efforts most effective; defined your target audience, the people who will benefit from
your new ministry; and written a purpose statement of what you’ll be doing, why, and how.

Now, as you begin to lay out plans for your new ministry, the
Ministry Planning Chart (appendix E) will help you organize your
goals and strategy.

As with your other activities, complete this chart together as a
ministry planning team. You may need to hold several meetings before
you are satisfied with the outcome. But once you have completed the
planning chart, you will be well on your way to realizing an exciting
new ministry in your church.

Before you begin, I encourage you to read this entire chapter,
since it explains the Ministry Planning Chart and each related activity
and copy the chart onto a piece of butcher paper or a flipchart so you
will have more room to write.

The remainder of this chapter explains the three stages in the
Ministry Planning Chart. Refer to the chart as you read an explanation
of each step.

Determining Your Strategy

6

27

Sports Ministry
Southport Presbyterian Church 
(Indianapolis, Indiana)

The sports ministry exists to provide
wholesome athletic experiences 
for the whole family and either
introduce or further educate 
people about Jesus Christ.



Your Target Group(s) 

The Ministry Planning Chart is divided into two halves. The middle column is for your primary target
audience—those for whom the ministry is designed. The right column applies to any other groups of
people who will be affected by the new ministry, even though they may not be in the actual target group.

Referring back to an earlier example, if your dream is to start an after-school tutoring ministry,
the target group would be the children who are struggling academically. However, the children’s
parents will obviously be affected by your new ministry and should be considered in your planning.
So on the Ministry Planning Chart under “Target Audience,” you would write in “academically
struggling children” (and be more specific if necessary). In the same row in the third column, under
“Others Affected,” write “children’s parents/guardians.” However, if there is no group of people
besides your target audience who will be directly affected, leave the right column blank. In either
case, remember to be as specific as possible in describing the groups.

Stage 1: Identifying and Meeting Felt Needs 

On the Ministry Planning Chart, there are three major areas for
planning. The first-stage goal for the ministry is to identify an
activity that will address one or more important felt need in the
lives of your target audience. It may be a support group for women
whose husbands are alcoholics. It may be a softball team that
provides an opportunity for recreation and fun. Whatever it is, the
activity should address an important felt need in your target
audience. 

In stage 1, you will have three objectives.

List the Felt Needs of Your Target Audience 
This is where your research and focus group information will

come in handy. In the appropriate column of the Ministry Planning
Chart, list one or more of the important felt needs people in your
target audience experience. If you don’t accurately identify a
significant felt need in the target group, you may well begin planning an irrelevant program, group,
or activity and have no one in attendance at your first event. Many startup groups and ministries
have failed due to an inaccurate assessment of the felt needs of their target audiences.

In this same row on the right side of the chart, list the felt needs of others who will be affected
by your ministry but who may not be represented in your primary target audience description.

Earlier I mentioned the Messiah Lutheran Church and their Homework House ministry for
tutoring academically needy children after school. Their research indicated that the felt needs of
these kids (their target group) were: (1) a desire to be successful in school, (2) a fear of being called
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stupid by classmates, and (3) having a sense of insecurity and a
low self-image. These three issues were then put into the “felt
needs” category under target audience.  The felt needs of the
parents (others affected) included: (1) a concern for their
children’s academic performance, (2) a lack of time to help their
children with homework, and (3) a desire to see their children
develop strong self-esteem. These three issues were put into the
“felt needs” category under the “others affected.”

Set One or More Specific Goals 
This goal describes the program or activity that will address

the felt need of your target group. In the case of the Homework
House ministry of Messiah Lutheran, the goal they set for meeting
the felt needs of their target group was to establish an after-school

tutoring program from 3:00 p.m. to 5:00 p.m., Monday through Thursday. Their goal for the parents
(others affected) was to develop a presentation for families to learn about the new tutoring program
so that they would feel comfortable giving permission for their kids to attend.

Identify the Process by Which the Goal Will Be Reached 
This is simply answering the question: How do we get from here to there? The Goal Planning

Worksheet (appendix F) is a helpful tool that one church designed in order to organize their planning
process. Once you have identified your goal, this worksheet will help you identify all the various
tasks involved in reaching your goal. 

To summarize: write a description of your target group, summarize their felt needs, identify the
goal that will respond to that need(s), and specify the process by which that goal will be achieved
(using appendix F). Once these steps are completed, you are well on your way to a successful launch
of your new ministry.  

Stage 2: Long-Term Benefits

Beyond meeting people’s felt needs, your new ministry has the potential to have a long-term
positive impact on people by meeting their deeper needs. You are involved in starting this ministry
because you want to positively affect the lives of the people in your target audience. To do this,
you will want to look beyond responding to people’s immediate felt needs and ask, “Can we meet
people’s deeper needs and thus bring a long-term benefit and value to these people’s lives?” 

You have probably heard the phrase, “Give a man a fish, and he will eat for a day. Teach a man
to fish, and he will eat for a lifetime.” In a sense, this is what your ministry can do for people if you
move on to stage 2. In stage 1, when you focus on people’s short-term felt needs, you are giving
them a fish. That is good, and it is important. But in stages 2 and 3, you will teach them to fish for
themselves; you will enhance their lives for years to come.
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The question is, what are people’s long-term needs? The answer is
found in a word—relationships. Stage 2 focuses on strengthening
relationships among the people who will participate in your ministry;
stage 3 will focus on strengthening people’ relationship with God.

Your Goal for Meeting People’s Deeper Needs
The goal is to build increasingly meaningful and caring

relationships among those touched by your ministry, both church
members and nonmembers.

Solomon spoke often of the value of friendship: “By yourself
you’re unprotected. With a friend you can face the worst. Can you
round up a third? A three-stranded rope isn’t easily snapped” (Eccl.
4:12 MSG). “Just as lotions and fragrance give sensual delight, a
sweet friendship refreshes the soul. . . . Better a nearby friend than a
distant family” (Prov. 27:9–10 MSG).

The Process for Meeting People’s Deeper Needs
Helping the people in your ministry with their deeper needs begins a powerful process of

nurturing meaningful and caring relationships. Below are five basic human needs to keep in mind
in your planning for stage 2.  

1. People feel disconnected and isolated; they are looking for a place to belong and to feel part
of a family or community.

2. People feel the pressure of a busy and stressful world; they are looking for a greater sense of
balance and for ways to manage priorities.

3. People sense the shallowness of superficial encounters with others; they are looking for
authentic relationships.

4. People feel empty and drained from striving to meet their desires through work, material
possessions, or entertainment; they are looking for spiritual answers to their unfulfilled hunger.

5. People feel overwhelmed by the pace of change in every aspect of their world; they are
looking for help through transitions.

As you can see in the Ministry Planning Chart, there is a place for your team to identify the
process by which this goal of meeting deeper needs will be met.  You will find the conversation to
be stimulating. You may want to talk with others in your church who have ideas on how to nurture
stronger, deeper relationships in the group.

Stage 3: Eternal Benefit

Stage 3 is not so much on a different focus as it is a continuation of stage 2. Moving from stage
2 to stage 3 is a progression from building friendships to experiencing love. Stage 3 deals with the
process of helping people experience God’s love through the love of God’s people.
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One insightful comment I read on a blog by an anonymous missional pastor was: “When people
start to get to know each other, they begin to care for one another. When people care for one another
with genuine affection, they learn to lean upon each other and perhaps even start to grow together
in the Lord.” While the blogger was talking about people in his church, the same dynamic occurs
when Christians and non-Christians come together: They get to know each other; they begin to
care for each other; they lean upon each other; they grow in (and toward) the Lord with each other.

Your Goal for Meeting People’s Eternal Needs
In stage 3, the goal is to help those affected by your ministry grow in their

understanding and experience of God’s love. Your question for the planning
process at this stage is: What can we do to help people experience God’s
love? It is a critically important question, because when all is said and done,
the Christian faith and its influence in our lives can be summed up in one
word: love. Christianity is simply God’s love for us and our love for God
expressed through our love for others (see Matt. 22:37–40).

If the unchurched people who become part of your ministry community
really come to believe that they can be loved by a personal God and by God’s
personal family, then they will have taken a giant step toward establishing
their own personal relationship with that God of love. Robert Bast, in his
book Attracting New Members, correctly observes that most non-Christians
“already know they are sinners. They don’t need to be convinced of that.

What they doubt, or cannot believe, is the reality and depth of God’s love for them. That note of
grace—of unconditional love—needs to be experienced before it can be believed.”1 When the
church members in your ministry become channels for God’s love to flow through them to those
in the group, both Christians or church members, a powerful love line is established. They will
know that we are Christians by our love. 

The Process for Meeting People’s Eternal Needs
There are many books that exhaustively speak to the matter of giving and experiencing Christian

love. Here are a few brief thoughts on helping people become better lovers, from the book Who
Cares about Love?2

Learn and Practice the Skills of Listening. Maintaining eye contact, observing body
language, asking questions, and giving feedback all improve our connections with people. Such
actions say that we care.

Deepen Your Level of Communication. The kind of communication we have with others
affects our relationship with them. Here are four levels of communication, moving from superficial
to intimate: exchange of clichés, exchange of information, exchange of opinions, and exchange of
emotions. The more we appropriately share our opinions and emotions, the more we invest in our
relationships.

Practice Empathy. Atticus Finch, the father in Harper Lee’s classic To Kill a Mockingbird,
gave his daughter this great insight: “If you can learn a simple trick, Scout, you’ll get along a lot
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better with all kinds of folks. You never really understand a person until you consider things from
his point of view . . . until you climb into his skin and walk around in it.”3 Jesus said it only slightly
differently: “Here is a simple rule of thumb for behavior: Ask yourself what you want people to do
for you; then grab the initiative and do it for them!” (Luke 6:31 MSG).

Identify a Need in the Person’s Life. As we spend more time listening to a person and
communicating with them at a deeper level, we begin to see the world from their perspective. By
so doing, we become more aware of the person’s needs, which may be physical, emotional,
relational, or spiritual.

Respond to the Need with an Appropriate, Caring Gift. This step comes naturally when
we understand a person’s needs. Receiving a meaningful gift is one of the highlights of life. And
giving such gifts are one of the most powerful ways of showing love. A good gift is meaningful,
based on the needs of the person receiving it; sacrificial, otherwise it is just a convenience;
unexpected, not simply predictable due to protocol; and unconditional, with no expectation of
return. A good gift is not necessarily purchased at the local mall. One might give the gift of time,
respect, or forgiveness. As Stanley Mooneyham once observed, “Love spoken can be turned aside.
Love demonstrated is irresistible.”4

Once your team has completed the Ministry Planning Chart, schedule a meeting with your
pastor or ministry coach to review your plans.

Final Check for Determining Your Goal

___ Yes, we have completed our Ministry Planning Chart (appendix E). 
___ Yes, we have scheduled an appointment to review our plans with our pastor or ministry

coach.

Notes

1. Robert L. Bast, Attracting New Members (Monrovia, Calif.: Church Growth, 1988), 67–68.
2. Win Arn, Carroll Nyquist, and Charles Arn, Who Cares about Love? (Monrovia, Calif.:

Church Growth, 1992), 173.
3. Harper Lee, To Kill a Mockingbird, 50th anniversary edition (New York: Hachette, 1960), 39.
4. Stanley Mooneyham in Arn, 104.
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When you get to the point of hosting the first gathering of your new ministry, wouldn’t it be nice
to have people show up? Yet we’ve all been to meetings that had a disappointing turnout despite
having an excellent program. A good meeting that has poor attendance, especially when it’s your
first meeting, is no fun. In fact, it can be downright discouraging.

This chapter offers some important suggestions for getting a crowd at your first—and subsequent—
meetings. Review the target audience you hope to see at the meeting. Remember, there are two
groups in your target audience: those who are in your church and those who are not. Both groups
are important. The more challenging, as you can imagine, is connecting with those who are not in
church. Yet it is this group that is the most important to the success of your new ministry. Here,
again, information you obtained from the focus groups will be helpful as you develop your
publicity.

Strategies for Getting a Crowd

Here are five insights about marketing that will help you publicize the new ministry, especially
your first meeting. Below each strategy is space for the ministry planning team to write down action
steps you can take to apply these strategies to your unique situation.

Publicizing Your Ministry

7
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Strategy 1: Determine Why the Benefit Is Worth the Price
People who consider attending your event will subconsciously ask themselves, “What is the

benefit, and what is the cost?” Or, “What is the promise, and what is the price?” In writing publicity
material, highlight the benefits of attending. Effective promotion of your event will convince
prospective attendees that their risk of attending is worth the benefit they will receive. If the promise
is perceived to be worth the price, they will attend; if it is not, they won’t. 

One of the greatest costs most people will have to pay is time. Their schedules are full, at least
in their own minds, and most people are not looking for one more thing to do. So the big question
you will need to answer in your publicity is, “Why should I rearrange my schedule to attend your
meeting?” Or, “What promise will be worth the price of my time?”

Below, list the benefits of attending your meeting (from your prospective attendees’ points of
view). Then list the costs they will have to pay to attend (discomfort, time, transportation, other
commitments, etc.).

Strategy 2: Produce a Nice Color Brochure
The more people you want to attend your meetings, the nicer your brochure should be. The

least desirable approach is to use clip art from a desktop publishing program and design a brochure
yourself. A better approach is to buy several hundred preprinted brochures at a local stationery
store, then add your own copy and print them on a laser printer. The best approach is to secure the
services of a professional designer who can help you develop an attractive brochure that effectively
describes and invites people to your activity. Be sure to apply strategy 1 in writing the copy for
your brochure.

What are the steps we will take to develop a nice brochure?

34



Strategy 3: Personal Invitations Work Better Than Mass Invitations
Research shows that mass mailings generate approximately a 1 percent return. That is, for every

one hundred fliers sent, one person will show up. By contrast, personal invitations yield closer to
a 30 percent return; for every one hundred personal invitations (by people who know the people
being invited), thirty will show up. Personal invitations are more effective, much cheaper, and
involve more people in the promotional effort than mass mailings. You certainly need a nice flier
or brochure about your new ministry. But mass mailing of a brochure should not take the place of
a personal invitation. In fact, the best use of a brochure is to have a friend give it to a friend.

How are we going to use personal invitations to get the word out about our event?

Strategy 4: Provide for Multiple Exposures
Your target audience (those for whom the ministry is planned) should hear about the event more

than once. In fact, the more often people hear about it, the more likely they will come. Research
actually shows that people can see or hear the same message up to seven times, and the more times
they hear it, the more responses it will generate. 

How are we going to get our message out multiple times?
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Strategy 5: Use Multiple Media
The number of times people hear a message is important (strategy 4). But so is the number of

ways people hear it. The more senses that are involved when a person receives a message, the more
likely it is that the message will be remembered. Some people are auditory learners; some are visual;
some are tactile. Be imaginative in using different kinds of communication media when extending
your invitation. Don’t send the same flier three or four times. Be creative. 

What different media will we use to get our invitations out?

Use the Publicity Planning Worksheet (appendix G) to identify and
schedule the tasks, people, and time required to publicize your event.
If the time required to adequately publicize the event is more time
than you have before the meeting, postpone the meeting. You don’t
have a second chance at a successful first meeting. And the success
of that meeting will be important in establishing momentum for your
ministry’s future.

When you are enlisting people to help with publicity, think beyond
your ministry planning team. This is a great opportunity to broaden
the number of people who may have an interest in the new ministry
and will want to help get the word out. If you identified anyone from
your focus groups who indicated they would be willing to help in your
new ministry startup, this is a great opportunity to get them involved. Be sure to invite people to
help in the publicity who are not part of your church, as well.

Final Check for Publicizing Your Ministry

___ Yes, we have thought about and listed ideas for implementing our publicity strategies. 
___ Yes, we have filled out the Publicity Planning Worksheet (appendix G).
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You don’t have a second chance for a good first impression. The first meeting will set the tone
for future meetings and have a major impact on whether people decide to come back. This chapter
provides suggestions for making that first gathering a great one.

Hosts

A good meeting should have a warm, friendly, comfortable atmosphere. To encourage this, plan
for at least one host for each five to eight people you expect. Here’s a brief job description for each
host:

• Be at the meeting at least thirty minutes before the publicized starting time.
• Greet those who arrive and engage them in conversation. Offer newcomers refreshments and
introduce them to others in the room.

• If someone arrives alone and does not seem to know anyone, make an extra effort to spend
time with that person and introduce him or her to others.

• Mingle with people. Don’t spend all your time with one person.

We are expecting _____ people. Our hosts will be:

Preparing for Your Ministry’s First Meeting

8
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Name Tags

The general rule is to use name tags at every meeting until
participants all know each other. If the chances are good that you will
have new people at every meeting, then have name tags at every
meeting. Simple peel-off name tags are the best and easiest. Have a
supply on hand, along with markers. Hosts should always wear a
name tag and should give one to people as they arrive.

Person responsible for bringing name tags and markers:

Room Preparation

The room setup will depend on the kind of meeting you are planning and the number of people
you expect. However, the general principle is to arrange the room in a way that facilitates
interaction. This would include setting up chairs so that people can see each other (in a horseshoe
or circle shape, etc.). Don’t put the chairs so close to each other that they intrude into people’s
personal space.

Diagram your room setup below.

Refreshments

Have refreshments available (coffee, drinks, cookies, fruit, etc.) when people arrive.
Note your refreshments and the person(s) responsible for bringing them:
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Icebreaker

Hopefully there will be many people at your meeting who do not know each other. Relationships
can be started with something as simple as a creative icebreaker early in the meeting. There are
many ideas for icebreakers available on the Internet. Choose one that does not take too long but
that gets people talking and laughing. (It’s a good idea to have an icebreaker activity to begin each
meeting, not just your first one.) 

Icebreaker and the person who will lead it:

Getting Acquainted

Have people introduce themselves early in the meeting. Give a suggestion of what they should
say about themselves. Don’t make it too long or too personal, but make it more than just names.

How will people introduce themselves?

Handouts

Prior to the meeting discuss whether you will need any handouts and, if so, what they would
be. At the first meeting, it will be helpful to have a handout summarizing the purpose of the group,
what you hope to accomplish, and general information on when and where you will meet, the
number of meetings that are planned, the length of each meeting, etc.

Handouts and the person(s) responsible for creating them:
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Relationship Building

The people at the meeting came because they believed the benefit would be worth the risk. An
important part of the continued success, however, will be how comfortable people feel with each
other and whether they make new friends. Every meeting should have a time when people can get
to know each other on a more personal basis. These meetings should provide a “greenhouse” where
relationships can grow.

Ways we can nurture relationships among participants:

Setting the Direction

You want participants to eventually think of their gathering as “our”
group, rather than “your” group. Developing a sense of ownership
among participants is important, but it requires a sensitive balance.
Leaders are responsible for directing the group, but group members
should have input into their activities. Be open to, and even seek out,
suggestions about what activities the group could engage in. Don’t
appear to be so disorganized that you seem to have no sense of
direction for the group. Keep the overall purpose and function of the
group in front of people.

How will we develop a sense of ownership among our group’s
participants?

Final Check for Preparing for Your Ministry’s First Meeting

___ Yes, we have adequately planned our first meeting and have assigned responsibilities
for it.
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One of the most important goals of your new ministry is to build a sense of relational community
among those in the group. Even though there will be a natural affinity among participants because
of their common interest/concern, your goal is to nurture this affinity to see this collection of people
become a community of genuine, caring group of friends.

This chapter gives some additional suggestions on how to nurture the relationship-growing
environment mentioned in stages 2 and 3 on the Ministry Planning Chart (appendix E). Remember,
these relationships will become bridges over which many people will cross into a new life in Christ.

Try the Two-Step

Doing the two-step means to start short, then go long. It refers
to the length of time your group meets. Here’s how it works.

Experience has shown that an ideal time frame for meeting is
no less than six weeks (or six meetings, if you don’t meet weekly),
and no more than ten weeks (or ten meetings). Why? Six meetings
is the minimum number of contacts it will take for people to get to
know each other, to develop a sense of identity, and even to
remember other’s names. However, if you ask people to commit
beyond ten sessions at the outset, it is not likely that they will be
willing to do so.

Planning for Long-Term Benefits

9
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At your first meeting, inform participants how many weeks you will be meeting (somewhere
between six and ten). This information on how long the group will meet, by the way, should also
have been included in your publicity material. Explain that at the end of that number of weeks, the
group will discuss whether they want to continue meeting or to disband.

During the six to ten meetings, spend time building relationships among members and
developing a sense of camaraderie in the group. Here are a few examples of simple questions that
can nurture a sense of empathy among group members:

• Where would you travel if money or time were no object?
• What is a pleasant memory from your childhood?
• When have you been afraid and why?
• What is one thing that irritates you? One thing that makes you happy?
• Have you ever had a great idea for a product or service that could make you millions?
What was it?

• What do you like and dislike about your job?

Perhaps have one or two people each week share their answers to
these or other questions with the larger group. Or break into smaller
groups to allow each participant to answer the questions.

In the first six to ten meetings, it is not likely that you will see
intimate friendships develop among group members. But it is likely
(and desirable) that people will get to know each other, remember
names, and develop a sense of comfort and enjoyment in being
together. Don’t push relational dynamics too fast, but encourage and
facilitate a growing sense of community.

People will attend your first meeting because they will have
decided to find out if the benefit is really worth the price. If after the
first meeting they have reason to think that the time is worth the benefit, they will come back to the
second and third meetings. If you spend time from the first meeting getting better acquainted and
building new relationships, by the third gathering participants will begin to develop a sense of
familiarity and comfort with the new situation. With each subsequent meeting, assuming you
continue to nurture and encourage relationships, that community in your group will strengthen.
Eventually, an interesting thing happens: The value of the relationships with others in the group
comes to outweigh the value of the original study topic or purpose of the gathering. And an amazing
thing will have occurred: a group will have been born.

At the next-to-last meeting, ask participants to think about what they would like to do in terms
of the future of the group. Explain that this topic will be addressed at the next (and final) meeting.
Then, at the final meeting, ask participants for feedback on the pros and cons of the group since its
inception. Then ask, “What do you want to do now?” The two most obvious options are to continue
or stop meeting. You might discuss topics such as whether to take a break, if and when you will
meet again, how to improve the function of the group. Explain that if some participants want to
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continue meeting, that does not mean everyone has to. This might also
be a time for your group to review its purpose or discuss inviting others
to participate. Don’t try to manipulate participants into a decision that
you desire. It is their group. Leave the discussion up to them.

If the group decides to continue meeting, here are a few ideas on
how to continue growing the sense of caring and community among
participants:

• See a movie together.
• Hear a special speaker in your area of interest.
• Attend a conference related to your area of interest.
• Go for pizza after a meeting.
• Go to a church- or community-sponsored event together.
• Work on a church- or community-sponsored service project together.

In these relationship-building activities, be sure that church attendees in your group don’t
inadvertently form cliques and spend all their time with each other and not with new nonmembers.
If you see this happening, privately encourage the church members to involve the nonmembers in
their social interaction. Don’t let the ministry gatherings become a place where churched people
are the insiders and unchurched people are the outsiders.

Have a Party!

There’s always a reason for a party. Maybe it’s a birthday, new baby, wedding engagement,
veteran coming home, job promotion, or combination of three or four reasons. People being honored
feel esteemed, and all those celebrating feel closer to each other.

Help Someone in Need

Working together to help others is a great way to build relationships. When a need of someone
in the community comes to your attention, ask participants if they would be interested in helping
out as part of the ministry of the church. A common and powerful bond will develop among your
group members as they work together to clean up the yard of an older widow, go shopping for
school supplies with kids from a needy family, or bring food to a mom and baby just home from
the hospital. One of the best ways to learn about God’s love is to be channels of that love to others.
And even non-Christians can experience the joy in that.
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Appoint a Chaplain

Regardless of the kind of ministry you have started, I suggest your group designate someone
as group chaplain. This person would bring a relevant devotional thought and prayer at each
gathering; circulate and deliver get-well cards to anyone in the group who is sick; pray for, send
flowers to, or visit friends or relatives in special need. The chaplain’s purpose is to bring a spiritual
perspective to the group and its activities.

The chaplain would also keep a record of special concerns and prayer needs of group members
to be sure that they are addressed at each meeting (and are not forgotten from one week to the next).
If there is a special need or prayer request from someone in your group (or a member of their
family), the chaplain could ask whether he or she would like a visit or prayer from your pastor.

Final Check for Planning for Long-Term Benefits

___ Yes, our ministry planning team has discussed how we will implement some of the ideas
in this chapter.
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This final chapter will help you to do two things: look back at what you’ve learned so far, and step
forward by enlarging the number of people who will be touched by your ministry. 

Looking Back

You and your ministry planning team have probably learned much over the past months. Here
are a few questions to review with the team. Be honest in your responses:

1. Has your new ministry come together as you had hoped?
2. What have you learned in the process of beginning a new ministry?
3. What would you like to do now?
a. Move to the next stage and enlarge the influence of the ministry.
b. Keep working with those who are now involved. 
c. Turn the ministry over to someone else.
d. Call it quits and do something else.
e. Other.

If your answer to question 3 was “Move to the next stage and enlarge the influence of our new
ministry,” the rest of this chapter is for you. It focuses on enlarging the number of people who are
aware of your ministry and may become involved.

Evaluating and Enlarging Your Ministry

10
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Planning an Entry Event

An “entry event” is a high visibility activity or event, sponsored by your church, and designed
to be of interest to churched and unchurched people in your ministry’s target audience.

If your new ministry is truly filling a need for those in your target audience, and you are seeing
enthusiasm among participants, there is no reason to keep things to yourself. An entry event is
designed to introduce your ministry to more people—particularly unchurched people in your
community. Here are a few examples of successful entry events that churches have conducted:

A good entry event will introduce your ministry to prospective new participants. The entry
event should have a natural appeal to those in your target audience, since the goal is to see a large
number of people from your target audience attend the event.

Write some possible entry events for your ministry/target audience:

Target Audience Entry Event

Parents of adolescents

Sports enthusiasts

Newlyweds

Families in which both parents work

Single parents

Golfers

Father-daughter Valentine’s banquet

Super Bowl Sunday

One-day conference with workshops,
display booths, panel discussion,
entertainment, etc.

Saturday-night family taffy pull

Trip to a local sports game

Golf tournament

People needing financial help Tax-planning workshop

New neighbors
“Welcome to the Neighborhood”
day

Recent divorcees
One-day seminar on financial 
management
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Six Steps to a Successful Entry Event  

Below are a few guidelines on how to carry out a successful entry
event.

1. Enlist members and nonmembers to help identify, plan, and
conduct the event. While you and your ministry planning team may have
an idea of what a good high-visibility event might be, don’t make all the
decisions yourself. The more people who have a part in deciding what
the event will be, in planning when and where it will be held, and in
developing effective publicity, the ownership you will find for its success.
Remember to include people who are not part of your church in planning
the event. In fact, I suggest you start your recruitment among those who
are not members. But whether they are church members or not, the one
common denominator you want among those helping with the event is
that they share a personal interest in the target group.

2. Publicize the event. When people see the publicity about your
entry event, it will be the first time most of them will have heard about your ministry. So when you
go public, do it well and with quality. Your publicity will go a long way toward positioning your
ministry in the minds of the people who see it.

3. Consider having the event in a neutral location. The goal of
the entry event is to connect people who are not part of your church.
An event on a church campus can create a psychological barrier for
some that will keep them from attending. (Before you become too
judgmental about such people, ask yourself how you would feel
about attending an event at a Christian Science church? Or a Baha’i
temple?) This doesn’t mean that you are trying to hide who is hosting
the event. It simply suggests that you do not need to create artificial
barriers for connecting with people. Your goal is not to see people
attend an activity on the church campus. Your goal is to make a
connection with them that may lead to some of them becoming
involved in your ministry. Possible locations, depending on what
kind of event you are planning, could be a room in the public library,
a school, a community center, a town hall, a city park, etc.

4. Address felt needs that are not being met elsewhere. The “cost-benefit” equation applies to an
entry event, as it did for your initial meetings. In the minds of prospective attendees, the event must
be worth their time and effort in order for them to attend. When you consider the kind of event, write
the publicity and focus on the benefits of why it is worth attending—as seen through the eyes of your
target audience.

5. Introduce your ministry. At the entry event, provide a natural next step for people who are
interested in learning more about the ministry. It may be a six- to ten-week class or group. Perhaps
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it is offering a complimentary book in return for them completing an
information request card. Maybe it’s simply adding people to your
mailing list to receive announcements about future events. Make it easy
for people to take a baby step to learn more about your ministry and
about how they can get involved.

6. Obtain names and contact information. Those who attended the
entry event should become your “fishing pond.” They are people who
have shown an interest in the same area you’re involved in by attending
the event. While they may not all become involved, they are people
whom God has brought into the sphere of your church’s influence.
Many of them will be responsive to invitations to other events
sponsored by your ministry. But you need to be sure you can actually
be in later contact with them.

You might obtain their contact information by asking all attendees
to complete a registration card. Some churches offer door prizes at their entry events that have been
donated by church members or community businesses. Other churches include a brochure on the
ministry with a response coupon to send in for more information. 

Below is a list of responsibilities that need to be fulfilled in order to plan an entry event. As you
fill it out, it will be helpful to put several names next to each area of responsibility.

48

Boy’s Soccer League
First Assembly of God 
(Ft. Myers, Florida)

Every Thursday night at 6:30 p.m.
in the church gym, over forty boys
get together for great competition.
Remember, you don’t have to be a
member of the church to join any
of our sports leagues. Bring a
friend or coworker.



PLANNING AN ENTRY EVENT

Program Planning (possible names) _____________________  _____________________

• Coordinating the overall event and its various components

• Recruiting and communicating with platform personnel

Room/Facility Setup (possible names) _____________________  _____________________

• Selection of where the event will be held

• Room/facility preparation

• Lighting, electrical, sound, etc.

• Refreshments & logistics

Promotion/Invitations (possible names) _____________________  _____________________

• Determining the media to be used (such as, mailings, newspaper ads, phone calls), and

how it will be designed

• Coordinating the promotion process

• Managing the advertising budget

Support Personnel (possible names) _____________________  _____________________

• Identifying hosts who will serve before and after the event

• Identifying other support staff that will be necessary

Evaluation and Record Keeping (possible names) ___________________  ___________________

• Evaluating the event

• Obtaining (and cataloging) names and addresses of those who attend

Other Responsibilities (possible names) ___________________  ___________________

•

•

•

49



The Single Message

If you have identified a need, and your entry event offers a response to that need, and the event has
been well-promoted, your entry event should attract a good number of people. Whatever kind of event

you host and however many people attend, there is one message you
need to be sure to communicate: There is hope.

Hope helps people face the future. Hope does not deny that there
will be problems, but helps people believe that those problems can
be handled. For the unchurched man or woman on the street, the
idea that there actually may be a way to make sense out of a
seemingly senseless life is a tantalizing idea. An entry event that
carries a message of hope tells people that change is possible; it tells
them that they can be better; it tells them that it really may be
possible for them to find meaning in life.

This message of hope may be communicated through a
testimony from a church member. It may be through a brief
devotional by the pastor. It could be through a prayer, a panel
discussion, or printed literature. Don’t give a heavy evangelistic
appeal, but do give participants a taste of the water, which, if they
drink it, will cause them to never thirst again (see John 4:14).

Follow Up with Your Contacts

If you did a good job of getting people’s names and addresses, you will be able to follow up
with them appropriately. The follow-up can provide a way to build a closer relationship to those
who attended the event. Mail them a brochure, perhaps a thank-you note for attending, or an
invitation to an upcoming activity related to your ministry. Don’t be pushy or intrusive, but
intentional and caring.

Use your new fishing pond to expand the number of people you invite to participate in some
aspect of your growing ministry. Start new groups for new people or expand the variety of needs
that your ministry is focusing on. And begin planning another entry event.
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Congratulations! You’ve come a long way since you began reading the first pages of this planning
guide and considering a new side door ministry. If you’ve taken each step along the way, then you
have become quite an authority in starting a new ministry. If things seem to be picking up speed,
there may be no limit to what lies ahead.

In some churches, what began as a group of people sharing a common interest or concern has
grown beyond their wildest imaginations. From a small gathering of people who cared about
something they had in common, these ministries have mushroomed into signature ministries—
ministries that are an umbrella of activities and services widely known and respected in their
communities. In some cases, these ministries actually become independent, non-profit 501(c)(3)
organizations with their own officers, budgets, and facilities. Then things really get exciting.

The motorcycle ministry at Grove City Church of the Nazarene (Grove City, Ohio) began with
a few young men getting together after church. It now has its own name (Gears) and holds special
events and service projects. Its annual Biker Weekend is the largest gathering of motorcyclists in
the state of Ohio.

The Cancer Ministry of Cannon United Methodist Church (Snellville, Georgia) began in the
heart of one church member who lost a good friend to breast cancer. That experience motivated
her to action, and today the ministry’s services include client visitation, prayer teams, chemo
buddies, child care, transportation, financial counseling, and meal provision. The ministry has
touched over a thousand families in the years since its inception.

The Washington Cathedral (Redmond, Washington) has spawned five non-profit 501 (c)(3)
ministries since its birth in 1984, all of which originally grew out of the passion of just a few people

Conclusion
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in the church. These legally independent ministries include Together for Transformation, which
focuses on giving to and empowering the most hurting in its community; the Health Resource
Center, which sponsors twelve-step ministries, a counseling center, and medical clinics; EXCEL
Business Ministries helps people discover that success in the marketplace is finding and fulfilling
God’s plan for their lives on God’s ethical pathway; Washington Seminary offers four state-
approved master’s degrees and has four different schools specializing in training laypeople for
excellence in lay ministry; and Build the Family Center specializes in working to make the world
a safer place for children by assisting families in whatever form may be necessary.

So wherever your adventure takes you from here, my friend, I wish you well. I hope that the
suggestions shared in this planning guide have given you a greater sense of direction and
anticipation of what God can do in your life and how he can use your unique “snowflake” to bring
other people into God’s family and the fellowship of your church. Keep in mind the verse from
Esther 4:14 as you let God use your life in exciting ways: “Who knows but that you have come to
royal position for such a time as this?” And don’t forget to take other folks along for the ride.
Everyone will have a great time. 

Happy traveling!
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