Read the following slides to prepare to lead your seminar.

1

This gives you an overview of what you need to lead your seminar. Check your
guidebook for the supplies you will need for this seminar.

2

Use this to schedule your time.

3

These are the instructions for leading the seminar.

4

Read the notes on pages 4 and 5 in the TeamWorks: Futurecasting Guidebook.

5

This is the list of the whole series of the TeamWorks Guidebooks. If you decide
to do the whole series, it is suggested you start with Spiritual Life of the Leader
and follow the series in the order listed.

6

Each TeamWorks Guidebook has these components. In addition, some also
include articles.

7

Use this as your first slide in the seminar.

8

One of the primary calls of the Christian life is to share the Word. Both in
Genesis 1:1 (In the beginning when God created the heavens and the earth)
and John 1:1-5, we see God’s hand in the midst of creation. And in both cases, it
was through the Word (let there be light) that new life was born.
As followers of Jesus in the 21st Century we are inheritors of all that has come
before us. The Bible, practices like prayer and worship, theology, and the way
we design ministry has been passed down to us from generation to generation.
In each generation, Christians have found a way to get the Word out.

9

The early Christians distinguished themselves from 1st Century Jewish practices
by adopting the use of the codex as a way to write and distribute the New
Testament. The codex was an early version of the book and was handwritten
and bound on one side. The greatest improvement was that readers could
easily find a passage to read by turning the pages versus having to search
through a scroll.

10

The singing of Hymns by congregations was an innovation introduced by John
and Charles Wesley. It was only the non-conformist groups like the Moravians
who participated in congregational singing. It was not deemed proper in the
Church of England. With the publishing of the Charleston Hymnbook in 1739,
the Methodist movement made congregational hymn singing a hallmark of their
faith. Through hymns Charles Wesley gave the Methodist movement a sung
theology that allowed Methodist beliefs and practices to be easily shared with
Methodist societies throughout England and the American colonies.

11

In the 1920s and 1940s church leaders turned to the airwaves to share the
Word. People like Aimee Semple McPherson, Archbishop Fulton John Sheen,
and the Rev. Ralph Sockman became national figures who influenced the way
people understood the Christian faith. Throughout the country local church
broadcast to their communities as a way to reach new people and stay in
connection with existing members.

12

These four points are essential for innovation.

13

Definition of innovation: When we invent something, we are creating something
brand new. This can be illustrated by talking about developing a new church
when we start with a fresh slate to create the new congregation.
Innovation is different. There is already something in place. For existing
churches, our history, location, buildings, and people are a given; they are the
existing environment in which we operate. Innovation introduces something new
into an existing environment.

14

One of the biggest problems when we gather to make decisions is what
happens when a new idea is presented. Typically one or more persons will take
on the role of the Devil’s Advocate and make a list of objections to explain this
will not work.
Share an example of when this happened to you or where you have seen this
happen.
Key point: When a Devil’s Advocate enters into the discussion, new ideas are
shut down, and people are unwilling to share in the future. As a result, the group
is not able to innovate or to improve its work.

15

Ask for four volunteers to come forward to read the script on “The New Idea” on
page 10. Give them a couple of minutes to read over their parts, and then have
them perform for the whole group.

16

The next two slides talk about the Role of Innovation Assessment.
Ask each person to take the Assessment. Show the next slide, and give the
directions as indicated. The Assessment focuses on the positive roles people
play when they react to a new idea that is shared in a group. Give people 10
minutes to take the Assessment .

17

Go over the steps with the group.
The goal is to help people discover new ways to work with new ideas.
Show the next slide with the Roles of Innovation filled out.

18

Show this slide as an example as to how to fill out the Assessment, and then ask
participants to fill out the Assessment on their own.
Give them 10 minutes to do so.
Put up the next slide as they fill it out.

19

Go over the steps with the group.
The goal is to help people discover new ways to work with new ideas.
Show the next slide with the Roles of Innovation filled out.

20

The next set of slides shows how the Roles of Innovation are grouped
together.
Key point: People are not born with these roles. Instead, these are roles
that we have learned over the years. Depending on the situation, a team
may need to use particular roles to move a project forward.
The first set is the Learning Roles. These are the roles we use to
discover the background of something, to uncover new truths, or to
connect our ideas to a broader spectrum of knowledge.

The Organizing Roles are the ones we use to get things done or to
unstick something that is stuck. These roles help to move the process
forward towards finishing a task or a project.

The Building Roles complete the process, and bring an idea to a
successful conclusion.

After completing the Roles of Innovation Assessment as individuals, ask teams
to compile their results. Groups should list each team member’s name next to
the #1 Role of Innovation that each person identified. Next, using the same
process, they should identify each member’s Occasional Roles (could use a
different color to differentiate Roles from Occasional Roles).
Now is the time for the teams to talk about the results of the Assessment. Invite
them to follow the instructions above as they share as a group.
Have them answer the questions that are on the next slide.

24

Share this example of how five different roles could be used on a worship team.
• The Set Designer sets the stage for worship.
• The Caregiver makes sure each person who comes to worship is
welcomed.
• The Storyteller connects all the dots of the worship experience by
preaching a message with a theme that is woven through all elements
of the service.
• The Experience Architect designs a worship experience that has flow
and movement.
• The Director works to get the best out of each person on the team.
Ask a couple of follow-up questions:
1. What does the Role of Innovation say about the way we put teams
together?
2. How many people does it take to have a strong team?
3. How could this impact the way a congregation offered worship?

25

Break into groups of four or five and have them fill out what roles are needed on
a leadership team. After they are finished, lead the group in a discussion.

26

Incremental change builds on current strengths to move forward. For example, if
someone is in good health, incremental improvement may be to lose five pounds
and walk five times a week instead of three.
Radical change needs to happen when the whole system is in danger. If a
person discovers he or she is a diabetic, that person will need to make radical
changes in his or her diet to stay alive.
Disruptive change happens when a culture adopts a new conceptual framework,
introduces a new technology, or creates a new process that changes everything.
9/11 is a good example of this.

27

Much of what we experience in electronic media is disruptive. Every few months,
a new device is brought to market that seems to change the whole way we do
things.
Disruptive technologies win when they make something easier to do, are less
expensive than a current product or service, provide portability, or tap an
underserved market.

28

In preparation, visit http://www.bl.uk/treasures/gutenberg/background.html to
learn about innovations that created the Gutenberg Bible.
In the 1470s, an Italian bishop explained that three printers working for three
months could produce three hundred copies of a book. He estimated that it
would have taken three scribes a lifetime each to complete the same number.
The Gutenberg Bible was disruptive because it suddenly made the Bible
available to a mass market whereas, before, only a select few (the church and
priests) had Bibles. Now people could read the Bible for themselves instead of
depending on the church to interpret it for them. Eventually, this led to the
Protestant Reformation. John and Charles Wesley made great use of the
printing press to spread their ideas and music. Sermons and hymns were
written, printed, and sent out to be used by Methodists in their society and class
meetings.

29

Publishing
• Books and newspapers were once the primary ways that people obtained
information.
• Today, electronic media challenges the supremacy of books and newspapers.
Publishers are trying to figure out a business model that includes both print
and electronic media.
Phones
• Talk about iPhones or similar devices and how people use them.

30

Break up into groups of three or four to talk about the changes that are affecting
their church and community.
Afterwards bring the group together to gather highlights of the discussion.

31

VAPàIT Introduction:
The VAPàIT tool is designed to move ideas to implementation by giving teams
a framework based on the innovation cycle of Values, Assets, and Process.

32

Talk about some unwritten customs at your church, perhaps ones that you
violated because you did not know the rules. For example, the first day I served
as a pastor in a new appointment, I turned off the red candle (it was electric) that
was over the altar. The next day I was in trouble with some long standing
members because I had turned off the Eternal Light.
Values are both written and unwritten, and they effect all our decisions and
practices. They can either support innovation or stop it in its tracks. The more
everyone knows and can articulate the values, the better chance you have to
introduce innovation into an existing environment.

33

The most important assets a church or any organization has are the gifts and
the talents of the people.
Key point: Growing congregations invest in equipping their people for ministry.

34

The more we are able to indentify how different aspects of a ministry are
interconnected and work together, the more effective the ministry will be. For
example, if you give Bibles to third graders, how is the gift connected to what the
third graders are doing in Sunday School, and how are parents, grandparents,
or other family members included? What are the third graders asked to do with
the Bibles at home? In church?
Or think about weddings. Do you just do a series of weddings throughout the
year, or is there a ministry process for weddings that happen in the church?
A wedding ministry process would include:
• Small Group experiences for couples who are preparing to get married during
a certain time of year
• A consultation with the wedding planner and pastor about the ceremony
• An invitation to join a small group with the same couples after the wedding
that focuses on celebrating the first year of marriage
• A celebration for the same couples in worship a year after their weddings
Everything we do in church is part of a process whether we know it or not. We
may have developed a great process for moving people out of the church once
they joined and not even know it!

35

Break into groups of three or four. Ask the groups to talk about the VAP of
cooking an egg. Give them ten minutes. Afterwards, invite some of them to
share.
Key point: The end result is greatly influenced by all three of these feeders of
innovation. If you just change one feeder of innovation, the whole thing changes.

36

Rather than talking about the vision and mission of the church, what really
matters is our values: the beliefs and spiritual practices that inform everything
we do. If our vision statement says we are “the friendly church” but visitors feel
unwelcome, then our values do not reflect our vision statement. It really should
say “The unfriendly church.”
The more a congregation understands its values, the better it will be able to
articulate its purpose, design its ministry, and welcome newcomers.

37

Share an example of values that are unwritten—customs or practices that you
have experienced.
Key point: Values drive our decisions and the way we act. Most of our values
come from personal experience and cultural norms which are so natural to us
that we don’t even think about them. Because they are second-nature to us, we
are surprised when we encounter someone whose values are different than our
own.
One of the greatest obstacles to spiritual growth and the ability of a congregation
to reach new people is an unwillingness to look at its current reality—to see
what is really going on in congregational life. When we do the hard work of
discovering core values, we are able to find out what is most important to us and
what really matters when it comes to our faith.

38

Ask the group to talk about these questions.
Give them about 10 minutes.

39

Continue the discussion pointing out that are many factors that influence the
choices we make.

40

Churches typically plan events and ministries based on the way the chairperson
decides to lead the group.

41

42

Here are the steps for introducing the VAPàIT Tool.
1. Use this slide to introduce the concept.
2. Have participants look at page 58 to see the VAPàIT before it has been filled
out.
3. Send participants back to p. 22 and proceed by giving them an example of
how a church used a VAPàIT to develop their Vacation Bible School
Program.

43

Key point: We start many things but do not take the time to evaluate what we
are doing. The VAPàIT will give you a process that goes from identifying a goal
to implementation to evaluation, which leads to improvement.
If we do not evaluate what we do, then we can not improve what we are doing.

44

Step 1: State the goal. The goal has to be measured in some way.
Time:

Goal is accomplished by a particular date.

$$$$:

Goal will cost so much or we will raise so much

Growth:

Increase in the number of people or percentage of participation.

Spirituality: Growth in a particular spiritual discipline.
Many times, these four measures are combined. Example: We will increase the
number of people who participate in our prayer ministry by 7% by March 1.
Example: Increase the number of visiting parents by 10 families the month
following VBS.

45

Step 2: For a goal to be successful, it must echo or further our values as a
church or organization. So after we state our goal, we ask “what do we believe?”
This will help us to think about why we are trying to do this and how the
accomplishment of this goal will support our values.
As churches go deeper into their lifecycles, they have many ministries or
activities they do out of obligation rather than passion. The reason they have lost
their passion is because the activity no longer connects with their values and
purpose as a congregation.
In this example, the team identified three values that will undergird this goal.

46

Step 3: Now we will look at what assets will be needed to make this goal a
success.
People:

Remember, a congregation’s most important asset is its people

Location:
The place where this will happen
Knowledge: What people already know about this kind of work because of
experiences from the past
Technology: Anything from computers, to lights, to plumbing are all technologies
that we can use
Networks: Who do we know has knowledge and other assets that we need?
Finances:

What is the financial support needed to accomplish this goal?

In this illustration, the team made a list of some of their assets. Notice how they
identified 25 existing families with elementary school children who are active in
their church as an asset.

47

Step 4: This where you as simply as possible state the process of transformation
you are hoping will happen with this goal.
In this example, the focus of the transformation is on the parents rather than on
the children.

48

Step 5: Now we begin the Initiation Stage, when we put our goals into action. In light of
all we talked about concerning Values, Assets, and Process, we restate the goal. More
than likely, a new goal will emerge that will better reflect our values and the reason why
we want to accomplish this goal.
Note: This is different than the Vision/Mission approach. In the Vision/Mission
approach, we spend time stating our Vision and our Mission. Once these are identified,
we decide what we are going to do. The VAPàIT does the opposite. It starts with a
goal and then infuses it with vision and mission as we talk about the Values, Assets,
and Process. The problem with the Vision/Mission approach is that by the time we
identify the Vision, we are worn out, and we don’t want to do anything about it! Instead,
we are going to start with a goal and, through the VAPàIT, discover what is really
important to us as a team or a congregation.
In this example, the goal is enhanced when it connects the goal to the team’s focus on
helping the families grow in faith and giving them opportunities to connect with the
church.
Ask the group a couple of questions:
1. Are the steps clear? Any questions about the VAPàIT so far?
2. What is the importance of restating the goal?
3. What implications does this have for the way you set goals?

49

After restating the goal, we will identify our strategies. Usually we do not want
more than five. If we have more than five, we probably need to break down the
goal into smaller parts.
For each strategy, we want to include a Measurement, identify Who is
responsible, and establish the Time when each strategy is to be accomplished.
For example, you may have a goal to start a new ministry in September, but in
order to accomplish it, you need to finish one of the strategies by July.
Use the example to talk about the different strategies they identified.
Ask the group: why do they think it is important for each strategy to have a
Measurement, to know Who is responsible, and the Time when it is to be done?

50

Wrap up this section by reading through the strategies.
Ask the group how these strategies will support the accomplishment of the goal.

51

Step 6 is Test: Now that the goal has been accomplished (in this case the VBS
was held and the follow-up activities were implemented), take time to evaluate.
Key point: If you don’t evaluate, you cannot innovate and improve!
1. Did you meet your goal? Answer the question with the data you have.
2. Review each strategy by asking the questions above.
Rather than evaluating the goal, we are going to look at the strategies.

52

Normally, we give a person or a group of people responsibility for a specific goal
(take 20 youth on a summer mission project) and then after the goal is
accomplished, we ask how it went. If 10 youth participated instead of 20, who do
we blame? Usually the person or the group who was responsible. This approach
is ineffective because we do not know the strategies for accomplishing the goal.
Instead of evaluating the person or the team, using the VAPàIT, we evaluate the
strategies that we all agreed upon at the beginning.
If John (Strategy 1 in the VBS example) developed the postcard and mailed
5,000 of them by the date that was agreed upon, but no one showed up as a
result of the postcard, who is to blame? The problem was a bad strategy. John
did not mess up. Now, if John did not mail the card on time, then he is
responsible for not doing his job.
The advantage of this process is that we take blame out of the system and can
focus on improving the strategies we wish to implement and in turn have a better
chance at success. In this process, failure is not bad; it gives us more
information on which to build for the next time.

53

This is a continuation of the questions that are to be asked with each strategy.

54

The final step is to use the evaluation chart to look at each strategy.
If the church decided to do this goal or project again in the future, this will give them a
foundation on which to improve. Notice that its okay to delete a strategy if it does not
work. This will make room for another strategy to try next time.

55

Have the group work on a VAPàIT on something you are already doing so they
can try it out. The VAPàIT will also be used as a follow-up to the TeamWorks
Church Assessment.

56

Go over the assignments with the group. If you are doing a one day experience,
give people a 15 minutes break or provide a meal.

57

These are the other guidebooks in the series.

58

