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Church Loan Readiness
Board Toolkit
A practical preparation resource for pastors, treasurers, finance committees, trustees, and church 
boards

What this toolkit does
Helps church leaders evaluate whether a 
proposed financing plan is responsibly timed, 
financially supportable, adequately documented, 
clearly defined, and aligned with church 
leadership — before an application begins.

Based on

Griffin's Eight-Signal Church Loan 
Readiness Framework
Developed from church-finance experience since 
1999

Griffin Church Loans  |  church-loan.com  |  800-710-6762  |  info@churchloans.net  |  July 2026



  CONTENTS

1 Purpose and How to Use This Toolkit

2 The Eight Church Loan Readiness Signals

3 Board Readiness Review

4 Initial Document Checklist

5 Financial Readiness and Governance

6 Project and Construction Sequencing Guide

7 Board Meeting Agenda and Decision Record

8 Action Register and Lender Questions

9 Closing Guidance and Next Steps

1
Purpose and How to Use This Toolkit
Use it before applying, during an early lender conversation, or while preparing for a board 
decision.

Church financing should begin with clarity — not urgency.
This toolkit helps church leaders evaluate whether a proposed financing plan is responsibly timed, 
financially supportable, adequately documented, clearly defined, and aligned with church leadership.

1
Review
Discuss each readiness 
signal with the 
appropriate leaders.

2
Document
Identify the records, 
approvals, and project 
details already available.

3
Assign
Name an owner and 
deadline for each 
unresolved item.

4
Decide
Proceed, prepare further, 
reduce scope, or wait.

IMPORTANT NOTICE

This toolkit is an educational board-discussion resource. It is not a loan application, credit analysis, 
underwriting decision, qualification result, approval predictor, commitment to lend, or guarantee of 
financing. Every church and financing request must be evaluated individually.

Use this toolkit to:
• Clarify the purpose and scope of the proposed financing
• Identify documentation and governance gaps
• Evaluate affordability and repayment resilience
• Prepare for an initial financing conversation
• Create a practical action register for the board and staff
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2 The Eight Church Loan Readiness Signals
A board-level framework for responsible preparation.

Readiness Signal What the Board Should Confirm

1. Financial Records Financial statements, budgets, giving records, bank statements, and related 
documentation are current, accurate, and organized.

2. Giving Trends Giving patterns are understandable, reasonably stable, and evaluated over an 
appropriate period.

3. Repayment Capacity Projected debt service can be supported conservatively without placing undue 
pressure on ministry operations.

4. Reserves Available reserves are documented, and restricted funds are clearly 
distinguished from unrestricted funds.

5. Existing Debt Current loans, leases, liens, balloon payments, and other obligations are fully 
understood.

6. Board Alignment The pastor, board, trustees, finance committee, and required decision-makers 
understand the proposal and approval process.

7. Project Definition The purpose, scope, estimated cost, property details, construction plans, or 
acquisition terms are sufficiently defined.

8. Timeline The church has a realistic schedule for approvals, documentation, lender 
review, construction, property closing, and other dependencies.

HOW THE SIGNALS WORK TOGETHER

No single signal determines whether a church should borrow. Readiness is the alignment of all eight. 
A church may be financially strong but not project-ready, or have a well-defined project without the 
documentation to support a lender review. The value of this framework is in identifying which specific 
areas need attention — while there is still time to address them.
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3 Board Readiness Review
Select the status that best reflects the church's current position.

Signal Clear and 
Documented

Needs 
Further 
Review

Not Yet Clear Notes / Evidence

Financial Records ☐ ☐ ☐

Giving Trends ☐ ☐ ☐

Repayment Capacity ☐ ☐ ☐

Reserves ☐ ☐ ☐

Existing Debt ☐ ☐ ☐

Board Alignment ☐ ☐ ☐

Project Definition ☐ ☐ ☐

Timeline ☐ ☐ ☐

BOARD INTERPRETATION

This review does not produce an approval score. Use it to identify what is clear, what requires 
documentation or board discussion, which assumptions need verification, and whether the next step 
is to proceed, prepare further, reduce scope, or wait.

Key questions after the review
• Which signals are supported by current documentation?
• Which issues could delay a financing or project decision?
• Which items require legal, accounting, construction, or denominational input?
• Who owns each unresolved item, and by what date?
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4 Initial Document Checklist
Actual requirements vary by church, project, lender, and transaction.

This is what Griffin typically requests to begin. Additional documentation may be requested as the review 
progresses.

Financial Documentation

   ☐ A one-page Griffin application

   ☐ Last three years of income-and-expense 
statements and balance sheets

   ☐ Current year-to-date financial statements

Organizational and Governance Documents

   ☐ Articles of incorporation

   ☐ Bylaws

   ☐ Board minutes relevant to the project

   ☐ Borrowing authorization requirements

Project or Property Documents

   ☐ Written project description

   ☐ Purchase agreement, if applicable

   ☐ Construction or renovation budget

   ☐ Contractor estimates or bids

   ☐ Architectural plans, if available

   ☐ Property appraisal, if available

   ☐ Environmental or inspection reports, if relevant

   ☐ Zoning or land-use information

   ☐ Construction schedule

   ☐ Sources-and-uses summary

   ☐ Fundraising or capital-campaign information
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5 Financial Readiness and Governance
Questions that should be understood before a formal application or commitment.

WHO COMPLETES EACH COLUMN

The financial-readiness questions are typically answered by the treasurer or finance committee using 
current financial data. The governance review is typically confirmed by the board chair or clerk 
against the church's governing documents. Both should be completed before the board makes a 
financing decision.

Financial-Readiness Questions

1.  What is the purpose of the proposed financing?
2.  What is the estimated total project or transaction 
cost?
3.  How much cash will the church contribute?
4.  What reserves must remain available after closing?
5.  Are any reserves legally, donor, or board 
restricted?
6.  What are the church's current monthly debt 
obligations?
7.  Are any balloon payments or maturity dates 
approaching?
8.  How stable have giving and operating income 
been?
9.  Can the church support the expected payment 
under conservative assumptions?
10.  What happens if giving declines or project costs 
increase?
11.  Has the board considered a smaller or phased 
project?
12.  What ministry priorities could be affected by the 
new obligation?

Governance and Authorization Review

   ☐ The board understands the purpose of the 
financing.

   ☐ The board has reviewed the expected project cost.

   ☐ Required approval thresholds are known.

   ☐ Required voting procedures are known.

   ☐ Trustee or denominational approvals are 
understood.

   ☐ Authorized signers have been identified.

   ☐ Potential conflicts of interest have been disclosed.

   ☐ Board minutes will document the decision.

   ☐ Key financial assumptions have been reviewed.

   ☐ Leadership understands the proposed timeline.

CONSERVATIVE AFFORDABILITY TEST

The board should evaluate whether the proposed payment can be supported without relying on 
optimistic growth assumptions, unusually high giving periods, or depletion of reserves needed for 
normal ministry operations.

Understanding personal guarantee requirements
Personal guarantee requirements vary by lender, loan structure, collateral, and transaction. Some 
general commercial lenders may require personal guarantees from pastors, trustees, or board members 
as a condition of financing. Others evaluate the church as an organization.

Griffin Church Loans almost never requires a personal guarantee in church-loan transactions, focusing 
instead on the organizational strength of the church — giving history, financial position, governance, and 
repayment capacity.

Boards should confirm each prospective lender's position on personal guarantees early in the 
conversation, before significant time is invested in an application.
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6 Project and Construction Sequencing Guide
For construction, renovation, expansion, or property acquisition.

Stage Key Question Owner Target Date

Ministry need defined What ministry need or operational problem is the 
project solving?

Preliminary scope Is the project sufficiently defined for meaningful cost 
review?

Cost estimate Are current estimates realistic and supported?

Board alignment Has leadership agreed on the scope, budget, and 
priorities?

Property review Are title, zoning, access, site, and use issues 
understood?

Design and bids Are plans and contractor estimates available or 
scheduled?

Funding plan What comes from cash, fundraising, and financing?

Lender discussion Is enough information available for an initial review?

Formal approval Have required internal and external approvals been 
completed?

Closing preparation Are documents, insurance, and conditions ready?

Construction start Does the schedule allow for lender and closing 
requirements?

PLANNING WARNING

Do not assume an estimated budget is final, approvals can be completed immediately, incomplete 
documents will support full lender review, property issues will resolve automatically, the maximum 
possible loan is the appropriate loan, or an expected closing date is guaranteed.
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7 Board Meeting Agenda and Decision Record
Use this section to structure a documented readiness discussion.

Meeting date Meeting chair Recorder

Discussion Agenda

   ☐ Purpose of the proposed financing

   ☐ Ministry need and strategic rationale

   ☐ Project scope or property details

   ☐ Estimated cost and funding sources

   ☐ Current financial position

   ☐ Giving trends and cash-flow stability

   ☐ Existing debt and future obligations

   ☐ Reserve requirements

Decision Agenda

   ☐ Debt-service affordability

   ☐ Eight-Signal readiness review

   ☐ Documentation gaps

   ☐ Governance and authorization requirements

   ☐ Project and financing timeline

   ☐ Risks and contingency planning

   ☐ Decision on next step

   ☐ Assigned owners and deadlines

Current board direction

   ☐ Proceed to an initial financing conversation    ☐ Resolve governance or authorization issues

   ☐ Continue preparation before contacting a lender    ☐ Review existing debt or refinancing options

   ☐ Obtain additional financial or project information    ☐ Delay the project

   ☐ Reduce or phase the project scope    ☐ Other: _________________________________

Reasons for the decision

Conditions that must be met before proceeding
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8 Action Register and Lender Questions
Turn unresolved readiness issues into assigned, documented next steps.

Action Required Owner Deadline Evidence Needed Status

Questions to ask a church lender
These questions apply to any lender a church is considering — including Griffin. A lender who welcomes 
them is a lender worth working with.

Documentation and Terms

1.  What documentation should we prepare first?
2.  What rate structure is being proposed?
3.  Is the rate fixed, adjustable, or subject to reset?
4.  Is there a balloon payment?
5.  What fees or third-party costs should the church 
expect?

Requirements, Timeline, and Experience

6.  Are personal guarantees required?
7.  What collateral or property documentation will be 
required?
8.  What approval and closing timeline is realistic?
9.  How are construction draws managed?
10.  What experience does the lender have with 
churches?
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9 Closing Guidance and Next Steps
Readiness exists to support responsible decisions — not to create pressure to borrow.

A church does not need every detail resolved before beginning an initial financing 
conversation.
However, church leaders should understand the purpose of the financing, the church's financial position, 
the likely repayment obligation, the current debt structure, the availability of reserves, the board's 
approval process, the project scope, and the expected timeline.

CORE PRINCIPLE

The purpose of readiness is not to produce a score or pressure the church to borrow. It is to help the 
church make a responsible, informed, and properly timed decision.

Discuss your church's readiness
A preliminary conversation can help church leaders understand what information may be needed, which 
readiness gaps should be addressed, whether the project requires further definition, and whether the 
appropriate next step is to proceed, prepare further, reduce scope, or wait.

Review the full readiness brief
church-loan.com/2026-mid-year-church-loan-
readiness-brief

Speak with a church-finance specialist

800-710-6762
info@churchloans.net

About Griffin Church Loans
Griffin Church Loans has focused exclusively on church finance since 1999. Griffin supports churches 
considering property purchases, refinancing, renovations, expansions, and construction projects 
across the United States.

More than 2,000 church loans closed  •  Over $2 billion in church financing  •  Nationwide  •  
Personal guarantees not required in almost all transactions

Educational Disclaimer
This toolkit is provided for general educational and planning purposes. It does not constitute financial, legal, tax, 
accounting, underwriting, or lending advice. Completion of this toolkit does not determine eligibility, qualification, 
loan terms, approval, or financing availability. Loan decisions depend on a complete review of the church, the 
requested financing, available documentation, collateral, repayment capacity, and other relevant factors. Church 
leaders should consult appropriate legal, accounting, tax, construction, and financial professionals regarding their 
specific circumstances.

GRIFFIN CHURCH LOANS  |  Serving churches nationwide since 1999  |  church-loan.com  |  800-710-6762
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