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Substance Vision Document
Fall 2009

About five years ago, | remember sitting in a small apartment in Bethel's
seminary village. It was a pre-Substance "launch team" meeting. And as we sat
there discussing what type of church the Twin Cities needed, we got chills down our
spines because we could sense that God was doing something unique. I remember
asking everyone: "How many people do you think we should attempt to reach by
our first week?" The first person boldly said, "We can do 700!"

[ immediately started to laugh and said, "Let's be realistic guys! We'd be
lucky if we had 700 within the first five years." After all, the average Twin Cities
church is right around 260 members. Yet, the faith of our original team was
contagious. So when we finally decided that God's call on our church was to
mobilize 1000 people in our church in the first five years, [ almost felt crazy
whenever I'd share it with people. Yet the Bible says, God is able to do!

"H#HS%E (Y0)*H#,($ 1-.%/ 19010$11,*2 1%6&F "#%4"/$' (Eph 3:20). And, here we are,
coming upon our five year anniversary with close to 2000 people who regularly
attend Substance.

The reason I share this is because, as the lead pastor, | have constantly
underestimated God's ability to grow a healthy church 5"13*+ And, I must confess,
because of my lack of faith, my strategic planning has always been scurrying to catch
up with Him.

You see: God is desperately passionate about creating a hospital for sick
people. And, any church that's willing to become a "bloody chaotic emergency
room" is going to find God's favor resting on it in a huge way. And that's what this
vision document is all about: Getting in touch with God's plan for our church. So
remember, this document is the sum total of thousands of hours of prayer, debate,
and spirit-led leadership meetings.

Our goal is that, as you read this, your heart would both be inspired as well as
stimulated to get involved. The truth be told, this document isn't finished yet
because we need +,'( imprint on it. We need your thoughts. We need your sweat.
And we need your prayers.

So here's the deal: Some of this vision will get into the nitty-gritty details of
church methodology. So if you get bored in certain parts, feel free to fast-forward.
Also remember: Substance is a baby church. Like a young prodigy, it seems we have
talents that rival churches of over 20 years. Yet, it won't take long to see that there
are gaping holes in our fellowship. So, as you read on, I ask that you do two things:

(1) Realize, this isn't a road map to perfection; rather, it's merely a plan that
helps us fumble forward. As a "spiritual hospital” of sorts, there are millions of
programs we 1,*2 start to promote healing and discipleship. And all of us have a
"favorite ministry" we'd love to see launched at Substance. But remember, we're
not a pristine multi-million dollar clinic with endless resources. We're a brand new
portable military hospital on the front lines of a war. Sprained ankles and skinned
knees simply won't take precedence over doing C.P.R. And the same is true with our
ministries.



In fact, there's an old adage in pastoral circles that goes: "There will never be
enough discipleship programs to satisfy the God-shaped hole in the people." lL.e., no
matter how many discipleship ministries a church may launch, there will always be
members pointing out a need for more. Thus, many churches get lost in this black-
hole and lose their missional focus.

In fact, one of the most curious questions I get from pastors outside the U.S. is
this: "Why do American churches over-educate and under-evangelize?" You see, %2
of the pastors in Asia have been Christians for less than two years. Over here, we
have the expression: "That church is an inch deep and a mile wide;" but most of the
Christians around the world say the exact opposite about us: "You're a mile deep
and an inch wide... you're irrelevant." So as we try to maintain a balance between
Evangelism and Discipleship, realize that everyone has a different opinion as to how
we might strike a balance between these two values. And this is even harder to tell
in a fast growing large church; after all, very few people know enough about the big
picture to adequately discern this. But here's the good news: We have a great plan
for both of these values.

(2) Another essential mentality going into this vision is this: Many of us
grew up in churches where they always solved problems through adding more
programs and more staff. l.e,, when we see "holes", we defer responsibility onto
staff who will solve problems for us. Some Christians do this out of habit. Others do
it because they feel inadequate. Others defer responsibility because they perceive
the staff to have unlimited time and resources.

Of course, like you, we long to "fill in the holes" at Substance; yet, we may not
be able to "fill the pot-hole that's directly in front of your driveway." Of course,
we're going to try our best! But we also appreciate it when people realize that our
staff is just like you: We're all living full lives. We all have limited time and financial
resources. And we all need to pray for God to send more "workers into the harvest
field" (Mt. 9:37).

You see, a lot of times, you see that hole because God is expecting +," to fill it.
All of us will need to exercise both faith and sweat if the dream of God will take root
in our church. So, as you read ahead, ask the Lord: "6.%- !(,*$!0,"*2 +,' L.%73$#$!
8*0oh/ 1-."&1.'4$ 1'9,*2"/4 18*%/:!!

I"#$#  1%0SH# 1%&!

My pastor friends are always amazed that we could grow a church this large
without even having offices. If it wasn't for the insane efficiency of our leadership
teams, this church wouldn't exist. So, I'm always telling the staff: ";90$!1%/,8%(%-$
SO0 -I0S28( - . P&IAL(LH&-%/1$8<$/ 0.8/ 10$51.%73,'( 1,99"1H$/-B(¢
0$!10"*41$(-%"/*8"13&,#$12$7"H'-- ." And, in the last month or so, that is exactly
what we've seen! Of course, there are several huge reasons for this:

O* I +,-//0 ".1# | +.2,/,&0&34#$1#.4 1. 14&.5,-515$36-7 +3$1.$,364 !
8,-,4&$,#4: For the last several years, we've had many great leaders who've been
chomping at the bit to start things; but, without a facility, it's been impossible.
We've had worship leaders wanting to do worship nights; we've had dynamic Bible



teachers wanting to do classes on every imaginable topic; but, without a place to
meet, these ministries were doomed from the outset.

(9* M - //0 " 1# 1. 14&.+&I'H#/: 113/6-&##$4:6// 13+48,-,4&%0.
Remember, up until a year or so ago, we only had 2 full-time staff! People tend to
forget that, up until last month, most of our leadership meetings were at my house!
Just recently, we topped 10 full-time staff. And now with the operation center, we
finally have the room to hire and utilize both part-time staff as well as interns and
volunteers. Essentially, our staffing capabilities have 5'%2('8*$2 within the last
month or so. (In fact, we're staffing ourselves to be like a church of 3000). Of
course, it will be a few months before the church will begin experiencing this
change; but, it suffices to say that every ministry and small group in this church is
going to see huge changes in terms of "ministry support".

(* I<3&146%$:$,4,-5/0=1>,&",- 1&"#-#?&+#>183-&"4=>#@PB3,-5 1&34#H
8.-0 134#36%$!48.// 15$36:41.-7 17,42,:/1#4",: 13::3$&6-,&,#4 |A6.7$6:/#B Our office
center has the space to handle over seven different meetings on any given night.
Many of our small groups have been dying to expand; but, we haven't had the
resources to equip them. In addition to these expanded groups, we will be having
numerous discipleship events such as church wide prayer meetings, Bible studies,
worship nights, and relationship conferences (ranging from Marriage to Dating to
Parenting).

(C*ID.4&/0# 1.$# . E36&1&36-1#,/ 1. 170-.8,2 17,42,:/#4",: 1:$35%$.8 !
2.11#7 '&"#9F) |IG#A6#-2#BA lot of our people have struggled in regards to how they
might "get involved" in ministry and leadership. So, starting this Fall, we will have
an 8 session leadership class taught by the staff and I as well as other core leaders.
Every Sunday afternoon, we will have a leadership course focused on character
building / gift-discovery / our unique Substance values, and finally spiritual
leadership. Thus, every month, we'll be graduating 20-40 new leaders out of our
201 sequence. Naturally, every quarter, this will result in dozens of new
discipleship groups in our sub-group catalog... soon to be "Substance magazine" by
this Fall.

Of course, despite all of these exciting discipleship upgrades, there will never
be enough "discipleship ministries" in our church. But, our discipleship and
leadership training opportunities will #,($ !-.%/ !$=8%/2under our new
circumstances. We don't merely want growth. We want healthy growth. And I'm
confident that, even if we added a thousand new members this fall, our discipleship
systems will finally be ready to absorb anyone who's willing to be discipled.

H"#!1,55#4 &I J$3E/#8 |

But there is one problem that we haven't been able to solve; and,
unfortunately, it's the most important problem: Our facility circumstances have
capped our ability to reach lost people. Le., Even with three services at Fridley High
School, we do not have any more room to grow. Believe it or not, we've almost
been "capped" at Fridley ever since the New Year.

It's a general rule of thumb that a church cannot grow past 80% of it's seating
and parking capacity. i.e.,, whenever a church or parking lot is more than 80% full,



people will stop coming. Think about it: You'd never go to a movie if you knew that
you may not be able to sit next to the person you came with. Well, we're having the
same problem at Substance.

Almost every week we see people drive into our lot. And after a few
frustrating minutes of searching, they drive right back out. One study found that if
an unchurched person has to look longer than 90 seconds for a parking spot, they
will generally give up. After all, it took a lot of guts just to get into their car and
drive to church. Even more, we can bet that the devil is giving them all sorts of
reasons to not get out of their car. Thus, it doesn't take much to deter them. And a
parking lot like the one at Fridley High school is a sure fire way to make it easy.

Even though there is room at the first service, it's unrealistic to think that
unchurched people will get up that early. Over half of our 8am service are
Christians who've been arm twisted into coming. And, from a research standpoint,
it's a commonly known fact that "any church services outside of 9to 11:30am on a
Sunday Morning" will generally max out at 50% capacity. lL.e., Most people simply
don't want to come to services outside of those golden hours on Sunday morning.

To compound the problem, every Fall we generally grow by at least 200
members. In fact, based on the last 26 months of our growth, we're expecting to
have around 300-700 unchurched people seek out guidance from our community
this September. So, it suffices to say: If we don't get a plan immediately, we're going
to turn away a massive harvest. And remember: these people we are turning away
are someone's daughter, parent, or brother who desperately needs Christ. These
aren't "numbers." These are people that Christ died for.

So here are our grim options: (1). Either we get ourselves into huge debt
and pre-maturely build a mega-facility that is capable of handing our growth; or, (2).
We simply stop reaching lost people and purposefully cap our growth for the next
three to five years while we save up. Of course, neither of these options were
acceptable to us; so, the trustees, the staff, and I set out to see how other churches
were solving similar problems.

Thankfully, God has been providing for us some of the most amazing mentor
churches. Our church is amazingly unique in that we are a super-fast growth church
with an amazingly young donation base. lL.e., The average church of our size usually
has hundreds of thousands of dollars more income to solve ministry and facility
problems. Even more, many of our members are new to Christ and do not yet
understand principles of tithing and giving. And yet, despite the odds, we are doing
well. And part of this is due to the fantastic mentors we've enlisted to help us
navigate this unique set of challenges.

H"# H"$##'K.$7 IL.2&4

So after debating these problems at length, we came to terms with several facts:
L.2&M): We cannot afford to build a permanent facility right now. And even if we
had the $2 million dollar down-payment, it would still take about 17 months to find
land and build a facility of that size.

L.2&8M9 By remaining portable, we're saving an astronomical amount of money.
Although portability on Sunday morning has many drawbacks, it's "/1($2")*H



$1,/#"1%*. In fact, if we could remain portable for even a couple more years, it
would result in a savings of atleasta 1,'8*$ #"**" [ 12 **04(& (Now I don't know if
that sounds like a lot of money to you. But as for me, we could do a lot for the
kingdom of God with a couple million dollars.)

L.2&M:N We cannot afford to turn away lost people. The most devastating thing a
church could do is to lose its missional focus. Churches everywhere are obsessed
with self-centered worship and discipleship experiences. lL.e., They imagine
themselves to be fruitful; but, their programming slowly slides towards scratching
the itches of long-term Christians. There are plateaued churches everywhere that
pretend to be about the great commission. Even worse many of such churches start
defending their non-growth with things like: "6%$ 12,/>-1.%73$5'%/-"-+2)'- 10$!.%7$
5'%*"-+" Or, the classic: "6$ 12,/>-10%/-!-, N$1%M"/1. 12$$8+$1%"*$l0"2$D!

But listen to me church: IfI had a dollar for every dying church that said that
to me, we'd have enough money to build a new metrodome! American Christians
have more discipleship tools than any Christians who've walked the earth in all of
church history; yet, we are one of the fastest growing mission fields on the earth.
Why is that? Because we live in the era of self-centered worship experiences.
People want a worship and discipleship fix more than they want to serve. Indeed,
that's why God set it up so that those who "serve" get more blessing than those who
get stuck in a "self-centered experiential" mode.

Besides, God is crying out for people who will pay attention to his lost sheep.
For example: Imagine if your child somehow got stuck in a burning car while you
were in the middle of a worship service or Bible study. [ highly doubt you'd
continue worshipping if you knew your child was right outside the door. Yet, quite
often, this is how Christians treat God's lost children all the time. Too often, we
come to church to meet,'( /$$2&rather than seeing church as a way of meeting
A,2>8%$3$2& Hence our priorities can become so twisted. And because we're doing
"deeply spiritual things" we assume we're in sync with God's agenda.

And what's that agenda? Jesus made it clear when he made the bold and
shocking proclamation in Luke 15:7 '@ @ @"&£X$ ($B,"1"/4"/1.$%7$17$(!,/$ !
&"11$(10., ($8%/-&-.%/1,7$(!CC("4.-$,'& 18$(&,/&0., 12,V/,- V$$2!-, ($8%/-@'And
keep in mind, I don't naturally think this way. If it were up to me, I'd want church to
be free-form worship for 2 hours... then a lengthy Bible teaching. But, you see, it's
not up to me. Besides, I can do that on my own time... and [ do! But, as for his
church, we are called to "win for the lamb the rewards of his suffering." And when
Christ has purchased for us the ability to rescue his lost children from "burning
cars", we seriously insult him when we resume our self-centered versions of
Christianity.

God's main problem has never been finding "spiritual people." Rather, He's
looking for spiritual people who actually care about the harvest: "Therefore, ask the
Lord of the harvest to send out workers into his harvest field" (Mt. 9:37-38). Almost
every Sunday there are people who come in with hang-overs. Almost every Sunday,
we have a sexually broken person seeking help, or a drug dealer turning his life
around. Unfortunately, we're at a size where, it's hard to communicate just how
fruitful our church is behind the scenes; yet, you can experience it for yourself if you
have the time to join me on the front lines. We need to cherish these opportunities;




or else, we risk the possibility that we will become just another church that
"pretends to be close to God". (0O.K.I The sermon is over)

G3"#$# 73#4IGO6EA&.-2H03IL$38 IK#S#H' |

['ve been flying all over the U.S. asking dynamic pastors this exact question.
In almost every circumstance, they've told me the same advice: 'D$-$(}E")&-%/13
1$$28-, N$1,#$ 1948,(-%)*P#"™*-" "&"-$.'(1.@' But what does that mean for us?

Once again, our main problem is this: We don't have enough seating or
parking capacity during our optimal service times. So, the simplest way to free up
seats is simply to have more than one venue to host our Sunday morning
experiences. So, with this in mind, the staff and I have recently visited over 13
different multi-site churches. And after seeing dozens of creative models, we ended
up focusing in on one particular set-up that seemed ideal for us.

So here is the idea in a nutshell: Starting this Fall we are planning on
creating two different Sunday morning experiences that will go on simultaneously.
We'll keep church services running at Fridley High-school, just like usual; however,
we'll launch another campus. Currently, we're looking at Northwestern college and
Spring Lake Park High-school. The reason these are ideal locations for us is because
both of them are capable of handling at least 1000 more members. And, for the next
2 years, we're trying to keep our portable campuses within 15 minutes of our
current location.

More specifically, this is how things would likely happen: In the first week of
August, we are planning on replacing our 8 am service with a Saturday night service.
We'll continue to do two services at Fridley High-school (9am, and 11am); then this
fall (August 30) we will also most likely add a 10:30 a.m. service at Northwestern
Colleges fine-arts theater. Keep in mind, I will still be preaching live at both sites
every Sunday. All worship will always be live. And we also have an exciting plan to
creatively use video for one out of four of these services. (In fact, it's gonna be so
cool that I believe our video service may be our most popular! ..but we're not ready
to divulge details yet : ) Yet it suffices to say that we're going to expand our worship
bands a lot; and, I'm going to be doing a lot of traveling between church services on
Sundays.

16&1>".& 1>,/ 1.// 134&",41%2238:/,4" !

Obviously, if we can make these adjustments, it's going to help us in numerous
HUGE ways.

(1) First of all, we don't need to cap our growth by turning away lost people.

(2) It creates more opportunities for new leaders, new worship band members, and
more amazing ministry opportunities. Right now at Substance, we have a huge
number of amazing leaders who are sitting on the sidelines. I recently told our
pastoral staff, that we need to create ministry opportunities to absorb at least 200
more leaders by this Fall. So, going multi-site seems like a perfect opportunity.

(3) Portable Multi-site will literally save us millions of dollars: By avoiding a huge
building project, we could potentially save over a million dollars in the next 2 years



(& possibly more). From a missions and stewardship stand-point, this could be the
best decision we've ever made.

G3".& IP.- IQR3"!
Obviously, all of these changes can seem scary. I've been obsessing over multi-site

models for over six years; but, for many people, this may be the first time you've
ever heard of it. So [ want to encourage you to do four things:

(*B'H./S 1&3&"#4& . +HE36&!I036$IA6#4&,3-412388#-&4=13$123-2#3$-4N Obviously,
the staff, the trustees, the elders and I have tried to anticipate every possible
difficulty that could result from all of these changes. But, as always, you all bring
new insights to the table. So, we appreciate your feedback. But keep this in mind:
Our church is starting to get large. Although you might see "holes" in our church,
your experiences may not actually be representative of the average Substance
member.

For example, Substance is basically a church with about seven churches
inside of it. Some of those "sub-churches" are amazing at discipleship, outreach and
prayer; others might be clique-ish and filled with baby Christians. IL.e., everyone has
a slightly different Substance experience. So as you come to the staff, keep an open
mind; after all, our experiences at Substance are often highly localized and based on
the members we hang out with most.

Of course, even if that's the case, we still want to hear from you. Every
conversation we have helps us see a better "big-picture”. But at the same time, the
staff certainly appreciates it when members consider that they might be missing the
big picture.

Also, most of the staff prefer face-to-face conversations; so we would love to
connect in person to answer your questions! After all, we're a family.

A perfect opportunity for this is on 1#7-#47.0 1T6/Q) at the office center. At 6:45,
we'll be holding a Q and A meeting just for you to come if you have questions.

(doors open at 6:30)
!

(9*BUS$.0 V/,S#P$.UONEvery change like this needs to be bathed in prayer. Even
good church decisions can go bad without the presence of God resting upon us. As
Moses prayed in Exodus: ";9+,'( '8($&$/18,$&/>14,10"-. I'&42,V/,- 1&$/2'&"8 19(,# !
-."&18*%1$ (Exod. 33:15) And that's my prayer for Substance. In fact, very soon,
we're going to have numerous church wide prayer meetings. The moment we
announce them, put them on your calendar. We need to up the prayer movement of
Substance to a whole new level. So be ready to join us in this effort.

(;*Bl'O#8&Q-13/1#7NObviously, now is the time to get involved with Substance. If
you haven’t found an amazing sub-group and a ministry to serve in, now is the time.
And more specifically, if you haven't gone through our empowerment track, you
really need to. We'd love to talk things through about how you can use your gifts in
this exciting season of expansion; but, before this, make sure you go through our
101 and 201 classes (which happen every month.) That way, when you meet with



staff and other leaders, your conversations can be more fruitful and focused. Also, if
Substance is your home, we'd love it if you could also get involved financially.
Believe it or not, 80% of our entire yearly budget probably rests on the shoulders of
less than 50 families. The Bible says in Malachi 3 that if we would dare to simply
tithe, God would throw open the floodgates of heaven and pour out blessing. And let
me tell you: Such a response from God wouldn't just benefit Substance... but your
personal lives as well!

Last, but not least:

(C*BK.1# IH",2SIGS,-N Church transitions are exciting; but, for some it can be
equally stressful. Even positive changes can be uncomfortable. For example:
Imagine if every month a new person came and moved in with you. Such a scenario
would certainly be uncomfortable! And remember, a growing church like ours is not
all that different!

Some of you, who may have been leaders in the past, will notice that, with all
of our new staff pastors, our leadership structure may operate differently than it
used to. As we move forwards, some of you may also find your leadership skills
stretched in new directions. Some of us may even be called to join a 2"99%($M..'(1. .
And none of these changes are necessarily bad either. Thus, every one of us needs
to stay connected to the Holy Spirit and his fruit (Gal. 5:22).

But one thing [ know about transition: Whenever God starts shifting things
up in our lives, it's easy to feel isolated. And over time, it's easy to make bad
assumptions and begin to point fingers at those around us. So, let's keep thick skin.
After all, as we process changes with one another, keep in mind: "wisdom from
$%73%/is peace-loving, considerate, submissive, full of mercy and good fruit,
impartial and sincere.” (James 3:17). So when family members around us lack these
attributes, let's "love each other deeply. For, love covers over a multitude of sin" (1
Peter 4:8).

But remember what's at stake: Every day 150,000- 240,000 people die on
planet earth. Some of them awake to "Everlasting life... other to shame and
everlasting contempt” (Dan. 12:2). In Minneapolis alone, there are over 3 million
unchurched people! Less than 7% go to any Bible-believing church of any kind.
Even if we could plant 76 ten thousand member congregations by tomorrow... we
still would only be reaching 25% of our unchurched population.

To put it plainly, we don't have time to mess around. And there are
distracted Christians all over this city who are missing the true call of God on their
lives. So, let's make sure we're not one of them. God has blessed our church with
the ability to bring over a thousand new people into the body of Christ every year.
L.e., we have the ability to launch a serious movement in this city that people will
talk about for decades. So, let's shed the dead weight in our lives. Let's get in sync
with Him. And let's see what God can do!

Hardcore for Christ,
Pastor Peter Haas

10



I SURS () *Yor+ | St

Q8:3%&.-& V1#-&AWR.&#4&3S-3>N!

XIY1%4-,5"& We will be hosting a Q & A night NEXT WEEK at the office
center to answer any questions you may have about this vision document
and what is happening at Substance Church. This will be next #7-#47.0= !l
T6/Q) 4& doors open at 6:30pm and the Q & A will begin at 6:45pm. Please
listen to the Vision CD and / or read the document before you come! It will
also be available online. (www.substancechurch.com) Substance Office
Center is located at the Twin Lakes Corporate Center IV building; 2776
Cleveland Ave N, Roseville, MN.

Z:#- IK364# We will be having the official OPEN HOUSE of our Office Center
on G6-7.0=IT6/0)[ &. Refreshments will be served and tours will be
available from 2:30 - 4:30!

13%4",: I<,5"&4 I#7-#47.0= 19656489 we will be having an evening of
worship and prayer at the Office Center! Doors will open at 6:30 and we will start
at 6:45pm! In the future, we will be having monthly worship / prayer nights. We
will get those dates published soon.

OF) |G#HAGH-2# We will be launching our 201 ministry / leadership training
sequence Z2&3E#¥%". This will be an 8 class (4 week) track that will help you find
your place here at Substance! More information coming!

I

R,42,:/#4",: iigthrting in the fall, we will be launching a men’s ministry,
women'’s ministry, offering cool discipleship / apologetic classes and having
monthly worship and prayer meetings! These will be in addition to our Free
Market Subgroups! There has never been an easier time to get connected at
Substance Church!

G#$1,2#P".-5#4 1
G&.$HR.&HN ! ! H.8# 134G#$1.24N  D32.&,3-N
Saturday, August 1 5:00pm Substance Office Center
(No child care offered at this location)
Sunday, August 2 9:00, 11:00am Fridley High school
|

D*$968S$S - %-1%BOIE /206 +E'4'&- 1G/240$10™4, 1% JAS( 1%73,( HIJIV%HES(7"186/2.%73$2"-$2
(O 18S(7 IS HSR%K ("2* S "4, 1&1., * @)
|

\6/&, "4,&#32.&,3-4 \E#5,-|BB
Sunday, August 30 9:00, 11:00 Fridley High school
10:30am 2nd Jocation (possibly Northwestern College)

We would love to have you join the movement! To get more connected through serving in a
ministry, contact Pastor Mark Mellen at: mark@substancechurch.com Or email us at:
contact @substancechurch.com

11



12



