THE ROLE OF THE ASSIMILATION DIRECTOR


The root idea for this role has grown from numerous articles by Rick Warren, the highly successful pastor of Saddleback Community Church in California.  Rick asserts that if he were to start over from scratch he would develop his next church by appointing specialists in these five areas: evangelism, worship, fellowship, ministry, and discipleship.  Warren contends, on the basis of spiritual gifts, that specialists have an inborn zeal to promote their specific ministry.  


Think about the church which is truly blessed with such a team of specialists!  Imagine a George Beverly Shea promoting worship, a D. L. Moody promoting evangelism, a John MacArthur Jr. promoting discipleship, and a Rick Warren promoting ministry (identifying spiritual gifts).  This would be every pastor’s dream, even if the pastor felt overshadowed by such strong leaders in his church.  


We can easily grasp the concept of the first four more. After all, these categories make sense!  Many churches have already aligned themselves under these four processes.  However, the one concept which we struggle with is that of a fellowship/assimilation specialist.  Why?  Quite simply, we still do not understand the great importance of fellowship; we instead give fellowship/assimilation a much lower priority than the first four categories. It must be remembered, however, that fellowship was the very reason that God created Eve!  Adam’s need was enormous!  Where else could this need have been satisfied?  Nowhere!  


Is the Garden of Eden the only place that this need existed?  No, not by a long shot.  This need has existed through every generation!  In particular, it exists throughout every church congregation, too, and it includes a much broader spectrum of people than just the widows and widowers.  Even pastors have this need!  Pastors are often so busy they do not recognize that this need exists within them, too.  After all, being accepted is part of every pastor’s psyche!  And guess what acceptance is?  It is one of the most important elements in fellowship/assimilation.      


If one accepts that fellowship is one of the church’s five purposes, it therefore follows that there should also be a fellowship (assimilation) director on a level playing field with the other four directors! 


Here is a basic overview of the position of fellowship/assimilation director that can be implemented in every church.  

JOB DESCRIPTION


What should we call this position?  The title “Assimilation Director”, hereafter known as the “AD”, helps drive home the ultimate goal of ministry which is to assist new members in developing a sense of belonging and to help current members maintain that sense of belonging.  Fellowships such as church dinners are part of that process but do not focus attention on the ultimate goal of assimilation.  Therefore, the title of Assimilation Director has been adopted throughout this discussion rather than the title of Fellowship Director.      


The AD’s basic responsibility is to integrate/map each of Win Arn’s eight characteristics of an “incorporated member”, which are described below, into the overall church structure/process.  In so doing, assimilation becomes a process, in contrast to a single event, which is continually done on an everyday basis!  Repetition is the key.  Here are the eight principles that are to be integrated into the assimilation process:

1. New members should be able to list at least seven new friends they have made in the church.  These friendships could be, and often are, with other new members.   

2. New members should be able to identify their spiritual gifts.  

3. New members should be involved in at least one but preferably several roles/tasks/ministries in the church, which utilize their spiritual gifts.   

4. New members should be actively involved in a small fellowship, a face-to-face group.  Many churches keep their new member groups together indefinitely.  

5. New members should demonstrate a regular financial commitment to the church.  

6. New members should personally understand and identify with the goals of the church.  

7. New members should attend worship services regularly.

8. New members should identify unchurched friends and relatives and take specific steps to help them toward responsible church membership.  


Each of these eight principles needs an associated process/measurement to determine how well that principle is being implemented.  The AD is responsible for maintaining this process.  


What type of person is best skilled to implement and maintain the process of assimilation?  A worship leader must enjoy music; a discipleship director must enjoy Bible study; likewise an AD must enjoy people!  It is likely that this person will have the spiritual gift of exhortation or in other words encouragement and edifying others.  Some folks have glowing personalities but are wrapped up in themselves.  The AD has to be wrapped up in others.  God places this type of person in each church. Who is that person in your church?  


It is also helpful if the AD has the spiritual gift of administration.  The AD’s role is one of overseeing processes!  This requires a number of administrative skills!   


The AD’s communication/analysis ability should also be a consideration.  Many exhorters are very skilled in one-on-one exhortation but lack the ability to do this on a director’s level.  Some churches may need to split the AD responsibilities between two people: one to plan/implement and a second to analyze.     

RELATIONSHIP TO OTHER DEPARTMENTS/FUNCTIONS


In order to have an effective ministry, the AD must be considered to be on a level playing field with the other directors.  Accomplishing this equality may seem awkward at first, but it is ultimately to everyone’s advantage because it is the AD’s responsibility to provide new raw material to the other departments!  


Every director loves to receive new raw material for processing!  The joy of new faces is one of God’s best motivations!  As the AD implements the above eight principles, new members will automatically be fed into the ministries of the other four directors.  In brief, the AD’s ministry is that of a feeder ministry!  How is this done?  Essentially, the AD maintains a steady flow of membership data to the other directors which assists them in contacting and integrating/assimilating the entire membership into areas of ministry.  


For example, how can the worship director have the best choir?  He needs the names of new members with musical abilities.  This type of data should flow through the assimilation director to the appropriate ministry. 


In some cases, these eight principles may be implemented by the other directors.  However, the AD’s role is to make certain that each principle is being implemented.  

RESPONSIBILITY TO THE NEW MEMBER


The Assimilation Director should view himself as the number 1 key person in helping the new member become part of the local church family.  Church members have a bad tendency to become so involved in their own little world that there is no room to think about anyone new.  The AD, though, thinks, dreams, and breathes new members!  He knows details about the new members that no one else knows!  The AD is constantly exploring ways to tie the new member to friends inside the church.  Will the AD always succeed?  No.  But the AD’s focus causes the rest of the church to focus, and this increases the church’s overall success rate in assimilation.  

RESPONSIBILITY TO THE CHURCH


The ministry of evangelism opens the front and side doors; the ministry of assimilation closes the back door and helps us as church leaders to “can all that we get!”    


In effect, the AD actually does more than close the back door; the AD will also make life much more enjoyable for everyone which in turn will likely attract more and more people through the front/side doors!  


The eight characteristics/goals of the assimilation process can be developed from two vantage points, that of the assimilation director and that of the overall church.  

Goal #1 - New members should be able to list at least seven new friends they have made in the church.


Issue:  Developing new friends automatically happens for some people based upon personality, family relationships, and talent.  On the other hand, many others struggle in developing new friends.  How then can these new friendships – even seven of them – be created from scratch?  Is this creation solely the work of the new member or the church?  Or both?     


My own church, which has an average worship attendance of 115, knew practically nothing of Arn’s first characteristic when we conducted a three hour assimilation workshop on February 7, 2004.   However, as the workshop progressed our teams recognized this characteristic as an honorable goal.    


One of the workshop evaluation questions focused on this key issue: What do we need to know about the person we are assimilating?  This question was deemed important because people more easily assimilate like or similar people.  Why?  It is because they share many of the same interests.  It is difficult for the average church member to assimilate a total stranger because no comfort zone has been established.  


Our teams concluded that personal knowledge was one key to establishing a comfort zone which would ultimately build a bridge to friendship.   


Here are Pollard’s answers to this key question (items in parenthesis represent the time such data can be available):    

Regarding a new member who is a middle-aged father:

1. Interests/Hobbies/Talents (at the time he joins)  

2. Church Background and Knowledge (at the time he joins)  

3. Health/Mental Capabilities (at the time he joins)  

4. Age at salvation (at the time he joins)  

5. Reason for coming to Pollard (at the time he joins)  

Regarding a new member who is a middle-aged mother:

1. Church background (at the time she joins)  

2. Interests (at the time she joins)  

3. Hobbies (at the time she joins)  

4. Talents (at the time she joins)  

5. Family background (at the time she joins)  

6. Career (at the time she joins)  

7. New to Community (at the time she joins)  

8. Leader/Follower (at the time she joins/to be determined later)

Regarding a new member who is a teenager:

1. Age (at the time he/she joins)  

2. Reason for coming to Pollard (at the time he/she joins)  

3. Interests/Hobbies (at the time he/she joins)  

4. Area Resident - How long? (at the time he/she joins)  

5. Any specific needs? (at the time he/she joins)  

6. Skills (at the time he/she joins /to be determined later)  


Interestingly, this breakdown indicates that practically every piece of knowledge listed above can be available at the very moment of initiating new membership.  Our in-depth analysis said that the above issues were critical, first to understanding our new members and, second, to assimilating them.  


We developed this cardinal principle:  you cannot assimilate those whom you do not know!  


This means that assimilation can begin in an organized manner at the initial moment of membership!   

· Roles:  

· Assimilation Director – The AD can provide an organized process which rapidly acquaints the church with the new member.  This process will allow the church to provide an initial set of contacts/friends/acquaintances to the new member rather than make the new member responsible for finding new friends.  Providing these contacts is exactly the opposite of how the process normally occurs.  In most churches, a new member is essentially thrown into an audience with the expectation that he/she will somehow develop a lasting friendship with total strangers.  This expectation is very impractical in a church of any size.  The AD can eliminate much of this problem with a strategy which matches the new member with people of like interests and like ages. 

1. Each prospective new member is given a New Member’s Information Form which gathers such information as name, address, telephone number, spouse’s name, favorite song and scripture, hobbies/interests, salvation experience, and potential areas of ministry.  This one-stop-shopping form could include any information pertinent to other departments, too.  Therefore, it would be wise to develop this form in consultation with the other departments or a church council.  

2. This form is returned at the time of application for membership. 

3. The new member is then presented to the church.  Some of the information is shared with the congregation.  For example, such information as being a NASCAR fan or a golfer or an accountant may resonate with current members.  This information immediately breaks down the wall for some.  Imagine asking all the NASCAR fans to raise their hands!  Perhaps have two or three identify their favorite driver.  

4. Pertinent information is then published in next week’s bulletin in a “get acquainted” article.  Hobbies, areas of interest, and job/education are high priority items.  

5. Does your church have fellowship parties?  Arrange a NASCAR fellowship table!  Or a golf table!  Or a Kentucky Wildcat basketball table!  Or a quilting/sewing table!  These kinds of things create great discussion before the people are even seated!  

6. Some suggest beginning new Sunday School classes or small groups with the newest members.  Many existing classes are dead-end streets.  These dead-end classes can be quickly identified by reviewing the class roll.  How many new members have entered each class in the last three years?  Which classes received the most new members and which received the fewest?  You may be surprised at what you find.  The classes at the bottom are at the bottom for a reason.  Likewise, the classes at the top are at the top for a reason.  It is possible the classes at the top have reached their optimum size, if you are following a small group formula of fifteen maximum.  There may be no room for new members!  Consider, therefore, beginning a new small group with a class specifically designed for the newest members.  The biggest advantage to this strategy is that each new member is already looking for a friend!  It is easier to make friends with someone who has not yet reached his full complement of friends!  

· Church – The existing church members need a non-threatening way to offer themselves to the new member.  Assimilation often fails because the church members do not have a means to introduce themselves and, thereby, bridge the gap. 

1. The church should create specific assimilation teams within each Sunday School class.  Think of this as a “mission project” team!  These teams actively recruit the new members for their class and allocate the necessary time to befriend them.    

2. The deacon/elders can be effective assimilators at each of the church social functions.  Unfortunately, the deacons/elders have a tendency to remain inside their own cliques at social gatherings.  The AD can train them to stress assimilation at such events.  Fellowship meals and parties provide a great opportunity for the leadership to develop a bond with the new member.  

3. Each new member should be assigned to a leadership oversight team such as a deacon/elder.  Part of the deacon/elder’s responsibility is maintaining an active relationship with each member on his list.   

4. The small groups may consider activities outside the church which are oriented to the new members.  For example, the ladies typically enjoy a shopping trip to an out-of-town mall.  The men may enjoy a round of golf.  Think of activities to which the new member can more easily relate, and, then, schedule such activities!  

Goal #2 - New members should be able to identify their spiritual gifts.  


Issue:  Research indicates that effective assimilation is tied to quickly identifying a ministry for each new member.  This goal emphasizes the opportunity for personal growth; it meets each person’s need for genuine significance.  Significance then leads to satisfaction and satisfaction leads to effective assimilation!  

· Roles:  

· Assimilation Director – Once again, the AD’s primary role is to bring related issues to the attention of the leadership so that the above goal can be enacted.  

1. The first step is to identify the current church program which helps new members identify their spiritual gifts.  Many churches do not have such a program.  Indeed, none of my pastorates began with a church which had such a program.  (My pastorates have typically been in smaller churches; the largest average worship was 170.)  If there is no such program in place, then the AD should present the necessity of such a program to the church leadership.  

2. How often does the church offer the spiritual gift identification program?  If your church is like mine, then it gets done when I can get it done!  Is this program offered enough?  Is it offered too much?  Is it presented at a convenient time?  What is the optimum number of class offerings in a year?  In our own case, we offer our spiritual gifts class twice a year.  

3. The AD next coordinates an annual schedule with the director of the spiritual gifts program to make certain that the appropriate number of classes are being offered at a time most convenient to the new members.  Admittedly, the AD does not have authority to make the final decisions on scheduling.  However, his involvement will make it more likely that the classes will be offered in an appropriate manner.  

· Church – The church needs the involvement of every member to maintain its current ministries and to develop growth ministries.  

1. Does the church have a spiritual gifts identification program?  If the answer is no, then a suitable program needs to be chosen.  It is then time to explore the creation of a Ministry Director to oversee such a program!  

2. The church needs to make scheduling such a class one of its top priorities.  Be sure it happens at a convenient time!  This class helps create ministers!  

3. The church should underwrite any expenses for such a class including materials, a meal, etc.   

Goal #3 - New members should be involved in at least one, preferably several roles/tasks/ministries in the church, appropriate to their spiritual gifts.     


Issue:  As stated in the previous goal, research indicates that effective assimilation is tied to quickly identifying a ministry for each new member.  Significance then leads to satisfaction and satisfaction leads to effective assimilation!  

· Roles:  

· Assimilation Director – Coordinate, coordinate, coordinate!  The AD really earns his pay in achieving this goal.   

1. Does the church have an organized process of identifying ministries?  Many smaller churches do not.  If this is not currently done, then the AD can begin the process.  On the other hand, if there is a current process, then the AD should review this process to make sure it is actually being done on a regular basis.  

2. Is each new member viewed as a potential growth ministry or a maintenance ministry only?  Each new member’s ability should be catalogued as either a potential growth ministry or as a maintenance ministry. This information should be a part of the NEW MEMBER SPREADSHEET. A Ministry Director should have the responsibility of evaluating those new abilities which could open the door to brand new ministries.  

3. Create a team to periodically review the ministry column in the NEW MEMBER SPREADSHEET with the new member’s data gathered previously from the information sheet.  In many smaller churches this task is the Nominating Committee’s responsibility.  At a minimum, such a review should occur at the six month mark of each church year.  The AD may need to remind people to schedule this meeting.  

· Church – 

1. Some ministries may require training.  Does the church budget include dollars for training?  Is there an annual goal regarding training?  

2. The church leadership needs to cultivate a greenhouse environment which encourages new ministries.  It is sad to say that many churches have not developed a new ministry in ten years, a fact which indicates that a growth environment does not exist in that particular church.  If such an environment really existed then something new would be growing!  A “greenhouse” environment is critical to the new member’s ministry being accepted and being successful.  On the other hand, a non-growth environment may doom the new ministry from the start and send the new member on his way to greener pastures!      

Goal #4 - New members should be actively involved in a small fellowship, a face-to-face group.  Many churches keep their new member groups together indefinitely.    


Issue:  Family life is life in a family!  Families have relationships; small groups likewise have relationships.  How big was your own family?  I am guessing there were fewer than thirty people under your roof!  Can you imagine sharing life with thirty people?  I can’t.  And neither can you!  Big groups, such as auditorium crowds, do not develop relationships.  Successful assimilation occurs when each new member develops relationships.     

· Roles:  

· Assimilation Director – Connecting the dots creates a line!  The AD takes the dot, new member, and helps it find another dot, small group.   

1. Identify the new member’s relationship to any small group.  Write the name of the small group in the NEW MEMBER SPREADSHEET.  This spreadsheet contains the data on every new member.  

2. Identify the appropriate personnel to discuss mapping the new member to a small group.  On a quarterly basis plan a meeting for the express purpose of mapping.

3. Sort the spreadsheet and bring those members who are not in a small group to the top.  Furnish this list to the meeting personnel.  

4. Sort the members among the various personnel for follow-up.  Each new member should be guaranteed at least one contact or invitation to join a small group! 

5. Use this same process on the older members as well.  Many people drop out of the small groups before they drop out of the actual church services.  A periodic review of this list will help close the door on someone you really want to keep but haven’t yet identified as being on the fringe!    

· Church – Small groups equate to families in this busy world of ours.  There is so much loneliness!  Many nuclear families have been scattered to the four winds.  There are many, many people who simply want a sense of belonging.  The church has every tool imaginable to meet this need!  

1. Appoint a small group advisor.  This advisor should be a student of small group dynamics and provide a periodic review course for all of the small group leaders.  

2. Make a list of every small group and the time of its meeting. Publish these in your bulletin!  You can rotate the groups and give each one special coverage.  The article should focus on assimilation!  For example, “we have NASCAR members!”  That provides an instant point of contact!   

3. Make the small groups available at a convenient time for the new members.  Is there a better time slot?  If we begin a new small group, when should it meet so it does not cannibalize the other small groups?  Some evening shift groups meet at midnight in a donut shop!  

4. Be careful and discerning in what your church is actually doing.  Some churches have church just to have church and frown on small groups meeting during their auditorium services.  Is this the best way, though, to meet the people’s needs?  Sometimes it is best to listen to the people and realize that some solutions do not always meet their needs.  It is always best to meet a need rather than squeeze the need into our pre-conceived solution.  I have learned that I can develop people more quickly in a small group than in an auditorium service!  So be careful and discerning in what your program is actually accomplishing versus what it should be accomplishing.      

Goal #5 - New members should demonstrate a regular financial commitment to the church.  


Issue:  I believe very strongly in my church!  That is why I belong to my church and also why I give to my church.  Giving is a form of ownership.  I remember the story of the man who complained to the church custodian that the church should not have allowed the custodian to buy two new brooms!  The man was adamant that the purchase was a waste of money.  The confused custodian went to the treasurer and explained the situation.  The treasurer said, “Don’t worry!  That man was just upset because those two brooms represented his entire giving for last year!”  


The humor in that story should not be taken lightly!  Unfortunately, every pastor has experienced that story in real life.  What lesson, though, does that story teach?  The lesson is that ownership is a powerful tool and represents a big step forward in the assimilation process.      

· Roles:  

· Assimilation Director – The member’s record of offerings is, of course, off limits to the AD.  However, there are some items that need to be done.   

1. The AD needs to see that offering envelopes are delivered to the new member, if the church uses this method of encouraging giving.  It is not necessary for the AD to do the delivery; however, it is necessary to make sure that the process is being completed!  How quickly does a new member receive these envelopes in your church?  Good question!   

2. The church budget should be included in any material presented to the new member upon initiation of his membership.  This helps the new member understand how the tithes are used!  

· Church – Every church finance committee understands the value of money.  I suspect the church’s cooperation will come quickly in this area!  

1. Inspire people to give by providing a vision for the future.  People tend to give more to vision than to need.  Vision is certainly preferable to brow-beating!  Does the church have a vision?  Can the vision be written on paper?  If it can’t be written on paper, then the vision is likely non-existent or too vague to communicate to the people.  

2. Be open, open, open in financial disclosure!  Recent accounting scandals have cost investors billions of dollars in the financial markets.  People have a right to know that their church is fiscally responsible.  I recommend that a financial report be distributed to the church on a regular basis.  

3. Be sure the books are audited on an annual basis by a reputable auditor.  

4. Create a system of receipts and disbursements which makes embezzlement nearly impossible.    

Goal #6 - New members should personally understand and identify with the goals of the church.  


Issue:  In joining a major political party, one acknowledges an understanding of that party’s goals and identifies himself with those very goals.  Why are there so many independents?  It is that they do not wish to identify themselves with either political party.  They may like ideas from both parties!  Each political party is constantly searching for ways to assimilate the independents.  Quite often, independents represent the swing vote!  Whoever wins the independent vote wins the election!  However, the vote is conditioned upon the independent understanding and identifying himself with the views of the candidate.  


This two-step process of understanding and identifying the goals of the church is another way of increasing the level of ownership for a new member.  It gives the new member a vested interest in the process!  It helps the new member realize what he can do to further the process!  And it also helps the new member realize how his offerings will be used!  In so doing, the new member becomes a more assimilated member in terms of personal involvement.    

· Roles:  

· Assimilation Director – In this role the Assimilation Director actually becomes more of an “Orientation Director.”  Few churches are really good at orientation.  Colleges and businesses do a much better job orienting the newcomer to the organization’s philosophy.  Their orientation process might furnish a pattern for the church to adopt.  The AD can be an effective spur in bringing the leadership’s attention to a logical, continual process of orientation.    

1. The AD’s central role in everything is helping smooth out the process so the necessary items are continually being done.  In this particular case, the AD should periodically meet with the people in charge of the church calendar and the new member’s class to be sure that the class is being scheduled.  

2. The AD is the perfect person to take charge of the new member’s class.  He has a vested interest in making sure that this step is conducted properly.   

3. Does the current new member’s class accomplish a legitimate purpose?  Many churches mistakenly view a doctrines’ class as a new member’s orientation.  These two classes, though, are distinctly different with very different goals.  The new member’s orientation class is a purpose class, whereas the doctrines’ class is a Bible knowledge class.  Providing Bible knowledge is merely one aspect of the church’s purpose!   I have taught both and know there are few places where these classes overlap.  Sometimes the AD’s role will include explaining these differences to the church leadership so that an appropriate orientation class can be created.  

4. Does the orientation class clearly identify the purpose and goals of the church?  The class should help the new member understand how his life will be changed by the church.  

5. Does the class identify any peculiarities in the church which might create a problem elsewhere?  Most churches have a few peculiarities in their practices/beliefs.  For instance, some churches are opposed to women deacons/pastors.  Gambling might be a big issue in a casino town.  The orientation class should firmly establish the church’s policy in any controversial areas.  This clarification can prevent future problems!          

· Church – The Church must make a new member’s class one of its highest priorities.  Here are some keys to such a class’s success:

1. The class must occur on a routine basis.  Due to the volume of new members some churches need such a class once a month.  Other churches can meet this need on a quarterly basis.  I would suggest that every church, though, maintain this class on at least a semi-annual basis.  

2. The class should be scheduled at a convenient time for the new members.  My own church currently does an orientation class patterned after Rick Warren’s C.L.A.S.S. 101 (see The Purpose Driven Church for a further explanation) on Sundays from 4 – 8 p.m.  We have chosen Sunday because it is the most available day during the week.  Some churches may wish to do this class during a Sunday School time; however, its success rate will vary because the same people will not attend each week.  

3. The class needs pastoral involvement.  This is a great opportunity for the pastor to bond with the new members in a purpose atmosphere.  The pastor should be the first speaker.  In so doing, he will set the mood for what is to come and why the class is so important to each new member.  

4. The class should be stimulating, informative, and rewarding.  This class is more important than any sermon!  If possible, use PowerPoint for a slide presentation.  Show a dvd history of the church! Be sure the refreshments/meal are first class.  I cannot overemphasize the importance of making this class a big, big deal.     

5. The class workbook should contain everything a new member wishes to know about the church.  My churches uses it as a one-stop shopping guide!  Each new member is provided a fill-in-the-blank workbook for the class, the church constitution, the church budget, the latest staff listing, plus the latest, greatest church directory complete with addresses and telephone numbers!  This material, therefore, becomes a source of constant reference even for me as the pastor!  

6. The class should require a commitment from each student to become involved in the church’s purpose.  This commitment may consist of a simple pledge for the new member to sign.      

Goal #7 - New members should attend worship services regularly.

Issue:  One of the keys to a successful marriage is a husband and wife regularly spending time with one another!  Such occasions deepen the marital relationship.  The same is true in church relationships.  We often hear, “Encourage the new members to attend worship services regularly.”  This is a good admonition, but it must be remembered that the final decision remains with the new member.  Therefore, the goal of the church should be one of making sure the pasture is always green!  The best encouragement to be in church is to have a church service worth attending!    

· Roles:  

· Assimilation Director – Once again, the AD’s primary role is to bring related issues to the attention of the leadership so that this goal can be enacted.  

1. Does a new member comprehend what is happening in an auditorium service?  Auditorium services, sometimes called worship services, are organized by longtime church members.  However, many new members come from a non-church background.  Does the auditorium service relate to them?  The AD can provide a valuable service by reviewing the service structure, music, sermon, and all the other items from the perspective of a new member.  In addition, he can follow up on his suspicions by speaking with the new members about anything they do not understand.  This is critically important because breaking into a new family is very difficult!  The church is a new family and it needs to grease the rails and smooth this process as much as possible.  

2. Does the church ever sing the new member’s favorite song?  Imagine hearing the music director announce to the church, “Let’s stand and sing p. 234.  This is a great song and it is the favorite song of Joe Doe, one of our newest members.  Where is John?  Wave your hand at me!  Let’s sing this song right!”  Such a simple deed conveys a sense of importance to each new member.  

3. The AD needs to oversee an attendance process for recording those in attendance.  In a small church such as my own, this can be done by means of a spreadsheet.  Our spreadsheet contains the names of everyone who occasionally attends our church.  The ushers check off those in attendance so we get a sense of who is/is not attending.  This data is then recorded in a computer file which gives us a sense of each individual’s attendance record.  The record helps identify those who are drifting away so follow-up contact can then be made.  In a larger church this can be done via a bulletin attachment.  Some bulletins have a cut-off tab which provides room for each person’s name, address, prayer requests, and communication with the church office, such as “interested in salvation” or “interested in church membership.” 

· Church – The auditorium service is the only time the entire church is together.  It is usually the largest service of the week with Sunday School or a Wednesday Discipleship program normally being second in attendance.  This service, therefore, can have tremendous impact upon the health of the church and the health of the new members.  Some churches mistakenly believe that this service needs to be exciting and dynamic.  They make “exciting and dynamic” their goal!  Cruel experiences teach us, however, that such a service must then become more exciting and more dynamic to maintain its effectiveness.  After a while, leaders can’t make it more exciting and more dynamic.  Simply put, none of us are that good!  May I suggest that “A good service is a service which meets the needs of those in attendance.”  For example, take a recent service and evaluate the following items:  

· The demographics of those in attendance.  Was the audience old, young, middle-aged, or a mixture?  There is no reason to preach on raising children to an audience of grandparents!  

· Those in actual attendance.  Sometimes this audience is different from the one we envision in our minds.  

· Human needs met in the service.  This means that each song needs to be examined for meaning.  Was there a time of fellowship?  What need did the message address?

Goal #8 - New members should identify unchurched friends and relatives and take specific steps to help them toward responsible church membership.   


Issue:  One of the signs of effective assimilation is when a new member reproduces himself in the lives of other people.  God’s goal for each Christian is that we reproduce ourselves in the lives of others.  This reproduction ideally consists of leading others to Christ for salvation!  Another sign includes a member inviting friends to join him at church!  This action is important because no one invites a friend to an embarrassing situation!  In this level of assimilation we see evidence of a contented spirit within the new member.    

· Roles:  

· Assimilation Director – The AD’s cycle with the new member is just about complete!  The new member is now bringing in new members.  It is time for a new cycle to begin!  Just as the AD was present at the beginning of the previous cycle, so he now has to be present at the end of that cycle in order to expedite the beginning of a new cycle.  Why do we emphasize the AD and not a new person?  It is that the AD fully understands the existing processes of assimilation AND is in the best position to keep the cycle intact.    

1. Is there a process to develop the new members in personal evangelism?  Each new member needs to be pointed in this direction by the AD.  Ironically, many churches do not have such a process.  They advocate the Great Commission, but do not allocate any resources to this need.  This problem is a leadership issue.  Sometimes I wish God would let all of us leaders experience the judgment seat of Christ before we become leaders so we could know with absolute certainty what God expects from us. I believe it would change each of our churches! But it doesn’t work that way!  If there is no personal development process in evangelism, it suggests the leadership is “hiding” behind other issues it feels more comfortable with.    

2. Is there a process to encourage a sharing of names for evangelism?  Every pastor knows the experience of churches praying for Aunt Nellie’s ingrown toenail and bypassing a prayer for the lost!  Sharing names and then praying for the lost raises the level of focus for everyone, including the new members.  But the new members cannot do this unless there is a process which provides the opportunity.              

3. Is there a process to move the names in Item #2 to the church visitation teams?  It is usually easier to visit someone who has some sort of connection with the church even if it is someone’s fourteenth cousin!  In addition, these names can be added to the church mailing list for special promotions!  

· Church – One of the greatest ways to expand church attendance is by tapping the new member’s family connections.  Most of our longtime members’ connections are already tapped out!  These new connections furnish great opportunity for evangelism.  Each new member represents a foot in the door to those homes.    

1. The church needs a continual emphasis on the cycle of reproduction.  “Each one reach one” is still God’s plan for building His church!  This cycle needs to be promoted time and time again in leadership meetings, sermons, and the church literature.  When was the last time this cycle was shared?  Can the church leadership share its meaning with the congregation?   

2. Conduct a survey of the small groups, such as the Sunday School classes, once a quarter to update the list of lost people represented by the class members.  This survey will take only a few minutes.  It will focus everyone’s mind on specific names, plus allow the new members to have a means of providing input.  This list should be forwarded to the evangelism director.   


Conclusion:  Every busy pastor needs an AD to keep the various processes operating smoothly!  Many of our church folks wear several hats, and some wear those hats at the very same time!  It is easy for things to fall through the cracks.  Unfortunately, it is very easy to allow new members to fall through the cracks.  The AD is our cement to seal the cracks!  


Who is the best candidate in your church to become an AD?  Does this candidate love people?  Can this candidate organize?  Does this candidate understand the concept of process?  


It takes time to properly train an AD.  There could even be resistance to such a position since 99.9% of our churches have never considered an AD.  However, the benefits are enormous for both the new member and the current members.  The benefits for the new member include a new church family...something that can truly be called an extension of his own personal family.  The benefits for the current members include thinking through their own processes, learning what an effective church should be doing and learning how best to solve the problems.  


Here is a synopsis of all that we have previously discussed under Issue 5:  

Assimilation Director Duties:

1. Provide a new member information form to be completed by the new member. 

2. Distribute the completed new member info form to the appropriate departments.  

3. Promote specific assimilation tables (based on hobbies, favorite teams, etc.) at a church fellowship.  

4. Raise the possibility of creating a new SS class for new members.  

5. Promote assimilation teams within each SS class.  

6. Educate the leaders on how to assimilate at church functions.  

7. Be sure each new member is assigned to a family ministry.  

8. Identify the spiritual gifts identification program.  
9. Coordinate an annual schedule with the director of the spiritual gifts program.  

10. Maintain a New Member’s Spreadsheet containing numerous data.

11. Identify potential new growth ministries based upon this spreadsheet data.

12. Constantly remind the leadership of the importance of a “greenhouse environment” for growing new members and new ministries.  

13. Identify the small group associated with each new member.  Highlight every new member who has not yet been assimilated into a small group.   

14. Identify new opportunities for small cell groups.  

15. Identify the small group most likely to assimilate the new member and provide him/her with the new member information.  

16. Inform the leadership of every new member not mapped to a small group.  

17. Suggest a “Small Group Advisor” to conduct a periodic refresher course in small group dynamics.  

18. Coordinate a bulletin article advertising each small group’s benefits to the new members. 
19. Invite the new member to be part of a telephone/email prayer chain.  

20. Update the email mass mailings with the new member’s email address.   

21. Make sure offering envelopes/budget have been distributed to the new members on a timely basis.

22. Provide open financial disclosure.  

23. Coordinate the New Member’s Orientation Class.  

24. Investigate developing a DVD of the church history and staff for new members.  

25. Review the auditorium services from a new member’s perspective for difficult-to-understand items.  

26. Encourage the use of the new member’s favorite songs during his initiation period.

27. Develop a spreadsheet for recording attendance in the auditorium.  

28. Review the process/schedule for training new members in personal evangelism with the Evangelism Director.  

29. Create in coordination with the Evangelism Director a means of obtaining prospect names from the new members.  

30. Organize the First Impression Teams.  

31. Remind the leadership to update their family ministry list.  

32. Encourage a Family Prayer Time with a special prayer for the most recent new members.  

33. During the greeting time, introduce potential assimilators to the new members based upon similarities in lifestyle/hobbies, etc.  

34. Give personal time to every new member during the first twelve months of membership.   
35. Provide an assimilation report in the leadership meetings as to how many people have been assimilated into a small group.  
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