
Food Ministry Case Study 

 

 

Summary - 10. Commissioning You 

 

But the message to you from the case study is that you can apply the Principles to your life, your 

family, your church, your work or your neighborhood by using each step we used for food. 

Converting each step from food to family, it would be:  

 

• Who are your CUSTOMERS and what are their needs and wants?  What TASKS are you 

doing to meet these needs and are you doing them well?   

• Are you using TEAMWORK and are you mentoring each other?   

• Do your processes FLOW and are they connected in ways that are kind and enabling?  Do 

you INVENTORY wisely and is it supportive of the prior four questions?   

• Do you solve PROBLEMS with kind mentoring and 

Problem/Cause/Solution/Action/Measure?   

• Is YOUR FLOW balanced and constructive for your family?   

• Is YOUR MENU for life proper and are you living it right?   

• Is your MENU CONNECTED such that your family thrives?   

• Is your SUMMARY that YOU are doing these 9?   

• Are you willing to put God in all 10 of these?  

 

We did and found Him to be an awesome traveling partner. Joe and Richard did and found that 

they could feed 1,000 people, approaching the 5,000 Jesus fed in Matthew 14:13-21. You can do 

it. Try a line, then more. Be guided by God’s Principles. 

 

Turnbull, Keith. Unconditional Love - The High Side of Life: A Love-Linked Life Story (pp. 206-

207). Kindle Edition. 



Chapter 17 - Food Ministry – A Case Study 

As a summary to draw together the learning lessons of my book, I’ve written an actual case 

study to show you how to apply your learnings to a situation closer to your life than the large Alcoa 

Corporation was. I pray this example will challenge you to consider how you can transform your work, 

ministry or home, using the Principles God gave us. You do not need to run a kitchen – the same 

transformation used for the Food Ministry can be applied in your workplace or wherever. I have chosen 

the transformation that we did with Food Ministry within our church to describe the broad change, but 

also the step-by-step smaller details.  

When we were a smaller church, we had meals for events like weddings, funerals and special 

ministry celebrations. People prepared an appropriate meal that they cooked at home or in the church 

kitchen. Food would be purchased, prepared, cooked and served. The number of people coming was 

almost always uncertain, so excess food was purchased. The ministries and food preparers believed that 

it would be very embarrassing to run out of food during a meal.  

As the church grew larger, the frequency and size of meals grew. Then ongoing meals were 

added; every-weekday meals for the children in the six- or eight-week summer day camps, the every-

Sunday breakfast and lunch for the multi-service church and the every-weekday lunches for the 

expanding weekday ministries. Meals were changing in size, frequency, type, duration, presentation and 

pervasiveness. We therefore upscaled it to become the Kitchen Ministry with a full-time leader, some 

staff and volunteers. It worked, but it was hard. After several years, the ministries like Adult, Student and 

Children were disappointed with the price and performance such that they primarily reverted to the do-

your-own meals of the small church model. Furthermore, the Kitchen Ministry staff was tired by the 

overall process and saddened by the complaints. They also had overspent their budget by $44,000.  

Reflection Questions:  

Have you experienced this stress at your work, ministry or home? Has tension emerged even when all 

of your coworkers desire to do good work?  

 

Conventional Problem Solving 

A commonly used way to handle such a situation could be to analyze the Kitchen Ministry to look 

for its problems and then devise and carry out a solution for each. Stay with me as I share the 

conventional ways that a situation like this might have been addressed. It quickly became obvious that:  

The kitchen had Problems:  

1.       Ministries won’t give us accurate headcounts – says the scheduler.  

2.       They complain that our prices are too high – says the menu writer.  

3.       Ministries “do food” themselves 80% of the time - says the kitchen head.  

4.       We’re $44,000 over budget – says the church treasurer.  

5.       We’re worn out and angry with the ministries and each other – say the food workers.  



All five are true and are actual problems. Regular problem solving might be to immediately devise 

a solution for each of the five, as follows:  

1. Ministries won’t give us accurate headcounts.  

   So, get right numbers by having eaters preregister.   

2.       They complain that our prices are too high.  

So, use cheaper foods and smaller quantities.   

3.       They “do food” themselves 80% of the time.  

So, mandate that they cannot “do food” themselves.   

4.       We’re $44,000 over budget.  

So, we will save $22,000 with these changes.   

5.       We’re worn out and angry with the ministries and each other.  

So, impose punishments for arguing and fighting.   

 

I admit that these solutions are a bit crass. I did that to catch your attention. But, did you notice? 

We didn’t draw GOD into the problems via His PRINCIPLES. Nor did we seek and find the CAUSE. Read 

the five again to see how easy it is to skip God and also to rush to a SOLUTION for a problem without first 

determining CAUSE. Then, did you notice also how grossly out of sync solutions 1, 2, 3 and 5 were with 

respect to God’s loving set of Life Principles? Clearly, it is time to correct our hurriedness of skipping 

God’s Principles and going Problem/Solution instead of Problem / Cause / Solution / Action / Measure.  

Reflection Questions: 

How do you solve problems? Did the initial solutions above seem reasonable to you? Did you initially 

miss the God component? And the CAUSE?  

 

The Problem As Seen Using God’s Principles 

So let’s start over, addressing these same five problems, but this time bringing in God, His intent 

and His Principles as we look for the CAUSES we previously ignored.  

Problem #1 – “Ministries won’t give us accurate headcounts.”  

• The search for CAUSE often requires five Whys:   

o Why 1 – Ministries don’t include headcount when they order a meal.   

o Why 2 – People don’t tell ministries if they’re coming.   

o Why 3 – People come to WORSHIP GOD; food is incidental.   

o Why 4 – God’s principle is “ALL WHO WILL COME,” an open door.   

o Why 5 – Wow! Imposing “headcount” impairs GOD’S INTENT.   

At this point, we have our CAUSE for Problem 1. Let’s move forward to Problem 2 because 

they’re related.  



Problem #2 – “They complain that our prices are too high.”  

• The search for CAUSE (5 Whys again)   

o Why 1 – Our price is high because our cost is high.   

o Why 2 – We prepare meals without knowing headcount.   

o Why 3 – We oversupply because undersupply is bad.   

o Why 4 – The price to those who eat bears the cost of the excess.   

o Why 5 – OVERSUPPLY due to no headcount IMPAIRS GOD’S MINISTRY.   

I’ll skip the details, trusting that you can easily see that Problems 3, 4 and 5 are simply the 

collateral damage derived from Problems 1 and 2. Before moving on, read the initial Problem/Solution 

list from 1 to 5 again, this time seeing how the Five Solutions listed would have impaired the ministries 

and God’s outreach that He intends through food. Sometimes solving problems one by one works well, 

but for this situation, they behave like the carnival game called whack-a-mole. Every time you “hammer 

down a mole” – in this case it is “solve a problem” – a new one pops up to replace it.  

Reflection Questions:  

Is your gut reaction to do “whack a mole” problem solving? Is it challenging to do a new way to 

problem solve?  

 

The Cause As Detected to Root Cause 

Clearly, our problem is large and is showing up as if Problem 1 “can’t get accurate headcounts” is 

the dominant cause, but is it the root cause? Not really. It is at the center of the fray but isn’t the root 

cause. Instead, the analysis of these five problems revealed that the food dilemma is a by-product of 

God’s incredible blessing that moved ACAC from small church to large church, which in turn overstressed 

our small church food design. The previous standalone meals were so infrequent that they could easily 

be handled by: a funeral meal, then a gap, a wedding meal, then a gap, a ministry celebration meal, then 

a gap – days apart. These were suitably handled by a food design called BATCH --- BATCH. Batch is a 

standalone event, in this case a meal, that has its own design and execution, quite independent of any 

prior or subsequent event. But now, our batches are bigger and closer together, even to the point of 

overlapping. We’ve also overlaid summer camp meals and weekday café meals, both of which are 

extended meals (hours long), not normal BATCH meals.  

The five problems, now seen as a linked set, clearly exposed the failure of BATCH---BATCH to 

service the wide array of ministries God intended for ACAC: the root cause is therefore BATCH. Our meals 

became randomized like the bumper cars at a carnival that frequently run into each other.  

The Solution: Continuous Flow Can Solve Root Cause 

This discovery that our church growth had outgrown BATCH---BATCH is extremely important. 

Why? Because the first five problems were process problems, whereas BATCH---BATCH is a system 

problem! The people within each of the five problems were victims trapped within an incapable 

system.  Fortunately, there was an alternative system called  

CONTINUOUS FLOW. It could be adapted to our Food Ministry and solve our BATCH---BATCH system 

problem and all five of our process problems. How very fortunate. I have chosen this Case Study 



purposely so that you can learn how to apply my book to both the process and system aspects of your 

life story. CONTINUOUS FLOW was a great way to improve our Food Ministry, but changes of this 

magnitude scare most people because of the perceived impact the new system may have upon their jobs 

and lives. Often those fears are warranted because the leaders of change pay too little attention to God’s 

purpose and His Life Principles. Recall how severe and lasting the fears were when Alcoa’s system change 

was announced as “MATURE BUSINESS” and essentially ignored the people concerns. For this transition, 

our very first step was to seek and discern God’s purpose. It was:  

God’s Chosen People 

Serving God’s Food 

to God’s Family 

The seven of us were His chosen team and each of us would have a role in designing and 

deploying Continuous Flow while concurrently operating BATCH---BATCH such that no meals would be 

compromised. Every week, we had a one-hour training session to lessen people’s fears and to add the 

skills required for Continuous Flow.  

To equip you for both process and system changes in your life story, I’ve chosen to write the 

Food Ministry system transition first, followed by the detailed training sessions.  

CONTINUOUS FLOW is a People-Designed Principle with many uses including some restaurants. 

Flow is attained by linking several processes that people do to satisfy customer needs. Its principles are: 

sequentially-linked processes, flowing smoothly in the same direction, with easy connections, adaptable 

to customer need, with built-in problem solving. The linked processes for the food were acquire / 

prepare / cook / serve. It could be adapted to our church and attached to God Principles as a 

replacement for BATCH---BATCH. Our adaptation of it would take all of the meal types (funeral, wedding, 

summer camp, etc.) that I’ve listed and link them together as if they were a continuous stream of meals 

varying in type, time and quantity based upon customer need and want. This design worked for us 

because we could use basic food types like chicken that can be deployed into more than 20 tastes and 

presentations to accommodate the preference in each meal. Ministries would enter their meal choices 

to our Event U information system 14 days in advance and list their meal preference and the 

approximate number of eaters. Since this sounds radical, I will describe it a second time.  

Let’s consider it to be a single meal 14 days long. But it is a peculiar single meal in that it adapts 

along the way to accommodate the actual number of people who show up during each time interval, 

and serves them the food type most appropriate for their meal whenever it is throughout the 14 days. 

For example, Joe Grondziowski can use chicken over the course of 14 days to provide café meals, then a 

student ministry event for about 50 people, etc. with more than 20 appropriate taste changes, with 

chicken being used for chicken parmesan to chicken salad and more. As chefs, Richard Minter and Joe 

can also design food choices like salads and desserts that can flow from one meal to the next meal.  

This is a huge improvement for; God’s ministries, the food people, those who eat, the budget 

guardians and all future users of the system. The budget over-cost that had been caused by oversupply, 

which had been caused by no headcount, can be reduced from 30-50% down to the 5% that is attainable 

with continuous flow.  



At this stage, we are in great shape. We have sharpened our PROBLEM definition, found its ROOT 

CAUSE and have an excellent SOLUTION. Furthermore, the solution supports God’s design intent to 

“minister to all who come” by now seamlessly “feeding all who come.” All that is left now to solve the 

Food Ministry problem are the ACTIONS and MEASURES, the last two steps in God’s Principles for 

Problem Solving.  

Reflection Questions:  

What is BATCH---BATCH? Can you see system designs in your home or at your work? Do you see 

systems that are impaired and ministry needing redesign? Parenting a 16-year-old requires a different 

system than one for a three-year-old.  

 

The Actions Changeover Done God’s Way 

As we launch into the ACTION step, it is important to recognize that changeover is a very large 

step for which we need God’s direction, protection and empowerment. I will remind you again how 

badly this went when Alcoa changed its system from MATURE BUSINESS to DIVERSIFY. There was no 

apparent attention to the 37,000 people side during changeover or their subsequent post changeover 

roles. Fear and demotivation were the consequence. God’s most precious resource – People – were not 

considered or valued. Therefore, we must do the work that the CONTINUOUS FLOW SOLUTION requires 

and we must do it in conformance to God’s Principles. Concurrently, we must temporarily operate the 

BATCH---BATCH with its ongoing meals during the changeover period. Thereafter, we must effectively 

operate the new CONTINUOUS FLOW Food Ministry. See again how important it was that God led us to 

His intent:  

God’s Chosen People 

Serving God’s Food 

To God’s Family. 

What a blessing it is to have such assurance and guidance. Our mantra, the purpose and the 

methods we were to use were to be in the wisdom of God and the power of God. Our roles were to 

trust, discern and obey.  

Change is not easy, but God can and did shepherd us through it. The Chosen People were 

Carolyn Hager, Sonya Green, Rico Ed, Richard Minter, Joe Grondziowski, Ken Turnbull and the many 

volunteers who gifted their time to this important ministry of God. Actions had to be crafted “on the fly” 

because ministries were still ongoing and food was required every day throughout our buildings. I joined 

the Chosen People as their consultant. All of us needed to frequently return to those nine words of God 

to guide all of us through the changes He intended. Humility in leaders of change is important.  

Our roles were to trust, discern and obey.  

Some of the changes were straightforward and easy; others large, even frightening. We looked first 

at the five original problems, this time engaging God’s Principles, the Cause diagnosis and the emerging 

impact of CONTINUOUS FLOW.  



1. We had to submit to the fact that headcounts must always be subordinated to God’s open door: 

“all who will come.” This acknowledgement of God’s need had clearly exposed its CAUSE, which 

CONTINUOUS FLOW solves.   

2. We had to stop “pricing” our food and switch to “costing.” The marking up of cost to price had 

hidden the many CAUSES underlying our food processes and were painful for the ministry leaders 

requesting food.   

3. When Food Ministry (its new name) solved 1 and 2 by feeding all comers and serving them at cost 

(number of eaters X purchase cost of food = the charge to ministries), it totally eliminated the 

incentive of problem number 3 for ministries to “do food” themselves. They did not need a 

“mandate.” The new design was conspicuously superior, so they willingly used it.   

4. The burden then moved to the budget. Will the causes now starkly exposed in 1, 2 and BATCH 

double the overbudget to $88,000 or trim it to zero? The $88,000 was an estimate of the possible 

risk from the price-to-cost change and was frightening, whereas the zero was the possible 

advantage of reducing overspend. But what does God intend? And how will these CHOSEN PEOPLE 

discover God’s ways and will they have the strength to carry them out? The answer became yes, 

“they will know” and yes, “they will do” and the savings from overspend reduced the budget 

problem to zero.   

5. Problem number 5 transitioned out of its worn out and angry trauma and into the excitement of 

changing over “on the fly.” The food people did it and they pleased God with their obedience, 

which has now made them so strong that they could serve children 1,000 meals per day during 

COVID-19 in 2020.   

Many other such improvements were made as we transitioned Food Ministry into CONTINUOUS 

FLOW. Linked meals were devised by Richard and Joe. Others did the food and its appropriate prepping, 

cooking and serving. By knowing WHAT was coming in the next 14 days, they neutralized the impact of 

HOW MUCH any particular meal in the 14 days would consume. They could see 14 days of forward food 

needs, buy weekly for the first 10 days, store this food frozen, refrigerated or at room temperature and 

then manage surges by using the 3-day buffer that was provided by the early buy of food that was 

needed for days 8, 9 and 10. Food types became important. For example, they could purchase and 

inventory a broad selection of basic food types like chicken from which they could provide a wide range 

of different tastes and presentation as preferred by each ministry.  

Mentoring was necessary, frequent, intentional and caring: Carolyn et al mentoring Ken and me in 

food and Ken and I mentoring the five through the fears and uncertainties of changing over from BATCH 

designs to FLOW designs. The solution reduced leftovers (called shrinkage) from 35% to 5% so that the 

per person cost per meal went down and ministries were only billed for the actual meals eaten. 

Ministries could focus more on their God-given agendas and turn over virtually all meals to the Food 

Ministry. The budget balanced. Kind, caring teamwork replaced worn-out and sometimes angry ministry 

and food people.  

The change from BATCH---BATCH to CONTINUOUS FLOW with linked meals 14 days long was a huge 

change for everyone. Our mantra of God’s Chosen People, Serving God’s Food, to God’s Family was the 

calming, inspiring source for direction and healing. I included mentoring details in the Appendix so you 

can use the lessons in whatever way God is leading you in your Life Story so you can see the content and 

kindness required for the changeover and subsequent operation. Both derive from God’s Principles. You 

can use this chapter and the Appendix as a model to transform your job, ministry or family.  



At the very onset of changeover, we addressed the people aspects of changing the system from 

BATCH---BATCH to CONTINUOUS FLOW. These entailed Customer, Tasks and Teamwork; so in three one-

hour sessions, we taught how these three enhanced the ways people work together. Then, we taught 

Flow and how we could make it continuous. That led to Inventory and Acquisition, the smooth weekly 

sourcing for each 14-day set of meals. These five are the lessons in PRINCIPLES and MENTORING from 

Chapter 7 of this book. Thereafter, we added the PROBLEM SOLVING so that the Continuous Flow can be 

sustained whenever problems occur. With the system and behavioral training thus completed, Richard 

and Joe used their chef skills to populate it with excellent menus fulfilling God’s intent for “all who will 

come” to be ministered to by: God’s Chosen People, Serving God’s Food, To God’s Family.  

 










































































