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FOREWORD

His name was Fred.

For more than three years, we met almost every Thursday for lunch and then would take a walk. As we walked, I would debrief the week and describe the problems I was working on. We always had plenty to talk about, and many times our conversations got rather animated.

Actually, I was the animated one. Fred listened patiently as I explored the edges of my thoughts and feelings. He offered counsel and insights into our organization and its leader. He helped me understand how to apply my unique set of skills to the situations I faced. He was my coach, friend, and lifeline.

I have told Fred repeatedly that a main reason I have been able to serve as executive pastor of Willow Creek for almost ten years now is because he coached me during my very first years in the job. I absolutely know I would not have made it without his help.

Fred was effective because he had spent years as a first chair leader in the marketplace and he had served effectively for five years as a second chair leader in our church. He understood Willow Creek and its culture. He also understood and had worked for our senior pastor, Bill Hybels. (It didn’t hurt that Fred was, and still is, an incredibly fun person to be with.)

Over the years I have regularly gotten calls and e-mails from executive pastors asking for my advice on how to be more effective in the role. They have asked me what books or seminars have helped me over the years. I come up empty every time. I don’t know of anything that addresses the complexities and tensions that are unique to the second chair role. What I want to tell them is, “Get a Fred!” But folks like Fred are hard to come by.

This is why it is so exciting for me to introduce you to Mike Bonem, Roger Patterson, and Leading from the Second Chair.

Drawing on their years of second chair experience, as well as the experience of other skilled second chair leaders, Mike and Roger have captured the essence of the second chair role. It is about leading and managing your way through a set of paradoxes. The first time Mike shared the three key paradoxes with me, I immediately knew they were on to something; it rang so true to my experience.

I remember the day I figured out that Bill Hybels wanted me to boldly lead like a first chair leader, not just “manage” the church staff. Yet I had to do so knowing he could step in at any time and reverse a decision I had just made. This was counterintuitive to everything I had ever read about leadership. This is the paradox of subordinate-leader.

As executive pastor, I am expected to know something about everything going on at Willow Creek, and at the same time to provide hands-on leadership of a multimillion-dollar capital campaign, while offering world-class coaching to the high school pastor and a dozen other ministry leaders. The pressure is immense. This is the paradox of deep-wide.

Finally, there have been days when I dreamed intensely about the future of my church. Dreams so real that I am sure God would want them to come alive right away. Yet ultimately my dreams are just one voice in a larger community, under someone else’s leadership. I have had to learn to trust God and wait on Him patiently. This is the paradox of contentment-dreaming.

The insights from Mike and Roger are unique, and I believe they will benefit you or anyone in a second chair role, regardless of the size of your church or organization.

But beyond offering lots of practical advice, I believe the book has something else equally valuable. It offers hope, because, you see, the second chair role can be very lonely and there are many days you wish someone would just tell you that you’re not crazy. After reading Mike and Roger’s story, along with the stories of other second chair leaders, I don’t feel quite so alone. I feel understood, and I have more hope.

I pray that all of you can find a Fred in your life as you navigate your second chair role. But in the meantime, it gives me great joy to invite you to journey with Mike and Roger in Leading from the Second Chair.

Greg L. Hawkins

Executive Pastor

Willow Creek Community Church


PREFACE

When we began a monthly business outreach lunch series two years ago, we (coauthors Mike and Roger) knew we wanted to combine lessons in leadership with biblical principles. To be honest, the first several months were hit-or-miss. As we evaluated one of our misses, we realized we were teaching first chair leadership concepts to a group of middle managers. Shifting our approach to address their needs, we titled the series “Leading from the Second Chair.” Their immediate receptiveness told us we had struck a chord.

As we continued to develop the material, we could see that this topic interested many people in the church and the marketplace. Their interest was not due to a lack of material on the broad subject of leadership. Many outstanding resources address the general question, “How can I be a more effective leader?” What they wanted was to have something that addressed their unique challenges. They knew from experience that second chair leadership was different. They wanted to know how to navigate the obstacles they faced in this subordinate role and how to capitalize on the opportunities that seemed just beyond their grasp.

In truth, some of the positive feedback to our original presentations was simply due to our acknowledgment of these issues. We found an audience that wanted validation of their concerns and challenges and that wanted to look forward optimistically to the future. It is in this spirit that we offer this work. It is intended to be a practical and encouraging book for those who faithfully serve in a variety of second chair roles in churches, judicatories, and businesses. You do not need another “how to be a leader” book. You want to improve your leadership with resources that recognize how your role is different from that of senior pastor, executive director, bishop, or CEO. We hope you will find the affirmation and instruction that you need as you read the stories and principles in these pages.

Written from the Second Chair

A book about leading from the second chair should be written by second chair leaders. We both serve in second chair roles at West University Baptist Church, Roger as the associate pastor and Mike as the minister of discipleship. Roger has also served as the student minister of this congregation and another. Mike’s prior experience offers a different perspective on the second chair. He has been a second chair leader in business, a consultant to businesses and congregations, and a lay leader in the congregations where he was a member. In our formal and informal education and all of our volunteer and vocational experiences, we have sought to improve as leaders. More important, we have endeavored to serve God’s Kingdom by offering our best to the churches in which He has placed us.

West University Baptist is a seventy-seven-year-old congregation in an affluent neighborhood near the center of Houston. Like most churches with a long history, West University has experienced many seasons of blessing and growth, but it has also had to deal with periods of decline and crisis. From 1980 to 1999, West University was in a period of steady decline, with average weekend attendance falling by 40 percent. Many factors contributed to this slow erosion of a once-vibrant congregation.

In 1996, the congregation called Barry Landrum as its senior pastor. Roger came on board in 1997 as the student minister. Mike and his family joined the church in 1998, and he joined the staff in 2001 after leaving his business consulting career. During the five years from 1999 to 2004, God richly blessed West University Baptist and the downward trend reversed. Average attendance has now increased by 94 percent, and many other signs of congregational health are evident. We do not say this to take credit for the “success” of the church; we give God alone glory for the quantitative results and, more important, the changed lives. Nor are we saying that we were the only second chair leaders at West University during these years. The church has been faithfully served by our colleagues on the staff and by a host of lay leaders, too many to name. In fact, this broad group of second chair leaders underscores one of the themes of this book. When a group of leaders is willing to be used by God and is unified in following His vision, exciting things happen.

The ideas and recommendations in this book grow out of our own experiences as second chair leaders, as fellow travelers and learners in the journey of leadership. The simplistic snapshot of West University Baptist presented here may leave the impression that we have enjoyed unqualified success and an easy journey. There have been many joyous moments and ample victories, and we feel blessed to work in such a positive environment.

But there have also been many struggles. We had “great ideas” that failed—some that never got off the ground because they were not supported by the first chair, and others that did get off the ground and should not have. There were times when we bridled at the restraints imposed by our positions. At other times, we stepped too close to the line where constructive dissent becomes insubordination. We had to negotiate (and renegotiate) working arrangements, apologize for missteps, and accept solutions that we thought were less-than-ideal. Leading from the second chair has not been easy for us, but it has still been one of the most rewarding seasons of our lives.

Beyond Our Experiences

The lessons and principles embodied in this book are not limited to our experiences. We are indebted to a number of second chair leaders who shared their stories—both positive and negative—as we developed this project. Our conversation with more than a dozen individuals, all of whom have significant second chair experience, added depth and richness to our work. Steve Ahlquist, Tom Billings, Kelli Caskey, Gary Ferbet, Dena Harrison, Greg Hawkins, Ric Hodgin, Bob Johnson, Dian Kidd, Kim Miller, Preston Mitchell, Robert Moore, Dan Reiland, Warren Schuh, Glenn Smith, Robin Smith, and Geoff Surratt have all learned valuable lessons in the second chair and were glad to pass them along to others. More information on these second chair leaders is in the back of this book.

As you will see in our definition, a second chair leader does not have to fit a particular mold or hold a particular title, and this was certainly true for the individuals with whom we spoke. Beyond the common denominator of the second chair, they had little in common in their backgrounds and roles. They served in small and large churches, judicatories, and other organizations, and they covered the spectrum of denominations. They were men and women. Some saw the second chair as their lifelong calling, while others saw it as a step on their way to a first chair role. Some were not sure where God might lead them. Many had titles that clearly indicated their second chair role, but not all did.

Our outside interviews did more than furnish interesting stories. They confirmed the challenges of second chair leadership, and they validated our framework. Being in the second chair is the ultimate leadership paradox. It is the paradox of being a leader and a subordinate, having a deep role and a wide one, and being content with the present while continuing to dream about the future. Some may say it is impossible to do all these things, but we found that effective second chair leaders embrace these extremes. Those who thrive in this role, whether for a season or for the long run, learn to live with the tension that this creates. It is the tensions and paradoxes of second chair leadership that we explore in this book.

A Word to First Chairs

This book is written with second chair leaders in mind, but it will also be a useful tool for those in the first chair. If you are the senior pastor or executive director or are in some other top role, we hope you will gain new insights into your second chairs’ attitudes and actions. Most of you sat in a second chair role at one time, but you may have forgotten what it was like. Perhaps the ideas presented on these pages will start a dialogue between the two of you, a dialogue that will benefit you, the second chair, and your ministry as a whole.

Each paradox concludes with a special section called “A Word to First Chairs.” Here we apply the principles of the paradox to the role of the first chair. Some first chairs are missing the benefit and support of a capable second chair because they are hesitant to allow the latter to lead. For each paradox, you can take steps that will be of great benefit for your subordinates. But before you take these steps, you need to decide if you are willing for your direct reports to be true leaders, if you are ready to release them to the challenge at hand. Your second chairs are living with the tensions of the paradoxes. We want to encourage you to help them thrive, rather than just survive, in their role.

• • •

Tension and paradox are not necessarily bad. They are a reality we live with. They force us to stretch and reexamine our assumptions. Once we recognize them, they can propel us to a place of greater success. If you are in the second chair, you have not been called to a place of comfort; you have been called to a place of leadership. As you learn and grow in this experience, you have the opportunity to become more effective as a leader and to be used by God in a powerful way. We hope that you will be encouraged today to be the leader that God has called you to be, and that much Kingdom fruit will result from your faithful commitment.


CHAPTER 1

LIVING IN THE PARADOXES

The second chair is a complex and challenging role to fill, but you probably already know that. You understand the tension of leadership and the high-stakes game that goes along with it. Since you have picked up this book, you know that serving in the second chair involves seasons of frustration and stress as you try to follow your senior leader. Because of your position and your natural temperament, you cannot be passive about the future of your church or organization. At the same time, your position seems to limit your ability to change things for the better. This book is written for you, if you are looking for hope and direction as you live with this sense of urgency and passion.

This is not just another leadership book. At times, we have felt great exhilaration in discovering resources that helped shape our vision of a preferred future or offered a solution to a burdensome problem. We have been frequent consumers of books, tapes, and conferences as a means of improving our leadership. Yet we have often felt frustration or discouragement after using these resources because they were not aimed at us. Their focus was the senior leader of the organization, the person who has the freedom and relative autonomy that comes with this top position. In the second chair, the amount of change you can initiate is limited because you are not the vision caster, the lead leader.

You may have speculated, in moments of frustration or dreaming, that things would be different if you could have the reins, just for a season. You are sure that your communication style would be more effective, your handling of staff issues would shine, and bold new initiatives would be launched. You know that you would make the tough calls that need to be made, and at the same time you would win the world with your charisma. At some level, you may be chomping at the bit to move into the role of the first chair. It is only natural that you feel this way; it is not a bad reflection on you or the leader that you follow. As one who is called to lead, it is simply the reality of how God has wired you.

Or you may never have imagined yourself in the first chair. You have neither the desire to make the tough calls nor the charisma to charm the masses. But you envision your organization becoming much more effective, much different than it is currently, and accomplishing far more as a result. You know that you hold a key position, and you want to be part of a great, enduring enterprise that is fulfilling its God-given calling and potential.

Whichever scenario you identify with, the good news is this resource has been written just for you! We want you to understand that you are not alone. God desires to use this experience in the second chair as a transforming season in your life. As you read this book, we hope you become aware that God has a specific role for you to play, and incredible potential for you to realize. This role challenges your ego, buffers your speech, and keeps you anchored in your calling. It is a place of growth and development, a place of real contribution, and a place that tests your commitment. God wants your best wherever you are, no matter the circumstances, no matter the comfort level of your chair. To put it bluntly, the chair in which you sit is not a La-Z-Boy! It is often the most uncomfortable chair in the room, but it can be deeply fulfilling.

What Is a Second Chair Leader?

A second chair leader is a person in a subordinate role whose influence with others adds value throughout the organization. This is a definition that we will break down and reinforce as we seek ways to put it into practice. Think about it: even though you are not in the first chair, your actions can change the entire organization for the better. Of course, you may struggle with the idea of subordination, or think it impossible to have an impact throughout the organization. Each term in this definition has multiple shades of meaning, but the second chair leaders with whom we spoke consistently demonstrated this picture.

Second chair leadership is unique because it is not strictly based on the power and authority of positional leadership. A person who is able to succeed by influencing others is a more effective leader than one who issues edicts to be obeyed. Leading from the second chair requires this kind of pure leadership because it seeks to improve the entire organization, from the first chair to the last, without the formal authority of being the first chair leader. Of course, most second chair leaders do have some degree of positional authority. Those who thrive, however, find much of their success through influence and relationships. They bring a new perspective to the powerful concept of servant leadership.

You do not have to be the number two person in an organizational hierarchy to be a second chair leader. In fact, our definition can include anyone who is not the lead leader. Every organization has a perceived pecking order. In reality, your position may be tenth chair, or seventh, or third. In nearly any position on the totem pole, you are a potential second chair leader—a person in a subordinate role who has an opportunity to influence others and add value throughout the organization. You alone can choose how to develop and cultivate your influence for the benefit of the congregation. Regardless of where you are on the leadership development journey, there is room to grow and learn.

The distinction between hierarchical position on an organization chart and true second chair leadership is illustrated in the executive branch of the federal government. It is obvious that the president is the first chair leader, and the vice president has the official second chair position. In many administrations, however, the vice president’s actual role is relatively insignificant. Which positions in the cabinet and the office of the president are the key second chair roles? Who has the most influence in setting and directing the national political agenda?

It depends. It changes from one administration to the next. Some of this is driven by pressing national issues—the economy, domestic security, international affairs—but the bigger determinant is the individual’s relationship with the first chair (the president) and the individual’s ability to work with others to influence the broader political landscape. This is the true picture of second chair leadership. A trusted chief of staff or press secretary can be a powerful figure, even if his or her official responsibilities and departmental budget seem to be much less than those of the secretaries of the treasury or defense.

Of course, even the first chair leader answers to someone: a board, the elders, shareholders, a bishop, the voters. Ultimately, in Christ’s Kingdom, we are all in the second chair, submitting to Christ as the head. But for those who do not occupy the top position, the ways to lead effectively are distinctly different. These differences can be summarized in three apparent paradoxes that second chair leaders encounter throughout their careers.

Three Paradoxes in the Second Chair

A second chair leader’s unique role involves a special set of tensions. Any leadership position has challenges that stretch the individual, but these general stresses are not our focus. The unique tensions for a second chair arise because the expectations he encounters appear to be incompatible, or even contradictory. He is expected to be a bold initiator and faithful follower, a creative thinker and detailed implementer. The ongoing challenge is to do a variety of tasks and do them well. Being called upon to wear so many hats can be perplexing and stressful. We describe these tensions as the three apparent paradoxes of second chair leadership: subordinate-leader, deep-wide, and contentment-dreaming. They are paradoxes because at first glance they seem to be mutually exclusive. But our contention is that these pairs do not represent either-or choices. Rather, effective second chair leaders need to live within each paradox and master both ends of the spectrum. Some may experience the tension of one paradox more intensely than another, but all three paradoxes are woven into the fabric of being a second chair leader.

In Built to Last, Jim Collins and Jerry Porras contrast the “Tyranny of the or” with the “Genius of the and.” They explain that businesses trapped by either-or thinking are not nearly as successful as those that insist on finding a way to achieve both-and (Collins and Porras, 1994). Some companies decide they must choose between producing a high-quality product or one that is low-cost, but those that find a way to do both have long-term success. Some church leaders believe they must focus on evangelism or on discipleship, on reaching new members or on caring for the current flock. The ones that have enduring impact for the Kingdom discover a way to accomplish both-and. In the same way, effective second chair leaders discover the genius of the and in each of the three paradoxes.

The first is the subordinate-leader paradox. For many of us, our mental model of leadership involves having complete freedom to set direction and determine actions for ourselves and the organization without any “interference” from a supervisor. From this perspective, any submission to another person is less leaderlike. Effective second chair leaders do not have this sort of zero-sum view of organizational responsibility. They know that two heads are better than one, and that the first chair is not an adversary. They are able to lead without being at the top of the pyramid. Most important, they understand that their authority and effectiveness as a second chair stem from a healthy, subordinate relationship with their first chair.

The second challenge is abbreviated as the deep-wide paradox. Second chair leaders have specific roles that are narrower and deeper in scope than those of the first chair, yet they need to have a broad, organizationwide perspective. Some who struggle with this paradox resent the restrictions of their role as being too narrow, or they see the more detailed dirty work as being beneath them. At the other extreme, some excel at their specific tasks but fail to see the big picture. If an issue arises, they always see it from the viewpoint of how it affects their ministry. Narrow leaders may have trouble negotiating the informal relational networks that are leveraged by second chairs who seek to have a broader impact on the organization. Effective second chair leaders develop the skills to be both deep and wide.

The final paradox is described by the tension of contentment-dreaming. Being the second chair does not mean giving up on individual or corporate dreams. But a dream cannot be allowed to become shortsighted ambition, nor can it be positioned in competition with the plans of the first chair. Second chair leaders intentionally seek to shape the organization’s direction and mesh their individual dreams with the broader vision. They understand that an apparent detour from their dream may be short-term and even a catalyst to fulfilling their God-given potential. Successful second chair leaders are able to maintain contentment with the present without losing their sense of God-given calling for their future.

The three paradoxes represent daily tensions for a second chair leader. These are not tensions she chooses but the reality of her position and temperament. Although each paradox is present to some degree for every second chair, a leader’s specific situation or personality may lead to extra stress in one of the three. In the pages that follow, you will meet an executive pastor whose hard lessons in his initial second chair role enabled him to embrace the subordinate-leader paradox when he returned to a similar role years later. Another executive pastor found the deep-wide paradox to be the essence of second chair leadership as he frequently stepped into interim and special-project roles, all the while keeping the big picture in mind. You will meet the copastor of a church plant who nurtured God’s vision for several years while faithfully serving in an earlier, challenging ministry setting. She learned that contentment and dreaming can coexist. You will be introduced to a visionary leader who wrestled with all three of the paradoxes as he used his exceptional musical gifts.

The second chair requires a special leadership lens that brings clarity to the challenges of the three paradoxes. The lens must be trifocal, allowing you to focus on how you manage your relationships (subordinate-leader paradox), your work habits (deep-wide paradox), and your emotions (contentment-dreaming paradox). As you see and understand more clearly the tensions experienced in the paradoxes, you will be better equipped to navigate your way through them. Being better equipped, you will become a better leader, making a more significant contribution to God’s Kingdom.

Being a second chair leader is full of challenges, but they are not insurmountable. As you will see in the stories of successful second chairs, it is possible to discover the genius of the and. They are loyal subordinates and high-impact leaders. They accomplish their specific responsibilities with excellence while maintaining a broad perspective and seeking the best for the entire organization. They find contentment and personal growth in their present role while continuing to listen for how God plans to use them and see them prosper in the future. It is these paradoxes that we explore throughout the remainder of this book.

The Importance of Second Chair Leaders

Is a book specifically for second chair leaders really needed? One simple answer is, “Do the math!” It is obvious that the population of second chair leaders is much larger than that of first chair leaders. This fact alone makes a strong case for designing resources for second chair leaders.

The real reasons, however, are much deeper. For any organization to function at its highest level of performance, it must have effective leaders in second chair roles. A compelling explanation of this point comes, again, from management expert Jim Collins. His research in Good to Great shows that the organization operating as “a genius with a thousand helpers” will not have sustained success (Collins, 2001). Organizations that follow this philosophy have many people in second chair positions who are not allowed to be leaders. In contrast with this model, Collins’s research shows that organizations should focus first on building a strong and broad base of leadership. In other words, second chair leaders need to be in place and allowed to lead if a church is going to have enduring success.

In our interviews, we found many second chair leaders who made a significant contribution to their organization, in a variety of ways. Kim Miller took the idea of using the arts in worship and developed a creative, integrated worship experience that has become a central part of Ginghamsburg Church’s identity. Warren Schuh led a major restructuring of Calvary Community Church that was “like turning a DC-3 into a 747.” Dian Kidd’s pragmatic nature played an important role in bringing Union Baptist Association’s blue-sky thinking back down to earth. Glenn Smith was the driving force as Sugar Creek Baptist initiated and developed a church planting movement. Can second chair leaders make a difference in their organization? These stories, and others you will read, show that they can have an organization-shaping influence. As Preston Mitchell, of Fellowship Church in Dallas, said, “There are people gifted to be second chair leaders. We are the people who make it happen, and it is a joy to do it.”

We recognize that you might consider your current position to be an intermediate point in the leadership journey. You might use a less positive description for “intermediate point”; perhaps you consider it an unnecessary, unproductive delay. Your gifts and your sense of calling point toward a “better” chair—either a first chair role or a second chair position with considerably more responsibility. One purpose of this book is to encourage you to be patient and learn as much as you can in your current role. Too many leaders focus all their energy on moving to the next chair as quickly as possible, and they miss the opportunity to develop their gifts in the current chair.

After Mike completed his master’s degree in business, he was convinced that a first chair business role was the only goal worth pursuing. At one critical decision point in his career journey, he sought guidance from a trusted advisor. Over the course of several conversations, this man helped Mike see that his personal dreams and strengths might be best suited for a number two role rather than the corner office. This became a liberating idea that allowed God to continue redefining Mike’s ambitions and his identity. Whatever your current or future chair may be, you can learn valuable lessons today that will have long-lasting benefits. An attitude of contentment and a desire to learn are foundational elements of effective second chair leadership.

Second chair leadership, as we have defined it, is also biblical. Few books on leadership emphasize the concepts of subordination, adding value for the benefit of others, and developing influence without formal authority. But this is exactly the style of leadership that is modeled by Jesus and repeatedly taught in the New Testament. It is the style of leadership needed in the church. Bill Hybels, senior pastor of Willow Creek Community Church, says, “There is nothing like the local church when it’s working right” (Hybels, 2002, p. 23). We would add, “And when it’s working right, the attitudes and practices of second chair leadership are firmly in place.” Simply stated, today’s churches and businesses would have far fewer problems if the leaders—first and second chair—adopted these traits.

Second Chair Leaders in the Church

This book is written first and foremost with the church in mind, but the concepts of effective second chair leadership are applicable in any organization. This includes nonprofits and for-profits, volunteer-based organizations and businesses with paid employees, multilayered enterprises and smaller ones. If your organization involves at least a handful of people, it is likely to have one or more second chair leaders.

When we look at a congregation, we encounter the same problems as in a business plus a few added wrinkles. A congregation is a complex entity because it includes both paid and volunteer leaders who have diverse opinions about the organization’s ultimate purposes and the best means for achieving them. A business has a bottom-line to measure against, but what is a congregation’s bottom line? In the same way, the who and how questions of congregational leadership can be very confusing. Some congregations cannot answer the question, “Who is the first chair leader?” In other churches, the pervasive culture insists that only ordained clergy can be leaders. Still others find it difficult to make a major decision because of a confusing structure or cumbersome approval process. Effectively leading the average congregation in America is every bit as challenging as corporate leadership. Unfortunately, the church has been slow to accept the need for a higher level of leadership from an expanded base of leaders.

It is no wonder, then, that the majority of congregations in America are struggling. The flat or declining attendance trend of many congregations and burnout among clergy are clear indicators of a problem. Lack of a broad, effective core of leaders is a critical factor in this stagnation. Yet the implicit approach that many churches employ is a variation of the “one genius” model. The senior pastor imparts all the ideas and is responsible for giving direction, and the members and other staff are expected to accept and implement. For the church to further grow in its redemptive potential, a new wave of second chair leaders is essential, men and women who work in concert with their first chair leaders to accomplish the mission that God has placed before them. The potential second chairs who are waiting in the wings need to step forward, and the first chairs need to encourage and empower them.

Effective second chair leaders in the church understand God’s vision for their congregation, and they embrace it wholeheartedly. They are able to see ways to accelerate progress toward the vision. They can design and implement new ministries and overhaul old ones to keep the congregation on track. They can share the vision with others and expand the foundation of committed leaders and followers. They can lift the leadership burden from the first chair without usurping authority.

The same needs and opportunities exist outside the church as well. Denominational entities, parachurch ministries, and businesses need to increase the depth of their leadership bench. The lead leader needs other capable leaders if the organization is to accomplish its vision. Any entity that seeks to increase its impact and its effectiveness needs second chair leaders.

The World’s Greatest Second Chair Leader

“You shall be in charge of my palace, and all my people are to submit to your orders. Only with respect to the throne will I be greater than you” (Genesis 41:40).

There it is, the climax of the story! It is one of the greatest comebacks ever! Do you remember the young man who was known by his brothers as a dreamer, the one who wore the beautifully ornamented coat given to him by his father to signify his status as most favored? This young, arrogant dreamer was thrown into the bottom of a well and sold into slavery by these same brothers. Then, as a foreigner and former prisoner, he attained a rank of leadership that no other Hebrew in all of history has enjoyed. We do not know all that happened to Joseph, only what the Scripture reveals. But this is enough to show that his journey included some of the lowest lows and highest highs that life can offer.

For Joseph to finish as he did, a light bulb must have turned on somewhere along the way. There must have been a season when he discovered the meaning of second chair leadership. As a child in Canaan, Joseph showed no understanding of subordination; he expected his older brothers to bow to him. Nor did he grasp the subtleties of influencing others; all he needed to do was run to his daddy to get what he wanted. It was certainly not on his agenda to add value to the organization of Jacob and Sons, Inc.; he only cared about himself.

Life as a slave and as a prisoner taught Joseph many lessons. He was in a foreign land with a foreign language. He was no longer the favored son in his household. He had no position of authority. To survive this harsh environment, he had to find a way to set himself apart. So with no other choice, Joseph grew up. He apparently learned quickly and retained these lessons for the rest of his life.

What did Joseph learn and apply that set him apart? What principles can we glean from this great leader to foster our growth and development as second chair leaders? What can we learn from him that will strengthen and encourage us in our journey of service to our God? As we share from our personal experiences and those of others, we also seek to learn about the challenges and opportunities of second chair leadership from one of the best second chair leaders of all time, Joseph.

Wherever you serve, we hope that you will be inspired to honor God in all your ways. We pray that God will enrich your day-to-day living as you find greater purpose and motivation to lead and serve in His Kingdom. Joseph discovered a much greater purpose in Egypt, and we have found joy in discovering God’s purposes in our own second chair roles.

Reinhold Niebuhr’s “Serenity Prayer” is an apt prescription for any second chair leader: “God grant me the serenity to accept the things I cannot change, courage to change the things I can, and the wisdom to know the difference.” As you read the chapters that follow, we hope you will learn from some of our mistakes, and find reassurance and encouragement in others. Now that you know the end of the story, let’s see what it takes to realize the full potential of effective leadership in the second chair.


CHAPTER 2

AM I A SECOND CHAIR LEADER?

You know your title and your official responsibilities. On that basis, it may seem easy to determine if you fill a second chair role. At the same time, you may wonder, “Am I a second chair leader?” It is the leader part of the equation that causes you to pause and reflect. As you consider our definition, you may wonder if you truly have influence with others that adds value throughout the organization.

As we said in the previous chapter, leading from the second chair is pure leadership because it seeks to improve the entire organization without the positional power of being in the first chair. Dan Reiland refers to this as the “all authority, no authority” paradox. The expectations placed on many second chairs seem to be commensurate with the full authority of a first chair, but the reality is that they often have limited formal authority. The key to leading in a subordinate role is identifying and understanding opportunities to cultivate influence each and every day. You may have great potential but are just beginning to develop this broader influence. Or you may have begun the second chair journey but are not achieving the level of influence and success you would like. In either case, the question that remains is, “What do I do now?”

Influence: The Leader’s Building Block

If you believe lack of authority prevents you from leading effectively, it is time to rethink your understanding of leadership. John Maxwell says, “Leadership is influence, nothing more, nothing less” (1998b, p. 13). Maxwell and others depict how this influence is expanded or diminished, describing it as a kind of “leadership bank account.” When leaders come into an organization, they are given a certain amount of “leadership capital” in their account. Most people in the organization give the newcomer the benefit of the doubt; the capital in the account gives the new person the permission and freedom required to lead. It is seen in the willingness of people to follow when the leader starts a new ministry or begins to make changes. But even in this honeymoon stage, the organization is looking to see how the leader will invest this capital. Each decision adds to or subtracts from the bank account. As you make wise decisions, give sound counsel, and understand the implications of your choices, you make deposits into your account and the balance rises. If you are seen as a team player and a team builder, willing to set aside your own agenda for the sake of the entire organization, your account increases even more. This becomes a virtuous cycle. Each deposit increases your influence, which allows you to make more significant decisions in the future.

On the other hand, if you make poor leadership decisions or take too much risk without allowing for significant input and feedback, you spend the capital in your leadership account and diminish your influence. If you continually express insubordination toward your first chair, your influence is diminished because you are seen as untrustworthy in major decisions or difficult times. This can become a vicious, downward cycle. A leader may sense a loss of capital and try harder to maintain influence by forcing decisions prematurely or inappropriately. This lowers the account and influence even further.

The lesson to learn: long-term, successful leadership is based on influence that is developed through strong relationships and wise decisions in ministry. Kim Miller, creative director of Ginghamsburg Church, has lived the lesson of leadership influence. When Kim first came to Ginghamsburg, she got involved in children’s musicals because she had held similar volunteer roles in other churches. A year later, the church was preparing to move into a new facility that was equipped for a full range of multimedia presentations. Kim was invited to a meeting to plan the opening weekend at the new site, and she left with the assignment of creating and producing a skit called “The Broody Bunch Goes to Church.”

Because of the success of this skit and Senior Pastor Mike Slaughter’s desire to create an integrated worship experience, Kim’s influence began to increase. In her words, “They kept inviting me back” to worship planning meetings. Before long, she was volunteering every Wednesday in the role. It took time before the significance of her role and her influence became apparent. In her early days, one staff member told her, “This will never, ever be a real job for you.” Kim is now one of six people on the church’s senior management team. One important aspect of leadership influence is highlighted by her philosophy: those “who keep using their gifts every day work themselves into a job.” Said another way, using your gifts and building strong relationships are high-yield ways to increase the leadership bank account.

One reality is that influence is harder to obtain for second chairs than it is for first chairs. Preaching weekly sermons, guiding congregationwide decisions, and participating in key leadership groups gives the senior pastor high visibility. An executive director of an organization has frequent contact with staff, board members, and outside constituents. As a result, influence for first chairs accrues more quickly and at a much greater level than for someone who fills a secondary role. Second chairs may have deeper influence in certain areas, but it takes longer for them to build broad organizational influence.

Just because it takes longer, however, does not mean that influence building is less important for a second chair leader. How much credibility do you have with the people who are affected by your ministry? Do they see you as someone they trust at a deep level? This includes your senior leader, volunteer workers, fellow staff members, people in your congregation, and those you are trying to reach. Without credibility and trust in their eyes, you will not have influence. Building credibility requires patience, consistency, and persistence. It requires a spirit of teamwork and cooperation. You are not competing with your senior leader or the others on your team; seeing them as competitors is a dead-end road. Building credibility and influence requires putting the prestige of your position aside and picking up the towel of service. You must commit to serving your entire organization well, each and every day. Then, and only then, will your peers, subordinates, and senior leader truly allow you to lead from the second chair.

Influence is the most important leadership building block in a second chair’s toolkit. Those who learn this lesson and practice it daily begin to make great strides in their leadership journey. Those who ignore this lesson will someday wonder why their voice is not being heard. If this happens to you, you can be sure you will miss out on many opportunities to maximize your God-given potential. The choice is yours. Begin now by choosing to cultivate influence throughout the organization.

Unpacking the Definition

We have focused on influence, but leading from the second chair is more than that. What does it mean to be “a person in a subordinate role whose influence with others adds value throughout the organization”? We can learn more about second chair leadership by unpacking this definition one piece at a time.

A Subordinate

Even the most gifted or capable second chair is still under the leadership and authority of another leader. Even though some organizations are more egalitarian than hierarchical, every second chair we interviewed recognized this difference between the two roles. Being in a subordinate position often causes tension for a second chair. At times, you will disagree with your first chair’s decision or be frustrated by the lack of one. Or you may wonder why you are not given more responsibility. It helps when your first chair provides an explanation, but sometimes you have to be satisfied with telling yourself, “She is the first chair and I’m the subordinate. This is her decision to make.”

When Robert Moore was called to Christ the King Lutheran, his goal was “to be a good subordinate, tell the truth [to his senior pastor] behind closed doors, and work well at my job.” He understood that the congregation looks for only one person to be the ultimate leader and that “I was going to be successful if I made the senior pastor successful.” He made sure his language and actions acknowledged the leadership of his first chair. This did not negate Robert’s own significant leadership role; in fact, he ultimately succeeded the senior pastor. But Robert’s attitude in the second chair is a clear example of our definition of being subordinate. How well are you doing under someone else’s authority?

Whose Influence

As we have already described, influence is a second chair’s most valuable tool. It is the quality that sets you apart as a leader even as you serve in a subordinate role. You may not have control over your place on the organization chart or your title, but you can expand your influence. Influence is evident in people’s readiness to follow you and their desire to include you in key decisions and initiatives.

In Baptist life, each church is autonomous and voluntarily participates in the various denominational entities. A denominational leader has little formal authority, and a second chair in a regional body has even less. Despite this, Dian Kidd of Union Baptist Association has been extremely effective in her role because she understands the principle of influence. Her influence grows out of her passion for the association’s vision, her competence in critical areas, and her relationships with many key church leaders. Are you becoming a person with significant influence?

With Others

Leadership is relational. Any leadership role involves a broad network of relationships, with many people, all of the time. Influence without other people is a meaningless concept. In God’s Kingdom, relationships are critically important. It is obvious, then, that successful second chair leaders must excel at relationships. These relationships are driven by much more than charisma or a good first impression. They are based on integrity and delivering on promises. They are based on genuine care for others. For some second chairs, building relationships is easy and natural; for others it is hard work, but for all it is essential.

Kelli Caskey of Crossroads Community Church invests heavily in relationships with others. A significant part of her time is spent developing relationships and discipling individuals or couples. She particularly focuses on “identifying Timothys,” those individuals in her congregation who have great leadership potential. How would you rate your relationships with the others in your area of responsibility?

Adds Value

Is the church or ministry you serve better because of your influence? Adding value has many facets. It may be seen in better information for decision making or in more creativity in programs. A second chair may add value by strengthening team relations or being a sounding board for a colleague. Desiring to add value means always looking for ways to improve the organization, seeking to help by showing genuine interest in the ministries of other peers and assisting wherever a contribution can be made. This is service arising from a servant’s heart, not self-serving motives.

At the beginning of 2004, Bob Johnson made the unusual move of leaving a successful senior pastorate to become the executive pastor of Chapelwood United Methodist. After prayerful consideration, he saw this as an opportunity to add great value. In his first year, he helped clarify the church’s vision, accelerated its shift to a “lay led culture,” and added structure that the organization needed. As an ordained minister and former senior pastor, he is a sounding board and an involved guide for the rest of the pastoral staff. Do you stop what you are doing to add value and help others?

Throughout the Organization

Second chairs who are committed to cultivating influence and adding value have the opportunity to make the entire organization better. Some seize it, but others stay focused on a narrow ministry area. The habit of looking across the broader organization is a distinguishing trait of second chair leaders. They may not be involved in every decision or every ministry, but their perspective is organizationwide. They are able to add value throughout.

Steve Ahlquist leads the part of North Coast Church that is rarely seen by members. Despite this, he helps instill a sense of excitement and commitment in this group by showing how their excellence in technology, facilities management, and financial matters contributes to everything that is being done at North Coast. In what ways do you affect throughout?

The Faces of the Second Chair

Second chair leaders can be found in any organization. Some have titles that clearly indicate their role, but many do not. Two titles that are often associated with second chair leadership in a multistaff church are executive pastor and associate pastor. Some individuals serving in such a role are seminary-trained clergy, while others are businesspeople who have made a midcareer transition. Some see themselves as future first chair leaders-in-training, and others feel called to long-term ministry in the second chair. These roles require insight, expertise, and leadership ability. They often carry a larger burden than other staff positions do because of their breadth of responsibility. Dan Reiland observes that once “many churches had passed 1,000 in attendance, a new need arose. The senior pastor could no longer keep up with all the demand of staff, infrastructure and ministry design; and at the same time cast vision, remain fresh and creative in the pulpit, raise big dollars, etc. There became a need . . . to divide his job in half” (Reiland, 2002, p. 1; the article is quoted by permission from Dan Reiland’s free monthly e-newsletter, “The Pastor’s Coach,” available at www.INJOY.com).

The executive or associate pastor is not the only second chair leader in a church. Other second chair leaders in your congregation may have any number of titles or roles. In a multistaff church, other pastoral and program staff could be second chair leaders. We also know that it does not take a paycheck to be a leader in a congregation. Second chair leaders may be found in the congregation’s key decision-making body: deacons, elders, session, church council, vestry. Or they may lead specific ministries and have widespread influence in doing so. Some lay leaders have enormous influence despite their lack of a significant title or formal role. A person’s position may be a platform from which to lead, but a title is not what makes someone an effective second chair leader. When you look again at the definition, it is clear that many people in a congregation are potential second chair leaders.

It may be easiest to define second chair leadership by way of some real examples. If your church is anything like ours, you already know of at least a handful of second chair leaders. These are people who are adding value and cultivating influence in ways that benefit the whole church. What are the pathways for becoming a second chair leader? We answer this by looking at several individuals in the life of West University Baptist and the underlying factors that gave them the influence to be second chair leaders.

Title, or position, is one pathway to the second chair. Roger has the title of associate pastor, which is clearly a second chair role in our church. When he was moved into this role after serving three years as student minister, he immediately took on new responsibilities and built new relationships that increased his influence in the organization. Roger was already developing many second chair practices before his new role, but the change in title accelerated his development as a second chair leader.

Ronny Barner was West University’s minister of music and administration for more than thirty-six years. You could say he was a second chair leader by tenure. Even though he was a talented musician who led a highly successful music ministry, he was an associate pastor first. He carried a heavy load of counseling, performed weddings and funerals, and provided a significant amount of staff oversight and leadership. The deep relationships he formed over the years and the congregation’s respect for Ronny enabled him to be a key component in this church’s ability to sustain itself through difficult seasons.

Gary Pennington is a “good ol’ boy” from Shreveport, Louisiana, who played a vital leadership role as deacon chair when a former senior pastor resigned abruptly. Timing was a significant factor in Gary’s ability to fill a critical second chair role. Gary and his wife, Jean, had consistently served the church in many capacities and developed relationships throughout the congregation over a number of years. When the crisis hit, God used Gary to help bring calm and stability to a chaotic situation. Gary led the deacons and the church to seek the heart of God. He became the de facto leader during a time devoid of first chair leadership. It was a deeply stressful period for the church and the Penningtons, but God’s perfect timing placed the right person in the right role to lead His flock through the turmoil.

Craig Ward’s talent placed him in the second chair at West University for a season. Craig has spent a majority of his professional life in the construction industry. When the church set out to redesign and renovate its current facility, Craig offered his expertise and services. He was given the formal responsibility of building and grounds committee chair. As we moved from planning to actual construction, we realized that the scope of the project was much too great for Roger (as the staff assignee) to handle. Craig again dedicated his time to serve the church—training Roger, giving oversight to the project, and finding substantial savings along the way. Throughout the project, Craig showed a second chair leader’s perspective, always seeking the best solutions for the church as a whole and working closely with people throughout the organization. In the midst of a difficult season in his own professional life, Craig added tremendous value in a desperately needed role. His true impact throughout the church was realized on the day the facility was opened and dedicated.

Charlotte Landrum is the wife of our senior pastor, and she also leads the church’s women’s ministry. She is a second chair leader in her own right, primarily due to her remarkable personal touch. ChaCha, as she is affectionately known by the kids and many adults, builds deep relationships with people throughout the congregation. She is a trusted friend and counselor, someone who can always be counted on to listen, offer support, and roll up her sleeves to get the job done. Her investment in others adds great value, and it gives her a full leadership bank account that she can draw upon at any time.

Mike’s title, minister of discipleship, is not automatically associated with second chair leadership. Part of what makes Mike a second chair leader is his temperament and his tenacity. Tenacity is a nice way of saying that he is opinionated and has a hard time keeping his mouth shut. He wants the church to be the very best it can be. When something slips through the cracks or a program is not running well, he speaks up. When a ministry leader needs a fresh idea, he is quick to offer input. Tenacity can be a valuable trait, but it can also lead to hurt feelings if it is not managed with care. Those who are second chair leaders by virtue of temperament and tenacity can be found doing any job because their contribution is not defined by their title.

A leadership temperament is a common characteristic of all the individuals we have just described, not just Mike. Those with a leader’s temperament have a strong desire for the ministry to reach its fullest potential, and they always work toward that goal. “Let someone else worry about it” is not in their vocabulary. They dream big dreams about the things that God is going to do in the larger organization, and they stand ready to do their part when God creates the opportunity.

Title, tenure, timing, talent, touch, tenacity, temperament: many factors can contribute to a person becoming a second chair leader. Some are within your control, some are not. But even if circumstances put you into a potential second chair role, the choice to cultivate influence with others and become a true second chair leader is yours to make.

The Choices of the Second Chair

Joseph found himself in a place where he had to make a choice. The initial set of circumstances that pointed toward a great future had vanished. Even though most of the factors indicated Joseph had no future as a leader, he chose to excel. We do not know exactly how he made this choice, but it related to his stewardship of his relationship with God and with his master in Egypt. Genesis 39:2–4 tell us: “The Lord was with Joseph and he prospered, and he lived in the house of his Egyptian master. When his master saw that the Lord was with him and that the Lord gave him success in everything he did, Joseph found favor in his eyes, and became his attendant.”

Joseph, the favorite son who was sold into slavery by his brothers, prospered in these difficult circumstances. You would think that a slave would lose all hope and would have no desire to achieve. Joseph enjoyed the favor of God, but he also made the choice to do his best. How else would you explain the phrase, “the Lord gave him success in everything he did”? God does not force anyone to be successful. “Everything” is not a one-time occurrence. It shows a pattern of faithfulness and persistence. Over time, Joseph was faithful to the new authority in his life, and he was given favor from God. Potiphar was a shrewd leader who sought to maximize his resources by putting Joseph into a place of administration and leadership in his home. Joseph’s choice to honor his God and do his tasks with diligence and excellence led him to a place of great influence. Even though the deck seemed stacked against him, Joseph chose to use the talent and tenacity that God had given him to serve with excellence and ultimately become a model of second chair leadership.

Whatever factors may have placed you in a position to be a second chair leader, you still have a choice to make. Will you seek to develop relationships and expand your influence? If you want to be a person whose influence with others adds value throughout the organization, consider four specific choices.

Choice One: Put on Leadership Lenses

An early and important choice Roger made as he was promoted into the role of associate pastor continues to shape his approach to ministry and leadership. The choice? No matter what the challenge, he tries to step back and look at every problem or opportunity through leadership lenses. This is the perspective you have as you look at a given situation and try to see an issue as your first chair would see it, keeping the overall needs of the organization in mind. It affects the way you process information, make decisions, and prioritize your time.

If you want to have the best vision you can, you ask an ophthalmologist to examine your eyes and give you glasses that fit your needs. When Roger was looking for leadership lenses, he discovered John Maxwell’s The 21 Irrefutable Laws of Leadership (1998a, 1998b) and The 21 Most Powerful Minutes in a Leader’s Day (2000). The language of Maxwell’s leadership laws allowed Roger to put a much-needed frame on his leadership lenses. As he looked at each challenge in this new way, it brought great clarity to his leadership. Roger actually made flash cards of the title of each law, listing their biblical character and subtitle about leadership. This may sound a little hokey, but he realized he had to build influence with the congregation. He was expected to administer the budget, keep the facility clean and operating, continue to grow the youth group, and help lead the staff; and he was not equipped to do all of that. He knew he had to grow or else the church would look for someone else to fill this role.

If you are not on a continuous learning curve that helps you see your ministry through leadership lenses, this is the first and most important choice. You may take a completely different pathway from Roger’s to find lenses that fit you best; a mentoring relationship with your first chair, a peer group with other leaders, or training events can all help you develop a leader’s perspective. But more than just learning, you need to apply these lessons in your leadership context.

Choice Two: Maximize Major Opportunities

In a typical week, much of our time is spent on routine activities. Certain things have to be done, week in and week out, to keep the organization moving forward. Less frequently, you have unique opportunities to do something that stretches you as a leader and that can have tremendous benefit for your congregation.

Roger knows that God has gifted and called him to preach, but this was not a primary responsibility in his role of associate pastor. Early in his tenure, however, our senior pastor gave him the privilege of filling the pulpit when he was out of town. Roger’s wife, Julee, eventually began to call him the “Holiday Preacher.” During those times, Roger would call out to God to propel him forward in his relationship with the church. He also prayed that his efforts would always point back and give glory to God. He looks back on those experiences as a pivotal time in his becoming a second chair leader, and he thanks God for answering every one of those prayers.

Your moment of opportunity may not come in a pulpit. It may not be in front of the entire congregation or organization. Your opportunity may come when an important decision needs to be made, or a new ministry initiative launched, or a voice of faith is required in a time of crisis. You may be able to see the opportunity coming, or it might sneak up with no warning. Be prepared to recognize and act on those unique moments that can shape you and set you apart as a second chair leader.

Choice Three: Don’t Back Down from the Right Decision

Sometimes a major leadership opportunity comes our way and we are tempted to run. The choice that a second chair must make is to pray first for God’s wisdom, and then to make the right decision, even if it is not easy.

One of the toughest seasons in our team’s leadership journey was in the spring and summer of 2000. We easily lived through “Y2K,” but we barely survived the challenge of implementing a contemporary service. Several factors seemed to indicate the time was right to add a new worship service with a style different from our traditional format. We were growing, some of our new and younger families were asking for a new option, and our community demographics pointed in this direction. On paper, the decision was an easy one. The leadership challenge of pulling it off proved to be much harder.

We began the decision-making process early in the year, and by late summer we had two unsuccessful experiments to show for our efforts. More people were dissatisfied than when we started. The right answer seemed to be escaping us, and we were just a few months away from beginning a major capital campaign for a much-needed, campuswide renovation project. It looked like a leadership train wreck waiting to happen.

The last Sunday in August, our senior pastor announced we would be starting a contemporary service in mid-September. The following weekend was Labor Day, so guess who was asked to preach? Roger, the holiday preacher! As he began to prepare for this critical Sunday, Roger thought that a whirling rendition of “we can do it together with faith” would be an inspiring message. That week, however, the Lord shifted his focus to 1 Corinthians 12 and 13, concerning the body of Christ and our conduct with one another. His message that day was entitled, “Love Never Fails.” God led Roger to speak truthfully about the two sets of opinions in the church and the division they were creating.

Roger was gripped by fear that day, not out of concern about the congregation’s reaction but because of the mandate that God had put on his heart. At the end of his message, he tearfully told the congregation, “I am not your pastor, and I did not want to speak this message to you. But the Lord won’t allow me to share anything else. We must apply this truth to our life and from this day forward live out the biblical mandate of loving each other.” God used it as a healing time, as some of the most vocal and influential people from both sides thanked him for his willingness to speak a hard word from the Lord.

The point of this story is to focus not on Roger but on the fact that second chair leaders are called upon to follow God in some hard decisions and challenging moments. It is imperative that you walk confidently in the Lord and ask Him to give you favor with your congregation and constituents. When you ask, it is critical that you act in confidence that He is going to grant this favor. Only then are you inspired and confident in making the difficult, right leadership decisions of the second chair. Sometimes you may feel that the role requires more than you are willing to give. Leading in the second chair is very uncomfortable at times. It is challenging, and painful. It is not the most comfortable chair in the room, and it never will be. But when God comes through, you will experience a great sense of victory.

Choice Four: Decide to Thrive

Some people thrive in the second chair. Others only survive. The latter are constantly looking for a ticket to something better—a new set of duties, a better group of people to lead, a new boss. Those who thrive do so even in difficult circumstances. The difference, and the focus of this final choice, is attitude.

An essential attitude in the second chair is submission. This is recognition of the authority God has placed over your life; it calls you to submit willingly to that authority. Andy Stanley teaches Matthew 8:5–13 to make this point. In this Scripture passage, a Roman centurion asks Jesus to heal his servant. The centurion states, “But just say the word, and my servant will be healed. For I myself am a man under authority.” Stanley (2002) notes that the centurion saw that Jesus’ authority was based on His submission to God’s ultimate authority. An attitude of submission is not a loss of authority. It is recognition of the source of authority. If you are to model Christ to the world and to those in your ministry setting, you must be willing to be under the authority that God has established. It is paramount that you possess this attitude of a submissive heart.

A related attitude is that of service. Possessing a servant’s heart is important, but what does that look like when you are also a leader? When Roger waited tables in college, he saw waiters who knew how to truly serve their guests and made a lot of money as a result. What he could not understand was why other waiters did not offer the same excellent service. They did not seem to realize that each patron in their section represented a paycheck for the night. In truth, they did not want to serve. They wanted the benefit of the fast and substantial cash each night, but they did not have servants’ hearts. Second chair leaders face the same question. They often want the influence of the second chair but lack the willingness to serve in order to receive it. When there is a crisis or a need within the team, do you have an attitude of service? When you are asked to do something that is not in line with your agenda, gifts, or calling, are you glad to help or annoyed? Do you have a “whatever it takes” attitude? If you truly know how to serve, you understand there will be times when you are inconvenienced for the sake of the organization. As a second chair leader, you should always keep a servant’s towel over your arm.

Are you thankful for your church, your senior leader, and the opportunities you have to serve and lead? Second chairs need to be “thankful in all circumstances” (1 Thessalonians 5:18). They should find satisfaction in their current position in the organization for this season of life. This is a hard choice because society teaches you to always want more, never be satisfied, and constantly compare yourself with your peers. When someone else receives a promotion or recognition, you should be excited for them, not resentful. A positive, thankful attitude is a key factor determining whether you are effective in your ministry over a long period of time.

The final attitude is a passion for being the best. This attitude causes you to push back, ask questions, and challenge the thinking of others. It challenges the other team members to pull their weight and be responsible as they carry out their duties. It is the other side of the coin that keeps submission from being spineless. It is a counterbalance that keeps thankfulness from becoming carefree. It calls for excellence in the midst of contentment. You can have the other three attitudes and be a good second chair leader; an attitude of passion distinguishes you as one of the best.

It is hard to discuss attitudes without reflecting on Paul’s words in Philippians 2:5. He instructs that “your attitude should be the same as that of Christ Jesus” and goes on to paint a beautiful and powerful picture of our Lord’s humility, servanthood, obedience, and determination. In the second chair, many people are watching to see what attitudes are modeled. We hope you will choose to practice each of these attitudes as you move forward in the adventure of second chair leadership.
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