
Team Building  
By Jim Randall 
 
Introduction 
 
Teams, not individuals, are the fundamental building blocks of any ministry.  
Throughout the Bible you can find examples of teams and team building.  The first 
example of a team is found in the story of creation in Genesis; Father, Son and Holy 
Spirit working together to accomplish a goal.  In the beginning, God created the 
Heavens and the Earth.  The word used for God is “Elohim” in Hebrew and it is 
plural.  We see the Father giving direction and the Son and Holy Spirit carrying out 
His plan (also see John 1:1-14).  Noah had his sons as a team to build the Ark.  Joseph 
gave wisdom to Pharaoh about managing the coming famine through establishing 
levels of leadership (teams) to manage food growth, storage and distribution 
throughout the nation.  Moses, by the wisdom of God spoken through his father-in-
law, Jethro, established levels of leadership and teams to do the work of administering 
the Nation of Israel.  Moses is a clear example of what can happen when a gifted 
leader tries to do everything himself, then receives the wisdom of God about how to 
become more effective in leading a ministry.  Jesus had a team of twelve Apostles 
who later established teams of elders and deacons for the administration of the 
Church.  When Jesus sent His disciples, He did it two by two.  Paul had a team 
working with him wherever he went with many being mentioned by name throughout 
his writings.  If teams of people working together to accomplish God’s work is our 
example from the Bible, shouldn’t we also establish teams to help us accomplish our 
assignment from God?  The greatest lesson we can learn from this is, “Don’t do it 
alone.” 
 
Too many leaders think they must know everything and do everything themselves so 
their ministry will be successful.  That is not the way God has designed His Church to 
function.  It is not meant to be a one man show.  We see that churches in the New 
Testament had a plurality of elders assisted by deacons.  They functioned in teams so 
that God’s purposes could be accomplished more efficiently.  This lesson will reveal 
both principles of the importance of teams as well as some methods that will stimulate 
thinking to get you moving in the right direction.  
 
 
Choosing Your Team  
 
There are a lot of pressures and stresses for senior pastors and ministry leaders, but 
one of the compensations is this privilege: you get to choose your team. In principle, 
you should not work with people on your team that you did not choose.  Never violate 
that principle.   
 
I know of one ministerial group connected with a Bible School and Seminary that 
furnishes pastors for independent churches.  They have one important rule.  If they 
send a pastor to take over a church, every person on the current leadership team must 
be willing to resign so the new pastor can be free to choose his own team.  Those 
serving on the current ministry leadership team may be asked to stay on during the 
transition period while the new pastor is evaluating the ministry and staff.  The old 



team members may be asked to stay after the evaluation and adjustment period but the 
principle is that the members of the new pastor’s team must have his DNA, his vision 
and his heart for the future of the ministry.  If the team is not in unity, they will not 
have the level of success they could have if they were all working together with the 
same heart for the ministry. 
 
When leaders choose team members they instinctively know that to build a great 
church or organization they need the best team members possible. We all want to 
work with great people.  The challenge is in selecting the right people.  Always 
remember, “Good is only a substitute for God’s best.”  We must always follow to the 
leading of the Holy Spirit in this God given responsibility of choosing our team and 
be open to accepting those God sends us.  “God always gives the best when we leave 
the choice to Him.”  The leader should hear from God and have the final say in who 
joins his team but he should exercise this responsibility with care and wisdom.  In the 
end, it should be his team.   
 
In selecting a team, you must first define the job description for each position you 
need to fill.  I find it helpful to write a job description defining the functions of the job 
you want to fill, not just have some ideas in your head.  “A plan (or a job description) 
is only a dream until it is written down.”  Once you know exactly what qualifications 
you are looking for in a team member, you will be better able to recognize them when 
they appear.  This will help you to easily recognize the person with the skills you 
require.  Of course, you will also want to make sure that the character and spiritual 
qualities are also present in each person you interview.  Amos 3:3 asks the question, 
“Can two walk together if they are not in agreement?”  A person can have the best 
qualifications but if they don’t have strong character traits and share your values, it 
will only lead to disaster.  Don’t compromise on this point.  A person with character 
issues will often sow seeds of discord among the brethren when you don’t do things 
their way.  You must KNOW that God has sent someone to you before you add them 
to your team.  Don’t let desperation drive you to prematurely select someone for your 
team that you don’t have full confidence that it is also God’s choice.   
 
*Let me suggest that you draw an organizational chart like the one below.  You, as the 
head of the work, are in the top box and your team member names go in the boxes 
below you under the name of their area of responsibility or department.  I call each 
team member a leader.  You are the Leader (large L) and should have no more than 
five or six team members below you because more would be too much to effectively 
manage.  Under each box are the names of the team members working within that 
department.  You can go to deeper levels of teams as the need arises. 
 



 
 
Ask yourself these questions when you consider adding a person to your staff or 
team: 
 

1. Do they share my values?  In other words, are you sure they have not only the same 
vision but the same values and standards that you set for your ministry?  More 
important than great skills or good education is a team member who shares your 
values and vision.  God actually wants you to choose people you will enjoy working 
with.  
 

2. Are they FAT?  No, I don’t mean overweight but rather, are they Faithful, Available 
and Teachable?  Have they been faithful in small things?   Can you count on them to 
do what you ask?  Have they made themselves available to do things needed or do 
they avoid work they don’t particularly like?  Do they have a teachable spirit or do 
they want to argue about the way you want things done?  It is better to train a 
teachable person who has integrity, than contend with a person who is unteachable, 
unfaithful, and unreliable. 



 
3. Do they have the skills necessary to do a good job?  Make sure they have the 

knowledge and experience you need on your team.  Some new things can be learned 
along the way but they must already have a basic skill level that will get the results 
you want for the team.  You probably don’t have time to completely train a new 
person to do the job you need filled. 
 

4. Are they a risk taker?  It is better to have someone willing to take risks and grow 
into something new than someone who always plays it safe and doesn’t use his talent 
like the servant in “The Parable of the Talents.”  A certain amount of stretching (or 
taking a risk) to reach the next level of performance is necessary.  Don’t accept 
someone on your team who will always play it safe and is not willing to be stretched 
to the next level of performance.  If you have created boundaries by clearly 
communicating values and vision, then empower and expect your team members to 
do their job within that framework. 

 
People feel safe when there are boundaries.  I remember a case study about children at 
an elementary school.  When it was play time after lunch, they all went out to the 
playground.  One “progressive” parent noticed that the children would gather against 
the fence enclosing the school ground.  This parent thought this indicated that the 
fence was a symbol of limitation in the minds of the children and asked that it be 
removed.  She made a good argument from a progressive psychological viewpoint 
that the fence was inhibiting the children in their mind since they were going just as 
far as they could but was halted by a man made limitation.  She saw the fence as a 
symbol of limiting their psychological development and should be removed and thus 
allowing the children to be un-limited in their mind.  The school agreed and the fence 
was removed.  However, after the fence was removed, the children only played and 
gathered close to the school building and did not venture near where the fence had 
been.  It was determined that the fence was not a symbol of limitation but rather a 
symbol of security.  They knew their boundaries and felt safe to operate within the 
limitations of that boundary.  If we set boundaries, it is not limiting people but rather 
setting the parameters for safety and security.  Just as God sets boundaries for us, we 
need to set boundaries for our ministry and be willing to take risks within those 
boundaries. 
 

5. Are they humble?  Look for people who are willing to be known for who they really 
are.  Humility does not mean that a person will not speak up when they need to say 
something but rather someone who speaks and acts in such a way that he is not trying 
to make himself to be better than others.  “Humility is being known for who you 
really are.” 

 
6. Are they honest?  Anything less than the whole truth is a lie.  Do not allow dishonest 

people or those who use marginal deception to be a part of your team.  Marginal 
Deception is telling enough of the truth, but holding back part of the truth, so that the 
hearer draws a wrong conclusion.  For instance, a boy asks his mother to go out and 
play with his friend after school.  He knows the family rule is that he must do his 
homework before he goes out to play.  When he asks his mother if he can go out and 
play, she asks, “Did you do your homework?”  He answers, “Yes” because he did 
finish his homework in one subject only but not his complete homework.  His mother 
did not ask if he did ALL of his homework and he actually did complete one part so 



he could answer with some truth that he did his homework.  He knew that his mother 
was asking if he had done ALL of the home work but she had not asked that EXACT 
question.  This is marginal deception and should not be tolerated.  You must always 
be completely honest with your people and expect the same from them.  Not all things 
need to be said but the idea is not to withhold information that is relevant to the 
situation at hand. 

 
Make an “Honesty Covenant” with your team and clearly define what honesty means 
and what you expect.  Your honesty covenant should be something like this.  “I 
covenant with you that I will be completely honest with you.  I expect you to be 
completely honest with me.  Anything less than the whole truth is a lie.  If you want to 
be a member of my team, you must be completely honest with me.  Any time you 
choose not be honest with me, I will know that you have chosen to no longer be a part 
of my team.  I will honor your choice.”  That means that if any member of the team 
lies or is less than completely honest with you by a direct lie or by marginal 
deception, they have chosen not to be a part of the team.  You are not firing (sacking) 
them because it was their choice and you are only honoring their choice.  You can say 
to them, “Since you were dishonest with me, I know that you have chosen to leave 
this job with the team.  I will honor your choice.  We will miss you.  Your pay will be 
ready at the end of the day.”  You must be able to trust your team completely. 
 
It has been said that, “A wise man learns from the mistakes of others.  A normal man 
leans from his own mistakes but a fool learns from no one’s mistakes.”  Much of the 
teaching you will hear in your life originated from the learning of those who have 
made mistakes.  You don’t have time to make all the mistakes yourself so learn to 
apply the lessons made from the mistakes of others. And build a great team. 
 
How to place people in your team 
 
First of all, their gifting must match the needs of the job.  It is OK to place a less 
experienced person in a job if they have an aptitude and some basic training to do the 
job.  You need for your people to be able to do the basics of the job from the very 
beginning.  They can learn more and perfect their skill along the way.  That’s called 
growing into the job. 
 
Secondly, their desire should also match the requirements of the job.  Sometimes you 
may need to ask a person to fill a position they have held previously held until the 
right full time person can be found.  Let them know that it is only temporary and that 
you are looking for someone to take the position full time.  Let them know that you 
appreciate them being a team player and how special they are in being able to fill the 
temporary role.   
 
Thirdly, your need should be the last thing to consider when placing a person into any 
position.  Just because a person is gifted does not mean that they are the right person 
to do the job. If you need to place a person in a temporary position, let them know that 
it is only temporary to meet an immediate need until you can find a long term 
replacement.  Make sure that it is temporary and not evolve into a permanent job. 
 
I once worked for a Christian owned company in an upper management position and 
because I had my own department running so well and because of past experience, I 



was asked to also temporarily fill the role of sales manager until a replacement could 
be found.  However, because of my previous experience, I did so well that the CEO 
stopped looking for a replacement.  I finally had to tell him that I hated the job and if 
he did not find a replacement within 30 days that I would be leaving the company.  I 
felt that he was taking advantage of my willingness to help during his time of need.  
Sure, I was doing a very good job but it was far below my calling and my desire.  It 
took too much time from my regular position that I knew it was not growing as it 
should and was suffering from lack of attention.  This caused so much frustration that 
I got to the place where I hated to go to work in the mornings.  I eventually left the 
company and only then did the CEO see the mistake he had made.  Don’t be so 
focused on results that you place your people in jobs where they don’t feel they are 
fulfilling God’s call for their lives.  If you do, you will likely lose them. 
 
Generalists vs. Specialists 
 
You should always be training your people to grow to the next level.  Everyone 
should be learning the job of the person above them and teaching their job to the 
person below them.  You may need specialists for certain jobs but normally, you 
should be looking for “Generalists” and not “Specialists” to join your team.  A 
generalist is someone who has a well-rounded skill set who has an understanding of 
many facets of your operation.  They may have a specialty but can do more than just 
one thing.  You get locked in when a person can only do one thing in the organization.  
You need accounting people and Computer people and worship leaders who are 
specialized in what they do but in most positions, try to find people who can do more 
than just one job in the organization.   
 
Four Steps to Fill the Hole in a Team.   
 

1. Make a list of ALL leaders –  
That list should include anyone who is leading anything.  Keep your eyes open 
for those who are serving well and put them on your list as potential leaders.  
Remember, we are stewards of God’s resources and your greatest resource is 
great people.   
 

2. High Potential People = HIPOs – These are people who have great potential 
but have so far been unused or under-used in the ministry.  How effectively 
are we utilizing them?  Get them involved.  When a need arises look at your 
top leaders and put your best leader in your toughest job or the highest 
priority.  However, make sure that when you promote someone that it does not 
create a hole in your leadership structure.  A good leader will have already 
trained their replacement by the time they are ready to be promoted.  Even 
though a leader may be doing a good job in his current position, if he has not 
trained his replacement, he is the wrong person to promote.   
 

3. The Pareto Principle - This is a business term developed by an Italian 
economist for whom it is named.  This principle is sometimes called the 
“80/20 Principle” and says that 80% of the work is done by 20% of the people.  
That means that a mere 20% of your people are doing the vast majority of the 
work.  You should therefore spend most of your time with the top 20% of your 
people who are producing while training them to develop those under them.  



Some people will only waste your time.  Identify those who are only wasting 
your time and then concentrate on those who are productive in the ministry.  
Remember, your job is to train faithful men (2 Timothy 2:2) who will also 
train others, not to waste your valuable time with those whose heart is not to 
grow and serve.  Remember the parable of the talents.  Which ones do you 
think the Lord wants you to spend your time with? 

 
4. Stretch people to serve.  You need to be stretching your people to the next 

level of spirituality as well as practically so that the ministry can grow.  I often 
ask pastors if they are praying for great revival to take place in their city.  
They always answer, “Yes.”  I then ask, “If five new people came to your 
church next Sunday and became believers, could you disciple them?”  They 
always answer, “Yes.”  Then I ask, “What would you do if five more became 
new believers the following week and five more the next week, then ten more?  
Could you disciple them?”  Only then do they begin to see what I’m trying to 
communicate to them.  “Why pray for a great harvest of souls if you are not 
also preparing to care for them?”  Remember what Jesus said, “The harvest 
truly is plentiful but the laborers are few.  Pray, therefore, that the Lord of the 
harvest will send laborers.”  Are you praying for laborers to come help with 
the harvest?  When they come, are you training them to be ready?  Faith 
without corresponding actions is dead (James 2:18).  Why pray for something 
you can’t possibly take care of?  God will send lost people if you are ready to 
receive them.  He will also send the leadership you need to disciple them and 
make them productive for His Kingdom.  Leaders will prepare for what they 
have faith for.  Do you have faith that acts on what you believe or do you only 
have hope that it will magically happen?  Your job is to train faithful people 
for the work of the Ministry you believe will come (Ephesians 4:11-12). 

 
 
 
How to Delegate Effectively  
 
Are you asking yourself, “How can I do this?” or are you asking, “Who can I give this 
job to?”  Too many leaders are doing the work themselves rather than delegating it to 
those whom God has sent to help.  Too many leaders are also assigning jobs based 
only on appearances or emotion.  They end up doing a job themselves rather than 
taking time to train others to do it.  Discipleship takes time.  Also, there are levels of 
discipleship (training) and leadership ability that leads to varying levels of delegation.  
You must learn to delegate as Moses did or you will burn out and never grow into the 
fullness of God’s plan for you and your ministry. 
 
Many pastors are lacking in the knowledge of how to use their team through effective 
delegation.  Too many people don’t give clear direction.  They say things like, “Let’s 
get this program off to a good start.  Let’s do a good job today.  Let’s pass out lots of 
invitations or tracts, etc.”   Those may be good things to say to your people to 
motivate and encourage them.  However, too many pastors and leaders only say 
motivational things and don’t give their people clear directions with goals that are 
measurable and achievable.  All goals MUST be both measurable (how much, how 
many, when, etc.) and they must also be achievable.  Don’t set goals so high that they 



are unachievable but neither should you set them so low that they are not stretching 
your people to greater levels of success. 
 
There are at least four levels of delegation.  You must know your people well 
enough to determine where they are in regard to skill and ability to do their job 
without your supervision.  In delegation, you must remember the following principle.  
“People don’t do what you expect, they do what you inspect.”  Every person needs to 
know that you will be watching and inspecting their work in order to help them 
become more successful.  This will encourage them to do a better job knowing that 
you will be conducting an evaluation at the end of the job. 
 
The first level of delegation is that of training a new person to do a job.  You will 
need to be available to explain and answer questions and may actually work with 
them showing them what to do step by step along the way.  They do the work but you 
are there to give advice and encouragement.  Good people will want to please the one 
above them and give themselves to learning to do the job the right way.  They must 
have a teachable spirit and willing to learn to do their job your way.  This lowest level 
of delegation requires making yourself available to answer questions and work with 
them.  They will become your disciple, doing the work your way.  This will be time 
well spent.   
 
The second level of delegation is for a person who only needs to be checked on 
occasionally.  They should have the skill and some experience in carrying out the job 
assigned to them.  You should always check with them shortly after the job is 
initiated, about half way through and shortly before it is scheduled to be completed.  
Your job is to help them succeed.  Checking near the end of the job will allow you to 
intervene in the project if there is a problem that needs to be corrected so it can be 
completed on time.  Don’t allow your people to fail.  Step in to help them in such a 
way that they will learn and become more effective next time.   
 
The third level of delegation is for the more experienced leader.  Remember, all your 
people are leaders in training.  They are learning how you think and operate so they 
can do the work your way.  You should check with them occasionally, like the half 
way point or just before the job is scheduled to be completed.  These are people your 
more experienced leaders who are not afraid to call for help.  I always say, “A wise 
man is one who knows when to call for help.”  To me, someone who recognizes a 
need and is not afraid to call for help is the kind of person I want on my team. 
 
The fourth level of delegation is for the person that you can give an assignment to 
and forget it until they report that it is finished.  These are trusted and experienced 
people that have proven themselves to be both skilled and faithful in their work.  We 
must be working toward getting every person on our team to this level.  You need 
people that you can give an assignment to and know that it will be done on time, the 
way you like it done.  These will be people who know you and how you think because 
they have experience working with you in a variety of areas.  
 
Your leaders will learn from your example more than from your teaching of how you 
want the work done and how they should be making their own disciples. 
 
 



Workload Covenant 
 
Lack of clear communication is perhaps the greatest hindrance to successful 
completion of an assignment.  As the great philosopher, Yogi Bera, said, “If you don’t 
know where you are going, you may end up somewhere else.”  Think about that 
statement for a moment.  It means that you must clearly communicate what you want 
your people to do and what results you expect.  I recommend that you make a 
Workload Covenant with your people.  A covenant is an agreement between two or 
more people for the performance of some action.  A Workload Covenant is an 
agreement that you have with your people regarding a specific job that you are 
delegating to them.  Discuss the following with them and come to an understanding 
about the job you want them to do for you.  (Note: Yogi Bera is best known as a 
successful American athlete and manager who also had some unusual ways of 
communicating truth.) 
 
Elements of the Workload Covenant 
 

1. You must say the following to the one you are delegating to: “If I give you an 
assignment, it is your responsibility to tell me if you can’t handle it.”  If they 
say they can’t do the job then sit down and discuss (not e-mail) with them why 
they are unable to do the job.  Ask what would need to happen for them to do 
the job?  Reason together in a safe environment where they feel free to speak 
openly about why they don’t feel that they can do the job.  Determine if they 
are fearful about a new assignment because of inexperience, a personal issue 
or some other problem.  Let your people know that you will always be honest 
and that you expect complete honesty from them.  Remember, your job is to 
help them succeed. 
 

2. If something is in your area of responsibility, it is your job to get it done.  
Teach them that if something is assigned to them, it is no longer your 
responsibility but theirs.  Teach them how to arrange work according to 
priority.  If they can’t take any new jobs because they already have a too many 
high priority jobs, help them by asking, “Who are you delegating to?”  “How 
many are on your team?  Who is doing, priority number one, number two, 
number three, etc.?  What would need to happen for this to work?”  Reason 
together.  If they are not delegating, ask why they are the only one who can do 
each thing?  Have they been training and recruited qualified people to help?  
Remember, your job is to spend time with your leaders to train them to 
become more effective for the work of the ministry.  Also remember that, 
“People don’t do what you expect, they do what you inspect.” Usually, the 
best way to help people is to inspect their work and ask challenging questions 
that will encourage them to think of their own solutions.  Don’t give them all 
the answers but help them by guiding their thinking so they learn how to solve 
problems for themselves.  This will greatly encourage them that they can do 
what you ask. 
 

3. “What would need to happen for you to do the job?”   In other words what 
resources do you need?  More people, money, etc.  This is a two way 
commitment.  You are committed to them to supply whatever they need so 
that they can do the job you assigned to them.  You covenant together so that 



they succeed and the job is accomplished.  Remember, you are training them 
how to train others for greater productivity for the ministry. 

 
 
 
Accountability Covenant 
 
God holds His followers accountable.  II Corinthians 5:10 tells us, “For we must all 
appear before the judgment seat of Christ, that each one may receive what is due him 
for the things done while in the body, whether good or bad.”  The principle is that we 
must also hold our people accountable. 
 
We need to make an Accountability Covenant with those we lead.  The following is a 
good model that contains all the commitment you need to get from your people.  
Memorize this and teach those under you to use it when they are delegating to others.  
You must first get them to repeat their assignment to you in detail so that you know 
they have full understanding of what you require of them.  If they are not taking notes, 
you are wasting your time.  They must pay careful attention to details of what you are 
asking them to do or they will forget something.  The best way to do that is to take 
detailed notes.   
 
Once you get them to repeat back to you in detail what you are asking them to do and 
you are confident that they fully understand and commit to the task, you then make 
the Accountability Covenant with them by saying the following:  “It is now your 
responsibility that if anything should occur that would prevent you from 
accomplishing this task, the way I delegated it, the way you agreed to do it, in the 
time frame you agreed to do it, it is then your responsibility to contact me 
immediately and let me know what YOU plan to do to solve the problem so the 
job can be successfully accomplished.” 
 
This is the point at which the responsibility is transferred to them.  It is no longer your 
responsibility but theirs.  You must memorize this statement and hold your people 
accountable to this agreement.  When you don’t hold people accountable and don’t 
deal with poor performance, you bear the responsibility and burden of incompetency.  
You can help your people succeed by following the three principles below. 
 

• Understanding – Don’t ask, “Do you understand?”  Especially don’t ask 
questions that only require one word answers.  To stimulate their thinking, ask 
questions like, “What are you least clear about?”  If you write things out step 
by step, you are not teaching them to think.  Teach them to take notes.  If they 
are not taking notes, they will probably miss something important.  This is a 
very important habit to develop.   
 

• Confirmation – Ask questions that will let you know that they really 
understand what you are asking them to do.  For instance, you could say 
something like, “Repeat back to me what your understanding is about what I 
have just asked you to do.”  Work with them till they repeat it back correctly.   
 

• Commitment – Before you get them to make a commitment to the task, ask 
questions   that will eliminate excuses.  “Can you do this like we discussed?  



Can you do this on time?  Can you foresee any problems?”  Repeat back to 
them any former excuses they have used for not being able to do a certain job.  
Try to discourage them in order to make sure they really want to do it.  “Are 
you sure you can do this job?  Remember the neighbor’s dog was barking all 
night and you were not getting enough sleep.  How is that situation now?”  
Give them the option to say, “No.”  It’s better now than later. 

 
 
Working with Teams  
 
Remember, Teams, not individuals, are the fundamental building units for any 
effective ministry or organization.  The purpose of a team is to work together to 
accomplish a goal or task.  A team can accomplish more work, more quickly and 
more efficiently than an individual.  If you add the years of work experience of all 
those on your team, you will see just what a powerhouse of wisdom, knowledge and 
experience you have working for you.  Learn to use their wisdom and knowledge to 
solve problems and accomplish your goals. 
 
The following true story will illustrate how to assemble a team and use them to 
accomplish great things.  In the 1950’s, Ray Kroc was a milk shake machine salesman 
who had a customer in San Bernardino, California that only sold hamburgers.  They 
were quite a unique restaurant at that time because they were able to serve their 
customers with a freshly made Hamburger and French Fries within a minute or less.  
In a normal restaurant, it would take maybe ten or fifteen minutes to have an order 
ready.  Mr. Kroc, saw the potential of this unique restaurant and suggested that they 
franchise it all around the country.  They were not interested in becoming big so Mr. 
Kroc went to investors and borrowed all he could and bought the business from them.  
He recognized that in order to accomplish his vision of expanding throughout the 
country that he would need a team to help him.  He knew a little about things like 
franchising, sales, marketing and training of personnel but recognized that he needed 
help from people who knew a lot more than he did in those areas.  He hired qualified 
people who were experts in these areas and they went to work building their business 
and expanding it throughout the country.  Now, McDonald’s restaurant is well known 
not just in the United States but worldwide. 
 
From this true story, you can see the importance of vision and having a skilled team to 
help you fulfill that vision.  You don’t need to know everything but you need to 
surround yourself with people who are smarter than you in areas where you have a 
need.  A good team will assist you in the areas where you need help so that you can 
accomplish your vision.  One of the most important lessons a leader can learn is, 
“Don’t do it alone.” 
 
The illustration below will help you remember the importance of teams and how to 
use your team wisely.  The oval shape represents a conference table.  You are the 
CEO and the “L” represents your team members.  There should be no more than six 
members on your team.  The business world has learned that you cannot effectively 
manage more members than that.   I call the team members “Leaders” because they 
are leading some department in the ministry.  The role of the Leaders is to give you 
plans, ideas and recommendations to solve the issues and problems in the ministry. 
 



Issues and Problems equal Opportunities (I + P = O).  Do you remember the story 
from the first booklet in this management series entitled, “The CEO Job Description” 
about how a company in California more than 150 years ago became known 
worldwide?  They made sails for ships and other canvas products.  The company had 
an Issue caused by an accidental ordering of more canvas than they could use.  The 
Problem was that unless they could find a way to use it, they would go bankrupt.  
They started looking for new ways or Opportunities to use the cloth and decided to 
make a pants from the heavy cloth.  Now the Levi Strauss Company is known 
worldwide, not for making sails for ships but blue jeans.  Issues and Problems Equal 
Opportunities.  When you are facing issues and problems, think of the Levi Strauss 
Company and look for new ways of doing things that could lead to new opportunities.  
Remember, the last seven words of a dying company or ministry are, “We Never Did 
It That Way Before.”    
 
Not every idea is a good one but a good leader will examine each one to separate or 
winnow the good from the bad, the wheat from the chaff (rice from the husk) and find 
God’s solution.  God will send the answer you need.  Seek and you will find.  Listen 
to your people and ask the Lord to help you recognize His answer when it comes.  
Martin Luther and Charles Wesley used popular melodies from the pubs for their 
songs; they just changed the words.  It was an innovative way to teach theology by 
putting the words to music of the day that everyone was familiar with and could easily 
remember.  Many great hymns of the church were originally beer drinking songs.  The 
main point of all this is to encourage you to open the box of your mind and explore 
new ideas in growing the work God has entrusted into your hands.  Be a good steward 
but also be open to new ideas that the Lord may give you.  
 
 
Different vs. Wrong 
  
The principle is that we must be willing to do something different if we want to see 
different results.  Just because you have not done something a certain way before does 
not mean that it is wrong.  I lived in Japan for 14 years and found them to be 
wonderful people.  In the Japanese language, the root word for different is also the 
same root as the word, wrong.  Therefore, deep in their mind, “different is wrong.”  
That’s perhaps one of the reasons that there are so few people who are open to 
Christianity.  If it is different, it is wrong.  However, they can perfect anything.  Just 
look at their automobiles and cameras and watches.  Japanese industry is not known 
for its creative thinking though they hold international patents on many things.  These 
inventions coming from Japanese companies are done by foreigners they hire for 
Research and Development of products.  Japanese people have a proverb, “The nail 
that sticks up must be pounded down.”  That means that if you are different, you 
should be pounded down and conform to society.  This kind of conformity stifles 
creativity.  Different does not necessarily mean it is wrong.  Think outside the box.  
Look to God for new and better ways of doing things.  Be creative and take risks to 
try new things and encourage your people to do the same.   Actually, they will follow 
your example.  Remember, everything you do now was once a new idea.   
 
 

 
 



 
 

The Funnel of Failure 
(The necessity of effective delegation) 

 
A funnel is a pipe with a wide, usually conical, mouth at one end and a narrow stem 
at the other. It is normally used to channel liquids into containers with a small 
opening.  Imagine a funnel with liquid flowing at a slow rate into the top.  What 
happens?  The liquid is channeled into whatever container you are attempting to fill 
without spillage.  It is done efficiently and there is no mess to clean up.  What 
happens when there is more liquid flowing into the top for the size of the stem at the 
bottom?  The liquid will overflow the top of the funnel and there is waste as well as a 
mess to clean up. 
 



 
 
If you will, compare your ministry to a funnel.  Imagine the amount of ministry 
requirements flowing in at the top (mouth of the funnel) and the amount you are able 
to channel successfully at the stem.  Do you have more ministry requirements, people 
in need and things that need to be done, than you can successfully handle at the end of 
the day?  There is overflow which causes a mess that you have to try to clean up as it 
keeps piling up.  Important things are left undone and people in the church feel that 
they are uncared for and many leave the church.  You are experiencing the Funnel of 
Failure as opposed to successfully channeling the flow of ministry so that all needs 
are met. 
 



Have you cried out to God for help asking what to do to because you are overloaded 
with responsibility and work?  What does God usually do when you ask such 
questions?  If you’re like me, he adds more work.  God is not cruel but He is 
attempting to stretch us and challenge us to become more effective in our ministry and 
care for those whom we are called to shepherd.  Often we will not attempt to improve 
our effectiveness if we don’t see a compelling need. 
. 
Many pastors become so frustrated that instead of looking for answers, they walk 
away from the ministry.  A few years ago, George Barna the Christian statistics 
gatherer, stated that pastors in the US are leaving the ministry at a rate of 1500 per 
month.  That’s hard to believe but it is true. They were discouraged and overworked 
with no time for their family.  You don’t usually learn the answer to this kind of 
problem in Bible College or Seminary.  The life of the average pastor is so frustrating 
that they slowly lose their zeal for the Lord and enter into a state of just trying to get 
by.   
 
If your funnel is overflowing with ministry needs that are unmet, there is hope.  
Widen the stem of the funnel so that more will flow out the bottom and be channeled 
in the right direction.  That’s easier said than done, you may think.  You’re right, it is 
easier said than done but it is an achievable goal for absolutely everyone who will 
apply the following principles. 
 
To widen the stem of the funnel of ministry requirements coming into your ministry, 
you must learn effective delegation.  Stop trying to do everything yourself.  When a 
ministry requirement or problem arises, instead of asking, “How can I do this?”   You 
will need to begin asking, “Who can I give this to?”  In order to have people to whom 
you can delegate and expect adequate results, you must invest in them by training 
them to do the work of the ministry (Ephesians 4:11-12).   



 
 
The Funnel of Success.  The arrows at the top represents the work flowing into your 
organization.  The arrows at the bottom represent the result of your work when you 
D.E.E. which means Delegate, Empower, and Entrust.  You must delegate, 
empower and entrust the work to your team, not try to do it yourself.  You help them 
succeed by CTTM which represents Coaching, Teaching, Training and Mentoring. 
The dotted lines represent what will happen when you DEE and CTTM.   The 
capacity of the funnel will expand to allow the work to flow through the organization 
to accomplish your goals. 
 



You can begin small but you must begin to train others to do what you do.  You 
cannot do it all if your church or ministry is growing.  We train our children to clean 
their room, wash dishes, mow the lawn, wash the car, etc.  Why are you not training 
your congregation to do the things at church that they can learn to do and relieve you 
of doing everything yourself.  Too long the church has had the mentality that we hire 
a pastor to do the work of the ministry but the pastor is supposed to lead and train 
others to do the work of the ministry. 
 
Begin by listing all the things you do at church or at your ministry.  Which of those 
things can you give to someone else?  If you don’t currently have someone who can 
do that task effectively, ask yourself, who has the potential for doing this job?  The 
next step is to ask them if they are willing to help you if you train them to do it.   
 
Usually, a pastor can call a special meeting on a Sunday evening or some other time 
when most people are available and ask for those who have a desire to serve the Lord 
in some capacity at church.  Some will think of teaching or preaching or some public 
ministry but there will be some who are excited about doing anything for the Lord.  
These are those who have a servant’s heart and they are the ones you need to build an 
effective ministry.  Don’t be discouraged if only a few come.  If you have too many at 
the beginning, you may be overwhelmed with trying to train them all. 
 
When I was a new Christian, my pastor asked those who wanted to serve in the 
church to come early for the Sunday evening service.  I was there early and excited 
about an opportunity to serve God.  At the meeting, he asked for people who were 
willing to serve in practical ways, like greeters, handing out bulletins, setting up and 
cleaning after the service, etc.  Some were offended that they were not asked to teach 
Sunday School or some “spiritual” ministry.  I was excited to just pass out bulletins.  
After a short time, I was promoted to other jobs and before long, I was praying for 
folks in the prayer room and going with the pastor to visit sick folks in the hospital.  
God is looking for FAT people.  Not necessarily overweight but, Faithful, Available 
and Teachable people.  These qualities in the congregation are the backbone of the 
ministry that will hold everything else in place for effective growth and development.  
You should be looking for those people to help you build the ministry that God has 
entrusted to you. 
 
You might want to teach a class on spiritual and ministry gifts and see what kind of 
people you have and how they can begin to be trained to develop their gifting to serve 
with you in ministering to the needs in the church. 
 

 
 
	


