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Introduction 
Every follower of Jesus has the inescapable call to participate 

in works of mercy and justice. This call predates Jesus’ earthly 
ministry and is expressed clearly in the following passage from 
the prophet Micah: 
 

He has shown you, O mortal, what is good. 
And what does the Lord require of you? 
To act justly and to love mercy 
and to walk humbly with your God. (Micah 6:8, NIV) 

 
You cannot call yourself a Christian and ignore suffering or 

injustice. Participating in acts of mercy and justice are as much a 
part of discipleship as are worship and prayer. Unfortunately, in 
many churches today, what passes for ministries of mercy and 
justice (often called “missions”) is the collecting and sending of 
small sums of money. However, mission is much more than 
money. In Matthew 25, Jesus personalized our call to acts of 
mercy and justice by saying when we reach out to others, we are 

“When the Son of Man comes in his glory, and all the angels with him, 
then he will sit on the throne of his glory. All the nations will be gathered 
before him, and he will separate people one from another as a shepherd 
separates the sheep from the goats, and he will put the sheep at his 
right hand and the goats at the left. 

Then the king will say to those at his right hand, “Come, you that are 
blessed by my Father, inherit the kingdom prepared for you from the 
foundation of the world; for I was hungry and you gave me food, I was 
thirsty and you gave me something to drink, I was a stranger and you 
welcomed me, I was naked and you gave me clothing, I was sick and 
you took care of me, I was in prison and you visited me.” 

Then the righteous will answer him, “Lord, when was it that we saw 
you hungry and gave you food, or thirsty and gave you something to 
drink? And when was it that we saw you a stranger and welcomed you, 
or naked and gave you clothing? And when was it that we saw you sick 
or in prison and visited you?” And the king will answer them, “Truly I tell 
you, just as you did it to one of the least of these who are members of 
my family, you did it to me.” — Matthew 25:31-40 
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reaching out to him. Do we want to encounter Jesus from afar or 
up close and personal? 

John Wesley, the founder of the Methodist movement, 
embedded acts of mercy and justice deep into our roots. Wesley 
himself was famous for prioritizing the needs of others above his 
own. He organized schools and hospitals and required all 
Methodists to take seriously our call to aid the orphans and 
widows. The soul of the Methodist movement is a rally to stand 
with those on the margins of society and make sure their voices 
are heard and their needs understood. 

The missional church movement has done an amazing job of 
helping local congregations become aware of their need to be in 
the community, being a source of blessing. Here, congregations 
find renewed strength and vitality by focusing less on their 
personal preferences and more on blessing their neighbors. 

When done well, local church missional outreach cannot help 
but create new relationships between people. This is especially 
true when the missional effort embraces the idea of doing ministry 
“with” people rather than “to” them.1 These relationships often 
lead to the creation of community, both formal and informal, as 
friendships are formed. 

Missional outreach is an essential part of any vital local 
church. It can also be a means to bring renewed vitality to a 
waning local church. Well-constructed missional outreach easily 
becomes a win-win-win. The community is blessed, individual 
discipleship is deepened, and the congregation is strengthened. 

While missional outreach takes various forms, commonalities 
do exist among the best examples. This workbook will guide you 
through a process of thinking about either how to start a new 
missional outreach opportunity or evaluate and adapt an existing 
one. 
  

                                                
1 http://www.ministrywith.org. 
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Part 1: Do it With, Not To 
When presented with a need, it is easy for our compassion to 

be stirred. Most people, including anyone who claims to be a 
follower of Jesus, desire to make their community better. We do 
not need to be convinced that feeding the hungry, clothing the 
naked, or visiting the sick are the right things to do. So embracing 
missional outreach should be easy. Unfortunately, it often isn’t. 

One of the most common pitfalls is best articulated through 
the concept of doing ministry to people, meaning, developing a 
missional outreach ministry without the involvement of those you 
intend to serve. Most people can perceive a need when they 
encounter it, but if you yourself aren’t also experiencing that 
need, it can be difficult to develop a workable strategy to meet it. 

We find it all too easy to simply make assumptions about what 
we think the solution is without doing our research. This research 
that often comes in the form of conversation. 

Doing ministry to people also reinforces an unhealthy sense 
of them and us. We (us) are going to offer goods or services to 
them. Here, blessing is a one-way street that moves from those 
who have means to those who are perceived to have little means. 
This is a very non-Wesleyan way of thinking about things. 

The counter to doing things to is to do things with. When we 
do things with, we recognize that everyone has something to 
contribute to the experience. Done well, with means the lines blur 
between those serving and those being served. 

In its simplest expression, with looks like those preparing and 
serving a free meal then sitting and eating with those just there to 
eat. It also looks like those on the margins being invited to be part 
of the blessing of others by helping prepare and serve. Most 
importantly, it looks like conversation flowing between everyone 
with relationships formed across social, economic, and ethnic 
divides. These relationships are the true outcome you should 

“…in humility regard others as better than yourselves. Let each of you 
look not to your own self-interests, but to the interests of others. Be [like] 
Christ Jesus, emptied himself…and humbled himself…” 
— Philippians 2:3-8 
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desire from any missional outreach project (more about that in 
Part 3). 

One quick test to see if you are doing this well is to ask this 
question: Can you learn the names of the people you aim to 
serve? If you can’t learn their names then you can’t hear their 
story, which means you are not with them. 
 
 
GROUP DISCUSSION 
What new person’s name have you learned most recently? How 
did you learn it? 
 
 
Do you have any current Missional Outreach activities? If so, are 
you doing things with or to people? 
 
  

Moving from To to With 
A small church in an economically depressed part of town had a 

small food pantry. Every Wednesday they would distribute prefilled 
boxes of food to families in need. Only the volunteer at the registration 
desk was able to learn the names of those they served. 

A decision was made to move to a “choice” model where clients 
could select their own food in limited amounts from different categories. 
Volunteers who previously filled boxes in the back room now pushed 
small carts for the clients while they shopped. As a result, 
conversations happened and relationships were formed. The following 
were some visible results from the switch: 

• Less food was given out because people only took what they would 
use. 

• Clients would wait for a specific volunteer to shop with them. 
• Volunteers reported greater satisfaction and the number of 

volunteers increased. 
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Where to Start 
In the early part of any new project the most important thing 

you can do is ask questions. If you aren’t doing any local 
missional outreach currently, it can be hard to be in relationship 
with those you aim to serve. One way to begin is to have 
conversations with other people in your community who are in 
relationship with those you aim to serve. Some common 
examples are the local school principal, librarian, barber, or 
ambulance driver. 

The goal in these conversations, called Relational Meetings, 
is to better understand the needs in your community. Below are 
some good questions to begin with: 

 
• What’s the most common challenge you see families 

facing? 
• If you could make one thing better in our community, what 

would it be? 
• What keeps you up at night? 

Doing just a couple of conversations like this can generate a 
multitude of opportunities. People are typically very willing to 
have these types of chats, especially if you offer to buy the coffee. 

The most important thing is to not just guess at what you think 
the community needs most. Ask those who have the relationships 
with those you wish to serve. It is also important to learn what 
others are already doing in your community and find ways to 
complement, not compete with, them. 

Relational Meetings 
There is a well-developed technique to good relational meetings. The 
following link is to a twenty-minute video that will walk you through, step-
by-step, all you need to know. https://vimeo.com/191085852 
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GROUP DISCUSSION 
List all the people you can take out for a cup of coffee. 
 
 
 
 
How can you get started? 
Moving forward requires being intentional. Where do you need to 
go from here? What can you do in the next one to two weeks to 
learn more about the needs in your community? 
 

What? Who? By When? 

   

   

   

   

   

  

One Conversation 
The pastor of a church with an elementary school across the street 

decided to take the school’s principal out for coffee. Through that 
conversation, the pastor learned that the school needed to keep spare 
clothing on hand for students who needed it. This led to a drive to 
donate sweatpants and shirts to the school. Later, as the needs of the 
community were explored further, the church elected to convert unused 
Sunday school space into a Free Store that provided clothing and 
household items. In its first year, the ministry gave away over $75,000 
in goods to people in the community, and it all started with one 
conversation. 
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Part 2: Leverage Your Assets 
Many churches are asking hard questions about their long-

term sustainability. Many congregations recognize the need to 
reinvent themselves for twenty-first-century ministry, which is 
exciting work. Most also recognize it’s important to find a way to 
give that work time to bear fruit. So, in the interim, what can you 
do? 

The usual solutions typically focus on cutting expenses by 
either cutting staff or moving to a less-than full-time clergyperson. 
For years these have been the primary tools we’ve applied to this 
type of problem. There is another increasingly popular option: 
leveraging the assets of the congregation to fund missional 
outreach. 

This could start with simply looking at all the stuff most long-
time congregations have amassed over the years. Selling off 
unneeded and unwanted things can give you some easy working 
capital to start a new missional outreach project. Many projects 
have been financially seeded by proceeds from church rummage 
sales. One church discovered their handbells, having collected 
dust for the better part of ten years, were worth thousands of 
dollars. 

The important point is to think creatively about how you can 
fund the start of a new ministry. Most churches, even if they are 
cash poor, are rather rich in terms of property and belongings. 

The biggest asset existing churches have is their buildings. 
The place we worship, study, and do potlucks is an amazing gift 
we receive from the disciples who built our congregations. We 
must treat it with respect but not as a museum. 

“Now the whole group of those who believed were of one heart and soul, 
and no one claimed private ownership of any possessions, but 
everything they owned was held in common. With great power the 
apostles gave their testimony to the resurrection of the Lord Jesus, and 
great grace was upon them all. There was not a needy person among 
them, for as many as owned lands or houses sold them and brought the 
proceeds of what was sold.” — Acts 4:32-34 
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The faithful people who laid the bricks of our churches did it 
because they believed that it would be a blessing, not just to 
church members, but to the whole community. They imagined not 
only worship and women’s groups but also weddings, funerals, 
community meals, recitals, and a multitude of other activities that 
would make God’s love tangible. We owe it to them to use what 
they have left to us for this same purpose. It won’t look the same 
as it did before because the needs of our communities have 
shifted, but there is no doubt there is some unmet need you can 
serve today. 
 
Paying the Bills 

Missional outreach does not need to be a financial drain on 
your congregation. In the best-case scenario, a good missional 
outreach can also supplement the church’s bottom line. Often 
congregations give over large amounts of space to ministries 
without considering the value of that space. Thrift stores that raise 
money for missions are wonderful, but they also take up space 
and consume utilities. It is perfectly acceptable for these 
ministries to compensate the general church budget for the space 
and heat they use. This could be a set amount or a percentage 
of the store’s revenue. 

A good missional outreach will have opportunities to 
fundraise in ways not open to the general budget. Take, for 
example, a Free Store type ministry where clothing and 
household items are given away for no cost. No income is 
generated from the store itself, but it is able to solicit donations in 
a way the congregation cannot. For example, which request 
would you be more comfortable making to someone outside your 
congregation: 
 

I’m part of a Free Store ministry that gave away $XX,000 
worth of clothing and household items to over XXX 
families in need last year. Would you mind donating 
$100? 
 
or… 
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My church is full of great people who want to care more 
deeply for our community. Would you mind donating 
$100? 

 
A good missional outreach will have better success 

requesting grants and other community support as well. This 
support can then benefit the congregation’s finances by 
assuming responsibility for the cost of the utilities, staff time, and 
space it uses. 

If your church has a thriving after-school program primarily 
administered by your pastor, consider making that more formal. 
If your church council approves of your pastor spending ten hours 
a week running the program, then write up an “Executive 
Director” job description and assign it to him/her. You can now 
fund raise outside your church for that position and shift some of 
the financial responsibility away from the regular church budget.
  

You are allowed to be creative in how you approach funding 
so long as you are up front about where the money goes. Don’t 
hide the fact that your Food Pantry ministry pays rent to the 
congregation for the space that it uses. Make sure the amount is 
reasonable, meaning less than what comparable space would 
cost elsewhere, then be up front about it. 

To be clear, not every ministry can be self-funding, nor should 
we shy away from those that aren’t. That said, if a ministry can 
also raise funds then it should, and give back to the congregation 
in that way. This then strengthens all the ministries and avoids 
dependence on the offering plate to carry the full load. 
 
Fund-raising 

Most congregations have some experience in fund-raising 
outside of the offering plate for things like youth mission trips or 
new choir robes. These efforts usually focus on raising funds from 
those within the congregation. A good missional outreach 
provides an opportunity to use similar strategies and focus on 
those outside your congregation. Few unchurched people would 
feel compelled to attend a spaghetti dinner for new choir robes. 
That is not a cause they care about. However, that same 
spaghetti dinner to support the church’s food pantry, after-school 
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program, or youth mentoring initiative is something they may care 
about. 

Dinners, concerts, rummage sales, fun runs, basketball 
tournaments, and many other activities are relatively simple ways 
to raise money. Even here, though, finances are not the bottom 
line; relationships are. All of these activities not only let you solicit 
donations; they also provide an opportunity to tell the story of how 
lives are being transformed through making God’s love tangible. 
They let you learn the names of new people who share your 
concern for the community. 

GROUP DISCUSSION 
What assets does your church have now? 
 
 
 
If you wanted to raise $1000 to start a new missional outreach, 
how could you do it? 
 
 
 
How do your current missional outreach efforts bless your 
neighborhood and your church? 
 
  

Explore More 
If you would like to explore this topic further, check out 
the book Funding Ministry with Five Loaves and Two 
Fishes. This book is for any pastor, church planter, or 
lay leader struggling to do ministry with a lack of 
financial resources but hungry to reach the lost with the 
Good News of Jesus Christ. 
 
https://www.cokesbury.com/product/9781501818929/ 
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How can you get started? 
How can you better identify the existing assets of your 
congregation? How can you better see where your assets line up 
with the needs of your community? What research do you need 
to do to answer these questions? 
 
Task List 
What do you need to do next? 
 

What? Who? By When? 
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Part 3: Open Leadership 
Ministries that look very similar on the surface can be very 

different underneath. We can replicate the activities that others 
are having success with, without realizing the same results. This 
happens when we see only the what and fail to understand the 
how and the why of what others are doing. One common place 
this happens is in how ministries are led. 

The ultimate goal of any missional outreach ministry is 
relationships. We don’t measure the success of a free community 
meal by how much food we give away; we measure success by 
how many dinner conversations we have. This is one of the ways 
the church is different than other organizations. We are different 
because our goals are different. We don’t simply want people fed; 
we want them to feel loved. All missional outreach efforts are 
attempts to make God’s love tangible. We want people to eat, 
drink, and be clothed in God’s love. We do this because we 
believe God’s love transforms lives. 

How we lead missional outreach ministries is key to their 
success. Often, leadership is concentrated into a small number 
of people, or even one individual. We justify it by thinking it’s more 
efficient or use it as a form of quality control. Unfortunately, tightly 
controlled leadership can keep others from fully expressing their 
gifts and graces. 

A more open leadership style typically means empowering 
volunteers and participants to make decisions about how the 
ministry happens. Again, missional outreach is not about 
delivering goods and services as efficiently as possible. It’s about 
relationships and the personal transformation that can happen 
because of those relationships. Sometimes the best thing we can 

“For as in one body we have many members, and not all the members 
have the same function, so we, who are many, are one body in Christ, 
and individually we are members one of another. We have gifts that 
differ according to the grace given to us: prophecy, in proportion to faith; 
ministry, in ministering; the teacher, in teaching; the exhorter, in 
exhortation; the giver, in generosity; the leader, in diligence; the 
compassionate, in cheerfulness.” — Romans 12:4-8 
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do is actually be less efficient in our work if it means greater 
opportunity for relationships to be formed. 

Retail stores stock shelves in the less busy hours. Missional 
outreach Free Stores should do it when the store is open and 
busy. This way volunteers must interact with clients and the lines 
between them can be blurred. People can see the impact they 
are having in front of them and they are blessed in that process. 

The reality is that those serving in missional outreach 
opportunities are often blessed more by the experience than 
those being served. Anyone who’s ever been part of a ministry 
like this knows how personally rewarding it can be. To put it 
bluntly, when we suppress leadership participation by others and 
keep leadership to a small, insular group, we are stealing 
blessings from others. 

The goal of any leadership team of a missional outreach 
should be twofold: first, to make sure relationship formation is 
central to how the ministry functions; and second, to make sure 
everyone involved is encouraged to deploy all the gifts and 
graces they bring. 
 
 
GROUP DISCUSSION 
When were you involved in a missional outreach? How did it 
affect you? 
 
 
 
What gifts and graces do you bring to this work? 
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How should you lead? 
As you think about leadership for your missional outreach project, 
who needs to be involved? How can you develop the gifts and 
graces of others through this project? 
 
Task List 
What do you need to do next? 
 

What? Who? By When? 
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Part 4: Building Community 
It has already been stated multiple times that missional 

outreach is about building and strengthening relationships. 
Specifically, relationships between those serving and those being 
served. Relationships between the congregation and the 
community. And ultimately, the relationship between people and 
God. When done well, these relationships grow, become 
connected, and communities form. 

There are multiple stories of missional outreaches giving birth 
to whole new faith communities. In one way of speaking, a new 
tribe is formed from the ministry. The ability to form community is 
part of the image of God that all people are made in. After all, we 
were made to be in relationship with God and one another. 

The ability to form new community is where missional 
outreach pays off in a big way for congregations striving to live 
their mission to make disciples of Jesus Christ for the 
transformation of the world. Missional outreach transforms your 
part of the world and it also makes disciples. 

If you keep relationships at the center of your work, 
community will form naturally whether you intend it to or not. The 
larger question is, what will you do with that community once you 
have it? Acts of mercy and justice are an important part of any 
intentional discipleship system, but they are not complete on their 
own. Worship and devotion are also critical components. 

As your ministry matures and community forms, you will need 
to discern how best to interface with the other disciple-making 
activities of your congregation. It is far easier to do that with 
people you are already in relationship with than with strangers. 
 
  

“For where two or three are gathered in my name, I am there among 
them.”— Matthew 18:20 
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Creating a New Front Door 
The literal front door of most church buildings leads straight 

into the sanctuary. Not long ago, most church buildings were 
nothing more than a door into a worship space. A one-room 
church to go with our one-room schools. Today, our churches 
might be physically different, but our assumptions remain 
unchanged. Worship is seen as the true front door of the church. 

We know this is true several ways. First, when we say things 
like, “I went to church today,” we mean we attended worship. If 
we track our first-time visitors, we mean visitors to worship. We 
take attendance at worship. Finally, when we encourage folks to 
invite friends to church, we mean invite them to worship. 

Worship is the front door to most churches, but it should not 
be the only door. 

Today, we have an ever-increasing number of people, young 
and old, who have never participated in Christian worship. These 
folks have never been to Sunday school or church camp. They 
have no idea what worship is, what’s in the Bible, and couldn’t tell 
you the difference between Noah and Moses. They are a large 
group now and will be a majority soon. This is our mission field, 
like it or not. 

If we are honest, worship can be a poor starting place for 
someone to first encounter Christian community. Worship does a 
poor job building new relationships between people, something 
essential for introducing someone to the journey of discipleship. 
Worship is full of customs and language that need to be learned 
before they can be fully appreciated. What motivation does a new 
person have to embrace that learning curve? 

Missional outreach, in the “Matthew 25” sense of clothing the 
naked, feeding the hungry, and caring for the sick, is by 
comparison relatively easy to understand and explain. A free 
meal to those in need is something even the most unchurched 
person can understand. Missional outreach can become as much 
a front door to the church as worship if embraced well. 

That means tracking first-time visitors to your program and 
following up with them. Encouraging people to bring their friends 
and family and participate. Creating opportunities for 
relationships to form. And most importantly of all, being prepared 
to explain how the mercy and justice work you are doing fits into 
the bigger picture of being a disciple of Jesus Christ. 
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GROUP DISCUSSION 
Where have you seen new community form around works of 
mercy and justice (i.e. mission trips, volunteer projects, etc.)? 
 
 
What doors can people use to enter your church and faith 
community? Are they well tended? 
 
 
 
 
How will you build community? 
Do you have places already where new community is being 
formed, perhaps unnoticed? How can you be more intentional 
about developing new front doors to the church? Think about 
where you are today and where you’d like to go next. 
 
 
Task List 
What do you need to do next? 
 

What? Who? By When? 
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Conclusion 
 

We have talked throughout this workbook about the missional 
outreach you undertake must line up with the needs of your 
community, and that is important. At the same time, many 
communities have similar needs. Do not be afraid to look at what 
others are doing and see if it can be adapted to your community. 
Many missional outreach strategies exist and it is far easier to 
adapt something that is working elsewhere than it is to create 
from scratch. 

What’s most important is that you find a way to be eye to eye 
with those you feel called to bless. Almost never did Jesus heal 
someone from afar; instead, he almost always stood right in front 
of them when he did it. We should strive to do the same. 

Missional outreach is not a side project of the church; it is a 
core part of what the church was created by Christ to be. That 
means we can trust that if we are willing to open our hearts and 
minds, we can fully expect the Holy Spirit to guide our work. You 
will need to get comfortable taking the next step when the whole 
journey isn’t clear. This can be both scary and exciting, often at 
the same time. 

Finally, there is no safe way to engage in missional outreach. 
It requires risk, pure and simple. You will need to be honest with 
yourself and with your community about how much risk you can 
tolerate. 

No matter where you go next, you can be assured of one 
thing:  God calls us to be like Jesus and bless those we 
encounter. There is no greater or more sacred work than this. 
There is also no richer opportunity to be blessed ourselves than 
to strive to bless others. All of this boils down to the same idea 
Jesus shared when he said: 
 

“For those who want to save their life will lose it, and those 
who lose their life for my sake will find it.” (Matthew 16:25) 
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Making a Plan 
 
As you work to create a new missional outreach, ask yourself the 
following questions: 
 
 
1. What are your (two to four) reasons for wanting to start a new 

missional outreach? 
1.  
2.  
3.  
4.  

 
2. What gifts and graces do you see in your congregation to help 

with this project? 
 
 
 
3. What scripture passages inform your vision for this project? 
 
 
 
4. How will this project bless the community? 
 
 
 
5. Who will be on the leadership team? 
 
 
 
6. When is this going to happen? 
 
 When: _______ How Often:_______ 
 
7. Where? 
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8. How will you invite people to participate? 
 
 
 
9. What is the budget? How will you fund raise? 
 
 
 
10. How will you measure your progress? 
 
 
 
11. How will you celebrate your fruitfulness with others in the 

congregation and community? 
 
 
Task List 
 

What? Who? By When? 
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