Tip Sheet for Lead Pastors

The relationship between the lead pastor and the associate pastor is important for effective ministry in multiple-staff churches. Here are a few suggestions for ways to optimize your lead pastor-associate pastor relationship.

First Steps
· Intentionally set aside time in July (or earlier, if you get the chance) to get to know one another and develop your identity as a team.  You each bring unique gifts to your ministry and the sooner you identify those gifts in each other and discover how they complement each other, the more effective both your ministries will be. 
· Make sure your associate has an up-to-date job description.  Not only is this required by the Discipline (¶ 258.2.g.7), it will also help to bring clarity to the relationships between the lead pastor, the associate pastor, the rest of the staff, and the congregation. Re-evaluate the associate’s job description regularly as circumstances and expectations change.
· Communicate your expectations for your associate, especially if they are more specific than those outlined in the associate’s job description. For example: Which meetings should he/she attend? How often will he/she preach or lead worship? What are his/her visitation responsibilities?

· Help the congregation to understand the associate’s role by your example. Congregations are often tempted to view an associate pastor as “junior pastor”, but the Virginia Annual Conference has ordained, commissioned, or licensed him/her for ministry and the Bishop has appointed him/her for service in this congregation. By emphasizing to the congregation that your associate is a colleague in ministry, you can assure that he or she is seen and respected as a clergyperson.
Maintaining the Relationship

· The number one factor in how an associate pastor experiences her or his appointment is his/her relationship with the lead pastor.  There are several ways you can strengthen that relationship:

· Find intentional ways to lead ministries together.   This will help you grow as a team and help the congregation to see you as a team.

· Clearly define both of your responsibilities and expectations.  Toes are less likely to be stepped on if pastors are walking in sync.

· Recognize the power of experience as a teacher.  The more opportunities your associate has to experience pastoral leadership in all its forms, the more he/she will be able to grow as a pastor and the more effective he/she will be in ministry.

· Take advantage of the opportunities presented by the fact that you have a partner in pastoral leadership.  There are several ways to take advantage of this:
· Ever wanted to visit other churches to see how they do worship and/or Sunday morning education?  Take a Sunday to do so and let your associate handle worship.

· Feeling overwhelmed by the number of meetings that you have to attend in the evenings?  Divide and conquer with your associate.  Just make sure you set aside time to meet before and after important meetings to be sure that you are speaking with one voice and working together.

· Figure out early on how you will handle disagreements.  The congregation needs to see the two (or more) of you as a unified team, but there will be times when you disagree.  Communicating with one another when you disagree is an important part of a healthy working relationship.  Determine in what ways it is appropriate for you and your associate to share your differences of opinion.  Communicate your expectations for resolving any such disagreements. The congregation can tell when you are not getting along so, in the same way married couples are told to “never go to bed angry,” pastoral teams should try to avoid going into worship with unresolved conflict.
· Maintain a united front. If an issue is likely to raise questions or cause disagreements within the congregation, discuss it with your associate ahead of time. That way when church members ask either one of you about it, they will get answers that are consistent. This can help prevent factionalism from dividing the staff team. 
· Celebrate one another!  Tell your associate when you see success in his/her ministry and ask his/her opinion on things you do.  This will give him/her permission to lift up your ministry.
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