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Have you recently endured a pointless staff meeting?

Maybe it was an hour of debate and discussions with no real outcome. Maybe it was a gathering of 
the minds, not because there was something important to discuss but because something was 
already on the calendar.

It doesn’t have to be that way.

Properly executed, meetings can move your mission forward. 

We have training on how to carefully construct a meeting rhythm that will reinforce your mission, 
ensure you’re talking about the most important things with the right people, and keeping your 
whole church focused on what matters most. That training is all inside of Church Fuel.

But that’s not what we’re talking about today.  

Today, I want to give you seven meeting ideas that will infuse new life into your team meetings.  You 
don’t need an entire system or strategy (as helpful as that is) to benefit from one of these ideas.

You can choose one that sounds right for you and get right to it.

And when you’re ready for the whole meeting system and strategy, we’ll be here for you. So here are 
seven meeting ideas for your next church staff meeting.

Introduction
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This weekly review PDF is one of the most 
practical and powerful exercises I do most 
weeks.  Here’s how it works.

On Sunday night, I retreat into the home 
office with one sheet of paper and a pen. No 
computers. No phone. No internet.  

I spend 15 minutes looking back at last week 
and think through accomplishments, whether 
they are personal or professional. I write those 
down as well as any next steps that come to 
mind.  For example, I might write, “Met with 
the team at Gloo to kick off our latest course 
project” and then “Send a recap meeting with 
action steps to our content team.”  

Then, I turn the page and begin thinking 
about the week ahead. I start by writing down 

key outcomes—the things I want to have 
accomplished by the time I get to Friday. These 
aren’t tasks, but outcomes.

For example, I might write, “Have the draft 
outline of the course completed and posted to 
Basecamp for team feedback.” That’s a result 
I want to experience, not just a task to do. The 
next section is tasks. Then I end with thinking 
about people. I write down people I want to 
meet or check in with and think specifically 
about how I’m going to connect with them.

This two-page exercise (or one page if you 
consider front and back to be a single page . . . 
this is a big debate among our team) isn’t my  
to-do list for the week.  It’s an exercise in clarity.

This can become a great team meeting. Take 
20-30 minutes in your team meeting and do 
this exercise semi-silently, then sharing your 
review with others. It’s amazing how some out-
loud accountability influences our productivity. 

Alternatively, you could ask everyone to do 
the exercise ahead of time and jump right to 
sharing about outcomes.  

Give people permission to question why 
something is a top three priority and let a 
healthy discussion ensue.  

Weekly Review1

https://cfresourcelibrary.s3.amazonaws.com/Administration/*Administration_WeeklyReview.pdf


The 34th President of the United States, 
Dwight D. Eisenhower, certainly had a lot on his 
plate.  To help prioritize issues facing him and 
tasks needing his attention, he developed a 
simple system. Today, people often refer to this 
as the Eisenhower Decision Matrix.

You can read more about it here, and download 
a blank worksheet here. There are urgent/
not urgent and important/not important 
categories, making a total of four boxes.

• Things in the Urgent and Important box 
need your attention right now. Do it.

• Things in the Not Urgent but Important 
box still need your attention, but not now. 
Decide when to do it. Schedule it.

• Things in the Urgent but Not Important 

Box are prime candidates for delegating. 
Delegate it.

• Things in the Not Urgent/Not Important 

box can just be gone. Delete it.  

You can make this exercise a great staff meeting 
by asking everyone to complete the worksheet 
themselves, considering their own personal 
workload and everything on their plate. Then 
ask them to share and receive feedback.

You also can do this exercise for your church as 
a whole. There are several church-wide things 
that may be in the wrong box. Again, some 
healthy discussion is a good thing so don’t shut 
it down.
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do it now schedule a time to do it

who can do it for you? eliminate it
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The 
Eisenhower 
Decision Matrix

2

https://www.eisenhower.me/eisenhower-matrix/
https://churchfuelone.s3-sa-east-1.amazonaws.com/2019+Master+Classes/2+-+The+Eisenhower+Decision+Matrix/EDM+Resource.pdf
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When I work with churches personally or 
lead team retreats with their leaders, I often 
start with this because it’s a broad look at 
the church. SWOT stands for Strengths, 
Weaknesses, Opportunities, and Threats.

As you walk through the four boxes, here are 
definitions and questions to guide you.

Strengths are 
internal, positive 
attributes of your 
organization. These 
are things that are 
within your control.

Strengths

• What advantages 
does our church 
have over other 
area churches?

• How does the 
community 
perceive our 
strengths?

• What gifts and 
skills does our 
congregation 
possess?

• What programs 
and ministries 
are particularly 
effective?

Weaknesses are 
negative factors that 
detract from your 
strengths—things 
you might need to 
improve on in order 
to sustain your 
church and grow.

Weaknesses

• What could we 
improve?

• How does the 
community 
perceive our 
weaknesses?

• What do other 
churches in our 
area do better 
than we do?

• What should we 
avoid doing?

• What factors 
cause us to lose 
members or first-
time guests?

Threats are external 
factors that you 
have no control over. 
You might consider 
putting in place 
contingency plans 
for dealing them if 
they occur.

Threats

• Are there trends 
that could 
become a threat?

• What is changing 
in culture?

• What is 
changing in our 
community?

• Could any of 
our weaknesses 
threaten the 
church? 

Opportunities are 
external factors 
in your church 
environment that are 
likely to contribute to 
your success.

Opportunities

• What external 
opportunities 
are we not taking 
advantage of?

• What impactful 
trends are you 
aware of?

• What changes 
have occurred 
recently in our 
church, in our 
community, in our 
nation?

• Where do we see 
God working? 

SWOT Analysis3
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Your church has a lot of ministries. Some of 
them have been around for a long time. Some 
of them are relatively new. Some are tightly 
connected to your purpose and mission. Some 
are a little bit random.Some are well defined 
with clear outcomes. Some just happen 
without any real attention.

So, while this exercise starts with listing all 
the ministries in your church (an eye-opening 
exercise for some in its own right), the real 
power comes from debate about which 
ministries are core.

If you’ve ever visited an ancient arch (or even 
seen pictures of ruins), you’ve seen a keystone.  
It’s the triangular shaped stone at the very 
top of an arch.  The rest of the stones actually 
rest on this one stone. It’s special. All the 
other stones—in fact, most of the structure—
depends on this one stone.

There are ministries in your church that are 
just like this. They are more important than 
others, because if you took them away, your 
church would fundamentally be altered. These 
ministries define you to a greater extent than 

others. And they exist in your church whether 
you identify them or not. So you might as well 
call them out and then build around them. For 
many churches, this is how growth happens.

This worksheet will guide you and the rules are 
pretty simple.

Start by listing everything that happens on a 
regular basis in your church. Then go through 
the list identifying core or keystone ministries. 
Debate and discuss.

This exercise creates the most tension among 
church teams, and that’s what makes it one of 
the most important exercises you can do.

Now I’ll be honest. Identifying five 
keystone ministries is tough, but adjusting 
communications, budgeting, and programming 
is even tougher. What do you DO with this new 
information?  

I get into this in a significant way in our Building 
Your Ministry Plan Course. Keystone Ministries 
is just one of the twelve things I’m going to 
walk you through and I’ll talk about what to do 
with your newfound clarity.

Keystone 
Ministries 
Exercise

4

https://cfresourcelibrary.s3.amazonaws.com/Staff+and+Leadership/StaffAndLeadership_KeystoneMinistries.pdf
https://churchfuel.com/comingsoon/
https://churchfuel.com/comingsoon/
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The Eisenhower 
Decision Matrix

#2

You’ve heard of the good, the bad, and the ugly. 
This is similar. It just happens in a meeting and 
not in the wild west.

This is similar to the SWOT Analysis but many 
churches find it to be simpler and a little more 
actionable. You can apply it to your whole 
church, a particular ministry or program, or 
a special event, making this one of the most 
versatile exercises to master.

Take three big sticky pages or make three 
columns on the whiteboard.

• First, write everything that is (or was) 
good. You’ll start broadly with things that 
are obvious but don’t be afraid to dive 
deep into what really went well. In this 
case, the delight is in the details.

• Next, talk about what was missing. I like 
this term because it’s not overly critical 
and, in the context of a staff meeting, it 
lets you get into things without talking 
about someone’s personal performance.

• Finally, talk about what was confusing. 
You’ll want to put your guest or attender or 
participant hat on here, and you may even 
want to ask some people ahead of time.  

This is another good exercise to pull out post-
special event as a way to evaluate and improve 
for the next time.

Good, Missing, 
and Confusing

5
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Every organization has core values.

Some are unwritten and never discussed. 
Others are well-written and promoted 
throughout the organization. For example:

• Prestonwood Baptist Church shares their 
six core values on their website. 

• So does McLean Bible Church.

• Elevation calls their ten core values “The 
Code” and in addition to discussing it on 
their website, you’ll find icons and graphics 
around their facilities.

But too often, a church’s core values aren’t 
truly reflected in their programs and ministries. 
This meeting will help you bring it together.

This is one of my favorite staff meeting 
exercises because it’s so personalized to your 
church. You can apply it to your Sunday Service, 
a specific ministry or program, or your church 
in general. Some pastors even use this exercise 
as a way to evaluate staff or key leaders. That’s 
a smart move.

The exercise is pretty simple and the 
conversations it produces can really push you 
forward.

1. Start by writing down your first core value. 

2. Ask the questions, “How well did we 
live that out in that service, program, or 
event?” Did you see it? Was it explicit? 
Did people feel it? Could you have done a 
better job?

3. Move on to your next core value, repeating 
the questions and discussion each time.  

This is how you actually make your core 
values usable in your church. In real time, 
you’re measuring yourself against them. 
You’re looking for them in the real world, not 
just identifying them in the safe space of a 
leadership meeting.

If you don’t have clear and articulated core 
values, we’ll help you do it in the Building Your 
Ministry Plan course. Core Values is one of the 
12 boxes you’ll fill in on your Two Page Plan.

Core Value 
Check-up6

http://www.prestonwood.org/about/our-core-values
https://www.mcleanbible.org/who-we-are/what-we-believe
https://elevationchurch.org/values/
https://churchfuel.com/comingsoon/
https://churchfuel.com/comingsoon/
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Nearly every pastor we work with will admit 
two things:

1. Leadership development is really 
important and if our church is going to 
grow, we’re going to have to do a better job.

2. We don’t really have a plan to do #1.

If this is you, don’t feel bad. Many churches 
spend a ton of time and energy creating a 
leadership pipeline (or wondering how they can 
get one). There are expensive programs to help 
you develop one. 

But 9 times out of 10, that pipeline will go in a 
Google Doc or on a website and nothing really 
happens. Leadership development remains 
a big opportunity ahead of us, with nothing 
actionable in front of us.

So here’s a radical idea . . .

Just start developing the leaders 
you have. 

Start with those who are coming to your 
next staff meeting. Set aside a portion of the 
meeting for training. Not discussing. Not fixing. 
Not debating.

Training.

The pipeline stuff is important, but there are 
leaders and potential leaders in front of you 
right now and there’s no time like the present.

To help you get started on this right away, we 
developed a simple curriculum called Train 

Your Team. It’s based on 12 key skills every 
leader, whether they are staff or volunteer 
leader, should have. Church Fuel members can 
download the curriculum and use any of the 
topics in their next meeting. Send the PDFs in 
advance and/or just teach what’s on the page.  

It’s not complicated. But it’s powerful.

You’ll find this curriculum, along with hundreds 
of other resources and training videos, in the 
Church Fuel member’s site. Everything we have 
is available to all of our members.

Team Training7



7 Church Staff Meeting Ideas 12

Too many church meetings end up being a waste of time, especially when you multiply the time of 
the meeting by the number of people attending. Being a good steward means (in part) that we must 
use our time wisely. This includes meetings.

There are more things you can do to make your staff meetings more productive and enjoyable. 

Yes, it’s completely possible to enjoy a staff meeting.

In addition to fresh ideas and topics, here are three rules you can implement for great team meetings.

1. CHOOSE A LEADER.

My friend Jeff Henderson taught me this: Just because you’re in charge doesn’t mean you need to 
lead the meeting. He does a great job of empowering others to lead and recognizing that there are 
others more skilled at leading meetings than he is.

Sometimes, it’s helpful to participate in a meeting, not lead it.  

Make sure everyone in the meeting knows who is in charge of running the meeting. It’s easy to 
forget this when there are regularly scheduled meetings. From time to time, I’ll say, “Okay, who is in 
charge of this meeting and who is going to keep us on track.”  

Making the Most  
of Your Meetings
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2. CLARIFY THE PURPOSE OF THE MEETING.

Meetings typically have one of three purposes:

• Brainstorming

• Problem solving

• Sharing information

Figure out what the purpose of your meeting is 
and who you’re going to bring alongside you. 

If you’re brainstorming ideas for an event, don’t 
bring logical people who are going to ask “how” 
questions. Those people belong in the problem-
solving or strategic meetings; they can help you 
get things done. Instead, bring creative people 
who are going to spit ideas at you.

If you’re problem-solving, a bunch of visionary 
leaders might take your entire discussion off 
track. You get together to figure out how to 
redirect parking lot traffic and the next thing 
you know, you’re opening another campus 
at the mall, where there is already plenty of 
parking. This isn’t a people problem, it’s a clarity 
problem. You need to clarify that this isn’t a 
creative or visionary meeting, it’s a problem-
solving meeting with clear parameters.

If you’re sharing information, a meeting might 
not even be the best environment. But if it is, 
make sure you set up the room that way and let 
everyone know right up front.

Choose the purpose of your meeting and don’t 
try to mix meetings. It’s really hard to have 
an implementation discussion with a lot of 
WOW leaders, and if you’re brainstorming and 
dreaming about the future, a bunch of HOW 
people in the room will kill the conversation.

3. START ON TIME AND END ON TIME.

We often get upset when others waste our 
time, but we may not feel a sense of urgency 
when we waste others’ time. 

When you start a meeting and end a 
meeting when you said you would, you are 
communicating to your staff that you are 
serious about what you’re doing, you’re 
consistent, and you respect their time.

This doesn’t mean you can’t be personal. You 
can ask how people are doing, what they need 
prayer for, etc. Just learn how to work that into 
the meeting. Know when you still need to hash 
stuff out or when you’re just rambling. 


