
Discovering & Developing Your Core Values

These sessions are based upon the book “Values-Driven Leadership” by Aubrey Malphurs, with introductory teaching and discussion questions designed to stir up an interest and generate an excitement for local church leaders to develop carefully composed statements of both personal and corporate values. 

Session #1
The Foundation of Core Values

This session will deal with the importance of, definition of and discovery of core values (Based on “Values-Driven Leadership” chapters one through three).

Session #2
The Formation of Core Values

This session will deal with the process of developing personal and corporate core values relative to your ministry and the ministry of your local church (Based on “Values-Driven Leadership” chapters four).

Session #3
The Impartation and Preservation of Core Values

This session will deal with the communication, implementation and preservation of core values (Based on “Values-Driven Leadership” chapters five through seven).


Session #1:
The Importance, Definition of and Discovery of Core Values

Introduction:

“A ministry based on clearly articulated core values drives a fixed stake in the ground and says to all, ‘This is what we stand for.  This is what we are all about.  This is who we are.  This is what we can do for you.’  Thus, values are defining.  They give each organization its unique identity in the ministry world…A careful examination of the distinctives of a ministry reveals its core values.  Values are responsible for diversity.  They determine ministry distinctives.” Malphurs, pg. 14

I. The Importance of Core Values

A. Core values are a vital part of any ministry culture.

React to the following statement by Lyle Schaller:

“The most important single element of any corporate, congregational, or denominational culture, however, is the value system.” (Malphurs, pg. 13)

Discussion Questions:

Do you agree with this statement? Why or why not?

B. Ten Reasons Core Values Are Important

1. They determine ministry and local church distinctives.

In other words, they help define the heart and the focus of leaders and churches (e.g. counseling, worship, teaching, family, etc.).  

a. Your specific ministries will come out of your core values.

b. Some will choose to include statements that other will not.

c. When you read the core values statements of a church it will tell you a lot about the heart, focus and even ministry outreach of that local church.

d. Differing core values among local churches sometimes justify the need for new churches in otherwise saturated areas.

Discussion Question:  

Can you identify one core value in your ministry or local church that you feel makes you distinct from other ministries or local churches in your area?  If so, what is it and why do you feel it is so important?

2. They dictate personal involvement.

In other words, people will have a passion for involvement in your ministry or local church based on the compatibility of their personal values with your values as reflected in the programs of the church (e.g. ministry to the poor).

a. This is especially true for people who change churches.  They are looking for something that better reflects their personal ministry passion.

b. This is why it is critical to communicate the values of the church clearly and early on in the life of people in the church so that they can jump in or out early on.

c. Often this is why church mergers are not always successful.  You are trying to merge two groups with different core values (See middle of page 17).

Discussion Question:

If you did not personally plant the church you are attending, what are some of the reasons why you chose to be a part of the church that you are presently attending?

3. They communicate what is important to you and your people. 

In other words, they dictate what the church stands for, what truly matters, what is worthwhile and desirous.

a. This is why it is so important not to just adopt someone else’s list.

b. If your ministry program does not reflect your list of core values, perhaps they are not really core values.

c. Having a clear sense of the bottom line, the indisputable or the line in the sand helps us to make decisions when it comes to how we will prioritize time and resources.

Discussion Question:

Can you identify any value that in your mind you could never compromise to maintain your present ministry involvement?  If so, what would one such value be?

4. They embrace positive change.  

In other words, with all of the changes in the world today, how can we know when it is time to change and when it is time to resist change?

a. There is no virtue in change simply for the sake of change.

b. A change should be deemed as positive when it reinforces ministry vision, core values and doctrinal beliefs based on the Scriptures.

c. A change should be deemed as negative if it leads us to compromise the above areas (unless it is time to reevaluate the core value itself).

Discussion Question:

Can you site an instance when a core value protected you from a dangerous wind of doctrine?

Can you site an instance when a core value helped you to embrace a positive change based on some wind of change in society or the church world?

5. They influence overall behavior.  

In other words, all of the functions of the church and the expressions of its ministries should be vitally related to its statement of core values.

a. Each department in the church should be reflective of these values.

b. We should work from values to function, we do not define our values based on our ministries and functions.

c. These values become the criteria for evaluating each endeavor to be sure that what we are doing is consistent with our values.

6. They inspire people to action.  

In other words, people are motivated when they can identify a cause for which to live.

a. This is the key to getting people to volunteer their time and commit their resources.

b. The shared beliefs of both leaders and their followers energize people.

c. Values give servants a greater sense of meaning in their service.

7. They enhance credible leadership.  

In other words, your core values help to establish you as a true leader and make it easy for people to want to follow you.

a. It is essential that people have a clear understanding of your values so that they can identify with them.

b. It is equally essential that you personally live by those values and that you become a role model of them or you will lose credibility.

8. They shape ministry character.  

In other words, a person’s character is a direct descent of his or her values.

a. These values determine how a church conducts its business.

b. People become cynical of churches and leaders who conduct business in a way that in no way distinguishes them from the secular world.

9. They contribute to ministry success.

In other words, true success is based on an organization’s ability to achieve their vision goals without compromising its core values along the way.

10. They determine the ministry vision.

In other words, the core values act as a filter when the leader and the church are faced with ministry or vision opportunities.  Some potential visions do not fit with the overall values held by those in the decision- making process.  As a result those potential visions never materialize.

II. The Definition of Core Values

A. What Core Values Are Not

1. Values are not vision.

a. A vision answers the question, “What are we going to do?”  It gives ministry direction.

b. Core values answer the question, “Why do we do what we do?”  They supply the reasons behind our vision.

c. It is possible to have values and no vision or vision and no values.

d. The ideal is to be vision-focused and values-driven.

2. Values are not strategies.

a. A strategy answers the question, “How are we going to do it?”

b. A strategy articulates the plan for accomplishing the vision.

c. Values may answer the question, “Why did we choose to do it this way?”

3. Values are not doctrinal statements.

a. A doctrinal statement consists of a ministry’s theological or doctrinal beliefs based on the Bible including the doctrine of God, man, sin and the like.

b. Doctrinal statements and value statements may use many of the same words.

c. Value statements focus on the key precepts that drive the ministry of the person or the local church.

B. What Core Values Are

1. Values are constant.

While every church should be open to change to stay relevant to the times, not every change is a good change.  The church’s vision, vital values and basic doctrines will remain constant.  However, the forms that these constants take are always up for grabs.

2. Values are passionate.

While every theological doctrine may be accepted and believed on an intellectual basis, core values appeal to more than just the intellect.  They affect what you feel as much as what you think.  This is why your core values are not synonymous with your doctrinal statement. Core values involve those areas that touch your heart, elicit strong emotions and stir you to specific action.

3. Values are biblical.

While a person may hold to many core values that may have been instilled through their parents, education or training, the core values of the local church must be deeply rooted in the Bible.  It should reflect the principles of the Bible and should never contradict the clear teaching of the Bible.

4. Values are core beliefs.

While a person may believe all that is in the Bible, it is a person’s passionate beliefs that separate him or her from others.  These are the things that cause people to be attracted to a leader, to be influenced by a leader and to become a disciple of that leader.

Discussion Questions: 

Why is it so important that an institution have constant values?  Does this mean that it should never change its values?  Under what circumstances might they change?  How much should they change?

What are some of the central beliefs that drive your ministry?  How much importance do you attach to each?  How passionate are you concerning them?

III. The Discovery of Core Values

A. It is most important that the primary leader and the key decision-makers in an established ministry are clear about their own values and beliefs and the values that drive the entire church and ministry as a whole.

B. Seven Tests of Good Core Values

1. A good core value is biblical. 

2. A good core value engenders passion. 

3. A good core value is shared. 

4. A good core value is constant. 

5. A good core value can be expressed clearly. 

6. A good core value is congruent with other values. 

7. A good core value is able to lead to implementation.

Discussion Questions

1. Who is responsible for establishing core values?

2. What are some clear advantages to having consistent values?

3. What values do you and your church or ministries hold as core values?  Can you articulate the values that undergird your whole church ministry?

4. Does your ministry team share the same values?

5. Does your church pass the seven tests of good values?

6. What would you do if you found your church and ministry out of step with your discovered values?


Session #2:
The Development and Communication

of Core Values

Introduction: How should we as leaders approach values development when we are already pastoring a church with values, stated or unstated?  We do it carefully and with gracious and wise leadership skills.

IV. The Values Identified and Revived

A. What are your values as a senior pastor or leader of a team?

B. What are the obvious values with which your church functions?

1. Have the values grown old and become tired values?

2. Do some values need a face-lift?  Do they need to be refreshed and renewed?

C. Seven Warning Signs of Tired Values

1. Frequent confusion and disagreement among top leaders

2. Cynicism and pessimism toward the church’s future

3. Plateaued or declining attendance

4. Corporate reputation for maintenance ministry attitude

5. People in leadership going through the motions without heart

6. Strong resistance to change and innovation

7. Poor communication from leadership to those in the organization

V. The Process of Articulating the Values Credo

A. Determine the Value Not the Form

1. Is the item in question an end in itself or is it a means to an end?

2. The “what” is the form the value takes.  It answers the questions,”Why do we do what we do?” 

3. The “why” identifies the value itself. It answers the question, “Why do we do what we do?”

	Value
	Form

	Authentic Community
	Small Groups

	Teaching
	Equipping Classes

	Evangelism
	Specific Outreach


B. Determine the Number and the Priority of the Values

1. Most churches have between six and ten core values (Remember this is not a summary of everything that you believe. They are statements that reflect your passions that drive your ministry and programs).

2. Arrange them according to the importance that they have in your mind or the mind of your leaders.

C. The Test of a Well-Written Credo (summary list of statements)

1. Attracts interest

2. Instills pride

3. Communicates well

4. Is relatively short and succinct

5. Is carefully worded (each word carefully weighed and thought out)

6. Compatibly formatted

7. Is limited in number 

VI. The Communication of Core Values

This stage involves moving from the paper to the people.

A. Public Preaching at Corporate Services

1. Sermons (Vision Casting)

2. Seasonal Rehearsal of History

3. Guest Speakers (who support values)

4. Membership Class

5. Support Classes

6. Skits/Drama

7. Video and Audio Tapes

B. Church Programs

1. Celebrations

2. Seminars

3. Special Events (Marriage Retreats, Presbytery, Solemn Assembly, Family Camps, etc.)

C. The Written Communication

1. Formal Credo

2. Brochures

3. Church banners, etc.

4. Bulletins and newsletters

D. Informal Communication

1. Storytelling: Spreading famous stories about organization’s history and heroes.

2. Modeling: Church leaders model and become protectors of the primary values.

3. Casual Conversation: Members of the organization transmit and communicate values into inaccessible places (e.g. Starbucks).

4. Performance Appraisal: Regular appraisal of ministries and their relationship to values.

Discussion Questions

1. Do you see any of the seven warning signs at work in your church now?

2. Do any of your identified values need a face-lift or a refreshing?

3. Have you confused the “form” with the “values”?

4. Does your church have vision and values statements?  Is it a compelling a work that demands attention?

5. Have you or your leadership team articulated clearly those core values recently?  In the last three months, one year, five years, more?

6. Which core values would you choose to communicate by preaching in the next season in the life of the church?  How long would it take you to impart?


Session #3:
The Implementation and Preservation

of Core Values

Introduction: It is imperative that churches cast their vision and values in such a way that the beliefs are more than just pleasant platitudes or words that sound great but have no bite.  Leaders must take steps to impart the identified values into every person of the congregation and every program of the church must in some way tie into these values (i.e. they must be practiced                                                    not just preached).

VII. The Implementation of Values

A. The Age, Size and Background of the Church Matters

B. Implementing Values in a New Church

1. In church planting the person planting imparts the values.

2. Values are imparted to future leaders who are often selected according to how the line up with those values.

C. Implementing New Values in an Existing Church (new wine).

1. The senior pastor must get the revelation.  That revelation may come directly from the Lord, another member of the team or interaction with other pastors and leaders.

2. The existing leadership team must eventually concur (as husband and wife) before going to the congregation with change.

3. Both the senior pastor and the leadership team carefully and slowly introduce new values and/or replace unbiblical or bad values.

4. Both must be willing to nurture those who will be change resisters.  Typical change resisters include:

· People who do not feel a need to change

· People who prefer the status quo

· People who struggle with change because of vested interest

· People who do not trust the present leadership to lead through change

· People who have organizational sacred cows

· People who resist the complex, opting for the past simplicity

VIII. The Preservation of Core Values

A. Leaders must protect their core values from three value destroyers.

1. Value Erosion: Leaders must protect core values from natural drifting, outside influences and lack of pastoring the values by the leadership team.

Time and neglect are two factors that can accelerate the law of degeneration.  Things left to themselves tend to degenerate.

2. Value Confusion: Leaders must protect core values from leadership and congregational values conflict that leads to division and weakening of the core values.

As new people come into the church and leaders are added or replaced there can develop a diversity of thinking on ministry philosophy and core values.  This can lead to factions in the church and damage unity and effectiveness.  Or it can lead to a compromising of core values for the sake of a perceived unity that can also neutralize effectiveness and passion.

3. Value Enemies: Leaders must protect core values from the Values Vampires and Vultures.

a. Values vampires are people from within the organization who, either intentionally or unintentionally, attempt to suck the lifeblood from the core values.

b. Values vampires believe they are defending the faith by opposing the organization’s values and the means by which those values are expressed.

c. Values vultures attack values by attempting to pick them apart over a lengthy period of time.  They are perpetual nitpickers.

B. Leaders must continually revisit, reinforce and rebirth the established values.

1. Re-preaching

2. Recasting

3. Rehearsing

4. Role modeling

5. Rewarding (though words of praise, notes of thanks and public recognition for exemplifying, promoting and extending core values).

C. Leader at times must use correction to preserve core values.

1. Challenging

2. Enforcing 

3. Defending

Discussion Questions

1. How does the age, size or background of your church affect the way you implement your identified values?

2. Can you identify the change resisters in your church or ministry?

3. Has there been a natural drifting away from your core values?

4. Have you allowed outside forces to influence your church or ministry in order to compromise, change or neglect your core values?

5. What will you do with the values vampires and vultures?

6. What positive steps can you take now to protect and empower your identified core values?

Note:  A special thanks to Frank Damazio and Bill Scheidler for the preparation of these notes for the regional discussions.
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