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    To my family, my favorite team. RTH


  




  

    Foreword




    It was at a leadership conference that Warren and Ryan approached me and asked if I would write this foreword to Teams That Thrive: Five Disciplines of Collaborative Church Leadership. I was flattered when they said, “Dave, your heart and ministry match this book. You not only talk about how to grow teams, you live and model how to develop healthy leadership teams.” I was grateful for the compliment, but I also knew the whole truth—I had not always been a part of a thriving leadership team.




    When we started Community Christian Church in Naperville, Illinois, we were one of the first in a wave of new churches that started with a leadership team. Until then most new churches were bravely started by a single individual or a couple forging out on their own to do the best they could. My wife, Sue, and I had no interest in doing it on our own. Sue went to work to provide some income and I recruited my brother Jon to partner with me. We started our new church with five full-time staff, ages twenty-one to twenty-five.




    This team was composed of people that I grew up with, roomed with in college and loved deeply, but it was not a thriving team. I loved the idea of a strong leadership team, but I didn’t know how to make it happen. And within twenty-four months of this team starting a new church the only person remaining on that team was my brother! Not only were we not thriving, we were not surviving.




    As I look back on those early years, what I needed most was a resource that could help me and my friends thrive as a leadership team. We desperately needed:




    

      	A tool that would help us assess our strengths and weaknesses and then build on those strengths and compensate for the weaknesses.




      	Good examples that we could point to that would help us learn the disciplines of thriving teams.




      	A strategy for how we could move forward into the future, not just as a group of friends, but also as a thriving team advancing the mission of Jesus.


    




    What you are holding in your hand is what my team needed most, and that is why I’m so excited that you are reading Teams That Thrive: Five Disciplines of Collaborative Church Leadership by Ryan Hartwig and Warren Bird. Ryan is a scholar and a practitioner. Warren is a brilliant researcher and a gifted writer. In Teams That Thrive they offer us a rare combination of great research and best practices for leadership teams.




    It has now been more than two decades since we started Community Christian Church. Since that time I have had the privilege to work with some amazing leadership teams and consequently to teach and write on this topic. But as I combed through the pages of this book, two thoughts came to mind: “I wish I would have known that twenty years ago” and “Oh, this is really good—this could help my current leadership team thrive!”




    So, if you find yourself leading a team or on a leadership team that is passionate about the mission of Jesus and wants to thrive, then devour and discuss the content of Teams That Thrive. This is a book that could have saved me twenty years of hard-learned lessons and that will help your leadership team thrive today!




    




    Dave Ferguson


    Lead pastor, Community Christian Church, and visionary for NewThing



  




  

    Preface




    If you want to go fast, go alone. If you want to go far, go together.




    African Proverb




    When people work together to finish a job, such as building a house, will the job (a) probably get done faster, (b) take longer to finish, or (c) not get done? That simple quiz comes from Richard Hackman, acclaimed Harvard researcher, voiced in the opening pages of his book Leading Teams.1 The expected correct answer is (a), which is no surprise. The author explains that this question came from a standardized fourth-grade test in Ohio. “It illustrates how early we’re told that teamwork is good,” he says.2




    Yes, teams do have tremendous potential to create something extra­or­dinary. For that reason, teams are found in every area of life today, including multiple varieties within our churches. Perhaps you’ve heard and used slogans like these as far back as your earliest school days:




    

      	Teamwork makes the dream work.




      	T.E.A.M. = Together Everyone Achieves More!




      	
We is better than me.




      	There is no I in the word team.


    




    Unfortunately, reality often doesn’t live up to those oft-heard slogans. Maybe you’ve created or even led teams that simply didn’t work, despite all the hoopla about what a well-working team can do.




    If so, you’re not alone. Enough people have been disillusioned by teams that a number of clever sarcasms have also arisen:




    

      	A committee is a group that keeps minutes and wastes hours.




      	A camel is a horse designed by a group.




      	If you had to identify in one word the reason why the human race has not achieved and never will achieve its full potential, that word would be meetings.




      	The major difference between meetings and funerals is that most funerals have a definite purpose. Also, nothing is ever really buried in a meeting.3



    




    

      

        Teams are found in every area of life today, including multiple varieties within our churches.


      


    




    In fact, the term teamwork frequently conjures up images of wandering discussions, unresolved friction, wasted time, pooled ignorance, ineffective decision-making practices and frustrated group members, in spite of good intentions regarding the potential of working together. Harvard researcher Hackman says, “Research consistently shows that teams underperform, despite all the extra resources they have.”4




    We’ve seen the same sad reality in too many churches. These days it seems that everyone is trying to do ministry through teams, but despite all the resources available on teamwork, many people simply don’t know how to improve their teams. Worse, many teams seriously underperform but the team’s leaders think the results are just fine, not realizing that their team has huge untapped potential.5




    With frustrating team experiences being all too common, many people have accepted, perhaps without realizing it, a low-bar status quo. Or they’ve gone further and grown disillusioned with teams. Despite the possible advantages of teams over individual performance, many have concluded that teams are simply not worth the hassle.




    Thriving Teams at Your Church?




    It doesn’t have to be that way. Instead, teams can thrive. Teams can outperform the individual—by far. Teams can accomplish the seemingly impossible. And team life can be quite fulfilling: team members can operate out of humility, develop strong friendships, enjoy their teamwork and interaction, and never want to leave the organization or team.




    

      

        With coaching, your team can likely accomplish significant goals you never imagined possible!


      


    




    We’ve seen great teams in action in churches like yours. The truth is, many church teams are thriving. We surveyed them, watched them and talked with church staff, volunteers and elders that rely on them for direction and guidance. These teams are truly leading their churches collaboratively. And so can your team. Your team can grow to be extraor­dinary. Yes, with coaching, your team can likely accomplish significant goals you never imagined possible!




    

      

        Teams that thrive (1) believe that collaborative leadership is practically and biblically the right way to lead, and (2) discipline themselves to practice the fundamentals—day in and day out—that make a great team.


      


    




    We wrote this book to help the teams at your church thrive, especially the senior leadership team. From all our research, we’re convinced that the best teams are distinguished in two ways. First, teams that thrive believe that collaborative leadership is practically and biblically the right way to lead. Despite the challenges that teams naturally face (go to any playground to see the inherent challenges of doing anything productive together), these teams are committed to making collaboration work at the executive leadership level. Second, teams that thrive discipline themselves to practice the fundamentals—day in and day out—that make a great team. Teamwork can be hard, for sure, but great teams work hard to become great at it. Because they know it’s worthwhile to lead collaboratively, they do what it takes to become extraordinary.




    That’s our dream for you. We hope you’ll grow convinced that collaborative leadership is practically beneficial and biblically viable (at minimum), if not biblically mandated. We also hope that you’ll learn and commit to the disciplines that if practiced over and over turn teams, even ones that are barely surviving, into teams that thrive.




    Take heart: no matter your position on your team, you can make some simple changes to your team’s disciplines that will ripple across your congregation and beyond. If you rate your church’s leadership team as anything less than exemplary, we’ll show you how you can transform your team’s potential into a high-performance, thriving, healthy team.




    This Book Is for You




    This book is for leaders across a wide range of churches, both large and small, growing and non-growing, well-established and new.




    Struggling teams and thriving teams. Maybe you picked up this book because you could use some help with your team. To lend you a hand, we not only suggest what you might do—no matter your position on the team, whether you are the formal leader or not—to help your team thrive, but also how you can actually do it. In the Teams That Thrive framework, we cut through the clutter of ideas and give you research-supported advice on which you can focus your time and efforts. Plus, we offer you a set of tools you can use to facilitate your team’s growth.




    Or maybe you’re part of a pretty solid team and want to be sure your team stays that way. If you are looking for a resource to help your team maintain its health, we hope to help you better understand why your team is winning—so that you can go to even greater levels of effectiveness. Plus, as Andy Stanley, pastor of North Point Church in greater Atlanta, said, “If you don’t know why it’s working, when it’s working, you won’t know how to fix it when it breaks.”6 Knowing what your team is doing that is successful enables you to self-correct when performance slips and to translate the success of your team to other teams in your church and in your ecclesial tribe.




    Team leaders and team members. If you head a senior leadership team, perhaps as a lead pastor or executive pastor, you’ll find advice to help you focus on what matters most to your team’s health and effectiveness. We will show you how to truly share leadership with others to everyone’s benefit.




    But this book isn’t just for designated team leaders. It’s for everyday team members who want to help take their teams to the next level of health and productivity—with or without the explicit support of the formal team leaders. If that’s you, you’ll find straightforward tips you can apply right away to increase your influence on the team and steer your team to greater performance. Remember, everyone can lead! We’re glad you take your leadership seriously.




    Skeptics and enthusiasts. Not everyone is as convinced about the possibilities of teams as we are—fair enough. If you’re not fully convinced that shared leadership is biblically viable or practically preferable, we hope you’ve come with an open mind (the fact that you have this book in your hand suggests that you have). Be sure to notice how we differentiate between work groups and true teams—and you might realize that your issue is not with teams in general, but with groups that never develop the discipline to become high-functioning teams. Regardless, unless you’re willing to develop a true sense of team, this book’s practices will backfire and perhaps even harm your team. On the other hand, if you’re part of the “I love teams” choir, we look forward to preaching to you. You’ll find research-grounded, time-tested tips and techniques to turn your teamwork beliefs into reality.




    Church planters and revitalizers. If you’re a church planter assessing different options for leadership as you launch a new congregation, we seek to help you think through what team leadership requires and offer you a plan for setting your team up for success.




    At the same time, this book is for pastors seeking to reenergize the church. Indeed, leadership teams offer more resources—ideas, inputs, time, energy, mental and physical bandwidth—than individuals acting alone to lead large-scale congregational and organizational change.




    Church boards and staff observers. If you’re a church elder or board member, we believe you’ll find insight in these pages to help your eldership or board function at its highest potential. We investigated leadership teams comprising primarily church staff, but the principles we gleaned are aptly applied to other teams and working groups that serve in organizational leadership. In addition, we hope you’ll use this book to encourage the members of your church’s pastoral leadership team to succeed as a team and therefore increase the leadership capacity of your church.




    Likewise, if you’re on staff at a church or another ministry organization but not part of the leadership team per se, this book has many applications for you. We believe the findings of our study, as well as the tools we explain that can be used to grow teams, will be relevant and useful for your team, whether it is a worship team, a council that oversees a church’s small group leadership or another group of folks working together.




    Consultants, professors and trainers. If you work as a consultant or coach to help other teams be successful, or as a professor to train pastors who will one day serve on a church leadership team, we hope to offer you research-based insights and a model for performance that will aid your coaching, consulting or teaching.




    How the Book Unfolds




    Part 1 frames the book by showing many of the widespread myths about church teams and by explaining the importance and impact of leadership teams on the churches they lead.




    Part 2 answers the question: Why do leadership teams make sense? We realize you may not yet fully buy in to the idea of team leadership, so we offer biblical foundations and models for teams, and we explain the practical benefits of leadership teams.




    Part 3 discusses typical problems that plague leadership teams, introduces the five disciplines of teams that thrive and explains our research foundation.




    Part 4 describes how to develop a great team in your church. We cover how great teams collaborate to develop their purpose, select a complementary team of players and execute important team processes. We offer very practical advice, all framed around what we call the “Disciplines of Teams That Thrive.”




    Part 5 helps you determine specifically what to do next. We also describe detours and potholes to avoid and improvements you can begin to make today, whatever your current leadership team situation.




    Throughout the book we provide tables and figures with examples from numerous thriving leadership teams, quick diagnostics, questions for individual reflection and group discussion, over two dozen “two-minute tips” and insights by expert commentators (one at the end of most chapters). We encourage you to use this book as a thought-provoker, conversation-starter and guide for taking your team to the next level of health and effectiveness.




    What This Book Is Not




    You will look in vain for the section in this book that shouts tired slogans about teams, such as “Teamwork makes the dream work.” Yes, teams are great. But we hope to move beyond those clichés to offer solid advice that helps teams actually work together and reap the benefits that come with it.




    This also isn’t a book of techniques about “getting along” as a team. It’s not specifically about how to improve your team relationships. It’s not about Kumbaya-style camaraderie. To be fair, it’s not even about building a cohesive team. It’s about building a high-performance team that will most likely also prove to be quite cohesive.




    This is not a book of team-building exercises either. There are no trust falls, weeping willows, toilet paper tear-offs or high-ropes-course challenges here, nor are there calls for teams to do them. As we’ll explain later, these efforts rarely translate into effective teamwork, so we instead want to simply help you do your team’s important work better together.




    This is not a book about the church being business-minded or about blindly adopting business principles from the corporate world to use in the church. Rather, we start from the ground-up, studying church leadership teams and identifying patterns in the data that suggest differences in what top teams and underperforming teams do.




    Finally, this is not a book that places all the credit for a team’s successes or blame for their failures at the team leader’s feet. Yes, what the person at the top of the organizational chart does certainly matters, but that individual doesn’t get to decide everything about a team’s fate. No, every member of a team contributes to a team’s wins and losses, whether directly or indirectly. Thus we address this book toward every member of a leadership team. As you read this book, we hope you’ll focus on what you can do to improve your team more than what someone else can do to improve your team. And if you do think of what other people should do, buy them a copy of the book. Chances are we’ll target their issue on some page!




    For the record, chapter nine specifically addresses designated leaders of teams. All other chapters are written to general team members. And the principles and insights, though focused on senior leadership teams, are applicable to every type of team at your church, from your worship team to your student ministries leadership team to the group that coaches your small group leaders.




    Teams That Thrive is about teams doing the most substantial leadership work for any church—that of making key strategic decisions—together as a team, and thereby shaping the direction and success of the church.




    Our Unique Perspective




    We believe the perspective we’ve taken in this book is unique. We’ve weaved together church-based research on leadership teams, relevant marketplace research, practical examples based on visits we’ve made to numerous churches and a Christ-focused biblical foundation.




    Teams That Thrive draws from several primary sources: our foundation in the Bible’s teachings, our recent two-year study described below, our visits with dozens of growing churches across North America, our in-depth knowledge of the best practices of teams in ministry contexts and of senior leadership teams in corporate organizations, and our own involvement in various leadership roles in our own churches.




    Strong foundation in Scripture. The role of Scripture is so important that we devote a whole chapter to our own summary of biblical foundations for team leadership. Many other excellent books explore Bible-based patterns of team leadership. These range from widely read books of yesteryear like The Training of the Twelve by A. B. Bruce and The Master Plan of Evangelism by Robert E. Coleman to a wave of more contemporary titles such as George Barna’s The Power of Team Leadership or Kenneth Gangel’s Team Leadership in Christian Ministry.7




    Our research. Our major research project ran from 2012 to 2013, during which Leadership Network helped us collect questionnaire data from 1,026 senior leadership team members at 253 churches. In addition, we visited many leadership teams and conducted dozens of interviews with members of church senior leadership teams. In chapter six we explain more detail about our research.




    Our backgrounds as academics, researchers and observers. This book has been written by a team. As a professor and researcher, Ryan observes, studies and teaches about teams in various contexts, including senior leadership teams in corporate and nonprofit contexts, as well as teams of all types in ministry contexts. In fact, his doctoral work in group and organizational communication included an in-depth study of a church’s senior leadership team for nearly two years. With expertise in teams, Ryan brings a rich theoretical base and knowledge of research on senior leadership teams.




    Warren has been part of a senior leadership team in four different churches (of varying size) for almost twenty years. In his work overseeing the research department at Leadership Network, he has sat in on numerous senior church team meetings and addressed the issue in hundreds of formal interviews. As an internationally acclaimed researcher on church leadership practices and trends, Warren brings a rich understanding of church dynamics and influences on the modern church.




    In addition, we drew on the expertise of Chong Ho Yu, professor of psychology at Azusa Pacific University, for statistical data analysis, as well as Sid Buzzell for theological support. Buzzell is professor of Bible exposition and dean of the School of Theology at Colorado Christian University. We also asked a number of people to give feedback on the research design as well as the material that is in this book. These ranged from students in Ryan’s communication classes at Azusa Pacific University to our friends serving on senior leadership teams in various churches. In addition, our own personal church experiences watching or participating in senior leadership teams informed our writing.




    In short, we want this book to be a resource you can trust—because of its sound theological grounding, its use of expert statistical analysis, its in-depth knowledge of church leadership movements and practices, its grounding in the science of team and group communication, and its practical, relevant context. We believe this “team” of contributors makes this book a rich and unique resource.




    What We Pray This Book Will Do for You




    Most of us like the idea of teams as the best way to get a job done—with advantages for both creativity and productivity—but research says that too many of us are bad at teamwork. “Most of the time . . . team members don’t even agree on what the team is supposed to be doing,” according to Hackman, the Harvard researcher quoted earlier. He concludes that “the odds are slim that a team will do a good job” without help.8




    Help is here.




    Our prayer is that God would mightily use Teams That Thrive: Five Disciplines of Collaborative Church Leadership to assist leadership teams in churches of every size to develop the disciplines necessary to grow more focused, effective, healthy and fruitful.


  




  

    Part One




    Why Read a Book About Leadership Teams?
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    Myths We Believe




    How Many of These Do You Think Are True?




    The chief object of education is not to learn things; nay, the chief object of education is to unlearn things.




    G. K. Chesterton, All Things Considered




    As we’ve studied, researched and observed senior leadership teams in churches, we’ve had many “aha!” moments where things we thought we knew about teams turned out to be just the opposite of reality for thriving teams. As we’ve listened to others, many have voiced similar harmful stereotypes. Here are some of the myths we hear most:




    

      Myth: Great teams are primarily advisers to the top person, who makes the decisions.




      Reality: The best teams make decisions as a group.




      Myth: Meetings are places not to make decisions but to work through decisions already made.




      Reality: The best teams both make decisions and “own” the implementation.




      Myth: Teams first build trust, and then they learn to work together.




      Reality: Trust is built in the trenches as the team works together, especially on major initiatives and tough, controversial decisions.




      Myth: Senior teams are created by drawing a circle around the top positions on your organizational chart.




      Reality: The best leadership teams draw from a diversity of roles and positions.




      Myth: Bigger teams are better, drawing from eight to twelve people.




      Reality: The optimal size is four to five in most cases, and sometimes three.




      Myth: Shorter meetings are better than longer meetings.




      Reality: Long meetings can be highly productive, if they are carefully structured to accomplish clear objectives and fully engage everyone’s strengths.




      Myth: Team leaders can’t really be accountable to their group if they’re the lead pastor.




      Reality: The best teams have an amazing level of mutual accountability and genuine camaraderie.




      Myth: The senior pastor or person who’s been there longest is the best team leader.




      Reality: The best teams rotate aspects of providing leadership to the team.




      Myth: Most team improvement is haphazard, largely based on each member’s growth outside of team meetings.




      Reality: The best teams continually work together on improvement as a team.


    




    The last myth helps explain why we wrote the book. We’ve given you tools for your team not just to improve, but to thrive. Please read on!
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    Your Vantage Point




    How Is Your Church Being Led Right Now?




    Why collaboration now? Not only because we don’t really have a choice—but it’s the best choice we’ve got.




    Michael Schrage1




    Thriving churches are led by thriving leaders. Not one leader but many leaders. And not just by a group but by a team—there’s a big difference between the two.2




    If it’s true that everything rises and falls on leadership, then it’s worth examining who—beyond title—is actually leading your church. Who influences others on the team and throughout the staff? Who is being followed? Who establishes vision and direction? Who develops other leaders? Who truly shoulders the main decision-making responsibility?




    Every church has some form of senior leadership at its helm. If it’s a group rather than an individual, who is in that group, and why? What exactly are they trying to do, and how could they become more effective at it?




    This book tackles these questions head-on, ultimately helping you develop a senior leadership team that thrives as it truly and effectively leads your church.




    But first, this chapter provides the context for that discussion. In it, we will




    

      	describe various types of leadership formations




      	unpack the importance of a church’s senior leadership group




      	help you identify who is, or might be, on your senior leadership team




      	identify how to maximize your own role in terms of how you’ll be reading and applying this book


    




    Who’s Leading Your Church?




    Every Tuesday at 10 a.m. the staff and select volunteer leaders gathered in the pastor’s office. After he arrived, usually late and without apology, he asked for personal prayer requests, had someone pray and then asked each person “what do you have?” Sometimes it was information that everyone should know, sometimes it was a problem to be solved, and sometimes it was a statement that the person needed to talk about a situation privately with the pastor.




    On paper, this group seemed like a caring, involved team. In reality, everyone knew that their information mattered but not their opinion, that the pastor would make all the decisions himself, and that the only people who truly had his ear and could challenge his choices were his administrative assistant and the assistant pastor. All others who disagreed with him were put down verbally or described behind their backs as disloyal. Though the team led the church on paper, in reality the lead pastor held tightly to his role as singular leader.




    The more you can clearly identify who provides actual leadership at your church, the better you can explore what it’s truly accomplishing—including questions like whether the group is the best size, uses the best meeting strategies or involves the best people for what you actually need.




    Identifying your actual leadership “team” might not be as simple as you think. Too often the officially named group is not the actual leadership team. Sometimes no group exists on paper, but one does in reality. On rare occasions, the leadership “group” is largely just one person.




    Which of the following terms most closely describes how your church is led? You might pick more than one option:




    

      	
Organic/informal. Your leadership team is informal, perhaps not even identified as a team. A large number of people have access to the pastor, and all of them feel they are organically influencing the big picture at some level.




      	
Fluid. The leadership team seems to change month-to-month, and sometimes even day-to-day. If people are needed for their expertise or relevance, they’re pulled into the decision-making circle. As new issues or circumstances arise, the makeup of the circle changes. Some would go so far as to say there is no fixed leadership “team” beyond the lead pastor.




      	
Inner circle. A designated group is supposed to work with the pastor to lead, but in reality the pastor has a “kitchen cabinet” of just a few people who actually make most leadership decisions.




      	
Family based. If two or more family members are heavily involved in the church’s top-tier leadership, a large number of leadership decisions occur at family gatherings, often over meals or in the pastor’s home.




      	
Better-halved. Whatever the designated leadership structure, the real person in power is the pastor’s spouse. Regardless of how thoroughly a decision is prepared and processed, if it doesn’t pass muster over pillow talk at home, the next day it gets voided, reversed or modified.




      	
Pastor’s staff. The team is formed by simply drawing a circle around the top one or two tiers of the hierarchical organizational chart.




      	
Senior pastor–executive pastor partnership. The top dogs run the show, connecting with each other regularly but often not inviting significant input from anyone else. Even if they do ask someone’s opinion, everyone around knows who the real power brokers are.




      	
Ceremonial. You have the right people with the right titles meeting regularly with a full agenda and making constant decisions—but never about truly big-picture issues. This team is great at perpetuating the status quo, but no one has permission to raise tough or controversial questions. You’re called the “leadership team,” but you’re limited to keeping the train on the tracks rather than charting new territory.




      	
Cheerleading only. Your team focuses only on the good news of what’s going well. You thank God for your blessings and affirm the servants God used. Any feedback that seems negative, even if constructively intended, is unwelcome. Any challenge to the status quo is out of place.




      	
Advisory only. Your team discusses true top-level leadership issues but only in an advisory capacity to the pastor. The group rarely makes the actual decision; instead, the pastor alone weighs the input and makes the final call.




      	
First responders. Your team is mostly responsible to carry out the pastor’s plans. You gather to hear the latest idea, which often requires a drop-everything approach to make things happen on short notice. The team contains senior-level people, but they are more implementers than co-dreamers or co-deciders.




      	
Fire department. You meet primarily when someone or something is on fire. When crisis hits, you feverishly meet and extinguish the issue, only to quickly resort back to the status quo of day-to-day individual functioning, to the neglect of strategic envisioning.




      	
Leader’s support group. You use the word team without truly functioning as one. You look like a team from the outside, but the leader still calls all the shots.




      	
A thriving leadership team. Together your team truly leads your church. You establish and carry out vision, set direction, wrestle with thorny issues and come to conclusions, fight for unity, and model gospel-centered and mission-driven community for your staff and congregation.


    




    Software Upgrade or New Operating System?




    Each option above, except the last one, contains one or more fatal flaws to a high-performance, healthy, thriving team. The goal of this book is to help your team be more intentional, strategic, healthy and effective—an ideal that involves guiding you to move toward more of what a true team is all about.




    We want you to understand how to do teamwork well. Good teaming is far more than a pair or loose group learning to work more efficiently. Sure, efficiency is often useful, but great teams aren’t necessarily efficient. Rather, they are effective. And great teams are unwilling to sacrifice effectiveness on the altar of efficiency. To become more effec­tive, your team might need not merely a software upgrade but a whole new operating system. For some, that will mean setting up a new team, while for others it will mean doing serious repairs to modify an existing one. Then, even when your team is truly thriving, you’ll need tools to know how to keep tweaking it to stay current with issues triggered by growth and change. We appreciate the spirit of one team we interviewed who told us, “One of our values is that of incessant tinkering. That shows up in our programming, our approach to caring for our volunteers, and the way we keep improving our executive team.”




    

      

        Great teams are unwilling to sacrifice effectiveness on the altar of efficiency.


      


    




    A true team hitting on all cylinders will exhibit a number of specific qualities that we unpack starting in chapter six. These are measurable and achievable for every church. They can apply whether you’re a church of fifty, five hundred, five thousand or even fifty thousand. They apply whether your church is new or long-established, denominational or not, urban or rural, mono-ethnic or multiethnic, traditional or contemporary. Because we offer general principles (such as “keep your team small and diverse”), we’re confident you’ll be able to apply the principles to your particular ministry context. Likewise, we offer practical and transferrable examples rather than prescribe exact criteria (such as a mandate to compose your team of exactly four people, namely, the youth pastor, worship leader, executive pastor and senior pastor).




    Name and Define the Team Leading Your Church




    Consultant Tony Morgan suggests that a church leadership team is “the team of leaders that usually includes the senior or lead pastor and the group of leaders that oversees the day-to-day operations of the church.”3 These teams go by many different names. Some are generic like lead team, senior leadership team, senior team, executive team (or exec team), directional leadership team, management council or senior staff. Some have a simple handle like “all the directors” or “all the pastors” or “all the elders” while others needs special explanation because they’re a unique, carefully designed configuration. Some are subgroups of a board and thus have names related to that group such as the executive team of the elder board or governing board (which typically meets more frequently than the full board). Some are very informal in their name, such as pastor’s team or the kitchen cabinet.




    To know how to apply this book, it’s far more important that you identify who that team is than that the group have a clear name. Sometimes there is no specific name. Consultant and author Bob Frisch writes about similar situations in the business world, saying, “Most companies are run by teams with no names”4 and “Most of the world’s best executives make decisions in ways that don’t show up on an organization chart or process flow diagram.”5




    In smaller churches the teams are typically made up of mostly volunteers plus a pastor or other staff such as the pastor’s administrative assistant. As a church increases in size, the senior leadership team often draws only from staff members. In even larger churches it’s typically certain members of the executive staff. Like team membership, team names vary considerably (see table 2.1). No matter your church’s size or station, we want to help you establish, encourage or sustain a leadership team that thrives together. Later, in chapter eight, we’ll help you think through and determine who should compose your leadership team.




    Table 2.1. Senior Leadership Teams Go by Many Names




    

      

        

        

        

      



      

        

          	Church



          	Attendance



          	Team Title

        




        

          	The Church at Argyle, Jacksonville, Florida



          	400



          	Senior Staff

        




        

          	Cornerstone West, Los Angeles, California



          	450



          	Pastor-Elders

        




        

          	Cross Lanes Baptist Church, Cross Lanes, West Virginia



          	575



          	Pastoral Staff

        




        

          	The Journey Church, Newark, Delaware



          	1,000



          	Directional Team

        




        

          	Freedom Church, Acworth, Georgia



          	1,700



          	Lead Team

        




        

          	Northstar Church, Panama City, Florida



          	2,500



          	Directional Leadership Team

        




        

          	Faith Promise Church, Knoxville, Tennessee



          	5,000



          	Executive Team

        


      

    




    The Ripple Effect of Your Leadership Team




    Whatever you call it and whoever composes it, many important issues ride on the strength of your church’s leadership group. You need an outstanding team because it sets the pace for almost everything in the life of your church. For good or bad, leadership teams shape the culture, direct the mission, establish the vision and model the values of your church.




    

      

        You need an outstanding team because it sets the pace for almost everything in the life of your church.


      


    




    If that group is haphazard, unfocused, imbalanced or dysfunctional, the ripple effect will show up at every level of your church. By contrast, if your team is thriving, there’s a good likelihood that the rest of the church will as well.




    In researching this book we6 visited a number of churches to watch teams at work. One Monday morning at Liquid Church in Morristown, New Jersey, we sat in on a team of eight people debriefing the weekend worship services. The sense of unity and camaraderie was obvious immediately. Everyone clearly understood why they were meeting and what they needed to accomplish. Different people were using their gifts, from pastoring to leadership to administration, each with good effect on the group as a whole.




    We later sat in on the church’s lead team and observed many parallels. The environment was high-trust, honest, fun and truth-seeking. The four team members were all fully engaged. The purpose and desired outcomes for the meeting were clear. The entire group owned the decisions being discussed. Clearly this group looked to God’s leading and sensed its responsibility as his representatives in steering this church.




    

      

        As goes the senior leadership team, so go most other teams in your church.


      


    




    These parallels are not unusual: as goes the senior leadership team, so go most other teams in your church. Many have written about this ripple effect, including Pete Scazzero and Warren Bird in The Emotionally Healthy Church.7 When leadership teams fail to reach their potential, their churches follow suit. In short, poorly functioning leadership teams don’t bode well for the health and vitality of a church. Instead, churches need vibrant, healthy, effective teams to lead the congregation toward greater Christlikeness.




    That’s why we’ve written this book primarily to the core senior leadership team at a church, knowing also that most other teams can look over their shoulders as they read and still benefit.




    Once you read and apply Teams That Thrive, it’s unlikely you’ll look at your team in the same way again. You’ll more fully leverage the real power and competencies of the many individuals on your team, not just its leader. Your church will get better decisions faster, as well as a higher level of organizational alignment in executing those decisions. Team members, and those who work or volunteer under them, will achieve new levels of effectiveness and fulfillment.




    In short, if we’ve done our job well in this book, you’ll know some simple steps you can begin taking today on a journey that will bear much fruit for you personally, for your church’s senior team and for your entire congregation.




    Your Vantage Point




    We realize that every reader engages with this book from a distinct place. Some are totally sold on the benefits of teams. You could perhaps write this book. Not only are you convinced that teams are biblically and practically the way to go, but you’ve also experienced great success in your team efforts.




    

      [image: 38691.jpg]




      

        Figure 2.1. Four spectrums: theology, theory, your experience, your convictions


      


    




    Others are less than convinced. You truly want the best for your church, but for any number of reasons, you believe leadership by team simply cannot work, and so you cling to solo leadership, believing it is the most efficient way to deal with the dicey issues that arise in your church.




    Others of you are somewhere on a continuum that stretches between those two extremes.




    To help identify your standpoint as you read this book, mark an X on each of the spectrums in figure 2.1 for theology, theory, your experience and your convictions.




    Wherever you are on this spectrum, we hope you’ll entertain the positive potential for team leadership in your church and find tools that can help your team truly thrive. And at the end, we hope you’ll see why collaborative leadership makes sense and be willing to do what it takes to become extraordinary.




    Reflection and Discussion Questions




    

      	Who provides the actual leadership to your church?




      	If you have a named senior leadership team, who is on it?




      	What are the key things your leadership team accomplishes?




      	As a team, discuss your responses for figure 2.1. How much agreement do you find among your team members? What are the primary areas of agreement and disagreement?




      	In the areas of disagreement, how does your team’s lack of alignment around team philosophy and practice affect your ability to function as a thriving team?




      	Picture Jesus and his twelve apostles as a team. What statements of Jesus indicate his goals and objectives for that team?


    







    

      Expert Commentary:


      What’s the Secret to Great Teams?




      Jim Tomberlin




      Collaboration produces the best decisions, creates more ownership for the outcomes and fosters deeper community.




      The day I started working at Willow Creek Community Church, Bill Hybels pulled me aside and said, “As a senior team member, I need you to show up with an opinion. I don’t want to hear what you think I want to hear. I want to hear your thoughts, your opinions, your ideas. I need you to bring your best thinking and ideas to our team meetings.”




      Behind every great leader is a team of leaders. Why? None of us is as smart as all of us.




      It takes a team to lead. The greater the cause and the more significant the outcome, the more important the team. Why? Everything rises or falls based on leadership, and a plurality of leaders united under a common cause is stronger than a lone-ranger, solo leader.




      Collaboration produces better decisions, and better decisions lead to better outcomes. Healthy teams move beyond authoritarian leaders and departmental silos. They become idea factories where the best idea wins and gets improved through collaboration. True collaboration moves beyond the sharing of information or even cooperating to creating something better together. Collaborative teams create synergy where the sum is greater than the individual parts. When the best idea wins, the whole church wins.




      Great leaders get ownership from their teams. How does that happen? Collaboration. When people feel like they have been heard, have contributed and have helped shape a decision, they own it. They have skin in the game and will work hard to make that decision a reality. If a leader doesn’t have ownership from his or her team, he is not leading; the leader is just taking a walk, or, worse, becoming a target.




      The most effective churches in America today have strong leaders who surround themselves with a smart team of leaders, and in the process they become a community of leaders. They become a band of brothers and sisters who will take a bullet for the cause and each other. They recognize that they rise or fall together, that they are only as strong as the weakest link on the team. They will pat each other on the back and kick each other in the butt to get the job done. They push each other to be and do their best. They bond deeply through the crucible of collaborative leadership. True collaboration not only produces better outcomes; it generates deeper community.




      The church team model is not a new innovation. It’s as old and effective as the church of Antioch in Acts 13. It was led by a diverse team composed of a Jewish rabbi (Saul of Tarsus), a Jewish marketplace leader (Barnabas), a North African (Niger), a Jewish aristocrat (Manaen) and a cosmopolitan Roman (Lucius). Maybe that explains why the church at Antioch is the best example of a high-impacting, life-giving, sending church recorded in the New Testament.




      Local church ministry is best played as a team sport. Effective church leaders surround themselves with a team of leaders. Build your team, invest in them and become a stronger, healthier and more effective church in the process. Go team!


      



      




      Jim Tomberlin is founder and senior strategist at MultiSite Solutions and coauthor of Church Locality: New Rules for Church Buildings in a Multisite, Church Planting, and Giga-Church World. Find Jim online at multisitesolutions.com.


    




    


  




  

    Part Two




    Why Do Leadership Teams Make Sense?




    [image: 33641.jpg]


  




  

    3




    The Bible Speaks




    Scriptural Foundations for Senior Leadership Teams, with Sid Buzzell







    At that time I said to you, . . . “How can I bear by myself the weight and burden of you and your strife? Choose for your tribes wise, understanding, and experienced men, and I will appoint them as your heads.” And you answered me, “The thing that you have spoken is good for us to do.” So I took the heads of your tribes, wise and experienced men, and set them as heads over you, commandersof thousands, commanders of hundreds, commanders of fifties, commanders of tens, and officers, throughout your tribes.




    Deuteronomy 1:9, 12-15




    Now you are the body of Christ and individually members of it.




    1 Corinthians 12:27




    The more Charles Anderson read his Bible, the more he wanted to fire himself from being the senior pastor of University United Methodist Church in San Antonio, Texas. Founded in 1970, the church had gone through several seasons of remarkable growth before Charles was called there as senior leader in 2006. He loved the people, the community and his denomination, but his study of Scripture kept troubling him that he was not doing what he should be doing. He was the primary preacher, but he needed to be the primary team leader also.




    Reflecting on this needed transition, Charles said,




    The more I studied Scripture, the more I became concerned by the whole “senior” pastor and “associate/assistant” pastor language, particularly what it communicated about our sense of being. I began to question whether or not the terminology was more the language of academia instead of ministry. The language of academia is about credentials and flow chart hierarchy, which seemed alien to the kingdom of God’s concerns of character, calling and mission. I also was disturbed by the lack of ministry purpose in our common language. After all, my primary ministry as “senior” pastor is not to be the oldest clergy on staff; it’s something beyond age or experience or pay grade.




    Through a series of Bible reflections with his boards, and with his bishop’s blessing, Charles has taken on a new title: directing pastor, which includes his preaching role. “The term means I can work with other leaders to be the chief visioner and chief leadership development officer,” he explained. “Together we focus on hearing and articulating the vision and values of the church, we personify the identity and unity of a diverse multisite community, and we identify and mentor leaders for the entire system.”1




    This approach works better for both Charles and the church, but he’s still looking to Scripture to find even better ways to lead in the way it models and teaches.
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