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“I am confident of this, that the one 

who began a good work among you will 

bring it to completion by the day of 

Jesus Christ.” 

-Philippians 1:6



EASTER 2020: 
CANCELLED 
(NOT REALLY)



SURPRISE! 
WE DID IT!



YOU KNOW WHAT THEY 
SAY ABOUT NECESSITY!

It is easier to adapt when 

you have no choice except 

to do it. . . But there is a 

significant difference 

between responding to a 

crisis, and it is quite another 

thing to live into a new 

reality.”



God is calling 
us to become 
a new kind of 
church:
Ignore the 
online world 
to your peril!

• Changing on-the-ground 

worship

• New potential for online 

ministry

• Online ministry is not “virtual” 

• In our buildings or online, we 

have the same call to make 

disciples of Jesus.



Everything (almost) is different!



The Pandemic 
makes 
something 
true for all of 
us!



Adaptive and 
Technical 
Change
Keys to moving 
forward into 
the unknown
Use an adaptive process to 
shape your work



Adaptive 
Leadership



4 KEYS TO ADAPTIVE LEADERSHIP

CHARACTER –TO HAVE INTEGRITY AND GENUINE RESPECT FOR 

PEOPLE

ORGANIZATIONAL JUSTICE –AN OPEN-DOOR POLICY WHERE ALL 

PEOPLE AND THEIR IDEAS IN THE SYSTEM MATTER

DEVELOPMENT –AN ORGANIZATION THAT CAN LEARN NEW 

THINGS, INCLUDING FROM ITS OWN MISTAKES AND FAILURES

EMOTIONAL INTELLIGENCE –THE ABILITY TO STAY CALM AND ABLE 

TO BOTH REGULATE YOUR OWN EMOTIONS AND HOW YOU 

RESPOND TO THE EMOTIONS OF OTHERS



TECHNICAL CHANGES

A SPECIFIC ISSUE THAT 

CAN BE SOLVED WITH A 

STRAIGHTFORWARD 

SOLUTION.

EXPERTISE IN THE SYSTEM 

MAKES SOLUTIONS 

CLEARER

EXAMPLE: WI-FI GOES 

DOWN AND TO GET IT 

BACK RUNNING YOU 

REBOOT THE ROUTER.

GOAL OF TECHNICAL 

CHANGE IS TO ENHANCE 

THE PERFORMANCE OF 

HOW THINGS 

CURRENTLY OPERATE.

GOAL IS IMPROVEMENT.



WHICH IS BETTER - TECHNICAL OR ADAPTIVE?

The key to good leadership is to recognize the kinds of issues you 

face.

Is the issue about fixing or improving things but within pretty 

much the same system – technical solutions are best.

Is the issue about doing something in a completely new way 

due to a major shift in conditions – adaptive leadership is 

needed.



DON’T FORGET. . .

Every adaptive change brings about a significant shift in the system and how people see 
and function within it

Every system is implemented primarily through technical things – eventually you have to 
do something!

The key – always be thinking not only about what but also why! Deep understanding is the 
key to good ministry!



AND REMEMBER. . .

• Allow space for creativity

• Not everything works –

experimentation knows 

failure is an option

• When you try new things it 

can feel awkward

• Practice grace and 

compassion with each other



Take a few moments to 
reflect on the following:

• In what you just heard, what 
caught your attention or made 
you say “aha?”

• What was most challenging?

• What ideas come to mind for 
things you could consider doing 
in the setting where you serve?



Worship in the Hybrid 
Church



Because of 
Easter –
Most of Us 
Started Here
(Having a 
Facebook 
Page Doesn’t 
Count)



In a Hybrid Congregation, 
the World is Your Audience

Carey Nieuwhof, “A lot of people 
use online to get people to come 
to the building. In the future, 
pastors will use the building to 
reach people online.” 

Whatever you do (Zoom, Facebook Live, 
YouTube, Vimeo, etc. ) if NEW people can’t find 
you easily, you’re doing it wrong!



Don’t let this happen to you.



On-the-ground worship 
is not designed for 

online viewing!



Engagement Impacts 
WHAT We Do Too

• Liturgy has to adjust (good song 
participation leadership on-the-
ground may be bad church Karaoke 
online)

• Preaching has to adjust (interaction 
has to be reimagined and happen in 
new ways)

• Because we assume (sometimes to 
our detriment) that liturgy shaped the 
involvement of the people on-the-
ground, we were often lax in 
intentionality

• Online REQUIRES us to rethink and be 
intentional (and that may be a 
blessing)



There are two patterns that seem best for engagement

• Livestreaming (leaders live as it 
happens online)

• Synchronous release viewing 
(record ahead but release for 
simulcast viewing at particular 
time)

• These both create chance for 
online chatting and comments in 
real time – enhances community 
and allows staff to interact



Spend the Time and Money
• The quality matters – people have thousands of choices available

• 25% of people who attended church before the pandemic watch worship 
someplace else.



Watch Other 
Online 
Worship!



Tracking Attendance

• Keep your statistics in front of you 
(Facebook stats, YouTube stats, Google 
Analytics

• How many screens viewed you (use 
the longest duration the site will 
tell you)?

• How long do they watch?

• Trends are as important as raw 
numbers

• Are people staying online?

• Are more or less people watching?

• Most of us are estimating too high



A Key Measurement
Is Engagement Better Quality and Increasing?

• Passive Engagement Ratio    
(“Clicks/emoji” to Attendance 
ratio (like, heart, etc.)

• Active Engagement Ratio 
(Comments to Attendance ratio)

• Shares (are people passing it 
forward?)

• You want these numbers to be 
increasing over time



Live Online Staffing is Important



Engage People New People

• Speak to online visitors directly, “If you 
are worshipping online with us for the 
first time…”

• One congregation has clear contact cards 
online and makes a food bank donation 
for each new contact that comes in on a 
Sunday

• Ask them things (encourage comments 
and responses) to bring them out of the 
shadows

• Use polls, information gathering 
questions, etc. to solicit a response



Take a few moments to 
reflect on the following:

• In what you just heard, what 
caught your attention or made 
you say “aha?”

• What was most challenging?

• What ideas come to mind for 
things you could consider doing 
in the setting where you serve?



Small Groups in the 
Hybrid Church



All the Best 
Conversations 
include both 
Speaking and 

Listening!



The Importance of 
Engaging People . 

• Early in the pandemic- many 
of us were glad just to be 
able to go online.  

• As we live into this season, it 
is no longer enough: We 
need to practice engaging 
people at a deeper level.



Creating an 
“On Ramp” 

for Participation



Creating 
Opportunities to 

Go Deeper



GATHERING IN 

SMALL GROUPS 

HELPS US TO. . .

Stay connected with one 
another

Develop and expand new 
relationships

Pay attention to how God is 
at work in our lives

Nurture faith

Support and encourage one 
another

Serve together for the sake of 
the Gospel



Small 
Groups

Spiritual 
Formation

Congregational 
Care

Servanthood

Evangelical 
Outreach

Affinity Groups

Worship



Affinity 
Groups

Care of 
Creation

Divorce 
Care

Grief 
Groups

Young 
Adults

LGBTQiA+

Racial 
Justice



Congregational Care

Congregation/Community

Pastor/Deacon

Care Team



Hybrid Small Group

On-the-
Ground

Small 
Group

Online



Small Groups 
are Possible in  

Any Size 
Congregation!

• Congregations of any size can do this!

• It is always about building relationships. . .

• And creating space where God can work 
among us



Take a few moments to 
reflect on the following:

• In what you just heard, what 
caught your attention or made 
you say “aha?”

• What was most challenging?

• What ideas come to mind for 
things you could consider doing 
in the setting where you serve?



Social Media in the 
Hybrid Church



Platforms 
Facebook, YouTube, Twitter, Instagram, Tik Tok, and more

• Only do what you can keep 
up with!

• Facebook – adult social 
connections

• Instagram – younger 
audience

• YouTube – largest searchable 
video platform in the world



ENGAGEMENT – The Real Issue

• “Engagement is everything… 
Don’t benchmark your success on 
how many people watched you. 
You really need to figure out how 
many people are engaging with 
you.” 

(Nona Jones, Facebook, Interviewed 
on Carey Nieuwhof, podcast episode 
351)



Engagements/viewer (requires someone to interact intentionally)

• Live on comments “host”

• Our secretary works Sundays during 
worship now

• Immediately after worship – worship 
leaders scan comments and reply

• If recorded – worship leaders can interact 
in real time during synchronous viewing

• Worship leaders have to move from 
production to interaction

• Lectio Divina

• Surveys and questions

• Share a story

• Zoom worship as Livestream base



Move From Sunday to 
Monday

• Facebook, Instagram and Twitter all work for 
carry over posting

• Example: Quote from this week’s sermon with 
picture.



Teach People How to Use It

• Facebook Watch Parties

• Supply them with content 
(memes, videos, etc.) that are 
useful and helpful to them.

• “Like” vs. “Share”

• Post about things THEY are 
doing at church (activities, 
sermon themes that hit home, 
etc.)



Move From Information to Relationships

• Facebook is NOT just the Yellow 
Pages!

• Find ways to interact with 
people.

• Ask questions and watch the 
responses – follow up on each 
meaningful response.

• Move from comments to 
messages (a good way to follow 
up with new people from online 
worship)



Blog and Post links on Social Media

• Gives content related info

• Can drive from social media to 
church web site

• Be sure there are clear “contact” 
mechanisms at the web site

• Be sure your web site is active 
and up to date as well!

• Remember – web traffic 
determines Google Search 
rankings!



Spend a Little 
Money

• Boost your posts

• Crossroads Lutheran 
Church (Arizona) 
budgeted $15 each 
week for boosting 
posts. Their contact 
list grew (a lot!).



Keep the Bar High – this is public witness!

• Remember what happens 
in Vegas stays in Vegas –
but what happens on the 
internet also stays on the 
internet!

• As a rostered leader, each 
post you make, even a 
“personal” one and not a 
“professional .” Such lines 
do not exist on the web.



Our New Book Comes 
Out in November!
Go to www.Day8Strategies.com to 
order now!

• Book is $11.99

• 10 or more copies are $9.59 each 

Enter Coupon Code “Workshop” and 
get 10% off your order

http://www.day8strategies.com/


Take a few moments to 
reflect on the following:

• In what you just heard, what 
caught your attention or made 
you say “aha?”

• What was most challenging?

• What ideas come to mind for 
things you could consider doing 
in the setting where you serve?


