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Overall Ministry Strategy Guide (Introduction and Planning Level)  
(For Advocates presenting to the Deacons, Elders, Leadership, Committees, Councils, Staff) 
 
“Methodologies for Introducing and Rolling-out a new Ministry, example Lightcast’s live audio 
connection, a ministry for Home-bounds” 
 
Healthy Churches: 
We would like to begin with some ideas many share about a healthy leaders and a h ealthy church. Taken from his 
pamphlet “The Biblical Design of a Heal thy Church”, Edwin Jenkins (Director of the Office of Leadership/Church 
Growth Alabama Baptist Convention State Board of Missions) writes the following: 
 
Some churc hes function inc identally, some accidentally and som e intentiona lly.” Churche s nee d to “conside r 
regularly God’s desire, God’s design, God’s direction”, and ask “where are we headed” to be become an “intentional 
church.” “There must be a conscious decision to do what God directs. And there must be a determination to keep on 
doing what God directs e ven when that bec omes challenging.” As for the accidental church, this is when c hurches 
“proceed from incident to incident, occasion to occasion, even mishap to mishap, with many ups and downs.”  
 
Mr. Jenkins goes on t o write, “t he foundation of a healthy in tentional church is based on th e Great  Co mmission 
(Mathew 28:18-20) an d th e G reat C ommandment” ‘ Love you r neighbor as y ourself’. (Mark 12:29-31) A lso, 
“Healthy churches demonstrate authentic concern and dedicate genuine effort to these four ministries -- - spiritual 
growth, m ission ad vancement, ministry i nvolvement, and  out reach ef fectiveness.” He mentions u nder “o utreach 
effectiveness”, th e o utgrowth of th e o ther 3  in itiatives, “churches reach  ou t effectiv ely wh en their fo cus is 
authentically biblical.” 
 
Edwin then notes that “Healthy churches demonstrate these eight characteristic factors:  
1. God-given vision 
2. Transformational leadership – not  j ust transactional, the members are t ransformed to the point that they      

carry on without the leader 
3. Functional Strategy – in worship, discipleship,  ministry, evangelism, fellowship and prayer 
4. Meaningful Membership 
5. Passionate Spirituality 
6. Loving Relationships 
7. Sacrificial Generosity 
8. Kingdom Orientation” 
 
The full version of this story first appeared in The Alabama Baptist. 
 
Why is Edwin Jenkins information a prelude to our Guide to rolling out a new technology ministry? Because it all 
applies and is foundational to successfully move forward with your church and the team members of any new 
ministry. 
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Technology Ministry Implementation Guide   
 
Implementing a relevant and authentic technology ministry takes into account and relies on general systems theory, 
project management skills, team building, leadership skills, risk  management and technology all with  the basis of 
theology. These implementations require commitment, energy , direction, communication, planning, authorization, 
execution, maintenance and monitoring. 
 
This implementation guide uses the example of a Lightcast Networks ministry roll out. Lightcast brings technology 
used to re-engage a church’s Home-bounds. Churches can also use this ministry tool for new member lay ministry 
integration. In this case, it is truly a 2-fold ministry tool helping both new lay helpers and Home-bounds be closer to 
the presence God. 
 
What about underpinnings of implementing a new technical ministry, the good and the tough? First off, 
many will not participate or walk away if they are not properly trained to be able to work with 
technology or in a new ministry. On the other side of the spectrum, some are consumed with technology 
wanting only the newest most futuristic and, unfortunately for the Home-bounds, will wait until the 
point it can be budgeted. Example, “We will wait until there is Internet streaming video connecting to 
their TVs and it is affordable.” This is technology for technology’s sake, a ministry without theology and 
this is a tragedy. Second, technology is a servant and a factor but not a foundation for ministry. We all 
know the actual message and the principles are the foundation. We must be remindful that principles 
such as particularity and intentionally are the connections with knowing God. Third, it is critical for 
success there be the effort and ability to methodically integrate and not impose technology into the 
church. This can be done theologically by teaching about how a new technology ministry will advance 
the work of Christ. The sponsor(s) must emphasize the community and the mutuality effects from both 
sides of the ministry equation. There are the ministry team’s lay people who help install the 
technology, those Home-Bounds or recipients who use the technology and the all encompassing 
connection with these individuals. The congregation’s compassion, the church leadership and the 
spirit can drive a sphere of inter-connections. Example: The minister speaks of Mrs. Smith who is home 
with a broken hip, teenage lay ministers by her side with a hymnal, the lay minister who installed her 
Lightcast receiver is in the congregation, her daughter and grand children are in the congregation and her 
son in-law in the choir. A prayer and song goes out to Mrs. Smith and the whole congregation feels it. 
Fourth, the significant involvement of lay persons in the implementation of the new technologies in 
ministry should lift up the importance of lay ministry in the whole church, as well as in those lay people 
involved instigates an interactive membership. A correctly devised technology will create an authentic 
interactive (not passive) member relationship. A technical ministry is about empowering lay persons to 
utilize their gifts in ways they never thought possible. It uses gifts for the purposes for advancing God’s 
kingdom. When we realize that God is using us to care for God’s family, an unspeakable joy and peace 
rises from within our soul and this can change uncompassionate perceptions and balance overcome 
constraints. If we do not realize this, everything just looks like an expense. In a healthy church, faith will 
guide the way and find the necessary resources for relevant ministry technologies, like it does the costs of 
electricity, water and maintenance.  
 
So what are the stages we should expect in a new Technical Ministry roll out? 
Stages of implementing a new engaging technology: 
 
1. Nervous sense of being overwhelmed 
2. Mystifying and wonderful 
3. Engrossed and energized  
 
 
How does the Sponsor(s) of a new technical ministry concept begin to start to move it forward?  
It begins when an advocate is enlightened by thoughts or new information on what technology can do to 
help others.  
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A Brief Description of the Technology from Lightcast. 
Lightcast has created a new way to c onnect Hom e-bounds to the sanctuary sound syste m or S unday sc hool 
classroom. Usin g a sim ple telephone conn ection an d easy to  u se equ ipment, v olunteers can  easily install th is 
equipment, called “Lightcast Certified Home Receivers”, at the Hom e-bounds home. Th e s ound or mixer syste m 
operators ca n connect t he c hurch s ound s ystem, and t hus t he se rvice, usi ng anothe r piece of e quipment called  
“Lightcast Certified Church Interface”. These connections create real-time audio listening and in certain cases  2-way 
audio inte ractions. Ma ny churc hes a re i nitiating this tec hnology because it costs less th an ra dio and allows m ore 
functionality. A c onnection can be quickly scheduled unlike radio or TV. Accessible nationwide and in some cases 
internationally, Lightcast is available anywhere a person can use a telephone line.  
 
There are over 8 million isolated Home-bounds in the United States of America alone. This does not include the 
many isolated caregivers taking care of them.  50% of Home-bounds profess to be Christians. Only a small 
percentage of this group of individuals is able to access to their church real time, via the radio or TV. Due to budget 
constraints, many churches do offer cassette or VHS ministries to their Home-Bounds. Although this brings a much 
needed personal touch, these cassettes are days to weeks dated and sometimes a technical issue for Home-bounds to 
use. Many times the perceptions can be that there is nothing else more the church can do for these members, with the 
resources at hand. The perception can even be that once a Home-bound enters a institution (assisted living or nursing 
home), they are inactive, and treated as such. However, in some churches they do seem to show up on a member list 
as active. This article below is about a method for rolling out a new type of low-tech ministry to Home-bounds. To 
treat them as active members, allowing them interactivity, whether at home or in an institution. This guide can be 
applied as a framework to other new ministry rollouts. We hope you see the crossovers as we use Lightcast Networks 
simple technology as the example. 
 
How do we start a new technology ministry like Lightcast? High level (these are detailed later in the guide and 
many steps can be combined) 
 
1. Analyze the need for and benefits of the new ministry, will it glorify God, is it worth the sacrifices in time   money 

and energy? This may take surveys and polls of home-bounds and those that could volunteer. 
2. If the need is worth it, commit to become the Ministry Sponsor(s) and define and paint the Vision.  
3. Create a Ministry Charter Document breaking down vision, mission, goals, scope and organization                  (see 

our exhibit 1” chart”) 
4. Design a Ministry roll out plan including a task schedule; this will include all of these next steps. 
5. Develop accurate budgets and a Master Ministry Budget Plan including costs and potential funding sources. 
6. Forecast realistic timelines. 
7. Call for a Ministry Orientation Meeting of all stakeholders and committees, which may overlap in helping this 

ministry function. 
8. Develop a structure for a special ministry committee during this Orientation meeting - involve all stakeholders in 

creating and embracing vision for technology, make your volition and enthusiasm contagious. 
9. Create a Ministry Presentation including the Ministry Charter Document, Budget and timelines. 
10. Call for a Ministry meeting to present for approval and authorization to move forward.  Plan to address 

resistance, e.g. keep the speak user friendly and the focus on principles the church is based on. Before 
presenting, always look for solutions to issues that you believe may arise. 

 
 

FOR MORE DETAIL ON THESE 10 STEPS SEE “Breakdown - the 10 steps to Implementing a new Tech Ministry” pdf              
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Lightcast Networks 
The Short Steps to Installing a New Tech Ministry 

 
 
 

 
Ministry Advocate sees a new potential ministry 

 
| 
 
 

Advocate meets with Church Staff and leadership on initial ministry idea 
 
| 
 
 

Staff and Leadership select committee members to discuss ministry 
 
 | 
 
 

Advocate or informed leader presents to Committee the Vision and Budget and Funding options 
 

  | 
 
 

Committee approves the new Ministry, and overseeing members or organizational structure 
 

      | 
 
 

Overseeing members will implement and monitor 
 

 
 

 
 
 
 
 
 

FOR MORE DETAIL ON INSTALLING A NEW MINISTRY SEE  
 “Overall Ministry Strategy Guide (Introduction and Planning Level)” pdf  

and   
“Breakdown - the 10 steps to Implementing a New Tech Ministry” pdf 
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Lightcast Networks 

Breakdown - The 10 Steps to Implementing a new Tech Ministry 
www.lightcastnetworks.org

 
1. Analyze the need  

Identify and relate overlapping goals of stakeholders, who will be your audience e.g. would 
Home-Bounds like to connect to a real time audio service? Will Finance committee be concerned with the 
budget?  How will the new ministry affect it, will it increase tithes to make up for a short fall? What are the 
goals of the Audio Video ministry, and can they support having someone dial a telephone device from 
church, right before the service to enable a Lightcast services? How does it relate to seniors initiatives? 
Does the church have the time and people to install a small device at the Home-bounds’ homes?  

 
2. Define A New Technology Ministry Vision. 

Sponsor(s) with an i dea, define your Vision. Make i t visual i f possible. Begin with stating your 
concept. In project management we creat e a prob lem statement; here we will create an OPPORTUNITY 
FOR NEW MINISTRY STATEMENT, which builds up to a MISSION STATEMENT and ultimately 
the VISION STATEMENT. This may all be said in one statement defining the ministry and a few ot her 
sentences setting the context, scope and  parameters (featu res and qualities).   (See "Build the Visio n 
Diagram" pdf) on our website 
 

3. Create Your New Tech Ministry’s Charter Document, Identifying The Scope. 
 Develop your ministry case. Describe the reason for the ministry, the importance, how it helps and 
supports initiatives. Name your new ministry by encompassing the objective with a sho rt name. e.g. “The 
Connections Ministry” lik e ou r cu stomer Un ity Bap tist Ch urch uses. Defi ne m inistry o bjectives: th e 
purpose, what is to be  accomplished and long term benefits. Define ministry deliverables, final outcomes. 
Define ministry recipients, those who will b enefit. Define recipient’s requirements, specific functions and 
features to be involved in final deliverable. Identify all stakeholders who may be involved in the ministry, 
including all recipients. Survey your stakeholders on their wants and needs as it applies to your idea. Fill in 
the gaps.  See our website for new ideas here. 
 

4. Define Ministry Scope 
Create the boundaries of the ministry and thereby lessening “scope creep” or uncontrolled 

expansion outside of the set objectives, e.g. we will install Lightcast services in 10 Home-bound 
homes and allow them to dial in with their Home Receivers to connect to the 10:30am Sunday 
service. 

 
5. Design A Technology Ministry Roll Out Plan. (This Plan may be better served in the “Directors Guide” 

used after approvals for a new ministry, however some church committees like to be presented exactly 
what needs to be done for approvals) 

 Design an outline or framework and fill in your plan. This will give you direction, provide goals, 
targeted results, milestones and provide some standards to achieve.   

 
Side Note – This Plan can be done before or after Approvals:  
Much of this section can be done after approval or authorization to move forward, however the more you 
can show ho w yo u will i mplement a p lan th e h igher th e p robability of au thorization.  Th is p lan will 
increase credibility and justification and make it easier to  have your new ministry approved. We suggest at 
least developing a high level plan to present to the Church’s Leadership councils or committees.  
Identify tasks, sequence tasks, develop control benchmarks and milestones, determine budget and needed 
resources, and establish communication lines. Make a fl exible and agile guide managing people, time and 
resources without over planning to the point of micro-managing each small detail. Organize your thoughts 
and st eps by  drawing t hem o ut o n paper, w hite b oards, using  sim ple stick y no tes, calen dars, charts. 
Drawings will motivate and help monitor. See our website for new ideas here. 
 
As part of t he Pl an, de velop m inistry reso urce an d l ogistics st rategy f or o r with (if y ou ha ve already 
recruited a few) assigned Director, Leaders and other volunteers helpers. 

http://www.lightcastnetworks.org/
http://www.lighcastnetworks.org/
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Prepare preliminary task schedule (this will be filled in more detail after approval): 
 

A. Plan how t o communicate between m embers and stak eholders – m eetings, email, teleconferences, 
e.g. Lightcast teleconference every Tuesday nite at 7:00pm. 

 
B. Identify who will b e i ncluded as in itial recip ients, e.g. Home-bounds to use Li ghtcast serv ices. 

Survey and  get p ermission fro m in itial recipients to  be in volved in  min istry. Sh are realistic 
expectations with them; explain the new lay ministry aspects. 

C. Schedule who will d o wh at tasks. Th e best way to  av oid burn ou t is build d epth wi th m ultiple 
trained volunteers, e.g.  Larry, Tom and Julie will work the Lightcast Church Interface on different 
Sundays, e.g. the seni ors class will install th e Lightcast Hom e Recei vers. Decide how many 
assignments per volunteer. 

D. Plan who will be backup, develop a farm system and cross train vo lunteers, e.g. who will backup 
Lightcast Church Interface Operator. (generally, this is the sound/mixer person). 

E. Plan how will tasks get done, set u p a train ing time and location, include topics like the logistics 
and materials needs. 

F. Develop a Critical Path. Flow-chart the tasks an d resources needed to procee d to the end re sult. 
Using a calendar a nd necessity of each tas k, map out what has to happen and what can be done 
sequentially o r si multaneously with out ho lding up  th e project. In clude a milestone calen dar to 
identify advancements. 

G. Keep a resource log estimating time and budget resources. 
H. Plan who will h andle procurement an d m anage co sts, e.g . who writes ch ecks for serv ices, how 

much and when. 
I. Where will fun ding co me fro m, will th ere b e budgeted line ite m o r sp onsors or listed  on th e 

offering envelope etc. 
J. Keep a planned pre-event check list, e.g. see Lightcast’ operator system simple instructions guide, 

to reduce any states of alarm.  
K. Risk management/assessment and put contingencies of all the above in pl ace (what is Plan B), e.g . 

list what  co uld g o wrong and back u p plans. S oon see our website f or o ur “Operators What I f” 
guide 

L. Develop a plan for maintenance, e.g. annual funding, testing and adjusting quality of sound. 
M. Monitoring success at the homes, e.g. surveying Home-bounds for feedback and communicating to 

Team members. 
 
 

6. Design a simple Master Ministry Budget Plan 
To move forward with your new ministry many times the most closely scrutinized resource are the 

costs associated. Budget estimate can be t op-down using historical costs from experience, however if the 
ministry i s ne w, a  bottom up  m ay be be tter sui ted. Gather al l direct an d i ndirect costs needed t o be 
reviewed. Get wi th al l y our ve ndors a nd those i n t he church th at have ex perience with  sim ilar work 
budgets. Have your vendors break it down in an easy summary and a backup detailed Budget and Proposal 
document. Take al l t asks and documents and look for gaps and missing amounts. C reate your Ministry 
Master B udget Pl an. Look fo r sou rces of fun ding not only thro ugh class con tributions, discretionary 
funding, new line items on a budget but also, new ways to save church money to fund a new ministry, this 
can be used in the Ministry Presentation. See our Fund a Ministry page on our website 
 

7. Call for a Ministry Orientation Meeting of all stakeholders and committees, which may overlap. 
Gain buy-in by stakeholders to consider your Ministry plan with high level Vision and Mission is 

communicated. Communicate a special committee should be developed to review details. 
 
8. Develop a Special ministry committee structure type 

Have your Church Leadership and staff team choose a ministry committee structure type. Will this 
be a (permanent) functional ministry committee taken on by one of the existing ministry committees? e.g. 
Seniors Ministry. Could this be better served as a (special) cross-functional ministry organization tapping 
people from multiple ministry committees to serve temporarily? Could this be a (permanent) pure ministry 
committee, with its own members not associated with other ministries? Could this be a (special) mixed 
ministry organization where members of other ministries become totally dedicated to this ministry 
temporarily? Make sure the organization is not overlapping or duplicating other committee work.  Make 
sure it is as small as needed. A committee is in place to reconcile divergent viewpoints, study proposals,  
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and discover effective ways to carry out work. Before any meeting on the new ministry with this 
committee, always allow the committee members to review any documents so they can do some 
homework. This will make the meetings more efficient and effective. Pastor, minister and staff will need to 
help coordinate committees. Coordinating includes committee member election/selection, training, rotating,  
vacancy filling, meeting schedules, taking minutes, projecting activities, reporting and budgeting. Write job 
descriptions and duties for the new Technical Ministry Leadership Team. The new committee will select 
and rotate these leadership members. Certain groups and entities (such as Church Leadership team, 
Deacons, Elders, Staff, and Congregation) will need to be involved in coordination process. Check you 
church process. 

 
9. Sponsor(s) prepare for your new Ministry Presentation: 

Again, identify and relate overlapping goals of stakeholders, who will be your audience e.g. would 
Home-Bounds like to connect to a real time audio service? Will Finance committee be concerned with the 
budget?  How will the new ministry affect it, will it increase tithes to make up for a short fall? What are the 
goals of the Audio Video ministry, and can they support having someone dial a telephone device from 
church, right before the service to enable a Lightcast services? How does it relate to seniors initiatives? 
Does the church have the time and people to install a small device at the Home-bounds’ homes? Include 
your Vision and Budget. Remember to include asking for commitment in the ministry, ideas on who would 
fit well as helpers, and advice on organizational structure. 
 

10. Call for a Final Ministry meeting to present for Approval to Move Forward.  (this may be during an 
already scheduled committee meeting or a separate meeting) 

Plan to address resistance, e.g. keep the speak user friendly and the focus on church based 
principles. Before presenting always look for solutions to issues that you believe may arise, this may take 
some pre-meeting research. 
 
Gain buy-in to im plement y our M inistry pl an by  st akeholders. Gain any  o fficial appr ovals and 
authorizations. M ost c hurches ha ve a  st andard process for presenting new ideas and m inistries and 
authorizing monetary and human resources. Check your process.  

 
 

                                                               www.lightcastnetworks.org
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(Exhibit 1)           Define the Technology Ministry  
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Concept – e.g. “Let’s bring our 
all types of Home-bounds back 
into the fold.” 

Mission – e.g. “achieve all 
necessary actions which will 
define successfully 
implementing a ministry to 
address remotes in a more 
interactive way.” 

Problem Statement – e.g. “We 
have many Home-bounds who miss 
out on church activities (worship, 
fellowship, prayer) for many 
different reasons, from   chronic and 
temporary illnesses to caregivers 
and military leaves.” 

Vision – communicate an embrace-able vision. e.g. 
“A connected congregation, interacting with their 
Home-bounds through technology  with the 
fundamentals of compassion and theology.” 
 

1. Define the Concept 
2. Define the Problem Statement this is where most failure occurs – 

define your audience or p articipants, in this case it may be H ome-
bounds of all  ty pes, e.g . c hronic h ome-bounds, preg nant m others, 
caregivers to ill , personnel o n m ilitary lea ve, n ursing home or 
hospital pa tients, i dentify h ow they  are n ot a ble t o co nnect to t he 
church anymore. 

3. Define Motive – y ou may want to use scripture here, e.g. We c are 
for the sick because God c ares for t hem. This is not to be passive, 
proactive as God did for us with Jesus. 

4. Define the needs and look at the purpose  – e. g. l ay persons and 
Home-bounds may both benefit from  new  w ay for caring-
discipleship, community - fell owship, connection - w orship by  
using the lay installed technology and its ability to re-connect those 
who are missing. 

5. Develop Mission – ho w do we get  fro m h ere to  th ere, a project 
chain of command 

6. Develop Mission Objectives  – spe cific, measurable, atta inable, 
realistic, time and cost budgeted, e.g. over the next 30 days we shall 
connect o ur 10 h ome-bounds t o th e churc h us ing Li ghtcast 
technology and al low them to listen to  the  10:30 services wi th lay 
visitors by their side for the first 2 weekends, if they so choose. This 
can be paid for by an adopt-a-homebound class campaign in which 
10 classes will be responsible for one homebound. The approx. cost 
will be $.70 per week per classroom attendee, or a dime a day.  

7. Develop Vision Statement –what is the ultimate destination we are 
striving for, paint a visual description. 

Motive – e.g. “We care for 
the sick because God cares 
for them. This is not to be 
passive, proactive as God did 
for us with Jesus.” 

Purpose  – e.g. “lay persons and Home-
Bounds may both benefit from new way 
for caring-discipleship, community - 
fellowship, connection - worship by 
using the lay installed technology and its 
ability to re-connect those who are 
missing.” 

Mission Objectives – e.g. “Over the next 
30 days we shall connect our 10 home-
bounds to the church using Lightcast 
technology and allow them to listen to 
the 10:30 services. If they so choose to 
have visitors, lay visitors will be by their 
sides periodically. We will re-connect 
our Home-bounds and make all mindful 
that if anyone is important in the church, 
all are.” 

START HERE and BUILD UP 

http://www.lightcastnetworks.org/
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(Exhibit 2) 
 

Example of a  
New Technical Ministry Organizational Chart 

 
 
 

When Lightcast Networks’ Virtual Church is Approved!!!  
Who does what? 

 
 
When approved, recruit a Director of this ministry to participate in directing the lay ministry  volunteers 
 
Ask this chosen Ministry Director to read the Lightcast Guides for simple direction and task implementation. 
This person will help train his/her leaders below. 
 

 Leaders can be operators, caregivers or visitors or oversee these individuals below. 
 

The key is making sure the home-bounds are using the services and the church is dialing in correctly. 
 

 
 
 

                Special Committee and Staff members 
       | 

     -----------Lightcast Director-------- 
     |                      | 
 

Lightcast Technical Leader             Lightcast Home-Bound Leader 
|   |  |    | 
 

Church Interface Operators     Home-Bound Caregivers                      Home-bound Visitors 
(Dials in from church)            (Installs receivers at homes)       (Visits and listens to service with home-bounds) 
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