
	
	
	
	
	
	
	
	
Course Description:  
 
The Chapel’s Leadership Academy 
“Everyone wins when a leader gets better.” – Bill Hybels 
At The Chapel we believe that’s true!  We want to help you grow in your leadership and 
influence- no matter where you lead or what role you fill.  At The Chapel’s Leadership 
Academy, you’ll gather with other leaders who desire to expand their influence and 
improve their skills.  Whether you’re a parent seeking to improve the way you lead your 
family, an employee wanting to gain next-level leadership skills, or an executive leader 
open to learning new techniques, this is the place to learn and share information!  Over 7 
weeks, we’ll explore the following topics:  
 Leadership and You 
 The Leader You are Called to Be 
 Effectiveness and Efficiency 
 Problem Solving 
 Thinking Skills  
 Creativity 

Collaboration 
 

Effingham Campus: Sunday nights from Sept. 10-Oct. 22 from 5:30-7:00pm; Childcare 
available with RSVP 
 
Brunswick Campuses:  Wednesday nights from Sept. 13 –Oct. 25 from 6:30-8:00pm; 
Childcare available with RSVP 
 
Cost:  $30 per person for book and supplies (scholarships available if cost is an issue) 
 
 
 
Books- Self Forgetfulness by Keller 
 
 
 
 
 
 
 
 
 
 
 
 
 



 
Week 1- Leadership and You 

 
Opening Game- Think ‘n Sync   
 
Even though we are all different types of leaders, there are all aspects of 
leadership that we share and have in common.  No matter where you are 
a leader, there are principles that we can all benefit from and put into 
practice.   
 
Defining leadership- What is leadership to you?  Write their responses on 
chart paper.  
 
What is Leadership?  

Leadership = Influence 
 
Who is a leader?  
 
If leadership is the ability to influence others to move or act in a desired 
manner, then a leader is really an influencer.  We believe everyone 
influences someone and therefore everyone is a leader! We strive to help 
every person maximize the positive impact of their influence within their 
sphere of influence. No matter how large or small your circle, you can 
make a huge difference by becoming an effective leader.   
 
Even the shyest introvert influences 10,000 people in a lifetime.   
 
Table Talk:  Where are your circles of influence?  Who is in your circle?  (fill 
in chart on handout 
 
Remember- you are leading whether you mean to or not.  What are you 
leading people to do?  You can use your powers to build people up or 
lead them astray!  
 
Key Leadership Principles:  

1. God calls everyone to lead someone.  
 

Rick Warren says there are three phases of mentoring:  
- Parenthood- “my true son in the faith.”  1 Timothy 1:2, grounds 

us, helps us learn from experience, the listening/learning phase 
- Pacesetting- “you know what I teach, and how I live, and what 

my purpose in life is. You know my faith, my patience, my love, 



and my endurance…” (2 Timothy 3:10-11 NLT)  Paul challenges 
Timothy to look at his life and keep pace with him.   

- Partnering- “Timothy, my fellow worker, sends you his greetings.” 
Romans 16:21; student to colleague to peer 

Look at your circles of influence- what stage of mentoring or leadership 
are you in with those individuals?  
 
Who is your Paul?  ______________________ 

What stage are you in? ______________________ 
 

Who is your Timothy?  _____________________ 
 What stage are you in? ______________________ 
 

2. Leadership is service, not privilege.  
Brainstorm!  What is the purpose of leadership?  Why did God create us 
with the need to be led by others and the need to lead and influence 
others?  (write on chart paper) 
 
The purpose of leadership is to help others recognize God’s call on their 
lives and move forward on a path toward growth.   
 
Table Talk- Who has moved you forward toward new growth?  How did 
that involve service on their part?  
 

3. Effective leadership is a balance between results and relationships.  If your 
focus is only on results, you’ll end up being a seen as a jerk- pushy and 
uncaring.  If you only focus on relationships, you’ll be seen as lazy, people-
pleasing, or unmotivated.  Good leaders focus on a combination of both.    
It’s impossible for leaders and the teams they lead to work toward results 
without well established trusting relationships.   

 
Where would you place yourself on this spectrum?  Do you tend to 
lead more toward results or relationships?  How can you take one 
step toward the center?  

 
4. When you stop learning, you stop leading. The leadership lid determines 

the ability of the team to grow.  Everyone can learn from anyone.  What if 
you looked at every person through the lens of what they might have to 
teach you?  

 
What was the last book you read?   
What was the last new thing you learned to do?  

 
 



5. Actions speak louder than words.   
 
Albert Mehrabian’s research on body language:  
7% of understanding comes from words 
38% of our understanding comes from tone of voice 
55% comes from body language/actions 
 
Example- Teenager who is doing their homework!  Yes mom but eyes are 
rolling and tone isn’t respectful!   
 

6. Being a great leader requires vulnerability and willingness to be held 
accountable.   

 
We were created to be dependent on others- that’s why God said it 
wasn’t good for Adam to be alone!   
 
Vulnerability creates freedom 
 
Accountability accelerates growth and achievement.   
You are 42% more likely to achieve your goals if you write them down.  
Goes up to 95% if you have an accountability partner.   
 
Do you have someone in your life who you can be vulnerable with?  It 
shouldn’t be “lonely at the top!” 

 
7. Leaders lead up, down, and all around.   

 
Leading Up- Working with supervisors and managers to help them and 
you accomplish a goal and move forward.  Offer advice, suggestions, 
strategies and not expecting credit.  Make your supervisors and those in 
authority succeed by your work ethic, competency, and character.  Be 
the kind of leader you want them to be for you.   
 
Leading Down- Supporting, encouraging, and challenging the people 
you are responsible for leading to new levels of growth.  Creating a team 
environment that helps others find security and trust so they can risk, 
invent, and expand.  
 
Leading Around- Being an effective part of the team, modeling for others 
the kind of respect you want to be shown.  Building up those around you 
and celebrating when they experience success.   
 



8. Good leaders are Ideal Team Players: Humble, Hungry, and Smart.  
(Patrick Lencioni) 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

• Humble 
Ideal team players are humble. They lack excessive ego or concerns 
about status. Humble people are quick to point out the contributions of 
others and slow to seek attention for their own. They share credit, 
emphasize team over self and define success collectively rather than 
individually. 
• Hungry 
Ideal team players are hungry. They are always looking for more. More 
things to do. More to learn. More responsibility to take on. Hungry 
people almost never have to be pushed by a manager to work harder 
because they are self-motivated and diligent. They are constantly 
thinking about the next step and the next opportunity. 
• Smart 
Ideal team players are smart. They have common sense about people. 
Smart people tend to know what is happening in a group situation and 
how to deal with others in the most effective way. They have good 
judgment and intuition around the subtleties of group dynamics and 
the impact of their words and actions. 
 
Just Humble- “The Pawn” (victim of circumstances, lack initiative) 

Humble Hungry 

Smart 



Just Hungry- “The Bulldozer” (it’s all about them, they get things done 
but there is a path of destruction) 
Just Smart- “The Charmer” (know what to say and when to say it, but 
what they say depends on who they are with and the advantage to 
be gained) 
 
Humble and Hungry (not smart)- “The Accidental Mess Maker”, good 
intentions but they’re always having to apologize.  “You have to 
understand this… If you know her you’ll understand.”  
 
Humble and Smart (not hungry)- “The Loveable Slacker”, do just 
enough on the team to get by and secure their spot 
 
Hungry and Smart (not humble)- “The Skillful Politician”, the most toxic 
team member, ambitious and good at making people think they are 
humble.  Because of their charm, they can get by with making others 
think they care about the team.  They can be high performers but will 
often leave people wounded.   

 
 Where would you place yourself?   
 Where would you place those you lead?   

How can you use this model to help them develop into ideal team 
players?  

 
 
A Leader Thinks Differently 

Look at this list.  Circle the one on each row that is most true of your 
thinking in most situations.   

 
 Prioritize    Not… 
 Cooperation   Competition 
 
 We     Me 
 
 “Both, And”    “Either, Or”   
 
 Long Term Improvement  Short-Term Success 
 
 People    Positions 
 
 Motivation    Meeting 
 
 Servant hood   Entitlement 
 



 Can     Can’t 
 
 Health    Growth 
 
 Steps     Quick Fix 

   
 Discovery    Declaration   
  
 Collaboration   Independence 
 
 Change    Comfort 
 
 Unity     Being “right” 
 
 Authenticity    Avoidance 
 
 Walking with   Sink or swim 
 
 Listen     Dictate 
 

Table Talk:  
Where is your potential for improvement?   
Which area might be holding you back from greater influence?  

 
Drive it Home- Self-Forgetfulness book and journaling 

 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 



Session 2- The Leader You Are Called to Be 
 
Table Talk Review: The Freedom of Self-Forgetfulness 
 What stood out to you from your reading last week?   
 How did it shift you view of yourself and others?  
 How does that tie in to leadership?  
 
Last week we learned some basic leadership principles.  This week we’ll 
take a look at what happens when we put those principles into use with 
the people we lead and influence.  Let’s play a game to get started:  
 
Ice Breaker Guess Who Questions- have individuals choose one question 
to answer about themselves.  Ask them to keep the question to 
themselves and write the answer on the slip of paper.  Put these slips in a 
cup or a hat.  Have one person from each table draw a question slip and 
read it to the group.  Then ask the group to try to guess who wrote that 
answer.  Repeat until all answers have been guessed and revealed.   
 
Change the But to an And:  
Ask each person to get a partner.  Ask one person to be “Person A, the 
other to be Person B.”  Person A is going to share what they would like to 
do for their dream career.  Person B is going to respond with the word, 
“But…” and be a critic, trying to point out to person A what’s wrong with 
their choice.  Then person A responds with, “But…” and defends their 
choice.  For example:  
Person A: I’d like to be a doctor.  
Person B: But that takes a lot of school and money.  
Person A: But you get to help people. 
Allow the conversation to continue for about a minute.   
 
Now ask Person A to state their dream career.  Then person B will respond 
with a sentence that starts with, “And” instead of “But,” adding on to the 
benefits of the choice.  For example:  
Person A: I’d like to be a doctor. 
Person B: And you’d learn so much in school.  
Person A: And I’d get to make so many new friends and connections.  
Allow the conversation o continue for about a minute.  
 
What was the difference in these two approaches?  Which was a more 
effective way in influencing each other?   
 
How can you change your buts to ands more often to help people know 
you’re on their side?   
 



Is there a way to raise the concerns of a “but” using the language of an 
“and” to make yourself more of an influencer and less of a critic?   
 Ex:  “But it takes a lot of school and money.”   
  “And the money you invest in school will pay off later.”  
 
We can be but leaders or we can be and leaders who bring life and 
discovery to the people we lead.  Today we’ll explore what Godly 
leadership looks like and how we are called to shepherd those we lead.  
 
Intro the book, “The Way of the Shepherd” by Kevin Leman and William 
Pentak.  Then summarize each chapter.  
 
1. Know the Condition of Your Flock 
a. Follow the status of your people as well as the status of the work. 
b. Get to know your flock, one sheep at a time. (develop a win/win, see 
form in handout- you can have a win/win with your family, spouse, kids, 
co-workers, anyone!) 
c. Engage your people on a regular basis. 
d. Keep your eyes and ears open, question, and follow through. 

2. Discover the Shape of Your Sheep 
a. Your choice of sheep can make flock management easier or harder. 
b. Start with healthy sheep, or you’ll inherit someone else’s problems. 
c. Know the SHAPE of your sheep to make sure they’re in the right fold. 
(handout)  Have them take the personality assessment if time and divide 
up into groups based on their results.  
 Skills (Spiritual Gifts) 
 Heart’s Passions 
 Abilities 
 Personality 
 Experience 
  
3. Help Your Sheep Identify with You 
a. Build trust with your followers by modeling authenticity, integrity, and 
compassion. 
b. Set high standards of performance. (develop staff covenant/relational 
contract; family goals- know what’s most important.) 
c. Relentlessly communicate your values and sense of mission. 
d. Define the cause for your people and tell them where they fit in (Simon 
Sinek’s, “Start with Why.” TED Talk- 5 minutes)  Fill in the golden circle 
https://www.youtube.com/watch?v=IPYeCltXpxw  
e. Remember that great leadership isn’t just professional; it’s personal. 



Table Talk:  What is your Why?  How do you regularly communicate that to 
the people you work/live with?  

4. Make Your Pasture a Safe Place 
a. Keep your people well informed. 
b. Infuse every position with importance. 
c. Cull chronic instigators from the flock.  (Necessary Endings by Henry 
Cloud)  https://www.youtube.com/watch?v=DqJmFW8bLWg  
d. Regularly rotate the sheep to fresh pastures. 
e. Reassure the sheep by staying visible. 
f. Don’t give problems time to fester. 

Table Talk:  What are some things that might be making your circle of 
influence unsafe for your sheep?  Why have those things been allowed to 
continue?  

5. The Staff of Direction 
a. Know where you’re going, get out in front, and keep your flock on the 
move. (Goal Setting- personal or professional) 
b. When directing, use persuasion rather than coercion. (“The Coaching 
Habit:  Say Less, Ask More & Change the Way You Lead Forever” by 
Michael Stanier) 
c. Give your people freedom of movement, but make sure they know 
where the fence line is. Don’t confuse boundaries with bridles!  
(Boundaries for Leaders by Henry Cloud) 
d. When your people get in trouble, go and get them out. 
e. Remind your people that failure isn’t fatal. 

6. The Rod of Correction 
a. Protect: Stand in the gap and fight for your sheep. 
b. Correct: Approach discipline as a teaching opportunity. 
c. Inspect: Regularly inquire about your people’s progress.  (Quarterly 
Goal Setting/evaluation) 

Negativity is toxic to a productive safe environment.  Give each table a 
cup with the following types of negative people on each slip.  Ask each 
person to choose a slip, read the type of negative person out loud and 
state how they would protect the rest of the sheep and correct the 
offending sheep in order to get their environment back on track.  

Negativity Types 
1.       The Resisters--They rail against anything different  
2.       The Wobbly —They are constantly shifting moods and expect others to 
adjust to them 



3.       The Gossipers--They spread rumors and tell inappropriate personal tidbits  
4.       The Blamers—They are constantly blaming others. 
5.       The Victims—They believe people are out to get them 
6.       The Adhesives--They can’t let go, even things that happened years ago 
7.       The Pessimists--They always expect the worst case scenario 
8.       The Boilers—They will blow over the slightest provocation 
9.       The Complainers—They feel everything is wrong or will soon go wrong 
10.    The Choosers—They are constantly pitting one group against another  
11.    The Detached-- They feel most everything is dumb or beneath them 
12.    The Self-Absorbed--They are constantly grabbing credit or attention 

 

7. The Heart of the Shepherd 
a. Great leadership is a lifestyle, not a technique. 
b. Every day you have to decide who’s going to pay for your leadership—
you or your people. 
c. Most of all, have a heart for your sheep. 

 
 
 
 
 
 
 
 
Week 2- Drive it Home 

Choose one of the following tools/techniques to implement in your 
leadership situation this week:  

 
 Win/win 
 SHAPE 
 Goal Tracking 

Staff/Team Covenant 
 Coaching Meeting 
 
 
 

 
 
 
 

 
 



Week 3-Effectiveness and Efficiency 
 
Table Talk Review:  What tool did you use last week?  How did it go?  How 
did it improve your leadership effectiveness?  
 
Start with a game: Scattergoties- Choose a letter and give each person 
an index card.  Divide them into teams and ask each person to come up 
with things within that category that begin with that letter.   

- Things that take time 
- Things that you can organize 
- Time wasters 

 
Time & Organization as tools  

Time is a tool for accomplishing all God has for us!   
God invented time and showed us how to structure our life around 
time- days, weeks, seasons, years 

 
Jim Wideman- There are two ways a leader gets more time- harnessing 
your own better or leveraging others’ time.  As leaders it’s important for us 
to help our people prioritize their time so they can work more efficiently.  
 
Have them complete the Efficiency and Effectiveness Scale (in handouts) 
 
 
Goal Setting: (Questions 6, 10) 
 

“The Four Disciplines of Execution” by Stephen Covey 
 
Discipline 1- Focus on the Wildly Important 
To be effective and efficient, you need to set goals.  When you 
know where you’re going, you can then figure out what needs to 
be done and in what order.   Without goals, you’ll never be able to 
set priorities and be effective- you won’t know what end you hope 
to achieve.  Goal-setting brings a team together and keeps them 
all harnessed in the same direction- brings clarity, alignment, shared 
focus and builds in a sense of team which builds trust.   
 
There are different types of goals:  

Personal Goals 
Spiritual Goals  
Professional Goals 
Team Goals 
Organizational Goals 



Lifetime Goals 
Short-term Goals 
Long-term Goals 
 
Table Talk: What type of goal do you need to make right 
now?  

 
 

Goals need to be measurable and specific in order to be effective.   
 From X to Y by Z 
 State the why 
 

What would be a good example of a goal that would be 
helpful to you either personally or professionally?  
 
Personal Goal: In order to save money for our upcoming 
vacation, we will change from eating out five times a week to 
eating out two times a week for the next three months.   
 
Professional Goal:  In order to develop the skills I need to lead 
my team more efficiently, I will begin to set aside 30 min. a 
day toward professional reading over the next two months.   

 
Discipline 2- Act on the Lead Measures 
Lead Measures- concrete steps that take you toward the end goal 
and help you make progress toward completion 

 
Lag Measures- observations and measurements on what has 
happened; looks back and reflects but doesn’t make forward 
progress 

 
Lead Measures toward your goal:  

 
 Discipline 3- Keep a Compelling Scoreboard 
 
 Personal, team, organizational, scoreboards 

- charts 
- goal setting sheets 
- personal day timers 
- make it compelling and changeable as you make progress 

 
What scoreboard would be effective in tracking progress 
toward your goal?  



 
Discipline 4- Create a Cadence of Accountability 
 

The probability of completing a goal if:  
§ You have an idea or a goal:  10% 
§ You consciously decide you will do it:  25% 
§ You decide when you will do it:  40% 
§ You plan how you will do it:  50% 
§ You commit to someone you will do it:  65% 
§ You have a specific accountability appointment with a 

person you’ve committed to:  95% 
 

Who would be a good accountability person for you as 
you work toward reaching that goal?  

 
Prioritization (Questions 1, 4, 8, 13, 14, 15) 
 
How do you tend to work through your to-do list?   
 Top to bottom?  
 By easiest to hardest?  
 By how much time is involved?  
 By date due and deadline?  
 By highest to lowest value tasks?  
 By who/what is making the most noise?  
 
 Try Eisenhower’s Urgent/Important Ranking Scale for Priorities:  
 

Comes from this quote, “I have two kinds of problems, the urgent 
and the important.  The urgent are not important and the important 
are never urgent.”  

 
Important- the outcome leads to us achieving our goals- either 
professional or personal.   
 
Urgent- activities that demand attention and are usually associated 
with achieving someone else’s goals.  The consequences of not 
dealing with them are immediate.   
 



 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 Important and Urgent:  

Sometimes these things take up the most time and it’s 
tempting to procrastinate.  If these are priority 1, give your 
schedule the appropriate amount of time in order to do these 
well.  Important and urgent tasks give you the best chance of 
success in moving toward your goals and cost the most when 
ignored or procrastinated.   
 
Be sure to leave margin in your schedule so you can respond 
to unplanned urgent tasks when they come along.   
 

 Important but not Urgent:  
These should be a regular part of your time management 
plan.  Devote time toward accomplishing these tasks 
because they will help you accomplish your personal and 
professional goals.  These should be able to be scheduled in 
advance to prevent these things from being pushed down on 
the list.  
 

 Not Important but Urgent:  
These urgent tasks tend to create extra stress because we are 
devoting time- a scarce resource toward something that 
doesn’t matter to us in our current situation. Ask yourself:  

Is there anyone else who should do this task for whom it 
is actually important?  If so, delegate!  If not,  

 



Is this something I should be devoting my time toward if 
it doesn’t get my closer to my goals?  Is it something I’m 
called to do?  

 
 Not Important and Not Urgent:  

These tasks are distractions and time wasters- avoid them if 
possible.  Many times we say yes to people not because it’s 
good for us, but because we don’t want to disappoint them 
or tell them no.  People pleasers often find themselves with 
many tasks in this category.  Determine your time and energy 
boundaries and stick to them!   

  
Table Talk: What is an example of a task on your to-do list right now and 
where does it fit into this principle?  
 
Managing Interruptions (Questions 5, 9, 11, 12) 
 
Having a plan and knowing how to prioritize are important, but if you’re 
constantly getting interrupted, you still won’t be able to get everything 
done.  Try some strategies for minimizing and controlling interruptions.   
 
Keep an Interruption log.  For an entire week down the person/situation 
that interrupts your normal workflow, what time it happened, and whether 
or not it was important or urgent.  Then determine if you see any patterns 
in the interruptions and create a plan.   

- Create new intentional meeting times 
- Reserve interruption-free times if possible 
- Screen phone calls 
- Turn off e-mails 
- Say no 

 
Procrastination (Question 2) 
 
Tips for fighting procrastination:  

- Determine why you’re procrastinating and get to the root cause.  Are 
you disorganized, overwhelmed, uncertain, uncomfortable, or is it 
something you just don’t like to do?  Deal with the issue.  

- Reward yourself at the end of the week when you have completed all 
of the important and urgent items on your list.  

- Choose to be held accountable for meeting deadlines.  
- Deal with e-mails when you get them.  Add them to a to do list, put 

them into a folder, coming back to them and rereading them later 
wastes time 

- “What can I do now that will set me up for a win later?” 



- Prioritize urgent and important tasks and get started on them right 
away.  

- Say no to things you know you’ll probably never get to.  
- Don’t wait for the “right time” or the “right mood” to get started.  
- Focus on one task at a time.  

 
Scheduling (Questions 3, 7) 
 
Create a time management plan to protect you from stress and help you 
achieve your goals.   
 Personal Time 
 Family Time 
 Habits/Spiritual disciplines 
 Regular Work Routines/Tasks 
 White Space (Margin) for new opportunities and interruptions 
 Transition time 
 
Table Talk:   
What are some time management/organizational tips you’ve used in the 
past or are currently using to help you be more effective and efficient?  
 
What are some tools you’ve used that have been effective for you?   
 
Week 3- Drive it Home- Increase your efficiency and effectiveness through 
intentional time management and goal-setting.  Use the following form to 
track your goals, tasks and time this week.  (Weekly Goal Tracker)  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



Week 4- Problem Solving 
 
Table Talk Review: How did your goal-setting go last week?  What 
distractions/interruptions did you experience?  Were you rewarded for a 
successful week?  
 
Would You Rather Questions at tables 
 
35,000- that is the approximate number of conscious decisions an adult 
makes each day 
 
The Bible has a lot to say about wisdom and making sound decisions 
(Give each person in the room a slip of paper with one of the verses on it.  
Ask them to share at their table what that verse tells them about wisdom 
and making Godly decisions):  
 

Proverbs 1:7, “The fear of the Lord is the beginning of knowledge; 
fools despise wisdom and instruction.”  
 
Proverbs 2:6, “For the Lord gives wisdom; from his mouth come 
knowledge and understanding.”  
 
Proverbs 3:5, “Trust in the Lord with all your heart, and do not lean 
on your own understanding.”  
 
Proverbs 3:7, “Be not wise in your own eyes; fear the Lord, and turn 
away from evil.”  
 
Proverbs 10:23, “Doing wrong is like a joke to a fool, but wisdom is 
pleasure to a man of understanding.”  
 
Proverbs 12:15, “The way of a fool is right in his own eyes, but a wise 
man listens to advice.”  

 
Proverbs 13:20, “Whoever walks with the wise becomes wise, but the 
companion of fools will suffer harm.”  
 
Proverbs 14:16, “One who is wise is cautious and turns away from 
evil, but a fool is reckless and careless.”  
 
Proverbs 16:16, “How much better to get wisdom than gold!  To get 
understanding is to be chosen rather than silver.”  
 



Proverbs 19:20, “Listen to advice and accept instruction, that you 
may gain wisdom in the future.”  

 
God wants us to make wise choices.  We learn that it’s always the wise 
choice to follow God’s truth in the Bible and make decisions that are in 
line with His Word.  But sometimes things are not always spelled out 
directly in the Bible and we have to make the wisest choice based on 
what we know to be true about God and His Word.  Sometimes we’re 
choosing from two perfect acceptable alternatives and both look good.  
How do we know which one is the best for us?   
 
An Objective Voice- When we’re in the middle of a situation it’s very hard 
for us to get a proper perspective in order to solve the problem.  Let’s take 
a little break from thinking about our problems and do a quick draw 
activity.  Draw an Alien.  Make it however you imagine an alien would 
look.  
 
 Let’s evaluate your aliens:  

1. Does it have bilateral symmetry?  
2. Does it have appendages? (arms, legs, fingers, toes, etc.) 
3. Does it have an external covering? (skin, fun, feathers, etc.) 
4. Does it have the ability to use its senses? (touch, see, hear, smell, taste) 
5. Does it breathe?  
6. Does it eat?  
7. Does it have a family?  

There was nothing that said your creature would have to resemble those 
already on earth.  You could have tapped into any other existing 
knowledge base such as rock formations or clouds to build your creature, 
but most people draw alien creatures that resemble animals on earth.   
 
This is called structured imagination.  It refers to the fact that even when 
we use our imagination to develop new ideas, those ideas are heavily 
structured in highly predictable ways according to existing concepts, 
categories and stereotypes.  Structured Imagination:  
 
Even when we have full ability to be creative and think of new things, we 
have preconceived notions of how the world works based on past 
experience.  Our experience colors the way we see the world.  We need 
to consult with people who have different experiences in order to see 
things we can’t see.   
 



There are many methods of making decisions but we’ll explore one today 
that’s easy to remember because it’s an acronym for the word DECIDE.  
You don’t want to move all 35,000 problems and decisions you make in 
one day through this grid, but for those that are particularly sticky or have 
you stumped, this is a great way to clarify, define, and decide.   
 
Step 1- Define the Problem 
 Sometimes the problem isn’t the problem.   

This is the most important part of the problem solving/decision 
making process!  It wastes our time, energy, and efforts pursuing a 
problem that isn’t really the problem.   

 
Take the “problem” as you are defining it and break it down into 
parts.  Examine each part and substitute synonyms or similar phrases 
for the words to explore and refine the problem.  State your 
problem listing the target/object/people, the 
behavior/action/event and the resulting outcome.  For example:  
 
Example problem: Jim, an employee, is not accomplishing goals 
and that is causing strain on the rest of the staff.   

  
Target (object/person/people): Jim, the rest of the staff, me- the 
employer 

 Clarifying questions:  
 What is my role in helping Jim accomplish his goals?  
 Are we operating as a team?  
 Is Jim working with the team or against it?  

Is there something going on in Jim’s personal life that I need to be 
aware of that is affect his job performance?  
Is Jim’s competence or character that is contributing to the 
problem?  
Is it really just Jim?  Or could others also be an issue?  

  
 Problem (behavior/action/event): not accomplishing goals 
 Clarifying questions: 
 Does Jim understand the goals?  
 Does he know what a “win” looks like in his area?  

Is a broken system causing the issue or contributing to it?  
Are Jim’s goals attainable?  Does he have the experience and 
knowledge he needs to accomplish them?  
Have I allowed Jim to own his own goal-setting and progress, or 
does he see these as directives from above?  

 
 Result (outcome/consequence): strain on the staff 



 Clarifying questions: 
Is this strain a sign of additional problems of only a result of Jim’s 
negligence?  
Am I doing anything else to contribute to a toxic culture of strain 
and stress?  
Are employees taking responsibility for results or operating in a 
mindset of blame and complaining?  
Has this been a pattern or is this a new issue?  
 
Redefine the Problem if Needed:  Jim is going through some 
personal issues that are affecting his performance and causing 
strain on the rest of the staff.  The staff is unaware of Jim’s problems 
and therefore are operating in a mindset of blaming and 
complaining.   
 
Work through these steps in your book with a problem you’re 
currently experiencing.  

 
Step 2- End Result 

Start with the end in mind.  What do you want to see happen in this 
situation?  What is your purpose and goal?  In order to know how to 
end up there you have to know where you want to be!   
 
Think about the following questions:  

 
What is God’s desired outcome?  
 
What is best for those directly involved?  
 
What is the best outcome for those who are not directly 
involved?  
 
What leads us forward toward our long-term goals?   
 
What would be a successful resolution to the problem?  

 
In our example, we need to decide-  
Do we think Jim is the best employee for this position?  If so, then our 
goal is to help Jim best move through his personal issues in order to 
help both the company and Jim heal, grow, and improve.  If not, 
then our end result would be helping Jim transition off in a way that 
doesn’t do harm and helps us all move forward.     

 
Step 3- Current Reality 



 
It’s time to get real.  Talk about your current reality.  Let’s reflect on 
what happened to get us here and take that into account as we 
move forward.  This is where we own 100% of the results for where 
we are- no blaming or justifying.   

 
 How did we get here?   
 
 Why did we get here?  
 
 What got us off track?  
 
 Where did we miss the mark?  
 
 What opportunities did we miss?  
 
 What are the facts of the current reality?  
 
 
Step 4- Investigate 
 

Get curious!  Wonder and wander about and around the problem!  
Take your time and don’t rush this step.  This is your opportunity to 
explore things you haven’t explored before and be inventive and 
creative.   
 
Push past assumptions.  When we operate by our assumptions, we 
allow past experience to drive our future possibilities.  This keeps us 
trapped in a cycle of ineffective problem solving.   
 
When we identify assumptions and uncover them, we can 
investigate new opportunities and possibilities that build on prior 
experience and learn from them.   
 
What assumptions am I making?  
 
How is this situation similar to experiences I’ve had in the past?  
 
What is possible now that wasn’t possible then?  
 
What unique challenges/opportunities does this present?  

 
Are there any timing issues to be aware of?  

 



What are my limitations?   
 I can’t… but I can… 
 
What prior experience or expertise is necessary or helpful?  
 
What new experiences or expertise should others or I obtain?  
 
Who has had a similar situation and what can I learn from their 
experience?  
 
Is there a “both/and” option instead of an “either/or”?  

 
 
Step 5- Determine Your Path 
 
Andy Stanley, “Ask It.”   

“In light of my past experience, my current circumstances, and my 
future hopes and dreams, what is the wise thing for me to do?” 

 
Determine the right action for the situation.  Edward deBono, thinking 
expert, author and consultant talks about Six action shoes:  
 
Navy Dress Shoes 

- formal 
- routine action 
- procedures 

Grey Sneakers:  
- exploration 
- investigation 
- collection of evidence & information 

Brown Work Shoes:  
- Practical 
- Pragmatic 
- Sensible 

Orange Boots:  
- emergency action 
- immediate 
- respond to danger 

Pink Slippers 
- compassionate 



- attention to feelings and sensitivities 

Purple Riding Boots  
- Authority 
- Control 
- Leadership 
- Command  

 
Create a timeline for implementation.   
 

Action By Date Person 
Responsible 

Signs of Success 

    

    

    

    

    

 
  
Step 6- Execute and Evaluate 
 
As you implement your plan, it’s important to monitor the signs of success.  
If you are not experiencing success along the path, see if you need to 
make some adjustments to the plan.   
 
Hold your plan with open hands- commit to the end result, be willing to 
change and tweak your path.   
 
If you marry the plan, you won’t deviate and you can end up in a 
completely different place!  
 



Experiencing success?  Learn from it!  
 
 What went well?   
 
 What did we learn?  
 
 What was surprising?  
 
 What could we improve for next time?  
 
Not seeing strong signs of success along the path?  
 
 Are we making assumptions in our action steps?  
 
 Do we have a realistic timeline?  
 

Has something different happened since we created the 
plan?   

 
 Are our expectations unrealistic?  
 
 What can we adjust to get a better result?  
 
Not seeing any signs of progress or resolution?  
 

There is probably an underlying root cause you did not 
discover/address in your first plan.    

 
Revisit the problem and redefine.  

 
Get new objective voices speaking into the process for a new 
view.  

 
 Recreate a new plan based on redefined problem.   

 
 
 
Week 4- Drive it Home- Solve a problem with the DECIDE method.  It can 
be a personal problem, professional problem, relational problem… any 
type of problem!  Be ready to share your progress next week.    
 
 

 
 



 
 

 
Week 5- Thinking Strategies 

 
Table Talk Review:  
 What problem did you begin to solve last week?   
 Who was your objective voice?  
 What went well in this process?  
 What was frustrating or confusing?   
 
Problem Solving Game- Match Stick Puzzles 
 
3 triangles to 4- move 3 matches to make 4 equilateral triangles, no 
overlapping 
 
 
 
 
 
 
 
 
 
 
 
 
 
15 to 10- from this arrangement of 15 matches, remove 6 to leave ten 
 

   
 
 
Debrief: What thinking strategies did you use in these puzzles?  
 
Before we get started with some thinking strategies, let’s go ahead and 
talk about the mistakes we often make in our thinking.  There are five ways 
to be wrong in our thinking according to Edward deBono in his book, 
“Practical Thinking.”  
 



1. The Monorail Mistake- follow one logical line of thinking without pursuing 
other options.  Apply past experience to the present without attempting 
to make it relevant for the current situation.   
 
“We’ve always done it this way.”   
“It worked this way in the past.”   
“Last time this was successful.”  
 
Preventing the Monorail Mistake- Don’t allow past experience to limit your 
future possibilities.  Realize that today is different than yesterday- even if 
there are some similarities.  Explore the new reality today before deciding 
on a path to take. If we spend all our time looking in the rear view mirror, 
we won’t see what’s out the front window!  
 

2. The Magnitude Mistake- Looks at the idea or problem and draws a logical 
conclusion but fails to take into account the magnitude of the situation.  
This person focuses on one point of view, one aspect- “What’s best for 
me?”   
 
Underestimating the scope of the problem or the effect of the plan on the 
problem.  
 
Preventing the Magnitude Mistake- Make it a habit to look at the 
problem/situation from 30,000 feet.  What are the ripples that this 
problem/situation creates?  How does one situation affect the others?  
Look for systemic  problems.   
 

3. The Misfit Mistake- A problem you think you recognize on the surface turns 
out to be something completely different than expected.  Happens when 
you jump to conclusions before looking for root causes.   
 
Making decision based on untested assumptions.  Sometimes the problem 
isn’t the problem!  
 
Acting impulsively without thinking things through; following gut reactions 
without further thought.   
Preventing the Monorail Mistake- Keep your options open.  Acknowledge 
your gut reaction but realize you might be off- gut reactions are an 
indicator of the right choice, but can be influenced by personal comfort, 
preference, selfishness, etc.  Sleep on your decision, stay away from 
impulsivity, take into account your current situation.  Test assumptions.   
 

4. The Must-Be Mistake- also called, the “arrogance” mistake.  You are so 
invested in the idea that you fail to consider that your idea might not be 
the best.   
 



If you never stop to consider, “What if I’m wrong?  What if I don’t know 
best?”  you are making the monorail mistake.   When you get so busy 
defending your idea that you can’t listen.  

Preventing the Must-Be Mistake- Realize that even if you’re an expert, you 
still have more to learn and discover.  You can literally learn something 
from everyone and every experience.  Be humble, hold your ideas with 
open hands.  Ask for help and other points of view and value others’ 
experience and knowledge.   
 

5. The Miss-Out Mistake- thinking with an inadequate or insufficient 
perception.  The thinker is looking at only part of the situation and is basing 
his argument on the part that supports his preconceived perception.   
 
If you find yourself getting defensive when someone expresses a different 
opinion than you or a fact that supports and proves a different point of 
view, you might be making the miss-out mistake.   
 
Preventing the Miss-Out Mistake- Be open and willing to seek out other 
possibilities and options.  Don’t be so narrow in your thinking that you 
refuse to be taught.   

 
Table Talk: In the matchstick puzzles, what thinking mistakes did you 
make?  
 
Think about your last problem/situation.  What thinking mistakes might you 
make?   
 
Which one are you most prone to make?  
 
 
Jay’s Twin Ditches of Leadership Death: Indecision & Insensitivity 

 

The Guardrails of Indecision:  
Know what decisions are yours to make and when they have to be 
made. 

a) Never make decisions until they have to be made.  
b) Always make them when they do. 

 
The Guardrails of Insensitivity:  
- Clearly articulate why you are doing what you are doing.  
- Share how the decision was made and who made it.  
- Create a structure for formal and informal listening:  

o Give them a chance to present their case 



o Clearly restate their case 
o Allow them to challenge information they feel is incorrect 
o Give regular opportunities for input 
o Spend time connecting relationally to build trust 

Understanding Others and Myself- Johari Window 
 
The Johari Window is a tool for learning about others and myself.  We were 
created to be in relationship with others!  Not just in the presence of others 
physically, but to be fully known and to fully know others.  The Johari 
Window is a tool to help us discover more about ourselves and others.   
 
The goal of the Johari Window is to help us develop more authentic and 
true relationships through self-disclosure and identifying our blindspots.   
 
Let’s start with the unknown self- there are things we don’t know about 
ourselves and others don’t know about us.  The only way to learn about 
these things is through authentic relationships.  When we interact with 
others we learn new things about ourselves and others learn things about 
us as well.   
 
Those things move into the Hidden Self area- when we discover things 
about ourselves that others don’t know.  The first step is for us to be self-
aware, but if we keep our weaknesses and struggles inside, our enemy 
can use those things to keep us in a cycle of stuck thinking- replaying 
destructive message over and over again.   
 
That’s why it’s important to share that information with others and move it 
from the Hidden Self into the Known Self.  From the Façade to the Arena.  
That’s where we allow others to help us and speak truth into our lives.   
 
Pair Share- What is something that you know to be true about yourself- a 
weakness or struggle that you haven’t told someone?  Pair up and talk to 
someone at your table about that and move that fact into the Known Self 
window.   
 
Then there are things that we don’t know about ourselves and others 
learn about us through our relationship with them.  We are unaware of 
them until others reveal them to us and bring them out in the open.  When 
we invite others to speak these truths into our lives, we learn more about 
ourselves and move that knowledge from the Blinds Self area to the 
Known Self Arena.   
 
How to receive and grow from discovering blind spots 
 



How many of you remember the story of the “Emperor’s New Clothes?”  
 
“The Emperor’s New Clothes” by Hans Christian Andersen (1837, C.A. Reitzel).  In 
case you haven’t heard it in a while, below is a quick summary of this classic 
tale… 
  

There was once an Emperor who was obsessed with wearing only the 
finest and most elegant clothes.  He paid no attention to the needs of the 
townspeople, military strategy, or economic development- he only cared 
how he looked in front of others and the quality of the clothing he was 
wearing.   
 
One day, two strangers came into town and they let it be known they 
were weavers who could create the most magnificent fabrics.  Not only 
were the colors and patterns the finest in the land, they actually were 
sewn from a cloth that became invisible to anyone who was unfit for his 
station in life or who was incredibly foolish.  
 
Operating under the assumption that he was the wisest, most fit person to 
rule the land, the Emperor concluded that he must have clothing made 
from this cloth right away.  He was convinced this would reveal the 
stupidity of others.   
 
So the weavers set up two looms and pretended to weave his garments, 
though there was nothing on the looms.  All of the finest silk and purest 
thread they demanded for their “cloth” went into their traveling bags 
while they worked the empty looms long into the night.   
 
Slightly afraid he might not be able to see the cloth, and thus be found 
unfit for his post, the Emperor sent his most trusted, qualified employee to 
see how things were going.  The Emperor was certain there was no one 
more fit for his post and he would be sure to have the ability to inspect the 
cloth.  When the inspector approached the looms, he realized he could 
not see any cloth, but he was too scared to say anything, afraid of 
revealing his own stupidity.  When asked what he thought about the cloth, 
he gave rave reviews about the color and the pattern – promising to tell 
the emperor all he had seen.   
 
After receiving such a glowing report, the Emperor sent another trusted 
advisor to check on the cloth.  This advisor repeated the experience, 
again afraid to admit his inability to see the cloth and thus reveal his 
foolishness to the world.  He came back to the emperor with a glowing 
report.   
 
Finally, it was time for the Emperor to see the cloth for himself.  Along with 
all his attendants, the Emperor walked into the room where the looms sat 
empty.  As the two weavers glowed with pride, the Emperor’s heart sunk 



when he could not see the cloth hanging on the looms.  Afraid to reveal 
his weakness, the Emperor began to nod his approval and all his 
attendants began exclaiming about the beauty of the fabric.  The 
weavers declared it was finally time to sew the new clothes for the 
Emperor out of this fine fabric.   
 
They stayed up all night cutting and sewing the invisible fabric to create a 
new suit.  The next day they brought the suit to the Emperor with great 
fanfare and told him how light and airy this new fabric would feel when 
he put the suit on.  They helped the Emperor take off his “inferior clothes” 
so he could change into this new high-quality suit.   
 
As they pretended to dress the Emperor, they exclaimed about the fit, 
pattern, and color of this exquisite suit of clothes.  Even though no one in 
the room could see the clothing, they were too ashamed to admit they 
were unable to see what they assumed everyone else could see.  
Because the Emperor was convinced his clothes were the finest money 
could buy and were indeed the most impressive, he decided to parade 
through town wearing his new suit.  Everyone in town remarked how fine 
his clothes were because no one wanted to seem unfit for their position or 
to be labeled as stupid.   
 
Then finally, a little child said what everyone knew to be true.  He shouted 
out, “The Emperor hasn’t got anything on!”  The adults began to whisper 
among themselves as they realized the child was right.  The whispers grew 
until the news reached the Emperor’s ears.  The Emperor shivered when 
he suspected they were right.  But he was unwilling to appear foolish so he 
continued to walk proudly on and the procession continued.   

 
In order for us to learn from our blind spots, we’ve got to open ourselves  
up to learning about them and receive this information well.  Or we’ll burn 
bridges and others will not feel free to express the truth we need to know 
in order to grow and improve.  We’ll be walking around in our skin suit 
exposed for all to see and ignorant of how we appear.   
 

1. You have to want to see- Mark 10:46-52.  What do you want me to do for 
you?  Why did Jesus ask?  He knew already- the man needed to admit his 
need.  We need to admit our need.  If others give us information about 
ourselves and we’re not asking, we can’t accurately receive it and do 
something positive with it.  We get defensive and offended.  

2. Receive it graciously.  Only people who truly and genuinely care about 
you will have the courage to tell you things that might be hurtful but are 
still helpful to your growth.  Trust their heart for you.  

3. Learn and move forward.  It’s tempting to analyze our past actions and 
decisions based on what we have just learned about ourselves and spend 
time telling ourselves that we “should have” known or what we “should 



have” done.  We need to be grateful for the new knowledge, learn from 
our past mistakes and move forward in the future with renewed 
confidence.   

Test out your Thinking Skills- Lost at Sea Scenario in groups- 
http://insight.typepad.co.uk/lost_at_sea.pdf  
 

Week 5- Drive it Home 
This week invite someone to reveal a blind spot to you.  Ask one of 
the questions above and jot down notes about what you learned 
about yourself.   

 
  



Week 6- Creativity 
 
Table Talk:  

What blind spots did others reveal to you this week?  Let’s move 
those blind spots from the Façade to the Arena and share them 
with those at your table!  

 
Opening Game: Funny Business 
 
Take a survey- Take the CQ survey in your book.  What are your results?  
Do you find that is true of you?   
 
There are generally lots of ideas about what creativity is and what 
creativity looks like.  And I could actually spend our whole time together 
talking about creativity at its core.  But let’s just say there are some myths 
out there about creativity we often buy into that stand in the way of 
realizing our creative potential.   
 
Let’s start with a definition of creativity:  We like to say that creativity 
happens when limited resources are combined with a determination to 
continue.  Creativity manifests itself in that vulnerable place when you 
realize you’re out of options and what you’re currently doing isn’t working 
any more.  You have two options: to give up or get creative.   
 
So, for the next few minutes, let’s learn about creativity and how we can 
push through to harness its power so we can continue to press on past the 
point of what’s not working and discover what God created us to do.   
 
Myth:  Only Some People are Creative 

- “In the beginning, God created the heavens and the earth.”  - 
Genesis 1:1 

- “So God created mankind in His own image, in the image of 
God He created them; male and female He created them.”  - 
Genesis 1:27 

- Look at all the ways God reveals Himself to be creative!  Each of 
us has been gifted with some reflection of His creativity!   

- Myth Busted: You were created to be creative.  
 
Discovering Your Creative Potential- So, how are you creative? Read 
through the chart in your book and place a check by those you feel are 
definite strengths- not those that you do so-so, but those you really excel 
at.   
 



Write down your top three creative strengths.  Share with the people at 
your table.   
 
Removing Roadblocks:  
 
 If we’re all creative, then why don’t we act like it?  
 
Roadblock #1- Fear 
God gave us the ability to feel fear- to fear Him & His power- a healthy, 
awe-inspired, respectful fear; and to fear the things that threaten us & are 
outside of our control- not so we become consumed by them, but so that 
we will draw near to Him, our strength and protector.  He never intended 
fear to stop us from doing what He has called us to do- He intended fear 
to draw us closer to Himself.   
 
What are we afraid of in regard to creativity?  

o Change (comfort zone graphic) 
o Failure- “To live a creative life, we must lose our fear of 

being wrong.” – Joseph Chilton Pearce 
o Rejection- “Your idea is not your identity.” – Disney 

Imagineers 
 
 
Roadblock #2- Negativity 
“A cheerful disposition is good for your health; gloom and doom leave 
you bone-tired.”  Proverbs 17:22 (MSG) 
 
Negativity isn’t a personality, it’s a habit.  You see what you seek.   
 
Six Impossible Thoughts- “Alice in Wonderland: Through the Looking Glass”  
 
Listen to “Christ has Set Me Free” by Rend Collective.  Write down the 
phrases that stand out to you as you listen to this song.  
 
Battle negativity by thinking about the impossible, being curious 
 
 
Roadblock #3- Limitations 
 

- God gives and allows. 
- God knows. 
- Limitations clarify our path  
- We can leverage limitations to fuel innovation.  

 



  I can’t… but I can… 
We don’t have… but we do have… 

 
 
 
 
Roadblock #4- Assumptions 
 
Perspective Activity using the book, “Zoom,” by Istvan Banyai- give each 
team a picture from the book and ask them to draw some conclusions 
about the book based on their picture.  Then ask them to share the 
pictures among groups and see if they can put them in order to create a 
whole.   
 
An assumption is defined as something that is accepted as true or as 
certain to happen, without proof.  It starts with truth- we base what we 
believe on past experience and apply the experience over all similarly 
related incidents in the future.   
 
Making assumptions isn’t wrong- it’s part of the learning process.  But 
allowing them to determine the future based on liberally applied truths 
that may not take the current situation into account is foolish.  Let’s see 
what to do with our assumptions.   
 
Process of leveraging assumptions (chart in handout) 
 
How do you identify assumptions?  Always, Never, Can’t, Won’t, Must, Will, 
All, None, Everyone, No one 
 
Question assumptions:  
1. How is this situation similar to experiences I’ve had in the past?  
2. What is possible now that wasn’t possible then?   
3. What unique challenge does this present?  
 
Drive it Home- Tools to Enhance Your Creativity 
 
 
 
 
 
 
 
 
 



Week 7- Collaboration 
 
Table Talk:  
 What creative techniques did you try last week?   
 What were your results?  
 Was anything difficult for you?  Why?  
 
Game: Photo Scavenger Hunt (printed copies of the sheet) 
 
Debrief: Last week we learned that we are creative.  This week we’re 
going to talk about how we were created to be collaborative and in 
relationship with other people.   
 
Survey: Raise your hand if you’ve ever said one of the following phrases:  
 “It’s just easier if I do it myself.”  
 “When I ask someone to do it they never do it right.”  
 “They just don’t know what they’re doing.”  
 “I don’t have time to ask their opinion before I do everything.”  
 “People are just hard to get along with.”   
 “They just want to do everything their own way.”  
 
I’ve said them before too!  But these statements reveal a heart that is unwilling to 
allow others to share in what you’re doing and in turn, make what you’re doing 
even better.   
 
Romans 12:4 says, “For as in one body we have many members, and the 
members do not all have the same function, so we, though many, are one body 
in Christ, and individually members one of another.” 
 
When we fail to take advantage of other people’s creativity and find ways for 
them to share their passions and abilities, we becoming our own limiting factors.  
We will only be able to produce what we alone are capable of producing.  With 
every voice, perspective, and person we allow on the team, we increase our 
reach and ability exponentially.   
 
Determining your Team’s Creative Quotient (CQ) 
Think about a team or group of people with whom you regularly collaborate and 
create (work or family).  Choose your answers based on your interactions with 
that group of people.   
 
 
Building a Collaborative Team 
So, who should you recruit to join your collaborative team and how many 
people should be on the team in order to reach maximum collaborative 
potential?  While there is no exact answer to either of these questions, there are 
some points to consider.   



 
- Ideal size: 4-6 people.  The more people you have on a collaborative 

team, the less likely everyone will have the opportunity to contribute or 
feel comfortable giving input and ideas.  To encourage the ideas of each 
team member, try to keep your collaborative teams to around 4-6 
people.  If you need to problem solve with a larger group, be sure to 
divide into teams of 4-6 people and come back together to share insights 
and thoughts with the larger group in order to gain insight from everyone’s 
point of view.   
 

- Gather opinions ahead of time with a survey or town hall meeting.  If your 
goal is to get a wide variety of opinions and thoughts on a particular 
subject from a large group of people, consider sending a survey out 
ahead of time and gathering data and opinions into a report that can be 
shared with the smaller work team.  Or you may consider holding a “town 
hall” listening post with a large group for the sheer purpose of listening to 
different perspectives and points of view before meeting with a smaller 
collaborative team.   

 
- Recruit based on skills and experience.  Be sure to look at the skill set 

required of the individuals who will be solving the problem.  Recruit people 
with one or more of those skills.  For example, Will solving this problem 
require a systems thinker or an implementer?  Will someone with specific 
knowledge of a certain area or more of a big-picture person be 
beneficial to this process?   

 
- Choose people who need to have ownership.  Consider who needs to 

feel ownership of the solution in order to move forward with 
implementation and to lead the change well in the future.  For example, if 
you’re solving a problem in children’s ministry but fail to invite the chair of 
your children’s ministry leadership team, you may have difficulty 
implementing and leading the change.  Determine who has the 
necessary influence to implement the proposed solution.   

 
- Value diversity.  Recruit people with different points of view and 

perspectives.  Don’t allow yourself to be surrounded with people who 
always agree and keep you operating within your comfort zone.  
Challenge yourself and your ideas with contrasting viewpoints.  

 
- Assign a team leader.  Determine who will be the team leader for the 

collaborative session.  Make sure he is prepared with a specific goal or 
task for the team, a format for working out the situation, questions to spur 
conversation and discussions, and a starting and ending time for the 
meeting.  Having structure for your meeting prevents rabbit trails and 
wasted time trying to determine the outcome and goal of the gathering.   

 
 



Providing an Environment for Collaboration to Thrive 
How should a collaborative team meeting be structured in order to best harness 
the collective thoughts of everyone involved?   
 

- Celebrate every idea for 5 seconds.  Don’t allow anyone to immediately 
dismiss or critique an idea once it has been expressed.  Spend at least 5 
seconds considering and discussing the positives aspects before moving 
on.  This consideration may produce other great follow-up ideas.  Say 
WOW instead of HOW 
 

- Question everything.  Why is it a good idea?  How can it be improved?  
Where might there be the weaknesses?   

 
- Agree that the team leader will help the group remain on task.  If you get 

off task addressing another issue other than the one you’ve been brought 
together to discuss, call an “expert forum” and make a note to schedule 
an additional meeting for the purpose of working on the other problem.  
This keeps your group focused on solving the initial problem/situation.  

 
- Communicate with love and respect.  Separate an idea from the 

individual when discussing negative aspects or cautions to consider about 
a thought or suggestion given.  Refrain from using the word, “you” when 
addressing an issue specific to an idea.  For example instead of saying, 
“You are failing to take the big picture into consideration,” trying saying, 
“That idea may not support the big picture and long range goals of 
where we are going.  How might it be adjusted to take that into 
consideration?”  Always refer to the idea, not the idea giver.     

 
- Refuse to be offended when an idea is critiqued.  Remember, your idea is 

not your identity.  
 

- Use fewer “why” questions that put people on the defensive.  Instead of, 
“Why should we do that?” try asking, “What about our current 
circumstances and timing makes this the optimal time for this solution?”  

 
- Recognize your own ability to influence the tone of the room and monitor 

it.  When you get passionate about a subject or idea, does the way you 
express your passion enhance the productivity in the room or shut it 
down?  Does your negative or positive enthusiasm encourage or 
discourage the others around you?  Does your silence in the midst of 
brainstorming help or hurt the creativity of those around you?  

 
- Start the meeting with a fun team building or personal sharing time to help 

connect on a personal level in order to build trust and relational 
connections before getting down to business.  This will foster 
communication during the meeting and encourage participation.   

 



 
Collaborative Techniques 
 
Six Thinking Hats- Edward de Bono’s, “Six Thinking Hats,” outlines a system where 
teams can harness the power of collaborative thinking. Using this system, a group 
of people wear figurative “hats” that aid in group problem solving and guide the 
discussion.  The idea is that everyone in the room puts on the same hat at the 
same time in order to encourage what de Bono calls, “Lateral Thinking,” which 
forces everyone’s thoughts to move in the same direction toward the same end.  
This type of thinking removes adversarial debate from the room and encourages 
people to engage the issue from all sides.  Here is a brief description of the roles 
of the Six Hats, read the book for a more in-depth exploration.   
 

 
Blue Hat: Process of decision making.  Thinking about how you will go 
about solving the problem.  Used to organize the thinking and ideas while 
creating a plan for action.  Questions to ask: How do we need to solve this 
problem?  What conclusions have we drawn from this discussion?   
 
White Hat: All facts, no feeling.  State only what can be measured and 
proven, is neutral and objective.  Questions to ask: What do we know?  
What facts do we need to gather?  How will we gather this information?  
 
Red Hat: Expressing feelings, intuition, instinct, and gut feelings that do not 
need to be justified or explained.  Questions to ask:  How do you feel 
about this situation right now?  How do you think others are feeling?  
 
Black Hat:  Discuss difficulties, cautions, weaknesses, and dangers.  Used 
to spot negative elements in the possible solutions but requires logical 
reasons- not gut instinct.  Questions to ask: What are possible negative 
effects?  What are the dangers of this plan we should be aware of?  
 
Green Hat:  Used to share ideas, creativity, possibilities, alternatives, and 
solutions to black hat problems.  Questions to ask:  How can we solve the 
problem?  How can we use new strategies and ideas that have never 
before been implemented?  How can we change what already exists 
and use it in a new way or for a new purpose?  
 
Yellow Hat: Gives the positives, benefits, and useful elements of an idea.  
Logical reasons are given for these conclusions.  Questions to ask:  What 
are the positives of this idea?  What parts of our green hat ideas are most 
beneficial?   
 

Put de Bono’s Six Hats strategy to work in your next team meeting.  Remember all 
people in the room will need to “wear” the same hat at the same time- this 
forces the group to be in sync with their thinking processes and helps everyone 
examine the situation from the same perspective.   
 



Blue Hat- Explain the reason for the meeting, the problem to be solved, 
and the process for the discussion.  Introduce the group to the Six Hats 
Strategy and the concept of lateral thinking.    

 
White Hat- State all of the known facts, determine facts you do not know, 
and develop a strategy for gathering the data.   Provide no interpretation 
of the data- just the facts.  
 
Red Hat- Poll the room and ask how is everyone feeling about the facts.    
These feelings do not have to be justified or explained.   
 
Green Hat- What are some ideas for solving the problem?  Determine if 
you can change and modify existing policies, practices, procedures, 
programs to solve the problem.  No limits should be placed on the 
possibilities and ideas at this point- anything goes!   
 
Yellow Hat- Look at the green hat ideas, what are the benefits of each 
possible solution?  If the complete idea is not possible, what are the 
positive elements that might be implemented into an existing 
program/strategy/system or another new solution you have mentioned?  
 
Black Hat- What are the dangers/cautions of each green hat idea?  What 
are the risks (provide logical reasons for these risks- not just gut instinct). 
 
Green Hat- What are some ideas for minimizing the risks/dangers of each 
idea?   

 
Red Hat- What is your gut level instinct?  How do you feel about the 
solutions presented?  

 
Blue Hat- What conclusions can we draw from this discussion?  Is there a 
clear consensus?  What is our next course of action (continue to meet 
and discuss, implement a few ideas and come back to evaluate, etc.)?  

 
These hats can be worn in any order depending on the desired outcome of your 
meeting.  Not all hats must be worn in every meeting.  The key to making the Six 
Hats Process work for you is the ability to harness the power of your team to all 
think and move in the same direction so everyone has the chance to think from 
each point of view.   
 
Oblique Strategies- Brian Eno and Peter Schmidt, recognized that in order 
to move toward new levels of innovation and creativity in art and music, 
we needed diverse viewpoints and perspectives that challenge us to new 
thinking.   They created a set of cards called the “Oblique Strategies: Over 
One Hundred Worthwhile Dilemmas.”  Contained within this deck of cards 
are phrases like, “Go to an extreme, move back to a more comfortable 
place,” or “Emphasize differences.”  The challenge is to implement the 



phrase on the card into whatever you are currently doing.  Oblique 
strategies app.   
 
Brainwriting- Harness the creative abilities and voice of each person in the 
room- introverts and extraverts.  Clarify the issue being discussed.  Come 
up with several questions or problem areas that factor into the larger issue.  
Create one sub-heading or question for each person in the group.  Write 
each of these subheadings at the top of a piece of notebook paper- one 
question per page.  Give each participant one page and ask them to 
take the next 3 minutes to write thoughts, ideas, and suggestions under 
the question on the page.  Then ask them to pass their ideas to someone 
else in the group who reads the existing ideas and adds new ones on the 
same paper.  After a few minutes, ask people to pass the papers and 
repeat the process until everyone has the chance to write possible 
solutions on each page.  After 10-15 minutes, collect the sheets and have 
individuals read them aloud and talk about the ideas.   
 
Idea Swap- This activity allows for a quick and free exchange of ideas.  
Gather a group around a table.  Give each person a stack of index cards.  
State the problem to be solved or the question to be answered and ask 
each person to write down one idea or solution on each index card.  As 
they complete each card, ask them to put it in the center of the table 
face up along with all the others.  When they get creatively stuck and 
need a prompt, have them grab someone else’s idea card and see if it 
prompts an idea of their own.  Encourage them to grab several cards at a 
time to continue to prompt more creative thoughts of their own. 
 
Left Brain/Right Brain Thinkers- Divide the group into two groups – those 
who tend to be left-brain dominate (who think logically and practically) 
and those who are more right-brain dominate (more easily use 
imagination and creative thought.)  Give the group a problem to solve.  
Ask the right-brain thinkers to come up with the most imaginative ideas 
they can – there are no limits!  Ask the left-brain thinkers to come up with 
practical, down-to-earth ideas.  List these on chart paper.  Then attempt 
to combine the two lists, coming up with a combination of creative, yet 
practical suggestions for the problem. 
 
Idea Builder- Gather a group together and think of one way to solve or 
address a problem you are currently experiencing and share it with the 
group.  Go around the room and build on each other’s ideas with each 
person starting their idea with, “That makes me think of…”.  Use each 
other’s ideas as a springboard for your own ideas, acknowledging the 
value of the idea that came before.   
 



Photo Scavenger Hunt 
Get out your phones and pull up your pictures.  During this scavenger hunt 
you are not allowed to take any new pictures- you may only use what you 
already have on your phone.  See how many of the following things you 
can find in pictures on your phone.  After you’ve found each item in the 
photo, show it to the group and record it on this page.  Each photo can 
only be used for one category.   
 

1. Something scratchy: ___________________ from __________________’s phone 

2. A yummy snack: ___________________ from __________________’s phone 

3. A group of 10 objects: ___________________ from __________________’s phone 

4. A stuffed animal: ___________________ from __________________’s phone 

5. Something that starts with the letter C: ___________________ from 

__________________’s phone 

6. Something that stinks: ___________________ from __________________’s phone 

7. An object with stripes: ___________________ from __________________’s phone 

8. A toy: ___________________ from __________________’s phone 

9. A favorite book: ___________________ from __________________’s phone 

10. Something orange: ___________________ from __________________’s phone 

11. Something with wheels: ___________________ from __________________’s phone 

12. A plant: ___________________ from __________________’s phone 

13. Smaller than a mouse: ___________________ from __________________’s phone 

14. Something that glows: ___________________ from __________________’s phone 

15. Something funny: ___________________ from __________________’s phone 

16. Somewhere cold: ___________________ from __________________’s phone 

17. Something bumpy: ___________________ from __________________’s phone 

18. Something valuable: ___________________ from __________________’s phone 

19. Something in a park: ___________________ from __________________’s phone 

20. Something at the beach: ___________________ from __________________’s phone 



Supplies:  
 

Week 1- Leadership and You 
 

Self forgetfulness book – give each participant to take home, read, 
and journal, $3.25 each, chart paper 
 
Week 2- The Leader You are Called to Be 
 
Have books to show people: Necessary Endings, Boundaries for 
Leaders, Way of the Shepherd, The coaching habit: Say Less, Ask 
More and Change the way you lead forever, Start with Why,  
 
Week 3- Effectiveness and Efficiency  
 
Disciplines of Execution book- Stephen covey 
 
Week 4- Decision Making  
 
Bibles 
Andy Stanley, “Ask It”  
Edward deBono, “Six Action Shoes” 

 
Week 5- Thinking Strategies  
 
Edward Debono- “Practical Thinking”  
Matchsticks 
Emperor’s New Clothes storybook 
 
Week 6- Creativity 
 
Alice in Wonderland 
 
Week 7 – Collaboration 

 
 Six Thinking Hats book 

Oblique Strategies Cards 
 


