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The Introduction 

Getting The Right Team Member
When it comes to bringing in new team members, you want to make sure you get it right. 
Why?

Because it’s easier to disqualify someone upfront than it is to remove them after they’re 
on the team. 

Did you catch that? Let me say that again:

It’s easier to disqualify someone upfront than it is to remove them 
after they’re on the team.
If you’ve ever had a person in your worship ministry that your predecessor should have 
never allowed on the team, then you know what I’m talking about.

Regardless of your size of church, your qualification process for new team members 
should be rigorous. To get know the potential team member, you need to have a list of 
tactics and questions that you use during your qualification process to help determine if 
the applicant will be a good fit. 

As you go through this Five Factors Workbook, you’ll determine your qualification 
standards and start to shape the process you’ll use to qualify a new team member.  

How To Use This Workbook
This workbook is set up to both teach and guide. You’ll learn about the factors that can 
help you qualify potential team. At the end of each section, there will be workbook 
questions to help guide you in this process.

This book is standard size (8.5 x 11 in) for printing. (Sorry A4 people.) Consider printing 
this out and working through the questions with your leaders and/or core team members. 

It’s crucial to have a variety of input when determining your qualification standards. Each 
of us have our biases. Some would value a person’s walk with the Lord and not give 
much regard for musical ability. Others lean too heavily towards just looking at talent. 

So a multitude of voices will help you create the best qualification standards you can for 
your team. And do this BEFORE you interview your next potential team member. You’ll 
be glad you did.
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Checking The Boxes  
When it comes to qualifying new team members, you’ve got make sure you’re "checking 
all the boxes.” And what are those boxes? They are your five factors that help you 
determine if someone will be a good fit—The Five Cs: 

 Character 
 Craft 
 Connection 
 Chemistry 
 Calling 

These 5 Cs can be put in any order you want, because they ALL matter. 

For example, you might have someone with high personal integrity (Character), but 
she's more of a lone ranger-type who likes to do things her own way (Chemistry).  

Or, you might have someone who feels absolutely called to play guitar on the team 
(Calling), but he couldn't strum his way out of a paper bag (Craft).  

Or, you’ve got someone who seems to be great in most other areas, but she just started 
attending your church three weeks ago (Connection). She might work out great. But how 
do you really know??

In each of the following sections is a short description of the qualifying factor as well as 
some suggestions on creating a guide to help you qualify a potential new team member.  
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the Character Factor 

People with integrity walk safely, but those who follow crooked paths will 
be exposed. 

Proverbs 10:9

Character involves someone’s integrity and spiritual walk. Perfection not required 
(obviously). But an intentional pursuit of God is.  

Here’s the big question you’re seeking to answer: 

Is this person genuinely pursuing a life of worship that will support 
their calling to the team? 

Questions To Ask
Here are some questions to ask on an application or discuss in an interview: 

• Briefly talk/write about how you came to follow the Lord. 

• What does pursuing God look like in your life 
right now?

• What would your spouse (or closest friend, or 
small group leader) say is an area you need to 
work on in your spiritual life right now?  
 
(Asking them to think about themselves from 
another person’s point of view may help them 
answer more honestly.)
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Other Tactics
Here are some other ways to determine the character of the person:  

• Talk with people who know him/her best: small group leaders, other ministry leaders, 
leaders from other church. 

• Require references (and check them), especially if you don’t know this person very 
well. 

Other Considerations
When you have an applicant who is weaker in this area, it’s not necessarily a 
disqualification. But proceed with caution. Make worship team involvement conditional 
on them being a part of a mentoring/discipling relationship. And consider having a 
probationary period with scheduled reviews to determine if progress is being made.
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Workbook: Developing Your Character Standards

1. What are the questions can we include on the application to help 
determine character? 

2. What are the questions can we include in interviews/auditions to help 
determine character?

3. What else will be a part of our process to help us determine a person’s 
character?  
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The Craft Factor 

Then the Lord said to Moses, “Look, I have specifically chosen Bezalel…of 
the tribe of Judah. I have filled him with the Spirit of God, giving him great 
wisdom, ability, and expertise in all kinds of crafts.

Exodus 33

Craft involves an person’s…

• talents, current skills, and experience

• commitment to grow and develop their skills

• platform presence and expression 

Another “C” word that could be used here is Competency. But craft goes far beyond just 
being competent. You want team members who are willing to invest in their craft, not 
just maintain a minimum competency.

Here’s the big question you’re seeking to answer: 

Do they have the skills and experience needed for the role they’re 
applying for, and will they continue to grow 
and develop those skills.  

What You’re Looking For
Here’s what you’ll be looking for during interviews and/or 
auditions: 

• Can they play/sing the parts they need to play?

• Do they have the technical ability to do the job?

• Is it clear that they practiced and prepared for the interviews/auditions? 

• Do they have the kind of platform presence you’re looking for?  
 
(Platform presence matters. It’s not an issue of looks, but of how they lead visually 
from the platform) 

• Do they have their own instrument and can practice at home? 
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To Help You Determine Qualification Standards For Craft
1. List each role/position that people will be interviewing/auditioning for (both tech and 

music).

2. Under each role, write all the “must-haves”—the requirements.  

3. Under each role, write out the other skills or attributes you’d love to have, but aren’t 
necessarily a requirement.

Other Considerations
Talent Isn’t Enough 
Too often on worship teams, TALENT will trump everything else. That is, worship leaders 
will invite a talented musician onto the team despite other areas not being as strong. 

It’s easy to overlook the other four Cs when a person with amazing talent (Craft) 
auditions. But talent and skill can only carry a person so far. To be a long-term 
healthy team member, you need all five Cs.

The Worship Ministry Doesn’t Exist To Showcase Talent 
Another issue at play here with talents and gifts is this: people wrongly believe that the 
worship team exists for them to “use their gifts and talents.” 

Our gifts and talents exist to honor God by serving his people and building his kingdom. 
The worship team is a place (but not the only place) to put those gifts into service.
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Workbook: Developing Your Craft Standards
1. What are the questions can we include on the application to help 

determine someone’s skills and abilities, and their commitment to grow 
and develop? 

2. What are the questions or requirements can we include in interviews/
auditions to help determine their competency and commitment to 
improve  their craft? 

3. What are the specific skills needed for each role or position in our 
worship ministry?  

4. What else will be a part of our process to help us evaluate the level of 
a person’s craft?  
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The Connection Factor 

He makes the whole body fit together perfectly. As each part does its own 
special work, it helps the other parts grow, so that the whole body is 
healthy and growing and full of love.

Ephesians 4:16

Connection is the person’s commitment and engagement with your church. It’s also 
their potential for being committed to the worship ministry.  

Here’s the big question you’re seeking to answer:

Is this person committed to the overall leadership and direction of 
our church, as well the worship ministry?  

Questions To Ask 
Here are some questions to ask on an 
application or to discuss during an interview:

• How long has this person been involved 
with your church?

• What ways are they involved in the 
ministry of the church? 

• Are they pursuing membership or other 
formal connection with the church (like 
joining a small group)?

• How do they see themselves helping to advance the mission of your church?

• If they’ve come from another church, why did they leave their last church?

Other Qualifying Tactics To Determine Connection 
• If the person coming in from another church, ask for references. 

• If the applicant is not well known to you or other team members, get references 
from another pastor, ministry leader, or small group leader. 

• Adopt a minimum attendance policy. For example, many churches require people to 
attend six months before coming on the worship team. You’ll need to decide what 
works for your ministry. 
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Workbook: Developing Your Connection Standards 

1. What are the questions can we include on the application to help 
determine someone’s connection to the church and their potential to 
commit to our worship ministry?  

2. What are the questions or requirements can we include in interviews/
auditions to help determine a person’s level of connection? 

3. What else will be a part of our process to help us evaluate a 
person’s connection to our church and potential to commit to our 
worship ministry? 
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The Chemistry Factor 

They worshiped together at the Temple each day, met in homes for the 
Lord’s Supper, and shared their meals with great joy and generosity—all 
the while praising God and enjoying the goodwill of all the people.

Acts 2:46-27

Chemistry is concerned with how well people fit together on the team. 

You’re not seeking for everyone to be best friends on the team. However, there needs to 
be respect and camaraderie between members in order for you to create and maintain a 
great team culture.

Special Note:  
This aspect of qualification is often dismissed as unimportant or secondary. But from 
experience, I can tell you that people who DON’T connect well with others change the 
dynamic of the team significantly.  

Here’s the big question you’re seeking to answer: 

Will working and interacting regularly with this person be a positive 
experience, or a draining one? 

How To Measure Chemistry
This is the toughest area to qualify. And if you do find that 
there are chemistry issues, it’s even tougher to disqualify 
someone based on it.

In my experience, chemistry issues are usually 
accompanied by deficiencies in one of of the other areas:

• There could be issues of pride or a critical spirit (Character)…

• Or they want the ministry to go in a different direction (Connection)… 

• Or they may have talent for their instrument (Craft), but they prefer a different style 
and don’t want to adapt…

• Or they’re just in the wrong ministry or even the wrong local church (Calling).  

Here’s the thing, if you have a humble person of good character who’s called to your 
ministry and equipped to do the job, this is someone who can probably get along with 
your team.  
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What To Look For
So what should you look for to determine chemistry in the qualification process? Here 
are some ideas:

• Talk to other ministry leaders who know him/her. Find out what they were like to work 
with. 

• Ask what they thought of their former worship team. If you sense negativity or 
outright complaining, this is a yellow flag. Know that there is probably two sides to 
the story. 

• Make sure the qualification process has multiple interactions with team members. 
They will often pick up on things the leader doesn’t see.  

• You or another leader could connect with the applicant outside of a formal interview. 
For example, you could meet for lunch or coffee.  

Other Considerations 
If you see any warning signs in the qualification process, proceed with caution. Here are 
some: 

• If you pick up on arrogance or a lack of humility.

• If you or others perceive standoffishness as they interact with other team members.

• If something doesn’t feel right. Trust the “gut feeling”—whether it’s yours of one of 
your team members. If a leader or trusted team member doesn’t feel completely at 
ease about someone, slow down the process to see if some issue shows itself.  

• If you sense “lone ranger” attitudes. 

• If you observe that they’re critical or they tend to complain. 

And what do you do if they’re just plain weird?  

Sometimes people are just weird. Different. Quirky. A person who seems weird to you 
will probably still connect with other team members. And I’ve often found that after I get 
to know these people, I like and appreciate them (even though I’d NEVER want to take a 
4-hour road trip with them).   

�14
© 2017 WorshipTeamCoach.com & Jon Nicol 

Sharing is welcome as long as nothing is changed in content, attribution or formatting

http://WorshipTeamCoach.com


�Qualification

The Five Factors  

Workbook

Workbook: Developing Your Chemistry Standards
1. What are the questions can we include on the application to help 

determine someone’s potential chemistry within our team? 

2. What are the things we value as a team that could be related to 
chemistry: 

Example 1: We like to have fun together. So, how do we seek to measure that in interviews? 

Example 2: We value candor. We speak truthfully, with grace, and don’t sweep conflict under the rug.  

Often times, you can state something about your values during an interview and look for the person’s 
reaction. 

Does your team enjoy spending the first 20 minutes of each rehearsal talking through how each other 
are doing? Share that with the applicant and ask what they think about it. If he’s someone that would 
hate that, you’ll probably see or hear something to indicate that he might not be a good fit for your team.

3. What are the questions or requirements can we include in interviews/
auditions to help determine someone’s potential chemistry within our 
team? 

4. What else will be a part of our process to help us evaluate the level of a 
person’s chemistry? 
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The Calling Factor 

Therefore I, a prisoner for serving the Lord, beg you to lead a life worthy of 
your calling, for you have been called by God. 

Ephesians 4:1

A Call To Serve
Calling is another “tough-to-determine” qualifying factor. Essentially you’re looking for 
someone who has a sense that God is leading them to serve in this ministry.  

Calling to the worship team isn't usually a "burning bush" event. It’s not on the same 
level as the calling someone receives to quit their current vocation and go into overseas 
missions. 

So what are some aspects of calling that apply here?

• A sense that God is leading them to serve. 
More in a moment on why “serve” is 
important.

• An affirmation of the call by leadership. The 
leader of the ministry needs to have the 
sense that this person is a good fit and is truly 
being led by the Spirit.

• An availability that allows the person to 
serve. I will question the validity of anyone’s 
call to the worship team if they can’t attend 
our required midweek rehearsals. 

• Honoring God and serving his people is at 
the heart of their calling. 

     

Red Flags Of Calling  
Here are some “red flags” when it comes to being called to the worship team: 

• Someone who’s insistent that they’re called despite talent or character issues.

• Someone who believes they’re called just because of the gifts or talents. Gifts and 
talents don’t guarantee calling.

• Someone whose heart seems to be more about showcasing their talent more than 
serving the church.
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Workbook: Developing Your Chemistry Standards
1. What are the questions can we include on the application to help 

determine someone’s calling to serve on the worship ministry?  

2. What are the questions or requirements can we include in interviews/
auditions to help determine someone’s calling? 

3. What are the warning signs that someone might not be called to our 
team. 

4. What else will be a part of our process to help us evaluate whether a 
person is called to serve on our team? 
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