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Whatever I am and whatever God chooses to do through me is because of 
the relationships I have had. And through the years many of those relation-
ships have been team members. I am forever indebted to the teams I have 
served with in ministry. You have sharpened me, loved me, stretched me, 
forgiven me, prayed for me, believed in me, and supported me. It has been 
a great ride, and I am filled with gratitude.
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Foreword

H ow we do what we do is just as important as what we do.” If we have 
said it once, we have said it a thousand times. Our team regularly 

hears this in our weekly staff meetings, and this is one of the principles we 
have written into our new staff orientation. But this phrase is most often 
used in one-on-one “coaching up” sessions, when one of our get-it-done, 
type A leaders has executed their ministry initiatives with stellar results, 
but at the expense of their team members feeling that they were the ones 
who had in fact been executed. The great results came at a great price. 

We have also had to challenge highly relational leaders who seemed to 
measure success by the number of team lunches and birthday celebrations, 
or by how much everyone enjoyed just being together. These leaders needed 
to be reminded that their job was to lead their team to fulfill the vision 
set out before them. 

The truth is that we can relate to both types of leaders. Because in our 
thirty years of ministry, we have been both types of leaders. In leading a 
church staff of over four hundred people across multiple locations, there is 
a real tension to build a culture that values people—their emotional, rela-
tional, and spiritual health—while challenging that same team to perform 
at the highest levels. This is not only a tension to be managed; it is also a 
tension to be mastered. Few people have mastered this tension, and Lance 
Witt is one of these people. We have had the honor of knowing Lance and 
his wife, Connie, for over ten years. He has been a close friend, confidant, 
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Foreword

mentor, and advisor. In recent years, Lance has worked closely with the 
two of us and our staff to implement strategies and practices that create 
a culture of soul care and team health while not compromising effective-
ness or urgency.

Few people have impacted our lives and ministry like Lance Witt. His 
approachable and disarming nature opens the door for authentic life-on-life 
coaching. His experiences as both a senior pastor and an executive pastor 
for Saddleback Church give him the insight and credibility to speak into 
the lives of pastors and leaders. He understands us because he’s been there. 
He’s had to navigate the tensions and expectations of leading large teams. 

When Lance stepped out to start his ministry Replenish, he shared that 
his calling was to help pastors stay healthy, holy, and humble. We re-
member looking at each other and saying, “We want that . . . help us be 
that!” Through the years, Lance has challenged us in each of those areas, 
providing practical guidance and insight. One of his greatest gifts is his 
ability to ask the right questions to help us navigate some of ministry’s 
greatest challenges. (So don’t skip over the questions at the end of each 
chapter. They are gold.)

Creating a team environment that invests in the spiritual, relational, and 
emotional health of its members while simultaneously producing high-level 
results will require mastery of the tension that lies at the center of these 
two ideals. Tension can be defined as two balancing forces that cause ex-
tension. Extension equals growth! Growth is what will happen to you and 
your team as you master the tension between relationship and results. We 
can say from personal experience that Lance will guide you through the 
key principles that will unlock your team’s potential. Don’t just read this 
book by yourself. Take your entire team through it. You’ll be glad you did.

Todd and Julie Mullins  
Senior Pastors  

Christ Fellowship Church

_Witt_HighImpactTeams_AB_wo.indd   16 4/23/18   9:50 AM

Lance Witt, High-Impact Teams
Baker Books, a division of Baker Publishing Group, © 2018. Used by permission.



17

Acknowledgments

This book flows out of insights I have learned from more than half a 
century of being on teams. Inherent in the concept of “team” is the idea 

that you can’t do it alone. And even though I wrote this book, I certainly 
didn’t do it alone.

When I think of people who have influenced my perspective of team, my 
good friend Tim Johnson comes to mind. We served on the same team for 
several years, but we have been doing life together for more than twenty-five 
years. He has been a confidant, sounding board, and life-giving teammate. 
He embodies the word pastor and has set a high standard for valuing every 
single person he encounters.

I would also like to thank the team I served with at Calvary Baptist 
Church in Las Cruces, New Mexico. When I reflect back on those years, 
there were lots of challenges and hard moments, but I don’t think I have 
ever been part of a team with such a sense of community. And the camara-
derie and commitment to a common vision far outweighed the difficulties.

The people on my team at Saddleback Church were also a huge part of 
my journey with teams. When I served as executive pastor over ministries, 
I was blessed to look after a team of high-capacity, high-functioning lead-
ers. You guys did a great job of modeling both relationship and results.

Over the last decade I have had the privilege of working monthly with 
Christ Fellowship Church in the West Palm Beach area. I have served more 
as a coach and consultant to their teams and staff. I love the team there, and 

_Witt_HighImpactTeams_AB_wo.indd   17 4/23/18   9:50 AM

Lance Witt, High-Impact Teams
Baker Books, a division of Baker Publishing Group, © 2018. Used by permission.



18

Acknowledgments

Pastors Todd and Julie Mullins have become some of my dearest friends. 
The entire team is committed, gifted, gracious, godly, and life-giving. Thank 
you for allowing me to have a voice into your lives and teams.

As I was nearing the completion of this book, I had a two-day meet-
ing with some friends to talk about a team process for churches. In the 
course of that meeting, we spent time evaluating the book’s content. Their 
insightful and candid feedback led me to make some significant changes 
to the book. There is no doubt in my mind that this book is significantly 
stronger because of their input. So, I would like to thank Tony Morgan, 
Connie Witt (my sweet wife of forty years), Amy Anderson, Ron Baum, 
Kadi Cole, and Crull Chambless.

Finally, I would like to say a word of appreciation to the folks at Baker 
Publishing. The whole team has been a delight to work with. To Chad Allen, 
thanks for guiding the process and being an advocate for this book. To 
Jack Kuhatschek, thanks for bringing your expertise to the editing process. 
Your feedback sharpened the content and gave the message greater clarity. 
And to Amy Ballor, your attention to detail and refinement of the content 
has been a huge blessing.

I am better because of each of you. And I am forever grateful.

_Witt_HighImpactTeams_AB_wo.indd   18 4/23/18   9:50 AM

Lance Witt, High-Impact Teams
Baker Books, a division of Baker Publishing Group, © 2018. Used by permission.



19

How to Get the Most 
Out of This Book

The two words that really capture my hope for this book are conversation 
and catalyst. I really didn’t write this book for individual consumption. 

It’s kind of like reading a marriage book all by yourself. You might gain 
some helpful insights for your marriage, but at some point those insights 
have to intersect the relationship with your spouse. You can’t have a great 
marriage and be the only one in the relationship working on the marriage. 
The same is true for having a great team. The mental picture I had in my 
mind as I wrote these chapters was of a team sitting around a table, going 
through this book together, and having robust discussion about how they 
can become the very best team possible.

My hope is that you will go through these chapters with some team mem-
bers. And even more important than getting helpful insights, my prayer is 
that you will have engaging and fruitful conversations around these topics.

Let me give you a couple of tips for making this the most impactful 
experience possible:

• Lean in. Somebody else in the organization may have asked you to 
read this book and discuss it with your team. But the one thing no-
body in the organization can mandate is your attitude and level of 
transparency. Some topics and questions may be a bit uncomfortable. 
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How to Get the Most Out of This Book

Some subjects may be addressed that you and your team have never 
talked about. And in those moments, you will have a decision to 
make. Will you play it safe and simply give the surface response, or 
will you take the risk to be open and vulnerable? I am rooting for 
you to not play it safe.

• Be candid and kind. The temptation when reading a team book and 
having team discussions is to be critical of the church or organization. 
It is easy to lay the organizational woes and dysfunctions at the feet 
of senior leadership. If  I were running this ship, things would be a 
lot different, you might think. The truth is, even if we were at the 
helm, there would still be problems and dysfunctions. As you have 
these team discussions, strive to be candid and kind. You can be both 
honest and honoring.

• Take responsibility. Decide right now on the front end of engag-
ing this book that you are going to be a champion for team health 
and high performance. I realize that no matter where you sit in the 
organization or what title you have, you don’t have full control over 
everything that happens. But you do have a sphere of influence within 
the ministry. You can lead well and have powerful influence on the 
group of people you call “your team.”

My ultimate hope is that you have more than robust and lively con-
versations. I pray your conversations become a catalyst for changes and 
adjustments you and your team need to make. May these next weeks and 
months move the dial in your team becoming a high-impact team.
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OWN IT!

You never accidentally become a great team. No group of individuals 
ever drifts into becoming a high-impact team. No high-achieving team 

haphazardly attains success. It takes focus and intentionality and tenacity. 
The best teams understand that team is not something you are on as much 
as it is something you do. It is active, not passive. On the best teams, every 
person on the team buys in and feels a deep sense of ownership.

PART 1
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1
Team As a Verb?

I always thought a team was something you were on, not something you 
did. I always operated as though team were a noun, not a verb. I thought 

team was an object, not an objective. I saw team as a social assignment, 
not a strategic achievement.

Maybe that’s because I’ve been part of some bad teams. I’ve been on 
teams where the only thing that made us a team was that we happened to 
wear the same uniform or work in the same organization.

One such team was my sophomore basketball team. I went to a large 
high school in Albuquerque, New Mexico. Albuquerque is known for its 
desert climate and green chile, but it is not known for producing outstand-
ing basketball players. Because our school was large, we had not only a 
varsity team but also a JV and sophomore team. One hundred and thirty 
kids tried out for the team and only fourteen of us made the cut. That 
sounds way more impressive than it actually was. The fact that I made the 
team doesn’t say as much about my ability as it does about how stunted 
the basketball gene pool was at my high school.

Honestly, we were a group of misfits with a first-year coach from Abilene 
Christian University (not exactly a basketball mecca either). We were the 
petri dish in his laboratory of learning how to coach. He didn’t know what 
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Own IT!

he was doing, we didn’t know how to function as a team, and we certainly 
didn’t know how to win.

This was evidenced by the fact that through the first half of the sea-
son we had a perfect record of 0–11. I think when our coach wasn’t sure 
what to do, he just had us run more line drills. He would also make us do 
handstand push-ups against the bleachers. And we had a stocky kid on the 
team who was just heavy enough that he couldn’t do a handstand push-up. 
And every time he couldn’t do a handstand push-up (which was every time 
he tried), we had to run an extra ten line drills. We may not have scored 
many points, but if we were ever in a marathon race with another team, 
we easily would have won.

Another thing you should know about Albuquerque during those days 
is that it was kind of rough and tumble. There were lots of fights, push-
ing, shoving, elbows thrown, and trash-talking. And that was just during 
warm-ups!

I remember one time when our game got delayed a couple of hours be-
cause of a bomb threat on the campus where we were playing. On another 
occasion, our driver pulled our team bus over to the shoulder of the road. 
He then advised us that once we entered the campus, he thought we would 
be safer if we got down and rode on the floor of the bus.

The games were so rough that our coach started training us in shadow 
boxing. Instead of practicing free throws, we practiced sparring with each 
other.

The sparring prepared us well for a game with one of our rivals, Del 
Norte High School. Surprisingly, we were hanging in there with them. 
They were playing dirty and taking cheap shots at our players when the 
refs weren’t looking.

Our coach kept complaining to the refs but with no results. Finally, in the 
third quarter, our coach walked down to the other team’s bench and told 
their coach that he needed to get his players to back off. They exchanged 
a few words that probably weren’t appropriate for someone from Abilene 
Christian University.

Our coach then called a time-out. When we huddled around him, he said, 
“Okay, we’re not going to let these guys push us around. I don’t want you 
to start anything, but the next time someone takes a cheap shot, you deck 
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Team As a Verb?

him.” Coach was so serious that he decided to put Mugsy in the game. I’m 
not sure how Mugsy got his nickname, but I’m sure he earned it. Mugsy 
rarely played, but he was very aggressive and had quite the temper.

After the time-out, I was bringing the ball up the court, and when I got 
past the half court line, I passed the ball. When I started to make my cut, 
the guy guarding me elbowed me hard in my rib cage. So, I followed my 
coach’s order and I decked him. I caught him off guard and he fell backward. 
But before I could jump on the guy, Mugsy was all over him.

Both benches immediately cleared. There was a lot of shoving and 
pushing, and the coaches almost got into a fistfight. When the refs finally 
separated the two teams, they ejected me and Mugsy. And then they made 
the decision to cancel the rest of the game. I may not have led our team in 
scoring, but I did have more technical fouls and ejections than anybody 
else on the team.

That night our coach took the entire team out to dinner and paid for 
everyone’s meals. We hadn’t won the game, but you would have thought 
we had. Even our coach celebrated that night like we had won.

We eventually did go on to win three or four games that season. It was 
certainly one of the more memorable and colorful team experiences I’ve 
had.

Over the last forty years since that infamous basketball season, I have 
been on a wide variety of teams. Sometimes I have been a team member, 
and at times I have been the team leader. I have been on some wonderful, 
life-giving teams, and I have served on some dysfunctional teams.

I have made a lot of mistakes and learned a lot of hard lessons. I have 
definitely hurt some people on teams by my poor leadership. I have come 
to the conviction that team is way more of a verb than a noun. It is ac-
tive. It takes finesse and dedication and skill. Team is something you “do” 
rather than a label you wear. Excellent teamwork requires hard work and 
focused intentionality. But the payoff is huge. If  you have ever had the 
privilege of being on a healthy and high-performing team, you know it is 
incredibly fulfilling.

I have also come to realize that teamwork is more art than science. 
There is no one-size-fits-all formula for building great teams. But there 
are some universal principles and best practices that can help any team. 
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Own IT!

In the chapters that follow, I want to share what I have been learning over 
the last forty years about doing team.

I remember seeing the following quote on a poster: “Never doubt that 
a small group of thoughtful, committed people can change the world. 
Indeed, it is the only thing that ever has.”

That, my friend, is the potential power of a great team.

TEAM DISCUSSION QUESTIONS

 1. Other than your current team, describe an effective team that you 
were part of in the past. What one word would best describe that 
team?

 2. What qualities did that team possess that made it effective?

 3. In your opinion, what’s the single most important quality for a team 
to possess? Why?

 4. What is one hope you have for your team as you go through this book?
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