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Welcome to the Blueprint Svession! 

This is your Pre-Coaching Guidebook. Please read this guidebook in it’s en-
tirety. It’s important that you understand “The Building Process” before you 
start the assessments.  If you haven’t been contacted by a coach yet to set up 
your Blueprint Session, you will be hearing from him soon.
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Part 1:
Understanding The Process
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An Introduction
What You Want
You are a worship leader who has gotten past (or was never tempted in the first 
place) by the “prestige” of upfront leadership. You know that building a strong 
worship ministry is WAY more than what happens on the platform on Sunday 
morning.

You want… 

•	 Your church to experience the presence of God through gathered (cor-
porate) worship on a regular basis.

•	 A team that can help lead people there.

•	 Team members and congregation that has both a proper understanding 
of biblical worship and healthy expression of it.

•	 To not feel enslaved to the grind and "weekly-ness" of worship ministry.

•	 Time to devote to growing a team of musicians, leaders and techs AND 
have time to pursue other related passions (mentoring, songwriting, re-
cording, arranging, etc.)

But there are so many barriers to developing this kind of ministry:

You’ve got scheduling headaches. There are either not enough musicians or 
not enough good musicians. And once your schedule is made, there’s always 
someone calling-off or no-showing. Which is connected to another challenge 
area.

You’ve got some really committed, on-fire people on your team. But then there 
are those who are not committed.  They show up late and unprepared. They 
don’t value practice and rehearsal. As a result, your church's music is at a far 
lower quality than it should be. 
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Along with the music and commitment issues, you’re probably dealing atti-
tudes of entitlement and self-centeredness. You have players that think they 
deserve to play on the team and don’t want others to take their place. And 
some don’t practice because they don’t think they need to.

Besides your frustrations with you team, you’re probably dealing with a con-
gregation who doesn’t seem like they participate in worship. They don’t sing 
out; it just seems like they stare at screen and mouth the words.

In reality, you can’t blame them, because when you look at a number of your 
team on the platform, they look just as unengaged. I call them stand zombies.

There might be times you ask: “Why am I pouring my heart and soul into plan-
ning, scheduling, leading if this is what I’m getting?”

The Weekly Grind of “Here Comes Sunday"
To make it even more frustrating, you have to get up do this week after week 
after week. You probably count it a blessing and privilege to lead your church. 
But if you were honest, the weekly grind of putting together set lists, leading 
rehearsals, scheduling musicians, getting charts distributed and dealing with 
all these other frustrations can wear on you.

All these people and administrative issues take time and emotional energy. 
And you often don’t have time to do the things you really feel called to and 
passionate about. Maybe for you that’s mentoring musicians, or writing music, 
or jamming with unsaved musicians, or arranging and recording. Whatever it 
is, the urgency of Sunday is taking that.

Sometimes it might feel like if you were to leave your church, the only thing 
that left behind would be a stack of Sunday set lists.
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In times of those frustrations you might ask, “Am I building anything that will 
last beyond me?” 

Hope
Now, I may have just painted a picture that’s far worse than your situation. Or 
you might be thinking, “Do these dudes have a hidden camera in my choir 
loft?!” We don’t. We’ve just been there…a few times.

But there is hope. You’re a good leader with a heart to grow your worship min-
istry. Why else would you be doing this Blueprint Session? We are excited to 
journey with you through this process of discovering, clarifying, and action-
planning.

To prepare for your upcoming coaching session, please read the rest of this 
pre-coaching guide. It’s important that you understand the Blueprint Process. 
Remember, the Blueprint itself won’t change anything on your team. But it will 
help you draw the roadmap to lasting, healthy change. 

After reading this Pre-Coaching Guide, please complete each of the assess-
ments. They contain instructions on how to submit those to your coach. 

Let’s dive into the process…
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Here’s the process summed up:

Grow an  
Engaged Team

Built on  
Effective Systems

Multiplied by  
Equipped Leadership
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Grow an Engaged Team
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Grow An Engaged Team
We’re going to answer two questions. First, what does 
it mean to have an engaged team? And then, how to do 
you grow one?

The word engage is rich. In various forms, it can be a noun, 
a verb or an adjective. Between those different forms, the 

dictionary has upwards of fifteen different definitions. So as 
we’re describing what an “engaged team” looks like, we’ll be pulling 

from those definitions and various forms of the word.

There needs to be seven areas of healthy, productive engagement. The first, and 
most important area of engagement is with God.

1. Engaged With God
At the heart of what we worshp leaders are about is this: Leading people to wor-
ship God, through Christ, in the power of the Holy Spirit. 

We can draw from two definitions of engage here to clarify this:

To occupy oneself; become involved. 

When we occupy ourselves with Christ, we begin to have another form of en-
gaging.

To attract and hold fast.

It is truly God who engages us. We simply need to trust James 4:8, “Come close 
to God, and God will come close to you.” The more we do this, the less our 
hearts are “divided between God and the world.”

If your team members don’t have a growing relationship with God, then all 
the other levels of engagement are in vain. You can build a “healthy looking” 
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worship ministry by concentrating on those other levels. And we believe God 
will still work through that team to bless and encourage people to worship 
him. (Though different, the principles of Philippians 1:18 apply here.) But how 
much more could a team accomplish if they are truly seeking to engage them-
selves with God, and be engaged by Him.

The second area of engagement is how your team members engage with their 
leaders.

2. Engaged With Leaders
Leadership is the core of great teams. There are a couple of definitions of en-
gagement here. The first is this:

To bind, as by pledge, promise, contract, or oath.

There’s a promise (spoken or unspoken) that each of us make when we join a 
team. We are committing to that team’s leadership. Romans 13 and Hebrews 
13 both give us instructions on following those leaders above us:

The first part of Romans 13 tells us that all authority comes from God. He has 
delegated it. 

Romans 13:1 (NLT): Everyone must submit to governing authorities. For 
all authority comes from God, and those in positions of authority have been 
placed there by God. 

And the follow-up instruction in Hebrews is focused specifically on spiritual 
leaders.

Hebrews 13:17 (NLT): Obey your spiritual leaders, and do what they say. 
Their work is to watch over your souls, and they are accountable to God. Give 
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them reason to do this with joy and not with sorrow. That would certainly not 
be for your benefit. 

As a worship leader, director, or pastor, you certainly fall into this role of au-
thority. But remember, we are called to lead like Jesus: with strength from the 
authority that we’ve been given, AND also serving them humbly and with 
compassionate love.

There’s another form of engage that is at play here for the leader and the team 
member, and that’s this:

To enter into conflict with.

Whoa, wait, we just looked at following and submitting to leaders, now we’re 
talking about fighting? 

Yes. 

Healthy teams embrace conflict. We as leaders need to foster healthy, ideologi-
cal conflict. That is, conflict based on ideas and concepts, not tearing down 
another person’s character. 

We’re going to have conflict. There’s no escaping that. We have imperfect team 
members, so we’re going to need to confront issues with them. And we’re im-
perfect—our team members will need to confront us. So we all need to learn 
to engage in healthy conflict.

Not only do our team members need to have healthy engagement with their 
leaders, but they need to have healthy engagement with their teammates. That’s 
the next area of engagement. 
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3. Engaged With Other Team Members    
A healthy team is comprised of people who engage with each other. And they 
do that a few ways. We just talked about one way:

To enter into conflict with.

Healthy conflict isn’t just important between the team member and the leader, 
but also between team members. So we need to teach them and model healthy 
ideological conflict.

Another way team members engage with each other is:

To attract or please.

Not everyone on a worship team is going to be BFFs with each other. But a 
team has to have chemistry. If a team member is toxic in some way, whether 
by her attitude or actions, the chemistry and engagement level of the team falls 
apart. I (Jon) had a team member once who completely changed the feel of re-
hearsals because of his attitude. He was a wet blanket thrown over a team that 
normally had a blast at rehearsal. 

Yet a third definition of engagement that we LOVE when it comes to teams is 
this:

To become interlocked. 

It’s a mechanical term, but it’s a great picture for a team. Just like the different 
gears of a machine working together perfectly to create power, team members 
do the same.

Each person is different, bringing different skills, gifts, and personality types 
into the mix. But when they work together, they produce something greater 
than the sum of the parts. 
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The next area of engagement takes into account that our team members aren’t 
just followers, but they themselves are leaders. And so they need to engage 
with whom they’re leading: the congregation.

4. Engaged With the Congregation
The worship team has a two-fold ministry: we are to minister to God and 
people. We minister and serve God through worshiping him. Through that 
worship, we model worship for the gathered assembly of believers. But our ser-
vice to the congregation doesn’t end there. We aren’t just playing the worship 
equivalent of Simon Says. We actively can engage the congregation to help lead 
them, which invokes this definition:

To occupy the attention of.

Consider what Joel Houston said in an interview: 

“It’s a paradox: here we are on a platform, in front of all these people, 
our job is to draw attention to ourselves in order to draw attention 
away from ourselves.” (July/August 2015 Issue of WLM, p. 35) 

In order to help people enter into worshiping of God, there is an element of 
active leadership. To do that, we need to engage the congregation verbally, 
musically, and visually.

Will a stoic, statue-like singer encourage others into whole-hearted worship? 
Will a sober-faced band member with his head buried in music stand invite 
people to celebrate? Great worship team members love and serve the congre-
gation by confidently engaging them during worship.

The next area of engagement is going to sound pretty similar to this one, but it’s 
different. It’s all about how your team member engage with the church.
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5. Engaged With the Church
We don’t want our team members to view their service on the worship team 
as a “gig.” They need to be committed to the vision and ministry of the church.

The two definitions of engaged that fit best here are these:

To bind, as by pledge, promise, contract, or oath.

To become interlocked. 

A team member should have both a covenant type commitment to the local 
church AND have a sense of being part of it—intertwined with other believers 
of your local body. 

A great way to determine this commitment is this: would this team member be 
a part of this church even if he or she wasn’t a part of the worship ministry? 

So what does “engaged with the church” look like? It means they are “all in.” 
This is their church home, and they are connected with it and appropriately 
submitted to the authority of the leadership. 

It doesn’t mean that they will never disagree with leadership or church policy. 
But it does mean that they won’t use that disagreement to stir up dissension 
and disuntiy. 

Any disagreements with the church leadership should be handle appropriately 
in the spirit of Matthew 18.

So what are some indicators that your team membres are engaged with your 
church?

•	 Do they serve anywhere else besides the worship ministry. Is so, why not?

Now, this isn’t possible for some people with their jobs or the stage of life 
(young children, etc.). But a great indicator of connection is commitment 
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to other areas of the church besides the worship team.

•	 Are they a member, or working to become a member of your church? If 
so, why not?

Your church may not have formal membership. But what is it in your 
church that indicates someone is “all in”?

•	 Are they an active part of a small group or some other discipling relation-
ship within your church? If so, why not? 

Being a fully engaged worship team member also means being a fully com-
mited part of the local church. 

At this point, all of the ways team members “engage” were with others—God, 
leaders, other team members and the congregation. But there are two more 
ways that we see healthy team members engaging.

6. With the Music
Music is our medium. It’s our tool to both worship God and help others to 
worship God. 

There are a few definitions that help us grasp the idea of engagement with the 
music.

To occupy oneself; become involved. 

I’m (Jon) a complete dolt when it comes to doing most anything mechanical or 
carpentry related. So when I pick up a power tool, I’m timid and clumsy. A cir-
cular saw in my hand is not natural (nor is it safe for me and anyone nearby). 

But if you watch a gifted carpenter pick up that same saw, it’s like watching a 
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professional quarterback drop back for a pass, or an Olympic swimmer make 
her flip turns. It’s a natural extension of that person. Why? Because the carpen-
ter has occupied himself with that tool over and over.

As musicians (and worship techs), we need to have a level of skill with our 
instruments that allows us to engage in it effortlessly. That will enable us to 
worship, and lead worship, more freely.

Another definition of engage that’s in play here is this:

To attract and hold fast.

As musicians, there is a real sense that the music engages us. We are attracted 
to it and held by it. You can tell the difference between a person executing the 
mechanics of a song correctly and a musician who’s in the music. There’s a feel 
and an emotional connection. And it’s those musicians who evoke emotional 
response in their listeners.

Don’t get me wrong, leading worship isn’t about eliciting emotional response 
from the congregation. But good music evokes emotion. And worshiping God 
is something to be with our heart, soul, mind and strength. And emotions are 
wrapped up in there somewhere between our heart, soul and minds.

Yes, we want to avoid being so caught up in the music that we lose sight of the 
Object and Subject of our worship. But a mechanical or clumsy or unfeeling 
execution of a song is equally detrimental to worship.

The final way team members engage is this:

7. With the Process
What do I mean by that? Every great team has systems and processes to make 
it efficient and effective. An NFL team will never see the Super Bowl without its 
team members committing fully to a system of practices, workouts and plays.
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A system is simply the way your or your organization’s way to get things done. 
A worship team has dozens of systems: scheduling, music planning, chart & 
mp3 distribution, communication, rehearsals, new musician qualification, etc.. 

We’ll be talking more about why we need to build healthy and effective systems 
in the next section. But what we need to understand now is that a system is 
only as good as people’s commitment to it. Which brings us to these two defi-
nitions of engage:

To assume an obligation

As part of the condition of being on the team, each member has an obligation 
to the systems that make the team effective. For instance, my (Jon’s) team is re-
quired to confirm their scheduled times in our worship planning application. 
That same commitment requires them to find their own replacement if they 
cannot make a scheduled time (and didn’t block out their dates ahead of time). 

This creates an effective system that helps the team member own the schedul-
ing process (and keeps me from chasing down substitutes and scrambling to 
cover last-minute call-offs).

There’s another definition of engagement at work here with systems:

To become interlocked.

Healthy, intentional and productive systems help to interlock team members. 
The above mentioned system of scheduling requires team members to depend 
on each other, rather than let everything default to the leader. 

Here’s another example of team members engaging with a system. If your team 
members buy into a “system of preparation” that encourages personal practice 
and effective rehearsals, then that system is a tool for helping team members 
engage with one another, their leaders and the congregation.



20

Assessing The Engagement Level Of Your Team
A healthy worship team requires engagement on so many levels. The 77-Point 
Discovery Tool that you’ll be completing will ask you several questions about 
the engagement level of your team members on these seven levels. 

Before you begin the Discovery Tool, take some time to consider how engaged 
your team is in each area: 

Engaged with God

Engaged with leaders

Engaged with other team members

Engaged with the congregation

Engaged with the music

Engaged with the systems

In what ways could you challenge them to a deeper level of engagement? 

What are ways that you as a leader need to be more intentional in helping them 
engage?

You will find the link to the 77-Point Discovery Tool in The Blueprint Assesss-
ment Section.
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Built on Effective Systems
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 Think about all the reasons you were drawn to worship 
ministry:

•	 leading God’s people in worship

•	 creating worship experiences

•	  a love of music and singing

•	  a heart to mentor and develop musicians

•	  writing and recording worship songs

•	  arranging music

•	  shepherding and praying for your team

And the list could go on.

Now, think about all the things connected with the ministry that compete for 
your time:

•	  scheduling musicians

•	  getting charts ready

•	  dealing with uncommitted musicians

•	  covering no-shows and last minute call-offs

•	  getting ready for rehearsals

•	  making sure the platform is ready for sunday

•	  planning services

Built On Effective Systems
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•	  keeping up with new music

•	  managing all your charts and mp3s

•	  sending emails, and then chasing the replies

•	  scheduling special training and team building events

Your list might contain all those and them some more. 

Let’s face it, sometimes we end up spending 80% - 90% our time on the stuff we 
don’t necessarily hate, but we don’t love. And we barely get to do what drew us 
to the ministry in the first place.

A big part of what drives this is the nature of the beast. And the beast is this: 
we run a weekly operation. Every Sunday, everything starts over. It’s like Andy 
Stanley says, 

“Here comes Sunday, here comes Sunday, here comes Sunday.”

Sunday can be a tyrant. Like I (Jon) mentioned in the introduction, we often 
feel like a slave to it. 

I got to the point at my last church where I felt like I was a slave to Sunday. And 
I really thought that, when I left, all I would leave behind was a stack of Sunday 
setlists. And that’s it.

I had always dreamed of building a ministry that would last far beyond me. 
But I knew that things would fall apart with out me, and the next person would 
have to come in and rebuild from the ground up. So I decided I had to change 
some things.

I discovered something that could let me get things done well for Sunday, but 
still have time to grow the ministry. What I discovered is systems.
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Systems
It doesn’t sound very glamorous or sexy or at all fun. But effective systems are 
crucial to doing the work of ministry. So, before we go any further with this 
Blueprint Session, it’s important that we’re on the same page about what sys-
tems are, why they matter, what systems we need in worship ministry.

So let’s start here: 

What Are Systems?
Systems are your (or your organization’s) process for getting things done. You 
already have a system for everything. It just might not be effective, or even 
intentional. And for a lot of us, we inherited a bunch of systems when we took 
on leadership of our team.

When I (Jon) first heard about the concepts of systems, I thought one of two 
things, depending on the day:

1. Systems are confining and boring and stuffy and I’m an “artist.” I can-
not be confined like that.

Or if I was feeling super-spiritual:

2. I’d condemn this systems talk as a way of not trusting in the Holy Spirit 
to guide and lead.

But I learned two things to the contrary:

First, I had systems for everything I did. 

The way I planned worship, the way I scheduled musicians, the way I brought 
on new team members—all systems. Now, those systems were haphazard and 
unintentional at best. At their worst, they were downright counterproductive 
to what I was trying to accomplish.
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The second thing I learned is this: God is a God of systems.

Think about creation: right now we hurling through a solar system. There are 
planets and moons and comets and cupid—wait, that’s a reindeer—and as-
troids all revolving around a ball of fiery gas. 

And we’re smack in the middle of that cosmic dance: not so close to the sun 
that we burn up, and not so far away that we freeze. God’s got a pretty solid 
system of gravitational attraction and laws of motion built into that system.

And look you: you have a central nervous system that allows you to yank your 
hand away from a hot pan before you even consciously think about it. And this 
same system allows you to consciously cradle a newborn with the same hands 
and arms that can wield a sledge hammer to tear down a brick wall.

And if you’re in the kind of shape I’m in (or out of, actually), as you’re tearing 
down that brick wall you’ll be acutely aware of your respiratory system. 

So we see God’s propensity for systems in creation. But we also see it in orga-
nizational life, too. 

In Exodus 18, Jethro is the first organizational consultant who helps his son-
in-law, Moses, create a system of delegated leadership. 

We see it again in Acts 6. The apostles appoint the seven deacons to take care 
of people so they could stay focused on the ministry of the Word. 

We also see that Paul lays out the basic components of a leadership system to 
build the church in Ephesians 4. Jesus gives us interdependent leadership gifts 
that work together to build up the people to do the work of ministry.

And through all this I learned something really crucial that you need to grasp: 
The systems you have in place right now are perfectly suited to get what you’re 
getting right now. 
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We’ll talk more about that in a moment. But first, here’s why systems are so 
important.

Why Systems Are Important
Systems create behaviors. Vision statements don’t create behavior. Written 
rules don’t create behavior. I (Jon) had a rule that you couldn’t play on Sunday 
if you couldn’t make rehearsal. It was a pointless rule. People would make all 
kinds of excuses to miss rehearsal.

I had a young bass player who was constantly making excuses for not coming 
to rehearsal. Finally, I decided to actually implement a system that sidelined 
him that Sunday, regardless of the consequences for the team. 

He was our only option for a bass player that week. Did it stink without a bass? 
Yeah. But that bass player started taking that “rule” more seriously.

Another important thing I learned is this: every people problem can be traced 
to a system problem.

If you’ve got a goober on your team who shows up late, messes around during 
rehearsal, and makes life miserable for the rest of your team, that’s a people 
problem. BUT there’s a system problem behind that people problem.

There was a defective system that let that guy on the team in the first place. 
And currently there’s a broken system that’s letting him continue showing up 
late, mess around during rehearsal, and drive the rest of your team nuts. It’s a 
system of non-confrontation and no accountability to expectations.

So that’s what systems are, and that’s why they matter. So let’s look specifically 
at systems in your worship ministry

Worship Ministry Systems
We won’t go into every possible system in your worship ministry. As we touch 
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on the “big ones”, you’ll start to see other systems at work in your ministry as 
well.

Communication

How you communicate with your team is a system. When I (Jon) first came to 
my current church, there was a system of spoon-feeding the team members. 
Each month they’d get mailed the schedule, the packet of music and a CD. 
Then they’d get multiple emails leading up to the rehearsals and Sunday ser-
vices they were scheduled for. And then we had this automated calling service 
that called to remind them of their schedule.

And what did they do? They tuned-out at least half of the communications, if 
not more. Why? Because we had a system that almost begged them to ignore 
the myriad of messages. They were adults, and they were being treated like 
children. 

It was bad system.

But changing that system was a major undertaking. Each person connected 
with a different part of the communication process. Some liked the mailed 
schedule; they’d put it on their fridge. Some liked the email. Others never 
checked their email. And some just relied on the automated phone call.

As we streamlined our communication system and got it under control, even-
tually everyone complied with it. Especially once they realized we weren’t go-
ing back to the spoon-feeding.

Scheduling

Another major system on for your ministry is scheduling.

Do you chase people down to see if they can play, or do you have a system that 
makes them come to you with their availability before you make the schedule? 
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Remember, a system can make either of those two behaviors happen. What 
system would you rather have? 

I (Jon) chased people for so long, I finally developed a system that required 
them to block out their dates two months ahead. If they didn’t and I scheduled 
them for a week they were unavailable, they had to find their own replacement.

Is my system perfect? Noooo. But it’s a whole lot better than it used to be.

Qualification

Another primary ministry system is how you qualify new team members. My 
qualification system used to be what I now refer to as a “Four Chord Pulse 
Check.” That is, if they could play four chords on the guitar and had a pulse, 
they were on the team.

I learned that’s a great system for getting goobers and idiots who are really 
hard to get off the team later.

Music Planning

Music planning is another system. Early in my ministry, I used wait till a few 
hours before rehearsal to plan worship for that Sunday. That was a system. But 
it was a system that guaranteed that no one would practice or show up pre-
pared before rehearsal.

Other Systems

So you there are a ton more systems in your ministry:

•	 How you develop and evaluate your team members.

•	 How you meet with and interact with the senior pastor to plan out wor-
ship.

•	 How you run rehearsal.
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•	 How you run sound-check.

•	 How you develop leaders.

All of these areas and more can be improved and made more effective and ef-
ficient by putting an intentional system into place.

And that’s what has helped me to develop a ministry that will last beyond me. 
I’m not there yet. But am at a place where I can reduce my hours significantly 
because of the systems and leaders we've developed at Heartland.

And so as you look at your ministry, putting systems into place will take time 
and work, but it’s an investment. Eventually, you’ll have more time and energy 
for writing songs, mentoring musicians, planning worship experiences, pray-
ing for your team members, or whatever else drew you into worship ministry.

The 77-Point Discovery Tool that you’ll be completing will ask you several 
questions about your ministry systems. 

Before you begin the Discovery Tool, you may want to spend some time think-
ing about each of area of your ministry. And for each area, ask these questions:

•	 What do I not like right now about my ministry right now and what do I 
want it to look like?

•	 What is the current system in this part of my ministry?

•	 What part of the current system is producing what I don’t like?

•	 What do I need to change in the system to make it produce what I want 
it to?

And then with each area of ministry, ask:

•	 What can only I do?

•	 Who can assist me with this now, and take it over later? (Remember the 
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80% rule: if someone can do something 80% as good as you, let them.)

•	 What’s success for this system and how do I measure it?

And a couple words of caution, by the way, as you start to look at all your min-
istry systems. 

1. Don’t get overwhelmed. 

2. Don’t try to overhaul every aspect of your ministry at once. 

Pick one area at a time and develop a system or set of systems that get the de-
sired results. As you get that up and running, move on and tackle another area. 
If you try to do it all at once, you’ll frustrate yourself, your team members and 
end up with a bunch of unfinished projects.

And that’s one of the things that you’ll be doing in this Blueprint Coaching 
Session. You’ll be able to determine what systems you can leave “status quo” 
and what systems need immediate attention.

You will find the link to the 77-Point Discovery Tool in The Blueprint Assesss-
ment Section.
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Multiplied by  
Equipped Leadership
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Multiplied by 
Equipped Leadership

I (Jon) was a youth ministry major at a small Bible college 
in the 90s. 

If you are a below average student and still want to graduate 
college with honors, major in youth ministry at a small Bible college in the 90s. 

Besides all the fun and games that youth ministry was—and it was fun—one 
of the things that I took away from my youth ministry training was the value 
of a leadership team. 

Once I became a youth pastor, I quickly realized that my ability to dream up 
awesome events and experiences for the kids was completely upstaged by my 
raging inability to execute the details of those events. 

To give you an idea of what that looks like: I took my youth group camping and 
forgot to bring any cooking utensils.

It didn’t take long to learn that I needed to apply what I learned in my youth 
ministry classes about developing a leadership team. I needed a team of lead-
ers around me who could cover my weak areas. 

For some reason, when I transitioned to being a vocational worship leader, I 
didn’t realize that I needed the same thing. So for years I tried to be everything 
in the ministry.

Finally, several years back I realized that there are six crucial leadership roles 
in a healthy worship ministry, and I was only proficient at a two, maybe three. 
So that meant I was average, or just plain lousy, at the other leadership roles. 
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And that’s OK. As we talk about the multiple leadership roles that your team 
needs, it’s not about making you work harder and be “more” to more people. 
This is really about figuring out how to do less and do it better.

These roles that we’ll be talking about, essentially, are the building blocks for a 
leadership team that you can build. 

To frame these  leadership roles, I’ve divided them into 3 categories - Leading 
In, Leading Out and Leading Beyond.

Let’s look first at Leading In. 

Leading IN
Leading In is all about the internal development of and care for your team 
members, as well as the internal structures and systems that make support the 
ministry. There are two leadership roles that Lead In.

Team Shepherd

The first leader is the Team Shepherd. This is the leader who cares for and 
nurtures your team members. Someone who naturally excels at this is highly 
relational personal. If you understand the DISC Profile Assessment, the Team 
Shepherd is probably a High S. His or her spiritual gift mix would most likely 
include Mercy.

Can I (Jon) tell you how incredibly awful I am at this leadership role? 

At one point, I had a team member who frequently came in either in tears or 
close to tears. My first inclination was this: “Don’t look at her and then I won’t 
have to ask her what’s wrong.” 

(I know, I’m the very worst pastor.) 

My counseling skills pretty much amount to, “just get over it.” That makes for 
a lousy team shepherd.
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There are times, however, that I have to intentionally move into this role. And I 
can do it, but it’s emotionally draining. So this is obviously one area that I need 
others who are more relationally gifted than me.

(On the other hand, Jerimae is incredibly gifted in this area. In fact, I’ll prob-
ably never introduce him to my worship team, because then they will realize 
what they’re missing.)

Administrative Leader

Another area of Leading In is administration. We call this leader the Adminis-
trative Leader. This is really the person overseeing the systems.

We talked about effective systems in the previous section, so now let’s talk 
about the leadership role that oversees them. But first, it’s fair to ask this: “Isn’t 
overseeing the systems just an administrative assistant? Is this really a leadership 
position?” 

If all we were looking at is the actual administrative work, then yes, this could 
be considered an administrative assistant role. But these systems need more 
than just someone to maintain them. A good leader knows that effective sys-
tems are required to have a great team. So while these systems might be main-
tained by assistant-level volunteer or staff, they require a true leader to put 
them into place and to make sure they are yielding the results that they’re sup-
pose to be yielding. 

As an Administrative Leader, one of the most important things I can do for my 
team is look at every facet of the ministry and ask, “Is this process or system 
producing what we want it to produce?” If the answer is “no” or “somewhat”, 
we have work to do to make the system better.

So the Team Shepherd and the Administrative Leader help you lead IN.

Now let’s focus on the OUT leadership. 



35

Leading OUT
Leading Out is focused on engaging the congregation and leading them in 
worship. The three leadership roles for this are the Congregational Leader, the 
Musical Director and the Service Planner (or Worship Designer). Let’s look at 
each of those.

Congregational Leader

We often think of the main upfront role as “the worship leader.” But so often, 
the term “worship leader” has a lot of baggage. It’s been used as a catchall for 
many of these leadership roles, so we want to be more specific with this one. 
So we decided on the term Congregation Leader. 

I know, Congregational Leader sounds a little stuffy, but it more specifical-
ly describes what this person does. He or she is the upfront person leading 
the songs, engaging the congregation and modeling worship—the “lead” lead 
worshiper, so to speak.

(A note: We’re not advocating a change to what we call worship leaders. It’s 
only in this context of role distinction that we would use this term Congrega-
tional Leader.)

I am not going to try to pinpoint a DISC profile or spiritual gift mix for this 
person, because they can be so varied. Often we think of upfront worship lead-
ers as extroverted and charismatic (in the personality sense, not necessarily 
in the theological sense). But a lot of great worship leaders are introverts and 
would not be overly demonstrative on the platform.

I believe different personalities and gift mixes will lead accordingly. If a person 
is gregarious and extroverted, they’ll use that to engage people. If a person 
has the gift of hospitality and is more relational, they’re going to use that to 
encourage people to worship.
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The point of this leadership role is to be the main connection with the congre-
gation during gathered worship.

Musical Director

The Musical Director is the person who leads the band and sometimes the 
BGVs. They are usually an instrumentalist and have the ability to not only to 
know their own part, but can grasp the whole picture. They know the flow of 
the set, they know the segues, they know the dynamics of the song, and they 
know how to direct the band to execute those dynamics and segues.

Their primary objective is to make it easy for the worship leader, or in this case, 
the congregational leader, to lead worship.

Now for me (Jon), this is one of my stronger areas of leadership. I enjoy lead-
ing a band and seeing the big picture of the set and the service. The problem 
comes for me when I have to play both this role AND the role of congrega-
tional leader—the upfront guy. If I have a great band behind me, no worries. 
I’ll lead upfront pretty well.

But if I’m working at holding together my band AND engaging the congrega-
tion, I tend struggle with the upfront leadership. This is one of the most im-
portant areas for worship leaders to figure out. Too many worship leaders are 
trying to do both every Sunday. Either the caliber of the music or the engage-
ment with the congregation is suffering—sometimes both. 

It’s understandable if you’re in a situation that requires you to do both. Occa-
sionally, I find that the schedule dictates that I have to do both. So I look for 
ways to give some of my upfront leadership away to the other scheduled vocal-
ists, and I also try to keep things as simple as possible.

So be truthful with yourself on these two roles and admit that you probably 
can’t do both simultaneously well. If you’re leading up front, have a band leader 
or musical director. Or at least someone assisting you in the band. If you’re bet-
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ter at the Musical Director role, start developing other Congregational Lead-
ers.  

The next OUT leader is far less public as person, but their leadership is expe-
rienced by everyone.

Service Planner (or Worship Designer)

Now the Service Planner is just that. The person planning the service. In some 
cases, they will plan the entire service and the pastor just plugs in his message. 
Other times, the service order is somewhat set and the Service Planner is sim-
ply planning the worship sets. 

I like to call this person the Worship Designer. Some call them the Program 
Director. It doesn’t matter what you call them. It just matters that you have a 
gifted and equipped leader in this role. 

A person gifted in this role has the ability to create a flow and feel to the ser-
vice. They have a sense, an intuition even, for how to create moments in the 
service. They are also cognizant of theme. Whether they are planning a mono-
thematic service, or they’re journeying us through various themes, they know 
how to do it.

Someone who’s really gifted at this role would probably rather NOT lead wor-
ship than have to lead someone else’s poorly planned set of worship.

Leading Beyond
Leading BEYOND is about leading the leaders, the team and congregation into 
the preferred future. Ideally, the ministry is moving towards shared leader-
ship and the multiplication of leaders and team members. And hopefully the 
church is being moved forward to a deeper understanding and practice of bib-
lical worship.
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The leadership role guiding your ministry to the preferred future is the Vision-
ary Leader.

Visionary Leader

This is the leader who is taking the team into the future, who’s dreaming and 
praying about what’s next, who’s casting vision, and who’s driving everyone 
else bonkers.

Future-oriented people can be maddening sometimes. They need others 
around them to help keep them grounded in the here and now so the preferred 
future has a chance of being built.

But your leadership team needs the future-oriented leader. Often times, the 
main leader of the worship ministry isn’t very visionary. They just don’t natu-
rally think to the future and dream about what could be.

If that’s you, don’t freak out that you’re not the right leader for the team. You 
might not be a big picture person, but there’s someone in your ministry who is. 

So as the leader of your worship ministry, you need to bring people around 
you who can help you create both a picture of a preferred future AND a plan 
to get there. And then you lead the team there with their help.  

How They All Work Together
There’s a balance required to these roles. When your ministry is smaller (or in 
disrepair and in need of a rebuild), you need to work hard in each leadership 
role. But the longer you’re leading in your ministry, the more you need to turn 
these leadership roles over to someone else. That is, if you want to see the min-
istry grow and outlast you.  

In a smaller worship team, or in a rebuild phase, if you fail to work in any one 
of these six roles, the team suffers. But as you continue to move forward, you 
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will stymie potential growth the longer you are the primary leader for each 
role. 

Now, the goal here isn’t to have a tidy leadership team of six people, each ful-
filling one of the roles. But you want to build a team of people who are focused 
on one or two roles that they are gifted and equipped to do. 

So you might have two or three people who are excellent upfront congrega-
tional leaders. But only one of them is also a gifted worship designer. The other 
two couldn’t plan their way out of a paper bag. But one of those leaders is a 
“high S” with gifts of mercy and hospitality. Guess what? He’s also going to be 
one of your team shepherds.

As you progress through this Blueprint process, you’ll identify your primary,  
or strongest roles, as well as your weakest roles. Then you’ll begin to look at 
who can come around you to shore up your weak areas. 

But we won’t stop there. 

We’ll also encourage you to begin thinking about who can take your place in 
your primary role. Remember, this is about building a ministry that outlasts 
you.

So to prepare for your coaching session, please complete the Worship Leader-
ship Role Indictor and answer the pre-coaching questions. This will  help you 
and your coach assess your ministry’s current leadership reality and determine 
how to build towards a preferred future.

On the 77-Point Discovery Tool you’ll also be asked a number of questions 
that will help us discover the opportunities to grow your own leadership as 
well as the leaders/potential who are a part of your team.

You will find the link to the Worship Leadership Role Indicator Tool and the 
77-Point Discovery Tool in The Blueprint Assesssment Section.
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Part 2:
Preparing For 

The Blueprint Session
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Our Approach
To Coaching



42

Here at WorshipTeamCoach, "coaching" is our middle name. (Actually, it's our 
last name if you don't count the .com and the wrong verb tense. But you get the 
idea...) We LOVE to help teams, pastors, and leaders find and walk the path 
that will change their ministries.

No Guy With A Whistle
A lot of people think of a coach as a guy with a whistle telling you what to do 
(flashbacks to junior high basketball practice, anyone?) But we take a different 
approach to coaching here at WorshipTeamCoach.com. Here’s what we believe 
about leadership coaching:

A GOOD LEADERSHIP COACH WILL NOT...
...JUST GIVE YOU ADVICE AND TELL YOU WHAT TO DO

A coach helps people learn and discover their own way. As you work with one 
of our coaches, they will help you develop your leadership and map out the 
path that you believe God is calling you to.

As an outsider, your coach can see blind spots and offer a fresh perspective. 
But they also don't forget that they are an outsider. God has called you to lead 
this. You know your people and your ministry the best.

 ...BE THE EXPERT THAT FIXES YOUR PROBLEMS

God has given you everything you need right now to grow and change your 
ministry. We're just here to help you discover what that is.

...SELL YOU A "ONE-SIZE-FITS-ALL" APPROACH TO WORSHIP LEAD-
ERSHIP AND MINISTRY

We believe every leader needs great leadership and effective systems to run his 
or her organization. But your ministry is unique. Your team and your leaders 



43

are unique. There are leadership and organizational principles that apply uni-
versally, but the systems to support those principles will be different for each 
ministry. Your coach will help you find what works best for you. 

Meet Jerimae
Jerimae Yoder is our Director of Coaching. He’s got a heart to coach leaders. 
Here’s how he explains what true leadership coaching is:

Change Is Hard

You know what I’m saying: from changing a tire, to changing a habit, to 
changing a diaper, it can stink. Literally.

We don’t naturally want to transform; it’s easier to stay where we are. 
Transformation takes you from predictable to unpredictable, and trans-
formation has a tendency to hurt.

I once tried to transform a rusting, brush painted 1977 VW Bus into a 
something beautiful. It was hard. I sanded layer after layer of paint off 
this thing until it was splotchy and even more unsightly than if I would 
have just left it alone. Then, it happened, a nice bottom coat of primer 
grey. Still ugly, but a little more uniform.

Then came the first coat of new red paint, then another. And to finish it 
off, a nice top clear coat. Done. Wow! Beautiful! 

Gettting Unstuck

That's what coaching does. It acts as a change agent to take you from 
stuck to moving, from blocked to thriving.
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And I’m not talking just as a coach, but as a leader who has invested in 
coaching (and still does). I was stuck in an almost-dead second campus. 
I began a journey with my coach and saw clearly what God was doing in 
my heart and life. I’m now a full-time worship leader at a thriving multi-
campus church. But before I could transition, I had to be transformed. 
Coaching helped me do that.

Leadership coaching centers on motivation and not just information. 
Why? Because motivation is how we get things done. It’s how God has 
wired us. Coaching helps take you to the heart of the matter. Once there, 
we set goals, action steps to get to those goals and help move the process 
along quickly by keeping you accountable.

Coaching helps you become the person you are made to be and so that 
you can do what you are made to do. Coaching works!

Coaching And The Blueprint Session
We infuse leadership coaching into your Blueprint Session. Your coach will 
spend far more time asking questions than giving advice. In fact, you may not 
get any advice from your coach. If he does give any counsel or advice, often 
times he’ll let you know that he’s moving from coach to mentor or advisor or 
consultant.

However, since the Blueprint Session is a one-time, one-hour event, your 
coach won’t be able to dive in as deeply with you like he does in an ongoing 
leadership coaching relationship. That’s why we have the assessments. They are 
a jumpstart and let you and your coach get further faster in one hour. 
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The Three Objectives
There are three objectives to the Blueprint Session:

1. Get a clear picture of your current reality. 

That’s what the 77-Point Discovery and Leadership Role Indicator tools do. Af-
ter completing the assessments and follow-up questions, you’ll have a picture 
of your worship ministry that is real, broad, and probably a little overwhelm-
ing. 

That’s OK. Because we start to narrow in the next objective.

2. Focus on one Renovation Area. 

You will be tempted to address every issue and under-performing area you 
find. But that’s where your coach will help you narrow your focus on to the one 
area of ministry that you need to focus on now.

3. Set one goal to change one thing over the next two months. 

That may sound a little counterintuitive. Only one goal to change one part of 
my ministry over two months? Why not six goals over six months, or 10 goals 
over the next year? 

Whether you’re rebuilding a dysfunctional worship team, or leveling up a al-
ready solid team, the transformation requires focus and intentionality. It’s not 
that you will cease all other work on your ministry. But focusing in on one goal 
over a two-month time frame gives you that focus and intentionality. 

And just so you know, the goal you set won’t be easily conquered. If it was, you 
would have accomplished it already. So let’s talk more about the one goal that 
you’ll be setting.
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Understanding 
SMART Goals
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Sometimes it is hard to really define a goal. We use words like, “I would like to 
be a better leader” or “I hope to make rehearsal work.” Good goals, but vague 
and not very measurable. So we use the acronym S.M.A.R.T to help refine and 
clarify our goals: 

As we create a goal in Blueprint Session, we will ensure they are:

Specific
The more specific a goal is, the greater chance it has to be accomplished. For 
example, a general goal would be, “Get in shape.” But a specific goal would say, 
“Join a health club and workout 3 days a week.” 

Your coach will help you drill down and make this goal as specific as possible. 

Measurable
“If you aim for nothing, you’ll hit it every time.” Your goal needs to be measur-
able in some way so you can measure your progress. When you measure your 
progress, you’re more likely to stay on track. 

Also, a measurable goal allows for celebration. As you move closer to it, you’ll 
get a sense of accomplishment that will fuel you on, not only in this particular 
area, but in every area of your life. 

One of the best questions you can ask and answer is this: How will I know when 
it is accomplished?

Attainable
“I’d like to change careers to be a NASA astronaut.” A goal? Sure. Attainable? 
Not by a 40-something with no propensity for math or science. 

So if you set a goal to triple your team team in the next two months, ask your-
self, “what would need to happen for that goal to be accomplished?” If you’re 
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alone on your team, and you need three other people to join you, that might 
be attainable. If you’re current team is only 12 people, and you’re in a church of 
1500, you might have the pool of eligible techs and musicians to add 24 more 
people. But if you have that same team of 12 in a 250 person church, there’s a 
pretty good chance that your goal isn’t attainable.

And that’s the value of a coach. He won’t have the answer to the question, “Is 
this attainable?” But he can ask the right questions to help you determine if it 
is or not.

Relevant
If you determine in your Blueprint Session that your “renovation area” is your 
team’s practice habits, then the goal you set needs to be relevant to that area in 
your ministry context. It seems that a simple concept like this wouldn’t need 
to be stated. But goals can be specific, measurable and attainable and still be 
aimed at the wrong target.

And the goal also has to be relevant to you and your ministry. If you and the 
coach begin discussing a goal that doesn’t fit you, call timeout. 

For an example, let’s stay with the practice habits. If you begin discussing a 
goal that requires an extra, all-team rehearsal each month to work on new 
songs and develop better practice habits, that might seem like a relevant goal. 
But if your team is already stretch to the limit with other commitments, that 
goal isn’t relevant in your context.   

Time –Specific
A goal should be grounded within a time frame. No time-frame, no sense of 
urgency. If you want to lose ten pounds someday, how much will someday 
keep you from eating one of those big-as-your-face fudge brownies that your 
co-worker brought in? 
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There’s no deadline or urgency with someday.  But if you anchor your goal 
within a timeframe, you’ve created a deadline and infused it with urgency.

Two Months

In the context of the Blueprint Session, we focus on helping you set goals that 
are attainable within two months. Why? Two month is enough time to make 
significant changes in one area of ministry, but quick enough that you feel a 
sense of urgency.   

Don’t Run Ahead
Now, having given you the criteria by which we help you set your goal, you 
might be tempted to have your goal crafted before you come in to your Blue-
print Session. 

In fact, if that’s you (Mr./Ms. Type A), you’ve probably already done the as-
sessments (contrary to the instructions) and are now speed-reading this pre-
coaching guide 10 minutes before your coaching session. (Busted…)

But don’t. Let the coaching process do the work of drilling down to help you de-
termine the right renovation area to focus on, and then develop your SMART 
Goal to make a significant change in that area.  

It’s now time to tackle the assessments...  
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The Assessments
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Completing The Assessements
Block out at least two hours to process through these two assessments. You 
may not need that much time. But if you give yourself ample blocks of time to 
process and pray through the assessments and questions, the more prepared 
you’ll be for the coaching session.

Here are the two assessment tools you’ll need to complete before your coach-
ing session.

1. The Blueprint Session’s 77-Point Discovery Tool
This Discovery Tool will ask you 77 questions about your ministry. You either 
answer yes or no. We know that could frustrate you, knowing that there might 
be some middle ground. 

As you answer these questions, its usually best to go with the answer that comes 
to mind first. And if there is any doubt about if it’s a yes or a no, you should 
probably not check “Yes.”

From this assessment, we will be able to generate a detailed Opportunity Re-
port. You discover where the most opportunities are inside your minsitry to 
build, grow and transform it.

The link to the Discovery Tool is below.

2. Worship Leadership Role Indicator And Follow-Up Ques-
tions
The Worship Leadership Role Indicator is multi-question test that grades your 
relative level of gifting/passion/strengths for the six different leadership roles. 

Once you complete it calculate your scores, you will need to then answer fol-
low-up questions. The upload page will ask you for each of you scores. A copy 
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of all your test answers is not usually needed. But your coach may request to 
see the completed test if he feels it’s pertinent to the conversation.

Instructions for Completing Your 77-Point Discovery Tool
Your 77-Point Discovery Tool can be found at worshipteamcoach.com/dis-
cover77. It’s an online questionnaire. Don’t worry that your answers are final: 
you can return to previous pages anytime before submitting it.  

(Should you have technical difficulties, we can offer a paper version of it. How-
ever, that requires mailing or scanning and emailing the copy. We prefer the 
online questionnaire.)

Instructions for Downloading, Completing and Uploading 
Your Leadership Role Indictor
Download & Upload Formats

This assessments is downloadable as a PDF or Word document. You can find 
those documents at WorshipTeamCoach.com/blueprint-download.  

If you use another program other than Word (Google docs, Pages, etc.) to 
write your answers, please convert it to PDF or docx to upload to your coach. 
The upload page is at WorshipTeamCaoch.com/bluprint-upload 

Note: we do not accept handwritten copies. Our coaches have a lot of informa-
tion to read through in a short amount of time. Deciphering chicken-scratch 
is not part of their job description. And no, your ultra-neat handwriting is not 
the exception. :) 
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Condense and Summarize

As you write and process through these assessment, please be conscientious of 
your coach’s time constraints. He cannot wade through 20 pages of notes. 

That’s great if you need to write that much to process your thoughts and re-
sponses. But please condense and summarize before submitting it to your 
coach. Consider using bulleted lists and and short paragraphs to make your 
answers more scannable. There are no English teachers with red pens waiting 
to pounce on your grammar and structure. 

And please know, the coaches do reserve the right to send back assessments 
that are overly wordy and request more condensed versions. This isn’t just for 
the coach’s sake. In reality, the act of condensing and summarizing your an-
swers will help you be clearer about your current reality as well.

Ready, Set...Oh, A Few More Things...
Coaching Agreement

You should have received a link to your coaching agreement. That needs to be 
read and digitally signed before your appointment takes place.

Setting Your Appointment & Help Along The Way

At this point, you likely already have your appointment set with your coach. If 
you have any questions, please contact your coach directly by email. 

If it’s been over 48 hours since you completed your Blueprint Session order 
and no coach has contacted you, please email help@worshipteamcoach.com 
and we’ll make sure you get connected with a coach. 

Alright, so that’s it.

Go!
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