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Introduction:
The unspoken
truth

The unspoken truth
Teams are the biggest disappointment in leadership.
They promise much and deliver little. That’s how many
of us feel. We just don’t say it out loud. Not like that.

“

“I can’t seem to get my team working right.”
“We’re not really moving forward. There’s always
someone who wants to go off in a different
direction.”
“Some of the team are not committed to this
ministry. I’m not sure what the problem really is.”
“I’m really frustrated. We have a whole community
to reach and we can’t get moving. I sometimes
wonder if we’re ever going to make a difference
here.”

I’ve heard comments like this hundreds of times.
And I know exactly how these leaders feel. I know what it’s
like to work really hard and not see a team pull together.
I know what it’s like to be disappointed by an apparent
lack of commitment. I know what it’s like to not even know
where to start to solve the problems. I know what it’s like
to see the dream of making a difference disappearing over
the horizon.
Maybe you do too.
The problem of frustrated leaders and frustrated teams
is everywhere. But the good news is that it can be solved.
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Becoming a leader others love
to follow
Since we started in 2000, Innovista have provided training
and support for thousands of church and ministry leaders
across Europe, Russia and Central Asia, to equip them
to see their communities change with the hope of Jesus.
But not all leaders are equal. Some are leaders that others
love to follow. They create commitment and forward
motion, even in very difficult circumstances. Others don’t.
So what makes a leader that others love to follow?
What’s the difference between those who create great
commitment to the cause, and those who don’t?
It’s clarity.

A leader’s job
is to create
clarity.

Leaders that others love to follow create clarity for their
teams. And in turn, clarity creates commitment from their
teams.
A leader’s job is to create clarity. This e-book will show you
how.

Why clarity matters
Creating clarity is like putting oil in an engine. It enables
the parts to work smoothly together, even at high speed.
Clarity is the difference between generating power and
blowing up.
When you dig down, a lack of clarity is the root of many
leadership problems. But when leaders create clarity
in a few critical areas, many of these problems disappear.
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Clarity does not come because team members share
similar personalities or because a team is lucky or
‘blessed’. Teams have clarity because leaders create it.

Creating
clarity is the
difference
between
generating
power and
blowing up

I was recently on a flight to Moldova, looking forward
to a few hours of uninterrupted quiet.
After take-off, I switched on the electronic map in the seat
in front of me.
Seeing that we were heading straight for our destination,
I settled down to work.
A while later, I was distracted by the plane turning sharply.
I glanced at the map to see the little white plane on the
screen now pointing in the opposite direction and moving
quickly away from our destination.
I watched, waiting for the plane to turn back, but instead,
the distance from our destination kept growing.
For the next twenty minutes, I couldn’t focus on my work.
Instead, I tried to figure out what I was seeing on the
screen.
Why were we flying the wrong way? Where were the
cabin crew? And why was there no explanation from the
captain?
Finally, the explanation came that there was a storm up
ahead that we were flying around, and I was able to relax
and get back to my work.

Filling the clarity vacuum
Confusion is what happens when there is no clarity.
Confusion is uncomfortable for us and we can only cope
with it for so long.
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Confusion
is what
happens
when there
is no clarity.

In teams, if confusion is not resolved, in turns
into frustration or boredom. Eventually this leads
to withdrawal.
Different people respond to confusion in different ways.
Can you recognise yourself or a team member in one
of these common responses?

a. Questioning
Questions are the verbal equivalent of map reading. We
ask questions to understand where we should go and why
we should go there and how.
Repeated questioning is often a sign that the route does
not yet make sense.

b. Having a go
When we’re confused, doing something is a way of trying
to get unstuck. You might have heard someone say “Doing
something is better than nothing.”
Taking action is a practical way of trying out possible
solutions to the confusion.

c. Frustration and boredom
When the confusion continues and we can’t see a way out,
frustration and boredom usually follow.

d. Withdrawal
When we feel there is no hope of clarity, we leave the
team. Even the most committed people will eventually
withdraw from a team that suffers from chronic confusion.
If not physically, they leave emotionally.
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If leaders don’t understand that these responses are
a cry for clarity, we can make matters worse. We can
react by driving harder, shouting louder or blaming the
uncommitted. Or, in a bid to take control, we replace
inspiring, clarity-creating leadership with energy-sapping,
commitment-killing micro management.

Leadership is simpler than you
think
For your team to achieve, you don’t need to be clear
about everything. But you must create clarity about these
things:

Purpose
Vision
Values
Current reality

When you create clarity in these four areas, you’ll create
the commitment that characterises teams that achieve.
Here’s how.
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1. Getting
clear about:
Purpose

Purpose describes the one thing your team exists to do. It
is your cause.
Can you state your purpose? Confidently?
Unambiguously?
Innovista exists to equip leaders and teams to change their
communities with the hope of Jesus.
That’s ours. What’s yours?
Because purpose is the thing your team exists to do, it
is the reason for everything else. All your activities should
serve your purpose.
Decisions should be made for a purpose. Priorities should
be set on purpose.

Purpose

When you describe the underlying reason for everything
you do, you describe your purpose.
This morning I visited a local school. The school staff
perform an eye-watering range of activities. There
are cleaners, receptionists, teachers, administrators,
accountants, lab technicians, cooks, nurses, drivers, IT
experts and counsellors, all contributing to the purpose
of the school: to provide students with good educational
qualifications that will give them more life chances.

Purpose gives you answers
Purpose unites a team, because they know what they’re
contributing to.
When people are focussed and united, they move forward.
A clear purpose makes it easier to make decisions and
solve problems, such as:
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Question: Should we start this new ministry?
Answer: Does it contribute to our purpose?

A clear
purpose
makes
it easier
to make
decisions
and solve
problems.

Question: When resources are limited how do we choose
which idea to implement?
Answer: The idea that makes the best contribution to our
purpose.
Question: What kind of people do we want to join the
team?
Answer: People who are passionate about our purpose.
Question: How should we spend the money?
Answer: Spend on what contributes most to our purpose.
One of my colleagues in Ukraine recently helped a pastor
who was deeply frustrated. The church was not seeing
new people discover that life is best with God. The pastor
explained the problem:
“We just don’t have any resources for evangelism.”
My colleague asked where the money was being spent.
The most expensive budget item was food for the choir
rehearsals. The choir practiced several nights of the week
and included most of the church. They were eating the
budget.
Using the Church’s stated purpose as the guide, my
colleague asked the obvious question:
“How many new people have been helped to discover life
with God through the choir?”
“None” came the reply. “The choir is not for that.”
The problem was not a lack of resources. The problem was
that the choir was not contributing to the church’s purpose.
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When the pastor applied the purpose test, it was clear that
change was required.

Purpose drives change
A clear purpose is a great friend in navigating change.
First, it provides the reason for the change. If an activity or
ministry does not contribute to your purpose, it should be
changed or stopped.

A clear
purpose is a
great friend
in navigating
change.

Second, purpose is an anchor in the change. The change
process is often difficult because it’s very emotional.
Purpose provides objectivity that can keep change on
course. This Ukrainian pastor was able to return to the
church’s purpose, showing why the change mattered. He
was also able to explain that this change was not coming
from emotion, ego, tradition or because he’s ‘in charge’.
Third, purpose enables us to evaluate the change. Has the
change resulted in more purposeful activity? If so, how?
If not, what other changes are needed?

The problem with the Great
Commission
Sometimes church or ministry leaders say, “We don’t need
a purpose because we already have one in the Bible”.
They’re referring to the ‘Great Commission’ (Matthew
28:18-20).
And they’re right. We do have one and it is great. It’s so
great, it’s for the global Church, for all time, until Jesus
returns.
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The challenge for your church is to make the Great
Commission specific to your church in your place and time.

Every church
needs to
decide
what its
contribution
to the Great
Commission
should be.

Every church needs to decide what its contribution to the
Great Commission should be.
One church in Ukraine, frustrated that they were frantic but
not fruitful, took this challenge.
They prayed, discussed and studied their local situation.
Their attention was drawn to the number of families
with young children living in the area around the church.
So, they decided to focus on them. They clarified their
purpose as making disciples of these young families
in their part of the city.
That’s their local application of the Great Commission.
What’s yours?

The courage to stop
Once their purpose was clarified, it was obvious that
change was required.
“We changed Sunday services so they were attractive
to young families,” said the pastor. “We worked hard on
our children’s ministry so that kids wanted to come. We
decided it should be the best hour of their week.
“We built in time for the adults to build relationships with
each other without the distraction of watching their kids.
“And that meant we had to stop some things too. I asked
one man to stop preaching because he wasn’t connecting
with those we’re trying to reach. I said, ‘Thank you and
now it’s time to sit down.’”
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This church approached their local school and asked about
the needs they saw. When the school told them about the
challanges they faced, the church offered to serve for the
good of their community. The school was really surprised
and said yes.
Once this church got focussed, they saw specific
opportunities for mission that they had previously missed.
The church started pulling together and started to grow.

Purpose statements allowed?
Some church and non-profit leaders are concerned about
purpose statements. They’re seen as too ‘corporate’.
It’s true that purpose statements started in the business
world. It’s also true that the Church can sometimes learn
from business.
The point of a single sentence purpose description is not
to be corporate. It’s to be clear.
If it’s clear, it’s useful.
That’s why if you don’t have something like that, you
should develop it.

Getting practical: how to get
clear on your purpose
Here are some tools that will help you and your team
clarify your purpose. Use them in whatever combination
is most useful.
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Two questions to help you clarify
your purpose
Answer this question:

1. What does our church/ministry exist for?
Express it in a sentence because people don’t
remember lists. The answer needs to be big enough
to unite a wide range of activities and specific enough
to describe the difference your church will make. Try
this process below to help you communicate your
purpose in one sentence.
a. Make a list of the activities that happen in your
church or ministry.
b. For each one, ask ‘why’ do we do this?
c. Take your answer for b and ask ‘why?’ again.
d. Keep asking ‘why?’ until you arrive at the single
difference you want to make.
e. Take this and put it into a single sentence.
Here are some examples of purpose statements:
‘ABC church exists to lead people in (our location)
into a life changing relationship with Jesus Christ and
each other.’
‘The purpose of CDE church is to help the people
of (our location) to discover that life is best with God.’
For a specific ministry within the church e.g. youth,
simply apply your church’s purpose statement
to that specific area e.g. ‘the youth ministry of CDE
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church exists to help young people of (our location)
to discover that life is best with God.’
Here’s a second question to help you clarify your
purpose:

2. What does the Great Commission look like
in our time and place?
Study your situation.
Research your area to understand the demographics,
trends and needs. If there are other churches nearby,
see what they are doing. Consider how you can
complement rather than compete.
Notice who you are already reaching.
Sometimes a church connects with a particular group
of people due to its location or its culture.
A friend of mine has recently planted a new church
in the North of England. The team made early
connections with some international students and
that, combined with their hospitality, led to other
internationals connecting with them. They realised
that this was a strength and should become a focus.
So, they are now intentionally growing a multi-cultural
church that specialises in welcoming internationals who
have arrived in their city.
Make your primary focus clear.
This can be expressed in different ways, including:
Geography – a particular place, community, or
part of the city. Each will have its own unique set
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of opportunities and challenges. Focus makes it more
likely that you’ll be able to respond to them.

The clearer
your purpose,
the more
effective it
will be as
a filter for
opportunities,
ideas, and
decision
making.

Demographics – youth, new parents, students, elderly
people, refugees etc. Name the groups you can focus
on (and be clear about those you can’t). This is not
about excluding people, but about recognising that
you may not be able to serve everyone – especially
when you are starting out.
Life situation – It may be that your church can develop
a ministry that serves people facing a critical life
situation e.g. Divorce, disability or dealing with the
death of a loved one. Such ministries are often born
out of the experience of church members, who as
a result, want to serve others in similar situations.
Most leaders experience enormous relief when they
articulate a focus for their church or ministry. Most
also agree that it was hard to admit they couldn’t
do everything.

Traps to avoid
The clearer your purpose, the more effective it will be
as a filter for opportunities, ideas, and decision making.
Beware of three traps that can get in the way of a clear
purpose for your church or ministry.

The language trap
The test of a clear purpose is whether it’s understandable
to everyone – whether they are part of your church or not.
Use everyday language e.g. ‘followers’ might be more
helpful than disciples.
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Concentrate on making it clear.
You’ll know you’re there when your core people hear the
words and say ‘That’s it’.
After that, you can make the language more memorable,
but only change it if clarity is not compromised.

The theology trap
Your purpose statement is not your statement of faith.
Both matter so keep them separate.
Which of these two purpose statements is clearer?
‘ABC Church exists to bring glory to God as a result
of his sovereign work, so that the redeemed (who are
justified), are then sanctified (by the word and the spirit)
and one day glorified and given their eternal reward…’
Or
‘ABC church exists to lead people into a life changing
relationship with Jesus Christ...’
Developing a purpose statement that is informed by, but
separate to your statement of faith will keep it clear.

The inspiration trap
Because purpose statements are simple, we can assume
they appear in a flash of inspiration.
Simplicity takes time. The process will be difficult and
frustrating. You’ll wonder if it’s worth the effort. And you’ll
be glad if you persevere.
Watch out for these traps when you clarify vision and
values too. We’ll talk about vision next.
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2. Getting
clear about:
Vision

Vision is a picture of a better future that pulls people
forward.
If your purpose describes what you do, vision describes
the difference this could make.

Vision is
a picture
of a better
future that
pulls people
forward.

Vision inspires sustained action.
It takes time and sacrifice to see lives and communities
changed. To persevere in the face of obstacles and
opposition, our teams need to see the future that they’re
working for.
The present is more tangible than the future. So, without
vision, we’ll only preserve the present.
That’s why, most of the time, nothing changes.

Vision starts in the heart
The prophet Nehemiah describes his vision to rebuild the
wall of Jerusalem as “…what my God put on my heart
to do” (Nehemiah 2:12).
Because a God-given vision takes hold of your heart, it
becomes something you have to do. Listen to people
with vision and you’ll hear phrases like “I have to do this”.
One young woman I met finished describing her vision for
helping victims of domestic violence in her country with:
“…this has to happen. It’s obvious”.
If you carry a vision, it is obvious. You see it so clearly, that
it feels that others must see it clearly too.
But they don’t. And because they don’t yet see it, they
can’t commit to it.
For others to contribute, you have to make vision clear.
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Getting practical: how to get
clear on your vision
Two exercises to help you clarify
your vision
1. Picture painting
Draw a picture of the problem you want to solve and
describe the problem in a couple of sentences.
Then draw a second picture of what life will look like
with the problem solved.
I did this exercise with a group of leaders on one of my
travels in Europe.
One drew a picture of a stick man and a stick woman
facing in opposite directions with a wall between them.
There was a child sitting on top of the wall, crying.
This was the description of the problem:
“Adults unable to communicate effectively and
experiencing chronic conflict. Children hurt in the
cross-fire of parental conflict. Stress and pain for
everyone. No help and so families are breaking up.”
This leader wanted to solve the problem of breaking
families.
The second picture they drew – of life life with the
problem solved – looked totally different. This time the
picture showed stick man and stick woman facing each
other, holding hands. There was no wall. The stick child
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was sitting between them, smiling and sheltered under
their joined hands.
The description read:
”Family life is better because the adults know how
to communicate and resolve conflict. Children are
secure in the family. There is less pain and more
peace. Families grow stronger over time and the next
generation has a healthy model to follow.”
You now have the raw material to craft your single
sentence vision statement.
This format might help you get started:
Our vision is to see [summarise the future change], as
a result of [summarise how you’re solving the problem].
Here’s what my friend said:
”We want to see a generation of local families
flourishing, because parents know how
to communicate effectively with each other.”
If you’re developing a vision for an existing church
or ministry, the team can do this exercise together.
Individuals or small groups can produce the pictures
and the summaries. Then each small group shares
what they have created. Look out for the language that
is most inspiring and clear and use that to shape the
final vision statement.
Using numbers can help.
Adding an appropriate number to show the scale
of a vision (and to assess progress) can be very
useful. In the example above, ‘a generation’ could be
replaced with the number of families.
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Numbers can create clarity by making the vision more
specific.

2. The Lord’s Prayer, answered
This is an exercise that I was introduced to by Glenn
Jordan, a pioneering mission leader in Northern Ireland
who spoke at an Innovista leadership event. He asked
us to think about the people and places we serve and
then to answer this question:
What would this situation look like if the Kingdom
of God was fully present?
And the answer is not ‘heaven’.
Do the hard work of imagination:
If the Kingdom of God was fully present, how would
life be different for those you serve? How would the
place change for good? Think about big themes –
relationships, justice, restoration, freedom.
Make a list of all the changes you can imagine. How
would they happen? Be specific.
You’ll have a lot of ideas.
Now, take the ideas and look for the main themes
and the most inspiring language. Use this to build
your vision statement, contrasting the current reality
with the picture of renewal and restoration that you’ve
imagined.

Traps to avoid
In crafting a vision statement that will inspire commitment
from your team towards a better future, there are two traps
to avoid.
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The everything trap
It’s tempting to explain everything:
About the current situation.
About the future that you see.
About how you go from here to there.
But try to say everything and you’ll end up communicating
nothing.
Everything is long, vague and forgettable.
Clear is short, specific and memorable.
Remember, you’re painting a picture not drawing a plan.

The committee trap
Committees can’t create vision. Committees work by
consensus and consensus comes though compromise.
A powerful vision is uncompromising.
But this does not mean vision is a solo climb. It’s better
with a couple of others who can climb with you.
One church leader described getting out of the committee
trap: “We were stuck in endless meetings with endless
discussions. We kept getting confused and lost in the
detail. As soon as I stopped trying to include everyone
in the process, we made progress. Everyone was relieved.”

You’ll know when you’ve got it
You’ll know when you have a vision that inspires your team
because they will be able to see it and say ‘let’s go, right
now’.

25

That’s because vision creates urgency. And urgency creates
action.
You can feel a vision even before you hear it. Churches and
ministries that are heading somewhere are exciting places
to be.

Defeating the enemies of vision
Once your vision is clear, it needs to be protected.
You’re in a fight here. There are enemies that want to steal
your vision. Here are some. See if you recognise them:
Tradition: “…we’ve always done it like this.”
Comfort: “I like it the way it is.”
Ease: “That will be hard to do.”
Expense: “That will cost a lot.”
The enemies of vision are defeated by communication.
Because these enemies are powerful and close by, we
need to communicate frequently. Much more than we
think.
Remember, because the vision is in your heart you ‘see’ it
clearly. Your challenge is to communicate it so that others
see it clearly too. That’s not achieved by a one-time ‘vision
casting’ event. That’s achieved by communication that
is frequent, varied and creative.
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How to communicate your vision
With your life
What you do will be noticed and noted. If you want your
church to be reaching new people, than you have to be
involved in reaching new people. Your example either
gives authority to your words or undermines them.

With your words
Let people know that you’re living on purpose and
investing in the vision. Tell your stories and share your
experiences. Especially the struggles. You’ll encourage
others to keep going.

With the problem
Your future vision is compelling because it contrasts with
a current problem. Make this contrast sharp by describing
the problem – especially its impact on people – before you
describe the future that you see.

With progress
When I started Innovista, lots of people told me I was
crazy. One man shouted in my face, “You’re just wrong.
You should never do this.”
Other times the message was dressed in ‘spiritual’
language: “Are you sure this is what God wants you
to do…?”
Either way the message was clear. I heard it a lot at
the start.
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But as a team formed and the first leaders were trained,
the comments about me being crazy reduced. Seeing
progress – however small – gave others confidence that
we were on the right track and, most importantly, that God
was involved.
So, highlight progress along the way. Especially at the
start, when there is little to show for your vision.

Vision is like
giving water
to someone
who is thirsty.

Tell the story of God’s provision, of a meaningful
conversation or a challenge overcome. Best of all, as
you’re able, tell the stories of people who are served and
changed. You can never tell these stories enough.
We all need vision. It’s like giving water to someone who
is thirsty.
I recently visited a church which had been lacking vision
for years. Its size made the symptoms easier to hide, but
on the inside it was sick and getting worse. The occasion
of my visit was the first time the recently appointed pastor
spoke about the vision for the church’s future.
As he began to describe the needs of the local community,
people sat up in their seats. Their attention became more
intense as he described how the church could respond
to these problems and the difference this would make.
When he finished speaking, the church applauded (and
this is not the kind of church that usually applauds at the
end of meetings).
Vision provides relief and gives hope. It’s your
responsibility as a leader to create it and communicate it.
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3. Getting
clear about:
Values

Values are beliefs that are seen in behaviours.
We understand what people value by what they do.
The same is true in teams.

Values are
beliefs that
are seen in
behaviours.

Values create culture. Culture is ‘the way things are done
here.’
Every church and organisation has a culture, whether they
are conscious of it or not. Culture is what makes your
church distinctive. It’s why two churches can believe the
same doctrine and feel very different to be part of.
Values are vital because they either support or undermine
your direction. Your culture can eat your purpose and
vision for breakfast.
Here’s a common example:
After a period of soul-searching, the church leadership
team established their purpose and vision. The church
was excited about the future and there were early
encouragements. Everyone was together.
Each of the ministries of the church were asked by the
leadership team to develop plans that aligned with the
new purpose and vision.
The teams embraced this opportunity. There were lots
of ideas. Energy and engagement was high.
Sometimes as the ideas were discussed, a sharp word was
said and some feelings were hurt. When this happened,
the typical response was for the team to ignore it and
move on. The person who felt hurt or disappointed
‘sucked it up’. While nobody realised it at the time,
this scenario was being repeated throughout the church.
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As the process continued, what started as small
disagreements went deeper. Feelings intensified. Some
people who felt hurt found each other and started to talk
about it. Under the surface, the pressure was building.
The planning continued. So did the awkward silences
and the swift changes of subject when someone said
something that offended someone else.
Tension started to creep into these meetings.
Then after months like this, there was an explosion.
Around the church, in team after team, the distrust, anger
and disappointment erupted through the cracks. Teams
that had ignored the warning signs, were now overrun by
conflict.
Most of them stopped working. Some stopped meeting.
For this church, avoiding conflict was the normal way
of behaving. It was part of this church’s culture. This culture
hijacked their future. Culture killed their vision.
That’s why it’s essential that your values – and the
behaviour that results – support the purpose and vision
that you set.
Clear values make it possible for diverse people to work
together effectively.
Values create consistency and coherence in a team by
defining shared standards.
When values and behaviours are clear, energy and
creativity is released.
Volunteers and staff who are clear on values will not have
to check everything with you first. Rather, they will be free
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to make decisions and take initiative according to the
values. This increases ownership, devolves responsibility
and renders obsolete the exhausting practice of micromanagement. All the energy can go into the mission.
Values help you find and keep the right people.
Finding people is not difficult. Finding the right people is.
Because it’s hard, it’s tempting to lower the bar. Don’t.
Instead keep the values bar high and ask people to make
the jump. It might take longer, but when you find
someone that fits, they will flourish, contribute and further
strengthen the existing team.
Better one person that fits that five that don’t.
Despite your best recruitment efforts, it’s inevitable that
some will join the team who don’t share the values.
The experience of not fitting will be uncomfortable for
everyone. This is good discomfort. As soon as you see it,
explain it and support them to adopt your values. If they
don’t want to, support them to leave.

Getting practical: how to get
clear on your values
As with vision and purpose, getting clear on your values
is best done with others. Here is an exercise to help you
get there.
Give each member of the team a pen and a pile of cards
or sticky notes.
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A. Make a list of the behaviours you want
to see
Each person lists the behaviours they want to see
throughout your church/ministry, putting each
behaviour on a new piece of card. Do not put the cards
up on the wall yet.

B. Describe the ideal team member
Describe the attitudes and actions that set an
outstanding team member apart. Everyone can list
a maximum of six principles, again writing each one on
an individual card. As in A (above) write only one on
each card.

C. Display your data
Everyone sticks their cards on the wall at random. All
the cards need to be visible.

D. Sort your data
Organise the cards into 4-6 groups of related
behaviours and principles.
Where there are cards that don’t fit these groups, put
them to one side, still visible to the group.

E. Identify the underlying value
Now have everyone describe the value they think
is underneath each group of behaviours and principles.
What is the belief that connects and drives each set
of behaviours?
After you’ve discussed this, you should have a draft list
of your values and the behaviours that go with them.
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Pause.
Take some time away from this. It could be an hour,
it could be a week. You’ll see with fresh eyes when you
return.

F. Decide and define values
Review what you had at the end of step E. Make any
changes that make the values clearer. Decide what
to call them and how you will define them.
Finally, with 4-6 values defined, list the critical
behaviours that are the expression of each value.
As a guide, aim for three behaviours per value.
These behaviours are what makes values tangible
and actionable. This is what your team commit to do.
This is the way we do things round here.
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4. Getting
clear about:
Current
Reality

Most teams and organisations are a mix of strength and
weakness, problems and progress. I know mine is. There
are some things that are strong and moving forward.
And there are problems that need to be addressed. It’s
probably the same in yours.
Being clear about these problems is the only way to solve
them.
But it’s tempting to look the other way.
It’s tempting because we fear that the problem is our fault
(it may be) and that if we draw attention to it, people will
think we’re a bad leader (they might). So we don’t and
we hope it goes away or at least that it goes unnoticed (it
won’t).
In fact, the problem normally gets bigger and now
everyone is seeing the elephant in the room. Now they’re
thinking ‘how did that get in here’ and ‘why doesn’t he/
she see it?’ And now you are a bad leader because you’re
ignoring this problem that everyone else can see.

Naming problems is good
for you
When you’re willing to identify a problem and explain why
it matters, you’ll be trusted more.
Those who follow you do not expect perfection. They do
expect that you tell the truth.
When we pretend there is no problem, others wonder
what planet we’re living on. They can see or feel that
something is wrong. Now they’re distracted by the
problem and your inability to see it.
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When you name it, it frees everyone to solve it.
I understand that it’s hard to name the elephant in the
room. I know it because I’ve ignored a few in my time. But
they never leave. They just grow.

Those who
follow you do
not expect
perfection.
They do
expect that
you tell the
truth.

It can be hard to name them because we’re moving fast:
“I don’t have time to deal with that right now.”
It can be hard when you’re tired:
“I don’t have the energy for that right now.”
Dealing with elephants is emotionally demanding.
But failure to eject elephants is costly.
I recently spent some time with a team looking at what
was going well and what was not. Throughout the session,
there were regular references to those ‘problem people’. It
kept happening and the team kept ignoring it.
“Has anyone else noticed that this keeps happening?”
I asked.
The energy in a room dropped and everyone started
looking at their feet.
It turned out that the ‘difficult people’ was actually one
person. The problem with this individual had been talked
about multiple times before, but with no resolution. So
the problem grew. It had been there for so long that it had
become normal. And it was sucking energy from the team.
Dealing with it was difficult. But avoiding it was costing
much more. And it was shaping their culture.
After the session they met to name the problem and agree
what to do about it.
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When we reconvened the next day, there was much more
energy in the room. The team were more focussed on the
next part of our work.

Getting practical: how to get
clear about current reality
Questions to ask
Ask yourself and your team the following questions
regularly. If you’re responsible to someone, ask them
to review these with you.

1. Am I having imaginary conversations?
A sure sign there’s an elephant in your room is when
you imagine telling it to leave. If you’re having
those imaginary conversations where you deal
with it decisively, it’s time to make the imaginary
conversation real.

2. What is bothering me right now?
This is particularly helpful if you’re very intuitive or
moving very fast. In that case, you’ll sense the problem
before you can name it. Asking this question will make
you stop long enough to identify the reason for your
feeling. Naming the reason will make it much harder
to avoid.

3. What am I avoiding?
Avoidance is a common response to problems. It’s
often unconscious, so check your behaviour.
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Signs that you’re avoiding a problem, include:
• Steering clear of someone, or not fully engaging
with them.
• Never getting to a particular item on your to-do list
because you always find something else to do.
• Talking about anything else, so there’s no
opportunity for the problem to be raised.

Team Clarity Check
Just like having your teeth or health checked, it’s worth
regularly assessing the clarity of your team.
By doing this you can respond to the inevitable problems
before they get serious. Creating clarity is an ongoing
process. A regular team clarity check will help you identify
the most important issues to work on.

How to conduct a team clarity check
You’ll need several hours for this.
Give the team the questions (below) a few days before you
meet.
When you meet, start by reminding everyone why you’re
doing this review. Then, before jumping into the task,
connect with each other. You can do this by asking a
couple of questions that everyone answers, such as: ‘Tell
us how you’re feeling today’ or ‘What has been your
highlight of the last week?’ This process will reinforce trust
and make it easier for everyone to speak honestly during
the review process.
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Then, using your purpose, vision and values, conduct your
clarity check. Here’s some questions to get you started or
you can develop your own. Put each question in the centre
of a big sheet of paper and then collect the answers that
are given. That way you’ll build a visual summary of your
current situation.
Before you start, remind the team that everyone’s view
matters. Do not allow anyone else to criticise or disagree
at this stage. Simply collect the responses of the team.

Clarity of Purpose
On a scale of 1-10 (10 being perfectly clear) how clear is
our purpose?
This is about more than having a clear purpose statement.
It’s about the whole team being committed to it and
seeing how they contribute to it.
What changes are needed to make our ministry more
purposeful?

Clarity of Vision
On a scale of 1-10 (10 being perfectly clear) how clear is
our vision?
What one thing should we do to make most progress
towards our vision?
How do we do this?

Clarity of Values
Which values are we consistently living out? Give examples
of the behaviours that are connected with the values.
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Which of our values are not being lived out consistently?
Give examples.
What should we do to strengthen these?

Identifying your next steps
When everyone has answered these review questions,
you’ll have a list of ideas and actions. To make the list
manageable, you’ll need to identify one or two actions
each for purpose, vision and values.
You can prioritise using this simple exercise:
Give each team member a different colour marker pen.
Explain that each team member has three spot votes.
Ask each team member to identify their priority action(s)
by placing a spot next to each one.
You’ll now have a visual picture of the teams’ priorities and
a focused agenda for improvement.
Now complete the review by agreeing a plan to address
the issues the team have identified. Be careful to be
specific, including who is responsible for what and by
when.
Putting in place these regular reviews will improve clarity,
strengthen your culture and head off problems before they
become much harder to handle. I would do a review like
this at least once a year.
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Epilogue:
The clear
difference

Take a look at the teams around you. Contrast the teams
who have high-impact with those who have little or no
impact. The difference will be clear. The difference will be
clarity.
High impact teams – in churches, non-profits and
business – create and maintain clarity in these four areas:

Purpose
Vision
Values
Current reality

Creating and maintaining this clarity is the responsibility
of leaders. Creating clarity is an act of service.
Creating clarity doesn’t sound very exciting.
It’s a lot of hard work and requires constant attention.
To create and maintain it you’ll find yourself repeating the
same things over and over.
But while the process might not be exciting, the results are
amazing.
Imagine your team fizzing with energy and initiative.
Imagine teams where people eagerly take responsibility,
give generously and sacrifice joyfully; where everyone
is pulling in the same direction. Imagine energy-sucking
micro-management being a fading memory. Imagine
building momentum and growing fruitfulness.
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Clarity is the key that unlocks team performance. Leaders
serve by creating clarity.
So, as we end, I invite you to take the daily clarity
challenge. It goes like this.
a. Go and find a mirror (yes, now)
b. Look at it and say out loud: “I am responsible for
creating clarity for my team”
c. Decide on one thing you will do today to create
more clarity for your team.
d. Do it.
e. Repeat daily.

Serve well.
JL

I am
responsible for
creating clarity
for my team.

Got Questions?
If you have any questions, comments or feedback
on this e-book, email jasonl@innovista.org.
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