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Fostering a Positive Ministry Environment
Introduction

A positive ministry environment doesn’t happen by chance.
It is the result of intentional effort from every member. So
many leaders forget the importance of creating an
environment where team members feel affirmed and valued.

This little book will help you begin to intentionally think about
your leadership style and your team and how to foster an
environment of growth where team members can thrive.

At the end of each short chapter, | have added questions for
reflection. Take time to prayerfully answer them and you can
also use them to facilitate discussions with your team.

By reflecting on these questions and putting your insights
into action, your ministry can become a place where all feel
at home, empowered, and inspired to serve. Let these
conversations be the seeds from which a vibrant and
enduring ministry culture grows.

Fostering a positive ministry environment is an ongoing
journey that requires honest reflection, listening, and a
willingness to grow together. Use the questions at the end of
each chapter to inspire open dialogue and create action
plans tailored to your specific ministry context. Consider
dividing into small groups for deeper conversation or to
encourage a wide range of perspectives. Make space for
silent reflection as well as spirited discussion, and allow the
Holy Spirit to guide your conversations and decisions.




Questions for Reflection: Introduction to Fostering a
Positive Ministry Environment

. Think back times in your life when you’ve been part of a
thriving team or congregation. What were some
characteristics of that team or group?

. If you’ve never been part of thriving and healthy team or
congregation, what are the characteristics you do see?

. Was affirmation, encouragement and positive energy a
part of the first team? Or how was it lacking if you fall in
the second category? How vital are affirmation,
encouragement, and positivity to a healthy environment?




Fostering a Positive Ministry Environment
My Experience

| was recently standing with a group of people and heard a
ministry leader publicly point out some mistakes someone
made while performing on the worship team. | saw the
person stiffen and watched their face fall. | knew their
struggle with confidence and found it very irritating that this
leader would not only focus on what went wrong with the
performance, but to do it in such a public way.

My husband, Dan, and | have been in full-time ministry for
the past 37 years and it's been a wild ride! We’ve had good
times, joyful times, sad times and some really rough
patches. For the most part, we have enjoyed our many
years of ministering to others.

However, one of the things I've found in almost every place
we’ve served in is that there seems to be discouragement
and a lack of confidence in many of the people to whom
we’'ve ministered. Their experience of ministry leaders is
that they are quick to criticize and point out what is going
wrong. An encouraging environment is hard to find.

Some ministry leaders seem to have the mindset that saying
too many positive things will cause others to get a swelled
head. And yet, I've found the opposite to be true; most
people lack confidence and are starved for encouragement.
As people receive positive feedback, it causes them to strive
to do better. As they gain confidence they serve better and
serve with joy.




Creating a positive ministry environment is critical if we want
to have a thriving and growing ministry. Pouring into others
in a way that helps them gain confidence is vital to any
ministry.

On the flip side, a negative ministry environment is going to
cause discouragement, defeat, anger, resentment and
ultimately, that type of environment implodes upon itself.

Just as plants won't grow in adverse conditions, people
won't grow spiritually in a negative and toxic environment. It
takes deliberate intent to create an atmosphere were people
can thrive.

Questions for Reflection: Defining a Positive Ministry
Environment

 What qualities and characteristics define a “positive
ministry environment” to you?

* How would you describe the atmosphere and culture you
hope to experience in your ministry setting?

* Reflect on a time when you felt especially encouraged or
uplifted within a ministry setting. What contributed to that
positive experience?




Fostering a Positive Ministry Environment
It Starts With the Leader

Fostering a positive ministry environment starts with the
leader. The atmosphere of any church or organization is
reflective of the leader. If the leader is negative,
condescending, critical or aloof then the congregation or
team will reflect that attitude. My husband and | have
observed that the church body seems to take on the
characteristics of the pastor.

If the pastor is passionate about outreach and evangelism,
then the church is wired that way too. If the pastor is critical
then the congregation tends to look for fault as well. Over
time, the congregation begin to reflect the personality and
passion of its leader. It's human nature. We absorb
whatever environment we immerse ourselves in.

There are different personality types and some are naturally
upbeat and positive, while others are downcast and
negative. It helps to start by knowing your personality wiring.
If you are a Negative Nelly then you will need to work
harder at creating a positive environment. But half the battle
is knowing your personality bent and then seeking to create
new habits.

Questions for Reflection: It starts with the Leader.

What is your natural personality? Is it positive and joyful? Or
negative and critical? Do you recognize how that has
developed in you?




« What role do ministry leaders play in shaping the overall
environment?

« How can leaders model attitudes and behaviors that
promote positivity and encouragement?

. What are some specific actions leaders can take to
address negativity, conflict, or discouragement when it
arises?




Fostering a Positive Ministry Environment
The Foundation of Well-Functioning Teams

Ministry leadership is a God-given calling that extends far
beyond the logistics of planning events, organizing
programs, or managing volunteers.

At its heart, ministry is about people: nurturing their gifts,
recognizing their contributions, and walking alongside them
as they grow in faith and service. One of the most profound
ways to fulfill this calling is by becoming a leader who
actively seeks out what your team is doing right, celebrates
those strengths, and gently guides members through their
areas of struggle—with dignity and compassion.

A ministry team that feels seen, valued, and supported will
not only serve more effectively, but will become a beacon of
Christ’s love to the wider community. When leaders focus on
strengths and approach weaknesses with compassion, they
cultivate discipleship in its truest form—walking together,
bearing one another’s burdens, and rejoicing in each step of
growth.

As you lead, remember that the most enduring legacy you
leave will not be the programs you run or the events you
organize, but the people you nurture. Let your leadership be
marked by encouragement, gentle honesty, and the
unwavering belief that every member has something vital to
offer.




Questions for Reflection: The Foundation of Well-
Functioning Teams

. Are you intentional about building up and celebrating the
strengths of others or are you quick to point out their
mistakes?

. What specific activities do you do to help your team feel
noticed and valued?




Fostering a Positive Ministry Environment
Building Trust and Openness

Trust is something that takes time and is earned. Every
church we’ve entered as a new ministry couple was one in
which we had to build relationships and earn trust. We have
found that as people learn that you care about them, and
have their best interest at heart, they begin to trust you and
open up. And that is something you cannot rush.

In fact, I've often found that the people who were most open
right from the start, were the ones that ended up being a
problem down the road. It was those that took a while to
trust us and open up that ended up being our biggest
supporters.

As people learn to trust you they will begin to share their
struggles, joys and concerns. They will do this because they
know that no matter what they are struggling with that you
are in their corner.

As we seek to build a positive ministry environment, we
must understand that this will only happen as we strive to
help others be the best version of who God created them to
be. That happens as we notice their strengths and point
those out. It happens as we affirm their spiritual gifts and
give them opportunities to gain confidence in using them in
ministry. And yes, it happens as we address weaknesses in
a loving manner.

When people trust you and know you affirm them, it creates
an environment where they will flourish.




Questions for Reflection: Building Trust and Openness

. What strategies can we use to build trust among
ministry members?

« How do transparency and open communication
contribute to a positive church or ministry environment?

. Have you ever felt hesitant to share your thoughts or
concerns in a ministry setting? What helped you, or
what could have helped you, feel more comfortable?




Fostering a Positive Ministry Environment
Finding and Affirming Strengths

Every individual who serves in ministry brings unique gifts,
talents, and perspectives to the team. The role of a ministry
leader is not merely to oversee tasks, but to discern and
cultivate the God-given strengths within each member of the
team. But you can't do this if you struggle with insecurity or
a sense of competition. There is no room for ego as an
effective leader.

Too often, leaders can fall into the trap of only noticing
what’s lacking or what went wrong, forgetting that
affirmation can a powerful motivator.

There are a number of ways we can affirm others. I'm going
to break this down into two chapters. The first two ways are
intentional observation and public praise.

INTENTIONAL OBSERVATION

The first way is through intentional observation. Make it a
habit to watch for moments when your team members
shine. Notice when someone warmly welcomes a
newcomer, organizes a task with efficiency, or brings
creativity to a routine process. Don't just take mental note of
these positive actions; acknowledge them specifically.

It never ceases to amaze me that in so many ministry
circles, positive affirmation is just not given. Lack of
affirmation can often lead to discouragement and burnout
so make a habit of affirming the positive.




PUBLIC PRAISE

In order to foster a positive team ministry and environment,
public praise is a vital component. Whenever possible,
highlight individual and collective accomplishments in team
meetings or group communications.

A simple, “I noticed how you handled that situation—thank
you,” can boost a team member's confidence and inspire
others to follow suit. Let your team know that their good
work does not go unnoticed and it is appreciated.

In our many years of ministry, My husband and | try to say,
"thank you," and "well done" as much as possible. Some
people struggle with receiving the praise, but we feel it is
important. Staying silent undermines confidence and only

causes the person to doubt their contribution to the team.

1 Thessalonians 5:11 ~
"Therefore encourage one another and build each other up,
just as in fact you are doing."

Questions for Reflection: Look for Ways to Affirm
Others.

. How can we regularly celebrate successes, big or small,
within our ministry?




. What are some ways we can express gratitude to one
another for service and support?

. How does a culture of gratitude impact the morale and
spirit of the ministry?




Fostering a Positive Ministry Environment
Develop Your Team

Another way you can create a positive ministry environment
and affirm your ministry team is to provide opportunities for
team members to develop and grow. Many team members
are volunteers who may not have the same opportunities
you have for training. Providing the opportunities and
funding for them, when possible, goes along way in
establishing a positive environment.

Investing in your team member can happen in a few ways.
PROVIDE OPPORTUNITIES FOR SPRITUAL GROWTH

As you focus on affirmation of your team, make sure that

you are starting with opportunities for their spiritual growth.
Encourage their ongoing spiritual development and growth
through mentorship. As so often happens in small church
ministry we look for warm bodies to fill roles and positions in
the church. And yet, if the spiritual health of the volunteer or
team member is not good, then that will affect the outcome
of the ministry.

Invest in the spiritual health of your team members by
having intentional conversations about their walk with the
Lord. Share your own spiritual walk with them and create an
environment of openness and honesty where spiritual
conversations are happening.




PROVIDE OPPORTUNITIES FOR GROWTH OF
SPIRITUAL GIFTS

As you recognize strengths, look for opportunities to let
team members further develop their gifts. If someone
displays an aptitude for organizing, invite them to coordinate
an upcoming event. If another has a pastoral heart,
encourage them to lead a prayer or small group. Continued
growth happens as the team members are allowed to work
within their giftedness and grow.

PERSONAL DEVELOPMENT

Look for resources that will develop your team's strengths
and interests. One way to do this is to offer workshops or
training. Another way is to find tools that you can get into

their hands that will help them develop. As you invest in their
growth, it communicates that you value their contribution
and want to see them flourish.

Questions for Reflection: Provide Opportunities for
Spiritual Growth, Growth of Spiritual Gifts and Personal
Development.

. In what ways does a positive environment contribute to
personal and collective spiritual growth?




How can we encourage ongoing learning and
discipleship in a supportive way?

What practices have you found helpful in cultivating a
sense of purpose and calling within the ministry?

What opportunities do you provide for your team to learn
their spiritual gifts?

Are there resources you could use to provide
opportunities for the personal development of your
team?




Fostering a Positive Ministry Environment
Building Trust, Initiative, Community

By focusing on the strength of your team and lifting up what
they are doing well, you create an environment marked by
trust, encouragement and hope. The result is a team that
works not from a place of fear or anxiety, but from a sense
of purpose, belonging, and joy.

It's easy, in the busyness of ministry, to zero in on what
needs fixing. But the most effective leaders make it their
practice to look at their team through a positive lens in order
to seek out the good, even in the midst of challenges. This
positive lens will have ripple effects across the community
and the following things will happen.

Trust is Built: When team members know their efforts are
seen and valued, they are more likely to trust their leader
and each other.

Initiative in Encouraged: People who feel appreciated are
more willing to take initiative, try new things, and bring
forward their best ideas.

Community is Strengthened: A culture of encouragement
fosters unity and resilience, allowing the group to weather
challenges together.

This can apply to parenting as well. When | began to point
out what my children were doing well, and talked about their
strengths, they began to gain confidence in their abilities. |
also noticed another positive result - our relationship
improved!




The same is true of our ministry. When we affirm and build
up our team members they develop trust and work to
become the best version of themselves. Affirmation is a
powerful tool in your tool belt. Use it often.

As we develop our team and community we want to make
sure that each voice on our team is heard and valued. In
every church we'’ve served in there are those who are more
outspoken and tend to monopolize conversations. Then
there are those personalities that are quiet thinkers or are
more timid. As a leader, learning how to draw those quiet
and timid people out is critical to the ministry.

Fostering a positive ministry environment causes your team
to trust you, take initiative in ministry and it helps to build a
vibrant, healthy community.

Questions for Reflection: Building Trust, Initiative and
Community.

. What can we do to ensure that every voice is heard and
valued within our ministry?

. Are there current barriers to participation? If so, how
might we break them down?




. What are some activities we could do to develop a
greater sense of community among our ministry?

. Are all team members being able to use their spiritual
gifts in our ministry?




Fostering a Positive Ministry Environment
A Word to the Micranagers

DON'T DO IT!

As we talk about building trust among team members, it’s
important to address the elephant in the room -
micromanaging. Micromanagers tend to have a need to
control their team members or their environment to the
detriment of morale and productivity.

The leader may have good intentions, such as not wanting
to burden the team, but this tendency to control or do it the
job by themselves impacts the team’s ability to grow and
develop their own strong leadership capabilities.

I've had many conversations with people throughout the
years who express frustration at leaders who have the need
to micromanage. They assign a task or ministry to someone
and then need to have their hands in every single detail. Or
they feel the need to take over and redo the team member’s
hard work. The team member they are micromanaging
finally reaches a breaking point and ends up quitting or
giving up. They think, “What’'s the point?” The leader is
going to come behind them and change it or do it
themselves.

Fostering a positive ministry environment means that not
only do the team members learn to trust the leader, but the
leader needs to learn to let go of the need to control every
detail and trust the team. It's a two-way street.

As you learn to trust your team’s ability, the need to control




every aspect should lessen. If a team member is not doing
their share then rather than come behind them and redo the
task, it's time to have a harder conversation about
weaknesses.

Questions for Discussion: A Word about
Micromanaging

. Do you have a tendency to micromanage others? Why
do you think this is? Is it from a place of fear or distrust?

. How can you take steps to change this pattern?




Fostering a Positive Ministry Environment
Addressing Weaknesses

| love when things are running smoothly and everyone is
getting along. But as anyone in ministry knows, there will be
those times when we have to address conflict or the
weaknesses a team member is exhibiting. It's a necessary
part of ministry and burying your head in the sand only does
more damage and doesn'’t solve the problem.

While nurturing strengths is vital, every leader will face
moments when it is necessary to address areas where team
members are struggling. How these conversations unfold
can either build up or break down the team’s spirit. Avoiding
difficult conversations will also undermine the individual and
team’s effectiveness. There are a few things we need to
keep in mind.

Never Correct in Public: It's important to remember that
addressing someone’s weaknesses or mistakes should
never be done in front of others. Public correction can lead
to embarrassment, resentment, and a loss of trust—which
undermines both the individual and the group dynamic.
Doing this in a public space will never go well.

Embrace Private Conversations: If you need to talk to
someone about an area where they are struggling, do so
privately. Seek a quiet, comfortable place, and approach the
conversation with humility and care. Begin by affirming the
person’s value to the team, mentioning specific contributions
you’ve appreciated. Express your desire to see them thrive,
and frame any feedback as an opportunity for growth rather
than a rebuke.




Check Your Motive: Ask yourself the following questions:
“Is this really a mistake or problem, or is it just a different
way of working?” “Am | taking something too personally?”
‘Am | being triggered by something that has nothing to do
with their actions?”

| can’t think of anyone who enjoys addressing weaknesses
or struggles, but it is a part of leadership. The way we do
this will either help our team grow closer together or will
cause hurt and division. The way we approach this is critical
and will be addressed in the next chapter.

Questions for Reflection: Addressing Weaknesses

* What are some common challenges that can threaten a
positive ministry environment?

* How can we approach disagreement or conflict in a way
that is constructive rather than divisive?

« Share an example of a conflict handled well within a
ministry context. What can we learn from it?




Fostering a Positive Ministry Environment
Specifics in Addressing Weaknesses

There are very specific steps you can take as you address
the weaknesses of a team member. These steps are
important in helping the individual grow and make sure we
are approaching them with the correct attitude and mindset.

Prepare Your Heart: Before the conversation, pray for
wisdom, patience, and empathy. Ask yourself, “How would |
want to be approached if | were in their position?”

Listen First: Sometimes, what appears to be a weakness
may be rooted in misunderstanding, lack of resources, or
personal challenges. Give the team member space to share
their perspective before offering your own.

Be Specific and Kind: Avoid vague criticism. Instead, give
specific examples and discuss together how things might
improve. Let your words be seasoned with grace.

Supportive Follow-Up: Offer resources, guidance, or
mentorship to help the individual grow. Set up a plan for
follow-up, so they know they are not alone in the journey.

Questions for Reflection: Specific Steps to Address
Weaknesses

« How do you normally address weaknesses? Do you
avoid it and hope it'll go away? Are you direct and
respectful or do you tend to blow up? Be honest as you
answer this.




. What are some other steps you would add to this list as
you address weaknesses on your team?

. Do you have an action plan for further follow-up? What
is it?




Fostering a Positive Ministry Environment
Creating a Culture of Growth

PRACTICAL STEPS

Fostering a healthy, positive team environment requires
ongoing effort and intentionality. Here are some steps you
can take to nurture your team’s strengths and address
challenges with integrity.

Regular Team Check-Ins: Schedule consistent times to
meet as a team, not just to talk about tasks, but to celebrate
victories, share stories, and pray together. Make space for
team members to affirm one another.

Acknowledgment: Create team acknowledgement rituals—

such as “shout-outs” or “gratitude rounds—where team
members publicly thank one another for specific acts of
service or kindness.

Feedback: Offer opportunities for team members to share
feedback privately, ensuring everyone’s voice is heard, and
you can catch small issues before they grow.

Service: Find ways to serve one another as a team. This
could be through doing a small kindness for another team
member or helping them out with a bigger problem. Team
growth often happens as you serve the broader community
together. It's in service that relationships are built and
strengthened.

Growth Mindset: Lead by example in embracing a growth
mindset. Share your own journey of learning and welcome




feedback, modeling humility and resilience.

Questions for Reflection: Creating a Culture of Growth

How can we regularly celebrate successes, big or small,
within our ministry?

What are some ways we can express gratitude to one
another for service and support?

How does a culture of gratitude impact the morale and
spirit of the ministry?

How does serving others—both within and outside the
ministry—contribute to a positive environment?




. What opportunities do we have to practice kindness and
compassion in concrete ways?

« How can our ministry better meet the needs of the wider
community while also nurturing the well-being of our
members?




Fostering a Positive Ministry Environment
Personal Responsibility and Self-Care

In our 37 years of small church ministry, my husband and |
have found that often we can do all the correct things and
yet there is still a spirit of negativity and lack of spiritual
depth of the volunteers or team members. We could have
the most well thought-out plan, but if people aren’t willing to
do the hard work of personal responsibility and self-care,
then we will only be able to take the team so far.

Personal Responsibility

While the leader sets the tone for fostering a positive
ministry environment, team members also need to do their
part. If they refuse to grow or have a negative mindset it’s
going to be next to impossible to create a positive
environment.

One of the things | learned years ago from a mentor was
that in order for discipleship to happen a person needs to
have a heart for God, be teachable and to be available. If
any of those three things are missing then discipleship
cannot happen.

If our team members are not striving to grow spiritually, or
they are not teachable, or don’t make themselves available
then it will be difficult to achieve the right type of ministry
environment.




Self-Care

Self-care is another important component to fostering a
positive ministry environment. If the team member does not
do the job of self-care then over time they will begin to fall
apart.

Self-care includes regular time spent in the presence of the
Lord and regular spiritual practices. Self-care includes being
emotionally healthy and understanding oneself. It also
includes being able to set healthy boundaries and knowing
when to say, “Yes” and when to say, “No”.

It is important to do regular check-ups with the team
member to make sure that they are aware of any triggers or
signs of a lack of spiritual and emotional health they may be

experiencing.

Questions for Reflection: Personal Responsibility and
Self-Care

. What is each person’s responsibility in creating and
maintaining a positive ministry environment?

. How does practicing self-care and setting healthy
boundaries contribute to the overall health of the
ministry?




« How can we encourage one another to seek help or take
a break when needed?




Fostering a Positive Ministry Environment
Concluding Thoughts

To be a ministry leader who finds what the team is doing
right and nurtures those strengths is to lead with love,
wisdom, and humility. Celebrate success. Invest in people.
When correction is needed, offer it privately, with kindness
and a vision for growth. In doing so, you will not only
strengthen your team but also honor the One who called
you to lead.

A positive ministry environment doesn’t happen by accident;
it is the result of intentional, loving effort from every
member. By reflecting on these questions and putting your
insights into action, your ministry can become a place where
all feel at home, empowered, and inspired to serve. Let
these conversations be the seeds from which a vibrant and
enduring ministry culture grows.

In the concluding few pages, I've added some questions
which will help you develop a vision for your team’s future.
I've also added some ideas for next steps as you foster an
environment where growth, encouragement and thriving
happens. May God bless you as you seek to lead others
well.




Fostering a Positive Ministry Environment
A Vision for the Future

« Imagine our ministry five years from now: what would a
flourishing, positive environment look like?

. What steps should we take today to move toward that
vision?

. How can we nurture a spirit of hope and anticipation for
what is to come?




Fostering a Positive Ministry Environment
Practical Applications and Next Steps

After discussing these questions, identify two or three
key areas where your ministry can improve its
environment.

Create an action plan with measurable steps and assign
responsibility for following up on progress.

Schedule regular check-ins to assess how the ministry
environment is evolving and celebrate positive changes.

Encourage ongoing feedback from all members to
ensure that everyone feels invested in creating a
flourishing community.
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