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Foreword
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Developing the

Coffee House Strategy

BY BEN SAVITTIERE

INTRODUCTION

Any new endeavor that is going to succeed must have a strategy and a coffeehouse is no exception.

The circular planning model* is one approach that can be used in thinking through a coffee house strategy. It covers all phases of strategy building: research, organization, action, and evaluation. It is circular, not linear, since each stage is interrelated and will be reconsidered throughout the process.

* See appendix.

The circular model, as well as much of this material, was inspired by and adapted from the book “Planning Strategies for World Evangelization.” Written by Edward R. Dayton and David A. Fraser. (Grand Rapids, MI: William B. Eerdmans, 1980).
I.   Define the Mission.

This stage has two parts: describing and defining the field and then selecting a specific people group called the “target group.”

A.   Describe and define the field.

1.   A field is a geographical region that contains many kinds of people and represents many kinds of needs.

2.   Our first task is to decide where the boundaries of our mission area are, such as a country, a city, or just a section of town.

a.   Most coffeehouses serve and work in a restricted area within a city, such as the Latin Quarter of Paris, the Red Light district of Amsterdam, and the drug areas of other cities.  For example, in one country, there are over 20 coffeehouses in just one city.

b.   In less populated cities, usually under 10,000, the entire city can be the field of work.  Some towns may be too small to even have a coffeehouse.

c.   Coffeehouses can be restricted to a housing area.

d.   Boundaries are sometimes determined by the target group itself—such as a Muslim or student outreach.  These are people that are not fully contained geographically, but are mobile and will collect themselves in a coffeehouse.

3.   Secondly, we must describe the conditions of the field.
a.   What particular economic, social, political, and religious factors are present, i.e., the percentage of Protestants versus Catholics, members of sects, cults, Eastern religions.  Is there unemployment?  Is the area an industrial area? Is it an area for tourism, schools, businesses, ghettos?

b.   Such elements are common conditions to all the people living in the target field;  they will  influence the lives and living standards of the people within that field.

B.   Within a given field, there is a variety of people groups to which a coffeehouse can minister.

1.   In a particular field there may be: drug addicts, prostitutes, homosexuals, punkers, university students, high school students, housewives, unemployed, ethnic groups, musicians, the lonely, bikers, athletes, tourists, etc.

2.   Each group has distinctive sub-cultural characteristics that will cause them to group together and be different from others in that area.  These distinctions can include their language, habits, social norms, clothing, educational level.

3.   Understanding the particular culture and needs of one group will enable a team to devise a specific strategy to evangelize them effectively.  Each group has a “key,” or “entry point,” for the gospel.  Communication is most effective when it is aimed at a limited audience.
A. Your goal is to:

1. Select a field and describe the various needs and conditions of that field.

2.   Determine, through prayer, the target group in that field.

      Then concentrate all your efforts on that group.

Unless it is specifically clear who you are trying to evangelize, it will be impossible to plan proper methods to reach them. 

II.   Describe the People.

A.   Once a coffee house team has chosen whom it will target for evangelization, they must know more about the people.

1.   What are the ingredients of their private world? Who are they, really?  What are their philosophies of life (worldviews), religious beliefs, languages, values, customs, recreations, family structures, specific problems?

2.   How do they make important decisions?  Is it individually, by authority figures, in groups?

3.   The presentation of the gospel needs to:

a.   speak to their value system.

b.   communicate in their language, using their symbols (parables).

c.   address their individual needs.

4.   As an example, there is evidence that punkers win be open to the gospel as a group. Thus, a group Bible study could be effective in evangelizing them.
5.   How close is the target group to the gospel?  Have they already been exposed to the gospel or do they have no knowledge of it?

B.   Find resource material to study the targeted people group.

At the coffeehouse level, workers will deal mainly with subcultures of their own cultures.  However, there are still a number of ways and places to gain a better understanding of the people to whom the team will minister.

1.   Go to the city government for local statistics on community make-up.  Where are the schools, churches, businesses? What are city rules and ordinances?

2.   The police station can give information on certain behaviors of some target groups.

3.   Colleges and libraries can often provide research material, such as sociological, psychological, and anthropological studies.

4.   You can conduct personal interviews, observe behavior and customs. Do your own research!

5.   Use newspapers, periodicals, art (including graffiti’), and literature.

6.   Hospitals are also a source of some information.

7.   Talk to people who have worked among this group before.  This is where initiative, commitment, and hard work count.  If a worker truly loves the people, he will do ALL he can to understand them so he can help meet their real needs.

III. Describe the Force of Evangelism. 

The force is the people God will use to reach the target group. There is just as much need to understand the individual qualities of the team as there is for knowing about the target group.  There are some important aspects to be considered in looking at the team in relation to the target group.

A.   Cultural distance is a barrier to communication.

1.   How far apart are the lifestyles and values of the workers and the target group?  Some cultural distances include: language, customs, philosophy, dress, nationality, and age.  This is important to consider when ministering in larger cities where the population is more varied.

2.   Consider the backgrounds of the Christians on the team.  For example, did they come out of the Hippie movement, are they ex-drug users, youth group members raised in church, businessmen, educated?

3.   Communication is more effective the closer you are to the culture.

B. Who is available?

1.Coffeehouse work requires a team effort, and teams must be built through available people.  Local churches can provide the necessary workers, but are not always necessarily the best choices or willing to participate.

2. Teams can have foreigners. For example, some teams have had Dutch, American, British, and German members.  Depending on the acceptance of the local churches, outsiders may have a better chance at evangelism.

C.  Who is acceptable to the target group?

1.   The primary entry point to a people is through their own perceived needs.  The force must be viewed as able to meet these needs. For example, a ministry to drug addicts must offer a rehabilitation center for long-term care. Those involved in occultic practices need a force who can deal with demonic spiritual powers.

2.   What are the political views and prejudices of the target group?  Walls are easily built which hinder the entrance of the gospel.  In America, for example, there is a “whites versus blacks” mentality in some areas, while in Ireland there is the “Catholics versus the Protestants” school of thought.

3.   Theological differences must be weighed.  Some churches emphasize form while others emphasize doctrines or outward worship.  Consider the differences among Catholics, Charismatics, Pentecostals, as well as members of state churches and Holiness Movements.  Workers from some movements may be more acceptable to the target than others. In the 1960s, for example, the Pentecostals and Charismatics greatly influenced the Jesus Movement in America.

D.   What kind of experience does the team have?

1. Has your team done this type of work before? What kind of successes did they have and why?

 2. What skills do they bring? Are members of the team preachers, teachers, students, carpenters, musicians, artists, doctors, etc.?

3.   Each member has spiritual gifts, too, such as wisdom, administration, serving, and mercy.  All of these questions should be considered in selecting and developing the best team available to meet the needs of the target group. God has His team, which may not necessarily be large or powerful, but it will be the mixture of people He wants!

IV.   Examine the Methods and the Means.

A.   A method is your own particular philosophy of ministry, worked into a plan of action.

1.   It is close to the culture and designed to fit into the cultural context.  It considers the needs of the group, the historical circumstances, and the resources available.

2.   Methods are relative, limited, and subject to changes and improvements.  Methods are only good for a certain time and place.

3.   The goal is to search for the possible types of coffeehouses that are the most feasible.  There are many methods, but not all of them are right for your situation and these can be excluded.  Here is where sensitivity to the Holy Spirit and the creativity of your team can “draw the picture” you believe will be most effective.

B.   Means are the available tools and resources that will serve a needed function.

1.   Tracts and literature educate.  Money offers interest, variety, opportunity, and can add a measure of quality.

2.   The means must be properly related to the method.  A large building in a small town is wasteful.  The wrong tracts to the right people can be harmful.  Big plans and no budget is ridiculous!

C.   There are general classifications of coffee houses.

1.   Evangelistic center

a. The emphasis is on direct presentation of the gospel through preaching, skits, testimonies, rallies,  gospel  groups,  etc.

b. The goal is immediate confrontation because of the time factor.  For example, the target group is large or very mobile and you will probably not see them more than once.  Relationships are difficult to build.  The needs are immediate, but less visible.

c.  This type of coffeehouse is usually in larger cities or cities with some specialized groups.

d. A large staff, 10 or more, is needed.

2.   Youth/activity center

a.   The emphasis is on various parts of the program, e.g.,

Bible studies, discussion groups, movies/videos, literature, sing-a-longs, tapes, etc.

b.   The goal is dialogue and exchange designed to gain deeper understanding.  The Gospel is not as direct, but it is openly shared.
c.   Relationships can be built, including counseling type relationships.

d.   The people in this group are not so transient, and the area is limited.  More time is necessary to work with them, but this time is also available.  The same people will also come more regularly.

e.   A large staff is still needed.

3.   Contact center

a.   The gospel presentation is indirect, but people-oriented.

b.   The emphasis is on individual relationships and one-on-one conversions.

c.   The goal is meeting people and building good relationships by meeting other needs first.

d.   This is usually in conjunction with another night at the coffeehouse or another ministry. For example, the contact is made in the coffeehouse, while the conversion can take place in a home cell meeting.  In addition to the coffeehouse, one can make use of mid-week Bible studies, personal follow-up, a crisis center, invitations to functions and churches, etc.

e.   This works well in smaller towns where you are known very quickly.  Be sure to take enough time.

4.   Specialized center

a.   The emphasis is directed towards a strong, common need or factor of a select group. The gospel presentation can either be direct or indirect.
For example, this type of center works well with alcoholics, in crisis situations, and in situations where public services are offered.

b.   The needs will be varied.  The goal is to have enough

TIME for the right kind of ministry.

a. The staff is specially trained for the task. 

b. Examples  of  specialized centers

* Offer public services  (SOS in England)

* Bookstore.  Supplies a need and provides contact

* Restaurant/Cafe. Build a clientele, offer something and give alternatives first

* Busses. Mobility, availability, versatility

* Fellowship center. Mainly for Christians and discipleship

f.   This type best expresses the target-group method. It is specifically molded to a certain people group.

D.   Consider the principle of time.

1.   To give time is to give of oneself.  Personal relationships can only be adequately built with time.

2.   It is a fact that the closer personal contact with the evangelist, the greater the effectiveness in winning souls.

3.   It is also a fact that the closer a person is to a crisis or great need in his life, the more receptive he is to the gospel message.

Therefore, time is your greatest ally in evangelism. The more carefully you concentrate on REAL needs and ways to fulfill them, the greater the effectiveness.
E.   Examining means and methods has a three-fold objective:

1.   Make a clear definition of task and context.  What is the exact mission and what are the conditions?

2.   Research the available resources. Make an inventory.

3.   Consider only the possible ways of working, and rule out everything else.

V.   Define an Approach.

With a better understanding of the target group and the ideas of how to reach them, a coffee house team is ready to decide on one definite plan of action. Develop a single strategy! 

A.   Levels of strategies  -- building a skeleton

1.   Grand strategy—the primary goal is reaching people.

a.   An example would be reaching 20 percent of the target group for Christ and establishing them in local churches as active members.

b.   When this strategy is accomplished, so is your task.                             

c.   This is a long-term goal.

2.   Intermediate strategy—this is an important objective to be reached before the grand strategy can be accomplished.

a.   An example would be an effective follow-up program that keeps and disciples the converts.

b.   This stage comprises the bulk of the work.

c.   This stage can be branched into other objectives, such as training and replacing workers with mature converts.
3.   Immediate strategy  -- how to get started and achieve the first major objectives.

a.   An example would be establishing an effective, accepted coffeehouse ministry in a certain area among a certain people.

b.   Recruit and train a team of workers.

c.   This could be making just one friend in the target group.

These levels only illustrate a thinking pattern for development of a whole strategy.  Remember it is only a skeleton, or frame and it needs to be built upon.  Also remember that each stage is crucial to the next.

B.   Making the strategy statement

This does not need to include all the details, but it is to clarify the who, what, when, where, and how.

1.   The statement itself

a.   “We intend to evangelize (target group).”

b.   “We will do this by using the following method: “(recruit, and train a team, open a coffeehouse, establish discipleship training).”

c.   “This will be carried out by these people (force).”

d.   “It is our intention that (X percent) of this group will be (goal) by (date).”

2.   The statement should always include some kind of time scale, although exact dates are impossible.

3.   The statement should also say what is excluded. Examples are:
a.   “It will not be a joint ministry with other denominations.”

b.   “It will not receive state funding.”

c.   “It will not become independent of the local church.”

C.  Evaluation

1.   This is a preliminary review of what you’ve done so far. It’s not too late to change anything!

2.   Do we feel this is the mind of God?

3.    Are all things lined up”’
VI.  Anticipate the Outcome.  (What you should look for.)

A strategy statement is a statement of faith. It BELIEVES in the cooperation of God and man in evangelizing a people. Certain results, though not 100 percent guaranteed, can be realistically anticipated. Good planing and stewardship expect results. Too often, we do not plan for success.

A.   What to look for

There are two major signs of evangelistic progress.                      

1.   Movement toward Christ is one sign.
All people begin at some level of knowledge of Christ.

On the Engel Scale, a -7  =  no knowledge

while a + 3  =  active propagation of converts.

Your first major goal in evangelism is to see where the prospects are on this scale and expect to see a movement upward on the scale.

*  Ibid.,  pg. 157. “Understanding the Meaning System of a People” - The People Profile chart.  See appendix.
2.   Integration into a living Christian community is another sign. (This is the ultimate goal).  The stages of movement toward Christ are: knowledge, conversion, growth, propagation.

These two signs become measuring sticks of the effectiveness of the strategy and method.

B.   Gaining a perspective of the results

1.   Conversion is a total process, beginning with acceptance of Christ.

2.   Acceptance of Christ is only 10 percent of the work. The other 90 percent follows in a new cycle of needs to be met.  Growth is essential, so that converts do not get stuck or lost.  For example, Stephen felt loved only as a sinner, not as a saint.  Provision for post salvation needs had not been made.

3.   Do not over-project or expect unrealistic results. For example, wanting 10 converts per day.  Look for movement, but define movement within your context.

C.   There are four possible outcomes.

1.   Anticipated, positive

a.   This means you are visibly reaching your projected goals.

b.   This should not be measured by outward standards alone (converts, baptism), but by movement and growth.

2.   Anticipated, negative

a.   These are undesirable, but expected problems.
This means, for example, a gap in follow-up time, backsliding, poor staff relationships, burnout, etc.

b.   Looking ahead can help a team deal with many of these problems through good preparation, study, and foundations.

For example, tracts will be thrown away by many people.  Therefore, make good decisions of how and when to use them.  Schedule retreat times for staff renewal to prevent burnout.

3.   Unanticipated, positive

a.   Revival is desired, but rarely planned.

b.   Learn flexibility for readjustment of strategy, if it is needed.  Perhaps increase the staff, begin more new convert classes, open new doors for ministry.

4.   Unanticipated, negative

a.   This is the most dangerous because these problems tend to consume about 80 percent of the workers’ time and can steer them off course.

b.   Examples are: persecution, sickness, loss of personnel, loss of money, attendance by only Christians (survey errors), rejection of new converts by the church.

c.   Failure is not defeat, but it is normal.  Failure can teach a team new things and provide for change.  To be prepared with prayer and wisdom is to be led by the Holy Spirit.  Remember: God is the Leader of the whole work and is merciful. To be on His side IS victory.

VII.   Finish the Cycle.

The previous principles help define goals and research available opportunities.  They also direct a course into the future. They are, however, incomplete.  There remain four important stages of the planning cycle yet to be accomplished. They will be dealt with here very briefly. Some are self-explanatory.

A.   Decide on roles.

This is a division of labor and gifts.  One person cannot do all things; neither can everybody do one thing.

1.   Choose where God would have a person best serve the cause. Do not think one position is any less or more than another (I Cor. 12:20-25).

2.   People work best in the area of their gifts. This will also help the whole team to become involved.

3.   Leaders need to facilitate workers and will sometimes even have to assign tasks.

B.   Make concrete plans.

This is the—who, what, when, where, why, and how. This also includes concrete time decisions.

1.   Everything has a proper timing.  God did not create man first and then make the world.  Nor did Jesus die and then make disciples.

2.   Plans increase in complexity with the number of people involved.

3.   Consider ordering supplies, renting halls, training workers, etc.  Plans must be laid out in advance in order to execute them adequately.
4.   Plans should be in writing.  People forget, and communication is vital. Written plans also facilitate evaluation.

5.   Make checklists.

C.   Act

1.   Plans without action are only intentions, and intentions accomplish nothing.

2.   Faith is surely needed.  Once the seed is in the ground, it cannot be retrieved. Once it is allowed to grow, it must be harvested.

D.  Evaluate

Evaluation is two-fold. It is:

1.   Continuous.  As a coffeehouse goes along, plans will change because conditions change.

2.   Conclusive.  It is done at the conclusion of a process to gain a final understanding of what was achieved, what was learned, and what can be revised.

Effective strategy planning can be summarized in the following way.  First, the leadership, team, building, and strategy (vision, target group, force of evangelism, and plan) need to be fashioned together in a living, viable way. Then, provision should be made for growth in quantity (numbers coming to the Lord), growth in quality (spiritual growth), and growth in structure.

There is a vast variety of strategies available for coffee house ministries. Each coffeehouse ministry should have a clear structure that is derived from prayer and adaptable to change as the surrounding circumstances change. Strategies should be guided by the working of the Holy Spirit—for where the Holy Spirit is manifested, there is success.

Appendix A

Circular Planning Model

1. Define the mission

2. Describe the people

3. Describe the force for evangelism

4. Examine means and methods

5. Define an approach

6. Anticipate outcomes

7. Decide roles

8. Make plans

9. Act

10.  Evaluate  
Appendix B

Understanding the Meaning
System of a People
THE PEOPLE PROFILE
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