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INTRODUCTION:  
WHY THIS E-BOOK?  

TO D D  M O R R  &  DAV I D  AC H ATA  

The problem is that most people aren’t asking, not to mention listening.  

When I (David) became part of the Soma Family of Churches, I saw how many questions 
came from all over the world about life-on-life discipleship. I learned a lot in those early 
days at Soma Tacoma. I took notes furiously as I listened to these leaders answer questions 
about making disciples in the context of missional communities. Since then, I’ve been 
privileged to serve in various roles from resident to church planter, as well as coach and 
consultant. 

In 2012, Todd Morr of the Soma Servant Leadership Team and Saturate Leadership Team 
approached me to discuss creating a forum to bring more structure to the consulting he 
(and others) had been doing for more than ten years. 

I (Todd) was talking with dozens of churches who knew they needed to change because 
their people were not grounded in the gospel, experiencing healthy community, and living 
their lives with any kind of mission purpose. 

As the number of requests grew, it became clear we needed to bring more structure to the 
consulting process if we were going to help additional churches in a significant way. 
Initially, it began as Missional Community Consulting (MCC). From 2012–2015, those initial 
sessions were a great first step in the formalized process that helped many churches with 
their questions.  

First, we gathered some background information. We wanted to know some of their church 
history and if they were planting or transitioning a church. Then we asked what their top 
three-to-five questions were about missional communities and missional living. Last, we 
wanted to know if they’d rather us play the part of a coach or an advisor.  

Since then, that work has evolved into something much more comprehensive, which 
happens now through Saturate Consulting and Saturate Coaching Communities. 

We wanted to produce this e-book because those three years of MCC sessions gave us 
valuable data. We noticed how people tended to ask the same six questions (in various 
forms) over and over again. We thought, “Why not produce a resource to answer those 
questions?” So here it is.  

In my (David) work as a consultant, I’ve been trained to listen for themes. It has been my 
firm belief that the answers to most organizational issues are already within the 
organization. The problem is that most people aren’t asking, not to mention listening. If 
we’ll make the space to listen, we will hear the themes—every time. As believers, we 
believe this is the Holy Spirit speaking through the people of Jesus. 

 © 2017 Saturate
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The question themes we heard are listed below in order of frequency: 

• How do we transition? 

• How is a church like this organized? 

• How do you train missional community leaders? 

• How do missional communities align in focus? 

• How does a culture like this care for the hearts of its members? 

• How can you make the biblical case for organizing church this way? 

As we reflected on these questions, we realized they are some of the same questions we 
are still being asked at the Saturate Everyday Trainings and on our coaching and consulting 
calls. Each of these questions could each be a book. Yet, for sake of simplicity, we would 
like to share an e-book resource we hope will serve you well.  

We’ve reordered the questions most commonly asked to a more logical grid: from a right 
beginning question to subsequent questions. We have re-titled and re-ordered these 
questions to follow the below progression: 

1. Are missional communities biblical or cultural?  

2. How is a church on mission organized?  

3. How do you train missional community leaders?  

4. How do you choose a common mission? 

5. How do you create a culture of heart care?  

6. How do you transition?  

We’ll begin by saying all these questions have the same answer: “It usually depends. . . .” 
While Scripture gives clear direction in many areas, it’s worth reminding ourselves the New 
Testament doesn’t contain a rubber-stamp roadmap for our every question. The Gospel of 
Jesus is contextualized into every culture. This results in diversity, so we have to look for 
principles that can be applied in our unique contexts. 

Since every context is different, we would like to share our experience and then summarize 
with the principles to be contextualized. We hope you enjoy this resource compiled from 
seasoned practitioners. 

 © 2017 Saturate
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1  
ARE MISSIONAL COMMUNITIES 

BIBLICAL OR CULTURAL? 
J E F F  VA N D E R S T E LT  

Are missional communities just a passing fad? 

Recently, one of the leaders in the Soma Family of 
Churches asked me if I thought missional 
communities would be a passing trend. He wasn’t 
questioning the validity of them, but he wondered if 
this was a time-based, culturally applicable 
approach to making disciples that may not be 
necessary sometime in the future. Is the concept of 
church as a missional community just a pragmatic 
solution to a cultural situation? Or, as we often ask: 
“Is missional community the primary structure for 
making disciples?” 

My answer to my colleague and my answer to many 
others is a resounding “no.” Why? Because I am 
convinced that missional communities are not a new 
program or methodology for the church, but an 
ancient way of being God’s people set apart for 
God’s mission in the world. “Sure,” I told my friend, 
“the name ‘missional community’ might be trendy, 
but the concept is really nothing new at all.” The 
concept is deeply biblical and culturally transferable 
from one time and culture to another. 

W H AT A M I S S I O N A L C O M M U N I T Y I S  
Let’s first remember what a missional community is. A missional community is a family of 
servant missionaries sent as disciples who make disciples. They are: 

• children of God who love one another like family. 

• servants of God who show what the Kingdom of God looks like in tangible form. 

• missionaries sent by God to show and tell the truth of what God is like and what God 
has done. 

 © 2017 Saturate

WE’VE BEEN ASKED . . . 

From your perspective, what is the 
Biblical foundation for missional 
communities? I.e., are they mandated, 
a preference, best, most strategic, 
etc. and why? 

How would you answer the question, 
"I've read through the gospels and 
the NT and I just don't see missional 
communities. Why do we need 
them?” 

What are some stories of missional 
communities and people in missional 
communities that I can use to 
demonstrate the impact of this way of 
life?
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The goal of this family of servant missionaries is to lead others to become the people of 
God on the mission of God in the world. 

G O D ’ S  A N C I E N T WAY  
From the beginning of time God has called a people to be His family—His image-bearers—
chosen by Him to belong to Him and lovingly show God’s love by how they love one 
another like family. It began with Adam and Eve who turned to a different father—the father 
of lies—and as a result the family they led looked more like the devil and less like the 
heavenly Father. God then chose Abraham to be the father of a new nation: a family set 
apart as both beneficiaries of God’s love as well as benevolent givers of His love. This 
family was also called to be a display people, showing the world what God as King was like 
through the visible display of His kingdom. His people were called to be His servants who 
serve others just as God had served them.  

One example of this is how God called His people to be hospitable toward strangers in 
light of how God had treated them while they were strangers in Egypt. Lastly, God’s people 
were sent from place to place with the intent of living amongst the nations declaring what 
their God was like in light of what He had done for them. Israel was a family of servant 
missionaries, loving, serving, and proclaiming the good news of God. 

But they failed. They fell short. 

Jesus came as the true and better Son who laid down His life for us so we could become 
children of God. He is the true and better servant who showed us what the Kingdom of God 
is like by how He served and gave up His life. He is the true and better missionary sent by 
the Spirit to proclaim the good news of the Kingdom. He didn’t do this in isolation. He did it 
in community—a community on mission together—a missional community.  

Jesus and His followers were a missional community. When He first called them He said, 
“Come. Follow me, and I will make you fishers of men.” Jesus formed a community on 
mission that loved one another like family, served others as a way of serving their Messiah 
King, and eventually were sent out as missionaries to proclaim the gospel in the power of 
the Spirit. 

After He died on the cross and rose again, Jesus sent His disciples out to make disciples of 
all nations, baptizing them in the name of the Father, Son, and Holy Spirit and establishing 
every disciple in their new identity as family, servants, and missionaries. What Jesus did 
with them first He sent them out to do with others. Their baptism wasn’t just words, it was a 
statement of their new identity that informed their new way of living: loving, serving, and 
proclaiming together. That’s exactly what they did. The early church loved, served, and 
proclaimed because this is who they believed they were in Christ. 

Later, when Peter intends to encourage the church scattered throughout Asia Minor, he 
reminds them first of who God is and what God has done most specifically in and through 
the person of Jesus Christ. Following that, he reminds them of who they are in 1 Peter 2:9: 
“But you are a chosen race, a royal priesthood, a holy nation, a people for his own 
possession, that you may proclaim the excellencies of him who called you out of darkness 
into his marvelous light.” Note the key identity statements he uses: chosen race (family of 
God), royal priesthood (missionaries anointed by the Spirit), and holy nation (servants of 
King Jesus). This is who God’s people were called to be prior to Jesus. It is who our baptism 

 © 2017 Saturate
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says we are because of Jesus, and it informs what we do as God’s people—the church—as 
we make disciples of Jesus. 

This is who we are; therefore it’s what we do. 

Is missional community a new idea? No. Is it going away? Not as long as Jesus continues to 
build His church and not until He returns and the mission is accomplished. 

However, the way we work it out is always changing. In the early church they met from 
house to house. Some today meet from beach to beach, office center to office center, 
school to school. Some meet from house to school to office center.  

How we work out what it means to love like family may continue to take on different shapes 
and forms depending upon the culture and time in which we find ourselves. Being servants 
of King Jesus in Tokyo might look very different than being servants of Jesus in Topeka. 
Proclaiming the gospel in secular New York might look very different than church-
saturated Dallas. Our identity is the same, but how it gets expressed is always changing. 
The mission will not change, but the means likely will. The gospel will not change, but how 
we proclaim it must. 

Yet no matter the place, the culture, or the time, the church is called to be a family of 
servant missionaries sent as disciples who make disciples. 

We are a missional community, a gospel community on mission. Call it what you want. The 
name might change, but we will not. 

This is who we are. This is what we do. 

Ready to take the first step to joining a missional community or starting one of your own?  

–>  Check out some of our resources:  
• Dig into this video series that will set the foundation for your community on mission to 

be rooted in the basics of the gospel. 

• Start a Missional Community Checklist. 

 © 2017 Saturate
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2  
HOW IS A CHURCH  

ON MISSION ORGANIZED? 
D AV I D  A C H ATA &  J E F F  VA N D E R S T E LT 

How do we move from program-driven to mission-driven? 

At one of the recent Saturate Every Day events, Jeff 
Vanderstelt and I were answering questions about 
how to organize and structure a church “on mission.”  

Specifically, we addressed what elements need to be 
in place to support a disciple-making environment in 
and through a church. 

What we repeatedly hear from leaders (and observe 
in our own contexts) is that the modern-day church 
has over-scheduled and under-equipped people. 
When people can’t imagine how they’d have time to 
engage in normal life as a disciple of Jesus, we’ve 
got a big problem. How can the church address this? 

When I arrived in Tacoma, Washington, as a curious 
observer, I wanted to see a church that didn’t fill their 
week with programs, but instead put its efforts into 
equipping people to live normal life as disciples of 
Christ. Even after working as a vocational minister for 
many years, I felt ill-equipped to lead in this. Sure, I 
knew how to give great sermons and organize 
volunteers to run the programs of the church, but 
equipping people to go into all the world? That was 
an area I still had to grow in. 

What I learned during my time in Tacoma was that 
the answer isn’t adding more programs or having 
better organization, but simplifying our 
programs with the right organization. Like a healthy 
lawn needs to be cut and watered to support healthy 
organic growth, the church needs a minimal amount 
of structure to enable followers of Christ to be good-
news people in the world. 

For the purpose of this chapter, I’ve asked Jeff Vanderstelt to share three 
basic structured environments and one principle that, when combined, can empower the 

 © 2017 Saturate

WE’VE BEEN ASKED . . . 

What is the organization of your 
worship gatherings, missional 
communities, etc., and what wisdom 
do you have about organizing that 
way? 

What place does weekly public 
preaching have (or should have), and 
why? Some think that MCs sound like 
house church . . . so then what is the 
purpose for Sunday gatherings? If to 
equip and encourage believers, how 
does that look? With many 
congregants spread out over a large 
geographical area, how do you work 
toward community given the 
logistical barriers? 

When you have MCs up and running, 
do you emphasize organizationally 
creating new MCs or adding people 
to existing MCs? How do you move 
people from your weekend 
gatherings to getting involved in 
MCs? 

DNA groups—Are these usually 
comprised of people from your MC, or 
is it a very distinct and separate group 
from the MC experience?
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church to be the reproducible organism it was meant to be. As Ephesians 4:16 puts it, “As 
each part does its own special work, it helps the other parts grow, so that the whole body is 
healthy and growing and full of love” (NLT). 

The words that describe the structured environments are gather, go, and grow. The 
underlying principle is give. 

G AT H E R  

We are no good alone. We need to be in community. A people on mission all week long 
needs to gather with the larger family of God for ongoing encouragement and equipping. 
Hebrews 10:24–25 calls us to gather regularly to spur each other on to good works and to 
encourage one another for everyday mission. As we gather together, we remember the 
gospel, our identity as the people of God, and the collective mission we all share together. 
We need to hear each other’s stories for encouragement and rehearse the bigger story of 
God’s redemption for our exhortation.  

We can also receive equipping from a diversity of gifts found in the larger body of Christ as 
we come together. Our coming together also reminds us who we are as we scatter 
throughout the week. 1 Peter 2:4–5 clarifies who those who come to Jesus have become: 

“As you come to him, a living stone rejected by men but in the sight of God chosen and 
precious, you yourselves like living stones are being built up as a spiritual house, to be a 
holy priesthood, to offer spiritual sacrifices acceptable to God through Jesus Christ.” 

The gathered church is a visible reminder of this reality. As we gather together we 
remember we are the church scattered throughout our region as “priests” calling people to 
God as we offer our lives and love as spiritual sacrifices in their midst. 

G O  
James 1:22 tells us to “not merely listen to the word, and so deceive yourselves. Do what it 
says.” This is why we believe gathering for worship has its right fulfillment in going into all 
the world to make disciples, as Jesus commanded (Matt. 28:18–20). We are not called to do 
this alone either. We live our mission out in smaller communities of anywhere from twelve 
to twenty-five adults and children called missional communities. 

Missional communities love one another as the family of God, tangibly serve others as 
servants of Jesus, and are sent to proclaim the gospel as missionaries sent by the Spirit. 
They meet throughout the week to share meals, encourage one another, and identify who 
the Spirit might be sending them to as good news people. A missional community might 
serve a neighborhood, school, or other group of people with the goal of making disciples of 
Jesus in that place. “Missional” implies that they view their life together as being sent “on 
God’s mission.” Therefore, their lives are organized for the sake of others. 

The life of a missional community is usually organized seasonally around the rhythms of 
the people they are sent to serve, which means things are always changing. They learn to 
ask how being family, servants, and missionaries gets expressed differently in the cultural 
seasons and rhythms of life. A question a missional community might ask, for instance, 
could be, “What does it look like to be a loving family to families at our elementary school 

 © 2017 Saturate
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during the Thanksgiving and Christmas seasons?” How the missional community answers 
that question determines what they might do during November and December.  

An important factor to remember here is that a missional community learns to see 
organizing life this way as “intentional,” not just “additional” activity. They engage in what 
they would already be doing in intentional ways. For instance, a missional community is 
already eating, working, and playing within the rhythms of its culture. The difference is that 
they learn to become “intentional” with what they are already doing for the sake of others 
and not just self. 

Bonhoeffer wrote that “faith is only real when there is obedience, never without it, and faith 
only becomes faith in the act of obedience.” So, too, the members of a missional 
community see themselves as a family of servant missionaries sent to share the good news 
of Jesus in word and deed. Not doing so would be to go against the very nature of who they 
have been made to be. The missional community is the “going” agent of the church. While 
we are on God’s mission together, we discover where we still need to grow in the grace and 
truth of the gospel as our brokenness and needs are exposed. Mission becomes not only 
the way God works through us to make disciples but works amongst to build us up as 
disciples. 

G R O W  
The promise of the new covenant in scripture is that God will put new hearts into people 
and move them to want to follow his ways (Ez. 36:26). “God’s mission,” therefore, is to 
change human hearts. If we don’t make the space to grow together, see what God is doing, 
and open his word together, we’ll miss this vital part of life with God. 

Within each missional community, groups of three men or three women (sometimes a few 
more) meet regularly to grow together. This could happen in a variety of ways. Sometimes 
it’s while exercising, sometimes it’s over breakfast or a cup of coffee, and it could even be 
on the phone during a commute to work. Remember, even this structure isn’t additional, it’s 
intentional. Most of us are already going to exercise, drink a cup of coffee, or drive to work. 

Some churches refer to this “grow” structure as a DNA group (Discover, Nurture, Act). We 
discover truths about who God is, what He has done, and who we are as we study Scripture 
together. We nurture hearts by calling people to repent and believe the gospel in light of 
what we discover. Then we act on what we believe in obedience and sharing what God has 
done to others. We encourage people to be reading their Bibles on a daily basis and the 
minimally connect once a week to discover, nurture, and act on what God is saying to them 
through His Word. 

G I V E  
Eugene Peterson’s paraphrase of Romans 12:1–2 does a great job of describing what it 
means to give, not only our finances, but our whole lives. “So here’s what I want you to do, 
God helping you: Take your everyday, ordinary life—your sleeping, eating, going-to-work, 
and walking-around life—and place it before God as an offering. Embracing what God does 
for you is the best thing you can do for him. Don’t become so well-adjusted to your culture 
that you fit into it without even thinking. . . .” 

 © 2017 Saturate
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The one principle behind everything I’ve just described is to give your whole life to 
God: your time, talents, and treasures. Give everything you have to Him and for His work. 

Let God have control over your schedule. Don’t look at your schedule and ask what time is 
available for God and His work. Ask God how He wants you to rearrange your schedule for 
the work He has called you to do. These days time may be our most valuable asset as it is 
with our time that we work, make and spend money, are entertained, engage in social 
media, rest, and play. 

Surrender your finances to God. Don’t give God what is left after you spend everything on 
what you believe you need. Start by asking God what He wants you to give and to who. 
Then build your budget around that. 

Jesus gives a parable of a man in Luke 12 who lives his life for the sake of himself. The story 
tragically ends with the man dying before he (or anyone else) could enjoy his wealth. Jesus 
says, “This is how it will be with whoever stores up things for themselves but is not rich 
towards God” (vs. 21). 

Herein is an important principle. “Being rich” toward God is about remembering how rich 
God was toward you and reflecting that in the way we give of our finances. Giving to those 
who serve in equipping us, the poor, and others in need are examples of ways we give. 

Lastly, give your abilities to the work God has called you to. Are you gifted administratively? 
Apply that gift to the place God has sent you. For instance, volunteer to serve on the PTA of 
your local school or organize a fundraiser for a community in need. What is your gift? Give it 
to God to be employed on mission where he sends you. 

S U M M A R Y  
At a high view, this is how a church organized around missional communities looks. They 
gather, go, grow, and give. 

• Gather regularly. 

• Go on mission throughout the week together. 

• Grow with a few. 

• Give yourself to God in all of it. 

Most people are too busy to do a few things well. A church on mission in everyday life 
needs only to do what is necessary so life can be more fully engaged for mission. Life is the 
program, and everyday is the mission. There’s already enough there to do. Let’s not add 
more than is necessary. 

Have more questions about how a church is organized around missional communities? 

 © 2017 Saturate
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–>  Check out some of our video resources:  
• We Are Missionaries 

• Using a Missional Community Covenant 

• Gather, Go, Grow 

• Coaching Multiple Missional Communities  

–>  Other Resources:  
• How does a DNA Group Work? 

 © 2017 Saturate

https://saturatetheworld.com/resources/gospel-basics/we-are-missionaries/
https://saturatetheworld.com/resources/ordinary-people/using-a-missional-community-covenant/
https://saturatetheworld.com/resources/mc-church-realities/gather-go-grow/
https://saturatetheworld.com/resources/strengthening-mc/coaching-multiple-mc/
https://saturatetheworld.com/resources/dna-guide/
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3  
HOW DO YOU TRAIN MISSIONAL 

COMMUNIT Y LEADERS?  
D U K E  R E VA R D  

What kind of leaders do you need? 

He was never in the spotlight. He rarely spoke from 
the stage. Mostly in the proverbial shadows, young 
leaders would come to the back, ask him a question, 
receive a question or a thought, and would then walk 
away to execute the plan. This mythical minister of 
the Gospel operated in relative anonymity yet bore 
uncommon fruit. He is reported to have developed 
50+ leaders who went on to play key roles in ministry 
for the decades that followed. I don’t know his name, 
and I don’t want to. This would only soil his mythical 
place in my leadership imagination. He serves as a 
faceless, nameless exemplar in the faith. I want to be 
like him. 

You should too. 

If you are convinced leadership development is a 
central priority and you want to give significant 
energy toward it, start with . . . 

• Why develop leaders? 

• What kind of leader are you (self-awareness)? 

• What kind of leaders do you need (begin with 
the end in mind)? 

• How and when (assessment, development plan, 
training, coaching, etc.)? 

• How’s it going (health and effectiveness)? 

 © 2017 Saturate

WE’VE BEEN ASKED . . . 

As we develop our key leaders, what 
are some training opportunities we 
can attend together to get them 
drinking the Koolaid? 

How do you train missional 
community leaders? 

We currently have four of what we 
call community groups. These 
leaders have been exposed to some 
of the gospel fluency and 
incarnational living concepts. What 
are some things I can do to continue 
to help them build their groups into 
missional communities? 

How do I equip and develop city 
group leaders to plant new city 
groups to reach new areas of our 
city? 

Basically, how do you get this off the 
ground? Where do you even begin 
with training leaders? How do these 
leaders raise up other leaders?
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W H Y D E V E LO P L E A D E R S ?  
Gospel minister, your vocation is to equip the saints for work of ministry. This means you will 
be evaluated more on what others can now do than on what you can do for them. If you are 
convinced missional communities are biblical and effective in making disciples, then you 
will quickly agree that leadership development is at the top of the priority list. 

Effective ministers of the Gospel are committed to people development, to leadership 
development. Evaluate your progress based on the development of your leadership core. 
Few things are more helpful toward the actual work of discipleship than developed leaders 
who can make disciples in the everyday. This is why Soma Churches spend more time than 
most on leadership development. Those who have been deploying missional community 
know leadership is the x-factor. It’s the limiting factor when you’re behind the leadership 
curve. It’s the exponential advantage when it’s done well. Leadership is essential in most 
any endeavor; missional communities are no exception. 

Most churches give lip service to leadership development; few put their time and resource 
toward it like it matters. If you are going to double down on one thing, double down on 
identifying, developing, and caring for leaders. Spend money on leadership development. 
Spend time on leadership develop. Stop doing other things so you can develop leaders. 

Here’s a little secret about leadership development: If you are famous for doing it, you will 
attract emerging leaders who bloom into fruitful ministers. If you neglect it (or insist on 
productivity without resources and encouragement), you will experience “leader churn,” 
which only exasperates the problem. The rich get richer, and even what the poor have will 
be taken from them! Be famous for developing great leaders. 

W H AT K I N D  O F  L E A D E R  A R E  YO U ?  
Who you are as a leader is the most important variable in the process. Those who will be 
fruitful in developing missional community leaders will be a certain kind of leader 
themselves. They will possess the heart of the equipper and will exhibit a genuine concern 
for others. 

1. Do you want to develop leaders? Some leaders would rather hire, recruit (read 
“poach”), or imagine leaders that are equipped and effective. If you don’t want to do 
this work, why not? Sit long with Ephesians 4. Diagram the sentences. Parse the 
verbs. Do whatever you have to do to get your mind around your vocation. Then ask 
yourself the question “What am I working on that is actually more critical to God’s 
mission?” 

2. Have you made time to develop leaders? We give time, priorities, and resources to 
those things that are most important. What does your current investment in 
leadership development reveal about its priorities? 

3. Do you care about your leaders? Are you willing to give them priority and presence, 
or are you more concerned with their productivity? Martha leaders < Mary Leaders. 
Mary had time for Jesus, time for relationship. Martha had stuff to get done and was 
impatient. Are you patient and kind with them? Do you pray for them? Are you willing 
to spend quantity time with them as they develop into the men and women God 
intends? 
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4. Do you trust your leaders? This is about freedom versus control, fear versus faith. 
Helicopter parents stunt their child’s development. Helicopter pastors unwittingly 
do the same as they micro-manage people. This comes across as distrust. It’s 
patronizing fear. Faith looks like trusting God enough to entrust the work to new 
leaders. 

5. Would your leaders answer the same way? (Ask them, and then repent accordingly.) 

F I N A L E X A M  
Throughout time your leaders will pick up aspects of your leadership. If all the leaders in 
your church turned out just like you, would that be a good thing or a bad thing? A good 
leader is one who, with integrity, can say, “Follow me as I follow Christ.” When others do so, 
it’s a good thing. 

W H AT K I N D  O F  L E A D E R S  D O  YO U  N E E D ?  
Beginning with the end in mind requires us to address the following questions: 

• What kind of missional community leaders do you want or need? 

• What is your baseline character requirement? 

• What will you ask them to do? 

• Where will they be sent? 

• What are your spoken and unspoken expectations of them? 

Answer these first. Then develop a plan to reverse-engineer an equipping plan to get them 
to your internal leadership threshold. Create leadership role descriptions so potential 
leaders have clarity as they prayerfully commit to leadership. 

H O W A N D  W H E N ?  
There are many ways to develop leaders. Here is how I do it: 

Leadership Assessment: Conduct two to three interviews to assess character, theological 
formation, and practical competencies. Some will be anxious about this. Assure them this is 
not a test, just an opportunity to serve them in becoming a more fruitful leader. I often say 
things such as, “This time next year you will be a more-effective leader. Now let’s figure out 
what work we need to do together to make that true.” The best time to do this is nine 
months before you need these leaders to serve. Use this as an opportunity to encourage 
leaders regarding the grace God has already given them. Take notes on things that will 
need to be addressed for them to lead effectively. 

Leadership Development Plan (LDPs): I organize this along the grid of Head—Heart—
Hands. Head is theological formation and an applied understanding of how people change 
in sanctification. Heart is all about their character. Are they are the able to say with integrity, 
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“Follow me as I follow Christ” ? Where does their character need attention? Hands is 
practical ministry competency. Do they need to sit in on a conflict resolution session? Do 
they need help in learning to delegate responsibilities? Are they competent in leading a 
group discussion? Can they build consensus? Can they lead spiritually, sensitive to the 
needs of the moment, prayerful, and pastoral? 

Specific Trainings: If and when you discover several leaders throughout the church who all 
need to be equipped in a particular area, this is a good time to consider specific training. It 
could be around “conflict resolution” or “stewardship” or “gospel fluency.” Having a good 
pulse on the overall leadership development needs will make this clear. Group training is 
efficient and effective. 

H O W ’ S  I T  G O I N G ?  
You will want some mechanism for evaluating the fruitfulness of your leadership 
development efforts. 

Monthly Coaching: Much of your monthly coaching of missional community leaders will 
need to be focused on the community itself. However, make sure you regularly pull out the 
leadership development plan to check in on the leaders’ personal growth. 

Annual Review: Take time each year to review the past with each leader. Celebrate the 
grace God has given in their leadership and missional community. Talk about the specifics. 
Narrate what God has been up to with them and their community as way of reminder and 
encouragement. Leaders who see God as work in them and their community are much 
more motivated to continue than those who lose sight of these things. 

You will be surprised by how encouraging this is to your leaders. Most churches focus on 
getting work out of leaders and not on their personal development. Leaders experience 
this as love, and your diligent practice here will have several benefits. 

• Leader retention—Motivated leaders stick around; discouraged ones bail. A church 
with significant leadership churn is unhealthy and ineffective in making disciples. 

• Broader maturity—As leaders develop year after year, the leadership base of your 
church expands. This is an intangible that matters more than most anything else 
toward becoming a mature and fruitful church. 

• Discipleship potency—More mature leaders make more mature disciples. As you 
labor in leadership development you will discover growth in the overall maturity of 
your disciples church-wide. Since this is what King Jesus commanded you to do, you 
will. 

Rest in the knowledge that you are doing the work God has given you to do. You are 
faithfully equipping the saints for the work of ministry. You can lay your head on your pillow 
at night knowing you have labored well in the things that God requires unto His glory. 
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S TA R T TO D AY !  
The best time to start training up MC leaders is when you don’t need any additional 
leaders. Missional community leadership development is best done in small batches with 
time and patience. If your missional communities are already thirty people and losing 
missional momentum, you are late—but all the more reason to start today. 

–>  Check out some of our resources:  
• To access our MC leader development plan, click here. 

• See also this checklist to determine if someone is ready to lead a missional 
community. 

• For other resources on leadership development, click here. 
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4  
HOW DO YOU CHOOSE A 

COMMON MISSION? 
B R A D  WAT S O N  

How does your community move from sitting quietly and neatly in a comfortable living 

room to engaging the people of your city with the gospel of Jesus?  

The gap is cavernous, daunting, and strange. Daniel 
Montgomery writes: 

“The gospel transfers us [because it is missional] 
from the familiar territory of self-centered living into 
a glorious wilderness, a beautiful and strange place 
where we’re invited to explore the wonders of who 
God is and what he’s done.” 

While every missional community is unique, I want to 
offer a simple roadmap to this unusual wilderness of 
communal mission. 

C H O O S E  A C O M M O N  M I S S I O N  
Remember this definition of a missional community: 
A missional community is a way to organize the 
church to gather and send groups of people on a 
common mission, (i.e. engage a neighborhood, 
befriend artists in the city, or connect with the 
homeless downtown). 

A common mission is your community’s unified effort 
to love—through word and deed—a specific group of 
people. As you start and lead a missional community, 
one of the first things you have to think about is what 
your common mission will be. Three broad 
categories for common missions exist: geographic, 
network, and marginalized. 

Neighborhood, network, or people? Choose a 
category that will work best for your community. 
Start there! 

 © 2017 Saturate

WE’VE BEEN ASKED . . . 

How do I develop missional 
communities to reach a specific 
sphere in our community? 

How does the missional community 
model adapt to a highly mobile, 
highly busy suburban culture like 
ours? (The biggest idol in our 
community is kids' sports programs 
with travel teams.) For them, 
missional living is going to be a pretty 
radical departure from what seems 
“normal.” 

Our people who are already busy 
(work 50 hours week, have families, 
etc.) wonder how they are going to 
live out the missional community 
lifestyle. How can weekly/monthly 
rhythms include Sunday worship, MC, 
meals, DNA group, more living life 
together, and volunteering to serve 
other church programs? Do people 
buy in and commit to this many 
"church" things a week? 

I know MCs are organized by either 
the people group they serve or 
geographically, but HOW do you do 
that? Does the group they're going to 
live missionally for then need to be 
pre-determined for them? 
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A N E I G H B O R H O O D  A S  A C O M M O N  M I S S I O N  
This common mission focuses your community to make disciples through word and deed 
of people who live around you. This mission aims at reaching people who share the same 
spaces: streets, grocery stores, restaurants, and parks. This can be very dynamic, as your 
community makes decisions around where it shops, drinks coffee, and how it interacts with 
neighbors. Some great next steps include joining the neighborhood association meetings, 
finding needs within the community to meet, and becoming the people who welcome new 
people in and create space for people to get to know one another. 

Geography can be particularly appealing for a community where the majority of the people 
live in the same neighborhood, subdivision, apartment complex, or dorm. It is also a good 
common mission in contexts where people feel a strong sense of neighborhood pride and 
spend most of their time within a short distance of their homes. Furthermore, it is great 
because it simply requires a group effort to be intentional through their daily life near their 
home. 

Many of our missional communities focus on our neighborhoods. We host block parties, 
lead neighborhood art camps, and spend time cleaning and caring for the neighborhood 
elementary and middle school grounds. We try to seek the welfare of our neighborhoods 
by keeping up to date with its needs. Through all of this we build relationships and bonds 
with our neighbors. We invite our neighbors over for dinners, hear their stories, and share 
the gospel whenever we have opportunity. Many of our missional communities experience 
a lot of favor, too. Neighbors enjoy having people who gather and bond people together. 
Through this type of mission, many communities begin to care for the needs of single 
mothers, people with disabilities, and the working poor. 

However, geography isn’t a good common mission for every community. If the people in 
your community don’t live close to one another, this probably isn’t a good common 
mission. If the majority of the people are commuting into a neighborhood to do “life-on-life” 
mission, then it is shallow, and traction is incredibly difficult to come by. Honestly, it’s just 
kind of weird to have people “reach a neighborhood” they don’t live in. 

A N E T W O R K  A S  C O M M O N  M I S S I O N  
How can your community share mission if it doesn’t share a neighborhood? Your 
community can be on mission within the same network of relationships. For example, your 
missional community could focus on making disciples of artists, musicians, or writers. But it 
doesn’t have to be just within the arts; a community could also unite around a gaming 
community, an athletic team, a hobby, or a profession. 

One of our early missional communities was very scattered—with people living in various 
neighborhoods. However, they chose to focus on a single public house that hosted 
children nights and trivia nights and was a great place to watch Sunday football. They 
realized they could make the network of people who work at and go to the pub their 
mission. They built relationships with the pub staff and the regulars (many of whom didn’t 
leave near them, but always came to trivia night). They simply showed up regularly. Often, 
this looked like some people in the community going to trivia night, others to kids’ night, 
and many going to football Sundays. They served the staff by organizing and starting an 
open mic night for musicians, poets, and spoken-word artists. This proved to be a great way 
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to step into relationship with those who didn’t know Jesus. It wasn’t based on geography; it 
was based on the common interest and intersection that was Mickeyfin’s Public House. 

This is a great type of common mission to share if a community has common interests or 
an already existing network. Some of the challenges with this mission include embracing 
others and not becoming an exclusive club and including children. 

A P E O P L E  A S  C O M M O N  M I S S I O N  
Who are the vulnerable in your neighborhood, city, or town? The marginalized are those 
who don’t get to experience the full-life of the city. They are overlooked, unheard, isolated, 
or pushed to the fringes of your city’s culture. Every city has neglected children or orphans. 
Your city has elderly, shut-ins, Alzheimer patients, and retirement homes few visit because 
our culture views them as past their usefulness and relevance. Your city daily welcomes 
refugees and immigrants hoping to build a life and experience freedom. Your city is made 
up of single parents, people struggling with mental illness, teenage runaways, people 
struggling with substance abuse. These are the people your city uses and ignores—the 
poor and powerless. 

Jesus pursued people because they were created in His image and He loved them. These 
people were welcomed into Jesus’ community as His beloved and His disciples. I believe 
Jesus calls His people not only to meet needs (clothe, visit, and feed) but also to welcome 
into relationship. Jesus healed people and fed them, but the most powerful expressions of 
His love for them were when He invited them to His dinner table. 

This common mission is also one that welcomes in neighbors, co-workers, and friends. As 
you meet and engage the people neglected in your city, your city notices. As we serve and 
engage in relationship with the poor, we get to invite our neighbors into mission as they 
explore what it means to follow Jesus. 

M O V I N G  F O R WA R D  
Start by picking one of these categories: neighborhood, network, or people in need. Just 
know it won’t stop there, but your mission will develop and your focus will increase. That’s 
the trick: Effective shared missional will evolve to include all three categories. Here are a 
few stories to flesh that out. 

I once led a community that decided we would care for refugees. This would be our 
common mission. We chose “a people in need.” However, we quickly learned thousands of 
refugees arrive to our city each year. How would we know them, much less be on mission 
to them? We decided we should connect with the services or non-profits that refugees 
connect with already. We met with a city-wide organization that helps new families get 
acclimated in the first year. They told us their greatest need was people to connect and 
care for specific families when they arrive (a network). This organization needed people to 
“adopt” families. Then the case workers asked us what part of the city we live in. We asked 
if there were people near where we live (neighborhood)? In the end, we cared for one 
refugee family in our part of town through a network of community services. We had 
worked through each category. 
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Another missional community in Portland decided their mission would be their 
neighborhood. The first question after that decision was: “Who in our neighborhood?” There 
were more than 17,000 people living around them, and they knew they couldn’t reach them 
all. They decided they would focus their attention on the community center in the middle 
of their neighborhood. They would all become members, swim at the pool, go to classes, 
and see what would happen (network). Then they realized there were many single mothers 
and elderly folks without connection or care. Their focus sharpened to be a dozen mothers, 
children, and widows (people in need). Their missional focus was single moms and widows 
in their neighborhood and connected to the community center. 

Each story depicts a community learning how to be missionaries together. They are taking 
their calling and gaining focus, which in the end is relational discipleship. 

M O V I N G  F O R WA R D  I N  M I S S I O N  TO G E T H E R  
At this point, you might be thinking, “But everyone in our community is busy, has different 
schedules, and has different gifts, passions, and resources!” Exactly. Isn’t it beautiful? Isn’t it 
brilliant? In each of the stories I’ve shared the community wouldn’t have been successful in 
their common mission if everyone had the same schedule, capacity, and gifts. 

The missional community that cared for the refugee family had a traveling consultant, a 
nurse, a teacher, a barista, stay-at-home moms, a writer, a cab driver, and an environmental 
scientist. Each was available at various times and each had unique gifts in caring for the 
family. The traveling consultant used reward points to purchase lots of home goods for the 
family while he was on a business trip. The teacher tutored the kids. The stay-at-home 
moms supported the mother, while the barista and cab driver were flexible enough to take 
them places like the grocery store, doctor, and job interviews. The writer helped them build 
their résumé for jobs. The environmental scientist helped them get a tax refund. This is a 
community on mission. 

We also did many things together with this family, such as a zoo trip, a beach trip, and a big 
Thanksgiving dinner. We also all had dinner at the family’s house, too. This is also a 
community on mission. 

Your community can be on mission with focus, too. 

What mission is your community focused on? 

–>  Check out some of our resources:  
• Leadership Development Planning Tool 

• Starting an MC Checklist 

• Annual Planning: Hopes and Dreams 

• Blog Series: Transitioning Groups 
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5  
HOW DO YOU CREATE A  

CULTURE OF HEART CARE? 
S T E V E  H A R T 

How does a culture like this care for members’ hearts? 

A church organized around missional communities—
a vision of church that focuses on getting people 
wrapped into the family of God on the mission of 
God in the everyday stuff of life—experiences 
specific challenges and opportunities related to the 
care of members’ hearts (or what we call gospel 
shepherding). The kind of time and energy that 
missional community life requires is far beyond the 
minimum expectations of many churches. In a more 
conventional church setting, ministry involvement 
may include Sunday services and perhaps a 
midweek ministry role, committee meeting, or small-
group Bible study . . . and many Christians’ involvement is 
much less than that. 

While many Christians think missional community life is a beautiful idea, the sad reality is 
that few have the spiritual energy to live into it. Anyone who has tried to live in community 
and on mission feels this, both for themselves and for those they want to lead into it. A 
church organized around missional communities is calling people into something that 
requires an ongoing, deep, and transformative experience of the grace of God. 

When Jesus quoted Isaiah 61, He declared His ministry was all about how He’d bring 
restoration to broken hearts and empower the restored to become restorers of others. In 
that sense, there was a clear flow to His ministry: through His work, He’d bring wholeness 
and healing to broken people, and as they experience that healing work, they’d be 
increasingly freed to be ministers of restoration. If we’re going to be a people on this 
mission, we need to give significant attention to how we’re handling the hearts of everyone 
who gets wrapped into our communities and churches, ensuring that deep restoration is 
taking place among us so we’re empowered to bring it to others. 

By God’s grace, we’re getting to see many people experience this deep work of God and 
subsequently rearranging their lives around community and mission. Here are a few things 
we’ve learned along the way about creating a culture where caring for the hearts of our 
people is prioritized. 
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WE’VE BEEN ASKED . . . 

What are best ways to determine real 
needs and idols in your present 
context? 

How do I develop groups that will live 
out an identity rooted in the Gospel? 

How are people actively discipled? 
What’s the process? 

https://biblia.com/bible/esv/Isa%252061
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First, we never assume anything about the depth of a person’s experience of restoration. 
In our context, we seem to attract many churched people who need a fresh encounter with 
Jesus. Some of these people are worn out from serving in churches with extremely full 
calendars of events, while many others are basically coasting through life with accurate 
theology but very little transformation. We regularly say to newcomers, “If you’re new, 
please feel the freedom to take a season to rest. Don’t get busy serving and doing. Just 
rest, let the good news of the gospel wash over you, and sit still.” That’s a shocking (and 
sometimes infuriating!) invitation for Christians accustomed to earning their worth through 
how they serve. But it is also a direct implication of the gospel: Jesus really has done all the 
work, and the first (and most difficult) move of Christian spirituality is to learn how to 
receive the love of God. In fact, unless we see real evidence of deep gospel renewal in the 
heart—a fresh sense of the depth of one’s sin and the goodness of grace, along with 
regular confession of sin that leads to real joy in Jesus—we’re pretty content not to push 
people into doing anything. Because we firmly believe that really tasting and seeing the 
goodness of God will always lead to real, joyful, responsive obedience, we’re pretty content 
to try to keep people from doing anything until they’ve experience that! 

Second, in light of that, we’ve created both systemic and systematic ways of getting to the 
hearts of people who get wrapped in with our community. Systematically, we’ve used the 
Gospel Basics course as a means of laying a firm foundation for how the gospel brings 
renewal and transformation from the inside out. Many people—Christian or otherwise—see 
Christianity as basically a self-improvement project: while they know that Jesus saves 
them, they still functionally rely on their own discipline or obedience to help them feel 
accepted with God. It is a crushing place to live and leads to a faith marked by hiding sin 
and trying to outwardly perform the right Christian activities. In that frame of mind, 
missional community becomes another way (an advanced way!) to feel accepted. Gospel 
Basics hammers hard at motivations, reveals idolatry and unbelief, and often leads people 
to a renewed understanding and experience of the gospel. It is this fresh experience of 
grace that revitalizes faith and leads to the kind of spiritual vibrancy needed to live 
missional community life. 

In addition, Gospel Basics helps to give people a clear framework for what we call gospel 
fluency. You can read Jeff’s book to learn more, but basically we are working hard to help 
people connect the daily struggles of life to the abundant resources that are ours in Christ. 
We want our people fully equipped to ask good questions and listen to each other’s hearts 
without critique, advice, or Christian platitudes. We want to give each other good news and 
to proclaim the gospel one another’s hearts, helping each other see our need for Jesus and 
enjoy the rich resources that are ours in Him. 

Because of how key this foundation is, we offer Gospel Basics twice yearly, and we urge 
everyone to take it at least every two years. Gospel Basics is a systematic 
format: eight two-hour classes and two half-day workshops. But we’re also thinking 
systemically, aiming at creating a culture of gospel to heart discipleship as normative. In 
many ways, this starts with Sunday gathering, as it is one of the key places where church 
culture and values are shaped. In my preaching, I’m always pressing on issues of the heart, 
asking questions that help people connect the truth of the text to the heart (repenting and 
rejoicing) and not just to the head (thinking) or hands (doing). 

For example, we’re in a series right now on the Spirit-led life. Rather than just talk about 
who the Spirit is and what He does, and rather than just emphasize how to listen and obey 
the Spirit, I also want to ask a key heart question: Why are we often hesitant to really ask 
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the Spirit to fill us and lead us? Because we do dialogical preaching, hands shot up around 
the room as we confessed together our fears, hesitations, and reservations about letting go 
of control, of really trusting that God is good and for us, and of being dependent. All of 
those are heart issues, and in my preaching I’m trying to make this kind of reflection, 
repentance, and rejoicing normative. Because we do this together on Sundays, we’ve 
watched this kind of conversation become a key part of our church culture and a normal 
way of processing the challenges and joys of life. 

Third, we prioritize creating specific contexts where the care of hearts is prioritized. DNA 
groups are the first level of care and the way we endeavor to make sure every member has 
a few others with whom they gather regularly to intentionally care for and disciple each 
others’ hearts. The foundation laid in the Gospel Basics course, along with the work that 
goes into creating a culture of gospel to the heart discipleship, helps to ensure that DNA 
groups are doing good heart work, in addition to building relationship, studying scripture, 
and learning to obey the Spirit together. We’re constantly training our people to ask 
questions that get to heart-level realities: 

• How have you seen your need for the gospel this week? 

• What about Jesus has been particularly energizing and renewing for you lately? 

• Where have you seen unbelief driving your thoughts and actions? 

While much of this care of hearts happens in DNA groups, we want all our missional 
community leaders to be well-equipped in this kind of heart-oriented shepherding. MC 
leaders are the first level of care for most of our church. As specific needs arise within the 
community—marital challenges, deep sin patterns, relational collisions, etc.—MC leaders 
are the go-to people for gospel shepherding in the everyday. 

We’ve also pursued key people in our body who are gifted to as shepherds. These key 
leaders have received additional training in counsel and care of hearts. These gospel 
shepherds are often key couples in our church family, and they’ve walked with people 
through extremely difficult situations. 

While not all of our elders are gifted in counseling, they are all expected to be able to do 
the work of gospel shepherding. A few of them are particular gifted and trained and can 
come alongside MC leaders and gospel shepherds to offer pastoral insight and oversight. 

Finally, while we’re aiming at a church culture where everyday disciples of Jesus are doing 
the everyday work of shepherding one another’s hearts, we recognize and affirm the value 
of professional counseling. We’ve tried to make connections with local counselors who 
have a holistic view of human growth and development (mind, body, and soul), who affirm 
the centrality of the gospel in their counseling, and who see themselves in service of the 
local church. 

A healthy church on mission needs orthodoxy (right beliefs), orthopraxy (right living), and 
orthopathy (rightly ordered loves). It is this third piece that requires significant attention 
and time so we create a healthy church culture where we live renewed lives from renewed 
hearts. 

What does your church or missional community need to work on to be healthy? 
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–>  Check out some of our resources:  
• Gospel Basics, a 10-Week Guide  

• Gospel DNA Guide 

• Videos: The Value of DNA for Women & Men 

• The Role of DNA Groups 
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6  
HOW DO WE TRANSITION TO 
MISSIONAL COMMUNITIES? 

J E F F  VA N D E R S T E LT 

What are the first steps to move my church from a  
Sunday-only focus toward everyday mission? 

When we first began training leaders to start and 
lead missional communities, we were primarily 
working with church planters and new churches. 
However, we increasingly find ourselves coming 
alongside already existing churches looking to 
transition from a Sunday centric model to equipping 
for ministry every day. Presently, I am leading Doxa 
Church through this same transition. Admittedly, I am 
still in process; however, I am learning a lot about 
transitioning through both my experience and the 
stories of others. Before I begin, it’s important to 
state that I could probably write a whole book on 
this the topic of transitioning. What I have to say here 
is only the tip of the iceberg, but I pray it’s helpful 
nonetheless. 

U N I F I E D  L E A D E R S H I P  
The first and most important principle is a unified 
leadership who share the same convictions. Those 
who give overall leadership to the church must be 
both convinced and committed to a new direction—
convinced biblically this is God’s desire for their 
church and committed practically to living it out as 
an example to the people under their care. You will 
not consistently lead the church toward a new reality 
if you are not convinced enough to lose people who 
don’t agree and committed long enough to learn 
how to work it out practically for those who stay to 
see and experience the change. Leaders must be 
unified and in agreement about what they are 
committing themselves and the church to for the 

 © 2017 Saturate

WE’VE BEEN ASKED . . . 

How do I, as a busy lead pastor, 
model missional living, particularly as 
I'm transitioning myself and our 
church through a very difficult 
season? 

From your experience working with 
churches like ours, what will it take for 
us to transition to MCs? Does the 
changeover have to occur all at once, 
OR can it happen incrementally? If in 
stages, how long will it take? One 
year? Five years? 

How do you move a large church of 
800 who has lived with a dependency 
on programmatic ministry into this 
ancient stance? What are the main 
barriers to keep in mind when moving 
toward this paradigm? 

Does switching to MCs require 
trimming down other ministry 
programs/vehicles so that people/
volunteers have time to commit to 
their MC? In other words, do we still 
run/have Sunday School, youth 
group, specialty classes/Bible 
studies? What needs to get cut in 
order to fully commit to MCs? 
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long haul. This is not like adding a program or making a minor ministry shift. This will be a 
whole church transition, and the transition will take many years. 

R E P E N TA N C E  
As leaders become aware of ways they have not faithfully been examples to the flock (1 
Peter 5:3), they should be prepared to publicly repent. For instance, the Scriptures are clear 
that elders are called to show hospitality, which is making space in their life, home, 
schedule, and budgets for outsiders. Hospitality gives a tangible expression to the truths 
and effects of the gospel showing how God welcomed us in through Christ. Leaders are 
called to lead the church in hospitality first by example and second through instruction. We 
will never move the church from Sunday to every day if leadership doesn’t lead the way in 
hospitality. As elders come to see they have not been faithful in hospitality, they need to 
confess that to the church and ask God to give them the grace to change. Repentance will 
likely need to happen in many areas (i.e. being friends of non-Christians, discipling the flock 
under their care to be disciple-makers, showing radical generosity in all things, etc.).  

As leaders publicly confess and repent, they create a culture of grace in the church, which 
makes it possible for the church to also repent. I have found most people will not take new 
steps toward change unless they believe there is grace to acknowledge past failures and 
sin. Think about it: Most churches are where they are today because the members chose to 
follow the example and teaching of their leaders. To expect them to change without 
leaders repenting publicly is an unhealthy expectation. They didn’t fail. Leaders did. So if 
the church is going to corporately turn in a new direction, the leaders will have to lead the 
way in repentance.  

P R E F E R R E D  F U T U R E  
However, we should not only look back on where we failed; we must also look forward to a 
preferred future. People will not change until the pain of staying and missing out on what 
could be is stronger than the comfort or familiarity of what is. Why did God’s people go to 
Egypt? Famine. They believed Egypt offered sustenance and a future. Why did Jesus’ 
disciples leave their careers to follow Him? They believed He had something much better. 
If you are going to lead God’s people forward from Sunday to every day, they will need to 
see that the better way is a life of full submission to Jesus in the everyday stuff of life. Most 
people who love Sunday gatherings have likely experienced God at work in their hearts 
there. Leaders need to help people see they can experience even more of God’s presence 
and power in an ongoing way. Describe the life of a disciple filled with and led by the Holy 
Spirit on mission every day. Most Christians have not experienced much of the abundant 
life Jesus promised because they have not stepped out in faith to walk on those waters. I 
often hear people express their desire for a greater intimacy and acquaintance with the 
power of the Holy Spirit. However, I must inform them that the life lived in the Spirit is a life 
lived on the Spirit’s mission. You won’t come to know the power of the Spirit if you live a life 
that does not require His power.  

To call people to transition from Sunday to every day, I regularly paint a picture of a 
preferred future walking in the Spirit on mission with others who deeply love Jesus. If that 
life doesn’t sound better than only a weekly event on Sunday, people will not leave their 
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present nets of comfort to venture out into the unknown. It’s true—there are significant 
costs in following Jesus every day, but the kingdom benefits far outweigh the worldly 
costs. Once again, this starts with leaders. If leaders are not convinced the future is better, 
they will not be able to convince anyone else either. 

P R O G R A M  S U P P O R T  
Next, keep all programs that support the future direction, starve all that do not, and remove 
any that fight against it. I often use the analogy of a body when describing how to transition 
a church. The body has certain organs that, if taken away, will kill the body. It has others 
that the body can live without, and others, if damaged or infected, can kill the body. When 
making a transition, don’t get rid of the activities or programs that are the heart and lungs, 
skeletal supports, and nervous systems of the church. In most churches, Sunday 
gatherings and groups play vital roles in the transition to everyday mission. I’ve seen 
churches kill their entire church by shutting down all their programs to start missional 
communities. This is a fatal mistake.  

At Doxa Church, we use the Sunday gathering to exhort, equip, and encourage people 
toward mission in the everyday. When I arrived here, they had community groups in place. I 
didn’t scrap them and start over, I decided to keep them and gradually transition them to 
missional communities. These two programmatic structures were and are vital structures 
for communication and care through which we can also bring equipping for the new 
direction. I also choose not to feed programs or events that do not specifically support the 
future direction. By starving, I mean we don’t give leadership energy, coaching, or training 
to these ministries. We didn’t shut them down, but we don’t prop them up and work to 
sustain them either. Each church has a limited supply of leadership and resources. We 
must steward our resources most effectively toward accomplishing the mission of making 
disciples who make disciples in the everyday stuff of life. We must do few things and do 
them well versus try to do everything mediocre. Finally, any program or ministry that is 
cancerous must be eliminated. A cancerous program is one that is fighting against the 
future direction or even poisoning others along the way. These cannot be allowed to 
continue, or they will destroy the body. 

E Q U I P  P I O N E E R S  
As you move forward you will find some have been waiting for this change. It seems God 
always has a remnant in the church being prepared to pioneer forward. As you discover the 
pioneers and early adopters, be prepared to give them the best support, mentoring, and 
training your church has to offer. They will need all you can give since this is new territory. 
Ideally, the overseeing leaders of the church are either in their groups leading by example 
of in other groups sharing their own learnings with others. The best way to move the entire 
church forward into a new direction is to have a few lead the way. People need to see and 
hear what life can be like from those who’ve gone before them. We have found that placing 
pioneering leaders in pilot groups can be a very effective way to provide them with close 
training and development.  

A pilot group is made up of people eager to move forward into this new reality led by one 
of our equipping leaders who is most familiar with mission in everyday life. We presently 
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are using the Saturate Field Guide as the curriculum for these groups. We call people to 
commit for a ten-week journey together through the Field Guide with the expectation they 
will put into practice what they are learning along the way. We’ve done this both in singular 
groups and in larger groups that are broken up into four or five smaller groups. Through the 
pilot groups we have identified and equipped leaders, given people a taste of everyday 
mission in community and formed new missional communities as a result. As leaders and 
others step out into everyday mission together, overseeing leaders must be present and 
available to coach and encourage them along the way. Most plans fail for lack of good 
preparation and ongoing support along the way.  

You can’t just launch people into a new reality. You need to provide ongoing training and 
evaluation along the way. Jesus didn’t just send His disciples out on mission. Prior to that 
He did it in front of them and with them. He regularly pulled them aside to explain what He 
was doing and to reflect on what they were doing. His training was hands-on and real-time. 
When He did send them out, they returned with reports. Jesus provided additional training 
and coaching in light of their experiences or failures. We need to follow Jesus’ example of 
developing His leaders if we are going to expect people to lead from Sunday to every day. 

S M A L L S T E P S  A N D  S H A R E D  S TO R I E S  

I have discovered that the move from Sunday to every day for some seems daunting. Some 
can’t imagine themselves making the trek up what seems to them to be Mount Everest. 
However, everyone can take a step on the trail. We have found that the vision of the 
preferred future is compelling, but without small steps being clarified it can become 
paralyzing. Our job as leaders is to help people take small steps forward. For instance, 
invite your neighbors over for a cookout. Call your group to pray weekly that God would 
open doors for the gospel. Take a prayer walk through your neighborhood once a week, 
and ask God to open your eyes and open your neighbors’ hearts. Start going to the same 
restaurant once a week, and be gracious guests who learn names and stories of the 
servers and tip very generously.  

These are all small steps anyone can take. Then share the stories of steps taken while 
gathered with the larger body on Sunday. I know of one church that has a section in their 
weekly gathering called “I gave it a try.” During this time people share stories of giving it a 
try. I tried inviting our neighbors over for dinner last week. They denied, but we gave it a try. We 
try getting to know the story of the parents we sit next to in the stands while watching Joey’s 
football practice. We actually have a better idea how to serve them lovingly now that we gave 
it a try. At Doxa, we have a story each week from normal people in our congregation take 
small steps of faith in everyday situations. The people in our churches know what we care 
most about based upon what we do on the platform and what we regularly celebrate. 
Encourage small steps, and celebrate each step taken. 

P R AY  
Jesus instructed His disciples to wait for power from the Spirit before they went out as His 
witnesses (Acts 1:6, 8). The account of the early church throughout the Acts of the Apostles 
is one of consistent prayerful dependency and Spirit-led mission. To lead our churches 
forward into everyday mission, we must become a prayerful people. Once again this begins 
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with leadership. Leaders must pray regularly, consistently, and for significant periods of 
time.  

We have adopted several ways of creating a prayerfully dependent culture here. We pray 
at 10:02 every morning for harvest workers. This is taken from Luke 10:02. We learned this 
from the leadership of C2C in Canada. We stop whatever we’re doing and take time to pray 
that our Lord will send more workers for the harvest and prepare the harvest for the 
workers. We try to dedicate a block of time for prayer in most meetings. We also commit to 
“stop and pray.” If we are in a conversation where someone is in need of prayer, we don’t 
say we will pray. We stop and pray in the moment. We also stop and pray during a meeting 
when it is apparent we are lacking wisdom or direction. We have people praying during our 
gatherings on Sundays and more recently are asking our missional communities to commit 
to praying through an entire Sunday morning gathering to learn to pray together 
throughout the week. Our elders lead these times both to model our commitment to prayer 
and to train our people actively.  

As our church grows in prayerful dependence they also grow in being led by the Spirit. 
Many Christians don’t know how to engage in the mission in everyday life because they 
haven’t yet learned how to follow the Spirit of God on mission in prayer. If you do all I have 
already written and fail to pray, you will have missed the most important element of 
transitioning from Sunday to every day. Jesus is building His church in the everyday stuff of 
life. Prayer is the key to submitting to Him and being empowered by Him to join in the work. 

–>  Check out some of our resources:  
• Transitioning Small Groups to Missional Communities Blog Series  

• Video: How to Transition to Missional Communities 

• Blog: Being the Church in the Everyday 

• Attend a Saturate Everyday Event or Request one in Your City 

• Join a Saturate Coaching Cohort 
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https://saturatetheworld.com/coaching/


  of  31 34

CONCLUSION:  
WHERE DO YOU GO FROM HERE? 

D AV I D  A C H ATA 

In his book Humble Consulting, organizational psychologist Edgar Schein reflects on his 
fifty-year career as a consultant. He asks, “How do you provide real help fast?” His answer is 
quite relieving. 

“My clients and I will discover that the first real help is my enabling them to see the 

true complexity and messiness of the problem situation and help them to abandon 

quick fixes and/or knee-jerk reactions. Beyond that, the real help will be to evolve 
the right adaptive moves to deal with the realities of the situation that I help them 

identify” (p. 24). 

Acknowledging the complexity of problems is hard, but doing so and identifying a real part 
of the issue to tackle can change everything.  

After reading a short e-book like this, you may feel inspired, or you might feel 
overwhelmed. The aim of this conclusion is to help you acknowledge the complexity of the 
work before you, avoid the temptation of “quick fixes” (as Schein writes), and identify the 
“right adaptive moves” to deal with the realities of your unique situation.  

Wanting to be an effective church is a Western notion. I heard the founder of Gospel for 
Asia, K.P. Yohannan, once say, “You westerners are so concerned with practicality. What 
ever happened to being faithful?” His point hit hard. Much of the time we try to deal with 
the pain point while failing to acknowledge the reason we are not being effective. The real 
question is: What does faithfulness to Christ look like right now, in the midst of my 
situation? As Jeff said in our concluding chapter, “We have found that the vision of the 
preferred future is compelling, but without small steps being clarified it can become 
paralyzing. Our job as leaders is to help people take small steps forward.” Jesus said 
something like this once, too: “One who is faithful in a very little is also faithful in much, and 
one who is dishonest in a very little is also dishonest in much” (Luke 16:10).  

What are the little things you need to be faithful with right now? Being faithful will result in 
the ability to deal with the bigger things eventually.  

In this e-book we touched on six topics:  

1. Theological roots for organizing our churches around missional communities 

2. Church organization 

3. Leadership development 

4. How missional communities choose a shared mission  

5. Creating structures to care for people’s hearts  

 © 2017 Saturate



  of  32 34

6. Principles to transition our churches from Sunday to every day 

Here are a few simple steps you may follow going forward: 

F I R S T |  D I S C U S S  

One of the challenges leaders face is bringing our teams in on our thought life. The task of 
a leader is to create an environment for change. Take time to identify what leaders you 
ought to bring to a discussion about the content in this book.  

S E C O N D  |  D I S C E R N  

After you’ve read and discussed these chapters, talk and pray together about the most 
relevant chapter to your unique situation. First discern why it’s relevant and then what must 
be done. A first step might be acknowledging where leadership has fallen short, repenting, 
and then discerning together what faithfulness going forward looks like.  

T H I R D  |  D R E A M   

Acknowledging the messiness of the problem can be done like this: Make a list of all the 
things needed to be done to get your church on the road to faithfulness to Jesus’ great 
commission (Matt. 28:16–20). Perhaps some of what you choose is included in this e-book. 
But there are probably other things.  

Once you’ve identified everything, imagine you woke up tomorrow and things were exactly 
how you believe they ought to be. Talk together about what things look like, what 
conversations are taking place, and what’s happening around you. Describe the feelings 
you are having. After dreaming a little, go back in time and imagine the road you took to 
get there. Write out what that road looks like. On the back end, you will likely have a plan 
that will take a few years.  

L A S T |  D E C I D E  

Bringing your congregation up to speed will be a delicate process. Decide the best way to 
do this, commit to leading change, and then submit your plans to the Lord. Remember the 
wisdom of Solomon, “The heart of man plans his way, but the LORD establishes his 
steps” (Prov. 16:9). Recognize that a good plan is the first step. Ultimately the Lord 
determines how things really go. Commit to being OK with that.  

Henry Nouwen writes, “A whole new type of leadership is asked for in the Church of 
tomorrow, a leadership which is not modeled on the power games of the world, but on the 
servant-leader, Jesus, who came to give his life for the salvation of many” (In the Name of 
Jesus, p. 44).  
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Thank you for spending time with this resource. Along the way, if there’s a way we can 
serve you through consulting, coaching, or training, please do not hesitate to contact us.  

We’re praying for you as you give your life to lead the church of Jesus.  

Lead well,  

The Saturate Team 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