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CHAPTER 1: THE POWER OF ASSIMILATIONCHAPTER 1: THE POWER OF ASSIMILATIONCHAPTER 1: THE POWER OF ASSIMILATIONCHAPTER 1: THE POWER OF ASSIMILATION    

Have you had any first-time guests at your church 

in the last month? The last year? Each of those 

people are gifts from God to you. Did you receive 

them? Did you handle those gifts properly by 

having a plan in place to assimilate them into the 

life of your church? 

 

Assimilation leads to life transformation by giving 

people the means and opportunity to become 

maturing followers of Christ. Assimilation is simply 

the process used to encourage first-time guests to 

keep coming back to church until they accept Christ 

and commit themselves to the local church. At The 

Journey, we have committed to making assimilation 

part of our mission. We know that most people who 

visit a church don’t come to Christ right away, but 

over time as they interact with God’s people, hear 

biblical teaching, and get involved in serving, they 

often do. Putting a strong assimilation system in 

place is the best way to ensure that our newcomers 

will stay with us long enough to respond to Christ’s 

pull. 

 

Some people criticize those of us who advocate 

healthy, growing churches as being all about the 

numbers. At The Journey, we do care about the 

numbers: each one represents a life. A life that has 

come to Christ, or a life that is growing as a 

disciple. Your numbers gauge the effectiveness of 

your evangelism and outreach, and it is worth 

keeping track of how you are doing. 

 

Let me give you some numbers to think about. A 

church in maintenance mode will see roughly 3% of 

their first time guests become regular attenders. A 

5% ratio usually means a steadily growing church, 

and 7-10% means a rapidly growing church. Here’s 

the question: what is your number? 

 

Figure out your average attendance each month, 

and the number of visitors you are getting. Then 

you can compare your growth to the number of 

first-time guests, and you will know how many you 

are assimilating. 

In training thousands of churches on this 

Assimilation System, I’ve found the average 

assimilation rate is 1 in 20, or 5%. While anything 

better than that should lead to solid growth, I 

suggest you pray for a rate of 1 in 3 (33%). That’s 

what we have at The Journey. And don’t kid 

yourself if your rate is better than most; there is 

always room for improvement. 

CHAPTER 2: BIBLICAL HOSPITALITYCHAPTER 2: BIBLICAL HOSPITALITYCHAPTER 2: BIBLICAL HOSPITALITYCHAPTER 2: BIBLICAL HOSPITALITY    

Preparation is a key factor in any successful 

endeavor. As the old saying goes, “if you fail to 

plan, you plan to fail.” When it comes to your 

church, you do a lot of preparation. You plan the 

service, the preaching, the music, the children’s 

ministry, etc. You also need to prepare for the 

arrival of guests and all that follows. 
 

You should be prepared to show your guests 

intentional hospitality when they arrive. When they 

are with you they should feel comfortable and 

valued. When they leave, they should get a return 

invitation that is hard to refuse. Your church 

represents God and his family. As you put a system 

in place to integrate guests into the family, you are 

cooperating with God when he sent them your way. 

You are showing them true biblical hospitality. 
 

Assimilation is really just well-planned biblical 

hospitality through service. 

A well-developed assimilation system will give you 

a strategic process for integrating newcomers into 

your church, with the goal of helping them become 

fully developing followers of Christ. The system I’m 

presenting has worked at churches across the 

country; still, I invite you to focus on the principles 

and customize them for your context. The specifics 

that work for 20- and 30-somethings that live in the 

city may not work in the suburbs. 
 

The System is built around a three-step process 

that leads guests from their first visit to becoming 

members 

1. Turn a first-time guest into a second-time guest. 

2. Turn a second-time guest into a regular attender. 

3. Turn a regular attender into a fully-developing 

member. 
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You need to make each step clear and accessible, 

and have a plan in place that will encourage each 

person in your care to take their next steps and 

achieve these goals. In working with a multitude of 

churches, I have noticed an interesting 

phenomenon: The more prepared a church is to 

receive guests, the more guests it receives. That 

makes sense, doesn’t it? Why would God send new 

people to a church that is not ready to welcome and 

nurture them? As we prepare to receive and care 

for new people, I believe we can count on God to 

send more. 

CHAPTER 3: SEVEN MINUTES & COUNTINGCHAPTER 3: SEVEN MINUTES & COUNTINGCHAPTER 3: SEVEN MINUTES & COUNTINGCHAPTER 3: SEVEN MINUTES & COUNTING    

Seven minutes is all you get to make a positive first 

impression. In the first seven minutes of contact 

with your church, your first-time guests will know 

whether they are coming back. That impression will 

shape how they experience everything that comes 

afterwards. Their first impression shapes their 

subconscious response as they evaluate if they are 

compatible with this new environment. The good 

news is that we don’t have to leave that first 

impression to chance. 

 

The Pre-Service: From Street to Seat. 
Pre-service is your first opportunity to interact with 

people coming to the service, and it’s particularly 

important for your first-time guests. Your mission is 

to make every effort to put your guests at ease, and 

even put a smile on their face − before the service 

begins. There are four initial areas of contact 

through which you can influence them: by 

controlling how they are Greeted, Directed, 

Treated, and Seated. 

 

Greeted. Everything speaks to a first-time guest − 

everything. The condition of your building, your 

signs, your parking lot − it all makes an impression. 

Knowing this, you have to make sure you are 

sending a welcoming message. You don’t have to 

be perfect; you just do the best you can with what 

you’ve got (which is our definition of excellence). 

 

The most critical part of the “greeted” area of initial 

contact is who your guests meet when they make it 

to the front door of the church − your greeters. A 

friendly face giving a warm welcome speaks 

volumes. It sends guests the message “We are 

nice people, and we are glad you are here.” As you 

put greeters in place, make sure they know how 

important their job is and exactly what is expected 

of them. Volunteers will feel more comfortable if 

you’ve told them what you want them to say and 

how you want them to say it. At The Journey, we 

have even been known to have our greeters to 

smile practice. By the way, pick friendly people; 

don’t just take volunteers who you hope will 

become friendly. 

 

Directed. The second step in successful pre-service 

contact is to make sure your guests are quickly and 

politely shown where they need to go, either by 

signs or a volunteer − or both. Note: signs are the 

single best way to ensure that your guests can find 

what they need. Two areas in particular that 

demand clear signs are the restrooms and the 

children’s facilities. 

 

Helping people know where things are alleviates 

anxiety. If your building is the least bit confusing to 

first-timers, their anxiety will increase. Good 

direction and an abundance of signage can lower 

anxiety and put them in a better place to receive 

during the service. Note: when your guests ask for 

directions to a particular location, your staff person 

or greeter should not just point out the way, but 

give them a personal escort. 

 

Treated. First-time guests want to feel respected 

and welcomed. They want to know that you are 

happy they’re there and that you are serious about 

making sure they have a good experience. When 

you give them a consistent experience before the 

service starts that makes them feel good, their 

skepticism lowers while their positive impression 

and receptivity rises, leaving you in a great position 

to make a real spiritual impact. 
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Now take a step to go “above and beyond.” 

Providing good food and coffee is one of the best 

ways to show your guests you care about them, 

and it goes a long way to putting them at ease. 

Have you ever noticed how a 200-pound man in a 

crowd of strangers is more comfortable if he is 

holding a cup of coffee? That doesn’t mean 

providing a full breakfast, but good coffee and 

some donuts or bagels can go a long way toward 

making a solid impression. 
 

Seated. Once your guests have been greeted, 

directed, and treated, all that’s left is for them to be 

properly seated. The reality is for the guest, having 

to find their own seat can increase their 

nervousness. Will they have to crawl over 

someone? Will they have to ask someone to move 

over? If an usher does that for them, it will remove 

some potential anxiety 
 

In the first seven minutes, all of these things work 

together to create an impression that will open a 

future door of opportunity for you to minister to 

them. With a strong pre-service in place, seven 

minutes is all you need to show your guests just 

how much you care about them and want them 

back. 
 

-- A FULL SUMMARY FOR CHAPTERS 4-5 IS 

AVAILABLE UPON REQUEST 

CHAPTER 4CHAPTER 4CHAPTER 4CHAPTER 4::::    MAKING CONTACTMAKING CONTACTMAKING CONTACTMAKING CONTACT    

CHAPTER 5: CREATING FANS THROUGH CHAPTER 5: CREATING FANS THROUGH CHAPTER 5: CREATING FANS THROUGH CHAPTER 5: CREATING FANS THROUGH 

FOLLOWFOLLOWFOLLOWFOLLOW----UPUPUPUP        

CHAPTER 6: THEYCHAPTER 6: THEYCHAPTER 6: THEYCHAPTER 6: THEY’’’’RE BACK!RE BACK!RE BACK!RE BACK!    

When your guests return for a second look, you’ve 

won 80% of the battle of gaining new regular 

attenders and have increased the chances they’ll 

begin a journey with Christ. When they return they 

are saying “Okay, I’m interested. I want to find out 

more.” Their return signals a new level of interest 

and openness that is very exciting. 
 

While the system is geared toward making your first 

time guests feel welcomed and comfortable, it 

actually does the same for everyone else who 

comes to church. Everyone comes through the 

same door, is greeted the same way, gets the 

same coffee and donuts, etc. That works to your 

advantage when it comes to following up second-

time guests. 
 

-- A FULL SUMMARY FOR CHAPTERS 6-9 IS 

AVAILABLE UPON REQUEST 

CHAPTER 7CHAPTER 7CHAPTER 7CHAPTER 7::::    STICKY SITUATIONSSTICKY SITUATIONSSTICKY SITUATIONSSTICKY SITUATIONS    

CHAPTER 8: TAKING OWNERSHIPCHAPTER 8: TAKING OWNERSHIPCHAPTER 8: TAKING OWNERSHIPCHAPTER 8: TAKING OWNERSHIP    

CHAPTER 9: FULL CIRCLECHAPTER 9: FULL CIRCLECHAPTER 9: FULL CIRCLECHAPTER 9: FULL CIRCLE    

LAST THOUGHTSLAST THOUGHTSLAST THOUGHTSLAST THOUGHTS    

When second-time guests walk through our door, 

they unknowingly come face-to-face with a fork in 

the road. Four to six months from that moment, 

they will either be assimilated into our church or 

they will be gone. Your job is to guide them in the 

right direction with the opportunities and 

encouragement that are essential to their journey. 
 

In one case our second-timers will be introduced to 

comfortable environments where they can meet 

and connect with people, and ultimately develop 

some real friendships. Those relationships will 

support them as they become followers of Jesus 

and eventually fully committed members. The other 

option is to leave them to their own devices and 

hope they make some connections. The reality is 

when people don’t know how to do something, they 

don’t do it. 
 

So as a Connections Team we begin by Greeting, 

Directing, Treating, and Seating people to make 

awesome first impressions and then whenever 

possible we help them make the deeper 

connections (usually through Small Groups) that 

will help them stick around and hear about Jesus 

week after week. 


