
MANAGING YOUR STAFF/KEY LEADERSPRIVATE 

Management has been defined as the art of "getting results through people."  Good management then is "getting the right results through people."  Christian management might be defined as "getting God's results through people."  Although there are several distinctions between management and leadership, which will be addressed at a later time, suffice it to say that all good leadership includes management and all good management must includes leadership.  Without a strong commitment to manage, most staff will fall into the "activity trap."  That is, they will become so engrossed in their activities that they will forget what it is they are trying to accomplish.

A manager is “a person who allocates human and material resources and directs the operation of a department or organization.”
Technical work and management work
The work of Campus Staff can be divided into two types--technical work and management work.  Management involves planning, organizing, leading controlling and staffing.  It is getting results through people. Technical work is all of the things that we do on staff that are not included under management--evangelism, follow-up, Bible study, team meetings, leading groups etc. 

A mistake that we often make is we assume that people who excel in the technical side of ministry will also excel on the management side.  We approach it as if becoming a team leader is the next rung on the "technical ladder" when in reality, management is a different ladder!  We also can assume that if a person is competent in one area of management, i.e. leading or planning, that he will also be skilled in the other functions of management.

Many team leaders flounder not because of a lack of desire or technical expertise but because they have not learned the art of managing God's business.
The team leader as a manager
The responsibilities of managing a team go with the position of team leader.  When you assumed the job of team leader, like it or not, you also took on the job of a manager.  The components of ateam leader's job can best be visualized by the sides of a triangle.



Minister    Motivate


Manage

You may have been asked to be theteam leader because of your ministry expertise or because of your ability to motivate others, but you will not succeed in this job unless you learn how to manage your life, the staff, and the movement.  Though a movement may be well-lead, it will not thrive if it is poorly managed.  Ateam leader can minister and motivate, but without management, very little purposeful accomplishment will take place.  Although management is separate from ministry and motivation, good management will often minister to and motivate your team.  Most certainly, a lack of good management will cause frustration.

Management is a skill that can be learned. Management has specific skills which can be explained and taught to others.  Any team leader can learn the skills he needs to manage and lead the movement, and if he does it with enthusiasm style and results, he will be recognized as an effective leader.

Managerial skills

· Technical--a fundamental working knowledge of the Scriptures and ministry philosophy

· Administrative

· Interpersonal

· Get to know your people

· Clarify expectations

· Create a supportive environment

· Let people know where they stand

· Learn to listen

· Develop your staff

· Conceptual--How will this affect Crusade?

Good management begin with vision 

In Proverbs 29:18 we read the oft quoted verse, "Without a vision the people perish (or are unrestrained)."  Because management always involves a person (theteam leader) working through people (staff and students) to accomplish God's purpose (the vision), it is redundant to have management without an objective or a vision.  Management without vision is a means without an end.  It is activity without purpose.  Management is the process through which we fulfill the vision.  You must have a clearly defined purpose from which you can measure the validity of all your ministry activities.  Traditionally this has been called “management by objectives."  The vision should be developed with the team and then "published and posted."  Habakkuk 2:2 says to "Inscribe the vision so that the one who reads it may run (act in accordance with the vision)."  

The components of effective management

There are at least four areas that need to be considered when managing a ministry or any organization which involves people and objectives--Planning, Organizing, Leading, Controlling and Staffing.  If you are not doing these four functions then you are not managing your team.  It is as simple as that.  If your ministry is not growing or progressing the way you had hoped, you may find that the problem has not been a spiritual problem but a management problem.  You should ask yourself, "Am I planning? Am I organizing?  Am I leading?  Am I controlling?" The principle is this--we apply spiritual solutions to spiritual problems and management solutions to management or organizational problems.  We err if we try to manage spiritual problems or spiritualize management problems.  

Let's look at these in greater detail.  As you look over each of the components of management, place a plus(+) or minus (-) next to each of the components so as to indicated what you are doing well or what needs to be improved or in place.:

Planning--your statements of faith as to what you believe God wants you to do.  Planning is a living, changing, ongoing process of determining beforehand what you will do to accomplish your vision.  A good plan helps you communicate the vision to others.  As a direction setter your plan is a communication tool that keeps you moving toward your objective.  If you want to be a good manager you must spend sufficient time in planning.  Good management is interactive.  Build and refine your plan with the team.  Planning needs to be done by those who will carry out the plan. As a team leader you provide the leadership that is needed to implement the plan.  Without a plan people will do only what they want to do or what they like to do.   

Planning should include the following elements:

· The formulation of your "Strategic Plan" which serves as an umbrella of your vision, values, distinctives, and long-range objectives of your movement.  This is where you define who you are, what it is you are trying to accomplish, and why.

· The making of your Campus Plan which will include:

1.
Vision casting.  The stronger and more compelling the vision, the easier everything else will fall into place.  

2.
Strategy formulation--goals, programs, strategies and sequencing  for fulfilling the plan (strategic path). This also includes defining what you and your team will take responsibility for (goals versus desires).  Strategies are what must happen to accomplish the objectives.

3.
Plan should be summarized on a one page "Quarter System," and scheduled on a yearly calendar.  This is your "Action Plan."

· Helping the staff define their personal goals and desires in view of fulfilling the overall goals of the movement.

· Leading the team in planning the months and weeks of the year and modifying the Campus Plan when necessary.

Organizing--putting the systems and resources in the right places to maximize the opportunity to succeed. This process is also known as “aligning.” 

· Building agreement from the staff as to what it is you are trying to accomplish and each person’s part that he or she plays.  Don't assume that everyone has bought into the campus plan.

· Design a structure for the movement designed to maximize your effectiveness and to get results--Small Group structure, Student Leadership structure, etc. 

· Draw up an organizational chart which communicates responsibilities as well as the lines of communication.

· Design a system (normally a computer and file) for storing and retrieving information.
Leading--using influence to motivate staff and students to achieve organizational goals.  It is doing with and through others what need to be done to accomplish an objective.  Effective leadership is essential to building a strong movement.  Any work of God has always had a leader at the helm.  If the staff and students could/would fulfill the campus plan on their own, they wouldn't need you and the job of team leader would be unnecessary.  You are there to lead the team into the future, not simply manage the present.  Unless you take the responsibility of leading your team, your plans and systems will remain merely plans and systems.  As a change agent you help create the future.  What happens in the movement is a direct reflection of the commitment and abilities of the team leader to lead his team and ministry.  Leading is hard work--especially over time.  We are exhorted in Romans 12:8 that we are to "lead with diligence."  

A good leader:

· Establishes direction by developing a vision of the future.

· Aligns people and resources around accomplishing the vision.

· Motivates and inspires others to keep moving forward toward accomplishing the vision.

· Commits himself to building an effective team.

· Keeps the team focused on what it is they are trying to accomplish and why.  He has the ability to stay focused.  

· Sets priorities and timetables.  He is able to define the "next step" toward the goal.  "This is the one thing we need to do this week...this month...this semester."

· Defines the roadblocks to progress and growth and takes the appropriate steps to solve them.

· Helps others be successful in fulfilling the ministry God has given them.

· He is involved in training and developing the staff.

· Learns from the team and his mistakes.

· Is able to get things done through others.

Things that tend to get done are...

· ...the things the staff have had a part in formulating and planning.

· ...the things that are continually emphasized by the C.D.

· ...the things that are asked about and measured.

· ...the things that are valued, rewarded, and praised.

· ...the things people are trained to do.

· ...the things that are prayed for.

· ...the things that are scheduled in.

· ...the things people like to do.

Controlling--measuring progress and making the appropriate adjustment to move us toward the goal. The job of a team leader is more like a sea captain than a railroad engineer.  Both are moving toward a destination but the sea captain must read the winds, adjust the sails, and tack toward the desired destination.  The job of controlling is one of stewardship.  How can we allocate our resources, to develop our people to accomplish our objectives?

The job of controlling involves:

· Taking each staff taken through his/her "Position Focus Review" at the end of each semester.  Staff are either getting better, worse or staying the same.  To not take corrective action when appropriate is unfair to your staff.

· Read and respond to staff reports.

· Evaluate the ministry weekly.  Ask "Where are we succeeding/failing and why?"  Make improvements and corrections as you go.

· Have a thorough evaluation at the end of each semester. 

· Make corrections as needed.  There is no disgrace in changing a plan based on new information and new opportunities.  A plan is only as good as the facts it is based on.  

Staffing--the selection, training, and development of staff and students.  We want, not only to put the right people in the right job but we also want to intentionally train them in being effective in that job. Development needs to be intentional not just incidental.

· In accordance with their giftedness, willingness and need for development delegate "Staff Jobs" (Evangelism, Training, Sending, Administration) to each of your staff.  Use these jobs to develop your staff.

· Coach your staff toward the goal through training, praise and reprimand.  A good book to read on this subject is The One Minute Manager by Kenneth Blanchard.

· Recognize that you can have a big affect on the development of your staff.  All theories of behavior agree on two things:

1) 
Individuals have differing needs, wants and 
values.  

      2) 
Human behavior can be influenced and 
changed. 

Therefore, as leaders we need to understand what motivates our people so we can best develop them.

How much time should I spend managing?

Good management takes time.  Mostteam leaders do not spend adequate time defining and refining their vision, planning, organizing, leading or controlling the movement.  Remember, your job is fundamentally different from the job of your staff.  You must manage the team or no one else will.  Although the time you spend in management work will vary according to the size of your staff team and movement, a good place to start is the "1-1-1 rule."  Set aside one week a year, one day a month and one hour a day to plan, organize, lead, and control your ministry.  

Application:

