10 Top Leadership Ideas
1. Mentoring leadership

Focus the shortlist of people with whom you will step up mentoring in the next year. Prayerfully review your membership list (or better, if you keep records, the names of regular worship participants). Identify the names of individuals who have shown signs of serious spiritual discipline and mission attitude. Make one list of emerging new leaders. Make another list of current leaders who are ready to step up into a new stage of spiritual growth and mission action. Create a private log for each person, jotting down you insights for the current and future growth. Now contact each one and make a first appointment in what should become a routine mentoring relationship in the coming year. 

If you reserve time for these appointments now, you are less likely to be sidetracked by less important demands on your time from people later. Remember, the wise leader invests most of his or her time with growing people, and not just with needy people. The more leaders you grow, the more people in need can be blessed. 

2. The Success Factor
When it comes to church leadership, there seems to be a word that sends more shivers of horror down their spines than the combination of Stephen King, M. Night Shyamalan, and Boris Karloff could ever pull off. Indeed, this word evokes a fear is so insidious that it's paralyzing and many church leaders run for cover when the word is even whispered in their presence. 

 That word is "Success." 

 There are a probably a number of reasons why this word creates such a wave of terror amongst these leaders. For one, we live in a nation where the church, by and large, is losing ground, losing respect, and losing members. But in the midst of virtually every town, township, and county there seems to be a big-ol' church that's growing like a weed, multiplying disciples of Jesus like rabbits, and making the rest of the church leaders in town either scratch their heads or pick up rocks to throw. 

 Now, no one wants to look bad, but when the pastor of First Church looks out across an ebbing sea of blue and grey heads on Sunday morning, the word "success" is suddenly a very scary word. And so, in an effort to assuage our sinking self-esteem, we begin to quibble about the definition of success. 

· Success: Being faithful. 

· Success: Doing your best in difficult circumstances. 

· Success: Faithfulness, not numbers. 

· Success: Deeper disciples, not more disciples. 

But let's be honest. If you can't measure it, you don't know whether or not you've achieved success or not. The New Testament is pretty much about measuring success. Jesus talked about multiplying thirty, sixty, and a hundredfold. He mentioned a measure pressed down, shaken together, and running over. Oh, and it was he and his disciples who knew they'd fed 4,000 once and 5,000 another time. Was it all about numbers? Of course not. It was all about people. But each of those numbers was a person. We won't even get into the book of Acts with it's addition and multiplication references. 

 Effective leaders, including church leaders, know how to account for success because they've working towards a measurable goal that matches the mission given us by the founder of the faith. 

· Make disciples 

· Be fruitful 

· Be obedient 

There's more to those three than just numbers, but they're also all about numbers (paradox 101). Disciples, by definition, are faithful, fruitful, and obedient. Faithfulness is measurable by it's fruit, and being "nice" isn't the only fruit. Faithful disciples are faithful to the Great Commission, their non-anonymous witnesses/testimonies to the risen Jesus (by definition, there are no anonymous testimonials … they explicitly point to Jesus). All that's to say that the bottom line measure of success always includes ongoing disciple-making, as in making new disciples. 

 "But my church structure/organization/theology makes disciple-multiplication difficult." If that's truly the case, and not just an excuse, then find another church. 

 "But my church has a power-clique that won't let me/us make the changes necessary to have indigenous worship services that will reach the unreached in our community." See the above response to begin with, then read on. The fact is, a great indigenous worship service can help grow a church, but that's not what marks a successful leader. There are a lot of churches who put a lot of effort into creating a great worship service only to discover a great worship service doesn't guarantee a church filled with seekers or new disciples. 

 Success can't be measured by a great worship service – even in a growing church. The primary relevant measure of success in the church is "How are you doing in your faithfulness, fruitfulness, and obedience?" And of course, the key indicator of that success includes ongoing disciple-making, as in making new disciples. Growing churches have leaders committed not only to talking, teaching, and preaching about disciple making, they are modeling disciple making. They are doers, not just preachers, of the word. 

 Who have you personally shared your faith with this week? If it's only been with already-disciples, or only from the pulpit, then it might be time to redefine the word success. It's not such a frightening word after all. It's simply there to hold all of us accountable to mission of Jesus Christ.

3. Spiritual Leadership of The Board

Most churches underestimate the importance of the board members as “spiritual leaders”. Board members are often elected or appointed because of specific skills (teaching, finance, property management, etc.). However, as management responsibilities are delegated to a trusted, gifted few, it becomes more important that the board members be models for the spiritual life. They need to be able to show, teach, and mentor the members in what a spiritual life looks like. 

 Upgrade the spiritual leadership expectations of your board. Their commitment should include, but not be limited to, the following: 

 a)     Daily intercessory prayer for the mission of the congregation and strangers to grace; 

 b)     Daily Bible reading and intentional spiritual conversation; 

 c)     Weekly participation in cell group for spiritual growth; 

 d)     Regular involvement in some hands-on mission that blesses people outside the church; 

 e)     Financial contributions that are at least twice the percentage of giving that is the average among the members (up to a full tithe or more); 

 f)      Ability to articulate their personal experience of Jesus that gives them hope and strength for the future. 

 Growing churches advertise these expectations widely, and expect board members to regularly participate in worship leadership. This gives the board far more credibility to initiate innovative strategies without controversy. 

4. How To Get To Know Unchurched People
Over the years, I've noticed there's some significant confusion about the Great Commission. For several centuries, the church has interpreted it as "Go ye into all the world," which of course is a translation for the more appropriate term ethnic groups (lit. ethnos). In today's language, we would accurately say, "Go and make disciples of all micro-cultures." Accordingly, if you're going to be faithful to the Great Commission, one of the things you cannot do is continue to hang out with (1) Christians and/or (2) People of the same culture as you. Faithfulness means getting out of the Christian ghetto and hanging out/getting to know/building relationships with people who aren't like you. 

The saddest confession I hear, though, is when a pastor, church leader, and Christian say, "I don't have any unchurched friends." The operative word there is "friends." Not acquaintances. Just because you know the name of your barista or grocery check-out guy or gal does not a faithful Great Commissioner make you. You have to get to know these people. Have dinner or coffee or a picnic with them. 

Of course, first you have to get out of your church office and go be where these folks are … and then you have to get to know them. 

I was asked recently for a list of ideas where a church leader could go to meet and build relationships with the unchurched. Here's a short list of things you can do/go. And once you get there, go build a friendship or two. 

· For some, it's tempting to get out there and teach a class at a local community college. Don’t teach at college ... take a class (one at a time is probably plenty). Audit them if you don’t want to do the homework. 

· Hang out at the college student center (or whatever they call it these days). 

· Toastmasters can be good—but don't join a "service" club where you'll get busy doing ministry in the name of the club rather than the name of Jesus. 

· Join the Chamber of Commerce and attend grand openings, networking meetings, etc. Don’t get caught up in “service” there though. Remember you’re there to network more than anything else. 

· Attend PTA meetings or get involved in the school as a volunteer. 

· Attend public events like county fairs, festivals, etc. (the church ought to have a booth at all these anyway). 

· Hang out at Starbucks or another coffee shop ... and if you’re there during lunchtime, buy a pizza for the staff now and again (a little gesture like this goes a LONG ways). 

· Take group golf lessons across the street at the public course (hanging out in the club a bit would be good ... maybe get involved now and again in an event they’re doing). 

· Join a local health club and participate in group exercise (spin classes, etc.). 

· Join a business “Networking Club” in your area – the Chamber will probably have info for you. 

· Make appointments with local leaders such as the mayor, fire chief, police chief, hospital CEO or director, high school principle, chamber president, etc. Get the know them. Listen to their perspective on the needs of the community and how the church can help, etc. Those with whom you “connect,” work on building a relationship. 

· Go to the Senior Center for lunches, etc. (both the one that meets at your church and any other Senior Center you can hang out with). 

· Make connections at a local retirement home (not a convalescent center) in the community. 

· Volunteer at a local benevolence center (food bank, etc.), but not at a Christian one (unless it’s one housed at your church). Then be a Christian while you're there to make the benevolence center a Christian enterprise. 

· Get to know all the apartment managers within walking (or even driving) distance of the church. Learn how your church can be helpful to those in the complexes. 

· Read to kids at the library and get to know the parents. 

· Take donuts or other snacks to the local Social Security or Food stamps office or Driver’s License office for those who are waiting in lines (do this anywhere there are lines). Make sure you hang out long enough to have good conversations and to begin building relationships. 

· Attend local high school sports, band, orchestra, and drama events ... and get to know the parents, kids, etc. 

· Prayer walk your neighborhood at the same day and time each week when people are likely to be home ... and get to now your neighbors. 

· And one of the most effective and least fun, knock on doors, introduce yourself, and offer to pray for whatever their needs are. When you hear of needs the church can meet, do so. Make a note of each need and follow-up to see how they’re doing. 

5.  Seven Clues You're On the Right Track

I had a conversation with a pastor in the midst of a church turnaround/transformation the other day. During that conversation he asked what behaviors should a church leader be looking for that would give her/him clues as to whether the congregation was effectively transforming. I thought about it and here's my list of the top seven behaviors to look for as a congregation begins turning the corner.  

· They can be seen praying with people one-on-one and in micro-groups in the church before, after, and sometimes even during worship—plus at other church events. 

· They can’t wait to share the stories of the lives they’ve touched in Jesus’ name during the week. Often the stories are about prayers they’ve prayed with unchurched or spiritual conversations they’ve had. 

· When the question “What did you read in the Bible that intrigued you this week?” is asked, they not only have an answer, they regularly launch into a conversation about how they referred to the scriptures or to a scriptural principle in their decision-making during the week. 

· The Bible starts being an important enough book for them, they actually bring one to worship and to small groups—and after a year it’s starting to look pretty marked up and even ratty. 

· When a guest shows up in worship, small group, etc., before the end of the event, they’ve managed to get the guest’s name, know their family, know what they “do” for a living, have contact information, and have invited them to come with them to another activity, whether church related or not. 

· Others in church start going to them for prayer and counsel. 

· They’re no longer interested in serving on a committee that accomplishes little. Instead, they are involved in hands-on ministry either on or off the church campus.

6.  Growing A Church

There's an axiom in the consulting world that goes: "Only two things grow a church … and about a million things keep it from growing." Of course the second part is an exaggeration, to a certain extent, but the first part holds true across our nation. 

 Let me help explode a couple of myths that get bandied around as if they were reality. First, friendliness will not grow a church, although an unfriendly church will prohibit growth completely. Second, a great youth program will not grow a church. Large churches have great youth programming—this is true. But it wasn't great youth programming that grew them. In our culture, youth seldom get involved in a youth program without their parent's direct intervention. To take a step further, the old saying "The youth are the future of our church" is worse than misleading, it's not true. Spiritually mature adults are, and have always, been the future of the church. When parents are growing in the faith, their families tend to follow, including the youth. And finally, Bring a Friend Sunday and other invitational programs won't grow a church … unless the two things that will grow a church are in place. 

 So, what are the only two things that will grow a church? 

 Cracker Jack Indigenous Worship 

 Notice the two parts. Worship that grows a church has to be first class. There's little room for mediocrity. The music has to be top notch; the preaching should be engaging and relevant to life today; and the hospitality has to be truly welcoming from the parking lot to the worship center and back. Worship also has to be indigenous. That means, it must be offered in the style, language, and technology that the target audience is familiar with. If the worship service is targeting the over 65 crowd, the music would include traditional instruments (organ and piano), the congregation would sing hymns, and the sermons would be intellectually stimulating, thought provoking, and heavy in information. 

 On the other hand, if the worship service is targeting the 45 to 60 crowd, the music would include less traditional instruments (guitar, keyboard, drums),  the congregation would sing primarily praise and worship music, and the sermons would be life-coaching and encouraging with a heavy dose of adult spiritual formation. In addition, the service would generously use video projection; there would be no need (or much desire) for hymn books; there would be no need for an order of service in the bulletin … indeed, the bulletin would be more like a newsletter/calendar of upcoming events, etc.; and the sermon would be punctuated with at least one or two video clips. 

 Finally, if the worship service is targeting the under 45 crowd, the music would be beat driven—bass guitar and drums are the predominant instruments, though both guitar and keyboards are present. The songs would be theologically and culturally complex and for those over 50 might even seem enigmatic. Video would drive the service, not punctuate it, and even when the pastor was speaking/preaching, they would projected onto the screen. Indeed, there might be as many as three or more screens running simultaneously, each with different images. The sermons would be evangelistic, missional, well-researched, relative to real life, and up to 45 minutes long. 

 Excellent Children's Programming 

 There's another old saying that goes "Momma decides where the family goes to church; children decide whether they come back." It's actually less of an old saying and more an absolute. The reason children grow a church, while youth programming does not, is because children cannot fend for themselves … and mom and dad are committed to their children enjoying and getting a lot out of their church experience. Children's programming must be engaging, big-picture, bright colors, the space must SPOTLESSLY CLEAN, and every safety and security issue must be fully addressed and clearly visible for all to see. It needs to involve the large muscle groups as well as the "sit in the chair and color" kind of activities. And the kids must have fun and be exposed to the Gospel—with the expectation that they're being both evangelized and discipled. 

 There's a lot that will keep a church from growing, but if a church doesn't have these two pieces going for it, growth will continue to be elusive.

7. Discernment of Call

Why do so many laity start out passionate and strong, and then become complacent and frustrated? Churches are often very good at providing motivational and life-changing worship … and they are very successful in drawing people out of worship to discern their spiritual gifts and personality types. Their mistake is that they then sidetrack those changed and gifted laity to fill the gaps in the institutional agenda. They match up their gifts with institutional need. At first, laity feel pleased to serve and fulfilled in exercising their gifts. But later the spiral of fatigue, frustration, guilt, and excuses happen. Once so committed, suddenly they just “don’t have time in their very busy lives” for the church. What happened? 

 The church never provided the next step in mentoring: helping people discern their call and articulate their personal mission. They swept them away so fast to fill the gaps of institutional need, they forgot to help the laity discern just how they personally felt God wanted to use their spiritual gifts. Their personal mission might, in fact, be very different from the institutional mission. 

 When people discover their personal mission, they rarely burn out. They may sometimes get tired, but they don’t get terminally frustrated or guilty. And they don’t complain that they “just don’t have time”. People who are pursuing a personal mission make time. They shape their very lifestyles around the mission to which they feel called. 

 Let the mission emerge from the callings of the people … and stop shaping the people around the agendas of the institutional church.

8.  Growing Momentum 

 How does a church get momentum for transformation? There are four steps to gaining momentum for church transformation. 

 First, in addition to preaching from the “vision lectionary”, encourage lay leaders from your team to share their stories of personal transformation in worship. The more individuals talk about how God is reshaping and changing their own lives, the more you will capture the attention of people in the pews. 

 Second, feed a growing conversation by encouraging people to linger after worship. The first 45 minutes after worship is the best time to create “a buzz” of conversation. Lay on extra refreshments. Clergy should try to come away from the handshaking at the door as soon as possible. 

 Third, seed the conversation by organizing your team around a “script” with which they can quickly, pointedly engage people in any formal or informal conversation through the week. The “script” includes 3-4 key messages every team member shares with every relationship. Consider things like: “We are at a turning point in our church life” and “God has a bigger plan for our church than is contained by our own personal needs”. Or consider asking questions like: “What is the scripture verse or story that sustains you through your troubles?” or “What will our church look like in 2020?” 

 A Church has “Three Hearts” 

 The Body of Christ is a bit different from the human body in that it has three hearts. A church has a heart for Jesus Christ; a heart for one another; and a heart for the stranger. In many churches, our heart for one another is very large, but our hearts for Christ and strangers are smaller. That needs to change to grow the church deeper and further. 

 The biggest heart of all is the heart for Jesus Christ. With your first breath in the morning and last penny at the end of the day, the church should be about Christ rather than privileges of membership or personal comfort zones. The remaining two hearts (for one another and the stranger) will then be of equal size. You will no longer worry that welcoming strangers might somehow curtail caring for members. Both will happen naturally. 

 Tipping Point for Change 

 You can’t go further without going deeper. You can’t give away what you do not have. Right now, too few members in our churches are seriously engaged in spiritual habits of prayer, bible study, small group interaction, hands-on mission, and regular meditation on Christ every day and every week. If you can raise the percentage from just 5% to about 20% of the members, stress will begin to disappear and church people will find courage for change. 

 Hospitality 

 The best Sunday morning hospitality is redundant and opulent. The more layers of hospitality you create (from parking lot, to outer door, to inner door, to welcome center, to sanctuary, to refreshments) the better. They should all be trained to share the single core message of the church and be sensitive to the stranger … and they should all be in position both before and after worship. 

 Be sure to add to, and diversify, refreshment options. Give people a reason to linger. Be sensitive to culture, diet, and other issues different people may have about food. If you have to remove some furniture or add signs to encourage people to linger, do it. And deploy your Bible study and small group leaders among the crowd to invite them to mid-week spiritual growth opportunities. 

 I strongly encourage you now to start converting all your hospitality “task groups” into true “small groups” for spiritual growth. The best hospitality teams are doing a mission, not a task, so they come early for food, intercessory prayer for strangers, Bible conversation, intimate sharing of struggles and victories, before doing their tasks. 

 Why Newcomers Come 

 You have heard me say that there are many seekers out there who are broken, lost, lonely, anxious, victimized, or thankful to an unknown god … and are looking for spiritually mature Christians to help them experience the touch of Jesus Christ. But many wonder if that is really true. Have you actually seen them? 

 The reality is that “you get what you prepare for”. There are 3 basic reasons newcomers come to church. 

 First, they come to satisfy personal preferences and aesthetic tastes. Something about the building, music, pastor, and people pleases them. They’ll decide in minutes at the front door with the greeter whether they will come back or not. Their attendance is apt to be sporadic. Unfortunately, traditional church practices satisfy the tastes and preferences of fewer and fewer people. Let’s not rely on that to grow our church! 

 Second, they come to find a particular program. It may be a Sunday school for their children, a youth group for their teens, an adult group for themselves, or maybe an outreach program that meets their needs. They might even join a committee or choir if they like it. But once their need for a program is over, they tend to disappear. Unfortunately, traditional church programs can’t compete with the quality of many other non-profit, social service, sports, and entertainment groups out there. Let’s not rely on that to grow our church! 

 Third, there are many, many people who come to find healing, intimacy, answers, hope, respect, and joy. They are really looking for God. But are we training and deploying our mature Christian volunteers to clearly and constantly respond to their need? Can our ushers and greeters and choir members talk from their heart about faith … and our session, staff, and committee chairpersons readily share their experience of Christ? Do that, and the word will spread, and you will see more seekers at your door. 

9.  Volunteer Development

Every service-oriented organization in the world has realized that volunteer empowerment is both more important to their mission, and more difficult to accomplish. People are too busy to do anything that they are not motivated, trained, and fulfilled in doing. That means your first staff addition, after the pastor, is to add a full time human resources person (sometimes called a lay empowerment or adult faith formation position, or sometimes called a small group developer). 

 In the old world, the second full time staff person used to be an associate minister who contributed to visitation and worship, and focused on children and youth. No more. All that stuff can and should be handled by gifted, called, and equipped volunteers. But you won’t be able to find, motivate, and train those volunteers until you deploy a staff person to give it full time attention. And by the way … that staff position has got to be supported with a significant budget for lay training. 

10.  Preserving Unity with Multiple Worship Options

The most common complaint about moving to more than one worship service in a track 1 church is that people feel alienated from their former friends. Their unity seems to be disappearing. The real problem is that the church fails to provide a regular, high quality time for fellowship on Sunday morning that will involve everybody. 

 You need to provide a central, accessible “hub” through which people from all worship options pass. There they can gather for great refreshments, experience updated information in various medias, and mingle for conversation. This “hub” should have multiple serving stations, with a variety of foods, in a very comfortable setting, with great background music. It should be a place in which people relax and really want to linger. There you will deploy your board and core leaders to mingle with the crowd, introducing strangers to each other. 

 What really builds unity is not the worship service, but the hospitality ministries that link the worship options together. People with very different tastes and spiritual needs can still connect with each other, respect one another, and bless each other with permission to experience God in their own ways.
