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Announcer: 

Welcome to The Carey Nieuwhof Leadership Podcast. A podcast all about leadership, change and 
personal growth. The goal? To help you lead like never before in your church or in your business. And 
now, your host, Carey Nieuwhof. 

Carey Nieuwhof: 

Well, hey, everybody and welcome to Episode 397 of the podcast. My name is Carey Nieuwhof. And I 
hope our time together today helps you lead like never before. I am actually quite sure it will because 
we have brought Craig Groeschel back on the podcast. Craig is not only a great friend. I think he's one of 
the top leaders around today, period. And we talk about all kinds of things in this episode, the future of 
church attendance, how to lead when everybody is so divided. And on really mental health, like winning 
the war in your mind which has been a huge issue as this crisis continues. 

Carey Nieuwhof: 
I mean, here we are into 2021. And it's like, wow, that was a lot crazier than I thought, right. So, I think 
you're going to find this episode really valuable. And it is brought to you by Pro Media Fire. You can book 
your free digital strategy session today at promediafire.com/churchgrowth. And by Convoy of Hope. We 
need a lot of hope and you can help bring hope to the hurting and the hungry by texting COH to 68828. 
That's 68828 COH or visit convoyofhope.org to donate. 

Carey Nieuwhof: 

Well, I want to thank all of you who are new listeners. Man, I'll tell you, it has been so great to see so 
many of you jump on board. Thank you for leaving ratings and reviews. Eric, I saw your rating which you 
left last month. And you said this, you said, "Thousands of dollars of leadership consultation for free. I'm 
a fairly new listener December 2020 but I've since binged dozens of episodes and I can barely quantify 
the value of this podcast. The variety of guests, topics, resources shared is priceless for any leader. As a 
young leader myself..." most of you are young leaders, we look at Google Analytics, that's what they tell 
us. 

Carey Nieuwhof: 

"As a young leader, myself, I find the content helps me avoid mistakes I was heading for and create 
opportunities I didn't think were possible. I constantly share episodes with other leaders. This is clearly 
my favorite podcast to listen to each week." Eric, thank you and welcome aboard. So helpful to have you 
here. 

Carey Nieuwhof: 

And I got to tell you, for all of you who are new, we do read your ratings and reviews. Thank you so 
much for sharing and getting the word out, means an awful lot. And, yeah, as a young leader, I wish I 
had a resource like this. I wish I could talk to people like Craig Groeschel. I've been following Craig since 
the '90s. And the fact that we get to do this and bring these behind the scene conversations to you is 
something I do not take for granted. 

Carey Nieuwhof: 

And here's what I try to do with my questions. I take a bit of a different approach. But with a guy like 
Craig, who I've gotten to know as a friend over the last few years. I know everybody wants to have lunch 
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with Craig. I try to bring the kinds of questions to Craig that hopefully you would bring if you were to 
have lunch with him. And, well, see if that filter works for this conversation. 

Carey Nieuwhof: 

Craig is the founding and senior pastor of Life.Church, an innovative multi-site church based in Edmond, 
Oklahoma. He's a New York Times bestselling author of books such as Dangerous Prayers, Hope in the 
Dark, Liking Jesus, Divine Direction, and his latest, Winning the War in Your Mind, which I cannot 
recommend highly enough. We're going to talk about it. He speaks at conferences around the world and 
he hosts the amazing Craig Groeschel Leadership Podcast. And he's also an amazing dad and husband as 
well. 

Carey Nieuwhof: 

So Craig, so good to have you back. And if you are getting ready to really embrace digital moving 
forward, are you getting ready to hire a digital staff member at your church? There are two options. You 
can hire an internal staff member that's an expert in one or two main areas and if you got a huge 
budget, great. Or you can hire Pro Media Fire and get an entire team of experts for less than the cost of 
a professional staff hire. What more and more churches are doing even large churches is they're even 
doing a hybrid where they use a service like Pro Media Fire and they have one or two internal people. 

Carey Nieuwhof: 

But regardless of your size, scope or budget, with Pro Media Fire, you save on employee taxes, health 
insurance and turnover becomes a thing of the past, because you got a team that handles all your 
creative and digital needs. So, you can hire one person or get a whole team for less than the cost of one 
person and teams win championship. So, book a free strategy session today at 
promediafire.com/churchgrowth. That's promediafire.com/churchgrowth. 

Carey Nieuwhof: 

And 2020 and 2021 are proving to be very challenging years and I'm so grateful for Convoy of Hope. I've 
gotten to know some of the people who lead that and they're a Christian humanitarian organization that 
exists to bring hope to the hungry through feeding initiatives, disaster response, women's 
empowerment, agricultural training and empowering others to live with greater independence and 
freedom from poverty, disease and hunger. 

Carey Nieuwhof: 

In 2020 alone, Convoy of Hope delivered 150 million meals to those affected by COVID-19, all in 
partnership with the local church. So, thousands of churches around the US partner with Convoy of 
Hope and they can kind of be your response arm. And if you don't have a strategy for that or you want 
to embrace what they're doing, here's what you can do. You can actually head on over to 
convoyofhope.org to donate or simply text COH to 68828. 

Carey Nieuwhof: 

They are one of the most trusted Christian nonprofits in the world, and they stretch your dollars, so you 
can do it yourself. But, they can turn $1 into $6 because they have partnerships with companies like 
Walmart, Home Depot, Collagen, Nestle Water, Bass Pro Shops, and so much more. So why don't you 
text COH to 68828 right now and help out in a much more powerful way this year? 
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Carey Nieuwhof: 

Well, guys, I'm so pumped with this conversation. I'm going to come back at the end and talk about 
some church trends that I'm watching for 2021. But enjoy the deep dive with Craig Groeschel. Craig 
Groeschel, welcome back, man. 

Craig Groeschel: 

Thank you, Carey. I'm always excited to talk to you both on podcast and just in general friendship. 

Carey Nieuwhof: 

It is. It's been a crazy year. And I got to tell you, you've been one of those lifelines for me, just someone 
who will pick up the phone and chat and just talk about life and how it's going on the inside, but also all 
the strategy issues we're faced with. So it's a joy to have you back on. So much has changed since the 
last time you were on the podcast and you've had the year of your life, I would assume or close to it. It's 
got to be up there in the top five. 

Carey Nieuwhof: 
I would like to start here when Life.Church got shutdown for the first time ever in your ministry for in-
person gatherings, what was that like for you? Can you just relay sort of the mental sequence of what 
March 2020 did to you as a leader who's used to preaching over three dozen locations to tens of 
thousands of people every weekend and all of a sudden, boom! It's over. 

Craig Groeschel: 

Yeah, I think for any pastor and for most leaders in different, whatever field they're in, it was 
indescribably disorienting. And I had friends that were saying, "Hey, this is going to be a real deal. It's 
going to last probably until summertime." That seemed way long to me. I was more on the shorter end 
of projections. It seems silly now that I was that foolish to think that way. But we were shutting down in 
March with the hopes of being opened again in Easter which is just, I'm embarrassed that I didn't have 
more foresight than that. 

Craig Groeschel: 

But, I mean, it was really, really scary. It was something that none of us in any field had ever faced 
before. So, emotionally, it was disorienting trying to lead through it. There's no rule book. I was joking 
around with our church because just like where you lead and where everyone listening is there's so 
many extreme opinions. I was joking and said, "Next time, we go through a global pandemic, racial 
unrest, social tension and election like we did in the US, I'll know how to lead through it." I've got 
experience but none of us did then. And so, yeah, it was really, really, really difficult. 

Carey Nieuwhof: 
What did you learn about yourself and about crisis leadership over this last year? 

Craig Groeschel: 

So, I've been leading Life.Church for 25 years and I had five years of church leadership before that. So, 
I've seen a fair bit. It's not like I'm 28 years old so I've been through some different things. And I'm 
pretty confident in crisis leadership so I've been through different types of crises before, crises. And in 
difficult times, people want to be led. 
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Craig Groeschel: 

And so, it's not as hard as you think. There's some basics. You have to communicate, communicate, 
communicate over and over again. You have to bring the why behind everything that you're doing. You 
don't have to get it necessarily right. You kind of lead with a little bit of uncertainty and bring 
explanation behind it and people want to be led. And so, it's not that difficult. 

Craig Groeschel: 

When this hit though, it hit me in a different way than it had before. And it just seemed to be more 
complicated than I was anticipating. So what I learned about myself, in the early stages, Carey, I think I 
learned that my identity was more wrapped up in some things that I probably didn't think it was 
wrapped up in and I had to kind of untangle that. Interestingly enough, I learned our church is way 
stronger than I thought we were. 

Craig Groeschel: 
It's kind of what I told our staff that I didn't think we could survive what we survived. And not only 
survived, but in some ways made more of an impact than we would have otherwise, not in every way. 
I'm not like one of those people that say, "that was incredible," yeah, at all. I'm realistic. But our church 
was stronger than I thought. 

Craig Groeschel: 

Our staff, my gosh, I found out, I thought they were amazing before, and my love and admiration for 
them went way up. And, I guess, kind of what was in me, there was a little more in some places than I 
realized I had in me. And there were other places I thought I was stronger and I wasn't quite as strong in 
some of those places. So it brought some reality to who I am as a leader, what I value. I'm wandering 
around. I think the biggest answer I have is it revealed values. 

Carey Nieuwhof: 

Oh, wow. 

Craig Groeschel: 

It really revealed values. And I think that's true as kind of we look around, what is important? And even 
not, we could disagree politically but we could agree on values. The biggest season of revealing values in 
my life and leadership, I'd say. 

Carey Nieuwhof: 

What did you learn about your values? 

Craig Groeschel: 

Oddly enough, I know I'm really biased toward the church anyway because that's what we do. But just 
realized that I don't just love the church, I need the church, I crave the church. And by that, I mean, the 
people, the gathering the presence of God with people. And I like it, love it, love it, love it, love it, love it. 
So, I have to be careful not to be one of those that says, let's open up the doors at any cost, because my 
bias is to gather. And so I had to really take a step back and look at this holistically and say, what's... and 
it's really complicated, Carey, because, in the rough times in the past, a lot of times the church runs in 
and put themselves at risk in order to reach people. 
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Craig Groeschel: 

And so, when we close the doors to the church, we're protecting people's physical health in a pandemic 
but we're raising the risk in some cases for mental health issues or spiritual health issues by not being 
able to address them in some of the same ways. So there's a give and take to all of it. None of it is clean 
to me. And I get frustrated with the leaders that say, "it's really clean, like you should be open no matter 
what, you should be closed no matter what," like got real brain, and look at it from a little bigger 
perspective. It's just not that cut and dry. There's a lot of nuances to it. And if you can't see those 
nuances, then I don't know how you can lead well. 

Carey Nieuwhof: 

You said you find yourself strong. I think this is probably a human nature statement. I think a lot of us 
were surprised. But you said you were stronger in some areas, you had more in the tank than you 
thought. And then you found yourself maybe not as strong as you would want to be in certain areas. Can 
you share to the extent that you're comfortable? Were you surprised yourself with your resilience? And 
then where you're like, oh, that's a vulnerability, I didn't notice. 

Craig Groeschel: 

Yeah. I know, you've got a broad audience and not everybody would be necessarily Christians. But, for 
me, it was kind of crazy as I was leading through the most complicated season of my leadership and 
didn't feel like I could hear from God. And that didn't rattle me. I didn't like it. I couldn't explain. I had to 
lead by what I've kind of considered instinct and gut and intuition and experience. And I couldn't. I just 
didn't feel like I was hearing the voice of God for months. 

Carey Nieuwhof: 

Like in the sense of open close, do this, do that, or more like there was just a barrier there? 

Craig Groeschel: 

Anything, just like give me something, give me a word, give me direction, give me a sign. And the odd 
thing is that it didn't rattle my faith, it strengthened it because I wanted a word of direction, 
confirmation. And when I didn't get it, I realized that I've had enough of God's direction and goodness 
and conviction and correction in the past that I didn't doubt that he was with me. And I'm not one of the 
leaders that say, I don't have to go up to the mountaintop to hear from God to make a decision. 
Sometimes you just make a decision. 

Craig Groeschel: 

And that's unspiritual, some people would. I think that's just the way life is. And that sometimes you just 
have to make a decision. And so, I was just making decisions based on instinct, intuition, experience, and 
I didn't like it. But I realized that my faith was strong enough to continue even though I wasn't feeling 
something in the middle of it all. And that was reassuring to me. 

Craig Groeschel: 

And then I can't remember when it was but I did really, really, really felt like I heard from God in a way 
that was significant. And then at that point, the emotions, I'm not a real emotional leader since I 
couldn't contain them, couldn't contain them. It was like you think your kid is missing and your kid 
comes home. It was that emotional to me. There it is. There's a word from God. It was really in the 
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middle of it, it was not something I'd ever want to redo. But looking back, I like the result of what it did 
in me. 

Carey Nieuwhof: 

Anything that surprised you from the, oh, this was more draining than I thought or I thought I would 
have this and it really kind of side punched me, sucker punched me. 

Craig Groeschel: 

Yeah. I would say several things. I wouldn't have told you that my identity was wrapped up in the 
number of people in the room because our rooms are smaller and so our total attendance can be kind of 
big and I'll preach to a lot of people. And then when I was preaching to nobody, I just realized... or 
nobody in the room, that was super emotionally and spiritually disorienting to me. And I was like, "how 
real is it without the people there." So I had to adjust kind of my emotional barometer to that. That was 
one issue. 

Craig Groeschel: 

And then I didn't realize how politically diverse our team was. I love that we are really diverse and in a 
lot of different ways. I just didn't realize before because we'd been so mission-focused. And then when 
some of the more complicated issues emerged, I realize we're really a diverse team. And so how do we 
embrace that diversity? Celebrate it and yet stay mission-focused to when a lot of people want to go be 
divisive in their actions, that took a toll on me emotionally. But on the other side, again, I'm real thankful 
where we are. 

Carey Nieuwhof: 
Yeah. I'm really glad you raised that Craig. And I'd love to know how did you navigate that? Because I 
think almost every leader realized, oh, not everybody thinks like me and we're not a political 
organization. But all of a sudden, I've got this division on the board or this variety of opinion on the 
board, the executive team or the staff or the congregation. What were some things that guided you 
through that? 

Craig Groeschel: 

Well, I never thought everybody thinks just like me. But I did think that I didn't realize that we had some 
what I kind of consider like really polarizing views on the team where there are some extremes that 
they're incredibly frustrating to me because I would say, I call it extremes without empathy. I have some 
really extreme views and I'm never going to pretend like I don't. 

Craig Groeschel: 

But at the same time, I really work incredibly hard to have empathy and to have a genuine 
understanding of how someone born in a different part of the world, raised in a different family, maybe 
with a different color skin or different background, different fears, different opportunities and different 
threats, how that person can love the same God I love or not and thinking an entirely different way that 
I can think. And I didn't realize how many... a few of our team members and a lot of our church 
members don't think beyond their little social media bubble. 

Craig Groeschel: 
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And someone that thinks in a different way can't be a Christian or isn't right or there's no way they're 
spiritual person or whatever. And that was incredibly frustrating to me. And so, I felt like I spent a lot of 
time trying to help people see, if you're that small minded, you're always going to have a limited impact. 
And, as a leader, you're not going to be a great leader if you don't have some extreme views. You've got 
to have some extreme views and opinions. That's a mark of any great leader that we're going to be 
weird in ways. We got strong biases and we got incredible passion and we got blind sides, all that kind of 
stuff. 

Craig Groeschel: 

But if we're only listening to respond and never listening to understand, then we can't have a real 
impact. And I became frustrated at how different pockets of the church, our church and just the church 
would let some issues become more important than the main mission and not be able to love someone 
that had a different viewpoint on an issue. So that's my tone in leadership is shifting some to address a 
problem I wasn't as aware existed before all of this. 

Carey Nieuwhof: 

But we can spend the whole hour on that. Just before we leave it, when you think about a meeting 
where these opinions are surfacing, whether that's a board, a senior leadership team, a staff meeting, or 
even maybe you're meeting someone in your congregation and they've got divergent views, how do you 
refocus them on the mission? How do you listen but not let it become the vaccine, no vaccine, open 
close, mask, no mask? How do you not get stuck in those ruts? 

Craig Groeschel: 
Well, I think one thing you have to do is I think you have to acknowledge both sides. And I think you 
have to give some credibility to both sides. You could take all of those issues open, not open, we kind of 
talked about that. There's a reason why being open really does matter and there's a reason why being 
open is risky. Mask, no masks, there's a reason why. There's a lot of data that says they work and there's 
a lot of people that said they don't work. At the end of the day, it wouldn't matter what you believe, you 
got to think about the other person in the room and you got to be loving in your attitude. 

Craig Groeschel: 

Vax, no vax, a lot of people think it's the answer. And other people think you're going to get a chip and 
you're going to die and whatever. And so, you really have to acknowledge and genuinely understand 
why people think in both ways. And so, that you've got credibility with both people. You can have, like 
I've got pretty strong views on all those things. But I've worked to have an understanding of the reason 
why someone would think in a different way and respect it, like genuinely respect it. And if I can do that, 
then I can lead both groups of people. 

Craig Groeschel: 

If I don't respect and can explain and understand how they can think in a different way, then I don't 
have credibility with them. It doesn't mean I have to agree at all but I have to understand it. And so, I 
think you have to build a premise that you do understand. And then you focus. We're going to be above 
that, that's not going to be our driving force. We're going to treat people lovingly and then just point 
everything back to the mission. But I don't think you can go straight to the mission without diving in a 
little bit to the issues, and showing empathy, showing understanding. 
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Craig Groeschel: 

And then when you do something, let's say, you do open the doors or you don't, or you ask people wear 
a mask or you don't enforce it, whatever it is, you have to be really, really clear on the why. Here's the 
why we're doing this. And even if someone disagrees with your why, if you give them a why, at least 
you're giving them something. And acknowledging that some people would disagree and we respect 
that but here's why we're doing it. 

Craig Groeschel: 

So, you just have to genuinely care about someone with a different viewpoint and not write them off 
from it. The bottom line is I've been wrong on some things. I was wrong on how long it would last. I 
think it was more serious, less serious than I thought, we're not all right. And so, you have to lead with 
grace, understanding and an explanation. 

Carey Nieuwhof: 
I'm so glad you shared that, Craig, because you're not going to find that on your social media feed. You 
see people dismissing each other, arguing with each other, and I think you've gotten very quickly to the 
essence of what real leadership is in the midst of a crisis. And I think that, what do you call it, empathy? 
There was, you said something, it was like extreme views with empathy or something like that, I don't 
know. It's better. We'll go back to the show notes and have a look at it. But I want to frame that one. 

Carey Nieuwhof: 

You did mention, and that kind of surprised me. I've been listening to you communicate for two 
decades. I think you're a masterful communicator, you do a great job. And on your own leadership 
podcast, you've talked into a camera with no crowd now for years, right? You've done that. You 
launched your leadership podcast with that, but all of a sudden, you find yourself in an empty room 
outside of the production crew and you said that was jarring and really made you realized, "wow, I love 
speaking to crowds." What was so different about that and what did you learn about speaking to an 
empty room? 

Craig Groeschel: 

So, to really be clear on how it hit me, it hit everybody differently. I can speak to an empty room, I've 
done that for a long time. But it forced me to redefine what is success? Is it the crowd in the room? Is it 
the feedback that you get? Is it the numbers that you can see that come in and say, here's how many 
people we had? And if the numbers shift to a different category, do they count in the same way? We 
could talk digital numbers for a long time, if you wanted. We have a debate. I have, again, extreme views 
of what success is online versus what it's not and my view is different than the norm, I think. 

Craig Groeschel: 
But I had to either re-center on that. As far as the preaching to the empty room, I was always aware that 
there was a significant audience digitally because we've been doing that for a long time. But when it was 
the only one, it does change the way you think. And so, a little bit of what we were doing is trying to 
help other churches. We had tens of thousands of churches start using our free online platform. And 
then they had never done it before so we spent, honestly, a lot of time working with doing videos for 
pastors, teaching them just how do you look at a camera. 
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Craig Groeschel: 

You do it well but if the little light comes on, when you're looking at that helps. Where do you position 
the camera in the room? If it's way across the back, it's harder than if you put it on the third row. How 
do you visualize someone on the other side? All those kind of things? And so, it was just working 
through those both in the identity with us, how does this impact what is success, what is God-honoring, 
and helping other churches do it is a learning thing for a lot of pastors, I think. 

Carey Nieuwhof: 

And I don't want to tell tales out of school. But I think when you and I have had conversations about 
numbers before, whether those are podcast numbers, online numbers, is it fair to say you're not a 
multiplier guy, you tend to be a discounter? When people bring you numbers, you'll take the most 
conservative viewpoint on those numbers or what is your approach to counting online? 

Craig Groeschel: 
I don't care what somebody else reports and says but the moment... it's funny because a lot of pastors 
discovered online for the first time. It's funny how their theology changed. And it's like, whoa, that's not 
real church. And a lot of pastors don't know. They got some team member that can tell them how many 
Facebook views they had. And suddenly they may have 300 people at their church on Sunday and now 
they've got 1200 clicks somewhere digitally. And they think, wow, we've exploded, we're reaching so 
many more people. 

Craig Groeschel: 

And I don't want to burst their bubble or whatever but you need to do your homework and then they 
say, and there's 2.5 people or 3.4 people watching for every view. I'm going, you know what, a lot of 
those, they were on there for three seconds and they're done. Or we went to church online with my 
family back in March, April when we could and then I'd have all my kids and grandkids there. And I was 
like, hey, nobody watching this right now. They're all in the room. It's on, but nobody's paying attention. 

Craig Groeschel: 

So the quality of engagement is in question. The number of people, how long they're on is in question, 
where they're coming from, all that kind of stuff, what they actually do with it? Can they process it? Can 
they pay attention? So I, I didn't celebrate the like, now we're impacting three times, four times as many 
people. I'm incredibly concerned that we have to work way, way, way, way harder to retain them, to 
connect them relationally, to give them an experience that engages them with other people. I believe, 
Carey, that church is not just absorbing content. That's TV ministry, that's podcast, that's YouTube, and 
those are all really important. 

Craig Groeschel: 
And I hope that everybody does, whichever one of those fits their gifts and experiences and passions. 
But watching an Andy Stanley sermon or Chris Hodges sermon or a Mike Todd sermon or whatever, 
while I'm on the treadmill, I really believe God intends more for us in His church. That is, it's a gathering 
and it's a serving, it's ascending, it's a corporate expression, which I do believe wholeheartedly can 
happen online, just in the same way we're having a form of community right now. 

Craig Groeschel: 
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But we have to remember what church is and what enjoying content is, those are two different things. 
There's some overlap but they are different. And we have to be really, really clear on what the goal is. 
Yeah, you could just preach from a room and do nothing but YouTube right now, that could be a really, 
really effective ministry. There's some churches that maybe they should just do that and that would be a 
win for them. I'm not going to discount that at all. 

Craig Groeschel: 

That's a great thing. We should celebrate it, applaud it, and a lot of people should do it. But if we're 
pastors and if we value the church gathering, then we may still stream our content but our strategy of 
how we engage people needs to be different, needs to be intentional, we just need to be clear about it. 
And so, that's why I make a distinction between what's a real win for us versus just a click and a number 
someone gives me on our page. 

Carey Nieuwhof: 

I think that's really good. I know you and I talked over the Summer a couple of different times as we 
were all trying to figure that out. And I really appreciated it because I asked you one day about 
multiplier and you're like, no, no, no, no multiplier. I think you're right. I think there's this idea we all 
have as pastors or communicators about what's happening in the average home when a family's 
watching and everybody's attentive and focused and taking notes and then there's the reality of what's 
happening. And the kids are climbing all over the place and you're cooking breakfast and it's like, wow, 
okay, that's what's really happening. 

Craig Groeschel: 
Scrolling on social media, yeah, it's a- 

Carey Nieuwhof: 

I hear you, Craig. So you guys pretty much, I think, you could say that Life.Church either invented church 
online or was one of the absolute first movers in that space through what Bobby Grunwald brought to 
your team. And we've talked to him about that on the podcast before. We'll link to that in the show 
notes. 

Carey Nieuwhof: 

But all of a sudden, the system got tested in a way it has never been tested. And you got an opportunity 
to see last year what online church could deliver and what it couldn't deliver, in probably a setting you'd 
never experienced in the 15 years prior to that. What did it deliver on that you hoped it would deliver 
on, and then were there some things it just couldn't deliver on in your view? 

Craig Groeschel: 

So initially, and I'm assuming most churches saw something similar to this, we saw a really big spike. So, 
and then March was big, Easter was biggest. And then we saw a pretty dramatic slide all the way until 
about the end of May, then it stabilized and climbed back up. So, what we do know is that the reach is 
real, meaning we can impact people all over the world, and that's really special. 

Craig Groeschel: 
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We knew that before because we've been doing it for a long time. A lot of churches discovered it. And 
then we kind of just discovered it in a new and more emboldened way, like this is really, really, it 
shouldn't be just an afterthought for any of us. It should be at the front of our minds all the time for the 
rest of our ministries. So, there was that part. I forgot your question again. I was- 

Carey Nieuwhof: 

No, what did it deliver on? And you've kind of started to answer that. And then where did it not deliver? 
Where were you're like, oh, these are the weaknesses of the system? 

Craig Groeschel: 

And we did some things, Carey, that we added a Wednesday night online experience but that's not 
innovative, nothing fancy about that. But it created a midweek connection that was super important to 
our people. So we started asking, not just how do we connect them for a few hours here and there but 
how do we communicate with them daily? How do we help them have connection with God and then 
connection with each other daily? So, I went from thinking kind of what I'd call Sunday to Sunday to 
daily, that was that was different. 

Craig Groeschel: 

And so, it delivered that I think over time, what happened in the early days, there was a little bit of 
intrigue and mystique with it. And people like, wow, this is really cool. We can go to church this way. So I 
think some people said, "We'll do this forever. This is amazing." Then I think, you might call a Zoom 
fatigue, that people meetings on are nonstop and it was kind of my fear. I think they just got tired of 
screens in some ways. And so suddenly, you realize there are limitations. You can't hug online, you can't 
lay hands online, you can't go and deliver food online, you can't baptize online. 

Craig Groeschel: 

And so, you can run through the list and every benefit is a real one and should be celebrated. And every 
limitation is a real one and it should be acknowledged. We have to acknowledge what's their call and 
what it is, not pretend like one form of church is better than the other, they're just different. If we 
gather, it's a little different. If we be gathered digitally is a little bit different. And just tell the truth is the 
bottom line is. We have to really be honest about what works, where it works, why it works, why it 
doesn't work. If it's not working, what do we need to do? Supplement it? Can we supplement it? Do we 
have any other options? 

Craig Groeschel: 

And if we're really trying to make disciples, we want to use everything that's there but we can't pretend 
that it's all equal. It's not. There's benefits and costs to all the different forms of expression. 

Carey Nieuwhof: 

I remember as you were reopening for in-person services, you told me that you're going 100% in on 
online and 100% in on in person. Can you unpack that thinking a little bit and do you still feel that way 
now all these months later or what are you learning about that, 100% online, 100% in-person? 

Craig Groeschel: 
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Yeah, I do. So, again, we've been doing church online, not streaming but church online with interaction, 
pastors, teams, hundreds and hundreds of volunteers all over the world, really big numbers since 2006. 
We got a lot of experience. We have a team, I don't want to just, may sound weird to say numbers, 
pretty substantial staff team that that runs it. But for me, it was always something I valued but it wasn't 
at the front of my mind. 

Craig Groeschel: 

And so, what this did is it brought it to the front of my mind. You had to for everybody and it hasn't 
dropped, is kind of the way I'd say it, now that we're able to meet physically in most places again. So, 
what happened is it was a real important part of our strategy to some people. Now, we want it to be a 
real important part of our strategy to all of our people, all our team. And that's, I think, the best way to 
say it. 

Carey Nieuwhof: 

And that's kind of, on a moving forward basis, it's like, hey, from what we've learned, yeah, it's 
important to everybody now? 

Craig Groeschel: 

Yes. There are some people, they're not going to think about it as much but, certainly, everybody should 
think about it more and most of us should think about it often. It is a higher priority and it should be for 
everyone doing any form of ministry and leadership, in my opinion, moving forward. 

Carey Nieuwhof: 
And then 100% in on physical, what are your thoughts behind that? 

Craig Groeschel: 

So I don't know, man. Again, I've been wrong a lot so I'm willing to be but what's going to happen in the 
future? I wholeheartedly believe that there's going to be a solution, meaning no matter what you 
believe about the vaccine, it works. Or we get herd immunity or there's a higher tolerance or the virus 
isn't herding as many people, whatever. If you look back historically, Carey, I think we'd be just crazy not 
to think that people got to go to concerts again, movies again, sporting events again, and church again. 
So, I am leading with 100%, I'm 100% convinced, again, I could be wrong, but in my mind, I'm not 
wavering in my faith that people are going to gather again. 

Craig Groeschel: 

So, we opened up a couple of campuses in the middle of pandemic. And I'm betting that however long 
name you name it, 18 months, two years, five years, whatever it is, that that's going to be a necessary 
part of the landscape of Christianity, I'm betting on the gathering long term, as well as I'm betting on 
digital long term. And I also believe, personally, that there'll be some people that probably never go 
back to a physical because they've learned a different expression of worship digitally and so they won't. 
But I also believe there's people that wouldn't have gone to a physical building before that will go now 
because they're thinking in a way that's different than they were hurting before. 

Craig Groeschel: 
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So, whatever the percentage of people that is, we want to be positioned to minister to them. And so 
we're not shrinking back on either strategy. We're just as aggressive in, like in our world, our language 
would be planting physical churches or campuses and we're still planning on doing it. And we've 
redeployed some resources more toward, not just to online church, but social media, YouTube, the 
podcast, the whole content distribution, as well as supporting other churches. 

Craig Groeschel: 

We're putting a ton of money into YouVersion to create a tool that churches can use all the time, not 
just to read the Bible, but I can't say too much yet. Same with church online, we've really put lots and 
lots into that to make it a better experience for churches. And so, we're doing what we can both to 
impact people through our ministry and then we just feel really pastored but if we can help make it 
available to other churches and make it better for them, that's part of our calling. And so we want to do 
that too. 

Carey Nieuwhof: 

And on behalf of all the leaders, let me just say, thank you for that massive investment. Everybody 
benefits from it. And if you haven't, like the free Bible app, YouVersion, you just search Bible app. Last 
time I talked to Bobby, it's like almost, is it 400 million installs or something globally? It's crazy. It's an 
insane number. 

Craig Groeschel: 

And, yeah, and I'll say too to you, I haven't had a chance yet. Everybody does their part, right? That's 
something we can. But you offer tremendous value and I just have to compliment your leadership, your 
content. Long before you were known broadly, you were creating valuable content. And it's the result of 
your content, your integrity, your relationships, just behind the scenes, hard work that now you've got a 
broad audience, and that's a gift. 

Craig Groeschel: 

And so, we don't brag like, hey, we've created the YouVersion Bible app, look how great we are. That's 
just our thing. And that wasn't my thing back in when I was 28 or 30 years old. We weren't able to do 
that. But we were able to share our little church van, someone donated with another church, and that's 
what we could do back then. 

Craig Groeschel: 

And so, every church can do whatever their thing is or every Christian or ministry, and you just do it. And 
so, anyway, I want to say to you, thank you. You've added a ton of value to my personal leadership and 
our whole team loves what you produced. It's super helpful. 

Carey Nieuwhof: 

Thank you so much, Craig. And you're a big part of it. I mean, the conversations are very, very helpful to 
me. One of the things that interests me is you're a habit guy. And I remember you said to me in the 
middle of the pandemic as churches were reopening, you said, "Hey, habits are being formed right 
now." People who've been away, it was a matter of weeks or months at the time, but you're like they're 
getting into a habit. 
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Carey Nieuwhof: 

I would love for you to pick this up, so this airs in February of 2021, just on whether you think there have 
been any new habits that have been formed for people for good or bad, no editorial comment, but like, 
yeah, church attendance will be more frequent, less frequent. Digital will be a bigger part of people's 
lives or what are some of the habits that you think could have been formed over the last 12 months that 
may be a bit permanent? 

Craig Groeschel: 

Super, super big question? I don't even know where to start. So, let me try to think where I want to 
start. If people had good disciplines, healthy habits, going into the pandemic, most of them fared better 
than those who didn't. So, if you regularly exercise and the gym closed, you're doing push-ups on your 
floor or sit ups because that was a part of your life. And those people fared better. 

Craig Groeschel: 
If you had good eating habits, chances are your odds of continuing to eat good were really good if you 
had marginal ones or say, not just physical, but mental, emotional, spiritual, prayer, discipline, all those 
any kind of habits, if they were strong and structured, you'd probably fare a lot better. If they're weak or 
vulnerable in any way, the odds of you spinning out really are high. 

Craig Groeschel: 

And so, we saw people that had been sober for eight years, go back into using hardcore drugs if they 
weren't solid and stable and relationships struggling. So, to answer your question, Carey, I'd say the 
responses vary wildly. There are some people who would say this has been the best thing that ever 
happened to my marriage. And other people said, I lost my marriage because of this. So, it's so 
circumstantial. 

Craig Groeschel: 

If you're targeting it towards church, what I would say is this, oh, my gosh, all my pastor friends like, 
when we open the door, they're all coming back. Pull your head out, they're not coming back. They are 
not, not, not, not, not, not, not, not all of them because we have trained them this. I'll give you an idea. I 
worked out for 28 years with my buddy named John, 28 years we worked out. During the pandemic, we 
couldn't work out. We've only worked out once since, only one time. Why? Because I work out at my 
home gym now. That's what I do. Because I've formed a new habit, 28-year habit and we've only worked 
out one time because our rhythms have changed. 

Craig Groeschel: 

And so now people, when it comes to church, if they were Sunday morning person is now they do what? 
They sleep in. Or now they go work in their yard or now they stream a podcast and do whatever. So 
their habits are different. And we just have to acknowledge that. The key is, as leaders, we don't get 
mad about it, we don't get resentful. We just have to tell the truth about it. And my fear is that a lot of 
my peers just aren't telling the truth. We're living in this optimistic bubble about... one of both sides 
either, they're all going to come back, it's going to be great, or nobody's coming back and we're going to 
be dead. 

Craig Groeschel: 
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The truth is in between, And no matter what we have, we have to lead, period. We have to lead. And 
we've all lost something. So if you talk physical attendance right now, ours is about 50%, where it was 
the previous year. And so, it's really easy to say we've lost significant impact. And there's a part of me 
that drifts toward that. What I've done is I've trained my mind to say, no, look, what we have. We still 
have this group of people that's really passionate about being gathered together. We can do something 
with them. 

Craig Groeschel: 

We still have a group online that's gathering every week and we've got the ability to evangelize online 
like never before, so we have that. And so, we have to fight as leaders not to be overly optimistic or 
overly discouraged but just tell the truth. And we can't mourn about what we've lost but rejoice in what 
we do have and be grateful of what we do have because if you still got your health, that's a lot. If you 
still have your faith, that's a lot. If you still have a good relationship with your kids, that's a lot. If you 
used to have 400 people at your church, now you got 200 people, you can do something with 200 
people. 

Craig Groeschel: 

If you built it once, you can build it again. You have to fight for that mindset or you just can't lead. If 
we're defeated, if we're hurting, if we're afraid, if we're negative, if we're pessimistic, if we're down, if 
we're doubting, if we think it's over or if we're too optimistic looking at it realistically, then we can't. 
Whatever we have, we just tell the truth about it and we have to stand up and just lead toward the 
desired result. And I guarantee we've got something to do. 

Craig Groeschel: 

Now, you've got something to do. Your had growth problems or they're not coming problems, that 
should engage you and it shouldn't work to let it not discourage you but let it pull the best out of you. 
You have what it takes. Christians, you have the Holy Spirit dwelling within you. You still got the Word of 
God, you can still preach. You got online giving, thank God we live in today. If this had happened years 
ago, there'd be no online giving, you have digital reach. If it happened years ago, we wouldn't have that. 
We live in a good day to face... this is a good time in history for us to face these problems. 

Craig Groeschel: 

And, yes, there's more tension, more division, more hurt, more anger, more fear, and what better time 
to get the gospel out than in that climate. So, we got to work it out for us. Let's just try to wake up and 
fight for that mindset. 

Carey Nieuwhof: 

Well, I want to talk, for most of the rest of this episode, about mindset because you've written an 
incredible book on it. And I don't say that lightly. But before we shift gears, any model shift that comes 
out of this, and we talked about this on the podcast. We'll link to all the other episodes in the show 
notes where you and I have shared in that. 

Carey Nieuwhof: 

But you pretty much had a great system that you've worked really hard on for campuses and you kind of 
know the square footage and the cities you need to go into and the seat turns and stuff like that. Any 
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thoughts about micro gatherings or any model adjustments and how you're doing the church moving 
forward? You don't have to spend a lot of time on it but I didn't want to leave it out. 

Craig Groeschel: 

So, I've got a lot of peers that are pretty passionate about micro gatherings. And so it might be that you 
have a church or whatever and you broadcast and there's four families or 18 people or 12 people, 
whatever, gathering at homes and that started kind of micro churches. And I would say, as pastors, we 
should just be for any form of gathering that creates spiritual value and points people to Jesus. So, I'm 
for it. I'm also for bigger gatherings. I do think that I don't expect people to break ground on any 7000 
seat auditorium or sanctuaries right now, like they did a few years back. So I think that'll change. 

Craig Groeschel: 

I don't think that micro gatherings are better and I don't think that big gatherings are better. I think 
they're different. You can go intimate and deep if you're in a micro gathering but you can't raise million 
dollars this weekend likely to do something and you can't go and serve a whole neighborhood after a 
tornado hits. So, you got some benefits and you got some limitations. In a bigger church, people can be 
anonymous and you might not have as deep of ministry but you can do a lot together. 

Craig Groeschel: 

And so, my encouragement to pastors is don't lock in on the model, kind of keep your hands open and 
say, let's see what God blesses with us. And then be what you are without being against what you're 
not. And that's so important. Like just before what you are, like we love this and sort of multi-site 
church, we can do it, we can go ahead. So, I'm for what we are but I'm not going to be against what 
we're not. And it gets really ridiculous with like all mega churches or whatever. Don't be stupid. There's 
some good things going on. Well, micro-churches are the way of the future or multi size the way the 
future like, now this is a different way, benefits and drawbacks of all of them. 

Craig Groeschel: 

And so, as far as model changes, I think it creates some new opportunities. I don't think a lot of the old 
ideas are going to go away. We'll still gather and we'll see. 

Carey Nieuwhof: 

It's good. Just to timestamp this, we're recording this before Christmas 2020. It'll come out on the 
podcast in February right around the time of your book launch. But I just want to say, this has been one 
of the most refreshing interviews I've done in a while and I can see the work that you've done on 
mindset. You've led through the most difficult year of your life and you've got a positive open mindset 
about division, tribalization, about the model, about digital, about in-person. And I just want to say it's 
refreshing. But mindset is something that you've worked really hard on over the years. 

Carey Nieuwhof: 

And you open the book, Craig, with something, and we've known each other for a while, that kind of 
shocked me. But there's lies that kind of haunt all of us as leaders and you've had a lie that has followed 
you around since you were a kid. Can you talk about that a little bit? 

Craig Groeschel: 
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So the book is called Winning the War in Your Mind. Subtitle is Change Your Thinking, Change Your Life. 
And I think if you'd ask me what am I most personally proud of and you'd ask Amy too, my wife, what 
changes you noticed in the last five years? I'd say, hands down 100% that adjusting, retraining and 
allowing God to renew my mind is the number one hands down I'm most proud of and thankful for. 
Because you can be successful on the outside and be losing the battle on the inside, in your mind. And 
sometimes what even makes you outwardly successful can be your inward dysfunctions. 

Craig Groeschel: 

And so, I would say that I've got a lot of real weaknesses, vulnerability, dysfunctions and some of those 
worked for me in outward production. I think what you're talking about in the book I talked about is 
there's kind of two big ones. And there's actually more but the two I wrote about most would be one of 
them is just like, is the lie that, yeah, I'm never enough. I'm never going to be good enough, I'm never 
going to produce enough. 

Craig Groeschel: 

And I grew up thinking that being first place was the only form of success, anything else was a failure. 
And that's kind of fun to be like, yeah, when, that kind of stuff, it's actually a really distorted view that 
only sets you up for success and it makes you workaholic and it can make you a bad spouse, bad 
parents, bad everything. 

Craig Groeschel: 

And so, I had to really work to find my identity and things outside of success. And the more success you 
have, the harder it is to do that. Or the more you see success on social media or whatever, it makes you 
think that's what you want, that's what you need, and it's not. You can't have enough of it to ever 
quench your insatiable desire. So I've had to renew my mind to have my identity be in different places. 
That's why when I mentioned the fact that the crowd was gone and it shocked me, that it hit me in a 
way that it did is because I've done so much work and I thought I was kind of beyond that. And I was 
like, yeah, I still more work to do. 

Craig Groeschel: 

And so, I've really, really, really, really fought. And it's been years of a battle of taking the negative, toxic, 
unhealthy, the inner dialogue and replacing it with God honoring, positive, faith filled truth. And it's like, 
I'm ridiculously passionate about it. I want to talk about Jesus first and always. But right there, I want to 
talk about how he changes, if you can let him change your thinking, it will change your life. It's really, I 
mean, a special season, ridiculously special season because my mindset is different. 

Carey Nieuwhof: 

That "I'm not good enough." And it was a pretty moving passage in the book, kind of choked me up. And 
you're right, a lot of that stuff can drive your behavior. And my totally amateur psychology, Craig, is I've 
seen people implode with that and they start really bad addictions and I've also seen people, I call it, 
explode. In other words, well, "I'm just going to work out extra harder, we're going to grow this thing or 
I'm going to be successful" or whatever. How do you think that lie drove you when you look back on 
your life? 

Craig Groeschel: 
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Well, I think I was just trying to prove my worth with production period. And so other people will try to 
prove their worth by being likable or by not being criticized or by being the perfect mom and the best 
appearance or having money in the bank or whatever. And so, that's how it manifested me. And the way 
it works for me is if you're trying to prove your worth by production, you might produce a lot. But if it's 
done out of an unhealthy place, it's kind of like a house of cards, eventually, it's going to tumble. You 
want to make sure that the foundation of whatever you're building is healthy and that starts in your 
mindset. 

Craig Groeschel: 

I mean, your life and leadership is always moving in the direction of your strongest thoughts. And 
whatever organization you lead, it's a reflection of the thoughts that you think period, period. I mean, if I 
feel like you can't trust people or they're always out for themselves, I'm going to have an organization 
where people don't trust each other. If I believe the best about others and believe they can do things 
better than I can, we're going to have an empowering organization. 

Craig Groeschel: 

If I believe things are bad and they're going to get worse, we're going to have a tentative and afraid 
organization. If I believe there're possibilities even in the middle of hard times, we're going to have an 
aggressive innovative organization. So, whatever you lead is a reflection of the thoughts you think. And 
wherever there's that secret inner dialogue, people may not ever hear you say it or think it, they're 
going to feel it. 

Carey Nieuwhof: 
How did your team feel it? How did Life.Church feel it when those negative thoughts, and I realized 
we're all a work in progress and we want to get to the progress. But how do you think, because I looked 
back, I've had a similar journey. There were some things that I hadn't wrestled down as a young leader. 
And I think the people around me pay a price, pay the price. My wife paid a price. The church paid a 
price. My team paid a price. How did you see that sort of leak out around you? 

Craig Groeschel: 

Yes. So I totally did. So, this is one of the words that if they're overused and misunderstood and people 
say we're healthy right now, we are really healthy and healthy right now. What that typically means is 
there's no lawsuit, there's no moral scandal and there's a little bit of money in the bank, that's what it 
means. And that's not healthy. That's just tomorrow hadn't hit yet. 

Craig Groeschel: 

So, what I'll say right now is our organization is ridiculously healthy. And it's not because I say it, it's 
because we test it. We do tons of anonymous interviews where we find out what they think, how they 
feel and they write it. And then we compare them with national averages. And it's not because of me 
but it's almost unparalleled in the result. 

Carey Nieuwhof: 

You were the number one workplace in Glassdoor in 2019 was it, I think? 

Craig Groeschel: 
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It was, yes. Yeah. And by the time this comes out, we are contender again possibly. It wasn't always that 
way. And it's more that way because of other people than because of me, and I want to be real clear 
about that. Because I really have people much better than I am that are creating the culture. And when I 
was more hands on, it was more dysfunctional, really dysfunctional. Because my standards, my drive, 
my work ethic, it can at times be unreasonable. My expectations of people, the I'll demand out of them 
without always having an understanding on my own. 

Craig Groeschel: 

I created more of a toxic, workaholic, fear-based culture that got results but it wasn't always out of a 
healthy place. Once I started empowering better people and sort of changed my own mindset in 
recognizing that you got to give stuff away, you got to empower, you got to have a massive, not just 
tolerance, but love and appreciation for different styles of work and leadership. 

Craig Groeschel: 

For example, I was in the office 4:00 yesterday in the morning. I was in at 6:00 AM today, and I got mad 
at people that roll in at 9:00 or 10:00. But what I forget is I go home, I'll be done at 2:30 or 3:00 and I'm 
done for the day. So I got, yeah, so like I cut corners on the other side. And what I've had to learn is 
there are people, if you hire great people, they don't show up to 10:00 AM, it's probably because they 
worked until 10:00 PM last night, it's a different style. 

Craig Groeschel: 

If you hire great people and don't over manage them like we don't have any vacation limitations, the 
only limitation is you have to take the minimum but there is no maximum. I mean, the time off, you get 
more time off. And then suddenly people start saying, "you're not controlling me, you're valuing me, you 
believe in me." then you get this great culture, but I did not create that on my own because I thought if I 
can't see you working, you're probably not working, that's just not true. 

Craig Groeschel: 

I had to change my mindset to where if we hire great people, let them work when they want to work, 
how they want to work, and just believe they're getting it done. If they're not, well, it will snip it out and 
they won't be here for long if our culture won't tolerate it, but we have to tolerate differences. 

Craig Groeschel: 

And so, my mindset has had to change of valuing different styles of leadership. At the end of the day, 
what I want to do is I want to value people. I want to celebrate people who have similar values, have 
great gifts, and create something I can't create on my own. And that's what leads to a healthy culture. 
It's never me, it's always we. Never me, always we. And the thing is, all of us were too distorted in our 
leadership to create it on our own. And that's why the more I did it, the more dysfunctional it was. 

Craig Groeschel: 

I've got Jerry Hurley who's got exceptional HR gifts, but he's not as detail oriented. I've Sam Roberts 
who's got unbelievable systematic gifts but is not as relational. I've got Bobby Gruenewald who's got 
unbelievable innovative ideas but he may not show up on time because he's somewhere... he's still 
talking in the last meeting. You've got me who's demanding, has a hard work ethic but doesn't always 
stop to slow down and listen to the person sitting across me or whatever. Put it all together, focus on 
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our strengths and coach each other to have understanding of weaknesses and appreciation for beyond 
ourselves and we can create something pretty special. 

Craig Groeschel: 

You've got to have a massive tolerance for things different than your preferences. To have a great 
organization, you have to get over your preferences. There's so many things here that they're not the 
way I would do them. They're not even the way I like them but they're effective and they're healthy 
reflection of other people and you have to have a high tolerance and appreciation for leadership styles 
beyond your comfort. 

Carey Nieuwhof: 

How did you learn that? 

Craig Groeschel: 

Slowly, like slowly and through a lot of pain and, honestly, through anonymous 360 reviews where 
people critique me and burst my bubble about how great I thought I was. So, the bottom line is, I 
probably am more effective in leadership today only because I've been in the game for a while. But I'm 
actually less confident today than ever before. 

Craig Groeschel: 

I feel like I'm not as good as much as I'm around people that are really good. And that's kind of my 
secret, is like they make me better, they make us better, we make us better. And I make them better, 
they make me better. And so, my views are pretty dang firm but my confidence on my own is less. My 
confidence together is more. And so that's what's different. And we've got a special thing here. I mean, 
our top four leaders, we've been together for over two decades, that's just ridiculously special. 

Carey Nieuwhof: 

Pretty special. 

Craig Groeschel: 

Really special. And you can't expect that in year four, your five, your six, your seven than organization, 
you're still building it. And so, it's really hard to have everything humming when you don't have 
everyone hired, right? It's hard to have... when you're building it, you may have the butts in seats but 
not the cash in the bank. Or you may be an older church, you got the cash in the bank but not the butts 
in the seat. Or your team is too young and they don't have the experience or they've all been around 
and now they're not young and no one's helping you stay relevant. 

Craig Groeschel: 

So, it's always evolving. And the key is you don't want to ever be mad at the season you're in or resent 
it. You just want to call it what it is and make it the best for where you are and then lead toward a better 
future. And if you hang in there and if you do that for years and then decades, it can become pretty 
special. Not perfect, but pretty dang special. 

Carey Nieuwhof: 
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There's a whole section in the book on it, a couple of sections on retraining your mind. And I would 
encourage leaders to get it. It's a great book. But you say in the book that you wake up naturally by 
default, unrestrained Craig with some very negative thoughts in the morning. And you've learned to turn 
that around. I didn't know we're coming up on time so I want to be respectful. But if you could just walk 
us through even that turnaround. My negative thoughts seem to start not first thing in the morning but 
as soon as I encounter another human being, then they start. So, I would love for you to tell me how you 
have retrained your mind in that area. 

Craig Groeschel: 

The fact that you acknowledge, that's massive, because so often, we'll have a cognitive bias. We'll have 
unhelpful neural pathways in our minds so that we thought same thoughts so long, we don't know 
what's unhealthy. We think everybody thinks that way and they just don't. So you have to start with 
acknowledging it. And it took me years to realize that. I didn't want to admit it that I just had kind of a 
negative lens. And in my mind, it was more of like, I'm being realistic. And if you can listen to my 
language in this podcast, it's embarrassingly telling, because I've said, "tell the truth and be realistic." 

Craig Groeschel: 

And that that comes down to don't lie about the numbers. And so, I get toward more of what can be a 
destructive skepticism or if managed well can be a healthy skepticism. You have healthy, but if 
unmanaged, it becomes dangerous or destructive. And so, I had to recognized, yeah, I'm bent toward 
negative self-talk, I'm bent toward a fear of things going wrong, and all that kind of stuff. And it plays out 
well when you anticipate you have cash in the bank, because if you're afraid, there's going to be a 
downturn and you anticipate it, then you're prepared for it so that works in your favor. 

Craig Groeschel: 

It also might mean you miss some opportunities because you're afraid to invest because you're afraid 
the future might fall apart and so that's the downside. For me, Carey, it's really amazing. I went from 
being characterized by being negative to, I'd say, not even characterized by positive but I'd say more 
characterized by gratitude. Just so ridiculously grateful. Now, I can't even see straight and I can go 
through the longest list of things I'm grateful for. And so, if someone's listening, they're going to say, 
well, of course, you're grateful, your life is perfect. 

Craig Groeschel: 

I can tell you right now, that there's a lot of things that are indescribably painful and heartbreaking all 
around me but I'm able to cope with them and lead through them because I'm so grateful for what is 
right and what is God honoring. And so, the sad thing is, is it's taken years. If you've thought a certain 
way for years, you're not going to unthink that thought in three weeks' time. If you do, write the book 
and I'll read it and endorse it, please, because the way your brain is wired, you got to retrain it or 
Scripture says renew it. 

Craig Groeschel: 

And just to tell you kind of the how is I got real practical and nail down the, "here's where my thinking is 
wrong." And then I got real, real, real practical and said, "here's what I want to think, here's the thought 
that I want to have." I tied it to Scripture and then I just built some positive confessions tied into God's 
word that I've said over and over and over again. 
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Craig Groeschel: 

And if I told you in the first two years, it almost did no good at all. It felt like people was like it's useless. 
But I kept doing it, kept doing it, kept doing it. It's a little bit like eating well and going to the gym. You 
can do it for six months and you see a little bit of improvement. You don't really see it kick in until like 
three years in, like, well, how'd this happen? 

Craig Groeschel: 

Now, I'm not just a person who eats pretty good and works out, I'm an athlete, it's an identity change. 
And I'm not just a person who works on my mindset. Now, I'm a person who's got a mind being renewed 
by God's truth. It's an identity change. And it's taking a lot of work and God says that it's the most 
valuable thing I've done over the last several years. 

Carey Nieuwhof: 

It's fun if you listen back on some of the episodes, I'm just going back, I remember you talk about 
reciting mantras and trying to retrain your mind. And it's fun to actually be able to say a few years later, 
"wow, I think that's had a lot of fruit." And I love the way the book ends because your wife, Amy, who 
you've been married to for over 30 years, writes this beautiful little afterword, or whatever it's called, 
where she's like, nobody knows Craig the way I do. 

Carey Nieuwhof: 

And she just reflects, because it's always our spouses, it's the people we live with that end with all the 
hard sides of us. And she just said some really kind words and how proud she is of you. And so, I just 
want to acknowledge that. And can you just sort of wrap up by talking about the difference this has 
made at home, Craig? 

Craig Groeschel: 

Yeah. I'd say it has the potential to make generational differences. Because it is... I don't want to get 
emotional. In fact, I probably will. I have three daughters that are married to three great young men 
which is hard to believe I like these guys because I love my daughters so much. And I like these guys, and 
they all three were serving in the church and were hired by the church. And just as a side note, they're 
not hired because they're my son-in-law's. One of them didn't get hired from multiple interviews. And I 
have a son that didn't get hired for a volunteer internship. So that tells you how strict it is, meaning, I 
just want to say you get on, you earn it, and they've earned it. 

Craig Groeschel: 

And the way they're thinking now is honestly different because of the way I'm thinking. The organization 
reflects how you think. Your family will reflect how you think. Your grandkids one day will reflect how 
you think. And I had so many unhealthy ways of thinking and now to see one of my sons going through a 
more difficult time and coming in and watching them fight for a God-honoring mindset and fight and 
talk their way into it is like I want to hug them, high five them and then take them to the ground. 

Craig Groeschel: 

And just it's mind blowing to see my daughters struggling significant ways with massive complications 
and to see them continue to have faith in God and turn something that's a real trial into a story worth 
telling. I don't know that that would have happen in the same way if we hadn't started changing the 
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tone at the top. And whatever you're leading, if you're leading four volunteers in a two-year-old room or 
you're the senior pastor or you're launching a tech business or whatever, is I just want to say, your 
organization, your family, your marriage, it reflects the way you think. And if you don't like what you 
have, change the way you think. It starts there. 

Craig Groeschel: 

And I think that's one of the reasons why I really admire you because when we get on, we often talk just 
obviously with nothing being recorded and you always say afterwards, I wish we recorded that. I'm glad 
we didn't because- 

Carey Nieuwhof: 

I'm glad we didn't either. 

Craig Groeschel: 

So I talked so openly but you're always fighting to see the good, you're always fighting to add value, 
you're always fighting to find something that makes a difference in somebody's life, and that's one of 
the things that makes you great. You probably like the rest of us have a significant, most of us do, one or 
two unhealthy mindsets that would be holding you back. Yeah, all of us do. And it's like a pro athlete. 
Okay, if you're playing T ball and you got 15 kids, there's one coach. When you're in the pros, you got a 
coach for every position, right? You get more coaching. The better you get, the more coaching you want, 
the more you want to work on this. 

Craig Groeschel: 
There will never be a day where I'm not working on my mindset. The more tuned in it gets, the more I'm 
aware of where it's lacking. And so, I've made tons and tons and tons and tons of progress, but I've got 
some areas that is on my list today. God is renewing my mind in the truth today in this area, this area, 
this area, this area. And in the same way, I want my body to be in the best shape I can to do what I do to 
serve Jesus. Long before that, now my mind to be in the best shape it can be to serve Jesus. And it really, 
really matters. The science is there, scripture is there. 

Craig Groeschel: 

And so, I would just encourage our listeners to find one area, you can't fix it all, find one area, whatever 
it is, and then find that declaration or truth and say it again and again and again, and again and again. 
And when you don't believe it, keep saying it, keep saying it, keep saying it until you do believe it. And 
then wake up one day and you go, "wow, I really am different. I do believe something different. I believe 
something better today." And then you wake up and say, oh, my marriage has actually got a little bit 
better or my church is healthier because mindset matters more than you can imagine and your 
leadership and in every area of your life. 

Carey Nieuwhof: 

Craig, it's so helpful. And that was emotional in a good way. And I think it's when the people who are 
closest to you see the difference that you realize that all that discipline, all those mental push-ups, all 
the things that you did are making a difference. For those of you who are watching the book, I've got it 
here. It's called Winning the War in Your Mind: Change Your Thinking, Change Your Life. It's available 
anywhere books are sold. 
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Carey Nieuwhof: 

And if you don't subscribe to Craig's leadership podcast, you need to, it's called the Craig Groeschel 
Leadership Podcast and all the good stuff that you are doing. And I love your preaching too. I got to say, 
Craig, for being out here for 25 years, so much mad respect, I just feel like you're getting more 
vulnerable, more open, more passionate every year in a very wonderful and inspiring way. So thank you 
for being with us today again. 

Craig Groeschel: 

Well, that's a giant compliment. And, again, I just can't compliment you. You're a great inspiration and 
your content helps us lead better. And then you're also a great friend. And I appreciate so much, Carey. 

Carey Nieuwhof: 

Likewise, thank you so much, Craig. I'm just so grateful for that, like really, really powerful conversation, 
Craig. Thanks for showing up for leaders every single day in what you do. If you follow him on social, if 
you listen to his podcast, which I highly recommend, if you watch his sermons, if you read his books, you 
know what a gift Craig is, I know to me in my personal life but also to church leaders everywhere. So, 
Craig, thanks for being with us today. 

Carey Nieuwhof: 

We have show notes for you. You can find them at Careynieuwhof.com/Episode397 including a full 
transcript we provide to you for free. That's thanks to our partners who bring you this podcast. I 
encourage you to check them out. Convoy of Hope is doing great work around the world. And if you 
haven't yet, text COH to 68828. And ProMedia Fire can really help you up your digital strategy game by 
going to promediafire.com/churchgrowth. We have what I'm thinking about segment coming up. 

Carey Nieuwhof: 

And I want to tell you about next week. Next week, we have Christy Nockels. She is a worship leader. 
She has toured around the world. And we talked about the future of live events, burnout on the road, 
the future perhaps where music is going and all of that. Here's an excerpt. 

Christy Nockels: 

It takes thousands and thousands of streams, I forget how many, to equal one $10 sale. So one song 
would have to be streamed, I forget how many times, but it's thousands of times to equal one $10 sale. 

Carey Nieuwhof: 

That's next time on the podcast. Also, if you subscribe as Eric did, we read his review at the beginning, 
you'll get Mark Clark, John Kotter from Harvard Business School, Chick-fil-A's Dee Ann Turner, Michael 
Arrieta, Cal Newport. Who else, John Maxwell, Adam Grant, Simon Sinek just signed on for this year. I'm 
so excited for everything that's ahead. And subscribers, you get it all for free. We're going to try to bring 
you a master class in leadership. 

Carey Nieuwhof: 

Well, now it's time for What I'm Thinking About. And I want to talk to you about some church trends 
that I am following for 2021. Now, I'm going to do for this episode for the next but things are changing 
really, really quickly, and nobody really knows what the future holds but I think we will. I hope we will be 
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emerging into the post pandemic world this year. It won't be the light switch that you hope for like, 
whoo, everything's back to normal. Nope. 2019, that world died and a new one is emerging and we'll get 
a normalized future moving ahead. So what does that look like? 

Carey Nieuwhof: 

Well, number one, I would say for church leaders, and Craig and I talked about this a little bit went in 
this direction, but I think the majority of attenders in the future will no longer be in your room. In other 
words, you're going to have more people watching online, more people in micro gatherings, and that's 
okay. I think it's something to embrace. So if you look back at church attendance patterns over the last 
20 years, you have outliers like Life.Church that have been growing for 25 years, et cetera. But for most 
churches, church attendance has been in decline for decades and COVID probably accelerated that 
decline even further as people opted out. 

Carey Nieuwhof: 

So the average church so far has seen their reopen attendance come in at 36% of previous levels. And 
even if it's going up in 2021, maybe it's 50, 60% of what it used to be. And I think what you have to 
prepare for is a world in which the majority of people that you're reaching are not sitting in front of you 
anymore. And that is okay because I think how we reach people is different. So, the number of people 
participating in the mission who are not in the building on a Sunday will surpass the number of people 
participating in the mission. 

Carey Nieuwhof: 
Now, that means your church is still around, that church is still around, it's just kind of left the building, 
which is exactly how the first century church operated. So, in the post pandemic church, and this is the 
paradigm shift, your most engaged people may not be in the room. And so you have to remember, just 
because they're not in the room, if they're watching online, if they gathering in their home, if they're in a 
micro gathering, they may be deeply engaged, more deeply engaged than the person in the front row, 
you just have to treat them that way. So that's shift number one. 

Carey Nieuwhof: 

Prediction number two, trend number two, growing churches will shift their focus from gathering to 
connecting. So, I think one of the reasons we've been losing the battle over the last 20 years is that 
we're like, "hey, you got to be here at a certain time and you got to sit in this room and sit in these seats 
and be at our locations," et cetera. And there are going to be people who always access church that way 
and it's important. But if you shifted your focus from gathering to connecting, in other words, okay, 
yeah, we want you to gather but you can gather in a home, you can gather in a micro gathering, as 
churches become more location independent churches, like Life.Church, or even our church. 

Carey Nieuwhof: 

We have listeners from all over the world now, participants from all over the world. You've got to just 
connect them with each other. So, gathering people on Sunday morning will be as important as ever, it 
just won't all happen in a building owned by the church. And if you can get your head around that 
andheart around that and your team around that, you're actually going to advance your mission. 

Carey Nieuwhof: 
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Okay. Trend number three, some pastors will try to fill auditoriums while others focus on fulfilling the 
mission. So the first two trends are very disorienting and it's easy to see why they would be 
discouraging. But you can focus on, okay, I'm just going to try to get everybody back in the room so I feel 
good about myself. Or you can say, what can we do? And that's why I love Craig's line that he is going in 
100% on physical attendance and 100% in on digital. And I know some people say, well, Christians can't 
forsake getting together. 

Carey Nieuwhof: 

Yes, but nowhere in Scripture does it say that that gathering has to happen in a building owned by the 
church. Full auditoriums do not guarantee a fulfilled mission. So in the future, leaders who only focus on 
filling a room will miss the biggest opportunity they have to fulfill their mission. 

Carey Nieuwhof: 

Trend number four, we'll leave it here for now and come back to some more next week. Growing 
churches will see the internet and their buildings differently. So the question becomes what do you do 
with your building? Great question. There will always be people who gather. You want to encourage 
people to gather. Physical church attendance is not going away. It's just shifting as we talked about. 
Sometimes the desire to fill the room is about ego and I have been there. It's like I like full rooms as 
much as anyone. But here's the shift. Right now, most pastors are using church online to get people in 
the building, okay? 

Carey Nieuwhof: 
In other words, hey, all of you watching online, get in here, and that's okay, you can encourage them to 
come. But in the future, most pastors will use the building to reach people online. Do you see the pivot? 
In other words, yeah, we're all gathered here, but we know that more people are watching through the 
lens of a camera than are gathered in the building, and we're going to treat them like first class citizens. 
We are going to treat them like they really matter and they're engaging. So in the future, churches that 
equip Christians will eclipse churches that gather them. 

Carey Nieuwhof: 

Now, if you're interested in this, you can head on over to my website. I've got this in written form over 
at CareyNieuwhof.com. It's Eight Disruptive Church Trends that will Rule 2021. You'll find it there. We 
also have a PDF you can download with some application questions you can share with your team if you 
want to walk through with that. And you can head on over to CareyNieuwhof.com. 

Carey Nieuwhof: 

If you go to CareyNieuwhof.com/email, you can also join 80,000 leaders who get a little bit of leadership 
goodness like this every single day. So, that's just part of what we want to do to serve you. Hope you 
found this episode helpful. I know I sure did. And I'm so grateful for you. Thank you so much for 
listening. And I hope our time together today has helped you lead like never before. 

Announcer: 

You've been listening to The Carey Nieuwhof Leadership Podcast. Join us next time for more insights on 
leadership, change and personal growth to help you lead like never before. 
 


