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C H A P T E R  O N E

LIVE A LIFE WITH MARGINS

A MARGIN IS THE PORTION OF THE PAGE THAT YOU 

 intentionally leave blank. You will notice on this page that the 
printers didn’t put text all the way from the left side of the page 
to the right side. Rather, they left space all the way around—those 
are margins.

Yet in life, everything in our culture is telling us to ignore 
margins. Spend more money than you make, and you will have no 
financial margin. Fill your schedule from early morning until late 
night, and you will have no time margin. Surround yourself with 
needy people and constantly be reactive to their expectations, and 
you will have no emotional margin.

Mark Batterson wrote, “You need margin to think. You need 
margin to play. You need margin to laugh. You need margin to 
dream. You need margin to have impromptu conversations. You need 
margin to seize unanticipated opportunities.”1

I want to live a life with margins.
When I live on less than I make, I have the financial margin so 

an unexpected expense won’t capsize me, and so I can respond in 
the moment to someone else’s real need.
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• Minimize the number of life-sucking people around you. 
It’s okay to have some relationships where you give 200 
percent and they give nothing, but if all your relationships 
are like that, you’ll die a slow, lonely death.

• Every now and then turn off the noise. You can’t hear 
from God if you are constantly listening to the beep of 
the newest e-mail, the vibration of the latest text, the alert 
from your Twitter feed, or the chirp of a new Facebook 
notification. Schedule an electronic detox on occasion, and 
take time to listen to God, others, and yourself. This is so 
crucial I’m devoting chapter 3 to it.

THINK ABOUT IT

 1. Where are you feeling the lack of margin in your life?

 2. If you made just one change to increase margin in your life, what 

would that be?

00-01_Fairness is Overrated.indd   7 11/3/14   12:00 PM



8

C H A P T E R  T W O

WHEREVER YOU ARE, 
BE FULLY THERE

TEENS GET A LOT OF GRIEF ABOUT HOW MUCH TIME THEY 

spend on their phones. I hear adults say, “They never put their 
phones down!” or “He is texting nonstop!” or “I bet she couldn’t 
live a day without her phone.” But in truth, teens do what teens see. 
And I see adults every day who belittle others because of the bad 
phone habits that they, too, model.

One day a couple of years ago I got up before daylight and 
spent hours traveling by plane to go across the country for the sole 
purpose of a one-hour meeting with some leaders for whom I have 
huge respect. I had looked forward to this meeting for weeks, wait-
ing to hear their stories and grateful for the opportunity to share 
what God was doing through our partnership.

During the meeting, there were several points at which each 
of those leaders picked up his phone to read or type. At the same 
time, they glanced up at me on occasion as I was talking, said, 
“Uh-huh,” then continued to “thumble” with their phones. I don’t 
think I’d be exaggerating to say it was a rare moment in that one-
hour meeting when one of them wasn’t looking at or typing on 
his phone. I’m not a touchy-feely type of guy, but on that day I 
felt devalued. I felt as if there was something they would rather be 
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phone doesn’t need to be out of sight every time you interact with 
another human. There are times when I’m sitting around with 
five or six friends or family members and every one of us has a 
phone out. That’s part of the twenty-first century. I even think 
it can enhance the conversation and social interaction. But there 
are times when you have limited interaction with others and you 
should be all there.

It’s about valuing people. And sometimes that means we are 
looking in someone’s eyes and being fully engaged so we can really 
listen to the person’s story and hear his or her heart.

THINK ABOUT IT

 1. What habit do you need to change so people know you are fully 

listening to them?

 2. If you are really brave, ask your spouse if he (or she) believes 

you are fully present when he (or she) is talking to you. Ask your 

coworkers. What do they say?

00-01_Fairness is Overrated.indd   10 11/3/14   12:00 PM

11

C H A P T E R  T H R E E

GO DARK

I HAVE A CONFESSION . I WAS ADDICTED TO THE TELEVISION 

show 24. I watched every week and couldn’t wait for Jack Bauer to 
save the world, once more, from some terrifying attack that was 
going to kill millions of people. And he always came through, just 
as the seconds ticked down.

Occasionally Jack would go deep undercover. No one could 
reach him. There was no way for anyone to communicate with him 
to change or abort the mission. Once he went dark, he would stay 
under until the mission was accomplished.

If you remove the intensity, gunfire, adrenaline-racing action, 
occasional psychotic behavior, and torture, then I think there are 
some real-life lessons we can learn from Jack Bauer. Sometimes we 
also need to go dark.

Most of the time you are available. People know where your 
office is. They know your e-mail address. They know how to reach 
you on Facebook or Twitter. They probably even have your cell-
phone number. Perhaps they can connect with you through Xbox, 
Instagram, Tumblr, or a thousand additional ways that are being 
thought up as I write.
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THINK ABOUT IT

 1. When is the last time you disconnected digitally in order to renew 

your body, soul, or mind?

 2. Consider taking time right now to put your go-dark week on the 

calendar.
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C H A P T E R  F O U R

KNOW YOURSELF

MY WIFE AND I OFTEN GET A LAUGH OUT OF HOW DIFFER-

ent we are from each other. She lives for parties—in fact, the longer 
she is at a party, bouncing around talking to people and laughing, 
the more energetic she becomes. On the other hand, if you watch 
me at a party, it would be similar to watching a balloon lose all 
its air—minus the bouncing around the room part. My energy is 
sucked away when I’m in large gatherings of people, especially if I 
don’t know them well.

I think the best marriages are made when two people under-
stand what fills the tank of their spouse, and when they each do 
everything they can to make sure it stays filled. And I think the 
best leaders know what gives them energy, and they know what 
drains it away.

I’m in my forties, and I’m just now beginning to figure myself 
out. I’m realizing that to be whole and healthy, there are certain 
things I need:

• I need to give. A lifestyle of generosity keeps me focused on 
others more than myself.

• I need to know I’m succeeding. When I don’t know if I’m 
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time in nature. Perhaps it is music that refills your tank. Or maybe 
you need to start something new from scratch and watch it soar.

You won’t always get what you need. No one does. There are 
many seasons when I have to ask God for grace to get through a 
period of too little rest or too much work. But when I’m feeling 
stressed or tense, it’s often because I’m not paying attention to my 
list.

You might feel like this exercise is a bit self-focused. Maybe it 
is, but I believe God has wired each of us uniquely, and we have to 
know what we need if we are going to lead others effectively. To 
be the person I need to be for my kids, my wife, my job, and my 
friends, there are certain things I need.

It is important to figure out what it is that you really need to be 
the person God wants you to be. Some of this is learned over time 
and from experience, but you can also make a list with the help of 
friends and family who know you best.

If you are going to lead others with strength, then you must 
lead from a place of strength—and that requires knowing yourself.

THINK ABOUT IT

 1. Do you know what you need to be whole, loving, and full of grace? 

What is it?

 2. Make a list of things you need and share it with your spouse or a 

close friend. See if there is anything that surprises that person, and 

talk about how you can integrate your list more fully into your life.
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C H A P T E R  F I V E

STAY HOME FROM CHURCH

MANY YEARS AGO ONE OF THE PASTORS AT THE CHURCH 

where I worked decided to take a staycation for a week to get some 
stuff done around his house. On Sunday morning, he showed up 
at church in jeans and a T-shirt (which wouldn’t be too abnormal 
now, but back in the early nineties it was strange). I was standing 
nearby when a volunteer asked him a question, and he responded, 
“You’ll need to call me next week, I’m on vacation.”

Was he serious? You can’t go to your own church and pretend 
to be on vacation. That would be like a restaurant owner going to 
dinner at her own restaurant and refusing to answer questions or 
solve problems because it was her day off.

There is an added layer of complexity and tension for those 
who work at a church. As a pastor or church leader, you do every-
thing you can to offer great environments and experiences for 
people to meet God on Sunday. But there is a reality that some-
times going to church is not what you need to take your next 
spiritual step. In fact, sometimes going to church might even 
damage your soul.

Let me break it down.

NOTE TO BUSINESS LEADERS: This is one of the few chapters I’ve written 
solely for church leaders. Feel free to listen in or skip to the next chapter.
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THINK ABOUT IT

 1. For those who lead in church: Do you encourage your staff mem-

bers to stay away from church on occasion for the sake of their 

spiritual health? If not, why don’t you?

 2. Do you feel guilty when you don’t go to church? What does that 

reveal about what you think about God and his acceptance of you?
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C H A P T E R  S I X

LEAVE A LEGACY

IT SEEMS AS IF EVERY WEEK OR SO I HEAR ABOUT PEOPLE 

who failed,  recovered, and then wrote a book about it. Perhaps 
their marriages failed. Or they went through a phase as an addict. 
Or they lost their families because of bad choices. And so they 
write a book because of the insights they gained along the way.

I understand why those books sell. As fallen humans, we identify 
with other people who talk about their failures in such stark terms. 
We figure the author has some insight into the human condition, 
and perhaps we can learn enough to keep ourselves from falling in 
the same hole. And I agree; we can definitely learn from such people.

I recall more than twenty years ago when Gordon MacDonald 
went through a tough time. The guy who had written Ordering 
Your Private World saw his world publicly crash to the ground.1 
He later reflected on his fall and quoted Oswald Chambers with a 
phrase I’ll never forget: “An unguarded strength is a double weak-
ness.”2 He was saying, “Pay attention! I screwed up in an area where 
I was strong. Don’t do the same.”

So, yes, those who have fallen and recovered to some level of 
health have a place to write books and give talks about the pitfalls 
that should be avoided.
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and then were rescued and ended up becoming heroes. And God 
specializes in redemption! It is in his nature to love a good redemp-
tion story.

I think we make a mistake, though, when we don’t realize that 
every story is a redemption story (Rom. 3:10). On our own, we could 
never find our way to God. He reaches down and rescues us from 
our broken ways—and from ourselves—and sets us on a new path.

Those who are most aware of their humanity and their sinful 
nature are the ones who consistently make good choices in their 
lives and in their relationships. I want to hear more of those stories.

I challenge you to be a leader who walks with integrity day 
after day, year after year, decade after decade. What if you could 
go to your grave with no regrets about your relationship with your 
spouse, your commitment to your friends, the way you ran your 
business, or how you raised your children?

Every choice you make today will lead you either toward the 
path less traveled where you die with your integrity intact or toward 
a life of regrets. It’s your choice.

THINK ABOUT IT

 1. Who do you know who has consistently made good choices? 

Seek him or her out and ask questions. You might actually learn 

something.

 2. What changes do you need to make right now so you will get to 

the end of your life with a legacy of integrity?
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C H A P T E R  S E V E N

BE A LIFELONG LEARNER

WHEN I WAS NINETEEN YEARS OLD, I WAS TRYING TO DECIDE 

if I should go to college. I had been out of high school for two years, 
working in the real world in a leadership environment. A manage-
ment consultant came to town and spent several days assessing our 
leadership team. I asked him to spend some time helping me deter-
mine whether I should continue on my current path or go to college.

I’ll never forget the advice I received: “College is a great envi-
ronment for three groups of people: (a) those who need structure to 
learn, (b) those who are trying to figure out what they want to do 
with their lives, or (c) those who need a degree to pursue their goals.”

Then he said, “Tim, you don’t fit any of those categories. You 
have proven that you are wired as a learner, and you don’t need col-
lege to keep learning.”

And I’ve been on a path of lifelong learning ever since. As far 
as I know, I’ve never been denied any opportunities because I don’t 
have a college degree. If you narrowly define learning and educa-
tion by how long an individual spent in a classroom setting, then 
you greatly misunderstand learning.

One of the biggest differences between leaders and followers is 
that leaders are learners.
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ness.”2 He was saying, “Pay attention! I screwed up in an area where 
I was strong. Don’t do the same.”
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that should be avoided.
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and then were rescued and ended up becoming heroes. And God 
specializes in redemption! It is in his nature to love a good redemp-
tion story.

I think we make a mistake, though, when we don’t realize that 
every story is a redemption story (Rom. 3:10). On our own, we could 
never find our way to God. He reaches down and rescues us from 
our broken ways—and from ourselves—and sets us on a new path.

Those who are most aware of their humanity and their sinful 
nature are the ones who consistently make good choices in their 
lives and in their relationships. I want to hear more of those stories.

I challenge you to be a leader who walks with integrity day 
after day, year after year, decade after decade. What if you could 
go to your grave with no regrets about your relationship with your 
spouse, your commitment to your friends, the way you ran your 
business, or how you raised your children?

Every choice you make today will lead you either toward the 
path less traveled where you die with your integrity intact or toward 
a life of regrets. It’s your choice.

THINK ABOUT IT

 1. Who do you know who has consistently made good choices? 

Seek him or her out and ask questions. You might actually learn 

something.

 2. What changes do you need to make right now so you will get to 

the end of your life with a legacy of integrity?
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C H A P T E R  S E V E N

BE A LIFELONG LEARNER

WHEN I WAS NINETEEN YEARS OLD, I WAS TRYING TO DECIDE 

if I should go to college. I had been out of high school for two years, 
working in the real world in a leadership environment. A manage-
ment consultant came to town and spent several days assessing our 
leadership team. I asked him to spend some time helping me deter-
mine whether I should continue on my current path or go to college.

I’ll never forget the advice I received: “College is a great envi-
ronment for three groups of people: (a) those who need structure to 
learn, (b) those who are trying to figure out what they want to do 
with their lives, or (c) those who need a degree to pursue their goals.”

Then he said, “Tim, you don’t fit any of those categories. You 
have proven that you are wired as a learner, and you don’t need col-
lege to keep learning.”

And I’ve been on a path of lifelong learning ever since. As far 
as I know, I’ve never been denied any opportunities because I don’t 
have a college degree. If you narrowly define learning and educa-
tion by how long an individual spent in a classroom setting, then 
you greatly misunderstand learning.

One of the biggest differences between leaders and followers is 
that leaders are learners.
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and instantly to be learning more about the things they see or people 
they meet.

Business leaders are beginning to learn more from church lead-
ers; one of the largest leadership conferences in the world, attended 
by thousands of business leaders, is hosted by Willow Creek 
Community Church.2 Likewise, church leaders have so much they 
can learn from business leaders. I get some tremendous ideas from 
Fast Company and Wired magazines. For example, recently I read 
this about Toyota:

If your factory is just making cars, once a day the whistle blows 
and it’s quitting time, no more cars to make that day. If your fac-
tory is making a new way to make cars, the whistle never blows, 
you’re never done.3

Here is how I translated it for the church: If your church is just 
about putting on great weekend services, every Sunday at noon the 
whistle blows and it’s quitting time, no more services. You can put 
a big, fat check mark in the box because you pulled it off. However, 
if your church is about making disciples who reproduce and make 
more disciples, the whistle never blows—you’re never done.

Be a lifelong learner, always looking for what God is teaching 
you, and one sentence from a business magazine could change the 
way your church or business is organized.

THINK ABOUT IT

 1. How do you learn best? Are you making sure your schedule 

allows time to learn?

 2. If you aren’t naturally wired as a learner, what can you build into 

your regular routine that will enhance learning opportunities?
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C H A P T E R  E I G H T

GET NAKED

I WAS SITTING IN A WEEKLY STAFF MEETING RECENTLY, AND 

Kem Meyer, one of my good friends and a coleader on Granger’s 
executive team, was leading. She is a wonderful mom and was tell-
ing a story of being at the beach a few days prior with her friend. 
They each had their twelve-year-old boys with them, and the kids 
eventually wandered out a couple hundred feet into Lake Michigan. 
That wouldn’t be a bad thing on a normal day, but what she didn’t 
realize was that there were rip current warnings all up and down 
the shore. It was dangerous to be in the water that day.

Kem recounted the helpless feeling of watching her son and 
his friend struggling for their lives, arms waving, going under the 
water again and again only to resurface gasping for air. There was 
nothing she could do—the current was too strong for her and the 
other mom.

The staff was completely silent as she told about another man 
nearby who swam in and rescued the boys. You would think the 
story was about the miracle of this hero. And that was part of it. 
But the notable part of the story was Kem’s humility as she talked 
about how she failed as a mom, and how that failure almost cost 
the life of her son.
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for me went up that day since I went to a new level of vulnerability 
with the group.

It’s okay to admit you are human. In fact, the leaders for whom 
I have the greatest respect are often the most vulnerable.

THINK ABOUT IT

 1. Would the people around you say that you are a vulnerable 

leader?

 2. Have there been times when you’ve cared more about looking 

smart and having the right answers than being a trusted leader? 

If so, what can you do about it?
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C H A P T E R  N I N E

CONTROL YOUR CALENDAR

MARK BATTERSON WROTE, “IF YOU DON’T CONTROL YOUR 

calendar, your calendar will control you.”1

Alan Lakein said, “Time is life. It is irreversible and irreplace-
able. To waste your time is to waste your life, but to master your 
time is to master your life and make the most of it.”2

M. Scott Peck is credited with saying, “Until you value your-
self, you will not value your time. Until you value your time, you 
will not do anything with it.”3

And I’ve heard a hundred preachers say, “Show me your check-
book and your calendar, and I’ll tell you what you value.”

I agree with all these statements. Leaders who don’t have control 
of their calendars will constantly be spinning out in the dirt with-
out making much progress. Life will seem frantic and harried, yet 
it will be difficult to pinpoint what they are actually getting done.

I’m not the king of time management, but I do live and die by 
my calendar. Everything that is important in my life goes on my 
calendar. Here are six principles that help me:

 1. Put priority items on your calendar first. Perhaps you’ve seen 
the illustration where the presenter tries to fill a jar with a 
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of Jesus is to love and care for people—and that begins 
with the people already in your life. Make room to ask your 
employees about their lives, their dreams, and their hurts.

John Maxwell summed up calendar management this way: 
“The key to becoming a more efficient leader isn’t checking off 
all the items on your to-do list each day. It’s in forming the habit 
of prioritizing your time so that you are accomplishing your most 
important goals in an efficient manner.”4

THINK ABOUT IT

 1. What can you do right now to make sure your priorities get put on 

your calendar for the next six months?

 2. Are you traveling too much? Consider sitting down with your spouse 

and boss and talking through some manageable parameters.
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C H A P T E R  T E N

GUARD YOUR FAMILY

WHEN I WAS IN MY TWENTIES, I WAS MARRIED, WE DIDN’T 

have any kids, and my wife, Faith, and I chased each other around 
the house like rabbits. Keeping family a priority was easy. I couldn’t 
wait to get home each day to spend more time with the love of my 
life.

When I got into my thirties, life began to get busy. We had 
a baby, then another, then another . . . and another. Then they 
turned into toddlers, and the pressure increased both at home and 
on the job. I loved my job and my family, so I tried to play it fifty-
fifty. I tried to give both my best. But it started to be too much 
pressure.

A few years ago I went through a season where I thought I 
might lose my ministry. I thought there might be a time when I 
would no longer have my job and would lose my identity. I began 
thinking, What would be left? And I made the very intentional deci-
sion to no longer divide my focus fifty-fifty between my job and my 
home. I was going to make my family the priority.

Andy Stanley calls this “choosing to cheat” in his book by the 
same title.1 He says we should cheat our jobs instead of cheating 
our families. I understand what he means, but I don’t think I’m 
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No one gets to the end of his or her life and says, “I wish I had 
spent more time at my job.” But often you will hear people reflect-
ing on poor choices with their families: “I wish I had been around 
more when the kids were little,” or “We invested all our energy on 
the kids, and then when they left home there was nothing remain-
ing for our relationship with each other.”

For those of you who work in ministry, it can mess with your 
mind because you think that eternity is at stake and people’s lives 
are on the line. “If I stay at the office just a little bit longer, I can 
help scores of people . . .” Yeah, and if you wreck your marriage or 
lose your family, you will damage hundreds of people. Don’t let the 
lies of Satan lead you to have a mistress called “ministry” who gets 
more attention than your family.

THINK ABOUT IT

 1. What are you intentionally doing to make sure your family is a 

higher priority than your job? What more can you do?

 2. Look at your calendar. Does it reflect the priority you place on 

your spouse and kids? What could change?
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C H A P T E R  E L E V E N

LEAVE YOUR KIDS BEHIND

I HAVE TO ASK A QUESTION . MOM, DO YOUR KIDS KNOW 

that your husband is the most important person in your life? 
Listen, Dad, do your kids see you prioritizing your wife regularly 
and deliberately above them?

Your kids will not feel this if you do not intentionally make the 
effort to reinforce it in your regular family life.

I believe one of the best ways to do this is to take a vacation 
together, every year, without the kids. We have figured out a way 
to do this every year for twenty-four years straight. And no, it’s not 
easy. There are things like nursing and pregnancies you have to 
work around. (Trust me, I know. Faith was pregnant or nursing for 
six and a half years of our married life!) There are also real difficul-
ties like money and childcare.

But you must do it. Here are three reasons I believe your mar-
riage can’t thrive without an annual kidless vacation:

 1. Life is crazy! Regardless of how disciplined you are with 
daily or weekly time together with your wife, life gets busy 
and stressed, and you need some extended time to reconnect 
with your spouse to get grounded again in each other’s love.
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project? Or until you get the promotion and have more 
vacation days available? Wait long enough, and you might 
have a great job and no marriage. If you sincerely can’t get 
time off work, then plan a couple extended weekends.

What does all this have to do with leadership? Everything! 
A leader who is successful at work but a failure at home is not a 
successful leader. The first test of leadership is your ability to love, 
lead, and care for those who are closest to you.

Here is the truth. You will likely have many years of marriage 
after your kids have all left home. If you don’t work on your mar-
riage during the parenting years, you might not have a relationship 
left as empty nesters. Be intentional.

THINK ABOUT IT

 1. What are you doing to intentionally build your marriage in ways 

that will last well after your kids are gone?

 2. Perhaps you’ve been thinking about planning time away with your 

spouse, but you just haven’t pulled the trigger. Wait no longer. 

Schedule it now.
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C H A P T E R  T W E L V E

DEVELOP RUMBLE STRIPS

NEWS FLASH: I AM A MAN. THAT MAY HAVE CAUGHT SOME 

of you by surprise, but it is true. I am a man, and I work many hours 
every week with women. I spend a lot of time with some of them. 
In fact, some weeks I spend more time with my female coworkers 
than with my wife.

I think a work environment or ministry setting that includes 
both men and women has the potential to be incredibly healthy and 
effective. There is a unique perspective brought from both sexes 
that is incomplete when one or the other is missing. I’ve worked in 
some settings where it felt like a boys’ club, and we were not every-
thing we needed to be. Men need female leaders to be at the table, 
making decisions and defining direction with them.

But anytime there are heterosexual men and women in the 
same environment, there is the potential for sexual tension, way-
ward desires, and in the worst cases, inappropriate behavior. If that 
happens in most marketplace offices, apologies are made, people 
might be transferred, or occasionally someone gets fired. When it 
happens in the church, people are devastated, the mission is inter-
rupted for a season, and scores of people are left questioning their 
faith.
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encourage them to track me on Find My Friends, and give 
them permission to call me at any time to make sure I’m 
actually with my phone. I do this for three reasons: (1) I 
don’t want the potential for an unfounded accusation of 
what I did while I was out of town, (2) I’m not immune to 
stumbling, and (3) I want to give an extra level of security 
and confidence to my wife and close friends that I am 
staying focused and on task.

I don’t share these rumble strips because I’m a saint. I share 
them because I’m not. I don’t trust myself. I don’t trust people who 
would love to see me fall and my family or the organization I am 
working for damaged. I don’t want my actions to cause leaders at 
my organization to have to spend time and energy figuring out if I 
did something I was accused of.

It’s not about rules for me. I do this because I love those I work 
with and for. And I love my wife. And I love the marriages of my 
close friends. For those reasons, I choose a few inconveniences.

THINK ABOUT IT

 1. What rumble strips do you need to put in place for yourself?

 2. What rumble strips should you consider having everyone on your 

staff or team agree to?
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C H A P T E R  T H I R T E E N

BE CAREFUL WHAT YOU WISH FOR

MY BACKYARD IS TO DIE FOR . ASK ANYONE WHO HAS SEEN 

it. It is more than an acre, with a huge playset, two tree houses con-
nected by a bridge, a swimming pool, a zip line, a tire swing, trees 
to climb, plenty of room to run, and a huge forest to hide in and 
build forts.

I remember walking outside one summer day and finding a 
hideout the boys had built just over the fence. It was in another 
yard, belonging to someone we’d never met—and someone who 
had not given us permission to be in his yard.

With such a huge adventure available in our own yard, what 
would drive them to cross the fence? Why is it so enticing to be in 
someone else’s yard? What is so tempting about the other side of 
the fence?

I think it has something to do with our f lesh. No matter how 
wide the parameters or how broad the boundary markers, some-
thing in our makeup pulls us across the fence.

Another example: The tanning industry is strong in the United 
States. Women with darker skin captivate American men. That’s 
not true in every country. I saw a travel show about Brazil recently. 
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did something I was accused of.

It’s not about rules for me. I do this because I love those I work 
with and for. And I love my wife. And I love the marriages of my 
close friends. For those reasons, I choose a few inconveniences.

THINK ABOUT IT

 1. What rumble strips do you need to put in place for yourself?

 2. What rumble strips should you consider having everyone on your 

staff or team agree to?
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C H A P T E R  T H I R T E E N

BE CAREFUL WHAT YOU WISH FOR

MY BACKYARD IS TO DIE FOR . ASK ANYONE WHO HAS SEEN 

it. It is more than an acre, with a huge playset, two tree houses con-
nected by a bridge, a swimming pool, a zip line, a tire swing, trees 
to climb, plenty of room to run, and a huge forest to hide in and 
build forts.

I remember walking outside one summer day and finding a 
hideout the boys had built just over the fence. It was in another 
yard, belonging to someone we’d never met—and someone who 
had not given us permission to be in his yard.

With such a huge adventure available in our own yard, what 
would drive them to cross the fence? Why is it so enticing to be in 
someone else’s yard? What is so tempting about the other side of 
the fence?

I think it has something to do with our f lesh. No matter how 
wide the parameters or how broad the boundary markers, some-
thing in our makeup pulls us across the fence.

Another example: The tanning industry is strong in the United 
States. Women with darker skin captivate American men. That’s 
not true in every country. I saw a travel show about Brazil recently. 
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There is nothing sinful about the temptation. But begin to develop 
practices of how you will handle your desires when they begin to 
crowd out what is good and right.

THINK ABOUT IT

 1. Have you crossed any fences in your marriage, family, or finan-

cial decisions? What will you do, right now, to move back toward 

Jesus?

 2. Are your wants out of control? Which of these practices do you 

need to begin immediately to refocus on your faith and priorities?
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C H A P T E R  F O U R T E E N

A RÉSUMÉ IS WORTHLESS

ONE DAY THE PHONE RANG AND IT WAS BILL, A FRIEND WHO 

was asking me if I’d take a look at his résumé. I say he is my friend 
because I know him and I’m friendly toward him. But because he is 
lazy, a constant complainer, and blows every little thing into a huge 
drama, I don’t spend much time with him. Several years ago we 
worked together, and that is when I learned he had a high capacity 
for negativity and a low tolerance for hard work.

But I wanted to help Bill, so I was happy to look at his résumé. 
It’s a good thing I was sitting down as I read it because you would 
have thought this guy was a high-performing, star employee. He 
had the right degree from a solid university, and his job experience 
was varied and convincing. The cover letter was professional and 
well written. If I didn’t know Bill, I would have thought, We better 
get this guy fast before someone else makes him a great offer! But I know 
Bill—and I wouldn’t hire him for any job, anywhere, at any time.

A résumé is almost completely worthless as a tool to rely on 
when hiring.

Think about it. Almost all résumés contain two categories of 
information: education and jobs held. Yet when I am hiring, those 
are the things I care the least about.
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tension. With a simple call to us or other references, they would 
have known better how to set up their new staff members for suc-
cess or possibly would have discovered they wouldn’t be a great fit. 
Always call references.

Conduct Group Interviews

I’m pretty good with discernment and making good hiring deci-
sions. However, I’m not as good by myself as I am with a group. 
That’s why we always had a group of people involved in at least one 
interview with a potential hire. We selected people from across the 
organization who had shown they asked great questions, could help 
the candidate feel at ease, and had a gift of discernment.

There is no fail-safe way to guarantee a great hire. But follow-
ing some important steps during the interview helps. As I wrote in 
Simply Strategic Stuff, you want long hellos and quick goodbyes.2 
Don’t get those mixed up.

THINK ABOUT IT

 1. If you have required a certain level of education for a position, 

revisit that decision. What is behind the requirement?

 2. Are you experiencing a high turnover? If so, it might be due to 

some hiring practices that need to change. What might those be?
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C H A P T E R  F I F T E E N

YOU CAN’T TRAIN CHARACTER

TEN YEARS AGO WE HIRED A TECHNICIAN TO LEAD OUR PRO-

duction team and help with our services and events. He had all the 
right qualifications and was a joy to work with most of the time. 
But something that didn’t show up on his résumé or in any of our 
reference calls was that he had a temper. About two months after 
he started, he got upset at a meeting and threw a table across the 
room as he stormed out. We gave him a warning, but it was only a 
couple of weeks before he got angry again and cussed out a volun-
teer loudly and publicly. This guy had a gaping character f law, and 
we had to let him go.

Let me talk directly to church leaders first: This principle of 
choosing people of character can be a bit difficult for us. Why? 
Because we are the church. It is part of our business model to help pick 
up the pieces for people. It is our intention to be there when people 
fall so we can point them to Jesus and help get them back on their 
feet. If people in our church have addictions or bad habits, or if they 
engage in damaging behaviors, we don’t kick them out of the church. 
We meet them where they are and help them take their next steps.

But when we are talking about volunteers or staff leaders, 
whom we have brought on the team to help others take steps, it 
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THINK ABOUT IT

 1. Have you ever boldly asked a candidate, “If Satan was going to 

take you down, how would he do it?” How might this help?

 2. Is there something in your own life that might trip you up down 

the road? Consider sharing this with someone.
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C H A P T E R  S I X T E E N

SOCIAL MEDIA IS YOUR FRIEND

FACEBOOK . TWITTER . TUMBLR . INSTAGRAM . PINTEREST . BLOGS .

These social networking tools (and scores of others) have 
changed everything about hiring staff, finding volunteers, and 
leading people. Why? Because everything you’ve posted, tweeted, 
commented, e-mailed, sent, it’s all out there. Seth Godin said it 
this way: “Google never forgets.”1

A report from the University of Evansville seems to back this. 
They found that more and more employers are turning to the 
Internet to screen applicants. The study determined that employers 
were able to determine with a “surprising level of accuracy” person-
ality traits and indicators that could predict future job performance.2

It worked for us. At Granger, before we hired people, we 
unapologetically researched them on Facebook, Twitter, and other 
sites. We discontinued our talks with potential staff members 
because of their online personas. We ignored applications because 
of what we’d found on the individuals’ Facebook pages. We also 
fired people based on what we found online.

I would recommend doing some simple searches before you 
hire staff or select high-level volunteers. Here are some things to 
observe:
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placing the entire credibility of the business or church behind their 
leadership.

Oh, and it probably goes without saying, but also make sure you 
are smart online. You might be ticked at the business where you last 
worked, but you’d do well not to air that online. Like Godin said, 
“Everything you do now ends up in your permanent record. The 
best plan is to overload Google with a long tail of good stuff and to 
always act as if you’re on Candid Camera, because you are.”3

THINK ABOUT IT

 1. Do you need to change your hiring practice so you can begin 

intentionally cyber-stalking potential staff members?

 2. Is there something you need to change about your personal 

online practices so they don’t jeopardize a future opportunity?
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C H A P T E R  S E V E N T E E N

HIRING FROM WITHIN

THIS IS SUCH AN IMPORTANT PRINCIPLE THAT I’VE TALKED 

about it in numerous workshops and written about it in two pre-
vious books.1 When you are ready to fill a position, always look 
within your business or church at the current volunteers and 
employees before you ever look outside.

This is contrary to how most places hire. Most believe that they 
need someone from outside to take them to “the next level.” Or 
churches figure they need the expertise and skills of someone com-
ing from seminary. Or they need someone to challenge the status 
quo and help them figure out new and different ways to do business. 
Or they need someone who has been where they want to go.

All this may be true, and a new person may indeed turn out 
to be best, but there are several things that you must also factor 
into the decision before you look outside. These are areas that most 
businesses and churches forget to consider:

You Can’t Underestimate Your Organization’s DNA

There are things that make your organization unique. Yes, this 
includes your written mission, vision, and values statements, but 
it also includes personalities, leadership styles, and cultures. It 
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So think about it. You may already have people in your organi-
zation who have proven integrity and character. They understand 
your vision and have a high capacity for growth. They have proven 
themselves to be leaders, and they may even have grown to love 
you and demonstrate faithfulness in their current roles. They’re 
enjoyable to be around, and they have skills you need. My recom-
mendation: hire them as soon as you can!

THINK ABOUT IT

 1. Church leaders: Who do you know is an amazing volunteer, but 

you’ve hesitated hiring that person because he or she lacks pro-

fessional church experience?

 2. Business leaders: Do you have a system of identifying entry-level 

employees who have a far greater capacity than the role they are 

currently filling?

 3. Do you have high staff turnover? If so, why?
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C H A P T E R  E I G H T E E N

FRESH EYES

IF YOU ARE READING THIS BOOK IN ORDER, YOU ARE GOING 

to get to the end of this chapter and think I’m schizophrenic. 
Because now I’m going to tell you the exact opposite of what I said 
in the previous chapter on hiring from within your organization.

The reality is, sometimes you should not hire from within; you 
may need a fresh perspective and new ideas. Frankly, you might 
need someone who doesn’t think like your team.

Paul Alexander said it this way: “When you need to shift 
the culture, philosophy, strategy or you don’t have the new skills 
needed for the role within, then hire from outside. The outside hire 
will bring an infusion of new ideas and fresh eyes that you’ll benefit 
greatly from.”1

Scott Williams called it the “Inbred Syndrome.”2 He says it is 
one of the major reasons that big companies fail; they are unwilling 
to bring outside people into the organization to infuse new ideas.

A couple of years before I left Granger, we engaged the services 
of an outside search firm for the first time in our history to help 
us with a key hire.3 I entered that arrangement with trepidation. I 
was already anxious that we were considering hiring for this posi-
tion from outside when so many of our greatest staff members had 
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and make all kinds of new friends, not realizing his wife 
is at home with the kids, making very few friends, feeling 
miserable because of everything she gave up.

Whether you decide to hire from within, or to get some fresh 
eyes, it’s not a one-time decision. You must reevaluate it with every 
hire, deciding what is most important for your next steps as an 
organization.

THINK ABOUT IT

 1. Is your business or church stuck? Do you need some staff with 

fresh eyes in key positions to help you get out of a rut? If so, in 

what ways, specifically?

 2. Have you decided what’s not negotiable about your company 

culture or practices? When a new hire pushes back or asks ques-

tions, what is open for discussion and what is not?
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C H A P T E R  N I N E T E E N

QUESTIONS TO ASK

SEVERAL YEARS AGO I WITNESSED A BAD VEHICLE ACCI-

dent when a passenger van crashed into the side of a semitruck that 
was blocking the road. Months later I was involved in a deposition 
where I had to give sworn testimony to what I saw. I walked away 
from that experience marveling at the quantity and detail of the 
questions thrown at me by the attorney: “What time was it? Were 
there any houses nearby? What color were the houses? Did you see 
any light poles? How many? Were the lights on or off? So you are 
saying all of them were off? Were any cars parked on the street? 
How many and what color and what models?”

And on it went for a couple of hours. A good attorney or a good 
reporter will ask questions others wouldn’t think to ask. And so 
they uncover information others don’t uncover.

An interview isn’t a deposition, but there is still a responsibil-
ity to ask solid questions so you can learn everything you need to 
know to make a good decision. I’ve learned a great deal watch-
ing the skillful handling of group interviews conducted by my 
coworkers. Following is a list of great questions you should con-
sider asking your next job candidate:
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person has been a follower for many years, you also want to 
hear signs of recent spiritual steps.

 19. Is there anything we should know about you or your past that 
would have the potential of hurting the cause of Christ or the 
church if revealed later? This is a question that should be 
asked one-on-one, not in a group, and by someone of the 
same gender. It’s a hard question to ask, but you really do 
need to know the answer.

 20. If his or her spouse is in an interview: What’s the greatest fear 
you have about your husband (or wife) taking this job? I want to 
make sure they are in this together, and that I know about 
any concerns the spouse might have.1

THINK ABOUT IT

 1. Which question made you think, Oh, that’s good! Why?

 2. Do you currently have an environment where you could ask these 

types of questions when interviewing a candidate? If not, what 

could you change?
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types of questions when interviewing a candidate? If not, what 

could you change?
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C H A P T E R  T W E N T Y

JOB DESCRIPTIONS

I’M NOT A BIG FAN OF JOB DESCRIPTIONS IN THE WORK-

place. When used for employees already on the payroll, they are 
intended to replace face-to-face interaction and give us something 
to point to when someone isn’t doing his or her job. I’d rather not 
create a culture where we pull out a piece of paper to put in some-
one’s face instead of addressing a problem.

Evidently I’m not alone. Alexander Kjerulf, the self-described 
“Happiness Officer,” gave five reasons why he believes job descrip-
tions are useless:

 1. Nobody reads them anyway. Do you? I thought not. I never 
did. Very few people do. Some companies don’t even have 
them, and they seem to manage just fine.

 2. They’re always incomplete. Nobody’s job description con-
tains all the crucial things they do or all their important 
responsibilities. There’s always more to it than is captured 
on paper. If everybody in the company did only what it says 
in their job description, the company would soon grind to a 
halt.

 3. They’re a hassle to create and maintain. They’re actually a 
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THINK ABOUT IT

1. Think through Alexander Kjerulf’s list of why job descriptions are

useless internally. Do you agree or disagree? Why?

2. Do your job descriptions include value and integrity statements

like the illustration from the chapter? How might this benefit you?
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FIND LEADERS, NOT DOERS

I’M GOING TO TELL YOU A CLASSIC STORY I’VE HEARD 

 several times. I can’t give credit because I have no idea where it 
originated, but it goes something like this:

The owner of a car dealership was looking at his sales reports 
one day and noticed that Tom Phelps was outselling every other 
salesperson. Tom had been on the team just a short time, and yet 
he was closing sales left and right. In fact, in the previous month 
he doubled the sales of both Bob Jenkins and Laura Budowski, 
who had been known for years as the top-producing employees 
in the company.

Month after month, the owner watched this trend con-
tinue. He visited the sales f loor and watched Tom work his 
magic. He was aggressive, but customers didn’t feel violated. 
He was friendly, but not in a way that was over-the-top. And 
perhaps most important, he had gained the respect of his 
coworkers, which is nearly impossible in a competitive selling 
environment.

The owner was seeing profits steadily increase. He wanted 
to find a way to take a little of who Tom was and infuse it in 

NOTE: This chapter will apply best to those who lead organizations that 
rely heavily on volunteers—such as churches or nonprofit organizations. 

If this isn’t you, you can listen in or skip ahead to the next chapter.
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I’m not saying every position in your organization should be 
filled by a leader. Again, not true. Churches and businesses need 
far more doers than leaders. If every position were open only to 
a person who has been wired by God as a leader, then many of 
those people would leave unfulfilled. We need many people who 
are comfortable in the fact that God has wired them as doers, and 
who find their fulfillment in serving, loving, and helping.

I am saying that God has called the church to be effective. 
Churches have limited time and money, so it is especially impor-
tant that every staff member hired brings the highest return for the 
kingdom of God in that community. This is the reason Ephesians 
4 says the purpose of a pastor is “to equip his people for works of 
service, so that the body of Christ may be built up” (v. 12). It is the 
job of pastors to equip. If the job of church leaders were to do the 
ministry, that verse would not be in the Bible.

Most staff positions should be filled by staff members who are 
leaders. It is only when a church begins to get large that it should 
consider hiring doers for such roles as helping maintain the facility 
or offering administrative assistance to a pastor.

THINK ABOUT IT

 1. Have you ever been frustrated because a doer was in a position 

that should have been filled by a leader? Describe the situation.

 2. Do you feel as if your church or nonprofit organization commu-

nicates that leaders are more important than doers? If so, how 

could this be changed?
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C H A P T E R  T W E N T Y - T W O

THE DYNAMIC TENSION BETWEEN 
CREATIVES AND LEADERS

“HE JUST DOESN’T GET IT!” PASTOR CALVIN GENTRY 

exclaimed as I left his office.
I’d just wrapped up an hour-long conversation with Calvin 

about his worship leader, Jeff. I hadn’t intended on doing a coun-
seling session during my visit to Northside Church—I was just 
passing through town. But following the Sunday service, as I was 
talking with both Calvin and Jeff in the offices, the tension was so 
thick you could cut it with a knife. I knew I needed to stay for a 
couple of days.

I had long-standing relationships with both Calvin and Jeff for 
many years; Calvin and I went to school together, and Jeff was an 
intern with me about ten years earlier. So I’d kept up with both of 
them, and when Calvin was looking for a worship leader two years 
ago, I did not hesitate to recommend Jeff.

Now I wasn’t sure. I’d spent the prior evening with Jeff and 
heard him unload a truckload of complaints and frustrations about 
working under Pastor Gentry. I’ll have to admit that some of the 
stuff he said made me think the problem might be with Calvin.

But after I spent some time with Calvin, I could see things 

00-01_Fairness is Overrated.indd   86 11/3/14   12:00 PM

F a I R n e s s  I s  o v e R R a t e D

90

• Leaders: Affirm your creatives today, tomorrow, and the 
next day.

• Creatives: You need to affirm your leader. He or she comes 
across as more confident than he or she truly is.

So embrace the tension. Just because the relationship is hard 
does not mean it isn’t worth it. I’ve seen too many creatives quit in 
frustration because they give up too soon. I’ve seen too many lead-
ers fire or drive away a valuable member of their team because they 
refuse to stop for a moment and see through another person’s eyes.

Creatives and leaders, it doesn’t have to be a perfect storm. I 
could say that you can make a beautiful rainbow together, but that 
would be cheesy. So I’ll close by saying work it out.1

THINK ABOUT IT

 1. Leaders: Have you had a high turnover of artistic staff? If so, 

what is it about your style or practices as a leader that is making 

it  difficult for artists to stick around?

 2. Creatives: What can you improve so that you are leading up more 

effectively?
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C H A P T E R  T W E N T Y - T H R E E

PAY WELL

YOU HARDLY EVER HEAR CHURCH LEADERS TALK ABOUT 

compensation. It’s almost like the topic is off limits. And yet it 
is clear from 1 Corinthians 9:13–14 that those who work in the 
ministry should make their living from those who are receiving 
the ministry. “You know, don’t you, that it’s always been taken for 
granted that those who work in the Temple live off the proceeds of 
the Temple, and that those who offer sacrifices at the altar eat their 
meals from what has been sacrificed? Along the same lines, the 
Master directed that those who spread the Message be supported 
by those who believe the Message” (msg). I believe it honors God 
when we take care of those who take care of us. And this doesn’t just 
apply to the church. I have friends in business who see it as a blessing 
to be able to provide great jobs for good people. Their passion goes 
beyond offering a product and making money—they want to con-
tribute to the community through providing well-paying positions.

Here is what I think:

You don’t want staff to join because of money.

It would be sad to have someone on staff because you offered the 
person so much money that he or she couldn’t possibly turn it 
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but you don’t want that person on your board deciding how 
much the youth pastor should make.

 2. No one should ever determine his or her own compensation. 
The employee in question should not even be in the room 
when it is discussed.

 3. We hardly had any rules at Granger, but a critical one was 
“do not talk about your compensation with anyone else in 
the organization.” Comparison and jealousy can tear a team 
apart quicker than just about anything else. And it is insidi-
ous. In the Bible there is a story about workers in a vineyard. 
They were perfectly happy to work all day for one dollar; 
that is, until they heard the workers who started late in the 
day were getting paid the same. It was the comparison that 
made them angry enough to complain to their boss (Matt. 
20:1–16).

There are some good church salary and business salary surveys 
available to help you set compensation, and you should check your 
local city or county to find out what is average in your community.1

THINK ABOUT IT

 1. How do you think your business or church is doing right now with 

its compensation plan?

 2. Are you currently caught up in the comparison trap because you 

know how much someone else makes? Consider confessing this 

and asking God for the grace to be content with what he has 

given you.
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C H A P T E R  T W E N T Y - F O U R

IT’S MESSY WHEN YOU WORK 
WITH YOUR FRIENDS

SEVERAL YEARS AGO I WAS HELPING A LEADER THROUGH 

some strategic decisions. His organization had stopped growing, 
and it was beginning to lose good staff members. He was trying to 
figure out what needed to change to reverse the trend.

He was telling me stories that illustrated the problem and said 
some of the staff members who left felt he was distant and unavail-
able. He said to me in frustration, “I don’t want to be their friend. 
I just want them to do their &%@$ job!”

This is a guy who had been burned by working with friends. 
And if you’ve been in leadership for very long, you’ve also been 
burned.

About ten years ago, I was beginning a tough conversation 
with a friend who had worked with me for a long time. He had 
been an amazing leader, helping grow one of our departments to 
a significant level. But the pace of growth and change was begin-
ning to stretch his capacity, and I felt there might need to be a new 
leader in place. I had not made it far in the conversation when he 
blurted out, “You are going to fire me, aren’t you?” Once that was 
in his mind, there was no convincing him otherwise. He angrily 
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been eating at me. It really hurt, but I realized it was unfair to assume 
they were representing you accurately. Can we talk about it?”

Without that level of commitment to honesty, stuff builds up 
and friendships erode. Working in a place where friendships once 
existed but are now tense is worse than starting at a place where 
everyone is just an associate.

I know it’s messy when you choose to work with your friends. 
In the church, I don’t know how we model true disciple-making 
communities without doing so at the staff level. And for Christian 
leaders in the business world, you have the opportunity to show oth-
ers how followers of Jesus love through work relationships—caring 
for one another and pushing through the conflict that occasionally 
arises. Yeah, it’s messy.

As for me, I choose the mess.

THINK ABOUT IT

 1. Have you ever had a working relationship with a friend end 

poorly? Has this caused you to build up any walls toward people 

you work with now?

 2. Is there someone you need to have an honest conversation with 

even if you know it might hurt him or her, or yourself? What can 

you do about it?
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C H A P T E R  T W E N T Y - F I V E

LEAVE WELL

ONE OF THE IMPORTANT BUT NOT VERY FUN PARTS OF MY 

job at Granger was having tough conversations with employees 
(i.e., “friends”), which sometimes ended with terminating their 
jobs. I always had a pit in my stomach while working through these 
difficult transitions.

I liked having a team that was unified, focused, and competent 
in their roles. I hated having to dismiss a staff member who was no 
longer contributing toward a healthy culture.

I loved celebrating a staff member who soared in his role and 
helped his team win. I hated when, a couple of years later, that same 
staffer had lost his energy, developed a bad attitude, and reached a 
lid on his capacity to lead.

I was not surprised those conversations were filled with emo-
tion. I was not surprised when the person receiving the news cried, 
got upset, and said something in the moment he or she didn’t really 
mean.

However, what shocked me again and again was when, days 
or weeks later, I heard bitter words of entitlement come from the 
individual.

“I worked there for five years—I can’t believe they fired me.”
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on Facebook, Twitter, and all other social media are 
permanent. Even if you delete them, they can be found.

Above all, it is the name of Jesus that is at stake. We are follow-
ers of Jesus, and people are watching us. It’s important that we rise 
above our own feelings, remember our actions matter, and above all 
honor one another and bring God glory.

THINK ABOUT IT

 1. You just got fired. You didn’t see it coming, and you don’t think 

you deserved it. How do you respond? Write out your talking 

points for what you will say when asked about it.

 2. Consider Proverbs 21:23: “Watch your words and hold your 

tongue; you’ll save yourself a lot of grief” (msg). When have you 

forgotten to apply this verse in a job situation, and how did it go?
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you deserved it. How do you respond? Write out your talking 

points for what you will say when asked about it.

 2. Consider Proverbs 21:23: “Watch your words and hold your 

tongue; you’ll save yourself a lot of grief” (msg). When have you 

forgotten to apply this verse in a job situation, and how did it go?
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C H A P T E R  T W E N T Y - S I X

TEAMS TRUMP PERSONALITY

IT WOULD BE A CRIME TO START A SEGMENT ABOUT BUILD-

ing a healthy culture without talking about teams. No organization, 
church, government, or company can have a healthy culture and be 
run by a dictator, monarch, or single personality.

John Maxwell said, “Teamwork is at the heart of great achieve-
ment. The question isn’t whether teams have value. The question is 
whether we acknowledge that fact and become better team players. 
That’s why I assert that one is too small a number to achieve greatness. 
You cannot do anything of real value alone.”1

Most executive leaders would say they have a team. But having a 
team and operating as a team are two different things. Some would 
say they have a team because they have multiple people on their 
staffs. But it’s quite possible, even normal, to have a multistaff orga-
nization with one person in charge and everyone else helping out.

Managers or department heads: Before you start pointing fin-
gers at your CEOs or lead pastors and calling them dictators, take 
a look at your own area. Do you operate as a team? Or are you a 
Mini-Me dictator barking orders and giving directions rather than 
leaning on your team to help define direction and strategy?

I think I could count on one hand the organizations I know 

00-01_Fairness is Overrated.indd   107 11/3/14   12:00 PM

t e a M s  t R U M p  p e R s o n a L I t Y

109

• There are lots of good discussions, but no one can 
remember what was decided at the last meeting, and people 
aren’t held accountable for tasks.

 

Again, John Maxwell said, “Think of any highly effective leader, 
and you will find someone who surrounded himself with a strong 
inner circle. You can see it in business, ministry, sports, and even 
family relationships. Those closest to you determine your level of 
success.”2

You can’t have a healthy culture without a solid team at the 
helm. It is impossible.

THINK ABOUT IT

 1. Does your organization have a true team model of leadership? If 

not, why not?

 2. With your group, go through the list in this chapter and mark yes 

or no next to each characteristic, answering honestly whether or 

not it exists in your environment. Discuss every point that was 

marked with a yes.
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C H A P T E R  T W E N T Y - S E V E N

THE THREE Ss

IF I WERE ONLY ALLOWED TO GIVE ONE REASON WHY THE 

organization where I served for twenty years was often described as 
having a healthy culture, it would certainly be a decision we made 
many years ago to meet together on a weekly basis.

You might be saying, “Uh, you have a staff meeting? 
Congratulations. Every organization has staff meetings.” But this 
was different, and let me explain why.

This was a meeting we had every week that was for the dis-
tinct and single purpose of creating culture. We called it our 
weekly “SWAT” meeting—which is a cheesy acronym for “Staff 
Working As Team,” but within this title is the purpose of the 
gathering.

This wasn’t a meeting to make decisions; it was not a meet-
ing to share prayer requests or worship (I know you think church 
leaders do this at every gathering); and it was not a meeting to fix 
things that were going wrong. None of those are bad, and they all 
help create culture to some degree. But instead, we focused solely on 
three areas we believed were the most effective at creating a healthy 
culture.
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Occasionally our “stuff ” section consisted of one of the leaders 
talking about vision, teaching values, or sharing a spiritual lesson. 
These tended to be unprocessed thoughts. They felt more as if 
the leader was sharing off the top of his or her heart rather than 
delivering a prepared talk. Sometimes it was a bit raw, as it hadn’t 
been written for a larger audience, but the staff really appreciated 
the authentic nature of being able to hear from their leaders as they 
were learning—not when it was all finished and packaged.

 

These weekly gatherings kept everyone on the team energized and 
focused. We realized, It’s not just about me or my department; I’m part of 
something bigger. Even if we were having a tough week, for a few min-
utes we were pulled above that and realized again why it mattered. By 
the way, I would start this even if my business were brand-new with 
only one or two paid staff. And in the church setting, this would be 
fabulous to do regularly with a room full of volunteers.

So I’ll say it again: if I were going to do one thing to create 
a positive culture, I would start with a weekly gathering and the 
three Ss. With our team at Granger, this ritual was hugely effective 
in keeping us focused in the same direction.

THINK ABOUT IT

 1. What are you doing to intentionally create a healthy culture in 

your organization?

 2. Do you have a weekly gathering where values and culture are expe-

rienced by your team? If not, what is stopping you from beginning 

such a meeting?
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C H A P T E R  T W E N T Y - E I G H T

ALWAYS BELIEVE THE BEST

I HADN’T BEEN ON STAFF VERY LONG WHEN I FOUND AN 

e-mail written about me by someone on my team. It was a message 
sent between three individuals who were gossiping about me and 
suggesting I was involved in something that was deeply disturbing 
and wrong. It was full of ambiguous references and hearsay. As the 
e-mail string went along, the stories got more extreme, and the 
case against me was building in these individuals’ minds. But it was 
utterly and completely false.

I was shocked. But more than that, I was hurt. I immediately 
took the e-mail chain to my boss and let him know of these accu-
sations that were brewing. I offered to step down temporarily if 
needed so he could pursue the truth.

He didn’t hesitate. He supported me 100 percent. He met with 
the three individuals and found they had zero evidence (except their 
own gossiping statements), and he quickly and sternly rebuked 
them for being involved in marring the reputation of a leader.

I was so surprised and honored that he had my back. When 
shots were aimed in my direction, he chose to stand by my side.

In order to have a healthy culture in your organization or busi-
ness, you must believe the best about the others on your team. This 
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accusation against an elder unless it is brought by two or three wit-
nesses.” And I proudly stood by the side of the accused.

If you receive an accusation with firsthand information, you are 
obligated to dive deeper.1 But there is strength in believing the best 
in your team. If it’s a “he says, she says” story without corroborating 
evidence, I’m going to believe the best of my team every time.

I’m a pretty secure leader. But nothing takes the wind out of 
my sails quicker than when I feel as if my leader does not trust me. 
If I know he or she loves me, trusts me, and has my back, then I can 
be the best at what God has wired me to do. That is true of most of 
us. Your team deserves your trust.

This doesn’t mean you shouldn’t deal with incompetence, bad 
attitudes, misaligned leaders, or the sinful choices of others. It also 
doesn’t mean you should keep your head in the sand and not notice 
or deal with the obvious signs of trouble in the ranks. But those 
will be isolated situations. With most of your team most of the 
time, they need your undying loyalty and trust.

Whether they are below you, above you, or next to you in posi-
tion, your team will soar if they know you have their backs.

THINK ABOUT IT

 1. Have you ever been on the other side, with an untrue accusation 

thrown your direction, and felt the betrayal of others not believing 

the best about you? What was it like?

 2. What do you do regularly to communicate to your team that you 

have their backs? What more can you do?
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C H A P T E R  T W E N T Y - N I N E

LET YOUR LEADERS LEAD

WE CALL IT THE LOOSE/TIGHT PRINCIPLE . THAT IS, YOU 

have to decide as a leader what you are going to hold on to loosely 
and what you are going to hold on to tightly.

For example, you likely want to hold on to your mission tightly. 
For most organizations, it’s not up for debate. When you define 
your mission and communicate it over and over in many ways, it 
gives clarity to your direction. You likely have some major values 
and beliefs that are also tightly held.

On the other hand, there are a lot of things in the loose cat-
egory. I love to bring great leaders on a team and then free them up 
to lead. They can make decisions, spend money, set direction, and 
develop initiatives—all without a huge approval process or a bunch 
of hoops to jump through to get permission.

In many organizations, problems emerge like this: Perhaps 
bad hiring decisions are made, so senior leaders jump in and start 
running things. Then the organization starts to get bottlenecked, 
and people get frustrated. High-capacity leaders begin to leave the 
organization. And the senior leader is too busy running things 
to properly interview potential replacements. So more bad hiring 
decisions are made. And the cycle continues.
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 2. Set them up to succeed. Lend them your credibility by tell-
ing everyone they are the leaders, and they have your full 
confidence.

 3. Give them the authority to make decisions including spend-
ing money, hiring and firing staff, and setting direction for 
their areas.

 4. Get out of the way and let them lead.
 5. Connect with them continually for evaluation, values review, 

and rare course corrections. Be available as a sounding board 
to process decisions. Remember, they don’t need you to tell 
them the answer. Rather, they need you to ask questions and 
help them process the right course of action.

 6. Celebrate their wins publicly, and reward them with greater 
responsibility as appropriate.

 

This is easy to put on a list, but much harder to practice. Find a 
leader you know who is great at empowering and releasing other 
leaders—and watch him or her closely. Within that leader you will 
likely find someone who is great at producing a healthy culture.

THINK ABOUT IT

 1. Make a list of what is held tightly or loosely in your organization. 

Are the loose things really loose, or do you sometimes swoop in 

and micromanage?

 2. Do you have leaders to whom you’ve given responsibility without 

authority? What can you do to clarify their roles?
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C H A P T E R  T H I R T Y

HAVE FUN

A FRIEND TOLD ME RECENTLY HE OVERHEARD A COWORKER 

saying, “Just because we work together doesn’t mean I have to like 
you.” Really? How can we be pulling together, working for the 
same vision, and attempting to achieve the same goals if we are 
only tolerating one another’s presence? And do we think our cus-
tomers or church members are automatons and won’t pick up on 
the tension?

When you work at a church, it isn’t just a job. It’s not just about 
fulfilling a responsibility. It is also about doing life together. It is 
about being the church while you are leading the church. It is about 
having fun, working through conflict, accomplishing ministry, and 
yes, being highly effective in your job.

When you are a Christian leader working in business, it also 
isn’t just about a job. Your life is the only Jesus some people will 
ever see. It’s important that you model God’s love for those around 
you, whether they recognize it as such or not. You are in a unique 
position to help people find meaning in their work, and creating 
opportunities for fun can do just that.

At Granger, we valued chemistry and affinity as highly as—if 
not higher than—education, skills, experience, and passion (refer 
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THINK ABOUT IT

 1. What have you intentionally planned for your team in the fun 

category?

 2. Do your leaders know it is okay to occasionally plan fun activities 

for their teams? If not, what will you do to change this?
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C H A P T E R  T H I R T Y - O N E

MEETINGS THAT WORK

Facebook status update: “Long day with lots of meetings.”
Comment #1: “I’m so sorry!”
Comment #2: “Where can I send a sympathy card?”
Comment #3: “Just kill yourself and get it over with—ha!”
Comment #4: “Boooooorrrrrriiiiinnnnngggg”
Comment #5: “Hope you were able to play Angry Birds to 
pass the time.”

THESE RESPONSES AREN’T TOO UNCOMMON, ARE THEY? IT 

seems as if there is a general disdain of meetings.
But that’s not how I look at meetings. I often find meetings 

to be the most productive moments of my week. It is a time I 
can connect with people I enjoy, talk about things I’m passion-
ate about, and make progress that will have real impact on real 
people.

But I’ve also been in many meetings that couldn’t end soon 
enough. Sometimes it was because the leader wasn’t prepared, or 
the wrong people were in the room, or no one was clear about why 
we were meeting.
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Ground Rules

In 2006, I attended the Drive Conference at North Point 
Community Church in Alpharetta, Georgia.1 Andy Stanley shared 
some great thoughts on leading meetings:

• Pull members into the discussion.
• Don’t interrupt a debate—listen. Some of you are 

peacemakers and try to smooth everything over. This 
doesn’t help. Fan the f lame of conflict. If you have great 
leaders on your team, they will be highly opinionated and 
very persuasive. You need to have an environment where 
things can be debated and you are fine with it.

• Don’t attempt to resolve tension—it won’t really be resolved.
• Don’t allow team members to interrupt each other.
• When you sense someone isn’t listening but only waiting to 

talk, address it.
• Keep the discussion focused.
• When a sensitive subject is going to be discussed, give those 

who may feel threatened a heads-up.2

Here is the bottom line: if you are in a culture where meetings 
feel like a waste of time, change the culture. How? One meeting at 
a time.

THINK ABOUT IT

 1. You probably can’t control or fix every meeting in your organization, 

but what is one regular meeting you can immediately address?

 2. Is there a leader you should come alongside and tell, “Let me run 

point on these meetings for you”? What’s the best way to do that?
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C H A P T E R  T H I R T Y - T W O

LISTEN TO YOUR TEAM

DAN WIEDEN IS AN ADVERTISING LEGEND AND COFOUNDER 

of Wieden + Kennedy. His leadership style is unpacked in the 
book Mavericks at Work by authors William C. Taylor and Polly 
LaBarre.1 I find his example refreshing and uncharacteristically 
humble for a leader of a huge organization with more than six hun-
dred staff.

Wieden argued that his job is to “walk in stupid every day”—
to keep challenging the organization, and himself, to seek out 
unexpected ideas, outside influences, and new perspectives on old 
problems.

“It’s the hardest thing to do as a leader,” said Wieden, “but it’s 
the most important thing. Whatever day it is, something in the 
world has changed overnight, and you better figure out what it is 
and what it means. You have to forget what you did and what you 
just learned. You have to walk in stupid every day.”2

Unfortunately, too many leaders walk in every day as if they 
are the experts. Either because of their positions, tenures, or influ-
ences, they act as if they no longer have anything to learn from 
others (and especially not from the people they hired). They don’t 
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THINK ABOUT IT

 1. Answer the previous ten questions honestly. Then ask your 

spouse or close coworker to also assess you on the same ques-

tions. Discuss where you differ.

 2. If you struggle with listening, develop the discipline of asking 

three questions before you begin talking about yourself or shar-

ing your knowledge.
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C H A P T E R  T H I R T Y - T H R E E

ASK QUESTIONS

ASKING QUESTIONS MAY BE ONE OF THE LEAST TALKED 

about secret weapons of a great leader. In fact, I believe it may be 
one of the most undeveloped skills in leadership. Many businesses 
and nearly all churches are filled with leaders who are professional 
communicators. That is, they are paid to talk. They spend a good 
portion of their time figuring out what they are going to say and 
how they are going to say it, and then delivering the message.

They don’t get hired to ask people questions. They get hired to 
tell people what they think or believe about a certain topic or prod-
uct. Pastors are the worst offenders—they are so used to everyone 
wanting to hear what they have to say that they have a difficult 
time listening to (or caring about) what others have to say.

Yet the Bible we carry around and teach from is very clear:

Everyone should be quick to listen, slow to speak. (James 1:19)

Spouting off before listening to the facts is both shameful and 
foolish. (Prov. 18:13 nlt)
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LISTEN TO YOUR TEAM

DAN WIEDEN IS AN ADVERTISING LEGEND AND COFOUNDER 

of Wieden + Kennedy. His leadership style is unpacked in the 
book Mavericks at Work by authors William C. Taylor and Polly 
LaBarre.1 I find his example refreshing and uncharacteristically 
humble for a leader of a huge organization with more than six hun-
dred staff.

Wieden argued that his job is to “walk in stupid every day”—
to keep challenging the organization, and himself, to seek out 
unexpected ideas, outside influences, and new perspectives on old 
problems.

“It’s the hardest thing to do as a leader,” said Wieden, “but it’s 
the most important thing. Whatever day it is, something in the 
world has changed overnight, and you better figure out what it is 
and what it means. You have to forget what you did and what you 
just learned. You have to walk in stupid every day.”2

Unfortunately, too many leaders walk in every day as if they 
are the experts. Either because of their positions, tenures, or influ-
ences, they act as if they no longer have anything to learn from 
others (and especially not from the people they hired). They don’t 
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THINK ABOUT IT

 1. Answer the previous ten questions honestly. Then ask your 

spouse or close coworker to also assess you on the same ques-

tions. Discuss where you differ.

 2. If you struggle with listening, develop the discipline of asking 

three questions before you begin talking about yourself or shar-

ing your knowledge.
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• If this church was transforming our entire community and 
making our city a better place to live, what would we be 
doing differently?

And it was an amazing discovery process.3 There were key 
parts of the five-year vision that we constructed by asking ques-
tions. And the questions weren’t a disguised way to find people 
who would agree with what we were already planning. Rather, 
the vision came from the answers we got from asking the right 
questions.

Authenticity is key. You can ask questions in order to manipulate 
people to do what you want and make them think it was their idea. 
But that’s not authentic, question-based leadership. That might get 
you what you want. But you risk losing credibility in the process. 
Gary Cohen said it this way:

The right questions rely on the leader’s ability to communicate 
authentic interest in learning the answer. They come from a 
place of not knowing. The right questions are open-ended, carry 
the possibility of true discovery, and demonstrate a willingness 
to share and bestow credit.4

THINK ABOUT IT

 1. Why do you think business professionals like Peter Drucker 

and Gary Cohen are advocating for a style of leadership that 

comes straight from Scripture and exemplifies the humility of a 

Christ-follower?

 2. What do you need to change about your leadership so that you 

talk less and listen more?
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DEALING WITH MISTAKES

WHAT DO YOU DO WHEN SOMEONE MAKES A MISTAKE? I WAS 

talking with a coworker about a decision he made as he wondered, 
“Did I just cost the church three hundred dollars by giving the 
wrong answer?”

No, he didn’t, but it reminded me of mistakes I’ve made over 
the years. Some haven’t cost anything; others have been very 
expensive. At one of my first jobs, I was responsible for mowing 
a large property. Laverne, the maintenance supervisor, showed me 
how to use the tractor. “Does everything make sense?” he asked as 
he finished his training.

“Yep, I’ve got it.” As he walked away, I put the tractor in gear 
and proceeded to drive it directly into the side of the building and 
through a closed garage door.

Sometimes mistakes aren’t really mistakes. They are just deci-
sions that are made with the best information available, but later 
the information is proven to be faulty. For example, in 1995 I made 
the decision to accept a design from an architect for an artistic pat-
tern on the side of a brick wall. We were certain it would be a 
temporary wall. However, it was ugly the day it went up, and we 
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I’ve worked for two employers over the past twenty-nine years 
since I graduated high school, and I’m grateful that in both places I 
have been encouraged to risk, inspired to innovate, and given room 
to fail. It has cost those organizations a few bucks, but it has made 
me a much better leader—which ultimately made the organiza-
tions better.

THINK ABOUT IT

 1. Have you been too unforgiving when people under you make 

mistakes? Has someone been unforgiving of you? What are the 

consequences?

 2. What should you change about your leadership style to encour-

age innovation and risk, even if you know it will open room for 

mistakes?
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ALL IN

WAY BACK WHEN I WAS FIRST HIRED AT GRANGER, MY BOSS 

talked about the importance of attending the church where you 
work. At first I thought he was joking—I had never heard of any-
one working at a church where he or she did not attend. He told me 
of several situations where that was unfortunately true.

I wrongly assumed it was a dying pattern. In fact, the number 
of churches I hear about who hire staff members to do jobs rather 
than ministry is increasing. Recently I learned of a large church that 
had a senior-level staff member who attended a different church. 
He sat on the leadership team, making decisions about starting and 
stopping ministry programs at a church he did not even attend. I 
learned of another church where staff members in the accounting 
department were prohibited from attending the church. I know of 
another church with a preschool where the teachers do not attend 
the church, and in fact, they are known to speak negatively to the 
parents about the church.

I think I know where this comes from. Pastors have been 
burned, and so they make policies to reduce potential conflict. 
Somewhere along the way they had to fire someone, and that per-
son left the church in a huff with all his or her friends and family 

NOTE TO BUSINESS LEADERS: This chapter was written specifically with 
church leaders in mind. Feel free to listen in or skip to the next chapter.
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THINK ABOUT IT

 1. Do you have any policies that have been written because of hurts 

from the past? Should these be reconsidered?

 2. Do you have people on your team who only attend the church 

because they have to as a condition of employment? Consider a 

conversation with them.
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C H A P T E R  T H I R T Y - S I X

LEADERSHIP RETREATS

SCHEDULING A WEEK AWAY FOR YOUR LEAD TEAM TO PLAN, 

strategize, pray, and focus is not only smart, it’s an absolute must 
for a growing organization that wants to build a healthy culture.

A retreat for your leaders does two things:

 1. It allows them to get away from the tyranny of the urgent 
and fly high for several days. From this vantage point, you 
can identify bottlenecks and make strategic decisions that 
will guide your next season of business or ministry.

 2. It gives others in the organization a confidence that their 
leaders are taking the time to make solid decisions. It also 
models the practice of getting out of the busyness, clearing 
your mind, and determining the right next steps. This helps 
build a healthier culture.

Based on my experience, here is some advice for your next lead-
ership retreat:

00-01_Fairness is Overrated.indd   143 11/3/14   12:00 PM

F a I R n e s s  I s  o v e R R a t e D

146

Reflection

• Summarize results. What did we decide? Where do we 
have consensus? What needs more discussion?

• Make a “who will do what by when” list. Go through this 
list during your normal weekly meetings following the 
retreat.

 

I have held leadership retreats as close as a cabin a few miles away, 
and as far away as a donated house in Mexico. The location isn’t as 
important as the discipline of the annual schedule. Make a com-
mitment to do this, and you will be amazed by how God provides 
for the details and the budget.

THINK ABOUT IT

 1. Do you not have a leadership retreat on the schedule? What is 

keeping you from getting it on the schedule?

 2. Does your senior leader normally lead these types of meetings? 

Is he or she best suited to drive an agenda? If not, identify the 

person who can best facilitate your annual retreats and weekly 

meetings.
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HOURS AND FLEXIBILITY

I WORK WITH A LOT OF EXECUTIVE PASTORS, AND A RECUR-

ring question goes something like this: “How many hours should I 
require my staff to work?” A follow-up question is often, “Should I 
make everyone work the same hours?”1

Let me address this in two parts, the first related to you as the 
leader, and the second focused on your employees.

The Leader’s Hours

In ministry it is difficult to differentiate working hours from non-
working hours. Almost everything you do is related to ministry, so 
when are you not working? You get a call at home that turns into 
a forty-five-minute counseling session; you visit a member at the 
hospital on a Saturday afternoon; you work on your presentation 
late into the night at home. It’s not that different for those who 
work in business in an executive or management role. You answer 
e-mails on your off hours, you make phone calls in the evening 
to that associate who is in a different time zone, and at times you 
probably travel over the weekends.

So even though it is difficult to differentiate hours, I think it 
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I know this idea of high flexibility goes against the grain of 
many leaders. It is much more difficult to track and control. But 
organizations with great cultures and high employee satisfaction 
always have found a way to release f lexibility while increasing 
productivity.

THINK ABOUT IT

 1. Are you unsure if your structure is too inflexible? Survey your staff 

and ask them to rank what would be most important to them (e.g., 

more money, more flexible hours, better office, tools, or benefits).

 2. Are you personally maintaining a good work–life balance? Would 

your spouse agree?
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C H A P T E R  T H I R T Y - E I G H T

FAIRNESS IS OVERRATED

IT’S ONE OF THE MOST OFTEN REPEATED PHRASES A PAR-

ent hears for the first eight or ten years of a kid’s life: “That’s not 
fair!” As parents, we become arbiters of spats over toys, time, who 
goes first, how the food is divided, who has to go to bed first, 
whose turn it is on the video game, and a hundred other daily dis-
putes over fairness. We try to walk the line of making sure our little 
kids aren’t being bullied or mistreated by the older kids, while at 
the same time teaching them life lessons such as life isn’t fair.

When it comes to the business or church world, as leaders we 
should not make fairness a priority. That sounds harsh, doesn’t it? 
In an age of political correctness and tolerance, it seems wrong to 
admit that some things aren’t fair. But fairness is overrated.

• In the church, we aren’t fair about what gets promotion or 
marketing space. Some departments or upcoming events get 
priority.

• We aren’t fair about which events get facility space.
• Jesus wasn’t fair when he chose to spend most of his time 

with his twelve disciples. Furthermore, he wasn’t fair when 
he chose three disciples above the rest of them.
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Remember the story from the Bible we talked about in chapter 
23? A businessman hired a group of laborers to work in his field 
at 9:00 a.m. They negotiated and agreed upon a price. This same 
businessman hired workers again at noon, 3:00 p.m., and 6:00 p.m. 
Each time he offered them a wage and they agreed. At the end of 
the day, the workers hired first saw that those hired throughout 
the day were getting the same amount of money, even though they 
worked for fewer hours.

Was that fair? Not at all. Fairness would have dictated the 
same hourly rate. It was not fair, but it was just. They all got exactly 
what they agreed to. And it was up to the businessman to decide. 
No one was mistreated.

Don’t apologize for not being fair. However, don’t stretch this 
principle to discrimination. If someone is denied time, attention, 
promotion, or pay because of his or her skin color or gender, that is 
discrimination—and that is not just or fair. And as Christian lead-
ers, we should stand against it.

THINK ABOUT IT

 1. Where have you tried to be fair in order to keep people happy 

when a decision needed to be made regardless of fairness?

 2. Where have you been unfair (bordering on discrimination) 

because of a person’s ethnicity, gender, or life phase?
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IDENTIFY SILOS

VERY LITTLE WILL TEAR AT THE HEALTHY CULTURE YOU ARE 

trying to build more than departmental silos. These exist in just 
about every corporation and organization. If you have more than 
one department in your church, you are susceptible to silos. Even 
small businesses experience silos, between servers and busboys or 
between product development and marketing.

Silos are the walls that are between departments in an organi-
zation. Business author Patrick Lencioni wrote about the concept 
of silos, or unhealthy divisions: “Silos rise up not because of what 
executives are doing purposefully but rather because of what they 
are failing to do: provide themselves and their employees with a 
compelling context for working together.”1

Silos turn colleagues into competitors. For a business, Forbes 
contributor John Kotter said, “A siloed organization cannot act 
quickly on opportunities that arise in a fast-paced business land-
scape, nor is it able to make productive decisions about how to 
change in order to seize these opportunities.”2

For a church, the stakes are even higher. Silos will tear apart 
a church faster than just about anything. From a silo-built church 
come jealousy, slander, gossip, bitterness, conflict, and competition. 
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THINK ABOUT IT

 1. Do you currently have any silo departments that need to be 

addressed? What action will you take today?

 2. Are all your key leaders tuned in to the danger of silos? What can 

you do to make sure they know how to identify a silo and under-

stand why it is unhealthy?
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C H A P T E R  F O R T Y

DESTROY SILOS

IT TOOK ME MONTHS TO IDENTIFY THE SILO IN ONE OF MY 

departments. I kept hearing comparison or fairness language, 
but it was typically third- or fourthhand, so I didn’t give it much 
credit. I heard about a little bit of jealousy about another depart-
ment’s budget, and someone even suggested that the department 
must not be valued since their budget was lower.

But it wasn’t until I assigned a leadership coach to jump deep 
into the department that I confirmed the depth and seriousness 
of the silo that had evolved. In an organization that was relatively 
healthy, this department had developed a toxic environment that 
became a breeding ground for comparison, gossip, backbiting, and 
a victim mentality. Something had to be done.

It is extremely important to have senior-level leaders who are 
tuned in to the danger of silos, and who work overtime to tear them 
down. Here are some tips on tearing down the silos:

Clearly identify the overall objective.

A few years ago at my church we developed a strategy called “Focus 
on Five.” We chose the five things we were all going to focus on 
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THINK ABOUT IT

 1. Do you have any silos that you’ve been reluctant to address? 

What action will you take today?

 2. Have you ever been the creator of a silo because of a dis-

agreement with the direction of the church or business? What 

communication needs to happen to get realigned, or to find 

another place that more closely matches your view?
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C H A P T E R  F O R T Y - O N E

BE A GOOD FOLLOWER

I ONCE WORKED FOR AN ORGANIZATION THAT WAS  AMAZING . 

But the department where I was assigned was a toxic environment 
that was certainly siloed in its focus and leadership. I was frustrated 
and wanted to quit. This wasn’t what I signed up for.

A good friend talked me out of it. He encouraged me to wake 
up every day and focus on being faithful. I said, “It doesn’t matter! 
No one will notice! These leaders are incapable of noticing any-
thing but their own self-interests!”

He explained that my choices and my faithfulness should not 
be dependent on someone else’s choices or leadership style. “Just 
keep doing the next right thing,” he encouraged.

Many of the things I’ve shared about building a healthy culture 
are focused on what the leader or leaders can do. But not everyone 
is at the top of the organization.

“If you believe lack of authority prevents you from leading 
effectively, it is time to rethink your understanding of leadership,”1 
said Mike Bonem and Roger Patterson, authors of Leading from the 
Second Chair.

Most of us will work most of our lives for someone else. And 
sometimes we do this in very tough environments. The truth is 
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THINK ABOUT IT

 1. Rank yourself A, B, or C on each of these characteristics of a 

great follower. If you gave yourself any Bs or Cs, what can you do 

to bump it up? (A=this describes me; B=doing okay; C=needs 

improvement)

 2. If you are really brave, ask someone else to rank you. Have a 

discussion about the areas where you differ.
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C H A P T E R  F O R T Y - T W O

SIGNS OF AN UNHEALTHY CULTURE

I HAD HEARD THREE DISTURBING REPORTS ALL IN THE 

same month. One guy resigned because he didn’t agree with part 
of the vision. When we asked, “Why didn’t you say anything?” he 
said he was afraid. Another report came from an employee who 
was feeling sexually harassed by her boss but didn’t know who to 
tell. And the third report was about a leader who had been saying 
less-than-supportive things to her team about our senior team.

Alarm bells starting going off. Red lights f lashed. We had a 
culture problem. If you had asked me in the previous month, I 
would have given our culture an A grade. But now, with three con-
versations, we were at best a C minus.

The whole third section of this book has been devoted to 
building a great culture, but you might still need help identifying 
whether your culture is healthy. Never stop evaluating; never stop 
paying attention.

Signs of an Unhealthy Culture

INSECURITY AND NERVOUSNESS

• Staff members are afraid they might lose their jobs if they 
entertain a potential offer from somewhere else. In a healthy 
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• It is common for staff to attempt to negotiate better salaries 
or benefits. This often points to a lack of feeling valued.

 

You don’t get to spike the ball on culture. You can never proclaim 
your culture a success or stop working on it. If you have human 
beings working with and for you, then this will be something you 
work on ad infinitum.

If you do only one thing, assign a culture champion on your 
team. Whether it is yourself or someone else at the senior leadership 
level, someone should be thinking about assessing and improving 
the culture every step of the way.

THINK ABOUT IT

 1. Take time with your team to honestly consider each of these 

characteristics. Evaluate your health.

 2. Pick two things you can do as a team to improve your culture 

right away. It won’t happen overnight, but with intentional steps, 

progress can happen.
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C H A P T E R  F O R T Y - T H R E E

LEADING CHANGE

I DON’T CARE WHAT ANYONE ELSE SAYS, CHANGE IS HARD . 

The reason people stay where they are is because they are com-
fortable. And except for a few maniacs who think the Ironman 
triathlon is fun, most people like staying comfortable.

We made many changes through the years at the church where 
I led, and I have some scars to show for them. We canceled services, 
changed locations, ended women’s ministry (gasp!), discontinued a 
weekly gathering that had nine hundred people regularly attend-
ing, built buildings, released staff, and shifted the church toward 
a new vision.

As I’ve mentioned, I wrote a whole book on leading through 
one of the biggest changes we initiated,1 but for this chapter let me 
share some general principles about leading through change.

Change is good.

Change may be hard for those ingrained in the institution, but 
change attracts new people. Go to any store and look at products, 
and you will see phrases such as “New and improved” and “33 
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Jack Welch said, “Anytime you start something new, put your very 
best person on the job. Otherwise it will fail.”4 That’s good advice 
for a large company. For a church, I would say something similar: 
anytime you change something major, put all your best people on 
the change.

THINK ABOUT IT

 1. What area of your organization is stuck right now? What change 

could you instigate to get it moving?

 2. Have you initiated change poorly? What did that look like, and 

how will you do it differently next time?
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C H A P T E R  F O R T Y - F O U R

COUNT THE YES VOTES

UP UNTIL RECENTLY I HAD WORKED FOR NONPROFIT 

organizations my entire adult life—nearly thirty years. And 
there is one thing that is consistent: some people will join what 
you are doing, and others will not. Some will buy in, and others 
will ignore what you are doing.

That is really difficult for those who lead churches or minis-
tries. They aren’t there because they are trying to make a bunch 
of money but because it’s a cause they believe in. And they are so 
passionate about it they think others should be involved also. So it’s 
easy to focus on people who don’t jump onboard.

But the fact is, you can’t focus on the no votes. There are over 
290 million people in America alone who haven’t voted to partici-
pate in organizations I have worked with. That may seem obvious, 
but sometimes we get all bent out of shape because the no people 
seem so much louder than the yes people. And they will continue 
to get louder if you focus on them.

There are a number of reasons someone isn’t going to attend 
a particular church. Geography is a big one. But it might also be 
because of size, personalities, preferences, methods, or a bunch of 
other reasons. And that’s okay. A church’s leaders should just want 

NOTE: This chapter will be most applicable to those who lead nonprofits 
or churches, but also has carryover for business leaders.
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Some will go with us. And some won’t. And we’ll sometimes 
experience deep pain when the person who chooses to leave is our 
closest friend or relative—the person we never imagined moving 
on without.

Just put one foot in front of the other. Learn from the kernel of 
truth, count yes votes, and keep moving.

THINK ABOUT IT

 1. In some of the criticism you’ve recently received, is there a kernel 

of truth you should be paying attention to?

 2. Do you get easily sidetracked by the no votes? Can you pull some 

people around you to help you shoulder the criticism?
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C H A P T E R  F O R T Y - F I V E

RESIGNATIONS AND 
CHARACTER ISSUES

IT IS RARELY GOOD NEWS WHEN YOU LOSE A STAFF MEMBER 

(although I can think of a few notable exceptions). Most of the 
time, even if the decision is good for the organization, there is pain 
and emotion involved.

I’ve probably been involved in more than a hundred and fifty 
termination or resignation conversations, and as I reflect back, 
most of them would fall into one of these four categories:

 1. They resigned.
 2. They were fired for lapses in character or moral judgment.
 3. They were fired for attitude or loyalty issues.
 4. They were fired for competence or capacity limitations.

Let’s take a look at the first two.

Resignation

It is never easy when someone resigns. There is an initial emotional 
response of rejection when someone no longer wants to play on 
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severance should be dependent on agreeing to take the high road 
in his or her speech and behavior.

 

I have found that most people in the church are not shocked or 
disillusioned that the church is having problems. They just don’t 
want the leaders to try to hide it. And in business, your customers 
and staff members will respect you more if you take the high road 
of integrity when dealing with a wayward employee.

THINK ABOUT IT

 1. Is your company gracious when someone resigns? Do you focus 

on the person’s years of service or on the hurt that he or she is 

leaving?

 2. Have you ever waited too long to let someone go for a lapse in 

character? What were the results?
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C H A P T E R  F O R T Y - S I X

BAD ATTITUDES AND 
LIMITED CAPACITY

AS I INTRODUCED IN THE PREVIOUS CHAPTER, MOST 

 termination conversations fall into one of these four categories:

 1. They resigned.
 2. They were fired for lapses in character or moral judgment.
 3. They were fired for attitude or loyalty issues.
 4. They were fired for competence or capacity limitations.

We’ve already considered resignations and lapses in character. 
Let’s study the last two.

Attitude or Loyalty

I heard my boss say dozens of times, “I can get someone to gripe 
and complain and have a bad attitude for free. I don’t need to pay 
someone for that.” And it is so true. Sometimes churches have what 
Bill Hybels calls a case of “terminal niceness.”1 We want to be nice 
and gracious and give people an opportunity to improve. But if you 
are giving people a paycheck, or you have put them in positions 
of significant leadership as volunteers, and they are pulling people 
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customers. You gather people (staff and volunteers) around you to 
help further the cause, but if they are no longer contributing, you 
must release them.

THINK ABOUT IT

 1. Have you been avoiding a difficult conversation with someone on 

your staff?

 2. Is there someone on your team with a stinky attitude? What will 

you do to make sure that person’s attitude no longer impacts the 

rest of the team?
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C H A P T E R  F O R T Y - S E V E N

UNAVOIDABLE LAYOFFS

PAIN . THAT IS THE ONLY WORD TO DESCRIBE THE WEEKS AT 

the end of January 2009. We met, prayed, agonized, prayed some 
more, and pled with God to help us find some other way. But in 
the end, we had to tell eight friends their positions had been elimi-
nated. We could no longer pay them to do their jobs. And fifteen 
others were told on the same day of reductions in their hours.

The global economic crisis was wreaking havoc in our small 
Midwest community. The New York Times described our area as 
“the white-hot center of the meltdown of the American economy.”1 
Every day we would hear of someone else in our church losing his 
or her job. Trickle-down economics was working on us in reverse: 
a poor economy slammed businesses; loss of jobs meant lower 
incomes; loss of income meant lower offerings; and lower tithes 
and offerings meant we couldn’t pay as many staff.

The decision was not immediate or rushed. It was the end 
result of a slide in contributions that began about eighteen months 
earlier. We did everything we could to avoid this move—cutting 
budgets, freezing salaries, eliminating capital expenses, and delay-
ing projects. But in the end, it wasn’t enough.
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GIVE TIME.

Your remaining staff will need help recovering. They spent a 
few days fearing for their own jobs and probably lost a few friends 
as a result of the layoffs. Don’t underestimate the level of emotions 
that will be felt. Give people time to work through their grief.

THINK ABOUT IT

 1. Do you have someone watching your contributions and expenses 

closely? How can he or she act to help avoid a layoff?

 2. Would you be able to tell twelve to eighteen months before a 

financial crisis was on top of you? How can you make a plan 

for this?
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C H A P T E R  F O R T Y - E I G H T

COMMUNICATION IS KEY

I’VE LONG BELIEVED THAT MORE LEADERS MESS UP 

because of bad communication than because of bad decisions. Very 
few leaders fail because they made the wrong decisions. But many 
fail because they didn’t take the time to communicate their deci-
sions to the right people, at the right time, in the right order. In 
my experience, I’d say 20 percent of leadership is making the right 
decisions. The other 80 percent is appropriately communicating 
those decisions.

In the previous chapter, I spoke of our decision to eliminate 
eight positions during a difficult time. For a significant change like 
this, appropriate communication is needed. We had people who 
walked into work on a Monday morning with a job and left min-
utes later unemployed. We had remaining staff members who just 
learned they would no longer be working with their best friends. 
We had family members who were hurting for their dad or mom 
or spouse. We had eight people we loved and cherished now enter-
ing a job climate that was harsh—where one in six people were 
unemployed and looking for work. We had volunteers who were 
rightfully in pain for their friends.

Great communication is needed for challenging leadership 
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available. But then spend most your time focusing on communica-
tion. That is where the battle is won or lost.1

THINK ABOUT IT

 1. Has there been a change you tried to implement when you 

didn’t have the meeting before the meeting? What were the 

consequences?

 2. Have you been on the other end of a change when the commu-

nication was lousy? How did it make you feel about the change?
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GO OFF-LINE

YOU ARE HAVING CONFLICT WITH SOMEONE . IT’S A TENSE 

relationship. You dread talking to that person. You avoid seeing 
him. It may not be too bad right now, but occasionally it heats up. 
Maybe it’s someone in your church. Maybe a staff member. Maybe 
a customer.

I’m right, aren’t I? We all have those types of working relation-
ships.

And many times, because we don’t like to face these people or 
talk to them, we resort to e-mail communication. And that just 
makes the relationship worse.

I wrote in Simply Strategic Stuff that you should never e-mail 
when you are in any type of relational conflict with the individual. 
What is the alternative? “Talk with him or her in person so that 
you can see the eyes, watch the body language, and sense the per-
son’s spirit.”1

Tim Sanders wrote in a blog post, “Over email, I have no 
earthly idea what you intend. This is especially true in the pithy 
thumbwritten world of BlackBerry. It wouldn’t be surprising that 
you and I can get crossways in the up and down world of business. 
Stuff happens. If we are 100% over email, bad stuff happens to 
relationships when day-to-day stuff happens.”2
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unemployed and looking for work. We had volunteers who were 
rightfully in pain for their friends.
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• E-mail is a bad tool for resolving conflict. It almost always 
escalates the tension.

• Phrases such as “you always” and “you never” are rarely 
helpful.

• Questions are almost always better than statements.
• I really don’t know it all.
• The issue is probably not the issue. If I listen, I might learn 

the real issue.
• It doesn’t matter how obvious it seems to me; I do not know 

the other person’s motives.

THINK ABOUT IT

 1. Can you think of a time when you’ve personally seen a “gentle 

answer turns away wrath” and keep a conversation from going 

nuclear? What can you learn from that?

 2. Make a commitment to never handle another tense conversation 

by e-mail, and ask someone to help you keep your commitment.
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THE PAIN OF GROWTH

A PASTOR ASKED ME TO TALK TO HIS STAFF AND ANSWER 

this question: “If our church is going to double in the next two 
years [from five hundred to a thousand], what will it take?” The 
same question might be asked from a business leader: “If we want 
to double sales in the next two years, what will it take?” This is 
what I shared:

 1. Some of you won’t have as much access to the senior leader. 
This has to be okay with you.
Are you more committed to maintaining the tight-knit staff size 
and your proximity to the pastor or CEO? Or are you more 
committed to the organization growing?

 2. Some of you are doing okay as leaders in your organization 
today, but it’s possible that what you are currently doing 
won’t cut it when you have doubled in size. You need to be 
willing to step into another role.
Are you more committed to keeping your position and title? Or 
are you more committed to the growth of your business or church?
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Accepting Risk

A few years ago the senior team at Granger spent hours considering: 
Have we become risk averse? Are we too afraid to make sweeping 
changes, if necessary, to catapult us into the future? Are we more 
concerned about our exposure and the number of organizations 
watching us than we are about figuring out our next step? Do we 
ask “What does God want?” before or after we ask “How much will 
it cost?” or “How many people will we lose?”

Our answers that day were as resounding in unity as in confidence.

• We will not be the team that is afraid of risk.
• We will not be the team that doesn’t listen to the voice of 

God because we are too tuned in to the whining of people.
• We will not be the team that leads an organization so big 

and flabby that it is impossible to move.
• We will not be the team that misses an opportunity because 

we are in an endless cycle of risk-management assessment.
• We will not be the team that keeps waiting for the right 

time to lead the church to the next challenge.

It is important to consider what you really believe about growth. 
Is your team committed to the pain that comes from getting your 
church or business to the next level?

THINK ABOUT IT

 1. Read through the lists and the questions in this chapter and do a 

gut check with your team.

 2. Are you risk averse to the point that you might be missing God? 

How or how not?
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WORK ON ALIGNMENT

THIS IS A TOPIC I’VE WRITTEN ABOUT PREVIOUSLY, BUT IT 

is so important that it would be a mistake not to include it in a 
book about leadership.1 I have seen misaligned leaders mess up 
organizations or cause church splits probably faster than just about 
anything else.

I live in northern Indiana, and because of our proximity to 
Lake Michigan, we have hard winters. The roads freeze and thaw 
and freeze again many times over through the winter months of 
November through March. When that happens, the water seeps 
into the cracks, freezes, and expands, and the road explodes with 
a pothole. Along comes your car, and before you know it, you’ve 
hit the pothole at a high speed. Thanks to weather and the laws of 
physics, your tires are now out of alignment.

You may not even know at first. But before long you find you’re 
constantly fighting to keep the car on the road. It wears you out 
and causes tension in your neck and shoulders as your hands keep 
a constant pressure on the steering wheel. And, all the while, your 
car is being damaged.

That’s exactly what happens when you have an individual in 
your organization who is out of alignment with the direction of the 
leadership.
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attitudes or don’t get the direction of the company. They are badly 
misaligned, and you shouldn’t delay on letting them go. They 
should be fired.

QUADRANT 4 (UPPER LEFT)

These are the people I’m referring to in my alignment arrows. 
They are actually doing a good job. They are pulling their weight 
and contributing to the bottom line of the organization. However, 
they either have poor attitudes or don’t live out the values of the 
company. And it is noticeable.

This Quadrant-4 individual is the person you need to keep on 
your radar screen. This person may need your loving care and con-
frontation to bring him or her back into alignment. If these efforts 
fail, this is the person you may need to remove from your team 
as quickly as you can. These people are like poison and will fill 
a team with doubt, cynicism, fear, and low morale. You may not 
even notice how far down he or she has dragged the team until this 
person is removed and joy returns.

Misalignment rarely goes away. You will need to address it 
head-on. Yes, do it with grace, asking questions and seeking to 
understand. But once the talking is done, ask for support or encour-
age him or her to find another place to serve or work.

THINK ABOUT IT

 1. Is there a leader in your organization who came to mind as you read 

this chapter? What will you do to address his or her misalignment?

 2. Sometimes misalignment is God’s prompting to move on and 

start something. Are you the crooked arrow? Is God prompting 

you to move someplace new?
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QUADRANT 1 (UPPER RIGHT)

These individuals are performing at a high level. They are very 
competent, have great attitudes, and live out the values of the orga-
nization. They should be rewarded.

QUADRANT 2 (LOWER RIGHT)

These people aren’t performing very well in their roles, but 
they love the company and have great attitudes. These are people 
who should be transferred to another role or retrained.

QUADRANT 3 (LOWER LEFT)

These people should have been fired yesterday. They con-
tribute very little in their performances, and they either have stinky 
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THE FIVE STAGES OF FAILURE

PERHAPS YOU’VE HEARD OF THE FIVE STAGES OF GRIEF: 

denial, anger, bargaining, depression, and acceptance. I wonder if a 
similar list could help define the stages a leader goes through when 
his or her organization is failing. I know such a list has helped me 
when reflecting on tough times.

During the middle of a particularly difficult season at Granger, 
we spent time trying to get our minds and hearts around some 
unmet expectations. It may not have been outright failure, but 
it sure felt like it. What do you do when not as many people are 
inviting their friends, not as many have a biblical worldview, not as 
many are tithing, not as many are reading their Bibles, not as many 
are attending, and not as many are being baptized? If you run a 
company, what do you do when you aren’t meeting expectations or 
sales are decreasing?

These questions are very real when you are going through a 
tough season, and the following list represents some of the stages 
of failure I have personally experienced:
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We don’t jump ship because the waters are suddenly rocky. No, 
instead we rally the troops, and we do what leaders do in times of 
crisis: we lead.

Sometimes we even write an entire book about our failures so 
others can avoid the same.1 Failure is no fun. I recommend you 
avoid it at all costs. But there are times when things are not going 
as well as you’d like. It’s natural to justify, question, blame, and 
redefine. But the more time you spend in those stages, the less time 
you will have to focus on the problem and lead your way out.

THINK ABOUT IT

 1. Is an area of your organization experiencing failure right now that 

you are still trying to justify, question, blame, or redefine? What 

is it?

 2. Have you adopted an either/or mentality about something when 

both/and would be more appropriate? How so?

00-01_Fairness is Overrated.indd   220 11/3/14   12:00 PM


