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STAFF RELATIONSHIPS WITHIN A TEAM MINISTRY 

 

Introduction 

It is the purpose of this paper to introduce a variety of procedures by which a church 

staff may become a "team" that exemplifies the ideas of working together toward a common 

goal.  According to Jerry Brown, building team spirit is not the manipulation of emotions, it is a 

fruit.
1
  Team spirit is not an accident.  In a word, building a team is work.   

To develop team spirit one must strive constantly to improve the leadership, the 

interpersonal relationships, and the spiritual relationship.  These three components are 

expressions of the three major relationships that a staff member lives with:  his relationship 

with the Lord Jesus Christ, his relationship with his supervisor (normally the pastor), and his 

relationship with the other staff members individually.   

 

The Relationship with Jesus Christ 

W.L. Howse writes that each and every staff member is first and foremost a follower of 

Jesus Christ.
2
  It is the responsibility of the staff member to be aware of the life and model of 

Jesus Christ.  Brown writes "If the staff team is to effectively enable others to experience 

growth, they must themselves be growing in Christ."
3
  As a Christian, one is expected to live by 

the example set by Jesus Christ in all of ones relationships.  "It is inevitable that 

misunderstandings will arise and tensions will develop among staff members."
4
  It then becomes 

the responsibility of the individual to confront these difficulties in the spirit of Christ.  The only 

way one is able to exhibit a Christ-like attitude is to be filled with the Holy Spirit to such a 

degree that one is constantly seeking to exhibit Christ as an act of the will.  It is an example of 

the old expression "to find out what one is really made of, squeeze him and examine the juice."  

When the pressures of life constrict, what is released?  Do you give of "lemon juice?"   This 

idea can be found in scripture as well.  It was Paul who wrote, "I have been crucified with Christ 

and I no longer live, but Christ lives in me.  The life I live in the body, I live by faith in the Son 
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2 
of God, who loved me and gave himself for me."

5
  Paul had a good grasp of what it meant to 

live as Christ when you consider the sixth chapter of Romans.   

"For we know that our old self was crucified with him so that the body of sin 

might be done away with, that we should no longer be slaves to sin-- because 

anyone who has died has been freed from sin.  Now if we died with Christ, we 

believe that we will also live with him. For we know that since Christ was raised 

from the dead, he cannot die again; death no longer has mastery over him. The 

death he died, he died to sin once for all; but the life he lives, he lives to God. In 

the same way, count yourselves dead to sin but alive to God in Christ Jesus. 

Therefore do not let sin reign in your mortal body so that you obey its evil 

desires. Do not offer the parts of your body to sin, as instruments of wickedness, 

but rather offer yourselves to God, as those who have been brought from death to 

life; and offer the parts of your body to him as instruments of righteousness. For 

sin shall not be your master, because you are not under law, but under grace." 

Romans 6:6-14
6
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However, the writings of Paul are not the only source for learning Christ-likeness.  One 

can find the words of Jesus contained within the Gospels as He taught His "staff," the disciples, 

these principles.  Needless to say, it is the relationship with Jesus Christ as ones Lord and Savior 

that allows one to build a foundation upon which to build all other relationships.  It is foolish to 

consider the prospect of maintaining any relationship without first establishing a personal 

relationship with Jesus Christ. 

 

The Relationship with the Pastor or Supervisor 

In most churches the pastor is the only supervisor for the entire staff.  However, in many 

larger churches the pastor may be only one of several supervisors within the various levels of the 

organization.   

It is similar to the image of a professional athletic team, realizing that every analogy 

breaks down eventually.  Each individual team member is directly responsible to his position 

coach.  In professional football you have the defensive line coach, the offensive line coach, the 

offensive and defensive coordinators, the strength coach, the backfield coach, etc.  But, 

ultimately every player is responsible to the head coach.  It is this person who has the deciding 

vote on every situation.   

The church staff can be very similar.  The pastor can be seen as the head coach with his 
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assistant "coaches" giving individual leadership to the rest of the staff.  Ultimately, the goal of 

the supervisor should be to lead the worker to his highest potential productivity.   

From the other view, the staff member should have an understanding of his 

responsibility to his pastor and/or supervisor.  Howse introduces the idea of "shared 

leadership."
7
  "The program of a church is one program with the pastor as the leader.  By sharing 

his ministry with one of more staff members, the pastor can serve all members of the church."
8
  

As a ministry to each other, the staff should recognize the leadership of each individual staff 

member within his particular area of ministry.  Therefore, the Minister of Music is the 

recognized leader of the music area of ministry even by the pastor.  The pastor is the "leader of 

the total church program, but in his field each staff member is [his] leader."
9
  Howse states his 

position very clearly, "By virtue of his position the pastor has this supervisory responsibility."
10

   

It is best if both the staff member and the pastor/supervisor have a clear understanding of 

what their relationship is.  "The pastor is to know and accept what is involved in being the chief 

administrator of the entire church staff..."
11

  And in contrast, "all staff members should respect 

the pastor's leadership.  They may differ with his decisions at times, but they should respect his 

right to make them."
12

  This is not, however, a respect simply for the office that the 

pastor/supervisor holds.  No, on the contrary it should be a deep mutual respect between not 

only professionals, but also between brothers who have an understanding of the calling of God 

to ministry.
13

 

It is most important to establish a level of trust between the staff member and his pastor. 

 One must remember that trust is a two way street.  Trust must not only be given, but also 

earned.  It is of immense value to establish a three level relationship between the pastor and his 

staff:  "a positive spirit, a loyal spirit, and a servant's spirit."
14

  Ellis Carnett made it clear to 
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pastors many years ago, "Make it clear that you are to be workers together and that you intend to 

be loyal supporters of each other. 'I demand that if there is anything that is not true with us, you 

say so and we will correct it.'"
15

 

 

The Relationships with Other Staff Members 

"A church staff must be a working team"
16

  This is not to be simply an appearance that 

the staff members put on for the congregation, but rather a genuine attitude that encompasses all 

facets of the staff team.  Howse states, "the ability to work with others in close personal 

relationships is one of the indispensable qualifications of a staff member."
17

   

One vital aspect of maintaining a close relationship between staff members is the 

necessity of a staff meeting on a regular basis.  Weist writes that "maintaining a team spirit 

requires staff meetings."
18

  Jimmie Sheffield asserts  

"regular staff meetings provide several benefits:  

*Building team spirit.  

*Enhancing spiritual growth.  

*Improving communication among staff members. 

*Establishing atmosphere for creative planning. 

*Providing opportunities to coordinate activities. 

*Giving opportunity for evaluation of ministries. 

*Providing a good setting to resolve conflicts. 

*Providing a time and place to disseminate 

 information. 

*Giving staff members an opportunity to share burdens 

 and blessings. 
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*Providing a good setting for discussing mutual 

 problems."
19

 

 

Sheffield continues by emphasizing the planning and content of the staff meeting.  It is essential 

that at least part of every staff meeting include a time of worship.  This does not have to be 

"Sunday service," but it should contain an examination of God's Word and our lives, a 

celebration of God's working in our lives and in our church, a time of sharing concerns with 

each other, and a time of prayer concerning both needs and blessings.
20

 

Another vital area in this relationship is communication.  Brown states, "what is needed 

is a conscious commitment to communicate as openly as responsible Christian love allows.  

Open communication gives integrity to a relationship."
21

  One avenue of this communication 

can be seen in the open expression of appreciation.  Brown suggests that this can be done on 

three levels.  First, on a personal basis which can be casual.  Second, with public recognition and 

this only occasionally.  And third, through the provision of an adequate salary and benefit 

program.
22

   

A third level of communication is confrontational.  It is not only necessary, but it is also 

biblical.  Matthew 18 sets the standard for redeeming a brother and leading him back into 

righteousness.  It takes a great deal of faith as well as personal trust to be able to communicate at 

this level. 

An excellent way to preserve the relationships between staff members is to provide an 

opportunity for them to spend some time together in a retreat setting.  This type of atmosphere is 

conducive to creating a teamwork mentality because of the time spent in the planning, praying, 

and playing together.  According to Sheffield, a retreat has four definite advantages:  "getting 

away from the telephone and other interruptions, having more concentrated time for working, 

allowing more time for fellowship, and having adequate time to build relationships."
23
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Conclusion 

It is obvious that the three primary relationships among staff members are tightly woven 

together.  It is not possible for any one relationship to exist apart from the other two.  And any 

changes in those relationships will have an effect on the others.  It demonstrates the necessity of 

maintaining all three relationships to the utmost of our ability, as well as the need for education 

among churches today of the importance of maintaining those relationships. 
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