APPOINTING A CHAIRMAN OF THE LEADERSHIP/ELDERS TEAM
1. What kind of person should be the chairman?
a. Spiritually mature and experienced so that the spiritual character of the church permeates the meetings.

b. Strong enough to facilitate a meeting with diverse and strongly held opinions.
c. Should be able to elicit responses from all persons at the table and thereby sense when a consensus is reached, or not possible.

d. Be savvy enough to know when it is time for the members to make the decision (vote if necessary) to approve or defer the item under discussion.

e. Be able to follow up on people to whom agenda items were delegated
f. Be able to maintain impartiality with all team members
g. Be able to behave firmly with an elder who may be pushing a personal agenda or bias and will not allow the group to act as a team.
h. A person who values the team as a functioning unit and will not exercise undue influence in the decision making process.
i. Thoroughly familiar with past decisions, policies, church governance documents and their applications. 

2. Who  should be chairman?
a. It is generally better to have a non-staff person as chairman to avoid the perception of paid staff pushing their own agenda.
b. The chairman should be chosen by the group of elders using an approach similar to the following:

i Make a short list of the qualities of a good chairman such as is in # 1 above.
ii Ask the group to identify in a secret ballot who they think best meets the qualifications listed.
iii The group agrees on the person selected.
iv The term should be for one year only but may be reappointed using this same annual process.
3. Preparation of the agenda
a. It is most common to have the leading pastor prepare the agenda because he is usually at the center of the ministry of the church and is in the best position to know what items need to be tabled at the meeting. 
b. Alternatively, the chairman could prepare the agenda in consultation with the leading pastor.
c. The chairman, if he is not primarily the initiator of the agenda, should be consulted in advance of the meeting and be thoroughly familiar with all agenda items. 

d. The chairman should also be made aware of any items that may be controversial or sensitive and must ensure that they are handled wisely and suitably. 
e. Agenda items should be written clearly and in a way that makes them actionable. 

i Can the item be posed as a question that is stated clearly enough for the team to answer it?
ii Can the item be pre-thought and presented as a recommendation for approval?

iii When possible present back up materials in advance of the meeting so that team members can be conversant with the material at the meeting. 

iv Short (quick action and approval) items and longer items (requiring longer dialogue) should be grouped together.

v If possible budget the timing of each item on the agenda.
4. Managing the meeting
a. A quorum will be a simple majority of the elders being present.

b. Always begin with prayer inviting God to be present with His grace and wisdom.
c. As a team talk about life and how God is working in the ministries of the church and in the life of the Leadership Team members.

d. A short devotion is very appropriate.

e. Advise those present of the agenda and the priority items.

f. Set a time for completion of the meeting - no longer than 2 hours.

g. Manage the discussion times on each agenda item.

h. Determine if an agenda item(s) should be deferred or needs further analysis and research.
i. If possible work on the basis of consensus in the decision making process.
j. Voting procedure in cases where unanimity is unlikely:

i Presentation of the issue.

ii Discussion for clarification.

iii A vote of: 3 of 4; 4 of 6; 5 of 7; 6 of 8; 7 of 9; 7 of 10 will carry any issue.

iv Dissenting voters may request a delay of one, or at most two meetings - when a second vote will be taken.

k. Keep minutes of every decision, and highlight the action required including:

i A description of what action is required

ii Who will do it

iii The time frame

iv When will the review of each action take place? At what meeting?
v Are there items that must be communicated to the congregation as a whole?
· Delicate announcements should be written and approved by the team.
· Church policies must be written and approved by the team. 
l. From time to time, invite leaders of ministries to attend the meeting for their encouragement, for consultation and prayer.

