
Looking ahead to our ten-year goal of five thousand people in five 

locations, at a ratio of 30 percent volunteers, we would need sixteen hun-

dred people trained and ready to lead and serve. To get the three-year 

goal numbers, we simply multiplied the ten-year numbers by 33.3 percent 

and then, to get the one-year goal numbers, we multiplied the three-year 

numbers by 33.3 per-cent. We felt good when we saw that our one-year 

goal numbers were larger than our present numbers, which meant that, 

with a little bit of God’s grace and a whole lot of work, we could accom-

plish that first goal.

We also had to factor in the goal of having four additional loca-

tions within the ten-year period, which meant launching a new location 

approximately every two years. If our broadcast location continued to 

accommodate 1,500 people, and each new location had an attendance 

of 875 people, we’d need to have about 270 volunteers ready to serve at 

each additional location. Of course, those volunteers would not serve at 

every service. Most would serve once each month, with some preferring to 

serve two to four times monthly.



WORKING THE WIG

Roll your works upon the Lord [commit and trust them wholly to Him] 
… so shall your plans be established and succeed  
(PROVERBS 16:3 AMPC).

With our Grow Steps discipleship process firmly established as our 

WIG, and our 10-3-1 Process goal numbers in place, we next needed to cal-

culate the required number of people to complete the Grow Steps process 

each month and then successfully connect to the right serving team to 

add 270 new volunteers every two years. 

While the goal of adding a new campus in two years was exciting, of 

greater importance were the 270 new people who would be fulfilling their 

purpose in the kingdom of God as they became fully developed followers 

of Christ. That was (and is) the result we want to obtain; however, to obtain 

this result the church must grow, and our job is to prepare for that growth.

An average of forty people completed the Grow Steps process each 

month, and of that number 25 percent of them connected with the right 

serving team and continued to serve. That meant we added a solid ten 

people per month to our two-year goal of 270. We knew it was possible to 

complete the mission with 240, but that number wasn’t optimal; therefore, 

we took the opportunity before us to determine practical ways to increase 

both the number of people going through the Grow Steps process as well 

as our retention rate. Identifying an issue is always the first step in resolv-

ing the issue.

While the goal of adding a new campus in two years was excit-

ing, of greater importance were the 270 new people who would 

be fulfilling their purpose in the kingdom of God.



Again, it is vital the staff be involved in goal setting, and especially 

so for our directors since they are in charge of the various departments 

within the church. Directors are the ones responsible for building their 

teams of volunteers, which puts them in the best place to determine and 

set their departmental wildly import-ant goals. When staff members 

determine the method (or lead measure) to accomplish their goals, they 

have complete buy-in ownership of the process. They also have complete 

trust in the Grow Steps process they are guiding people to.

SETTING DEPARTMENTAL MEASURES

Many are the plans in a person’s heart, but it is the LORD’s purpose 
that prevails (PROVERBS 19:21 NIV). 

Each of our department directors submitted his or her own plans 
for approval.

Each of our department directors submitted his or her own plans for 

approval, but since most all churches have a children’s ministry, I’ll use the 

plan submitted by our Grow Kids director to demonstrate how the process 

worked for us. Remember, Grow Church’s wildly important goal is to in-

crease the number of people going through the Grow Steps discipleship 

process.

Grow Kids thrives because of the volunteers who serve faith-ful-

ly in that ministry; therefore, we need a constant flow of people coming 

through Grow Steps and into Grow Kids. We’ve learned that the best way 

to present Grow Steps to people is through relationship building (regard-

less of which department they later choose to serve in). After all, when you 

trust someone, you’ll allow them to take you on a journey.



Relationship-building activities can be as simple as meeting for a 

cup of coffee or fresh brewed tea. So how many meetings with new fami-

lies—or those not yet plugged into serving—does it take to meet the Grow 

Kids ministry goals of team growth? For our church we determined that 

number to be five per week to build and sustain the growth of the volun-

teer team (each department determined its own WIG numbers). We also 

knew, based on experience, that it took extending ten invitations to get five 

confirmed in-person connections with families. This meant the weekly lag 

measures for Grow Kids was ten invitations and five meetings with a lead 

member of the ministry. The monthly lag measures were forty and twenty 

respectively.



Invitations could be extended in numerous ways. For instance, a great 

time for the Grow Kids director to connect with families was during the Sun-

day morning check-in process. Of course, it’s not possible for her to connect 

with everyone, so oftentimes she would write a personal note of invitation to 

a family and have one of the volunteers deliver it. Extending an invitation in 

this manner ensured that the entire team was contributing to the success 

of the department in developing leaders.

Another lag measure was the training a volunteer received after com-

pleting the Grow Steps process. Potential new team members shadow one 

of the lead Grow Kids team members during a Sunday service to review the 

role and determine if it is a good fit. 

These are just two examples of how departmental lag measures can 

be managed and then land on the monthly scorecard. Now let’s look at 

lead measures.

Remember, lead measures are the high-impact activities or strategies 

that you and your staff must accomplish to reach your goal. They measure 

the new behaviors that drive success on the lag measures. Lead measures 

help the staff members and volunteers stay on focus to develop people, 

create relationships, and build up others for the benefit of the body of Christ. 

At Grow Church, we have four lead measures that are applicable to every 

department. They are the (1) ask, (2) train, (3) transfer, and (4) one-on-one.

Relationship-building activities can be as simple as meeting for 

a cup of coffee or fresh brewed tea. So how many meetings with 

new families—or those not yet plugged into serving—does it take 

to meet the Grow Kids ministry goals of team growth?



The ask is the official invitation to join a volunteer team. This hap-

pens after an individual has completed the Grow Steps discipleship 

process and is approved to join a team. Some people are ready to join 

a team immediately after completing the process, others prefer to take 

their time to be sure they are a good fit for the team. Either way, nothing 

happens without the ask.

The train is for those who want to join a team, but they need train-

ing. Proper training is vital to successful and fulfilling minis-try, and it is 

an integral part of the team-building process at Grow Church. People 

who are fulfilled in their roles within the church keep the church healthy.

The transfer occurs when one person ministers to another, giving 

them a spiritual impartation. For instance, if a team member is seeking 

God’s will in a particular personal situation and asks for prayer, the one 

praying might offer a prayer of impartation according to James 1:5: If any 

of you lacks wisdom, let him ask of God … and it will be given to him.

The one-on-one is the personal time we spend getting to know a 

person, connecting with him or her, and sharing our hearts with each 

other. This is where strong, godly relationships are forged.

These four common lead measures allow the directors of each de-

partment to ensure people are being taken through a process of personal 

growth as they become connected with their respective volunteer teams. 


