Honing a Church Staff
Prepared by Paul Utnage

By definition, leaders build teams. One cannot be a leader unless others follow. In a
similar veirNl and again by definitidd a church involves a plurality of people. One person
cannot operate as a churchtakes a team of people, serving shoulder to shoulder, to
accomplish the specific mission that Christ gives that church. Church leaders must, therefore,
reflect a foundational principle for effectivenlisshen the right people serve in the right
place wih the right giftedness and chemistry, there is no limit to what Christ can accomplish
through these people.

Wayne Cordeiro, Senior Pastor of New Hope Christian Fellowship in Hawaii,
described the dream for team ministry:

God would never have given usetGreat Commissidhto go into all the world and

preach the gospilif he never had intended for us to actually move forward. Peter

tells us that the Lord is not willing Ofor any to perish but for all to come to repentanceQ
(2 Peter 3:9). God would notysauch a thing if it were not possible. We are all

called into this great work, but none of us can do it alone. No pastor can single
handedly fulfill such a calling, regardless of how gifted he may be. Unless every one
of us catches the fire, in the pnun we will lack any warmth against the chill of this
present age. Few things are more beautiful to God than seeing his people serve and
work together in a united rhythm. 1tOs like a symphony to his ears. ThatOs how we
were created to function.

Church leaders need to think in similar terms when it comes to pastoral staffs. Just as
the church is created to function as a vgetiomed team, a pastoral staff should set the pace
for good teamwork. When you have men and women with different ministde®las
working together within their Gediven design, you have a complete staff. That is the ideal.

Many churches, however, struggle to hone a functioning church staff. How do you
create a healthy and effective staff? What do you do if a staff eraioles not fit the
chemistry or necessities of a staff? What kind of commitments ease the tension when one has
to transition a staff member? How much courage is necessary to truly hone an effective staff?
First Church(a pseudonymprovides one storyfsuch questions.

Wayne CordeiroDoing Church as a TeafVentura, California: Regal Press, 2004),2[9
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A History of the Church and Ministry Values

Pastoral leaders &irst Churchoffer a brief history of the church in their introductory
membership course:

¥ FirstChurch was organized in 1954. The church was named in honpastcurch
leader and retired president of a missionary organization. The congregation first met
in a home. A sense of excitement and team permeated the beginning of the church.
Then, in August 1958, the church moved to its first permanent building, lonaed
residential community.

¥ In 1979, the congregation occupied a building at a visible and accessible area of their
town. The surrounding community grew as a corporate and commercial hub over the
ensuing years. It then purchased a second buildih§96 to relieve space in the
main building.

¥ In 1977, the congregation was able to obtain twenty acres across the busy street.
Then, a few years later, it celebrated its first services in its new worship sanctuary.

¥ From a small beginning and a fewupdes who had a visiofirst Church now
ministers to hundreds of families throughout the citirey minister to more than
2000 peoplelt is a Oregional church,O in that it serves the needs of people who live
many miles away, as well as those who livaeurrounding neighborhoods. Its
missions groups actively reach out to targeted regions of the world.

¥ FirstChurch is independent of denominational affiliation. Their purpose is Oto glorify
God in reaching people for our Lord Jesus Christ in our camtynand throughout
the world, the teaching of GodOs Word, and the promoting of godly worship.0
Membership in the church is open to anyone who knows the Lord Jesus Christ as
personal Savior, accepts the constitution of the church, and will seek to stgport
ministry as God enables thém.

The church functions according to its stated values. The church web site clearly
proclaims that their core values are an integral part of understanding the mirftstsy at
Church Their core values guide their putsef mission and decisiemaking processes.
Even new members are encouraged to study the values.

The church has determined that several values are important. The web site, as well as
other introductory documents, lists the following: gospel, God@®d, Worship, prayer,
personal growth, relationships, personal involvement, missions, partners in ministry, and
developing leaders.

®|ntroductory membership materials, [First] Church (a pseudonjuty),2007.

*Introductory membership materials and church web site, [Bfsifch,accessed July 2007.



Indeed, one vallé the value of personal involvement in ministry and seiNibas
become a particular driving force in thaltare of the churchOs leadershiphis value is so
clearly stated everywhere that it drives the basis for evaluation of staff merAsdarse
reader will observe, First Churevould later decide whether it would courageously uphold
this valuein the mdst ofdifficult circumstances.

Introduction of Pastoral Leaders

After graduating from Dallas Theological Seminary in the 800s, Baston (a
pseudonymjook the position of Youth Pastor at a church on the east coast. Later that
decade, he came Frst Church as the Youth Pastor, and later became the Senior Pastor a few
years later.

PastorGreene (a pseudonyns)the present Executive PastoiFafst Church. He is
the second man to serve in the role of Executive Pastor, the previous man haxaigton
the pastoral care position. He received a business administration degree from the University
of Texas, with a concentration in finance. He previously worked in the airline industry for
sixteen years as a data manager.

PastorGreeneserved as &olunteer in the congregation for ten years, ministering in
several aspects of ministry@&tst Church He knew the Senior Pastor well, meeting with
him for coffee on Saturday mornings for years. While he was driving with an elder of the
church, he washallenged to consider the role of Executive Pastor. After some contemplation
about the challenge, he determined that a change was in the air and opened himself to the
possibility of the role. He interviewed with the Senior Pastor, then the searchttesmamd
eventually took the position. He has served on the church staff for two years (at the time of
this writing).

The present church staff includes eight pastors (twelve when fully staffed), ten
ministry staff leaders, ten support and administeaéissistants, and six interns. Eleven men
sit on the elder board, while the deacons include twsirtydividuals.

Stepping Up to the Platefor the First Swing

In the mid900s, the staff Birst Church included eight pastors in the areas of
childrenOs ministry, youth ministry, worship, educational, missions, womenOs ministry, and
business administration. Some of the staff were new to ministry. Some had previous
experience in their field, but not all.

One particular pastrone we will call PastoBlue (a pseudonyrY) had significant
gifts, but lacked specific education and experience in his ministry Bble became
dissatisfied with his role in the churoker time As a result, he became engrossed in areas of

*Executive Pastor Greene (a pseudonyrajsonal interview by Paul Utnage, J8ly2007.



his own passion, while all the tarhe Oneeded to pull in the right directidofthe sake of
the churchOs ministry. As happens with other leaders who become dissatisfied, his attitude
began to affect other staff members along with him.

As he began to reflect upon thi¢uation,Senpr PastorBrown recognized that Pastor
Blue was simply not a good fit for his ministry positioBlue did not share the same
philosophy of ministry as the remainder of the staff, nor did he exhibit the necessary passion
for his specific job requirementsn terms of their stated values, he was not serving according
to his passion and giftedness.

Compounding the situation, the staff member who supervised Bhstowas the
same man who had helped hire him years before. He was, therefore, investgdieBauwe
that he did not provide clear direction and guidance for someone who was struggling with his
fit in the church. The ensuing entanglement caused a degree of consternation for the Senior
Pastor.

During this same perioof initial reflection,Senior PastoBrownOs father, as well as
his wifeOs parents, died. This was also the time frame when he was completing his Ph.D.
studies. These challenges deflected his attention from the growing dissonance on the team.

In the next few months, two othstaff member if the reader is counting, we would
call these men, PastBmithand Pastodones (both pseudonymbpthfrom the same stalff
decided to join a professional counselor in planting a new church in the same city. This
happened near the end b&t9@. When they left the church, they took approximately one
hundred people with them. They did not initially inform Senior P&townN or any other
church leadei$ but they did include Past&lue in their discussionsBlue did not choose to
leave with the other two staff members in order to plant the new church. However the
dissonance, distance, and tension continued to grow.

As early as one year befoBrown saw the looming problem. He had a Ogut feelO that
something would have to happen foe sake of the church. He remembers, Ol hoped it would
work out.O As tensions silently grew on the team, Brdwagan to discuss the need to do
something different with the elder board, but the board was not united about the next steps.
Brown admittedthat a few people even wondered whether Ohe might be too hard on these

guys.®

PastoBrown was surprised by the departure of the two staff members who started the
new church. He noted, however, the growing problem of PBBie©s attitude on everyone.
So he began to converse wiglue after the departuref Pastor Smith and Pastor Jonéte
sought to help Past@&lue discover another new position.

®Senior Pastor Brown (a pseudonymgrsonal interview by Paul Utnage, July 12, 2007.
"Ibid.
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The departure of Past@8mithand Pastodonegprompted a dawning of concern
among the previously disitad elder board. Onc®&mithandJonegesigned to start the new
church plant, the elder board was in agreement that Hals®needed to find something that
fit his true passions. The initial plan was a gracious Nffe could remain d@irst Church
until he found a new position. Unfortunately it is difficult for anyone to stay in such a
position without struggling emotionally and philosophically. Such was the case here. As
Senior PastoBrown observed, OEvery day on staff, [such a person] canpobineboze
negative thoughts:O

PastorBlue finally departed for a new position in another place in August of the
following yeaN almost one year later.

The initial loss of three past®itsn an environment of growing tensidrwas
understandably negativ the remaining staff members (their numsasnow cut almost in
half). The departure certainly impacted trust and uncertainty. Some remaining pastors
struggled to get a true perspective concerning what was happening.

After PastoBlue left, SeniorPastoBrown encouraged and supported the remaining
staff members, communicating the details as best as the situation alBresh met with
each staff member or@one. He encouraged everyone to still focus upon aspects of
effective ministry, rathethan on questions of doubt. Staff members discovered over time that
they were not experiencing whatever might have been suspeatetithat was a good thing
for the longterm response. Doubts that may have initially been negative eventually became
focusedon strengthening the future ministry (dependent upon the person involved). One
newer staff member later reported, OOne of the things | like [about the staff] is everybody is
helping everybody.O Such a phenomenon was a new experience.

According to aéw members of the church, the congregation had little reaction to the
departure of the three pastdrBastorsSmith, Brown, and Blue Two congregants remember
that they were interested in the affairs of the departing pastors, but never questioned the
churd leadership. Another man reported, OMy perception was that the people who were
leaving pretty much had the problem [if there was oH&].O

The present Executive Pastor, Pagioeengwho sat in the pew as PasBrmown
announced the departure of the iidre was not yet hired for the church), assumed that the
three staff members Odid not get the culttirar@ therefore fell prey to a poor fit with the
culture. By and large, the situation was not an issue in the congregation. As an observer of
such cultwes and situation§reenenoted that if the three staff members had not left, a state
of turmoil and tension could have continued. However the situation was resolved in such a
way that the temporary tension never became part of the Opop memoriegesétiiestaff.

*Ibid.
%P astor Greene (a pseudonypgrsonal interview by Paul Utnage, July 6, 2007.
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When asked if the present staff ever refer back to the 900s inGidearteresponded that he
has never heard anyone refer back to it in conversstion.

Lessons Learned from therirst Swing at thePlate

Senior PastoBrown reminisced abdwseveral lessons that were brought to light for
the future ministry of the churdbecause of the departure of the three pastarst, when it
is time to find another place of ministry for a staff member, act purposefully and quickly. As
the Senior Paer reflected, Olt is rare for a staff member to stay [in such a position] without
ripples being started in other ways.@rown reaffirmed his commitment to the whole church
in such situations. As the Senior Pastor, he explained, one(é doedss trugqblent is
the health and unity of the church, not whether a man can find another job. Even if it costs
one his job, he continued to explain, it is better to lose the job than having the next pastor
wonder why you did not aéf. It is better to act quicklshan to act so slowly that you must
finally do something because it is too painful.

Second, always determine if a man or woman has a history in their area of ministry in
order to determine the fit for ministry. As PadBoown reported, it is importario do enough
work to discover the candidateOs past experience. He has learned to visit the man or woman
in their own setting before hiring them. He watches for the manOs true instincts that will be
modeled in various ways in his past ministry. Discmgea good fit is the goal, rather than
just finding a good person. This is the most difficult aspect of hiring, accordBrgwm®
experiences, but it is the most crucial aspect of creating a staftteam.

ThirdN and perhaps the strongest lesson weat learnell the best intentions will
always be overwhelmed by the reality of oneOs instincts. By insBinmia) and Greene
refer to the inward passions that foundationally drive a pBrsionse passions that ultimately
motivate and guide someoneOs astishen they are acting in accordance with their true self.
Greeneas the current Executive Pastor, recognized:

The things that | know weOre doing differently today are attempting to hire people who
are more essentially a fit. ThatOs the idea thatdtsstvill overwhelm intentions.

[We are] trying to do a better job of ascertaining their instincts. One of the most
difficult things when you are interviewing people is not telling them what you think

you want to hear from them, and then hearing it baisBs really trying to figure out

what their instincts are, prior to letting them know what you want to hear frontthem.

“bid.
3Senior Pastor Brown (a pstanym),personal interview by Paul Utnage, July 12, 2007.
“Ibid.
Mbid.
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Fourth,First Church created the role of Executive Pastor after this situation, although
not solely because of this situation. Heation afforded an ideal opportunity to restructure
the staff, including the creation of the Executive Pastor position.

Back at the Plate Againfor a Second Swing

The lessons that were learned in the 900s were soon tested again. Six yeamsdater, th
pastor§l PastoWalters PastoNewsom and Pastor ittle (all three names are
pseudonymg) announced they were leavifiiyst Churci®s staff. Their announcement came
on the same week, and would be announced to the church on the same Sunday. One other
staff membeN Pastor Mtchell (also a pseudonyi)had also left about nine months earlier.
Therefore, one could count four people in a yearOs time.

Four pastors who had experienced the 900s still servedt&thurch at this later
time. The rest of thpastoral staff joined the staff after gigor situation. Since the elder
board had no term limits &irst Church most of the elders still servédlthough two elders
had left near the previous situatiorBy the later date, Past@Greenehad joinedhe staff as
the Executive Pastor. He atite SenioiPastor were both involved in the second situation.

PastoWalters PastoNewsom and Pastor ittle resigned in April because they had
concluded that another position fit them better, assBredne"’ PastoMitchell, who left
nine months earlier, subsequently found a ministry position that was a better fit. His was a
simple move, as noted by PasGineene

Top notch people will move to other positions that may not be available at your
church. Soraone may move on to become a senior pastor, but they will not be your
senior pastor. You run into this difficulty in all areas. If you have four guys doing
student ministry, then only one of those guys can end up leading the student
ministries. But if bey are all good guys, they may all have the talent. So to go be a
director of student ministries, they may have to go do another cturch.

Perhaps each of the four niekValters, Newsom, Little, and Mitch8llhad shared his
growing uneaswith the othersput such knowledge is not known; it is not even necessary to
speculate. Each man discovered a new place of service.

However, all four had been in conversations with PaSteeneabout their fit within
their role’® They authentically tried to fit tirgposition, but they were Oworking against their
instincts.O Past@rown and PastoGreenedrove the conversations to evaluate their
ministries. On a weekly basis for one ydareenawvorked to help the three men evaluate

Ypid.
8pid.

Fpid.



how they were doing d&irst Churchand what they would be doing in the next ten years. As
PastorGreeneeported,

The goal was to help them in their ministry here, to try to help them be successful in
this environment, and [if it could not work], let them see where they can besstidc

If you meet for a year, and have them tell you what success looks like, and six months
later it doesnOt look like that, itOs pretty easy for that person to see that what they
defingoas success isnOt happéhimgt you do have to spend the necessiang with

thems:

In the three simultaneous resignations in April, Past@enenever had to force any man to
leave. Each man ultimately decided that the best thing was a different ministry.

The newer situation was not filled with as much emotioth@gprevious situation in
the 900sUnlike the situation in the 900s, the remaining staff sensed minimal tension among
the group as the last days/weeks before the resignations passed. By and large they responded
with only Oa little bit of scratching theads.® Both PastoBrown and PastoGreenemet
with each remaining staff on a ene-one basis to allow questions and observations.

Lessons Affirmed by the Second Swing at the Plate

When asked why they went through this transitiorwelN one that ould have been
potentially a major transition ag&irPastor Greenaffirmed that it was because they had
been doing some things better in their culture in recent years. Did the staff go through a
restructuring of the culture again because of these s@figels? No, not really, he surmised,
because Oour culture had already been changed and formed for a while. By having the culture
set, the changes were easfér.Che four staff membelksPastordValters, Newsom, Little,
and MitchelN had not completely undstoodN or been impassioned Rythe culture, but the
culture was clear enough that the transition did not cause great ripples.

Some of those cultural issues were things such as being clear about what leaders are,
or are not, to do d@irst Church Pastorbleaders aFirst Churchare to Oleverage our open
handed strategy with ministry partners.O It is not a cuhiatéscentered on gifted teachers
who draw a big ministry around their ability to communicate.

If someone [i.e. a staff person] comes aaykshese people will help me have

ministry, that wonOt work. We want guys to help people have their ministry. And that
is tough for people who have grown up in church settings where their principal focus
was to draw people to hear the big speaker.aifi llistening to a guy to try to hire,

IOm listening for them to talk about how they have helped a lot of people have

2% pid.
2Ypid.
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ministry, not how they have orchestrated the show around a big gun speaker. | want
them to clearly understand that when they come Hebes not about orchestrating a
kingship. 1tOs about helping all the people theyOre responsible for begin to have
ministry 2

The central aspect &irst ChurchQshilosophy of ministry is equipping people for
ministry. Their strong biblical call is Qegping the saints for the work of the ministry.O
Pastor Greene insisteds ipping equals engagement. If we are truly equipping somebody,
they are going to have some level of ministry. They are going to be er§aged.

This central focus of ministng to be true for all pastors, staff leaders, and volunteer
leaders aFirst Church PastoiGreenestated, OPart of this thing of being a good fit for our
ministry is leading to the point where you recognize the value of helping other people have
ministry. One of the things that | say to our pastors all the time is that you never go wrong by
helping another person be successful. You begin to think in terms of how you can help
everybody in your ministry become all they can be in Christ, and you aretgalodine
around here®

A second clear mark dfirst Churci®s culture that protected them from disruption by a
major staff transition is the expectation of teamwork.

In the backdrop of equipping other people, there needs to be a real sense afkeamw
around hereEWe donOt want you to grow up a parachurch within our church. If all
we ever hear is how wonderful things are going on out there, but never see any
evidence of it here, itOs a problem. Some of the expression of your ministry is that
they will be at our church service. You canOt be a lone r&hger.

Staff members are clearly expected to participate in hospital visitation, -BasterDay
service, pastorsO meetings, chuvide events, etc. OBe part of the team,O affiGneene

A third clear practice dtirst Churchprotected them from disruption by a major staff
transitionin the second scenari@®rown and Greenstrongly encourage that all pastors
Omake a relentless effort to help elders see reality.O By this priBizpte,andGreene
mean that elders need to clearly understand the issues about a staff person. Although an elder
may have championed a newly hired pastor, he should not be overly emotionally attached to
the person. The challenge, as one listefi&roovn and Greenas the level of trust with the
executive team. OTo the credit of the elder board, they understood what [we] were saying,

2 bid.
Y bid.
2pid.
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even though they were involved in the hiring. We see réhattat person is not a good fit
and we need to help them transition teatis a good fit

In the second scenario, the elders received the changes well. While the transition
created some shetgrm turbulence on the Elder Board, a significant majority of the Elders
were supportive and continue to be encouraged by thévpasomentum they are
experiencing.

New staff atFirst Churchare helped to understand the expectatigdieenecontinued
with his assessment of the practices that protected them from disruption by a major staff
transition:

We communicate our expetions to new staff betterEthat is definitely an outgrowth

[of our experiences]. Someone should not have to come in and grope around and stub
their toe before they realize they have made a mistake. Obviously young guys will
come in and make mistakes dadrn from those mistakes. But there ought to be a

clear communicatidd one thing that comes out of it is clear and concise job
descriptions. 1 donOt want to hire someone and six months later they say, OYou never
told me what to do. How can | be expecte@xcel if you never told me what [to

do].O

| think we do a better job now than we used to do in the past of performance
evaluations. Performance evaluation is more strategic and thought out. We now sit
down every year and write down goals for tleary and look at performance of those
goals. The supervisor and staff person and an elder agree on those goals. That is
definitely an outgrowth [of our experiencéd].

A Basic Commitment

The reader of this research study was challenged in the intmdofthis paper to
reflect about several questions concerning honing a staff. What do you do if a staff member
does not fit the chemistry or necessities of a staff? What kind of commitments ease the
tension when one has to transition a staff membes® tduch courage is necessary to truly
hone an effective staff?

_ When asked whether they see themselves acting with courage as they create a staff
that Ofits,O neither PadBsown nor Pastor Greerfelt they purposefully thought about
courage as the keyuality. For instanceézreenepondered,

HereOs the thing. | donOt know that | have courage. What I do know is that IOm
energized by solving problems. ThatOs a part of who | am. ThatOs a part of how IOm
instinctively wired. When | was a volunteerégbefore | was on staff here, there was

2/ pid.
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a volunteer one time who told me, OYouOre a fireman. | can throw you at any fire and
it goes and gets fixed.O ThatOs the way IOm wired. Now that doesnOt mean | like
having confrontational conversations; youQat e be a masochist to like the abuse.

But | am somehow energized by the problems. 1Om energized not so much by dealing
with the difficult issues, but itOs that | can see past the difficult issues. | can see just
how much better off they would be, amdr church would be, if we could get to a

better solution. And that energizes meEThatOs a little bit different than saying, OWell,
IOve got the courage of my convictions and 10m going to do this even if itOs going to
make me feel terrible.O This doesm&le me feel bad. Now, | pray about it; | talk

with my wife about it; | talk witfPastor Brownbout it. 10m not saying itOs a

pleasant thing, but it is an energizing thing td\nte want to be a part in the process

of helping solve these problemsE lbmeone from the outside looking in thinks that

it is [just courage] happenifgand they think they can do that, that they think they

can replicate that my advice to them would be to be very careful because if you

donOt understand that youOre moving inevieaitjizes [you], youOre going to have a
difficult time screwing up the courage within yourself to go dd it.

The SenioiPastor Brown, deliberated the question, as well. He did not easily accept
the label, courageous, as the quality that motivated hith additional conversation, he
agreed that courage is an unstated, perhaps even unconscious, quality for making such
decisions. Yet he, along with Pastreenefelt that the main focus was doing whatever was
necessary to create the right fit in tight people with the right instincts for the right reasons.

Much like other focused leaders, they would not say they are being courageous. There
is something more passionate that drives them, but there is still an unconscious courage that
drives the pssion to do whatever it takes to create tiNtiithone a staff that fits.

2 bid.
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Appendix

Pastor Greene and Pastor Brown affirmed that they are more intentional in their hiring

practices because of their experiences with honing a staffingtance, they now ask the
following questions in early conversations with potential staff meniBers.

K K KKK K K K K w w KKK K K K K

+

K K K K

Briefly share your testimony and give me a snapshot of your life.
What appeals to you about our church and this position?
Why are you seeking a newgition or leaving your current situation?
What are your long term goals or what do you see yourself doing 10 hears from now?
What has your involvement in church looked like throughout your life?
Describe what it was like growing up in your family.
What doyou consider to be your spiritual gifts? Strengths? Areas in need of
improvement?
Where would you rate yourself on the following scales?
o Polarity scale (sethe following scales
o0 Experience/Comfort scale (st following scales
What would you like td&know about our church or this ministry?
What has been the greatest joy you have experienced in ministry? Greatest
disappointment?
Give us an example of a time in your life where you have been involved in a ministry
team in a positive way.
In what areasfaministry do you feel most experienced and competent?
In what areas of ministry do you still have a lot to learn?
What type of work schedule would you anticipate?
How have you balanced personal time and ministry time?
What are the key factors that willlpgyou determine if this position is right for you?
How do you feel you relate to other people?
Have you ever had any difficulties with depression, moodiness, anxiety, or similar
difficulties? What things trigger these struggles?
How do you react when tigs donOt go as planned?
How do you respond to criticism? What if you feel it is unjustified? How have you
responded in the past in a similar circumstance?
Describe a time you have had a conflict with a peer. How did you handle it? How did
you respondo the situation?
Tell me about a time in your life when you failed and explain why it occurred.
How would your best friend describe your relationship with each other?
What is your attitude toward the privacy of your family and home?
How would you picturgrour spouseOs involvement in ministry?

POLARITY SCALE

3pid.



(On a scale of-10)
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Team Player Lone Ranger

1 2 3 4 5 6 7 9 10

Leader Follower

1 2 3 4 5 6 7 9 10

Takes Initiative Waits for instruction
1 2 3 4 5 6 7 9 10

Task Oriented People Oriented

1 2 3 4 5 6 7 9 10

Up Front Behind the scenes
1 2 3 4 5 6 7 9 10

Bent towards outreach Bent toward discipleship
1 2 3 4 5 6 7 9 10

Planner Spontaneous
1 2 3 4 5 6 7 9 10
Humorous Serious

1 2 3 4 5 6 7 9 10

Loosely Organized Highly organized

1 2 3 4 5 6 7 9 10

Details Big Picture

1 2 3 4 5 6 7 9 10

Do it yourself Delegate

1 2 3 4 5 6 7 9 10
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See things as B/W See things as gray
1 2 3 4 5 6 7 8 9 10

Maintainer Builder
1 2 3 4 5 6 7 8 9 10




EXPERIENCE SCALE®r a Youth Pastor)
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Category

Never
done it

Some
experience

Lots of
experience

Visitor follow -up

Leading someone to Christ

Counseling students

Counseling par ents

Dealing with hard issues
(addictions, abuse, suicide)

Long range planning/ development

Budget preparation/ management

Recruiting leaders

Training leaders

Working in a team environment

Planning retreats/ events

Organizin g mission trips / service projects

Teaching in large group settings

Teaching in small group settings

Leading/ planning youth meetings

Interacting with parents

Hiring/ Supervising other staff

COMFORT SCALESfor a Youth Pastor)

Category

Feel
hesitant

Feel
okay

Totally
comfortable

Visitor follow -up

Leading someone to Christ

Counseling students

Counseling parents

Dealing with hard issues
(addictions, abuse, suicide)

Long range planning/ development

Budget pre paration/ management

Recruiting leaders

Training leaders

Working in a team environment

Planning retreats/ events

Organizing mission trips / service projects

Teaching in large group settings

Teaching in small group settings

Leading/ planning youth meetings

Interacting with parents

Hiring/ Supervising other staff

PROFESSIONAL REFERENCE QUESTIONS
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Pastor Brown and Pastor Greene ask for referrals to answer the following questions so as to
discover the fit of a poteial staff member.
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How long have you known the applicant and in what context have you had the
opportunity to observe them?

How would you describe the candidateOs knowledge and skill base as it relates to
leading high school students?

How would you deschie the candidateOs management style?

Describe the way the candidate relates to and interacts with others.

How effective are the candidateOs oral and written skills? Give examples.

What are some outstanding strengths of this candidate?

What are some are#fsat could use improvement in this candidate?

How does this candidate respond and relate to peers/ subordinates / supervisors?
What were some of his principal accomplishments while he served with you?

How would you describe their work habits?

How would youdescribe the candidateOs ability to use good judgment in stressful
situations? Can you give me an example of a time when the candidate used good
judgment?

If you had the opportunity to hire this person again would you? Why or why not?
Ask reference toate the candidate on the polarity scale and get a feel for referenceOs
view of the candidates abilities related to the topics listed on the experience/ comfort
scales.

s there anything | havenOt asked about that you feel would be important to know as
we onsider hiring this applicant?



