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The Hybrid Ministry Roadmap:

Navigating the Change




Grand Canyon Synod
Fall Gathering

Three Sessions

Session|1 Session 2 Session 3

Discern the purpose Imagine possibilities Map out the change
9:15-10:45 AM 11:00 AM-12:30 PM 1:30-3:00 PM




In the chat:
What's one idea from our
time together that you are
considering
testing/implementing?




In the chat:

On a scale of 1-5, how
engaged do you plan to
be in this third and final

session?




Today’'s Agenda

Share your setup: Examples from the community

Data and dashboards: Measuring and evaluating hybrid ministry
Practices of iteration and innovation

Onresilience: Not giving up when engagement slips

GC Synod Example: Lord of Life Lutheran

Wrap-up and closing benediction




Breakout #1

e [nyour breakout, introduce yourself and
describe your ministry context.

e [ech-specific questions:

O

No-tech: \Why is it important to
understand online church activity?
Low-tech: \What's one digital
datapoint that matters to your
ministry?

High-tech: What platforms are you
using to measure digital church
activity?




Data and dashboards:
Measuring hybrid ministry




“What gets measured, gets managed.”

-Peter Drucker
(he didn’t actually say that, though...)




“What gets measured, gets managed - even when it’s pointless to
measure and manage it, and even if it harms the purpose of your
organization to do so.”

-Anne-Laure Le Cunff



https://nesslabs.com/what-gets-measured-gets-managed

Protects our energy

Regularly updated data can
help to manage focus and
attention amidst competing
priorities

N

Facilitates decisions Orients towards mission
Data can show us what's Data can show us if we are
connecting with our doing the things that matter
context, helping us to build the most

on what’s working




Why, How, and What of Hybrid Ministry

Hybrid
ministry
tactics

Easiest to
measure

Parity of
Experience

. [ ]
Eaae_st to In‘"te
selectively el

ignore and

Equip




Why, How, and What of Hybrid Ministry

Hybrid
ministry
tactics

Measure the
“What”

Parity of
Experience

Evaluate the |I1Vite
How and

Equip

Reflect on the
“Why”




Measuring the “what”

Worship

Faith formation

Leadership/admin

Data point

Online worship views

Content page views

Percentage of meetings
with a Zoom dial-in

Data source

Facebook, YouTube

Google Analytics

Google Calendar




Measuring the “what”: Online worship views on Facebook

0:12

Average Duration of Video Viewed (74.90%)

Video Views
The number of times your video was viewed for

3 seconds or more.

16,626
Total
i | —
12,861 Organic 3,765 Paid
13,706
Unique

m—
10,722 Organic 2,984 Paid
Video Views to 95%

The number of times your video was viewed to
95% of its length.

7,740

Total

[ =

6,525 Organic 1,215 Paid

In the chat:

How do you reconcile
video view metrics (~3
seconds) with traditional
worship attendance (~60
minutes)?




Measuring the “what”:

Content page views

° ° ° ¢
Use Use Mobile Use Schedule
Audlepce Overview Acquisition report
Overview to Overview to delivery via
to track key compare identify top email
metrics like traffic on traffic
visits and desktop, sources
bounce mobile,
rate

and tablet
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REPORTS
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All accounts > Ryan Panzer

.. Analytics All Web Site Data ~ Q,  Try searching for "site content” ‘ @ 0

» © Realtime

v & Audience

Overview
Active Users

Lifetime Value®™™

Cohort Analysis
BETA
Audiences
User Explorer
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Secondary dimension ¥ | Sort Type: = Default +
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Device Category New Users Bounce Rate Pages / Avg. Session Goal Conversion
. . Completions

Users ¥ Sessions oo Dination Rate Goal Value
24 22 27  70.37% 2.00 00:01:16 0.00% 0 $0.00
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3. tablet 1 (417%) 1 (4.55%) 1 (370%) 0.00% 5.00 00:03:56 0.00% 0 (0.00%) | $0.00 (0.00%)
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Evaluating the “how”

Coverage Quality Engagement
Are we offering an online Does the online experience ~ VWhat is the balance between
and in-person experience? include an acceptable audio the online and the offline

and video feed? experience?




Example hybrid ministry dashboard

Stoplight method

Recent Coverage Quality Engagement

updates

Worship Opened sanctuary
to 50% capacity ‘
Installed three PTZ

cameras

Faith Developed fall
formation adult education
curriculum

Leadership/ | Reopened office
admin 2x/week




Reflecting on the “why”

Refinement

What might we
change based
on what we
measure?

Discernment

What is the
purpose of “Big
Why" of our
hybrid ministry?

Measurement

What might we
learn through
measurement
and evaluation?




Breakout #2

Data discussions:

e No-tech: How might we continuously
refine the "Big Why" of hybrid ministry?

e Low-tech: How might we respond if we
see a big drop or big gain in our “What”
data?

e High-tech: How might we take some of
the manual work out of the measurement
and evaluation process?




Example hybrid ministry dashboard

Stoplight method

Recent Coverage Quality Engagement

updates

Worship Opened sanctuary
to 50% capacity ‘
Installed three PTZ

cameras

Faith Developed fall
formation adult education
curriculum

Leadership/ | Reopened office
admin 2x/week




Breakout #3

Dashboard discussion:

e \What aspects of the ministry’s life would
you include?

e How would you define green, yellow, and
red?

e How might you share and discuss the
dashboard with others?




Processes

How to Build Digital Community
that Fits Your Context




Community: Moving beyond the box

Social media posts
Zoom calls

The same thing, but “virtual”




Design Thinking Overview

A

QAN
) \y

TEST

\DERTE

DEFINE PROTOTYPE



https://www.ideou.com/

Design Thinking

Listen to those in your
community

What are their top
challenges?

What do they want
from their church right
now?

How can they be
consistently heard?

Define

What is the question
we are seeking to
address?

“How do we build
community?” is too
broad

“How do we engage
our membership in
volunteerism and
service this Fall?” is
more specific

Brainstorm as many
ideas as possible

Use technology

Be collaborative

Use technology
Ruthlessly prioritize

(but save all ideas for
later!)




Design Thinking

Prototype

Sketch your ideas,
without regard to
feasibility

Storyboarding often
preferable to text

Only consider
constraints once
prototypes are
completed

Test one idea at a time

Be patient in
evaluating
effectiveness

Collect datag, and
share with your
brainstorming team

Begin the process
anew!




Design Thinking Tools: Coggle

7 © B &b

®
£ ZO om # incredibly fast
[ super effective

.

N
] N = .
¥ e —ra @ simple to share
S . .
5 When you need Quick Tips yeffortless to use
iy
i? \// 1. Place a dot anywhere and start
< space to learn, teach, discuss typing.

N
\// 2. Click the tool icons twice for

—  linetool: Il

? % the opening panels.
\// 3. Long press on any item of the
f\] arrow tool: aa Hit the letter r twice to turn on
the rectangle tool, Rit again o turn

canvas and check the options.
oft

il =
Ll

\/ 4. Drag&drop an image or insert : Alternatively, you can switch on/off
E’Vhancgy% @ from the menu. rectangle tool: rr the shape tools fro the pen icon

r
e,
o 5. Visit our FAQ page: O circle tool: cc
\// https://ziteboard.com/faq/
\ 1l + aa = straigh arrow

CHALLENGE: go home

Find the Go Home icon at the
middle of the right handed
side of the screen and
click. The canvas will move
to its original position.

CHALLENGE: typing

Place a dot anywhere on the
canvas and start typing.

PO IP:)




Design Thinking Tools: Ziteboard

Light Amplification by Stimulated Emission of Radiation

Single Phase
‘Spatial Coherence

Constant Amplitude - microwave laser
Maser
. Laser Light History 1953, Charles Townes
g = Bell Labe r 1957, Charles Townes & Arthur Schawlow
Diffration Limited Spread : ~ 1958 Bell Labs Patent
- . == aser 1957, Gordon Gould
Very Narrow Bandwidth . Lasers Gkt ] Invented LASER term
, oumba. L. included open resonator
" P— lod-
.‘\. - EneLgy solfce %ﬁ}@ pumping' Patent denied :(
Steady pump source Continuous . > ~miEn - anciher:kser

Design N
9 ), = another light source

Not possible for very high powers!
“W=e electrical current

Uses often need high power Operation
laser ablation = N
Pulsed 2 baCk," ‘\‘ Gain Medium = s electrons in discrete levels
weapons i — B = ”
= 2 : ==s pumping raises electrons to higher levels
low pulse rate SWiRepk light escapes through mirror physics pumping g

eherks Q-Switching 1958, Gordon Gould = = not always required e N

two mirrors] = ‘ photons emitted on high->low transition e p y
Variable attenuator in resonator optical cavity 9 incoming photon stimulates

high energy with low power

outgoing photons coherent




Design Thinking Tools: Trello

[0 Boards

o ) (L
Support & & Private

~+ Show Menu
New Support Issues Done
Add a card.

Great servicel Can | get a coupon?

Retums or Refunds
= &1 {b Coupons and Discounts

How this board works
Add a card.

Add a card..

https://trello.com/c/BjQa7L8g/2-great-service-can-i-get-a-coupon




Design Thinking Book Bag

REVISED & EXPANDED EDITION

HOW DESIGN THINKING

TRANSFORMS ORGANIZATIONS
' l ‘h e D E S I G N THE AND INSPIRES INNOVATION

DESIGN

of EVERY DAY oF CHANG

BUSINESS
THINGS %

WHY DESIGN THINKING
IS THE NEXT COMPETITIVE

DON ADVANTAGE
NORMAN

ROGER MARTIN

TIM BROWN




Remaining resilient
when digital
engagement falters




Remaining resilient

80%

Mobile phone users
that do not use an app
within first 3 months of

downloading
Source: Apptentive

40%

Internet users that

never read blog posts
Source: Hubspot

50%

Podcasts that are
downloaded less than
100 times
Source: podcast.co



https://www.apptentive.com/blog/2017/06/22/how-many-mobile-apps-are-actually-used/
https://blog.hubspot.com/marketing/do-people-read-blogs

Digital ministry in the
GC Synod




You are, and you are loved!

Welcome to worship,

welcome to Lord of Life.

P Pl ) o026/403

Steve Beyer, Lord of Life
https://www.youtube.com/channel/UCwZiP2dUcsTIWa9D788xKVA



https://www.youtube.com/channel/UCwZiP2dUcsT1Wa9D788xKvA

Closing
breakouts

e \Whatdoyou plantoimmediately discuss,
test, or do based on what you've learned
here?

e \What might get in the way?

e \What, if anything, remains unclear,
confusing, or even frustrating?




May God be with you on this next step in our shared
journey

May the Lord bless you with clicks, and community

May God bless the Web, and the whole wide world

May God give you grace, along with all those
gigabytes.

Go in peace, to love and serve the Lord.




