
Breakthrough in Numbers

Personal story – Phil Baker – no thoughts about breaking 1,000 he was given a church of 2,000 

In December 2004 I was left with about 80 – 100 people and in a little over 4 years we have an attendance of 600. Many new people are coming to Christ – our church is growing through new Christian growth – there is very little reshuffling of the sheep. 

I have worked through the 150 barrier and the 250 – 300 barrier and we feel we have successfully broken the 500 barrier and we are now strategically poised to go even further as a growing and prevailing church. 

I have restructured my leadership teams and am changing a number of strategic and crucial aspects of our church to ensure we will, over the next 3 – 5 years, grow to 1,500 people. 

Learn from everyone: Every time we had a guest speaker we would ask a series of questions. Pump them for insights – most don’t know what they know until you ask them. 

Hang around others who are bigger than you: Watch, listen and ask questions. 

Have you considered entering into formal or informal coaching relationships?

Learning to lead at your level: Many of us have had or current have mentors or coaches. Some are close hands on mentors and others are long distant mentors – coaches we have never met or rarely get the opportunity to meet. 

What we need to be careful in is that regardless of our mentors that we lead at the level of our church and not theirs. I have watched Joel Osteen from a far, love his books and stand in wonder at his church but I cannot lead at his level. 

I love Brian Houston but if I travelled as much as he did I would not have a church next year. The reason Brian and others can travel to that extent is they have an awesome structure with long term leaders in strategically located places. 

Lead at your level.

Below 100: If you have a church below 100 people – people want to see you and hear you. 

· They need to hear you do announcements, prayer requests and preach sermons. 
· They need to hear your heart straight from your heart. 
· You will visit people in hospitals; 
· You will have people over to your home and accept invitations to theirs for food and for the development of relationships. 
· It’s you who will unpackage culture and cast vision – only you can do it. 
150: You have a few guys around you who are excited and want to hang out with you. 

· Test them and give them opportunities to lead. 
· Predominately though, you remain the voice of the church. 
· You lead up front, 
· Engage in a cycle of full on leadership development watching who rises to the top
· Meet with a few people on a regular bases building relationship and friendship
250 – 300: If you’re leading a church of 250 – 300 then the church will still predominately want to hear your voice. But you will find a lot of people around you who you can get to help you lead in church. Build teams that are functional, performance based, watching to observe attitudes and behaviour. 

At 500: You will have 2 – 5 key leaders – they will be the people you will now lead through. You have a cohesive team, trusted leaders and people who are functioning well 

Major numerical barriers: 65, 150, 250 – 300, 500, 

It is no secret that the average size of churches in Europe is 65 or less. Why? Because that is the number of people you as an individual can actually personally know. 

The WRONG question: How do I get my church to grow? I’ve met a load of leaders who are always looking for the next key to growth, the next program, the next guest speaker to invite and the next new thing that will ensure growth. 

God wants your church to grow. Until you solve this dilemma you’ll not see what your heart desires.

The RIGHT question: What is keeping my church from growing? As we look with strategic eyes, and think soundly objectively we will begin to see the things that are stopping our church from growing.

I believe we must do everything we can do to remove the hindrance from growth so that God can do what only GOD CAN DO. 

In the life of our churches we must come to the understanding that there are things that God will not do. 

We must create atmospheres environments and climates where God is welcomed and free to move to do what only He can do. 

Proverbs 10:4-5, “Lazy hands make a man poor, but diligent hands bring wealth. He who gathers crops in summer is a wise son, but he who sleeps during harvest is a disgraceful son.” 

Proverbs 12:11, “He who works his land will have abundant food, but he who chases fantasies lacks judgment.” 

Without diligence and consistent work you will not see or maintain the growth God gives you. Church growth requires diligent and intentional labour on our behalf to create the right environment for growth.

1 Corinthians 3:6-7, “I planted the seed, Apollos watered it, but God made it grow. So neither he who plants nor he who waters is anything, but only God, who makes things grow.” 

The tenses of the verbs planted and watered is aorist – simply it means an action needing to be performed. Whereas the third verb used here is indicative of a continuous response to our work. 

Note God causes growth – but only as we are active in planting and cultivating. God responds to our intentional, deliberate and on purpose actions; put simply, God will cause healthy things to grow. 

DEFINITION OF A BARRIER:

Anything that is keeping my church from reaching its full redemptive potential! In my studies and as a practitioner of church growth I have discovered and quantify a number of these definable barriers. 

Some are quite ordinary and self explaining: 

1. Space: 
· You can only fit 100 people in a room that seats 100 people – you won't grow beyond that number.
· To grow beyond the capacity of your auditorium you’ll need to do one of two things: either start a second service or find a larger auditorium
· You’ve heard of the 80% principle that if a venue is 80% full then its full – so please consider the 70% rule – when a venue is 70% full please start your considerations to either find another venue or start a second service
2. Personal growth
· Simply this – growing churches are lead by growing leaders. Your church will only grow as much as you.
· If you want a growing church then you must also be growing – I have a resource that speaks to this subject in detail
3. Your ability to draw and keep a crowd: 
· Learn how to develop attractional message series and events, 
· Learn to be creative and think through what people are up to, identify felt needs in society and meet them.
· Develop BUZZ and make sure your services are fun and people want to come back.
· Make sure you have a good system in place to look after new Christians, first time visitors and the people you already have 
· Everything flows from relationship make sure you have systems in place to make this a reality
· Work hard on developing the culture of the church,  
4. Your ability to finance the growth:
· Money follows vision; if you don’t know how to inspire people then you will not have the funds to grow further. 
· Learn to be strategic in increasing your churches income. I will address this topic in tomorrow’s session on breaking through in finances
· Suffice it to say if you do not have strong accounting and accountability structures in place then you do not have an environment where God can cause growth 
5. Your Sunday services:
· Ed Young says, “It’s the Sunday service stupid!” 
· Your most attended service should receive your most time 
· What do you allow to happen in a Sunday service? 
· Why does “everything” have to take place on a Sunday 
· Have you check the cringe factor in your church recently; Stop the weird people from having a platform in your church
· Learn what it means to repackage the gifts of the Spirit for the 21st century needs to take place? 
· When was the last time you personally ‘reviewed’ each service; with a view to improvement? 
· Look at and review each transitions – set up a small group that meets to tweak transitions
· Regularly look at the run sheet – is it flowing smoothly – has it become too predictable?
· Feedback and Evaluation - “Feedback is the breakfast of champions!”– Ken Blanchard
· Visit other churches and benchmark
· Seminars / Conferences
· Are my services truly relevant to my city, contemporary to my times – 
· Is my church a 21st Century church – is it modern, am I keeping up with the times with technology 
· Are my services externally focused; non religious. What kind of language do you use 
6. Developing leaders and recruiting volunteers: 
· Two things every person needs to stay connected in a church: A relationship and a responsibility. Just attending the Sunday Service is not enough!
· Provide healthy forums for leadership development: 
· in a church under 100 – you the pastor and leader have a hands on role in developing leaders, talk vision, mission, culture and give people small jobs to do next Sunday
· 150 – Start a regular monthly gathers and spend 2 hours talking through leadership. Anyone can come 
· 250 – 300 – Create a core team of people – make it functional and make sure everyone knows it will meet for as long as you need it to meet. 
· To break through 500 you as a senior leader will need to learn how to lead through a team. By the time you think you have accomplished this very difficult task you will have broken the 500 make! 
7. Your speaking and communications:
· From the age of 20 to 30 you’re deciding on your style – you’re creative, you shamelessly copy other great speakers you even steal their entire sermons
· From 30 – 45 you will have a style your comfortable with; you have a bit of wiggle room, you’ll try a few well worn style like topical, exegetical and story based messages – but once you’ve identified your style you won't stray far
· From 45 – 60 Most guys don’t touch their style of preaching – it is during this time we get dry, predictable and even boring. 
· Let me give you another perspective on our preaching and communication in church: The greatest challenge for us all is to review our own preaching. 
· Are you growing and developing in your communication style? Are you effectively communicating for change? Are you specifically speaking to people on how to live a life that reflects the values, principles and truths of the scriptures? 
· Care less about your performance and what others think and more as to whether people are engaging with you, being inspired by you and understanding how to apply what you have said. (Older Christians will want the meat of the word – this paradigm is flawed and not scriptural – resist this temptation to show off your exegetical skills) 
· Are you growing in your preaching style? Are you reading and studying so as to develop your style of communication. Make sure you have a clear goal in your communication – it is and always must be change! 
· Randy Pope once said, “Preaching is not talking to people about the Bible; it is talking to people about themselves from the Bible.”
8. Structures: 
• Organizational Clarity – more than graphs and charts – but interactional, relationship and connection. People connecting with people – maturity – not age related – carrying culture and connecting other with the culture of the house 

· You can structure for growth or structure for control but you can structure for both
· Understanding the Leadership Development Component – training at various and appropriate levels – in house training – we reserve the right to train our volunteers – various levels department heads, department leaders, team leaders and volunteers
· Balance your leadership development around the 5 eternal purposes of evangelism, fellowship, discipleship, ministry and worship. 
· Balance your leadership development around the 5 main ingredients of culture – motivated by the cause of Christ, servanthood, learning to flow together, generosity and the pursuit of excellence 
· From 0 – 150 you must structure for control! You are in charge, people have jobs to do next week, they have responsibilities and not titles. You’re the boss, you’re the leader, you are the main voice; you da man. Others are there to help you.
· Don’t feel like this level needs to be rushed! There are powerful principles to lay as foundations – make sure you lay those foundations solidly.
· Culture, Culture, Culture
· Greatest mistake you can ever make in church life happens right here: You put people into place as leaders out of expediency – you need someone to fill this position and so you find the one most likely to fill it, you give someone a position to make them feel wanted and invaluable. Wait, be cautious, test them – I have come to believe you really don’t know someone well until at least 2 years of watching them perform. 
· From 150 – 300; you are still structuring for control, 
· you are bringing tested and tried leaders into something a bit more structured. 
· Have teams of leaders with clear roles and defined expectations. 
· You are actively and consistently training leaders, developing them and work with them. 
· Learn how to stop and start ministries, give opportunities for a break in the process, 
· Understand the 3 dimensional aspects of structures; move some over, sideways or down and out and move others up and more close to you. 
· To break 500 – you must structure for growth and your leaders structure for control: 
· This means it is time for you to let go of stuff in the church and allow trusted leaders to start leading. 
· By this time you should have tested leaders to work with. You’ll find you have 5 – 10 leaders who understand their role, you have learned to serve the vision and be committed to you as the leader, 
· You’ll find you have people of heart who can lead others – these leaders will be recognised by others in church life and will garner the respect of the body. 
· Structure is organic – it may be represented by a graph but before it is make sure it is relational first. 
· Governance structures need to be biblical principles fitted into State structures not State structures being fitted into biblical principles. 
Conclusion: 

What to be aware of to break 65

Vision and the importance of the senior minister’s voice

Increasing the invite rate for church

Moving from small venues to larger venue

Start with a small governance structure that will serve you

Create culture

Be exciting – loads of fun 

Ownership 

What to do to break the 150

Move from general ownership to developing leadership: Develop leaders – working with 25 – 30 to catch leadership principles – look for 3 – 5 others you see potential in and test them 

Create structure: a structure for control; still very focussed on the senior minister – if it is overly diverse it will be diluted – make it functional with no titles, giving people responsibilities

Look solidly at governance and get it right structures that will serve you

Make sure stewardship accountability is solidly in place otherwise things will blow up!

What to do to break 250 – 300

From general leadership to developing specific leaders who will also lead others.

To become a friend of the vision you do not need to become a friend of the senior minister.  

More work on defined structures – you now have to transition in your structure for growth and not control – it time to trust others in leadership as well – 

Systems and strategic organisation is now vital

As a pastor begin to develop administrative and managerial skills – you will need them for the next levels and will be kept in good stead for the future when you won't need them quite as basic and foundational and crucially – 

Understand the power of delegation – 80% delegate a job, 10% feedback and 10% accountability 

What to do to break 500 

All in the structure

Being willing to lead to through team 

Working on not in the church

Being an overseer fewer people now rely upon you

Your team creating powerful systems and keeping them nurtured and running smoothly – find when you need to tweak them and change them

Develop higher levels of accountability, 

Continual personal growth 


