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A LETTER FROM THE FOUNDER

To the leader
holding this guide.

You did not pick this up by accident. You picked it up because something in your church is working
harder than it should, and something in your spirit is whispering that there has to be a better way to
lead this thing.

You are right.

For years | have stood inside the rooms where churches make their hardest decisions. Boardrooms.
Volunteer huddles. Late night strategy sessions. And | have watched the same pattern unfold in
churches of every size. The vision is clear. The hearts are willing. But the architecture cannot hold
the weight of what God is doing.

Vision without architecture is wishful thinking.

This guide is not a list of opinions. It is a framework. A scaffolding. Five non negotiable structural
keys that separate plateaued churches from churches built to scale. Read it slowly. Honestly. With
your team if you can. By the end, you will know exactly where you are strong, exactly where you are
stuck, and exactly what comes next.

The Kingdom is too important for guesswork.

Here to serve,

Pastor Lordly
Founder and Chief Design Officer

The Design House
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THE DIAGNOSIS

Why structure
matters.

Before we get to the Five Keys, name a hard truth.

Most churches do not plateau because of a lack of vision. They plateau because their structure
cannot carry the vision they already have. When a church grows beyond the size of its systems,
friction takes over. Volunteers burn out. Staff start working harder for diminishing returns. People fall
through the cracks not because anyone is careless, but because there is no architecture to catch
them.

Structure is not the opposite of the Spirit. Structure is the river bank that gives the Spirit a path to
flow.

The five keys ahead are the five river banks every healthy church needs. Each one is independent.
Each one is non negotiable. Each one can be built, measured, and sustained without depending on a
single leader to hold it together.

HOW TO USE THIS GUIDE

Read it once on your own. Read it again with your senior team. Score your church against the
assessment at the end. Bring the highest leverage key to your next strategy meeting and begin
building from there. The point is not the read. The point is the work that follows it.

designourchurch.com / info@designourchurch.com 02



THE DESIGN HOUSE The Five Keys to Healthy Church Structure

KEY 01

The Pipeline
Principle.

Every person who walks through your doors must have a clear next step.

Why It Matters

The most common reason churches lose first time guests is not the worship set, the sermon, or the
parking lot. It is the silence after Sunday. When there is no defined pipeline, follow up depends on
whoever happens to remember. People do not stay where they feel forgotten.

The Framework

Every healthy pipeline includes five distinct lanes. First Time Guests. New Believers. Rededications.
Care Requests. General Engagement. Each lane has a clear owner, a defined first contact window,
and a measurable next step.

Tangible Tools

A connect card that funnels into a single CRM, not five spreadsheets
* A 24 hour first contact standard for every guest

» A 3 week follow up rhythm that prevents the silent drop off

* A single dashboard that shows where every name lives in the pipeline

REFLECTION

If a first time guest visited your church next Sunday, could you tell me exactly what would
happen to their card by Thursday?
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KEY 02

The Pathway
Principle.

Discipleship is not an event. It is a path.

Why It Matters

Many churches are excellent at evangelism and weak at formation. The result is wide front doors and
narrow back doors. People come in but never grow up. A defined pathway gives every person a next
step in their walk, not just their attendance.

The Framework

A complete pathway moves through four stages. Belong. Believe. Become. Build. Each stage has a
corresponding next step. A guest experience for Belong. A growth track for Believe. A small group for
Become. A serving role for Build.

Tangible Tools

* A growth track that runs every month, not every quarter

» A small groups system that launches three times per year

* A serving onboarding pipeline that runs continuously

* Visible progress markers so people can see their own growth

REFLECTION

If | asked someone in your church what their next spiritual step was, could they answer in one
sentence without checking the bulletin?
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KEY 03

The Scoreboard
Principle.

What gets measured gets managed. What does not gets ignored.

Why It Matters

Most church teams confuse activity with progress. They are busy without being clear. A scoreboard
cuts through the noise and forces honesty. It also gives volunteers and staff something to win, which
transforms culture more than any leadership book ever will.

The Framework

Every healthy scoreboard tracks two kinds of numbers. Lag measures show outcomes after they
happen, like attendance, salvations, baptisms, and giving. Lead measures show the activities that
drive those outcomes, like first time guest follow up rate, growth track completions, and small group
launches. Lead measures matter most because they are the ones you can still affect this week.

Tangible Tools

* A one page weekly scoreboard reviewed every Tuesday
* Three to five lead measures, not fifteen

* A monthly scorecard for each department head

A guarterly review where the numbers tell the story

REFLECTION

If | asked your senior team what your three most important lead measures were this quarter,
would | get the same answer from each of them?
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KEY 04

The Leadership
Principle.

Leadership pipelines, not leadership panic.

Why It Matters

Most ministry burnout is not a spiritual problem. It is a structural one. Leaders break when the system
depends on them personally instead of the role they fill. A leadership pipeline replaces hero
leadership with healthy succession.

The Framework

A complete pipeline operates at four levels. The Volunteer. The Team Leader. The Coach. The
Director. Each level has a defined competency profile, a development pathway, and a clear
promotion criteria. Talent is identified early, developed in cohorts, and deployed with intention.

Tangible Tools

* A volunteer leader scorecard for every ministry

A development cohort that meets monthly across the year
* A succession map for every key staff role

* A 90 day onboarding pathway for every new leader

REFLECTION

If your three strongest volunteers walked away tomorrow, do you have three people already
prepared to step into their roles?
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KEY 05

The Operational
Principle.

Sustainable rhythms over heroic effort.

Why It Matters

Vision launches a church. Operations sustain it. Most senior teams meet without an agenda, lead
without a scorecard, and trust without a system. Heroic effort works for a season. Sustainable
rhythms build for generations.

The Framework

Every healthy church operates on three foundational cadences. The Weekly Team Huddle for
execution. The Monthly Departmental Review for alignment. The Quarterly Strategic Review for
direction. Each meeting has a defined agenda, a clear outcome, and an assigned owner.

Tangible Tools

* A standard agenda for every recurring meeting

* A central project tracker every department reads from

A quarterly rocks system that names the top three priorities
» A weekly leadership scoreboard delivered every Monday

REFLECTION

If your senior pastor took a six week sabbatical starting tomorrow, would the church run
smoother or harder without them?
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THE TOOL

The Five Keys
Self Assessment.

Rate your church honestly on a scale of 1 to 10 in each area.

STATEMENT

01 Pipeline Every person has a clear next step. 110
02 Pathway Discipleship is a defined path, not an event. 110
03 Scoreboard You measure what matters and act on it. ___ /10
04 Leadership Leaders are developed before needed. 110
05 Operational Sustainable rhythms over heroic effort. 110

TOTAL /50

Score Interpretation

40 to 50 You are operating at a healthy level. The work now is optimization.

30to 39 You have foundations in place but specific keys need rebuilding.

20to 29 Your structure is the bottleneck. Targeted system builds will unlock significant growth.
Below 20 You are operating on heroic effort. A foundation level engagement will change everything.
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WHAT COMES NEXT

You now have
language for It.

You have the language for what is working and what is not. The question now
Is what you do with it.

The Design House exists for this exact moment. We are a strategy consultancy that designs the
cultural, systemic, and practical infrastructure that allows the local church to flourish. Our four tier
Blueprint System meets you wherever you are on the journey.

THE FOUNDATION A focused diagnostic engagement that names your priorities and delivers a written blueprint

THE PILLARS Targeted system builds for one or more of the Five Keys. We design, deliver, and walk with

THE COMPREHENSIVE FULLTB&fuDarchitectural overhaul. End to end strategy, system construction, leadership pipeline

THE COMPOUND A multi year strategic partnership for churches ready to compound their impact across a gen

READY TO START THE CONVERSATION?

Schedule a free thirty minute consultation. We will listen to your context, identify where you are
stuck, and tell you honestly whether we are the right partner for your next chapter.

designourchurch.com
info@designourchurch.com / lordlybeard@designourchurch.com
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ABOUT THE FIRM

The Design
House.

The Design House exists to see churches realize their God given design by
flourishing in unique vision through innovative strategies and sustainable
solutions.

We are Designers, systems architects, and pastors. We have served churches across South Florida,
Texas, Tennessee, Oklahoma, Alabama, and California. Our work begins where most consulting
stops, embedded with your team and built to be sustained long after the engagement closes.

Our Two Pillars

Design Tailored Strategies. Cultural, systemic, and practical solutions tailored to the church you
actually lead. We equip churches with innovative tools to navigate challenges and achieve their
mission.

Design Sustainable Solutions. Programming and systems engineered to outlast the season they
were built in. Tailored programs aimed at driving sustainable growth and positive impact.

A MONTHLY RESOURCE

The Five Keys is the first in a monthly series of strategic resources from The Design House.
Subscribe at designourchurch.com to receive the next issue directly in your inbox.

The Design House. Designed for the local church. Built to last.
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