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PART I

Chapter 1

The Leader Manager
My career started out with me being a minister in a local
church. I discovered a lot of things in those early days
about people and about the principles of organization.
One thing that I noticed about people is that it is very
difficult to make someone do what needs to be done
when they do not want to do it. The old axiom, “you can
lead a horse to water but you cannot make him drink”
holds true when dealing with people.

The other thing that I discovered is that systems and
processes that are present in many medium-to-large
businesses and institutions seemed to always be absent
in many small businesses, churches, and non-pro its.
Frankly, that’s who this book is aimed at, even though
those working in large organizations can benefit greatly
from both the leadership and management principles
contained herein. So not only was it necessary to learn
how to lead people, but I discovered that I had to build
the systems from scratch. My pet peeve is when people
who are in these types of businesses or organizations run
out and read everything they can on leadership, when it
is the systems and processes to lead the people that are
missing.

Notes

Notes

Michael Gerber, in his book The E-Myth Revisited,
classifies those leading small businesses and
organizations into three categories:
1.) The entrepreneur.
2.) The manager.
3.) The technician.
In this book I classify people into three categories:
1.) The leader.
2.) The manager.
3.) The doer.
The focus of this book is on the leader and the manager.
Gerber goes on to make the case that the entrepreneur
(the leader) should be working on his business, not in his
business. It is focusing on the concept of working on your
business, which I understood early in my career before I
had ever read the book.
But what I did not know was how to do it. It was because I
could see and feel that the lack of systems and
processes were what was missing, that I begin
studying how to build systems in an organization. Most
small business and non-profit leaders focus on
leadership to the exclusion of any teaching on
management and how to build systems. They use
phrases like, “I’m not a micro-manager” as though that is a
valid excuse not to pay attention to the lack of systems or
management in their organization or business.
I was just in a large dentist's office within the last week of
writing this chapter and it was hopping with people.

There was a very exact system in place for bringing you
into their practice as a patient. Everyone was professional,
but also very warm and friendly. Even the dentist had
time to talk to me about my needs in a warm and friendly
way. I noticed he was dealing with four or five different
patients, all in different dentist chairs at the same time.
Each chair had a dental assistant that was with the
patients the entire time.
He drilled the hole where the cavity was, but the dental
assistant did the filling. I always felt like I was getting
great service. As I was leaving, I picked up a brochure
and noticed it was a dental franchise. I saw the dentist
again and asked him about why he had a franchise since
he was a Doctor of Dentistry. He said, “I know what to do
to be a good dentist," but he said "I was pretty clueless on
how to run a profitable dental practice.”
Without doing what the dentist above did, you’re
generally totally responsible for what happens in your
organization or business. You are responsible for what
gets done, and what does not get done. Sometimes
however, you give your best efforts, your organization just
doesn’t seem to progress. You feel like a cross country
runner, running on an asphalt road on a hot summer day.
The road is sticky, you expend a lot of energy, but there
isn’t much forward momentum and morale goes down.
You wonder what’s wrong. You examine your product or
service and everything seems to be going fine. You take a
look at your people and really you see no need for
change. Yet something is wrong. What is it?
The answer is you may not be providing the two
elements only you can provide to ensure forward
momentum. What are those elements?
Number one is leadership.
Number two is management.
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Leadership and management are powerful forces in any
organization. They enable it to move forward to reach its
objective efficiently.
However, there are some that are the head of an
organization or leading a team in the organization that
bring neither leadership nor management. They are
simply doers. The doer is what the E-Myth reers to as
a technician. A doer is never able to position himself to
engage in leading or managing because he is too busy
doing the work. The doer has never learned how to work
through others to get something done. The doer must
intentionally reposition himself or herself, to carry out the
role of a leader-manager.
Through leadership, people become unified in spirit. They
become committed to a cause. This commitment
motivates them to readily accept new challenges and
new responsibilities. Management enables people to
work together because it either acquires or builds the
systems that are needed. When the system is in place
then the manager makes sure the system is operated
fully. Individual efforts are coordinated into team efforts
within the system. When faced with a challenge, the team
is ready to go to work because it knows how to work and
how to get the job done efficiently and harmoniously.
If you want your organization to be successful, supply
your people with both leadership and management. Both
responsibilities are demanding in time and energy. You
already know that it takes a great deal of time and energy
to be the organization’s leader.
It is only as you serve your people in both capacities that
your organization will move toward your objectives. Since
the terms leader and manager are used in many ways, let
us look at the definitions to help us focus our thinking.

Manager

A manager concentrates more on work than on
people and operates within established patterns and
practices. He gets the job done by directing and guiding
the work of others within the limits of those practices. A
manager is transactional.

Leader

A leader concentrates more on people, than on work.
He moves people out of the limits of the traditional. He
enables people to move into new areas of activity and
achievement. He does this, not by direct control, but
through the relationship he has with his people. A leader
is transformational.
Good parents have learned their job is not to raise good
children but to raise good adults. To help a child grow,
and mature and to prevent harm from coming to the
child, a parent at times must be very transactional. At
other times a parent should be transformational by
inspiring and bonding with their children.
One person said leadership is essentially a “relationship
between individuals; that is, between the leader and
every member o the group he leads.” Leadership
inspires people. It makes them want to work.
Management on the other hand, provides the means for
stability, know-how, and sound planning in an
organization. It enables people to reach the objectives
inspired by leadership.

Balance is Necessary

Both leadership and management are essential in the
work o any dynamic organization. I the manager is the
head of the organization, the leader is the heart. Nowhere
is the balance between leader managers more important
than in the head of the organization.
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The people of your organization require a sense of
mission. They must have inspiration to become involved
in the work o the organization; leadership supplies this
inspiration. Without leadership, morale will fall.
People also want and need direction and guidance on
how to fulfill that mission. Without providing clear
direction, morale also falls. Other people in your
organization, no matter how capable they are, simply
cannot satisfy these two needs.
History is full of the people who have experimented with
delegating one or the other of these two responsibilities
to a subordinate. It usually hasn’t worked. Why? Because
that requires an organization to have two heads. Jesus,
the master teacher, said "no man can serve two
masters." (Matthew 6:24)
Each organization and each department within an
organization must have one person who’s ultimately
responsible for motivating its people and coordinating
their efforts. He can delegate many duties but he cannot
delegate the top leadership and management
responsibilities without creating problems within the
organization.

Learn from a Football Coach

It is popular today to compare the key man’s role to that
of the football coach. Consider the late Vince Lombardi.
He was both an excellent leader and manager. He
demonstrated how one person can move an organization

to great success. When he was approached about
coaching the Green Bay Packers, he said he would
accept the job offer under one condition: that he would
be the coach and the General Manager.
He knew a successful football organization could have
only one headman. Lombardi was a man who had direct
control over all phases of the operation, so that he could
move all concerned in one direction and control all the
organizations effort toward one goal.
Lombardi knew how to select the right talent. He knew
football inside and out and was able to communicate his
knowledge to his team. He formulated game plans to
effectively use the player’s talent to win.
Every good manager must know how to do these three
things: 1) Select the right people. 2) Train them. 3) Use
their talents in the most efficient way to get the job done.
But Lombardi was more than a manager. He was also a
leader. He brought out the best in each player. He
inspired them as individuals week after week. The
Packers always seemed to give him their best. They
wanted to win for him as well as for themselves. This type
of leadership caused them to win Championships year
after year.
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Leadership Without Management

Let us consider what happens if you offer your people
either leadership or management, but not both. If you
provide only leadership, the morale of the group will be
high for a while, but without direction, people lose sight
of the objective, and go off on tangents. They fail to
move and head together toward the organization’s goals.
They might be working very hard, but nothing really
happens.
The members of the organization feel that something is
wrong. They are not getting anywhere. They need
someone to coordinate their work. We all know
people who have real leadership qualities but possess
little management ability. People love them but only for a
while. They generate dozens of new ideas. But they lack
the discipline to bring them to completion. Before one
idea is executed they are off to another one.
These types of leaders tend to send up a lot of fireworks.
There is an instant beautiful display. Everyone marvels at
the wonderful ideas. However, because there’s no one to
execute the ideas, nothing of significance happens.
People's interest lags in such a situation. Eventually. they
look for someone who can manage their efforts and who
can help them achieve their goals.

Management Without Leadership

Alternatively is management without leadership. When
there is all management and no leadership, then morale
is destroyed. You can organize to the ultimate and
provide a plethora of plans and well-engineered
programs but without leadership, the effort is wasted.
Perhaps you have not thought of your role as being both
the manager and leader. Do you think you’re doing a
good job now in both areas? Or do you need
improvement?

You can improve as a leader. There’s a lot of fuzziness on
the subject of leadership, because it is somewhat
intangible. You have a hard time putting your finger on the
exact reason why some people are leaders, while others
try, but never quite make it. This causes some people to
believe that leaders are born, not made.
That is true to the extent that certain people have
qualities such as self-confidence, enthusiasm, or personal
charisma that helps them to emerge as leaders faster
than others. However, this does not mean that you are
doomed as a leader if you do not naturally possess these
qualities.
There seem to be two basic ingredients that are always
found in the strong leaders. The first is rapport. The
leader builds rapport with his people by identifying with
them, and them identifying with him. There is a
reciprocal bond when this connection is felt by both
leader and people.
A leader must always know his people. He must be
aware of their dreams, hopes, fears, and their feelings
of inadequacy. The world’s greatest leaders enjoyed the
devoted support of their followers. Why? Because they
have identified with them. They live the same, eat the
same food, shared the same hopes, dreams, experiences,
dangers, and discomforts.
Certainly, a leader is entitled to some privileges, but too
many leaders get greedy. They want too many privileges.
They become proud, they become distant, and people
can no longer identify with them.

Notes

Notes

The second leadership ingredient is communication. The
leader must be able to communicate with members of
the group as a group, as well as with individuals within
the group. The follower must feel that his leader is
listening to him; that he will always get a fair hearing for
his ideas, his fears, his dreams.
In turn, the leader must be able to communicate to his
followers a sense of hope and assurance, hope that their
desires can be realized, assurance their problems will be
solved.
Communication takes time. Unless you’re willing to
take the time to be with your people, to listen to them and
to speak to them, you will never really be their leader.
Therefore, to improve your position as a leader, you must
improve your communication skills.
One of the most important basics in communication is
the ability to listen effectively. The axiom that says,
“people don’t care how much you know until they know
how much you care” certainly applies when we're talking
about communication.
You can also improve as a manager. The word
management was coined by the Romans and first applied
to the training of wild horses by hand. The Romans
believed that there were many jobs men could do better
by utilizing the energy of the horses.

For example, if the job called for moving a lot of material,
a manager could use horses to move larger loads faster.
Or if the job required a man to move himself from one
place to another, he could move faster and farther by
using horsepower. This, of course, meant that man had
to size up the job, select the right horse for that job, and
train it to perform properly. All of this was management.
Gradually, the word management evolved to describe
the task of using manpower to get a job done. You can
improve as a manager. If you will follow the same steps
in utilizing manpower that the Romans used in utilizing
horsepower.

Seven Steps for Improvement

Here are seven steps that will help you improve as a
leader manager:
1. Don’t try to do it all yourself. The one-man band fancies
himself a musician, but generally, people don’t gain much
from his performance. He is a stuntman, not an artist.
2. Size up the job. Think through exactly what it is that you
want to do. Have clear objectives, make plans, write them
down on paper, and study them. Make sure you know
exactly what you want to do. Have some idea of how you
can do it and what help you may need.
3. Provide direction in writing. Stated generally, “If it’s not
in writing it doesn’t count.” By putting directions in writing
it enables those that read it to run with it. The Old
Testament prophet said, “Write the vision and make it
plain.” Most people think that providing direction is just
providing vision. But real direction comes not only with
vision but also when expectations, processes, and
systems are put in writing.
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4. Select the right people. One reason so many have
difficulty managing is that they have the wrong people
assisting them. You may not be able to directly select the
assistance you need, but you can at least insist that they
be selected on the basis of qualifications that you help to
establish.
5. Establish a core dialog schedule. Have your people
report back to you on a regular schedule. Regular
reporting enables the leader manager to keep a pulse on
the organization.
6. Spend time in training. Unless people are trained in the
job requirements and procedures, they will not work
efficiently. No matter how willing a worker may be, if he
lacks training, he cannot do this task properly.

7. Use people wisely. Do not overwork your people but
do not under-employ them either. Use their talents and
abilities wisely. To do this, plan well, communicate with
your people, and consult them on work expectations:
their’s and your's.
This book is geared to help you to capture these
leadership principles. When you are both an effective
leader and manager, morale in your organization will be
high. Things will move forward with greater harmony and
enthusiasm. People will enjoy being a part of your
organization and supporting it. Best of all, things will get
done without requiring so much of your personal energy.

Chapter 2

Identifying, Standardizing, and Directing Work
Systems help a person find more time to be a leader
because systems make the management task easier.
Several years ago, I encountered a frustrated senior
pastor in a church where I was a guest speaker. He came
into his office and slammed the door on a Sunday
morning. He was complaining because the nursery still
had dirty diapers from the week before in the dirty diaper
pail. He told me how many times he had explained to the
nursery leader how the nursery should be cleaned and
the dirty diapers emptied.
At the moment I didn’t say anything and thought I would
wait to see if he brought it up again after church was
over. So on our ride back to the airport he brought it up
once again. As he was complaining I said to him, “if the
expectations and direction you provide is not in writing
it doesn’t count”. He looked at me as he was driving and
pulled over to the side of the road. He said say that again.
I said, “if it’s not in writing and a person has not been
clearly explained to them what the expectations and
standard operating procedures are then you cannot be
frustrated if they have not done what you verbally told
them”. He called me and told me that was life
transforming for him. And he proceeded to write job
descriptions and policies and procedures for every area
of his church.
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For him this was just a simple beginning of having
systems in his organization. He understood for the first
time the importance of systems that are clearly identified,
so that the work could be regulated and directed, without
him having to be personally present.
In order to systemize the work, you must first identify
clearly what work needs to be done. Sort out and
classify the various jobs that have to be done. In
organizations where systemizing the work has never
been done, it becomes necessary to actually interview
the people who are doing the work in order to identify
clearly what work is being done. Many of today’s
leadership books over emphasize the importance of
being a leader to the exclusion of being a manager.
There’s no question that in today’s world we must learn
to be leaders. However, in small businesses and small
organizations the effort of identifying what work needs
to be done is really a part of the management process.
Many organizations become paralyzed in their ability to
move forward because they have never identified clearly
the work that is causing their organization to function.
Once it has become identified, then the work must be
standardized. Standardizing means to make the work
that is to be done consistent, with little variation. Many
have heard of the management technique called Six
Sigma. It is a set of management techniques intended
to improve business processes by greatly reducing the
probability that an error or defect will occur. This actually
happens when work is correctly standardized. Learn how
to control work by directing the right amount of effort, to
the right job, at the right place, at the right time. Don’t let
work control you.
These activities: identifying, standardizing, and directing
work are the heart and core of systems work. Systems
have enabled leader managers the world over to get
more work done, with much less effort.

Organizations of all kinds use systems to help them
delegate work, supervise less and enjoy greater results.
Systems provide for better working conditions in any
organization. There is less tension, and people are much
happier.

How Systems Work Began

Systems work had its roots in the scientific management
movement of the early 1900s. The emphasis of that
movement was primarily directed toward industrial
production. Most of the scientific management
techniques, attitudes and concepts have found their way
into modern organizations. In short, Scientific
Management teaches: “if you study work, analyze what
you’re doing, you will find a way to do it better and easier,
and you will get greater production because you
eliminate wasted effort.” Systems work is an intentional
and orderly, human approach to the exercise of
management responsibility, as contrasted with the hit or
miss approach that is practiced in many organizations
today. Systems is the study and analysis of work, not the
study and analysis of people. People are involved, but
the main emphasis of systems work is on the work itself.
Through systems you identify, systematize and regulate
the work.
Today I see leaders that read books on the subject of
innovation and they began to try to bring innovation into
their organization without realizing that without
systemization there is nothing to innovate. The message
of innovation today is aimed at organizations that have
outdated systems and processes that need to be
innovated. Without the presence of systems and
processes, there’s nothing to be innovated. Most small
businesses and organizations must first develop systems
and processes, which for them is innovation.
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Begin by Analyzing Your Own Work

To be a better leader manager, begin by analyzing your
own work, and systemizing your own responsibilities. To
do this, you analyze and identify exactly what you do. We
have already identified two distinct responsibilities; you
must be a leader and a manager.
It is only when you think of these two duties as being
separate and distinct, that you can begin to systemize
your work, and ultimately determine how much time and
energy you must direct to each.

Two Types of Work

There two types of work in any organization:
developmental and routine. About 70% of the work in an
organization is routine work. That leaves the other 30% of
the work in an organization as developmental work.
As an organization grows almost all of the responsibilities
of the manager role can be delegated. This is because
the manager’s role is primarily overseeing routine work.
On the other hand, the leader’s role becomes more and
more important as an organization grows. Whenever
the manager’s role can be delegated, the leader’s role
becomes 70% developmental work and 30% becomes
management work. Development work includes study,
research, forecasting and decision-making. It contains
project work, unique situations, rare problems,
emergencies, and addressing any gaps that come from
missing goals or poor performance in general.
There is always innovativeness to developmental work
and it is difficult to systematize. The leader may use a
systematic approach to developmental work, but the
work itself does not lend itself to systematization.

The reason many beginning entrepreneurs purchase a
franchise is because the systems and processes along
with best practices have already been identified and
included in the business plan. Training programs from
the franchisors train the franchisees how to institute and
carry out these best business practices. Again most small
businesses and organizations do not have a franchise
manual to operate by. Therefore, some sort of franchise
manual must be created and this really is more of the
role of management.

Delegation

The manager must also see that this work gets done.
Because there’s so much of this type of work that needs
to be get done, if the manager has no one to help him or
her then they end up doing all the work themselves. It is
at this point that true management, getting work done
through others, bears fruit.
The manager’s work is regulated by the amount of
personal effort and time he can dedicate to it, and by
determining how much of his work can get done through
the time and effort of others. Delegation is not a
process whereby manager abdicates his work
responsibility! Through delegation, he expands his own
efforts through the efforts of others.

Case Study

In the book of Exodus, in the Old Testament, Jethro
Moses’s father-in-law advocated delegation. In Exodus
18:13-24 the scripture tells us;
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Next day Moses sat to judge the people, and the people
stood around Moses from morning till evening.
When Moses’ father- in- law saw all that he was doing
for the people, he said, What is this that you do for the
people? Why do you sit alone, and all the people stand
around you from morning till evening?
Moses said to his father- in- law, Because the people
come to me to inquire of God.
When they have a dispute they come to me, and I judge
between a man and his neighbor, and I make them know
the statutes of God and His laws.
Moses’ father- in- law said to him, The thing that you are
doing is not good.
You will surely wear out both yourself and this people
with you, for the thing is too heavy for you; you are not
able to perform it all by yourself.
Listen now to [me]; I will counsel you, and God will be
with you. You shall represent the people before God,
bringing their cases and causes to Him,
Teaching them the decrees and laws, showing them the
way they must walk and the work they must do.
Moreover, you shall choose able men from all the people—God- fearing men of truth who hate unjust gain—
and place them over thousands, hundreds, fifties, and
tens, to be their rulers.
And let them judge the people at all times; every great
matter they shall bring to you, but every small matter they
shall judge. So it will be easier for you, and they will bear
the burden with you.
If you will do this, and God so commands you, you will be
able to endure [the strain], and all these people also will
go to their [tents] in peace.
So Moses listened to and heeded the voice of his fatherin- law and did all that he had said
What can we learn as we analyze Jethro’s advice to
Moses?

1. Jethro told Moses that he wasn’t regulating his work
very well and because of this, Moses and the people
were suffering (vs. 17-18). Moses was zealous in the task
assigned to him by the Lord, but he was burning himself
out. Furthermore the people were not being effectively
served (vs 13).
2. Moses had two responsibilities: (vs. 19-20)
1) Show them the way wherein they must walk.
(Leader)
2) Show them what they must do. (Manager)
3. He was to divide his management responsibilities into
two parts: great matters and small matters. He himself
was to handle the great matters (developmental work),
and the smaller matters (routine work) were to be
delegated.
4. Things were easier for Moses, and the people were
able to go to their places in peace (vs. 23).

Effective Systems Need Prompt Feedback

Since Moses’s day, there’ve been improvements in the
management process. One of the most significant is the
use of information to enable the manager to
accomplish his work. In this modern era of smart phones,
laptop computers and an abundance of apps and
software, obtaining information quickly has come to be
expected. Properly applied, these new apps and software
can give the manager all of the real-time information he
or she needs to manage their organization.
The power of a manager to direct work by his physical
presence is limited, he can stand by the elbow of only
one person at a time. To manage any appreciable quality
of day-to-day routine work, the manager cannot
personally direct and communicate with those doing the
work. He needs something that will help him guide group
action and get the group working together.
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Remember, all work is either routine or developmental.
Most all-routine work can be quantified. Like the
dashboard of the car recording speed, RPMs,
oil pressure, and engine temperature pressure, an
organization can also be dash boarded. In modern
management a dashboard is a management tool used
to get an overview of enterprise’s health. Some software
has key indicators for specific types of businesses
already dash boarded. In others, just a simple Excel sheet
with graphs that are updated daily, weekly, or monthly
will suffice.
Routine work can be dash boarded and the manager
can address the gaps in performance based on what the
dashboard indicates. In a sales department if sales have
gone down by 20% over the last month, that tells the
manager that they must speak to that decrease in sales
at the next team meeting. In a church, if the numbers of
visiting families have dropped by high percentage over
the last quarter it probably means the outreach
department has not been performing well. A dashboard
allows the manager to keep their finger on the pulse of all
routine work that must be carried out for the organization
to be successful and effective.

Developmental work can best be carried out using some
type of project management software. Remember this
type of work is difficult to systemize and has a newness
about it that can best be kept track of using project management techniques.

Characteristics of a System

1. It is made up of a number of parts.
2. All parts are interconnected, and each part is essential
to the whole.
3. There is a sequential pattern to the activity of the parts.
4. The action of each part influences the action of all
other parts.
5. Activity and information flows through the parts,
galvanizing, empowering them, and enabling them to
accomplish a specific purpose.
6. The leader manager controls the system by monitoring
the flow of information and activity and then providing
feedback and direction as needed.

What Causes a System to Fail

1. People
a. People do not know what to do
b. People are not properly motivated
c. People are not properly selected
2. Information
a. Lack of information
b. Faulty the information
c. Excessive information
3.Design
a. Improper design – the leader manager must eliminate
tension where the different parts intersect
b. No design - design the system for what is needed
4. Direction
a. Scarcity of direction
b. Extreme direction
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The Principle Job Description of a Leader Manager
1. Setting measurable standards – let everyone know
what is expected of them
2. Establishing checkpoints
3. Measuring performance and progress – constantly
monitor the system
4. Evaluating these measurements
5. Redirecting action as needed

Chapter 3
Systems

Planned Systems Work Better

Whether you are aware of it or not, your business or your
organization now has systems. It has activity or work
going on all the time. That activity can be planned, or
it can be unplanned. Both of planned system, and the
unplanned system work and both get work done, but
there’s a vast difference in the degree of effort required
one type of system over the other. Over time, effort goes
down the drain in most unplanned systems.
Consider the effort required to guide a cargo vessel
down a winding river from one city to another. Compare
that effort with the effort required to guide that same
vessel from city A to city B in a straight-line canal. It is
much easier and more effective to guide the ship in the
straight-line canal.

We do need to work hard, but we also need to work
efficiently. The Bible tells us that God is not the author
of confusion. It also says that he would have all things
done decently and in order. Further, the Apostle Paul
tells us in 1 Corinthians chapter 12 verse 28 that God has
placed some in the church with the gifts of governments.
The Greek word used here for governments, is the word
helmsman. The helmsman controls the ship. He plans its
course of action, and directs it. He does not let the ship
wander as the wind may blow it, but steers it along a
prescribed course.
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Jesus Did some Planning

In the story of the feeding of the 5,000, the Bible says
that Jesus commanded the disciples to make the all
people sit down by companies up on the green grass.
They sat down in ranks, by hundreds, and by fifties. We
also know that when he sent forth the 70 on the first
missionary expedition, he arranged for them to go two
by two. Jesus did things in an orderly fashion. He used
planned work cycles to get the job done efficiently.
A planned administrative system helps you do the same
thing. In your business or in your church, it enables you
to use all the available resources, such as people, time,
money, and equipment to achieve your goals more
efficiently.
Systems are what a leader manager directs. Someone
else sometimes provides the leader manager systems,
and sometimes the leader manager must build the
systems himself. Most entrepreneurs and church
leaders must provide or create the systems themselves.
The purpose of this book is to show leader managers
how to create the systems that they need in their
businesses and organizations in order to be effective and
successful. So let’s get started.
Management is the science of getting people to
contribute their best efforts to work that needs to be
done. This implies that you as a leader manager know
what work people are to do. You must communicate who
is going to do the work and how it will be done. You may
have to determine when and where people do the work.
At times you will have to explain to them why the work
must be done.
As a leader manager, you must seek to establish an
environment in which people can and will work together
harmoniously. Any leader, whether they are a business
owner, a start-up entrepreneur, or a leader of a nonprofit
must understand how to be both a leader and manager.

What is a System?

A system is a single entity made up of two or more component parts. Each part has a definite relationship to every other part. The action of any one part has a
direct effect on the action of every other part. Therefore
to function smoothly, a system must be well designed
and controlled.
An “Administrative System” is made up of different
people parts. Someone must concentrate on
coordinating the work relationships of these people so
they cooperate with one another as individuals or as
groups to get the job done. That someone is the
manager or the administrator.
Please note our emphasis on the terms work, job,
coordinating, relationships, individuals, and groups. These
words form the foundation for this entire book.
We teach and endorse the fact that any organization has
a job to do. If they are going to get that job done
effectively, a leader manager is needed to enable people
to develop good working relationships. An understanding
of systems will simplify this administrative management
responsibility.
Thus, a system must be defined as an administrative
management tool for bringing the people parts of an
organization together and forming them into a wellcoordinated working unit.
A system may be small or it may be large. It may be a
single unit or it may be a composite of a number of
smaller units called sub systems.
Consider your auto engine for example. The entire
collection of nuts, bolts, wires, springs, valves, all make
up the mechanical system. Even the driver turning the
ignition key, and placing his foot on the accelerator
becomes a part of the system.
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But the mechanical system of the car is a composite of
the number of smaller sub systems such as a fuel system
and electrical system and the transmission system.
Each of the sub systems must function smoothly, and
must be coordinated with every other system, if the total
mechanical system is to fulfill its purpose.
Systems are important, not only in the area of mechanical
systems, but also in the area of human group systems.

The Formation of Groups

Since the beginning of time, people have been rubbing
shoulders with one another in groups. Groups are formed
in many ways and for many reasons. A crowd of people
standing on the street corner waiting for the signal to
change is one kind of group. The fans gathered together
in a football stadium, and the passengers in the jet flying
at 29,000 feet are also groups.
These groups, however, are rather temporary in nature.
The members come together in a casual way for a short
while, and then they disperse. Although they may have a
common purpose, they are not actively working with one
another to achieve a goal. There is little structure in such
groups. All members may step off the curb
together when the light changes, or sit in assigned seats
in the stadium while the teams are playing, but otherwise
they demonstrate little organization.
There are, however, groups that are more permanent
in nature, possessing more organization. It is with these
groups that we are concerned, since all organizations are
among them.

Examine such organizations, and you will discover that
there’s much activity going on with them. This activity
hopefully will enable the organization to reach its plan
goals and objectives. This book concerns itself with these
activities.

The Relationship Between Systems and Activity

There is a relationship between systems and activity. To
understand what the relationship between organizational
activity and systems is, let’s look at a typical
manufacturing firm. It is organized around departments.
There is a purchasing department, the production
department, the finance department, Etc. Examine each
department, and you will see individuals working. In one
office, for example, someone will be working on the
computer handling invoices, in another department
someone is taking care of purchasing materials, and
someone in another department handling human
resources. If you were to go to the assembly line you
would find many other activities. If you were to observe
long enough you would see that all of these different
activities are connected.

Effectiveness depends on how well all of these individual
people and departments are connected. A system is that
which connects all of the various departments and work
cycles into one cohesive group. This group moves
forward in order to accomplish the organizational
objectives.
So also, as you examine the entire organization,
department by department, you discover that every
individual’s activities are linked to the activities of every
other individual. Not only are individual activities
connected, the departmental activities are also
connected.Activity within the finance department is
directly related to activity within the production
department, which is related to activity within the
purchasing department. All of these smaller systems
cycles are tied together to make the total organizational
system.
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In addition to the work systems with any organization,
there are also social systems. For example, there are
activities, which tie people together in social relationships.
The very first human organization and its social and works
system is found in the book of Genesis. In Genesis
chapter 2 verse 18, we read that the Lord God said “it is
not good that man should be alone I will make a
helper for him.” Adam and Eve were to be companions
to each other. They formed a social subsystem within the
greater system of marriage, but also constituted a work
subsystem as they helped each other with tasks to be
done. Every human organization today is made up of a
network of social systems and work systems. Wise
managers in business have learned that they must have
plans to tie all of these subsystems together.
An understanding of systems planning will enable the
leader manager to coordinate all activity within an
organization so that he’s able to get all workers, and all
the departments pulling in the same direction. It is that
coordinated pull that permits an organization to reach
its goals efficiently with the least amount of expenditure
in time, effort and money. Without the systems plan, the
activity of any organization can offer a tangled picture of
misguided energy and lack of efficiency.
A system is valuable in any organization. It does not
provide a profit directly as such but in the organization,
which must achieve a profit if it is to survive and prosper;
it is the system that provides the tools by which
managers, the planners, and the decision-makers of the
organization can steer the activities of others. In an
organization, such as a church, which is not designed to
realize a profit, such administrative tools result in better
performance, and greater ability to reach goals and
objectives.

A System Does Not Operate Itself

A system does not operate by itself. It needs
competent people to plan and run it. The leader manager
is the key figure in making a system work. Such a person
must understand the principles of organization, planning,
and administrative control.
One cannot get the maximum performance out of
people unless they’re organized, where activities are
planned and controlled. Having a planned system
enables an leader manager to do these things.
Through a system he allocates responsibilities. He makes
use of the best available skills, fitting them together into
a workable plan, so that the work gets done in the best
possible manner. What we are discussing is avoiding
chaos and confusion by coordinating all activity within an
organization. It is naïve to think that logical plans develop
by themselves. They must be the result of concentrated
intelligent effort. So it is equally naïve to think that people
can automatically synchronize their efforts into an
efficient working plan. They need assistance and
guidance to do this.

Systems are the Answer

The administrative system provides that assistance,
primarily by providing information people need to work
together efficiently.
After a leader manager approves a work plan for his
organization, he needs a method for telling people how
they fit into that plan, what they must do to carry out
that plan, and how they must do it. Further, he needs
some method to feed information back to him, so that
he knows how well the work is proceeding, in order that
he can take any necessary action to further improve the
work efforts of his people. The administrative system with
its related processes, procedures, reporting etc.,
accomplishes these needs.
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Leader managers have learned a long time ago that
passing information along verbally is very unreliable. It is
much better to communicate direction and expectations
in writing, since people can read better then they listen.
There’s an old Roman saying that says, “spoken words
flyaway, written words remain.” People need direction in
order to get work done properly.

They easily forget or confuse verbal direction, but written
direction can be referred to again and again. Therefore,
as a leader manager, you would be wise to learn how to
use written direction to:
1. Tell people about plans
.
2. Tell each person how he/she can contribute to the
plan
.
3. Tell each person what others are also doing to
contribute to the plan
.
4. The leader manager obtains information on how the
work is proceeding so he can redirect the action as
necessary.
A leader manager can be an entrepreneur, business
owner, a nonprofit leader, or anyone who needs to get
something accomplished through others. With that
understanding, management or administration is best
defined as the art of getting work done through others.

The job of working through other people is never easy.
Have you ever heard a person say they would rather do it
themselves, and take the time to tell them how to do it?
When a person says he would rather do something
himself, what is he really saying? Simply that the job of
working through other people, the act of tying their
efforts together into a smooth, efficient unit is work itself.
The person who gets other people to work together uses
a lot of energy. It’s called leader manager energy! There’s
planning involved. There is providing direction to
others so they can do the work. And then theres
inspecting work to see that it gets done properly.
All of this activity and energy is work itself and takes a
great deal of time.
Learning how to fulfill the leader manager role is a
process like eating. You can only eat so much at one
time. So it must be with your best efforts to understand
and build systems as a leader manager.
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PART II

Chapter 4

Charting Your Organization
The Organization’s Reason for Being

When your organization was first formed, the reason for
its being (raison d’tere), was clear in everyone’s mind. Everyone who connected with the organization in its infancy
knew its reason for being. When departments were organized, they were organized to help the parent organization meet its reason for being. All activity was in proper
perspective.
As time passes, as people come and go, the perspective
may get out of focus. This is commonly known as mission
drift. Often those that originally provided support activity
forget that their work is support work. They begin to think
that what they do is the raison d’tere of the organization.
Their efforts began to overshadow the original purpose of
the group.
Many years ago I witnessed firsthand the board
member of a local Church, shut down one of the primary
outreaches of the church because the children who were
attending this outreach on a Saturday morning made it
necessary for the church to have to have the janitor clean
the church again. Instead of just having the janitor
cleaning just once a week on Saturday afternoon the
entire outreach was eliminated. The janitor who was not
available on Saturday to clean the church, therefore the
outreach was eliminated.
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Businesses as well, must continually remind themselves
of their purpose, so that the key activities of the business
to deliver the value proposition are accurately identified
and supported. One of the failures of small businesses
is not taking the time to properly identify the key work
packages that are necessary to deliver their value
proposition. Just identifying and systemizing those work
packages correctly will allow the small business to grow.
Large corporations, on the other hand, can become so
bureaucratic with systems that are inefficient that they
have they stopped delivering value to the customer. They
have lost touch with what the contemporary customer is
expecting or demanding. This is when innovation
becomes crucial to the business’s survival. Change is
introduced, key activities are again identified, and the
work is re-packaged to deliver what the modern day
customer is expecting.

How to Use an Organization Chart

The leader manager uses the organization chart as an
aid to his thoughts. The picture that the organization
chart draws allows the leader manager to reflect and ask
the question, “Is this structure the best for the work that
needs to be done?” As he begins to think about the work
packages, he can consider his subordinates, and their
effectiveness. He can consider if the work packages have
been properly identified and directed. There are key
questions that he can begin to ask himself:
1. Is this part of my organization too big?
2. Is it out of balance with the others?
3. Is the work that needs to be done organized in
the best way?
4. Are two or more jobs so closely related that I
should consider having them made into a single
function?
5. Is the responsibility emphasis, as reflected on this
chart, the correct emphasis? Is it right for our main
objectives?

6. Are we over organized in some of the areas?
7. Does the complexity of our work require a more
complex organization?
People throughout the organization can also use the
chart to help them understand the working of the
organization and the role they play. It also helps them to
understand the authority pattern. How does all the work
activity link up? Who has the responsibility for doing a
certain job? The chart should tell them. When people
know the answers to these questions, they can expedite
their own work. They can reach the right person at the
right time on the right subject. This helps everyone in the
organization. Charts also help new people to orient
themselves to the organization’s structure. People will
learn eventually but why let them learn by a slow
process, when the chart can speed up the process?
These are just some of the benefits that come from the
use of organizational charts. Perhaps you have thought of
other ways that charts can be of value and you have
decided to start drawing one right now. But wait, we have
some groundwork to do.
Begin by writing the purpose of your organization clearly.
People support something when you let them know what
it is. The Old Testament prophet stated, “write vision and
make it plain so that the people who read it can run with
it.” So the purpose of the organization should be seen
clearly in the minds of all of those who are part of it.

Identify the Work Packages

Next, ascertain the work packages of the activities of your
organization. If you are a small business owner, list all of
the primary jobs that you’re doing right now in you
business. Even if you have a few employees, the
responsibility for most of the major task of your
business falls on you. Examples of key activities that can
be grouped into work packages are accounting,
marketing, legal, human resources, information
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technology, operations, etc.
If you’re a pastor of a church, some of your key activities
may be preaching, music, outreach, prayer ministry,
missions, youth, children, stewardship and finance, etc.
Once you have listed every job you can think of, begin to
arrange them into logical work packages. For example, all
work relating to finances goes into one package. All work
relating to marketing goes into one work package.
Typically, in the church all work relating to children’s
ministry goes into one work package, and all work
relating to missions goes into one package.
The most important thing to remember here is that all
boxes on an organization chart represent function not
people. Let me say that one more time: boxes drawn for
an organization chart, are not drawn with people in mind,
they are drawn representing function.
In your charting, concentrate on the work not on the people. Usually your work packages will remain relatively stable. There’ll always be somebody in charge of the work,
but it is not always the same person. People come and
go. So on your chart, place the major emphasis on the
work not the individuals. Even on your main or top chart,
the work title and the key spot is not the name of the
person who is president, it is the title President.

With this understanding in mind, make work titles
dominate your chart. Give these titles prominence by
putting them at the top of the box. In fact, show them in
boldletters. Remember the man in the box is only
transient, put him in smaller type. He is a temporary
occupant. He may be responsible for the work today but
he may not be directing it tomorrow. The useful chart
emphasizes the relationship among the work packages.
For your titles, choose words that mean something. When
you do that your chart does the job of showing basic
work responsibilities. The chart becomes more than just
a picture of the organizational structure. It is a summary
of all major work assignments.

What the Organization Chart Shows

A well - constructed organization chart really shows four
things:
1. The primary function i.e. the work package
2. The title of the position
3. The person’s name who was responsible for the
work package
4. The lines that connect the boxes show the lines
of authority and accountability.
Inside of each box that is drawn, the primary function or
work package should be in the largest type. The title of
the position should be in the second largest type. The
person’s name who is responsible should be in the
smallest type.

A Cautionary Note

Do not be afraid of the details. There was a buzzword
back in the 1990’s called micromanagement. The idea
was real leaders never get bogged down in
micromanagement. In other words, real leaders never go
way into the weeds; they let others go there. The advice
was to focus on leadership and the big picture and not
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get bogged down with the details. For those who are in
higher positions, this is great advice.
However, this advice was written primarily to those who
are working in an established corporate culture and
structure. Typically in established corporate structures,
systems are already in place. Even if the systems are
archaic, they’re in place. Therefore the executive role is
not to establish the system but to merely improve upon
it or administrate it in a more effective way. In fact, history
is littered with successful corporate executives who left
their establish corporate structures and started their own
businesses that failed miserably. They were incredibly
effective where the system had been provided for them
but struggled mightily when they had to develop their
own system.
Entrepreneurs who are starting businesses from scratch
or pastors who are pastoring small to medium-size
churches do not have the luxury of an already
established corporate structure, they must create one
from nothing. That’s why it is so important to know how to
correctly develop an organization chart.
Without getting too far into the weeds, real leadership is
providing an organization chart if your business or church
or other organization does not have one. This is also true
if the current chart is out of date. And for many large
established organizations, clarifying and updating the
organization chart is a part of the innovation process. So
knowing how to create an organizational chart is a key
skill for any leader manager.

How to Create an Organization Chart

Your organization chart is a language. To make its
language clear to other people, the language must be
consistent. To communicate consistently, set up sensible
standards and stick with them. Here’s a summary of
organization chart standards:

1. Show the date that the chart was created first.
Placing the date in the top right-hand corner of the
chart usually does this.
2. Emphasize the key function (workgroup) that is
being charted by placing it in the largest box and
using the largest type on the chart to identify the
workgroup being charted.
3. Use medium-size rectangle boxes aligned
horizontally under the key box to represent the
functions that report to the key function box.
4. Use small rectangular boxes aligned vertically
under the medium size boxes to show all primary
functions that are necessary to from the workgroup
in the medium size boxes
5. Use thick lines to connect the boxes,
6. Show a function in each box first.
7. Next in the box, show the position title of the
person responsible for this function.
8. Next in the box, write the name of the person
currently responsible for this function.
9. No box should have more than 5 boxes under it.
(In rare cases no more than 7)
10. There should be a job description (covered later
in the book) for every box
11. There should policies and procedures (covered
later in the book) for every horizontal group of
boxes and for every vertical group of boxes.
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Do Not Chart Too Much On One Sheet

Some people try to show every detail breakdown on one
sheet. They get so much on the sheet that it looks
cluttered. It becomes hard to see the relationship picture
of all the boxes. Don’t try to put too much on one chart.
First show the organization wide structure on one chart.
This typically includes the one box is at the top which
represents the primary position and function that is being
charted. If the function/position were president, then it
would be the largest box in place at the top of the sheet.
Most of the time sheets are laid out in landscape mode.
Underneath this box there would be a horizontal row of
boxes representing the functions/positions that report
to the President. Under each of those horizontal boxes
would be functions/positions listed vertically that report
to those boxes. To show more detail of the chart, take
each box from the horizontal line of the main chart and
chart it the same way you did the primary chart. This
allows for more detail as the chart goes deeper.

Balance in the Organization

An organization is never as even as it appears on the
chart. Charting an organization accurately is more a work
of science. Nonetheless, some of the work packages will
be out of balance. They are out of balance because of
people. This is where the art part of leadership comes in.
Some people are more aggressive than others, which
leads them to want to dominate in a corporate setting.
The leader manager needs to know how to direct them
and to hold them accountable. Others are more passive
and the leader manger needs to know how help them
and hold them accountable.
Because people are people, charts can’t always depict
the organization picture accurately. However, it does not
mean the organization chart is not of value. It is if you
realize not all of the people facts show in the chart.

Chapter 5

Policy and Procedure
To function with less tension and with more harmony,
every organization needs written statements of policy to
cover its total field of operations. Each policy statement is
a single decision made from among alternate courses of
action meant to guide an organization’s behavior.

Defining Policy

People talk a lot about policy. They say “our policy is…,”,
“We need policy on that…”. However, in listening to them
we get the idea that they do not mean the same thing by
“policy”. To help us better grasp what policy is here are a
few definitions to consider.
1. Policy is a single decision that applies to all similar
questions from this point forward.
2. Policy is a settled direction in which all organized
activity goes.
3. Policy is a consistent way of relating to organizational
operations and personnel.
4. Policy is a consensus of what leadership and
membership want.
In short, policy provides an atmosphere for
decision-making that clearly defines the “what” of the
decision, it does not concern itself with the “how”. The
latter is procedure.
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How Policy Can Help Your Organization

If your organization is to function smoothly, everyone
connected to it must work cooperatively with everyone
else. One way to facilitate teamwork is to let people
“know what they can do”, and “what they cannot do”.
When tensions occur, it is not always because people do
not agree on what should be done. Sometimes it is
because they do not “know” what should be done. Clear
policy statements arrived at through the
collaborative process, and communicated to all
concerned, go a long ways in eliminating friction. Things
go much more smoothly if people know what is
expected of them.

What and How

Policy addresses “what” can be done. Procedure
addresses “how” it will be done. In the real estate
investment business, I set a limit on how much per month
a property manager could spend on all of my properties
for repairs and maintenance without having to consult
with me. If for any reason they needed to exceed the
amount they needed to contact our office immediately.
If it was approved they could take it out of next months
rents. That prevented me from getting huge
unexpected bills. Taking it out of next months rent was
“how” they received payment, which was procedure.
In churches there should be policy for what a teacher can
spend on supplies. They may be able to spend $10 per
month on supplies without approval. If they go over that it
may require the Sunday school superintendent’s
approval up to $20. Anything over that may require a
committee’s approval or the Pastor’s. Remember policy
is the “what” and Procedure is the “how”. The procedure
may be that even though it is approved by policy,
reimbursement is not made until the 25th of the following
month.

How Policy Helps the Executive to Lead

One way to get teamwork is let people at the operating
level know what the leader wants. If they know what the
leader wants, the people should then be able to make
good decisions that are in harmony with the overall goals
of the organization.
So, if members of an organization have a series of clear
statements of policy, then they have a basis for making
good decisions. These decisions will be in alignment with
the overall bearing of the organization.
Because of the lack of written policy many leaders have
to redecide today what was already decided yesterday.
The development of well-defined policy statements can
help prevent this vicious circle. If leaders will make
decisions and state them in the form of policy
statements, then other people can apply these decisions
to similar problems with the leader having to be involved.
Good written policy statements help with communication
in any organization. They serve as fences, that as long as
someone is staying inside of the fence they can make
a decision even if they are a thousand miles away. This
frees people up to make decisions at the operating level
and causes the organization to be more efficient.
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Thus, with well-defined policy people can move
proficiently. If written policy is absent then people refer
problems continually up line for a resolution. The really
adept operatives do not want to run to their leader for an
answer on every question, but when there are no strong
guidelines then only the leader can make the decision.
Also, with no clear policy, people who do not refer back
to the leader will end making their own decision totally in
a vacuum.

Mistakes in Making Policy

There are times when there is written policy but it is
being used incorrectly. The wrong use of policy can
create more problems than it solves. Below are some
mistakes that organizations make regarding policy.
1. Not Having Policy Stated Clearly in Writing.
People need to be able to read and study the policy. As
we stated earlier in the book, “if it is not in writing it does
not count”.
2. Not Having Coaching and Training on the Written
Policies.
Policies must be communicated seven times and in
seven different ways. The”why”of policies must be
communicated especially in real-time. When an issue
arises, it is helpful when the leader can refer to the policy
and explain why they have this policy.
3. Not Including the Team When Developing Policy.
Policy decisions that are made separately from the group
are difficult to administer because they generally do not
reflect the thinking of the group. Always include as many
people that will be directly affected by the policy as
possible so you can obtain the buy in of the group. Also
done properly the group generally will bring the
“common sense” of the group to bear thereby making a
more effective policy statement.

4. Not Sticking to the Policy and Making Too May
Exceptions.
When you make too many exceptions to established
policy you actually have no policy at all. Limit exceptions
and you avoid confusion and trouble.
Of course policy can exist even if it is not written. The
minute two people decide to work together they need
policy. They need some agreements on what they are
going to do.
How do they discover policy? The need arises from a
problem. Sometimes it is a problem that has repeated
itself, and will occur again in the future. So a policy
statement is needed in order that efficient decisions can
be made in the future.
Sometimes there is a disagreement between people. A
policy statement is needed to settle the argument.

Exceptions to Policy

Policy is used to help create smooth operating patterns.
Therefore policy should be applied almost without
exception. Of course, there are always some occasions,
when no matter how carefully we craft policy, we may
need a separate decision to address a specific
problem. Make these times of policy exception rare
indeed. If you do not make exceptions rare then all policy
loses its teeth. Also some will interpret exceptions as a
change in policy and then you are back to square one.
Of course, if there are many exceptions being made,
then the policy probably needs an overhaul. It should be
changed to include the problems that are covered by the
frequent exceptions, especially if they are forming a
pattern.
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There is another danger in making policy exceptions. The
danger lies in “who” is making the exception. Ordinarily
only those who first approved the policy should make
the exception. The challenge is obvious; if “anyone” can
make an exception then all policy breaks down.

Policy and Procedure Manual

What do we do with policy statements once they are
clearly stated? We compile a policy manual. The best
practice is to compile a policy AND procedure manual. A
policy answers “what” and the procedure answers “how”.
Place a short statement of policy before a procedure and
repeat when needed. Not every policy will be followed
by a procedure, and not every procedure will be
preceded by a policy, but generally they go together.
A good manual should include:
1. Categorization
Group together like kind of policies and
procedures i.e., finance, human resources,
customer relations, etc.
2. Table of Contents
3. Index
create a good index in the back of the manual
so specific policies and procedures can be found.

Chapter 6
Delegation

Getting Work Done Through Others

If management is getting work done through others, how
does the leader manger do this? The answer is they
delegate. Some leader managers won’t delegate. They
are afraid that they will lose control. Others delegate,
then they worry, wondering how much damage a
subordinate could do if they made a mistake. But any
person can delegate with safety if he uses the technique
of the “loose rein.” Under this concept the leader
manager delegates fully, but he keeps a “safety line”
in his hands.
The essence of the “loose rein” technique is knowledge.
A leader manger’s knowledge of what should be
happening and what is happening in any area of his
responsibility. If a subordinate heads for trouble, the
leader manager can pull back on the safety line. This
safety line is the loose rein. A person ordinarily uses reins
to guide a horse. Using the reins, they can guide a horse
right or left or have the horse stop or go. After a while the
person and the horse become accustomed to one
another and begin to work as a team.
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As soon as the driver feels his horse isn’t going to dump
the wagon in the ditch, he can let the reins hang
loosely. But the reins loose or tight must remain in the
driver’s hands. Then if the horse heads for trouble, the
driver can pull back on the reins quickly and prevent
serious trouble. But also note this about the “loose rein”:
As long as the horse is trotting down the road as he
should the driver holds the reins loosely. He does not pull
them tight. Are you a person who delegates to subordinates or should delegate? If so, you have three choices:
1. You can delegate with no reins.
2. You can delegate with tight reins
3. You can delegate with loose reins
If you try to hold the reins too tight you become tired.
You wear yourself and your people out, just as the driver
of the wagon tires himself and his horse if he constantly
jerks and pulls on the reins.
People in an organization grow tired of having to run to
the leader manager for every decision. This is especially
true of people who are proficient themselves. The “loose
rein” idea brings freedom for both: freedom from worry,
uncertainty, or the possibility of disaster.
You can compare the driver and the horse situation to the
job of managing a group of people in any organization.
The leader manager can do little actual work himself or
herself. They must delegate. They parcel out some of the
responsibility to others, selecting people that they have
confidence in.
What are the reins a leader manager can use to help
steer the organization? The answer is “systems”. We
discussed the importance of systems in chapter 3.

Systems planning gives you a number of fundamental
reins that you need in order to insure that your
organization goes down the road and does not land in
the ditch. To apply the systems technique:
1. Define the task that you desire to delegate in writing.
Have a clear picture in your mind as to the exact nature
of the job. Know exactly what you want a team member
to do and not do. Take the time to write out the definition
of the job. Identify clearly the lies of responsibility and the
lines of authority. Tell the team member what they can
do and what they cannot do.
2. Select someone that you think can do the job. Jesus
carefully selected his disciples before delegating any
responsibility to them. He wanted to make sure that he
had people who could do the job. The disciples told
those in Acts 6 to ‘choose men of a good report, full of
the Holy Spirit, and wisdom” to whom they might appoint
to the task of waiting on tables. A person may not have
all of the know-how for the job, but if they have the basic
qualities they can be trained to do the job.
3. Review the description of the task with the person that
you have chosen. Discuss with them how this task
relates to the other activities within the organization.
Clearly communicate the time elements of the job. Setup
specific quantity or quality standards so they can
compare their actual results against expected results
or standards. You and the team member should also
be able to check the actual costs against the projected
costs. That also can be said for the quality and time
expectations. Ask the person idf they feel qualified to
accept the job. If they say no keep looking.
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4. Ask them to carefully review the job description and
to bring back their views and understanding of the job
in writing. By responding in writing the prospective team
member better identifies where any misunderstanding
may arise. As the leader manager you use their written
response as a tool to help you both get on the same
page. Occasionally at this step a major discrepancy is
identified and both parties agree not to proceed.
However, if both agree then proceed.
5. Formally assign the job or task.
6. Announce to the rest of the team the new team
member’s role.
7. Arrange for frequent regular reports. Notice the word
“frequent”. You want to keep a pulse on the progress of
the job or task. You cannot do so without proper
reporting. You need regular written reports at whatever
time intervals you deem necessary. The leader
manager should provide the categories of information
that he wants reported on. This can be done through
some type of reporting software, or a pre designed
form in Excel or Word. We have provided several in this
book for your consideration. The report should include
key indicators of routine work and a space for reporting
any developmental or innovative work being performed.
Remember most developed positions, which are parts of
a well-defined system will include 70% routine work and
30% developmental.

8. Immediately address any gaps in performance or
results. If the reports indicate a need, speak to them
about the gap immediately. The goal is to find a way by
working together or redirecting the team member’s
actions to bring performance in line with expectations.
Below is a list of reasons why delegation fails:
• The person was not capable.
• The leader manager failed to match the work to the
abilities of the person.
• The person selected could not make a decision.
• The person was not oriented to his work relationships
to others.
• The leader manager failed to tell the person exactly
what he wanted.
• The leader manager did not spell out the limits of the
worker’s authority.
• The work should not have been delegated. It was a
key leader manager job.
• The leader manager didn’t trust the decisions of the
person he delegated to.
• The leader manager did not differentiate between
dumping and delegating.
• The leader manager failed to hold a “loose rein”.
The leader manger should develop the reins jointly with
the person that he is delegating to. Allow the person who
is subject to team limitations to impose restrictions on
himself. The person will tend to accept them more
readily than he would if you impose them. A self-imposed
loose rein will not be met with resistance. The selfimposed loose rein will typically motivate the person to
perform at their highest potential.
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No person in an organization is a free agent. Each
person bears a cooperative responsibility to the other
team members as well as to the person that they
report to. The mature leader manager knows that he
must continually strike a balance between the two
seemingly opposing requirements of 1) cooperative
teamwork 2) individual initiative.

Control Must Follow Action

Some leader managers try to exercise control BEFORE
the action itself, thinking that they can prevent troubles
or even minor disasters. But control before action means
there’s been no delegation.
Try using the Technique of the Loose Rein. You lay the
foundation for control by telling your subordinate what
you expect him to do. You give each person (or each
group) a definite and continuing responsibility.
Now he knows. He knows the extent and the limits of his
responsibility. After you have laid such a foundation for
control, you exercise control following action not before.
Control can’t precede action. The reason? You and your
subordinate have agreed on a continuing assignment.
How can you control a person before he acts?
If you have enough confidence in a person to give him
responsibility, then let him do his job. At least let him do
the first phase of a job, the first 10% or 20%.
After he has completed one phase of the work, you can
then exercise a degree of control if you have knowledge
of his results. Is he getting the results you want? If he is,
you have no need to exercise control. If he is not, you can
jerk back hard, tightening the reins.

With a firm hold you can steer your subordinate away
from trouble. When he is doing OK, leave the reins loose,
but don’t drop the reins. Remain alert. You can never tell
when you must jerk back quickly to avoid difficulty, problems, or even disaster.
Action always precedes control.
Think about it. Doesn’t even the driver of an auto take
corrective action only after incorrect action develops?
The car tends to veer to the left. The driver corrects the
wrong direction by steering a little to the right.

Delegation Benefits

The leader manager who learns to delegate the safe
way, using the Loose Rein Technique, discovers many
benefits.
(a)The work of the organization goes forward. More work
gets done, because more people are working well. The
leader manager has more time for himself, and for the
responsibilities only he can handle.
(b)Morale and Esprit de Corps go up. When people are
involved, they feel more a part of the organization.
Because more people are involved in the organization
the more motivated they are to support the organization.
This is especially true if their efforts are appreciated, and
they see some results of their efforts.
Delegating the safe way develops responsible leader
managers. A person may not do the job perfectly the first
time, but with guidance, training, and words of
encouragement from the leader manager, he will
become more effective. Soon, the organization has a
self-confident, capable leader manager.
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Living With People Turnover

We all know that in this mobile society of ours we must
learn “live with” turn-over. Key people move just as we
get them broken in. You cannot do much about people
coming and going. People will move, get sick, and resign.
You can’t stop that. BUT you can learn to live with
turnover gracefully, and with fewer headaches, if you use
written, documents and good management practices.
Let’s review some techniques, which we’ve already
discussed.

Long Range Plans

A long-range plan brings continuity to the work of your
organization. People who hold group roles and staff
positions are relatively temporary. If your organization
is committed to a long-range work planning then the
change of individuals “will have less effect on the
consistent progress of the organization. Thus a plan
tends to give greater continuity to the efforts of all the
people within the organization. It does this despite the
shifting and changing that we know will occur.With a
long-range plan you are able to plug people into the plan
more easily because it allows them to see what has been
accomplished before they came to the organization and
what still needs to be accomplished. This information
perspective helps them to get a picture of their new role
more quickly.

Organization Charts

Remember a chart tells people how all the work of an
organization links up.Without a chart, the new person
may require months to know who is responsible for what.
The chart helps “orient” new people so they can find their
way around more quickly. People will learn the pattern
eventually, but why let them learn by a slow process,
when a chart can show them the way faster?

Policy-Procedures Manual

We’ve gone into, some detail about policy, but have
touched on procedures only lightly. With written policy
and procedures clearly set forth in a manual, the person
new on the job can quickly get an idea as to WHAT his
department is supposed to do, and how the workers of
that department get their work done in coordinated
activity with each other. A policy-procedures manual can
save you hours of explaining what the purpose of the
organization is, and how team members function with
each other.

The Job Outline

Use a job outline for getting a person into the “work
saddle” more quickly. Your aim is to get him as productive
and as quality conscious as the person who just left the
job, and to do it fast. The job outline is a simple tool and
one that you can fashion easily. It is not a panacea. You
don’t just give a new team member the outline, and sit
back and think all is well. The outline is just a good tool in
the hands of the person who knows how to use it.
Job outlines are efficient tools for “onboarding” a new
person into their role in an organization.

Two Values From a Job Outline

Here we’re interested in using the job outline to help
carry on the work despite a team member change.
But the job outline offers a’ second value.’ In the process
of developing the job outline you tend to clean up the
work steps. When you write an accurate, step-by-step
description of a position’s work and responsibility, you will
also see how that job can be improved. And you’ll (almost
automatically) write the work steps, as they should be.
Most organizations, including yours and mine, suffer from
the big unsolved problem: communication. Often a
leader manager blames a worker for not doing his work
correctly. But does the leader manager ask himself;
“Did I ever tell that person exactly how to do that work
before?”
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If the leader manager never gave the team member
specific instructions, who really failed? Certainly the
leader manager failed in his communication
responsibility. He didn’t give detailed work information to
the person who needs it: the team member. Some
people shy away from job outlines. They shudder and
say: “Too much detail.” They have never learned to use
detailed information as a tool. Without detailed
information of what a job entails and an outline of how to
do it, direction is not clear and expectations are not
adequately spelled out.
For example, when a new person comes on the job he
must waste time in making errors, in fumbling around. To
get information so he can work he must talk to others in
the organization. He hopes they can tell him how to do
his work. So all this fumbling is an activity that looks like
work, but it is merely waste.
The job outline can help the manager by eliminating the
hidden, but very real waste of fumbling around.
The outline does not need to be elaborate.
With a selected group of job outlines, you have a tool
for doing better work. You will do better work for just one
reason. Because you are communicating better!
Remember that the new person to team or organization
is eager to learn and to fit in. The new person faces what
seems to be a be¬wildering array of strange activities.
Other people seem to know what they are doing.
He wants to fit in. He wants to succeed on his new job.
Under such circumstances, you have no problem of
persuading the new team member to use job outlines.
He wants and needs them now.

Make the most of this “receptivity” of the new employee.
Provide personal instruction, plus tested job outlines that
will guide the fresh team member through the
sequences of each job that he must do.

What the Job Outline Is

Identify the basic tool you can use to help you “live with”
constant personnel turnover. It is the job outline. It is NOT
the job description, it is NOT the systems procedure* it is
NOT a list of personal rules of conduct. The job outline is
a “one-man procedure.” In doing each job, the employee
follows a number of steps. The job outline reveals each
step in simple English.

Selecting a Job Cycle

The one-man job outline should carry information that fits
the work exactly. The write up and the work steps
themselves must be exactly the same. You can get such
a sensible pattern by giving a little thought to it.
All work starts at one point. It finishes at another. From the
start to the finish point is a “cycle.” Some cycles are short.
They may consist of only two or three steps. Short
duration job cycles rarely need to written down. But other
job cycles may have 15, 20 or 50 different steps before
the work is complete. When you write up a job outline,
you line up each of these steps in their logical time
sequence. If there are deviations, or “side tracks,” you
write these in at the proper point. Then you bring the
work back on the main line again, a little further down,
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When you write the job outline so that it makes “a logical
sequence of action, you provide something that is easy to
write, and even easier to read and use. One person may
need several job outlines. This should be clear; a job
outline covers only one single cycle of work. Many times
one person uses more than one job outline. For example,
the Sunday School secretary may need one outline for
registering new pupils, and one for recording attendance.
And still another for posting the offering by classes.
These three jobs may make up her total work package.
You select the steps of a job outline in much the same
way that you select procedure steps. You pick out a
logical starting point for each job. Then you trace the
steps until you have completed all of the processes that
logically fit into this one cycle.
The fear of ‘Too much paper” drives people to do foolish
things.’ For example, you’ll sometimes find people issuing
documents that “combine” (actually mix up) job
descriptions, rules of conduct, job outlines, duty lists, and
procedures for groups of people all into one document. A
document that “tries to be everything” really is nothing. A
general mishmash of information does not help the new
person. It is a poor tool for training.
The two documents most often mixed are job
descriptions and job outlines. Let’s distinguish between
them and their purposes. A JOB DESCRIPTION lists all
the skills and responsibilities that a person that is
necessary for a person to handle a specific job.
Professional human resources people use the job
description to match the requirements of a job with the
qualification of an applicant.

At the end of this chapter you will find the basic outline of
a good job description. Notice as you review the outline,
the categories of Duties General and Duties Specific.
They are listed toward the end of the job description and
they capture the General Responsibilities (Duties General)
someone in that position would be accountable for. Then
there are Specific Responsibilities (Duties Specific) that a
person is required to do, usually for the purpose of
accomplishing the General Responsibilities. The purpose
of the Job Description is to clearly spell out “What” a
person is required to do. On the other hand, a Job
Outline’s purpose is to spell out step by step “How” to
accomplish the task necessary to carry out their
responsibilities. The new team member can follow the
job outline step-by-step. Notice how different the
objectives of these two documents are.

The Present Worker Can Help You

How do you get a set of job outlines started? Often you
do not know the detailed steps yourself.
Ask the present employee to help you. He does the work
every day. He does know it, even if he has some difficulty
in expressing himself.
Tell him what the job outline is (distinguish between the
job outline and the job description). Tell him the exact
work cycle that you want to cover Be sure the cycle
you” describe is sharp at both ends. Where does it start?
Where does it end? Ask him to suggest a title for each
job, something that describes it clearly. Tell him that you
need the work steps in sequence. The write-up should
be clear, so that if he were to instruct a new employee,
the new person could understand readily. Ask him to
write the instructions in a 1) If do this 2) then do that (3)
next do this style.
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Don’t expect a first draft that is perfect. Anything that the
present worker jots down helps you. He gives you the
beginnings, the details that you seek. Now you can
construct the outline into final form. In a church you may
have several people doing the same work. For example, if
your job outline is for ushers, several people will be
doing the same thing. Get one usher to outline how he
goes about the job. Then let the other ushers see this
written draft. One man might have a better way of doing
one particular step. If he does, you can incorporate the
“one best way” into the job outline. Thus one man
provides you a springboard for your outline. Others can
then contribute.

Sit down with them all. Find out if the job outline covers
just one cycle of work. Are the steps sequential? Are
exceptions clearly covered? Are any steps missing?
What about terminology? (Never throw unknown terms
at new people.)
Avoid initials and acronyms (PERT’s, PO’s, WOR’s, etc.)
unless you also explain them. These may be familiar to
the present employee and to you, but you’ll reduce the
value of your job outline to the new employee if you use
them without explanation. If the new employee must
have materials to do his work in the outline, tell where he
can get them. Can you pinpoint a specific drawer or
cabinet?

Don’t fear length. It does not matter how long the job
outline may be. If the work cycle requires 47 definite work
steps, so be it. Cover each step. As you write, you may
run into a situation where you hav, some doubt about
whether to combine two steps or to write them
separately. If in doubt, always write steps separately.
After you have gone through two or three drafts of the
job outline, you’ll be ready to test it on the next new
employee or team member. After the test, you’ll probably
want to revise it once more. In this way, the outline
becomes a tool you can depend upon for training new
team members.
Let the new team member first read the job outline. Then
take him through the steps vicariously by letting him
watch the coach do the job. Next, under the eye of the
instructor, let the team member do the job himself.
Then, when the coach is gone, the trainee can use his job
outline as a reference as he progresses through the
cycle the first few times.
CAUTION: Don’t expect miracles of a job outline. Even
if you have written it carefully, tested it, checked it, and
tried it out with new employees, it won’t do the job by
itself.
It is only a tool, and like a hammer or a wrench, it is only
effective in the hands of a man who knows how to use it.
Never toss a job outline at a new team member, without
giving some personal guidance.

Job Outlines as a Change-Over Aid

Will jobs change in the new system? How do you
“educate” the employee on the new way of working?
Write up a job outline on each changed job. For the NowAnd-Then Job use Job Outlines. A job outline is a real aid
when you want to do a job well that you don’t do often.
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Next year bring the outline out of your file. Review it,
Follow the steps. You will stop a lot of fumbling around.
Just give the people doing the work these job outlines
to follow. Even if they have never taken inventory before,
you have reasonable assurance that you’re going to get
a job done well and accurately. The job outline helps you
to “preserve” important know-how that you picked up the
year before. Don’t forget it. It’s worth money. Preserve it
with a job outline.

Job Outlines Become Work Habits

After the new worker has followed the steps in a job
outline a number of times, he will no longer look at it.
When this occurs, the written work steps have become
a part of his working pattern. Thus by using a job outline,
you can transfer the best way of working from your planon-paper into the new worker’s mind. To him this “one
best way” is just THE way. Habits, whether work habits or
personal, are hard to break, once formed. This
tendency for the worker to absorb the job outline after he
has done the work a number of times is a strength, a
bulwark against deterioration. With the aid of the job
outline, the new person soon performs his work swiftly
and surely. The result? Continuity and minimal
interruption in the organization’s operations.
Job Outlines are not always sufficient. Because some
tasks are complex; job outlines are not always sufficient
to enable people to do them. They must be given some
training. Just reading a job outline can start the training
process. And the trainee can use a write-up for reference
as he goes along. But reading isn’t training. It is only the
beginning of the training process—the first exposure. Full
absorption of the job know-how is still far away.
This is a fact well known by every effective supervisor/
coach. He also knows that many trainees can’t read with
comprehension. Thus, he tells, explains, and then he
shows the trainee exactly how to do the job.

Next he has the trainee try it while he observes. He will
discuss what the trainee did; then have him do it again.
The essential goal is absorption. By doing the work, the
trainee develops new habits, in this way he really absorbs
job knowledge.

Training Takes Time

Because time is such a precious resource in many
organizations and businesses, we often rush training
sessions. We rely on “cram sessions” to squeeze
information into people. They absorb some know-how,
but only some. Tests have shown that trainees lose 90%
of information imparted in this way. The reason? The
trainee has no time to really absorb the information, and
MAKE IT A PART OF HIMSELF.
Effective training requires the trainee to be motivated in
the work process itself and involvement takes time. Don’t
rush things or expect miracles. Remember there is
always a race in training between absorption and
evaporation.

The Process Called Training

Training a person to do work is a transfer process. It starts
with the man who has the job know-how, often the supervisor, who passes on this knowledge to a team member who didn’t possess it before. Thus training starts with
a thorough knowledge of the work. But it may end with
job know-how, too. There are many people who know a
job and can do it themselves, but who cannot train
another person.
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The second essential ingredient for successful training is
the teacher’s ability to transfer his knowledge. The third
essential ingredient in the training process rests
entirely upon that trainee, upon his degree of receptivity.
If the trainee has no interest in doing well on the job; if he
lacks understanding, knowledge, or experience needed
to absorb the training he best practitioner/teacher can’t
succeed in training him. Thus, the training process must
include:
1. The job know-how of the teacher
2. His ability to transfer that knowledge
3. Te trainee’s personal receptivity.

Select a Trainable Trainee

The trainer/supervisor may know the job well. He may
have mastered the techniques of good training, yet his
efforts will be wasted on an untrainable trainee. And they
do exist. The trainee who is apathetic; too wise, too smart,
too dull, or just unsuited for the work remains, as far as
doing that particular job is concerned, a “knuckle head.”
It will make no difference how well the teacher does his
job.
You cannot coach the untrainable trainee. No matter how
you try, you don’t get productivity from “poor people.”
“Poor people” are those who don’t really want to work,
don’t care whether they succeed or not, have no interest
in their work, or lack potential ability. As trainees, such
people are not qualified mentally, physically, or
psychologically to absorb the training.

Common Mistakes That Hinder Good Coaching
1. Relying solely on job outlines to transmit job
information.
2. Not allowing sufficient time in the training process.
3. Choosing unreceptive trainees.
4. Lack of know-how on the part of the coach.
5. Lack of the trainer’s ability to transfer information.

Getting the Most Out of Limited Time

Your time available for training will always be limited.
Usually it will be less than you’d like to have. Since
shortness of time is a chronic condition, what can you do
about it? The answer is: make a list of the work that you
expect the trainee to absorb and master. Put that list in
writing.
Then: Shuffle the most important job elements of the job
to the top of the list. Those at the top will be those jobs
that are most necessary in successfully doing the work.
The new team member CAN learn a few of the simpler
techniques for himself as he goes along doing the work.
Arrange your list so that the least important items are left
for such “trial and error” learning. If the job, for example,
breaks down into 15 minor operations, place the eight or
nine most crucial operations at the top of the list.
Concentrate your limited training time on those. In this
way you’ll use the limited amount of time available, to get
the most in training results.

Some Principles for Staffing an Organization
1. Set objectives.
2. Develop an efficient plan to help you reach those
objectives.
3. Identify and define all jobs.
4. Establish personnel requirements.
5. Begin recruiting early.
6. Select the right person for each job.
7. Plan for training and supervision.
8. Plan for job satisfaction and enrichment.

Notes

Job Description
Name:
Title:
Qualifications:
• List qualifications for the job
• Skills the employee will need
• Software/hardware that will need to be used
Line of Authority: Shall Oversee and be in charge of all responsibilities
in Duties General and Duties Specific
Line of Accountability: Shall be accountable to the
President/__________________.
General Purpose: To assist the _______ in the ______, _________, and
____________ that pertains to _____(Business Name)_______.
Duties General:
• General duties the employee will complete
Duties Specific:
• Specific Duties under each Duty General
• List each task needed to complete Duty General

Chapter 7
Planning

What Is a Plan? When you plan, you deliberately look
ahead, select a goal, and think out ways to reach that
goal. When you plan, you also prepare for both
opportunities, and for difficulties.
A plan includes:
1. A selected goal.
2. What you must do to reach the goal.
3. When you should do it.
4. Who will do it.
5. How you will do it.

The First Step to Planning

If your organization is to go anywhere you must think
about the future. If you spend all your hours doing the
work that others can do, you’ll be so busy you’ll neglect
long-range planning.
As the first step in planning, take an inventory of what
you’re doing now.
Face the facts! Are you doing too much routine work? If
so, get rid of that work. Sometimes you may have to hire
another person to do it, but that is cheaper than
continuing to let the organization drift in one direction
and then in the other.

Why You Should Plan

There is only one reason why you should plan. IT PAYS.
If you want to summarize all the reasons why you should
plan, you could say:
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Planning is the way to get the most results with the least
effort. Many leaders only operate by waiting for a crisis
or emergency to hit them, then they kick up a lot of dust,
and work long, tension-filled hours to overcome the
trouble.
If you plan ahead, you can:
•Recognize and seize opportunities as they arise.
•Dodge many of the troubles before they even hit you.
•Have the best foundation for effective management.
If you get reports in the future about “progress,” but you
have no plan against which to compare this “progress,”
how can you manage? The only reason for having a
leader manager is that we need someone who will
coordinate the energies of the various people in the
organization. Their job is to point them toward a common,
future goal. With a plan, that is exactly what you can do.
A long-range plan brings continuity. People who hold
positions within the organization are relatively temporary.
If your organization is committed to a long- range plan,
changes of individuals will have less effect on the
consistent progress of the organization. Thus a plan
tends to give greater continuity to the efforts of all the
people within the organization.

Two Gains From One Effort

With a plan you develop power because you get a
two-fold result! Each piece of work you do today does
two things instead of just one:
1. It gets today’s job done.
2. It moves you one step closer to your goal.

Four Steps to a Plan

Planning remains a remote and nebulous thing if you
don’t follow a logical sequence of steps.
If you’re planning a trip to a far off city, your first job is to
decide on your destination. This is your goal.
Then, you’d want to know about the route between
where you are and that goal. So you’d forecast the
conditions you’ll expect to encounter.
You survey the trail (without actually going over the trail),
using maps or past experiences.
Then, just before starting, you’d want to know how you
now stand. Can you make the trip with your present
equipment? You may have to do some preparatory work
before you start the actual trip.

The planning process follows closely this analogy of a
trip. The four steps in developing a long-range plan include these:
1. Get your goal in sight.
2. Survey the Trail: see the steps along the way.
3. Check how you stand now: Inventory your present
organization.
4. Tie all factors into a single plan by applying a time
schedule. Then go.
As you plan you’ll find that one step will tend to alter what
you decided about another. One step will affect the other,
and may require its revision.
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For example, if you first set the goal (Step 1), you may
decide to alter that goal after you have completed your
forecast of the future (Step 2). After you have made an
inventory of the present situation (Step 3), you may need
to revise the goal or the forecast in light of what you’ve
found out about the present. Despite this interaction
between the steps, they do remain a technique by which
you can look ahead, find where you want to go, and start
to go.

Sense of Urgency

Unless the people in your organization feel a sense of
urgency about setting up your plan, they tend to
“ruminate”. They will take excessive time to chew over
ideas, to argue, and to discuss. They may engage in one
meeting after another without developing specific
decisions.
You do want to bring together the different ideas of your
key people on what your goal and what your course of
action should be, but people can also take too much
time. And they will take too much time unless you build
into the process itself, a “sense of time urgency!”
Set up a time schedule for the planning process. Is three
months enough time to complete the plan? Then, set a
deadline for the completion of all facets of the plan 90
days from today. If you fail to develop a sense of urgency
by setting deadlines, some people will plan forever and
execute never.

Bring the Goal Into Focus

The goal of a long-range plan is the motivating power of
that plan. No goal: no plan.

The goal setting process generally goes through the
following phases:
1. Ideas Pour In
2. Goal Becomes Clearer
3. Finally the picture is as clear as you can get it

At first your future goal will be cloudy. Goal setting is
almost always a participative job. Even though one
person coordinates the complete planning process, other
people will offer their ideas on what this goal should be.
Thus the “inputs” to the goal may come from a halfdozen people. In a typical organization, the
leader coordinates the planning, while the people
contribute ideas. So the cloud begins to receive an
input of descriptions, quantities, ideas and thoughts from
the people who are helping to construct this goal.
As these ideas pour in, and begin to jell, the picture of
the goal becomes progressively clearer. As the process
continues, you soon begin to see the goal as a realistic
and attainable objective. Finally it will stand out, enticingly
clear, before you.
Basic to bringing your goal into focus are future
resources, particularly financial resources. How do you
plan to derive the income necessary to help you realize
your goal? What will this income be five years in the
future? Other factors in the goal depend upon the
income you can expect. Then you’ll begin to ask other
questions. What will your organization structure be like
then? Who will play the key roles? What will your service
or product be like five years from now?
Try to see the external factors that influence your
organization. What will your “field of activity” be like
Expanded? Contracted? Changed direction?
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One way to help you see the goal five years hence is to
look back five years. What was the situation in your
organization five years ago? Will the changes that have
taken place between then and now be similar in the
future? Lacking any other information, you can assume
that these factors will be somewhat similar.
Try to describe your goal in two ways:
1. Quantities
2. Written description
Another technique for bringing the goal into focus is to
think of another organization that exists today, an
organization that would be your ideal. A description of
that organization could form a sort of “model” goal for
you. While you probably won’t want to be exactly like
something you already know, the descriptive elements of
this other organization, or its quantitative factors can help
you to bring your own goal into focus. Goal setting is the
toughest part of the planning process, but it is also the
cornerstone of your five-year plan. So strain mightily until
that goal is perfectly clear to you in all aspects.

Stay on a Road

As you move into the future, the plan helps you stay on
the main road to your goal. With the goal in sight, you’ll
work aggressively to go in one definite direction.
Unexpected “opportunities” will appear as you go along.
Should you grasp it? Or side step it? If you’re a person
without a plan, you’ll grasp it if it helps you today. If you’re
a person with a plan, you’ll take a second look. You know
the direction you want to go. This direction leads you to
the goal you want to reach. So with a plan, you’ll reject an
opportunity that you recognize as an enticing side-path.
You’ll be equally able to spot an un-looked for
opportunity that you hadn’t foreseen. It will be one that
you can tell at once will carry you faster down the main
road.
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A Goal is a Magnet

If you set a personal goal that is some distance away,
geographically or time-wise, but you build up a desire
to reach it, that goal will draw you like a magnet. A goal
can do that to an organization too. The magnetic pull of a
goal on the people tends to channel their immense
energy into a single groove.

Schedule Your Progress

After you have set up your long-term goal, the next step
is to set a time for reaching the goal. Between the future
goal and today, set up a selected numbers of sub-steps.
In order to find these, work backward from your goal.
Each sub-goal needs a date. They may each vary, one
sub-goal may take you a year, while another one may
take three months. You may reach the nearest sub-goal
ten days from today. You also need to set a start toward
it date on top of the finish date for each sub-goal. The
finish date of sub-goal No. 1 becomes the start date of
sub-goal No. 2. In your total long-range plan, you may
have several hundred sub-steps. These become road
signs. Use them to check your progress. Your master time
schedule on the plan helps you to integrate all these
interim steps. The master schedule also helps you insure
that all parts of your organization are making progress.
To reach your final destination you know you must make
balanced progress.
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Goal Realism

Don’t set an unattainable goal. If your goal is growth, it
may be possible for your church to grow 20% larger in
five years. But it may be improbable to grow 50% in that
time. Realism in your goal lays a foundation for realism in
all other parts of the plan; in forecasting, in inventory
taking, in scheduling and in progress comparisons as you
execute the plan. If you’ve set a realistic goal, you can
demand exact performance of yourself and of others.
Realism in the goal makes it possible to develop the
important “we shall achieve” attitude that you and others
who’ll execute the plan must develop and maintain.
The “achievement” attitude enables you to:
1. BE REALISTIC. Set a goal that you can attain.
2. BE AGGRESSIVE. Everybody takes positive action to
execute his part of the plan.
3. BE INSISTENT. Reach every sub-goal on time or know
why you can’t reach it.
4. BE DETERMINED. Stick with the plan, and don’t re-plan
until you are certain that it is the only way.

Set Realistic Sights

Most of us tend to be over optimistic, a few people are
excessively pessimistic. Don’t brush either of these
viewpoints aside, but rather listen to both. You’ll
probably find that actuality is somewhere between these
two viewpoints

What is a Forecast?

A forecast results from an attempt to look into the future.
If you can forecast, if you can foresee (even imperfectly)
you’ll know better how to prepare for the future. A
forecast is a “survey into the future.”
When you forecast you gather facts about:

1. Your INTERNAL organization and its trends.
2. Your OUTSIDE environment and its trends.
3. What you feel will probably happen to those two
factors of the forecast.
You analyze these facts. You think about them, and
consider the probabilities, both the good and the bad.
You develop a number of alternate courses of action that
you could take, and then decide which of these alternate
courses of action are best for you. To decide, you
consider both your internal organization and your field of
activity.
In your internal organization, you can control most of the
factors that will help you reach your goal.
Your environment is different. Here you control only by
maneuvering. The amount of control you can exercise
over your own organization is high. Your control over your
environment is usually slight. Accept no excuse for failure
to control the internal factors. You’ll have enough on your
hands in coping with the external factors.

Should You Plan Five Years Ahead?

You may want to plan more or less than five years ahead,
the exact period depends on the goal that you’ve set.
You may be able to reach that goal in four years, or it may
take you seven years. Five years is just the most widely
accepted span of time for long-range planning.
The plan period does not include the time to prepare the
plan itself. It includes the time from when you begin to
execute the plan until you’ve reached your goal.
Here are reasons for selecting a five-year span:
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1. It’s about as far ahead as you can “look” with any
degree of accuracy.
2. It allows time for clean-up of the organization or of
major problems
.
3. It gives you time to develop a better organization, more
income, new programs, to test new programs, or to test
new organization arrangements.
4. It provides time for the all important job of securing
good people, for training them, and for developing key
executives
With all of that said, forecasting is not a highly reliable
science. As you move into the future you’ve planned for,
you watch the factors that entered into the forecast. If
those factors change, or seem about to change, you’ll
ask: What will that change do to our planned progress?

Don’t Forget Cost

A key factor in your future, and in reaching the goals you
have set, is COST, money, personal sacrifice, etc. You
must take them into consideration. It is true the Lord will
provide, but don’t forget Jesus’ observation about
counting the cost. (Luke 14: 27-33)

Use the Calendar As a Spur

You’ve decided on the goal you want to reach five years
from now. Now, time becomes your ladder. You can use
time to help you climb to your goal.

Time can also be the spur in your plan. With time you can
measure progress. You break the entire plan down into
steps, all measured in time. Suppose your five-year goal
is increased membership and a more extensive youth
program. How much progress must you make in the first
year? How much progress in the second year?
In the first year you probably won’t make great progress.
You’ll probably be laying the foundation then.
Expect and plan for acceleration in your progress. You
may be able to get a 10 times greater percentage
increase in the fifth year than you can in the first year. It
may go up 2% at first, then 5%, then 9% , 15% and 20%.

Pick Out Early Alarm Bells

What are the key external factors that will influence your
future? Find these two or three “early alarm bells”. They
can indicate enviornmental changes that are coming.
Such key changes may include changes in locale,
technology, income, people, skills, or in research
developments. The professional planner uses numerous “warning bells”, but the average person has limited
time. He can seek out and listen to a small, but significant
number. If your activity relates to growth of population,
you’d watch closely for changes in age groups, or
location shifts of people. The best type of warning signal
for you is the one that will ring a bell before the change
actually takes place. Such an indicator “leads” the full
impact of the change by months, or by years. What you
need is time to get ready.
1. You can penetrate your present field in depth.
2. You can seek a related activity, which has greater
opportunities for growth.
Few of us can change the environment. It is sort of a
“universe” in which we must live. But we can change
streams.
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You Can’t Ignore Environment

In planning to reach your goal, you take two steps.
1. Get your organization “in shape. ”
2. Take advantage of environmental “currents. ”
To get your organization in shape, find and eliminate
major weaknesses. In your plan you must build on its
present strengths. You must control your internal
organization sufficiently to steer it in the right direction.
When you get your organization ready, you indeed have
a powerful tool for moving toward your goal. But
remember: In the affairs of men, either planned or
unplanned, it is the ENVIRONMENTAL TIDE, that has the
greatest power to lead you to, or away from your goal.
You must know the environment that surrounds you
today. Does it promise to hinder or to help you? If you can
control the organization, you can steer it away from
environmental forces that will slow you down and toward
those forces that can help you move in your direction.
If you can’t control the organization’s “ship,” you can’t
maneuver in the various environmental streams.
You may be in a “low growth” field of activity. If so, you
have one of two choices:

Look For Today’s External Trends

As a part of your inventory, take another look at your field
of activity, or your “environment.” A trend in the
environment may be slight today, just a waver of the line
on the chart, up or down. If you can recognize such a
trend early before it becomes a full-blown fact, you can
side-step an unfavorable trend, or you can move swiftly
to take advantage of a favorable trend. Watch the trends
carefully as you move toward your goal. To fail to look for
the real REASON for downward trends may cause you to
make the wrong plans entirely. We know of one church
that showed a decrease in Sunday School attendance.
Thinking it was due to lack of educational facilities, the
congregation ventured into a huge building program

for an educational unit. After it was finished, attendance
still continued to decline. THEN, an inventory was made.
It was discovered that many married couples of the
parish were past the childbearing age. Decline in
attendance was not due to lack of facilities, but lack of
fertility. Look realistically at today’s situation. Your candid
inventory may shock you, but it may also enable you to
put your plans on the right long-range track. It can also
reveal problems that need to be corrected in step one.
The first year of your plan may be dedicated to “clean
up” time. Correction of major problems can be PART OF
YOUR PLAN.

Base Your Plan on the Trend Line

Your plan must follow the trend line. It can’t help you
follow all the short, abrupt changes that you know are
going to occur. You didn’t have smooth sailing in the last
five years, did you? Well, you won’t in the future. There
will be reverses and there will be surges, sharp “ups and
downs.” By following your plan, you’ll avoid making
short-term decisions. Such decisions tend to whipsaw
you around on the sharp points of fluctuations. Some
organizations seem unstable because their executives
continually make short-range (wrong) decisions. They
make decisions based on only todya’s problems. Many of
these decisions aren’t good for the organization in the
“long-pull”.
This doesn’t mean that you don’t try to take advantage of
the sharp swings, the downs and the ups. You certainly
do. But you don’t change your long-range plan, trying to
go up and down with these fluctuations. Your long-range
plan is a stabilizer.
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Can You Get an Objective Review?

Of course, only you can plan for your organization, but if
you are like most of us when you deal with familiar
subjects, you tend to have myopia. We “see” poorly. We
are too close to our everyday activities. Ask an outsider
to give your plan an objective review. He can see it from
a more detached point of view. Let this man see the goal
that you’ve set up. Let him see the forecast factors you
selected. Tell him what you think are today’s strengths
and weaknesses. Can you get a man who is a church
planner? He could be a man from your denominational
headquarter or from a neighborhood church. This
person can provide the “jaundiced eye” that will help you
get realism into the plan before you execute it. They can
ask questions that may not have occured to you before.
Are you planning for a department’s progress? Have
another department head look over your plan. If you have
a choice, pick a person who has had some experience in
planning. Don’t select a friendly “yes man”, a back-patter
won’t help you.
After you’ve listened to them, you may:
1. Raise your sights on the goal.
You were too pessimistic.
2. Lower your sights on the goal.
You were too optimistic.
3. Stand pat on your present goal.

Put Your Plan on Paper

Many times people spend a great deal of time in
planning, but make the mistake of not getting the plan
down in writing. As a result they fail to do what they had
planned to do, because they couldn’t remember just
what they wanted to do. Further they have no way of
communicating their ideas to others who will help them
with the task.

Essentials of a Good Written Plan

When putting your plan on paper, include these
essentials:

A. Written Description of the Goal.
Spell out exactly what you want to do and when.
Describe your goal not only in terms of activity, but also in
terms of desired results.
B. Description of Sub-Goals.
You do not reach your goal in one giant step, but by a
number of smaller steps. The written plan should
describe all the smaller goals that must be reached to
help you achieve your major objective
.
C. An Established Time Table.
The written plan will contain a time table. Each sub-goal
needs a date. The plan should give a “start” date and
“finish” date for each sub-goal.
D. List of Resources Needed.
The plan must contain a list of resources needed to
achieve your goal. These resources include:
1. Financial. An estimate of the amount of money
needed to reach your goal.
2. Human. The personnel needed to enable you to
carry out your plan successfully.
3. Equipment. If special equipment or tools are
needed, list them in the written plan.
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E. Built In Check Points.
The written plan must contain check points to enable you
to get reports on the progress of the plan.

Manage Easier With Reports

Once the plan has been put together, management must
keep on top of it. One of the devices that you can use to
help you control the progress of work under your
jurisdiction is the report. This operating report carries
intelligence. It tells you how the work is progressing. Are
people doing their work on time? Are they doing the work
as planned? Are individuals carrying out the
responsibility assigned to them? On time? The useful
report is your “intelligence.” From such a report you can
tell whether (1) the organization is making progress or (2)
is falling down.
Without a plan, what basis can you use to report
progress? No wonder reports in a planless organization
are so meaningless. Most reports don’t give you those
important answers. The continual question is: “How are
we doing?” Many reports lack the seven design
essentials and are mere recitals of facts or figures. Such
information has no relationship to a plan. The plan forces
a change in this whole reports picture. Connected to the
plan, the report is no longer a mere recital. It becomes
significant, it becomes an instrument of easy
management. It answers two continuous but highly
important questions:
1. What are we SUPPOSED TO DO by this date?
2. What DID we do by this date?
In your plan you set up a series of “road signs” so you can
check your progress. These are actually points in time.
As you move down the road and use these “mileage
marks” you find the managing process is now easier.
With the plan your process of managing boils down to

something this simple:
1. You measure all RESULTS in terms of attaining specific
sub-goals.
2. You compare this ACTUAL performance against the
PLANNED performance that you established in your plan.
3. You measure the DIFFERENCE.
It is only on No. 3 on the variation that you, as a manager
can take action. If the variation is great enough, if
performance is out of reasonable tolerance, you know
that you’re not progressing toward your long-term goal.
You’ll find out WHY the action doesn’t match up to the
plan. Even if performance is ahead of planning, this could
be a flag that tells you you’re heading for imbalance. For
example, a fast build up in inventory may put you ahead
of your growth in marketing ability. In many organizations,
the “management process” is a jumping-jack, hub-bub of
daily emergencies, putting out fires, steaming, snorting,
and wheel spinning. Why? No plan! With a plan you can
move swiftly down a path you’ve already surveyed. You
can feel confident that desirable results are only a matter
of time and constant vigilance.

You will be tempted to abandon your long-range plan
within a few months. Many people run into such a
temptation. You are most likely to give up the plan if
planning is not a habit for you. If you have ever seen the
relatively amazing results that planning can get for you,
you are less likely to abandon it. But the execution of a
long-range plan requires persistence. The results will not
show right away.
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That’s why you may be ready to toss it in the garbage
can, saying:
Oh well, it’s only a plan.
If our folks don’t actually make the goals, it’s OK.
We’re doing pretty well as it is.
Your plan will soon collapse if you permit the attitude
reflected by the above statements to grow.
After you have put out the effort to develop a plan, and
then you fail to use it, you’ll suffer a double loss:
1. You’ll lose the TIME AND ENERGY of your executives
who produced, the plan.
2. You’ll lose the potential RESULTS that you could
certainly obtain if you followed the plan.
To make abandonment of the plan less likely,
COMMIT YOURSELF! At first watch your progress closely.
If any element of your plan is behind schedule, or the job
assigned hasn’t been done, jump up and ask:
WHY? WHY? WHY?
If you continue to let your people miss sub-goals either
the time schedules, or the work achievements that lead
to the long-term goal, you’ll soon find that people will
ignore the entire plan.
You could use commitment techniques like these:
1. DEFINITELY COMMIT yourself to follow the plan to the
goal. Talk it up.
2. Make this commitment IN FRONT of one or more of
your associates, your subordinates, or your superiors.
3. PUBLISH the plan outline and the schedule. Let many
people in your organization see it.
4. Provide for REGULAR REPORTS on actual progress
versus planned progress.
5. Get your people to look upon their pro¬gress as a
GAME.

6. Get EVERYBODY INTO THE ACT. If you can do this
successfully you’ll find it hard to drop the plan, even if
you want to. Be sure that each man understands HIS
PART in the plan. He must know when each job is due
.7. DISCIPLINE YOURSELF for failure. Set up a “fine” if you
miss one of the sub-goals. This money can go into a kitty,
or for a “good cause,” or for your wife’s fur coat.
Planning requires effort. It requires a great deal of effort.
The bigger the problem the greater the effort. One
reason many organizations fail to make progress is
because they try to skimp on planning.
By now you have probably been overwhelmed with all
of the steps necessary to developing a long-range plan.
You may ask is it worth it? The answer is yes. The size of
the plan must match the size of the challenge. You get
out of planning exactly what you put into it. Poor planning
will always result in failure. Good planning will not be an
absolute guarantee of success, but it will take you a long
way down the road towards it. Why? Because there is
power in the plan!

A Good Written Plan

1. DESCRIBE YOUR GOAL
a. SPECIFIC
b. MEASURABLE
c. ALIGNED
d. REALISTIC
e. TIME FRAME
2. CONTAINS SEQUENTIAL ACTION
3. INCLUDES A TIME TABLE
4. LISTS RESOURCES NEEDED
a. HUMAN
b. FINANCIAL
c. EQUIPMENT AND OTHER
5. HAS BUILT IN CHECK POINTS

Notes

Chapter 8

Problem Solving
As a leader you will always be involved in decision
making. It’s the price you pay for sitting in the driver’s
seat. Problems arise within your organization, and
decisions must be made.
Occasionally, as best as you can, you solve the problem
yourself. Most of the time it is wiser to take the problem
to others, and work out a decision with them. Notice,
though, in either event you are involved.
Decisions are not easy. Have you ever wished you had
something as simple as “Gideon’s fleece” to help make
them? We cannot offer anything so dramatic, but we can
give you some principles that will enable you to move
from problem to decision more quickly and with better
results.

Principles for Better Decisions

Whenever you are making decisions, never strive to
make the “best” decision. If you do that you will almost
always fall short. Rarely do you have all the information
you need to make the best decision. If the answer you
were looking for were already obvious then there would
be no need for a decision. Everyone would know what to
do.
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The challenge is making a “better” decision when you
don’t have all of the facts. A “better” process qualifies this
“better” decision. Below are the principles that should
followed for solving a problem.
1. Ask Questions First.
Experience has proven that the person who asks
questions first approaches the problem better than
the person who asks no questions. The basic six
questions are: Who, What, When, Where, Why, and
How? The answers to these questions provide you
with a good foundation for dealing with a problem.
Don’t move forward without having clearly
answered at least four of these questions.
2. Classify Your Problems
Problems come in all shapes and sizes. You will have less
trouble making decisions if don’t consider all problems as
being alike. Learn to classify them by answering the
following questions:
a. Is the problem one you should
decide or can others handle it?
You have heard of the “chain of command” that the
military uses. One purpose it serves is to decide “who”
decides “what”. Nothing can create more tension, hard
feelings, and confusion in an organization, than having
the wrong person making the decision.
b. Is this a New Problem or and Old Problem?
Ask yourself “has this problem been solved before?” If
it has, and you can dig up the old information, you can
move to a decision a lot faster than you can by the slow
work of doing original research. Also, research can be
gathered from other comparable organizations to see
how they have handled a similar problem. This can shave
potentially wasted time off of the process.

c. Is it a Problem That Must Be Solved Now?
It is always best to take time to deliberate before
reaching a decision on a problem. However, sometimes
an immediate decision is necessary. If this is the case, still
take time to clearly understand the problem before
making a decision. Taking the time, even it is only 5
minutes, will produce a “better” decision than hurried
consideration. Further, just one hour of fact gathering or
“problem identification” with your team can often put you
in the position of coming up with a reasonably sound
decision.
d. Is it a People Problem?
A people problem occurs when one person comes to
you with a complaint about another person. Never make
a decision until you hear both sides. Try to be objective.
Ask yourself, “Are you making a decision based on one
side of the story”? “Are you influenced by fear, affection,
anger, anxiety, or ignorance?” You can get into trouble
faster with snap decisions in the area of human relations
than any other situation. If your decision involves people
always “count to ten” before you decide.
3. Develop a Systematic Approach for
Solving All Problems
If you don’t have a systematic approach for problem
solving, develop one. Below is a checklist that you can
use.
a. List All of the Symptoms
What are the signs that you have a problem? Get any
questions or evidence out into the open. Sometimes the
evidence will only be symptoms of the real problem.
Write down all of the symptoms without passing
judgment. If you are in a problem solving team meeting
create a permissive atmosphere as you brainstorm for
the symptoms. Try to get everything out into the open
and onto the table.
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b. Determine the Real Problem
Do this after you have gathered as many of the
symptoms and complaints as you can. Study the
symptoms as you have them listed. Which are most
valid? Which are most critical? What caused them? Why
do these symptoms exist?

c. Gather the Facts
Once you have identified the real problem, go on a fact
finding hunt. Get the facts that relate to the history, cost,
time factors, performance, personnel involved, etc.
Remember, you can never get all the facts, but get as
many as you can with the time you have allotted. Write
down the facts, you will need them later.
d. Define Your Expectations
Ask yourself, “What do I gain by solving this problem?”
Keep in mind that you don’t solve problems to merely get
them out of the way. You solve them in order to get
closer to reaching the objectives of the organization.
Consider also how the decision will affect the entire
organization. Ask yourself,” What affect will this have on
the other parts of the organization?” Many leaders
blunder when they make decisions because they do not
take the systems concept into consideration. They did
not coordinate the intended changes in one part with
changes sure to take place in other parts of the system.
On the other hand, a leader who defines his expectations
in terms of performance throughout the entire system
will discover his decisions are more likely to move their
organization to complete success.

e. Temper Your Expectations with the Facts
Keep the vision in mind, but take a look at the facts again.
Are you being realistic? Can you accomplish what you
want to do in the amount of time available? With the
amount of money that you have?
f. Contemplate Various Solutions
Comparing expectations with the facts will bring
alternate solutions to mind. Write all solutions down.
Then by the process of elimination come to your first
choice, your second choice, and perhaps a third. Keep
number two on file as a backup. If time permits, give
some thought to what you might do if something goes
wrong with your solution as you planned it.
g. Consider What You Are Going to
Do with Your Solution.
Your decision must be converted into action. The action
often involves people who were not present at the
decision-making. In order to get “buy in” there must be
some type of “on boarding” process to the decision that
has been made.
i. Involve as many of your team as you can in the decision
making process to begin with
ii. Decide how you are going to communicate the “what”
and the “why “ of the decision to your people who were
not included in the process
iii. Ask for their feedback and ideas.
iv. Listen carefully.
v. Allow time for buy in.
h. Assess the Results of the Decision
Once a decision has been reached plan to evaluate its
results periodically. You may be overwhelmed at this
point with all the steps we have outlined. They may seem
lengthy and laborious, but if you follow them you will
discover that they are time savers. It will take you a while
to get into the habit of using these steps.
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Remember the goal is not to always make the “best” decision, it is to make a “better” decision based on a better
process.

Problem Solving with a Team

Can people solve a problem jointly? If so, how can they
do so effectively? They can do so by calling a “Problem
Solving Team Forum”. The “Problem Solving Team
Forum” is a different type meeting. It is not a typical staff/
team meeting with certain reporting expectations. It is not
a committee meeting. It is not a speaker and audience
educational meeting.
It is a collaborative and contributive type of meeting. The
object of the Forum is to get a specific result, most
often to find the solution to a specific problem. Do not
use this type of meeting for your weekly/monthly team
staff meeting. You should only problem solve in a
specially called meeting for that purpose. Many regular
meetings get bogged down with problem solving and
nothing gets accomplished.

Problem Solving Team Forum

Below is a list of steps that should be followed in the
“Problem Solving Team Forum”.
1. Invitees are Those Are Affected By the Problem
Invitees should be those who have “skin” in the game.
2. List all of the Symptoms
Get out into the open all of the problem symptoms,
questions, and trouble indications. Many of these may
be only apparent symptoms. Get them all out right now.
Don’t pass judgment on whether they are or are not, a
part of the real problem.

3. Define the Real Problem
Arrive at a definition of the real problem. You do this
based on careful consideration of each apparent
symptom, or facet, of the problem. You work hard on
bringing the real problem into focus.
4. Consider Alternate Solutions
Arrive at the top solution alternatives.
5. Select a Solution that is Best for the Organization
What we are looking for here is the integrated solution,
not a compromised or dominated solution. One that is
best for the organization and all parties involved.
6. Develop a Plan for the Integration of the Solution
7. Monitor the Solution to See How Effective it is
A “Problem Solving Team Forum” is an eye opener to
those who have never participated in this type of meeting
before. They find they have not come to be educated or
lectured but are expected to participate and contribute.
The people who best know the operations and problems
come give their insight and advice. They have the
opportunity to see the problem as a whole not just their
portion of it.
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What Will You Cover?

Tell the participants of the forum exactly what is
expected in this meeting within the first minute. What
should get done within the absolute limit of 90 minutes?
Explain that this may be the first forum in a series of
forums on a specific subject. Explain that each participant
is expected to contribute, to endeavor to see the whole
picture not just the part that affects him or her, and to be
fully engaged in the process.

Begin and End on Time

The “Problem Solving Team Forum” should only last 90
minutes. It should begin on time and end on time. If you
run your forum this way, the contributors will
recognize that you mean what you say and that you will
begin promptly on time and end promptly on time.

Limit the Objective

Limiting the objective of the forum is the leaders job. If
he knows that he can’t get the forum group through to a
complete solution in one forum, then he plans a series of
forums. In each one he limits his objective.
He can communicate that he has a limited objective in
the first forum; getting all the symptoms of the problem
out on the table. No analysis or judgment is wanted yet.
No definition of the real problem. Just identify the
symptoms. By limiting the scope of the meeting in this
way, each participant will go away feeling that time has
not been wasted. By covering only one or two of the
steps listed above in each meeting the meeting stays on
focus and on time.

Setting Boundaries on Discussion

You want the forum to be a “safe harbor” where people
can share freely. However it must be a “Safe Harbor” for
all participants so personal criticism is not allowed. Also,
be aware of ‘related topics” that can veer the group off
of point. Keep them focused on the task at hand. Gently,
guide them back on topic when necessary. Additionally
do not allow one person to dominate the conversation.
Again, if someone is dominating the conversation gently
remind them that we need to hear from the other
participants.

Get Practice on the Tough Ones

The leader can use the forum as a developmental
stratagem to give his team members practice in solving
large-scale problems. The forum can become an
incubator that causes those who participate to become
learned and established in problem solving and working
with teams
.

Allow Some Time For Spontaneity

Normally, the leader wants to guide the group swiftly
to the objective. Yet he should schedule some time for
spontaneity. One person may say something. What they
say stimulates another participant who wants to add to,
disagree with, agree with, or build upon the previous
statement. People do need some time for discussion.
The different viewpoints do need to be shared. In a
meeting of 90 minutes allow maybe 30 minutes for this
kind of activity. Spontaneous discussions can be fruitful
but the can easily veer off of track. The leader must be
alert and keep the discussion on track.

Notes

Chapter 9

Project Management
Most of the work that people do in organizations is
routine. Each team member has a daily job to do. You’ll
find many routine jobs within an organization. But there is
another kind of work, project work. It is harder than
routine work and it requires a different managing skill if
you are to get results. When people do routine work, no
matter how much “milling around” takes place at first,
people soon learn to work together. In project work,
people won’t get time to learn to work together.
They only go through the work cycle once; somebody
must provide direction before the action takes place.
That is why a project, once you recognize it as a project,
demands:
1. Strenuous pre-planning effort.
2. Tools for planning the project
3. A technique for keeping on top of each work
development as it goes forward.
Not only must the project manager plan the elements of
the project, he also must know the relationships between
these elements! No matter how well he plans or how well
he coordinates the effort of the many people involved,
the project manager will have some problems. But he
also knows that if he didn’t pre-plan, and if he didn’t know
how to “keep on top,” of all subjects he could have
thousands of problems and a mess on his hands.
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Avoiding Project Failure

If your organization decides to undertake a major project,
will it succeed or fail? Why do many projects fail?
Consultants have estimated that if “failure” means
substantial time or money overruns, more than 30% of
projects fail. Once you move into action with a project, it
could become like Victor Hugo’s rampaging cannon on a
pitching and rolling sailing ship: a crushing experience.
Example: One company appropriated $1,700,000 for a
new production facility to produce subassemblies for its
main products. Before completion, the time schedule
was overrun by 80% and the $1.7 million had climbed to
a staggering $5.2 million. The cost made profitable use
of the new plant impossible for at least ten years. It was
more than failure, it was disaster! It resulted in the
company’s bankruptcy.
Every year hundreds of such fiascos take place in
different organizations; in government, manufacturing,
railroads, airlines, aerospace plants and tech companies.
Many churches also suffer from project failure.
Example: Members of one rapidly growing church in
southern California decided to save the 5% that they’d
pay a professional fundraiser. They tried to do the job
themselves. The goal was $700,000 for a new structure.
The final result was fund pledges totaling barely over
$100,000. The costs exceeded $10,000. The failure of
the project tore the congregation into such factions that
no one attempted to initiate another such project for four
years.
Note this: Project failure is almost certain under certain
specific conditions. But failure can be avoided if the
people in charge of the project are aware of those
conditions and circumvent them.

Recognize A Project When You Have One

Most fiascos in project work stem from top
management’s lack of awareness that it is holding the tail
of a potential tiger. People are familiar with Routine work.
It’s the way we get most of our day-to-day work done.
But project work is different. It requires a unique type of
management.
If the organization recognizes the difference between
the two types of work it does, it has taken its first- step in
avoiding project failure.
Let’s review the nature of routine work. We preplan most
of it. Our people do the work again, and again, and again.
Routine work goes relatively smoothly and is low in cost.
People in the systems channel are trained. Each
employee has been handling his individual portion of the
activity for some time.
Routine work goes through a cycle repeatedly.
Because of this, you can improve the work if it is not
going well. Then, before the next turn of the wheel, the
work will go better. In that sense, routine is a “forgiving”
type of work.

Now consider how project work differs:
It has just one cycle. There is no repetition. There’s one
turn of the wheel; then the job is finished. In project work,
managers must be extremely alert if they fail to plan or
fail to control, they are in trouble. If a team member arrives at the end of the path to his project’s goal, and he
has made major errors, he’s blown it! He gets no chance
to improve the cycle of activity at the next turn of the
wheel. There is no next turn.
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Define Your Project

Once you recognize that you have a project on your
hands, DEFINE IT. Spell out what it is and what you want
to do clearly in writing. You’ll be handicapped in putting
over your project if you can’t tell other people what it is.
Clear communication’ in project work is vital. Project, work
is an environment that most people find strange. If you
are the project leader your first big job is to state the
objective of the Project and define the scope of the work,
You may think that what you wrote is clear. But how do
you know?
After you write it, hand it to another person. Ask her to
explain it to you. This is the “test” for effective
communication: does she understand it as you do?

The Project Manager

If you do not choose to run the project yourself, get
someone to manage it for you.
Can any manager run a project? That is, if a person has
been a successful manager, is he also likely to do well as
a project manager?
As in any management job, the project leader gets her
work done through other people, but any similarity ends
there. A top project manager will have specific
characteristics. Among those, three are essential:
1. The ability to Lead
2. The ability to Plan, then use the plan
to direct the activities of other people.
3. The ability to communicate
4. Self-Confidence

5. Enthusiams for the job
6. Balance of Perspective on all
aspects of the job
7. Good Judgement
8. Knowledge of the organization
9. An attitude of expectation toward others
10. Leadership ability
11. A degree of patience.
While the last nine characteristics are desirable, a person
cannot run a project without the first three.

Watch These Negatives

The manager isn’t likely to succeed if she:
1. Is lazy
2. Is a person of action who never plans.
3. Is personally undisciplined.
4. Is not expectant of other people
5. Is not firm when necessary
6. Communicates poorly
7. Is indecisive,
8. Is slow to take corrective action when
she knows it’s needed
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Dig in and study a project that failed and you’re likely to
find the job was headed by a person who had many or all
of those last characteristics.
That’s not always the case, of course. Sometimes uncontrollable outside factors, or even poor management itself,
can cause the project to fail.

Moving Power

Your project will die unless it moves. The manager must
motivate all persons connected with the project. Here are
a few motivating forces you can use:
1. Involve people. You can bring your co-workers along
with you every step of the way by allowing them to
participate in as many phases of the operation as
possible.
2. Set definite dates for reaching sub-objectives, and
meet them. Nothing reinforces success like success.
3.Expect people to do their work. Show by your attitude
that you are counting on them to move. If you indicate
that you are uncertain whether they will move or not, you
put the brakes on motivation.
4. Give Credit where credit is due. Give encouragement
and recognition to those doing a good job.

Once the team member recognizes this difference in
project work, he shouldn’t resent the assertive methods
that the project manager must use. The soft agreeable
person usually does not make a good project manager.
An effective leader manager is the first essential
ingredient for project management. Once you’ve
selected a capable project manager, recognize that
you’ve also set up a conflict of interest.
Some individuals taking part in the execution of the
project may look upon the work as a secondary
importance. They may look upon their daily duties as
more important. The project manager will think exactly
the opposite. She’ll look upon the project as more
important than the routine. Otherwise, she reasons,
management wouldn’t have set up the project.

Project Control

The project manager must not only be able to move the
project; she must also be able to control it.
The basis for her control rests on:
1. Team Member descriptions
2. A well-defined timetable

Work Descriptions

If you are the project manager, you’ll need two types of
work descriptions: One to describe the major task of the
project itself; and one to describe the sub units of work
that will enable you to get the big job done.

The Big Job

Exactly what are you going to do? Spell out the task in
writing so clearly that any person engaged in the project
understands the task.
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Is the project to institute a neighborhood tutoring
program? Is your goal just to study the feasibility of such
a program? Or does it go on through feasibility, decision
to go ahead and install the program?
The goal would include finding qualified tutors, providing
a building or other facility for holding classes as well as
what you plan to teach, who will be taught, etc.
State the exact goal, with its limitations, in writing. Then
you can communicate it.
If the project is to be a 2500 square foot addition to the
church sanctuary, a person may think that “this will be
a turn-key project” adequately describes the project. It
doesn’t. Will it include the drives and walks? Fences?
Landscaping? Carpets? Setting such a goal will not be
easy. A lot of different people will have different ideas but
you’ve got to find one goal for all to agree upon.

Sub-Units

Now take a look at the sub-units of work that will enable
each to get the big job done. Your project may contain
several hundred such sub-units. Identify each of them.
For each job you’re going to have to provide funds,
people, materials and a place in your overall plan.
If a building addition is your project, you’ll have a major
job called MECHANICAL. What does it include?
Plumbing, perhaps? But even here, into what elements
can you break plumbing? Certainly into (1) rough planning
plumbing and (2) finished plumbing. If you want to spell
out the elements further, they may include water
plumbing, sewage plumbing, and gas plumbing.

Give Out Small Chunks of Work

In a project there is much work to do. While you don’t
want to violate the principle of giving a logical “package
of work” to each person, you should make each job small.
There’s a reson. Remember that the people involved in
your project think their regular work has a higher priority
than project work.
If you keep the project jobs relatively small, you can
expect each person to do their job well.
If the project job is so large that it is hard for the person
to carry on his daily routine activities, you’ll find it hard to
get him to do on his project work. If you ask for only two
or three hours a week on the project, you have a good
chance of getting performance.
But if the project work assignment uses 15 hours per
week, you’ll find you have stiff resistance.
Thus, in relation to project work consider that:
BIG chunks = performance DOWN
SMALL chunks = performance UP

Key Questions About Each Sub-Job

After you have broken down the total project into
individual TASKS (sub-tasks), you must know something
about each task if you hope to hold the entire project
together:
1. Define the scope of the job. Exactly what does it
Include? What does it Exclude?
2. Who will do the work? A person in the organization? A
group of people? A person from the “outside”.?
3. When must the person start this job?
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4. When must he finish this job?
5. What is the total span of time?.
6. How many hours (or days or weeks) will the job
consume?
7. What are the basic steps within the job? Should these
be controlled on individual charts?
8. What other jobs are closely related to this one? Which
job is dependent upon the completion of this one?
9. What is the probable cost (time and materials)
of this job?
10. Can you use any reasonable measurements
on the output?
11. What quality standards must be maintained?
12. What type of skills will it require?
13. What types of materials will the job require?
Do any of them require long lead time ?
Deadlines? Let Him Set His Own, if your project involves
the work of other people, ask them how long? You need
this information before you can develop any master
project controls.
Once you and the other man agree on what is involved in
the job, ask how much time it will take. You need
accurate time spans covering (1) the start and (2) the
completion of the job.
His completion dates are deadlines.
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Let each responsible man set his own. As project
manager, you will know the total time required for the
whole project. To get it, you add up all of the span times
for the sub-tasks.
Once a person sets a deadline for his part of the project,
hold him to it. Expect him to make it. He set the date. You
didn’t.

The Time Schedule Helps Control the Project

After you’ve described the goal adequately, the next
question is:

By what exact date do you want the project done? Set it.
Tell other people about it.
That date may change when you’ve done the detailed
planning, but right now .whether the date seems possible
or impossible, attainable or ridiculous that is the date.
Make the date exact. Not “sometime in the spring” but
“on Saturday, May 16.”. Then, in your goal description, you
can say what will have occurred by that date:.
The tutoring program will be up and running, everybody
trained, materials on hand, facilities ready, and students
recruited.
The program will be operating at approximately 90% of
the eventual workload.
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Break It Down

The project will run over a period of time. How many
months will it take? If it is six months, can you break the
project into logical stages, perhaps six, one for each
month? Or could it be four stages or ten?
These broad sections or stages will relate to both project
time (six months) and detailed man hour’s; time that will
be needed.

The 3 Aspects of Time

How much time do you have from today, or the day you
start the project, until the date set to complete it? Six
months? That’s your overall time span.
Each job element will have a time span of its own. That is
the second aspect of time.
Then you consider the third aspect of time; how many
team member days will each unit use? Your total project
time span of six months may require ten team member
days of work. So also, an individual job with a time span
of only five days may require 30 team member days to
complete it. This means, of course, that at least six
people would have to be on the job for a week.
These three different time spans must be in front of the
planners as they put the network together:
1. Total project time span.,
2. Time span of each element,
3. Total team member days to complete each job

Perils of the Project

Don’t expect a project to go smoothly. It won’t. If a project
manager knows of the various perils that he’ll encounter,
he’ll be mentally ready to cope with them.

If he can’t plan, direct, and get feedback, look out. A
project is like the taut string on a drawn bow, with the
arrow poised for flight. If every factor isn’t right: the stance
of the archer, the pointing of the arrow, the target range,
provision for windage, and the other factors the chance
of a bull’s-eye is reduced.

Let’s assume that the project manager herself is not one
of the perils. Then what other perils do she and her team
members face?
1. Project team members who fall down on the work.
2. Department managers who interfere.
3. Vendors who fail to keep their promises
4. Quality breakdown on articles or equipment
5. Missed shipments
6. Spoilage of vital elements of equipment
7. Runaway costs,
8. Continuously slipped schedules.
9. Lack of information of what is happening
10.

Duplicated work
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11. Excessive overtime
12. Jobs that are never started

Path of the Project

Now let’s summarize the steps that a person must go
through, using a project to reach a goal. The ten major
steps in a project are:
1. Defining the goal in exact terms
2. Assigning a capable manager
3. Selecting key team members of the project
4. Breaking the big job into manageable stages
5. Breaking these sections down into
detailed tasks units,
6.Determining time, cost, sequence, and
responsibility for each task unit
7. Spelling out the responsibilities of line
departments to provide support
8. Doing the work
9. Coordinating the work.
10. Keeping tight control over details day by day

Tools to Help You Direct

In order to adequately direct a project, you must know
what is going on at all times. While there are some
rather intricate methods of keeping track of projects, we
will discuss two types of tools that you should find
helpful.

You can use the GANTT chart to help control a project if
you:
1. Break the project into several small definitive packages
of work.
2. Give each tasks a descriptive title or label
3. Estimate the time it will take to complete each work
package (sub-task). This is the amount of time, the total
team member hours that will go into the sub-task.
4. Setup a time scale across the top of the chart on the
right side.
5. List the sub-tasks in the order that they must be
started.
6. Copy the list on the left side of the chart. Put the first,
job at the top.
7. Opposite each of the job descriptions show
the time the job must start
and the time span it will cover
Your Gantt chart can be a planning device for the entire
project. It can reveal, in a limited way, the time
relationships of the various jobs.
The Gantt chart’s advantage is the sub-task start and
finish in relation to a definite, easy-to-see time frame or
calendar.
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After serving as a planning device, the Gantt chart can
help you control the progress of the various work
elements. By referring to the chart, you’ll know what job
should be started WHEN. Is your job scheduled to begin
today? Did it start? Check with the person who is
responsible for it. If it is underway, you can check, at
random intervals on the progress.
If you have a complex project, you can use subsidiary
Gantt charts to control the, larger sub-tasks. For example,
when installing a new computer system, you find that
ordering and getting new equipment may require 15 or
20 steps. In order to meet your deadline, you may find
that a Gantt chart can help you control this phase of the
project)
There is project management software and apps that
utilize Gantt charts as tool for planning and directing the
project. These range from robust project management
software programs to simple mobile apps.

PART IV

Chapter 10

Identifying and Developing Leaders
Isaiah 61:3 says “to console those who mourn in Zion, to
give them beauty for ashes, the oil of joy for mourning,
the garment of praise for the spirit of heaviness that they
may be called the trees of righteousness, the planting of
the Lord that he may be glorified.”
I want you to see the phase “the planting of the Lord.” In
order to be the planting of the Lord, you must first dig a
hole however deep is appropriate, then you place the
seed into the soil, and finally you cover the seed back up.

When that seed is in the soil, what does the soil provide
for that seed? Well, the first thing it provides is warmth
and nourishment. The soil provides the things that the
seed needs: the minerals and moisture for the seed to
be able to grow. The soil also provides resistance, which
makes the seed strong.
The weight of the soil on the seed provides resistance
to the budding plant so that when the plant breaks out
of the kernel of the seed, it begins to move the weight
of the soil. One of the reasons God designed it that way
is so when the plant actually breaks through the soil and
comes out into the sunlight, it is strong enough. When the
wind blows hard and the sun beats down or the heavy
rain pours, the plant can handle the elements that are
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actually going to bring the moisture, the warmth, and the
light; all the things that it needs. If the plant is not offered
some resistance, the things intended to bring growth will
actually bring death.

Growth Environment:

The soil provides resistance, much like lifting weights
provides resistance to our muscles to make them
stronger. It is that healthy resistance that creates an
environment for us to grow and flourish. Most people live
and die in a non-growth environment. Once somebody
graduates from high school or college, they have a
tendency to stop developing themselves. Unless you
learn to grow personally and develop yourself, you will
stop growing.
If you can understand that, you learn to work harder on
yourself than you do on your job. If you work harder on
yourself than you do on your job, then you make more
money at your job. Remember, money is attracted not
pursued. Another way to say that is; you take value to the
marketplace, you don’t just take time. If you understand
that you take value, then you have to work on increasing
your value.
One of the greatest things that we can do for anyone
who comes to work for us is help provide for them a
growth environment where they can learn and grow,
where they can get knowledge, understanding, and
wisdom. When they are in that in that kind of
environment, they can grow and become more than they
are. If they do that, then you are empowering them to
bring more to your organization.
I was traveling after Columbine (most people are
familiar with the Columbine High School shootings; I
officiated four of the funerals at our church). The second
time we ever

had lunch together, H.B. London was telling me about
research they had done. He said, “the average pastor has
something happen to him 23 times a month that could be
a significant hurt in their life.” Somebody says
something, somebody does something, somebody
rejects him or her, and if that pastor has not learned how
to handle that kind of emotional pain, they end up
fostering a hurt. That’s the reason that so many pastors
leave the ministry never to return. Here’s the other
statistic. He said, “It takes at least two years to get over a
hurt.” Well if you get hurt 23 times a month, it’s going to
take you a long time to get over that.

Sheep in the Midst of Wolves

In Matthew 10:16, Jesus said: “Behold I send you out as
sheep in the midst of wolves. Therefore, be wise as a
serpent and harmless as a dove.” The reason you’re wise
as a serpent and harmless as a dove is because you’re
going out in the midst of wolves.

It is wise have perspective about other people. Be wise
as a serpent but harmless as a dove. When I hire people
in my office there are some things I can’t afford to put up
with. I can’t afford to put up with certain levels of
foolishness. We’re dealing with money and in most
instances, it’s other people’s money. I can’t afford for
employees to have a bad day when I’m doing certain
things. They need to be on point.
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In John 2 it says “Now when he was in Jerusalem at the
Passover feast, many believed in his name, identifying
themselves with him after seeing his signs, attesting
miracles which he was doing. But Jesus for his part did
not entrust himself to them because he knew all people
and understood the superficiality and fickleness of
human nature. He did not need anyone to testify
concerning man or human nature for he himself knew
what was in man in their hearts in the very core of their
being.”
Jesus was having perspective without passing judgment.
He understood. People ask me all the time how I work
with volunteers. Well, the first thing is you can’t entrust
yourself to them. You cannot. You have to be wise as a
serpent, harmless as a dove.

Four Kinds of People

When you lead, you’re going to run into four kinds of
people. The first one you’re going to run into is spiritually
unhealthy. The next one you’re going to run into are
people that are spiritually immature. The third group
you’re going to run into is people that are spiritually
mature, and the fourth are the spiritually giving. You can
substitute the word “emotionally” here for “spiritually.” You
could say emotionally unhealthy, emotionally immature,
emotionally mature, or emotionally giving.

Why would I need to have perspective without passing
judgment? It’s not just because I know who to put on the
team or who to put in some position. It’s because if I’m
going to help this person and lead them as a leader, I
need to know how to direct them.
Let’s say I meet you and I realize that you are spiritually
mature. I’m not going to put you on the board after I’ve
known you for one week. The first thing I’m going to do is
invite you to the welcome class. I’m going to go through
13 weeks of teaching. I want to get to know you if I think
you’re going to be a leader. If you come and commit
yourself for 13 weeks, I’ve just found a faithful man or
woman.
Now when you come off 13 weeks, then 2 Timothy 2:2
comes into place. “Commit thou to faithful men.” I’m not
ready to commit to you the whole shop yet. Now you’re
graduated, and I’m going to invite you to our leadership
class. I’m not just going to have you come to class, I’m
also going to ask you to help someone in a particular
area. I’m not making you a leader, yet. I want to watch you
and see how you’re doing.
I see your faithfulness in class, I see your faithfulness in
leadership, I see your faithfulness in dealing with other
people. Now I realize I have somebody who is spiritually
mature that I can bring into our core dialogue schedule. I
have a pipeline of leaders now that are coming through.
I am screening and vetting them in a scriptural way, so
now I only commit to faithful men. You can entrust it to
faithful men who will teach others also.
Every time I advertise a position on Craigslist in Denver
I get at least 200 submitted resumes. Up until the last
two times 70% of those submitted resumes for an admin
assistant or for an executive assistant all have four-year
college degrees. So here’s what I do: I have the people
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working for me go research their Facebook pages, their
LinkedIn pages, they go research everybody and find
out who they are. You have to be able to screen properly
when you’re dealing with people in churches or
organizations.
The folks on the bottom two stair steps can take a lot of
your time. I am not saying that you shouldn’t spend time
with these folks, Jesus told us to love everybody. You
just have to be intentional and strategic about how you’re
going to help them.
Say I fly into Mexico City because Mexico City has had
an earthquake and I’m a doctor. I have a group of nurses
with me, and I start looking at the devastation. But say I
spend all my time with the first person I find. What happens with all the other people that are out there dying?
They don’t get any help. I want to create a triage where
I’m using my best skills to direct the people that work for
me to help others as well.

As a leader, when we use the term “potential time
wasters” I’m not saying don’t help those people. I’m
talking about being able to use what God has called you
to do in the best manner. I can either do this one at a time
or I can use the example of a triage and train the people
that are with me to help those folk.

We have to love these people, but we have to be wise
as a serpent and harmless as a dove. When it comes to
leading, your job is to raise up leaders. Your job is to raise
up people who actually go do the work of the ministry.
Ephesians 4:11-12 says that the role of the apostle/
prophet/pastor/evangelist/teacher is to edify the body,
raise them up, equip them. It means to equip as a soldier.
You equip them so they can go out.
I love to fly fish and sometimes I go to the South Platte
river in Colorado. I go down there and there are some fly
fishermen that have $3000 worth of equipment. I learned
a long time ago the equipment is not going to catch fish.
We think because we give somebody $3000 worth of
equipment that they’re going to be able to help us catch
fish. While I’ve got to equip them, I’ve also got to take
them out and show them how to fish. If I show them how
to fish, then I want to spend 80% of my time equipping
these people in how to fish.
So if they’re taking 20% of my time who is ministering to
them? Those that I have equipped that I spent the 80% of
my time with. Those that are spiritually mature or those
that are spiritually giving are the ones that are actually
ministering to those that are spiritually immature or
spiritually unhealthy.

Don’t Take Ducks to Eagle School

You don’t put the bottom two stair-steppers on your
team. You put them in some kind of discipleship or
recovery program, then move them up. The reason
there’s stair steps is because people can move, grow,
and mature in the things of God. I say it this way, “Don’t
take your ducks to eagle school.” If you take your ducks
to eagle school all they’re going to do is quack and all
you’re going to have is a bunch of quacking. You still have
to love them, but you have to be strategic and intentional
how you help and where you place them.
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That’s why you have to create the system in this book,
and that’s why you have to recruit people to the system,
not you. If you recruit people to you it will make you feel
good, but that’s not good for them and it’s not good for
you. You recruit them to the system, put them in a growth
environment, that’s the soil where the warmth and the
nourishment and the resistance is so that they can stand
on their own. If I’m creating a codependent environment,
it means I have to be there for my employees to do
anything. They can’t go do anything for themselves. I may
feel good and I may stroke my ego, but I’m not doing
them a bit of good.

Order Not Perfection

We’re looking for order not perfection. You’re never going
to meet anybody who is perfect. I’m looking for
someone who is faithful. What does faithful mean? They
show up on time. You can count on them to do stuff with
excellence. They’re dependable. They take initiative to
get things done. They keep their word and they’re
consistent.
Secondly, I’m looking for some who is available. What
does it mean to be available? They’re there when you
need them.
The next quality I’m looking for is teachable. If somebody
is teachable, they have humility to receive instruction or
teaching. I’m looking for people that are faithful, available,
and teachable, that’s who I’m going to pour my life into.

F: Faithful
A: Available
T: Teachable

The Pareto Principle

Early in my career I pastored in the Bible Belt, then at the
age of 30 I moved to Colorado. Jesse Duplantis came
and preached for me at Columbine High School the first
six months I was there. After the first service, Jesse said
to me, “Billy what are you doing here?” I said “What do
you mean?” “Man you just left a great church in another
state.” I said “God called me.” He said “Well Billy you’ve
always dug it out of the ground. You’re a dig it out of the
ground guy. But you know Colorado ain’t the Bible Belt.”
I said “Jesse I’ve learned a bunch of stuff. I’ve only been
here six months but the first thing I learned is Toto you
ain’t in Kansas no more.” Colorado is NOT the Bible Belt.
Things were not as easy. I realized that I was alone. I had
just a few staff members, but I didn’t have a large staff
that could help filter my schedule. On Sunday mornings,
I’d always shake hands, make eye contact and I’d go
through this conversation I always have with people to
get to know them and build some kind of rapport. But in
that process I developed an approach that helped me to
identify faithful people.
People would say to me “Listen my wife and I are
going to go to lunch today at a nice Steakhouse. We’d
like to take you. Would you and your wife come with us to
lunch?” During that season of time I had about 30 people
on Sunday morning that were coming to Columbine High
School. That’s everybody. That’s their kids, adults,
everybody. I would say to him “I’ll tell you what, I really
appreciate that invitation but my wife and I because we
have young children we don’t go out to eat on Sunday
mornings but if you’d like to have coffee on Tuesday or
Thursday of this week I’d be delighted to meet you.” I
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offered to be available. I just wasn’t available on Sunday.
People in the first two stair steps would get offended. I
did it on purpose every time because I didn’t have
anybody else filtering my schedule.
Many people would get offended that I wouldn’t eat
lunch with them on Sunday. However, there were a few
who wouldn’t become offended, and that’s who I’d have
coffee with. Only 20% of the people are ever going to
make it this far. This is who you spend 80% of your time
with. The Pareto Principle just says 20% of what you do
gets 80% of results. 80% of what you do only gets 20%
result. When we’re applying that to people, you want to
spend 80% of your time with the 20% faithful people;
developing, coaching, and training them.
Use faithful, available, teachable people to develop
leaders. Secondly, give them expectations. Below is a
leadership funnel that shows how faithful people will rise
to meet expectations and become leaders themselves.

An example of expectations would be what I mentioned
earlier about inviting them to a welcome class. If they
faithfully attended that then I would invite them to a
leadership class. If they faithfully participated in that, then
I would place them in a small role or task.

If they were faithful in that then they were offered more
responsibility until they themselves were actually
developing other leaders.
REMEMBER we look for order not perfection. We go
about looking for order in these five areas:
1.) Faith
2.) Feelings
3.) Finances
4.) Friends
5.) Family
When it comes to their faith a good question to consider
is how is their daily walk with the Lord? Do they have a
daily prayer life? Are they reading the Bible consistently?
When it comes to their feelings are they emotionally
consistent? Or do they often have up and down days?
How do they get along with others?
When it comes to their finances are they overly
distracted? Do they always need financial help? Or on the
opposite end of the spectrum are they so focused on
making money they have no time for God?
When it comes to their friends do they keep good
company? Or are their friends leading them toward the
things of God or away from the things of God?
When it comes to their family is the husband and wife’s
relationship one of love and harmony or are they
disagreeing constantly? Do their children seem to be
properly behaved?
Please do not misunderstand our intention here in this
teaching; we are not looking for perfect people. No one
is perfect but one, and that is Jesus. However we do
need to have perspective about people without passing
judgment.
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