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Focus and Prioritizing Systems 

As the mission begins to move forward key systems and focus need to be brought online. As a 
Sci-fi geek the example I always use is bringing key starship features online in proper order. For 
example, if a captain was bringing a new version of the Starship Enterprise out of the dry dock 
there should be certain systems that must come on first and then you can bring up the others 
later.  

For instance, having a detailed weapons and shields system is great to go and fight the Klingons 
but it would be of little use unless life support systems were functioning. Being able to shoot the 
photon torpedo is worthless if the crew has no oxygen to breathe or heat in the cold of deep 
space. In similar fashion there are certain realities we need to focus on in the building years of 
the church plan so that the mission can evolve forward brining key systems online in wisdom at 
their proper time.  

The following is a description of some key systems and ministry focus we feel are important as 
you go from the year of building the team to moving out and bringing up different functional 
structures and ways of living and making spiritual disciples of Jesus.  

Year 0 - Focus 

The building year on the ground is different for various types of church planting. Parachute plants 
may have to spend more time finding the team (see above) and aligning them to vision. Church 
plants that hive off from a sending church may be able to proceed more quickly if resources and 
leaders are readily available in the planting community.  

Missional Clarity  

As your team begins mission it is absolutely essential that your mission should be the one that 
Jesus actually gave his church in the great commission and great commandments. If you are 
leading a people to do anything else, just stop now. You are not being faithful to the call of the 
Master. However you end up articulating mission it must include shaping women and men who 
will follow Jesus’s commands and live out his mission.  For us, seek and save the lost and 
manifest the Kingdom are paramount. There should be gospel proclamation and demonstration 
in what we do.  Lovingly press this into the culture of your people.  

Shape a Culture 

As you begin flowing together as a community you must think about shaping an intangible 
culture the early days of your church plant. The language you use, the way you treat one another, 
who you hang out with, the feel of things when you gather for meetings, the way you talk about 
non Christians, you assumptions about who is present with you and the way you talk about your 
mission matters immensely.  It is often said that much more is caught in life than explicitly taught. 
My opinion on that maxim is that teaching and flow of culture go powerfully together. If your 
culture contradicts your teaching then you will have an edge of hypocrisy to your flow. If you do 
not teach, people will map their own ideas upon your culture. Many of you are planting new 
churches because of the poisonous church cultures you have witnessed in your past.  Build a 



culture based upon the ethos and flow of Jesus balancing truth and grace while living it in your 
context. If you do so, your culture will help your mission flourish.  

Networking for the sake of Evangelism 

In the early months of the plant you need to meet people. You need to meet people who will 
meet people and help more people meet the people in your team. Church planting is a recruiting 
mission in every phase but you are acutely aware of this in the earliest days. You need to bring 
lost people to Jesus, saved people to join you in mission and train your team to live this way. This 
means more than simply stuffing advertising all over the community for your big upcoming 
worship services. If we look at how Jesus began his public ministry it is quite clear. He was called 
and commission by the Father, empowered by the Holy Spirit and then he recruited some dudes 
(grab your Bible and read Matthew 3-4). Even before he spoke to the crowds Jesus called some 
men to himself and told then the essence of his mission “Follow me and I will make you fishers of 
men” (Matthew 4:19).  

Building Missional Community  

The gospel invitation throughout the Bible has always been to follow Jesus, in covenant with God 
while living out a missional calling in the earth. In a sense we are always inviting people to repent 
of sin, follow Jesus in faith, together with a people. Can I restate the importance of the culture 
and flow of that people? A church plant begins with a missional community of Christ’s people 
who are open and welcoming to sinners, truthful and clear about the gospel of the saving God, 
who are living together in authentic relationships. In our initial team building year we had meals 
together, we tailgated, we informed some people that beer in moderation was OK, we studied 
Scripture and worshiped God in our homes, we met people at pubs, soccer fields, serving in the 
city and working at Star Bucks (a few of my friends). It was fun, challenging and weird for many of 
our neighbors when all these cars were showing up around our house.  

Before you over structure systems, services and programs make sure you become biblical 
community living together in the mission of Jesus. You do need some systems and organization 
but these are always to serve the gospel community on mission. To some of these key systems 
to form in the early days we now turn.  

 

Building Key Organizational Structures 

One the most important things leaders can do is to form trust in the church plant from the earliest 
days. You will need to have yourself under authority so that others know you are not a lone wolf 
doing whatever you want. You will need to have some good systems that relate to finances and 
fiscal integrity and responsibility.  You will need to have oversight, accountability, integrity and 
ways to show transparency and trust in dealing with finances. All of this requires good 
communication so that people can feel aligned, informed and that they have a place for a voice in 
what you are doing. If you do not do this you might seem a little suspect to people.  You do not 
need to have your act together on every possible church system, but it sure is important to have 
it together in a few. In year 0 we suggest the following. 



External Oversight  

Unless you are planting with a team of commissioned elders, you will need to be under 
someone’s authority during the season of starting the church and training new leaders. Our plant 
benefitted in innumerable ways from the wise counsel of an external advisory board. We had an 
elder from our sending church as well as a trusted theological mentor join me on our legal board 
for the first several years of Jacob’s Well. This provided accountability, oversight, care for our 
family and a sense of trust among all our initial team. We all knew we had a board, knew their 
names and the guys were on the ground here with us several times. Ideally having a group of 
local pastors who can shepherd you and help guide the early days of the plan is ideal but even a 
geographically dispersed board can be of great help. There are many ways to do this as will be 
discussed in an appendix at the end of this field guide, but you need oversight and accountability 
from day one.  

Funding/Money 

When you begin raising funds for your plant you may be doing so in partnership with a sending 
church or organization. This is wise and helps process donations in the early days. You will, 
however, need to build your own systems for receiving, counting and managing the funds of the 
new community. We began to give offerings to the new church on the first day we gathered our 
team to train for the mission. This meant one of the first systems we needed was a sound way to 
receive money. 

• Bank account – requires a federal employee ID number. It is also wise to incorporate a 
non-profit in your state and open the bank account in the name of the organization. Some 
will also file for a determination letter from the IRS as to 501c3 status. This is helpful to 
some but not necessary as all local churches are 501c3 by definition and law. In your 
articles of incorporation and bylaws just make sure to state that the organizations 
purpose and functions are for that of a local church. The IRS document which has this 
information is found online here - http://www.irs.gov/pub/irs-pdf/p1828.pdf  

• Offering procedure – you can decide whether you pass a plate or whatever. We had a 
paint bucket and online giving set up for our peeps. Each week we had a couple of guys 
(not you) count, record and sign off on the offering and then track it with church 
management software for tax receipting purposes. We also kept a running spreadsheet 
so we would know what was given and how things were going in that department.  

• Accounting and Spending procedures –you will also need a system to track the money 
and how it is spent with high integrity. We used QuickBooks online edition for tracking our 
bank accounts and budgets and a basic expense report for accounting for every dollar 
spent. Expense reports should be signed off on by someone on your board or finance 
team so that we watch how the money is being spent and allocated. We also 
communicated regularly how much money was coming in and how it was being spent. 
More on that below in the section on communication. 

People Management – Follow-up, Connection  

As you meet new people you want to be able to follow up with them and connect them to the life 
of the community.  Even when we were a small house church we provided a way for people new 
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to our crew to be on an email list, give us their contact information and be aware of what was 
happening week to week. We used a simple card for those who came to formal meetings and we 
had a basic web site going from the beginning. Facebook, twitter and other social media are of 
help to forming networks with people.  

Communication  

You also want to communicate regularly and clearly to your church plant team. We all need to 
stay focused on the mission, be aware of what is going on in one another’s lives and have timely 
updates on schedules and plans. People do float without regular communication, so don’t 
assume everyone knows and everyone gets what is happening. Communicate when you gather, 
update regularly without feeling like you are spamming people and communicate to God and one 
another (PRAY!) often. One other area where we communicated in an official capacity right from 
the start was in the area of finances. Even when we were twenty people in a living room, we did 
clear, transparent, quarterly financial updates for the team. We wanted to thank God for his 
provision, encouraging generosity and demonstrate financial trust in our leaders. It is nice to 
know that nobody is hiding anything. Walk in the light with money by communicating about it. 
There will likely be an appendix on “Money Talk” forthcoming below as well.  

Leadership Development  

There are some schools of thought that teach to build a team that has a functional prupose only. 
You need people to “launch the church.” You need a band, kids workers, greeters etc so train 
them for this and launch your church.  Once you are up and running then you can provide 
discipleship for people. Just my opinion, but I think this is stupid. I think it is our calling to make 
disciples not make awesome worship experiences for consumers. I’m not saying that your 
worship gatherings should suck. They should not. I am saying that we need to make the shaping 
of leaders part and parcel of the DNA of what you do. This is your calling. Train men to multiply 
the mission. Most men can hand out programs on a Sunday morning and you will need men to do 
this. You also need men to follow Jesus, witness to others, raise families, disciple their wives and 
kids and become elders, deacons and church planters. From day one brothers, train men. When 
we had 11 in our team, four of them were in something with me called “Well Diggers” to be 
shaped in leading and serving the mission of Jesus. If you don’t do something in the area of 
developing leaders, you will have problems in the future and you are not being faithful.  

Year 1 – Roll Out 

As you move forward in mission, depending on your strategy and ministry model/philosophy, you 
will likely do several things.  Connect people in missional/discipleship oriented small groups and 
gather for the public ministry of the Word of God and the worship of Jesus. We call this gather 
and send; you can call it whatever you like.  But more than likely, you need to do the smaller and 
the larger context well.  

Mission in and Through Multiplying Communities  

Implementing the small groups philosophy God has lead your team to use is paramount in this 
seasons. Training group leaders, facilitating community among leaders and preparing groups for 



multiplication should be the focus. If you have shaped a good culture in Year 0, your groups can 
reflect what you lived together in the early days but with new leaders and the particular flow from 
that make up of people.  

Shaping Gathering Teams  

To gather everyone on Sunday morning for worship requires a motivated crew of volunteer 
leaders. Depending on the complexity and style of your Sundays it could require a ton of leaders 
and dominate your church.  To help the volunteers you will need to deputize some key field 
generals to lead various teams so the work can get done. As the lead planter I wrote out one 
page sheets for each of our gathering teams (worship/arts, connect (hospitality), setup/teardown, 
kids, production arts) which described ministry philosophy and job description for the team 
leader. This shaped things and gives a way for accountability and cooperation together.  Many 
church plants will use monthly services or preview services for the teams to work together, get 
some reps under their belt before the week to week is fully upon them.  

Next Level Systems  

During the first public year as a leader you will need to be in prayer and planning ahead so you 
can sense where God wants your church to go.  This is a must for you to lead God’s people well.  
You will need planning systems for key objectives for the church as a whole and various areas of 
ministry – MCs, Sunday teams etc. You will also need to have a worship planning process to 
integrate pulpit, music, arts and technology in a way that is focused, harmonious and lead by the 
Spirit of God. I you are the main preacher sermon planning and calendaring is also essential. Get 
a spreadsheet out with all the Sundays of the year laid out, not major holidays both Christian and 
secular, note major big days for your church year and plan out your teaching. I have found 
dreaming with several years before me very helpful to sense where God wants us to go. Always 
leave room for flexibility and don’t be afraid to move stuff in the schedule if needed. The more 
you plan ahead the more you can flex as there is an overall arch to what you are doing.  

Your regular communication should continue but you will need to expand it to allow groups and 
communities within the church to interact and share with one another. New online tools like (The 
City, Cobblestone, The Table and mainstream tools like Facebook can be very helpful here. Our 
philosophy is that real world community and teams, need technological tools to interact and stay 
in close touch with one another.  

Children’s Ministry  

If your Sunday morning has any children’s programs for babies, waddlers, toddlers and school 
age kids you need to give excellent attention to this area and make sure you have top notch 
volunteer leaders in place. You will need to select or write curriculum, provide good training for 
working with children and do stringent and extensive Background checks on every single person. 
No exceptions guys, if someone works with kids, you get all up in their business.  You will also 
need to make sure your kids areas have good security, a formal check in/check out procedure for 
parents and do not budget on this. At our church I cannot get my kids without bringing their little 
tag thingy. This is healthy, loving and responsible so you must not cut corners in this area. People 



do evil things to children in our world and our attitude must be “Not on our watch!” Serve well 
here men.  

 

Year 2 – Foundations and Sending 

• Biblical Church Membership – process, classes, covenants, connection and mission 
• Expanding Leadership Development – elder process, new class of young/emerging 

leaders, train men 
• Elders should be trained and be slow to install 
• Bringing on Staff –  offer letters, position focus, annual objectives, review processes, staff 

meetings/development and a culture of prayer 
• Healthy Multiplication of MCs and other churches 

Maintain Focus and Simplicity 

• Equipping the Saints – this is our role and calling 
• Equipping for WHAT? The work of the ministry – the mission – not simply being an usher 

at a service – gospel leaders in community on mission together 
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