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CHURCH LEADERSHIP ROADMAP

From Attendance to Deployment
Transitioning a congregation from an attractional destination model to an equipping movement
requires shifting the culture from attendance to deployment. This is not an overnight program
swap; it is a structural redesign of how leadership measures success, trains believers, and
allocates capital.

The 4-Phase Shift Architecture
1. Redefine the Metrics & Mindset | Months 1-3

2. Structural & Budgetary Pruning | Months 4-6

3. Build the Equipping Engine | Months 7-12

4. Decentralize & Multiply | Year 2+

A planning roadmap for local leadership. Adapt the pace and budget targets to your church’s
needs, responsibilities, and readiness.
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PHASE 1 | Months 1-3

Redefine the Metrics & Mindset
Before changing programs, leadership must change the language and the scoreboard. If
success is still measured strictly by Sunday headcounts and plate totals, consumer behavior will
persist.

Establish the New Scoreboard

Replace the ‘3 Bs’ (Buildings, Budgets, Bodies in seats) with Sending Metrics:

Old Metric: ‘How many people came to the Sunday service?’ New Metric: ‘How many believers
were activated in their spiritual gifts this week?’

Old Metric: ‘How big is our internal ministry team?’ New Metric: ‘How many disciples are
reproducing discipling relationships outside the building?’

Audit Executive Communication

Shift Sunday morning announcements and sermon applications from ‘Come, bring, consume,
and volunteer for our event’ to ‘Go, build, serve, and exercise your kingdom authority where
you live and work.’

Align the Board & Core Leaders

Conduct the 6-dimension diagnostic with the leadership team, elder board, and staff to build
consensus around the current gap between institutional maintenance and biblical movement.
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PHASE 2 | Months 4-6

Structural & Budgetary Pruning
An attractional system burns heavy energy, labor, and capital keeping high-production weekend
programs running. Equipping requires freeing up bandwidth and capital.

Apply the ‘Ephesians 4 Audit’ to Staff Roles

Transition staff job descriptions from Doers of Ministry (e.g., visitation, executing events,
running programs) to Equippers of the Saints (Ephesians 4:11-12). A staff pastor’s primary role
becomes training 5 to 10 leaders who carry out the work.

Prune Maintenance-Heavy Programs

Eliminate or consolidate low-impact internal events that consume volunteer energy without
producing disciple-makers. If an event only keeps members busy inside the building, put it on
pause.

Redirect Capital Outward

Adjust the church budget target: systematically reduce the percentage allocated to internal
entertainment/production overhead and reallocate resources directly into community
empowerment, leadership training, and micro-mission initiatives.
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PHASE 3 | Months 7-12

Build the Equipping Engine
Replace passive seating arrangements with actionable, gift-based activation pipelines.

Implement APEST Gift Profiling

Use Five-Fold ministry profiling (Apostolic, Prophetic, Evangelistic, Pastoral, Teaching) to help
every member discover their structural wiring rather than assigning them to generic volunteer
roles (e.g., parking lot duty or nursery sign-in).

Shift Small Groups to Mission Huddles

Attractional Small Group: Curriculum-based discussion circle centered on personal comfort and
fellowship.

Ekklesia Huddle: Action-oriented cohort focused on spiritual accountability, gift development,
and local neighborhood/workplace engagement.

Create ‘Kingdom Incubators’

Establish short-term cohorts (6 to 8 weeks) designed to help believers design impact initiatives -
such as community outreach projects, workplace Bible studies, or neighborhood support
systems - and launch them directly into their sphere of influence.
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PHASE 4 | Year 2+

Decentralize & Multiply
Once the culture shifts from consumption to activation, victory is defined by sending capacity
rather than retention capacity.

Authorize Micro-Gatherings

Empower trained leaders to host decentralized home gatherings, workplace prayer cells, and
community micro-churches with full authorization to administer community, accountability, and
ministry.

Establish a Commissioning Culture

Regularly commission and lay hands on believers during main gatherings - not just for full-time
vocational missionaries, but for teachers, business owners, healthcare workers, and community
organizers stepping into their daily mission fields.

Measure Community Impact

Audit local community metrics (e.g., local needs met, families served, leaders raised up from
within) to verify that the assembly is salt and light in its actual geographic footprint.
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FIRST 90 DAYS

Action Plan Checklist

Focus Area Immediate Milestone Target Outcome

Leadership Rewrite staff job descriptions around
Ephesians 4:11-12 equipping.

Staff measured by leaders activated, not
events executed.

Finance Audit budget for internal production vs.
external kingdom investment.

Shift 10-20% of operational budget toward
equipping and outreach.

Culture Replace Sunday consumer
announcements with testimonies of lay
activation.

Congregation views their daily
job/neighborhood as their primary altar.

Discipleship Launch APEST gift discovery process
across leadership and core groups.

Every active participant knows their
functional spiritual wiring.


