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leadership. I didn’t know what I didn’t

know about boards, budgets and all

the rest. Maybe you’re in the same

boat? Perhaps the emerging young

leaders on your team don’t know

what they don’t know?

Four levels of management

k n o w l e d g e . Over the years, I’ve

observed that there are four levels of

management knowledge. The chal-

lenge is to mentor your team mem-

bers so they become life-long learn-

ers in the broad spectrum of all

things leadership and management—

moving from Level 1 to Level 4 when

possible. No single person, of course,

will master every competency, but

your team members must c o l l e c t i v e l y

master at least 20 core competencies.

Where are you? Where are your team

m e m b e r s ?

• Level 1: I don’t know what I don’t

know.

• Level 2: I know what I don’t know.

• Level 3: I have an action plan to

address what I know I don’t know.

• Level 4: I am knowledgeable and

effective in this core competency and

can mentor others.

The 20 management buckets sys-

tem will help you balance the urgent

with the important and help you

coach your team members towards a

comprehensive approach to organiza-

tional effectiveness. For example,

here’s the core competency in the

Results Bucket:

We focus on results. We are not

activity-driven, we are results-

driven. We measure what we

value—so we celebrate both the

ECFA’s Standards of

R e s p o n s i b l e

Stewardship focus

on board gover-

nance, financial trans-

p a r e n c y, integrity in

fund-raising, and the proper use of

charity resources. So how effective is

your organization in “applying a

higher standard” and “serving a

higher purpose”—ECFA’s stated aspi-

rations for each member?

Perhaps you excel at board gover-

nance, but need help with high

integrity fund-raising. Maybe your

CFO is superb at financial trans-

parency, but your program people are

soft on measuring results. Is it possi-

ble to be effective at everything?

Back in 1971 as a young camp

director, I was in a workshop room

crowded with Christian camping

leaders, taking notes as fast as I could

(no laptops back then), when some-

one tapped my shoulder. I turned to

see my wife, Joanne, motioning for

me to exit the meeting. Expecting bad

news, I followed her outside.

“I don’t know what workshop

you’re attending, John,” she began,

“but it doesn’t matter. Olan Hendrix is

teaching an all-day seminar on

Management 101, and he just

described you to a T. You’ve been

through college and seminary, but

you’ve never read a management

book, never taken a management

course—and you could be the poster

boy for everything managers and

camp directors are doing badly. Just

follow me back to Olan’s session.

Some day you’ll thank me!”

That day-long crash course in

Management 101 changed my life. I

have thanked Joanne a zillion times—

and Olan Hendrix dozens of times.

(Olan, by the way, was the first presi-

dent of ECFA.)

The truth is, I was unprepared for
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then, becomes nothing more than an

ATM machine. Not paying attention to

the hearts and motivations of donors

ultimately puts your bridge in danger.

Focus groups, surveys, willingness to

provide positive testimonials or rec-

ommendations, and retention rates

can provide information to an organi-

zation about whether donors are

engaged at the heart level. 

• Commandment #10: Make the

most of every opportunity to minis-

ter to our supporters. Be relational,

inspirational, transformational, and

thankful.

At World Vision, we have an

uncompromising commitment to

changing supporters’ hearts so that

they may live and steward their

resources to the glory of God. Part of

that commitment includes securing

their financial contributions to fur-

ther God’s work in the world. The

other is caring sincerely for the needs

of donors through prayer and other

means. We are as concerned with our

supporters’ transformation as we are

with the transformation of the poor in

the communities where we serve. 

Spanning the gap. In a recent five-

year focus on building better bridges

to donors, World Vision moved to its

highest recorded donor satisfaction

score at 90.5% in 17 years and the low-

est ever cancellation rates we have

experienced among our child spon-

sors—they are more satisfied, more

loyal, and staying longer, resulting in

higher lifetime financial contributions. 

Building bridges—whether between

donors and the poor, or across wind-

swept passages—demands careful

attention to design, materials and

construction. Without a solid foun-

dation of the donor promise,

engagement, and transformation, a

nonprofit risks not just its integrity. It

jeopardizes its very existence. 

Atul Tandon oversees relationships

among 3.5 million donors and 8,000

churches. His own life story, from being

a poor boy in India to becoming an exec-

utive in corporate America, has

uniquely equipped him to play the role of

bridge builder among communities

worldwide. Mr. Tandon may be reached

at atandon@worldvision.org.

B r i d g e s
– from page 3
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Management Buckets

– from page 5  

Last year, more than 700 represen-

tatives from ECFA members and

other professionals attended

regional conferences conducted by

ECFA. Reserve your space by regis-

tering at www.ECFA.org. Scroll down

in the center of our home page to

“ E C FA Regional Workshop Online

Registration.” 

wear your CAUSE hat when you’re

concerned about slippage in the

Results Bucket.)

The CAUSE is all about your mis-

sion, your customer, your strategy,

your programs, products and ser-

vices—and the results you are target-

ing. The language of CAUSE is pur-

pose-driven, energetic, and often laced

with athletic and military imagery.

“OK, team, let’s get out there and take

that hill. Win one for the Gipper!”

The buckets in the COMMUNITY

arena are no less important, but the

vocabulary is softer. Here we hone

our core competencies in people

skills and we seek to create a God-

honoring culture with three to five

core values. In the COMMUNITY, we

build and equip team members and

we celebrate results using tools from

the Hoopla! Bucket. We invest time

in affirmation—not because it

increases revenue, but because it

honors our people. 

Leaders of churches and other

nonprofits, who work with donors

and volunteers, will balance the

CAUSE rhetoric with the warm lan-

guage of COMMUNITY. E x a m p l e :

“We are extraordinarily blessed by

our volunteers.”

When a leader or manager wears

the CORPORATION hat, the focus is

on operations, systems, marketing and

public relations, boards and meetings.

Here managers focus on their fidu-

ciary responsibilities, hiring and firing

employees, delegation, organizational

charts and budgets—not the stuff of

the touchy feely COMMUNITY arena

nor the compelling vision of the

CAUSE —but no less important. It

takes a village of buckets and balls to

build a sustainable organization.

The 20 management buckets work

well for me, but you may want to use

different labels for your “buckets”

and “balls.” The point is to perfect a

leadership and management philoso-

phy and system, and then—as Peter

Drucker preached—practice, prac-

tice, practice the art of management. 

And this final word: resist the temp-

tation to add a “Jesus Bucket.”  To mas-

ter the core competencies of the man-

agement buckets, every leadership

writing and the achieving of

team-blessed standards of per-

formance for every staff member,

board member, and volunteer.

We also abandon dead horses

and sacred cows.

Each management “bucket” repre-

sents a core competency every orga-

nization must master. Every bucket

has a dozen or more balls—specific

action steps someone must take to

meet that competency. The balls are

all about action, execution and imple-

mentation! This is not dry theory—it’s

in-the-trenches real life stuff.

When you use the “buckets” and

“balls” language with your team mem-

bers you’ll help them understand the

comprehensive and interdisciplinary

complexity of the leadership and

management world. Silo thinking and

short-term Lone Ranger management

styles create long-term havoc. The

buckets and balls will help your team

members see the big picture and how

each person’s work contributes to

your organization’s mission. Then

encourage your team members to add

their own unique action step state-

ments (balls) to each bucket. 

No one person will master the core

competencies in all 20 management

buckets. No one leader or manager

will have the capacity, or the gifted-

ness, to implement every ball (action

step) in every bucket. Effective lead-

ers know they must build teams of

people with diverse experiences and

strengths in order to master these crit-

ical core competencies. 

Cause. Community. Corporation.

The 20 buckets are categorized into

three arenas: Cause, Community and

Corporation. Some managers bring

three baseball caps to their staff

meetings labeled Cause, Community

and Corporation, so when they

speak, their team members know

what hat they’re wearing. (Example:

‘‘Silo thinking and Lone Ranger 
management styles 

create long-term havoc.’’

and management breath, and every

bucket, must emanate from a heart

that seeks to glorify God. If you don’t

honor God in all 20 buckets, a quick dip

into the “Jesus Bucket” at your staff

prayer meetings won’t cut it.

From Mastering the Management Buckets,

© 2008 by John Pearson. Published by

Regal Books, http://www. r e g a l b o o k s . c o m .

Used by permission. All rights reserved.

M r. Pearson may be reached by email at

J o h n @ J o h n P e a r s o n A s s o c i a t e s . c o m

G
ary Treichler joins

E C FA as vice presi-

dent. His 37 years of

ministry experience

includes four and a half

years as executive pas-

tor of Orchard Hill Church in suburban

Pittsburgh, a congregation of 2,500

and an ECFA-accredited member. 

Prior to his assignment at Orchard

Hill, Treichler was the executive

p a stor at Spanish River (PCA) Church

in Boca Raton, and before that was a

regional director for 17 years at

Young Life, one of the charter mem-

bers of ECFA.

His educational background

includes a bachelor’s degree from

Roberts Wesleyan College in

Rochester, NY, and a master of divin-

ity degree from the Reformed

Theological Seminary in Orlando, Fla.

Tr e i c h l e r ’s responsibilities will

primarily relate to communication

with both current and future ECFA

member organizations.
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ECFA is

ON THE

ROAD
ON THE

ROAD

Jan. 30- Christian Stewardship 
Feb. 1 Association

Albuquerque, NM
Ken Behr and Dan Busby,

Presenters

Feb. 8 Keller & Owens, CPAs
Nonprofit Workshop

Overland Park, KS
Dan Busby, Presenter

March 1 ECFA Standards Committee 
Meeting

Washington, DC

March 4 Christian Camp & Conference 
Association

Chicago, IL
Corey Odden, Presenter

March 9-11 National Religious 
Broadcasters

Nashville, TN
Ken Behr, Gary Treichler

March 13-14 ECFA Board Meeting
Washington, DC

March 22 Church Tax and Finance 
Seminar

Winchester, VA
Dan Busby, Presenter

April 20-24 Christian Management
Association

Dallas, TX
Ken Behr and Dan Busby,

Presenters

May 26-28 Association of Gospel Rescue
Missions

Dallas, TX
Dan Busby, Presenter

• Senator Grassley presses

inquiries. Senator Chuck Grassley,

R-Iowa, the ranking member of the

Senate Finance Committee, continues

to press six major church-based min-

istries for information regarding pos-

sible misuse of donations made to

religious organizations.

None of the ministries are required

to file the financial disclosure Form

990 with the IRS because they are

designated as churches. And, none of

the ministries are ECFA members.

Grassley sent letters to Kenneth

and Gloria Copeland, Creflo and

Taffi Dollar, Benny Hinn of Wo r l d

Healing Center Church Inc. and

Benny Hinn Ministries, Eddie Long,

Joyce and David Meyer, and Randy

and Paula White. 

• Oral Roberts University apply-

ing for ECFA membership. T h e

process of financially accrediting

scandal-plagued Oral Roberts Univer-

sity has begun at the request of the

evangelical school’s benefactors.

Mart Green, whose family founded

Hobby Lobby, Mardel and other busi-

nesses, gave the university $8 million

and promised $62 million more if it

changed the way it operated.

When Green pledged to bail the uni-

versity out of debt, he stipulated that

ORU apply for ECFA accreditation.

• New Form 8919 could have

implications for many employers.

The IRS has developed a new form

for employees who have been 

misclassified as independent con-

tractors by an employer. Form 8919,

Uncollected Social Security and

Medicare Tax on Wa g e s , may now be

used by taxpayers to report the

e m p l o y e e ’s share of uncollected

social security and Medicare taxes

due on their compensation.

Sometimes the worker is incorrectly

treated as an independent contractor

when they are actually an employee.

When this happens, Form 8919 will

be used beginning with tax year 2007

by workers who performed services

for an employer who did not with-

hold the worker’s share of social

security and Medicare taxes.

By using Form 8919, the worker’s

social security and Medicare taxes

will be credited to their social secu-

rity record. To facilitate this process,

the IRS will electronically share Form

8919 data with the Social Security

Administration.

• IRS issues proposed cafeteria

plan. The proposed rules (Reg.

142695-05) reflect the change in the

definition of “dependent” under

Section 125:  the addition of qualified

benefits, such as adoption assistance,

health savings accounts, and quali-

fied HSA distributions from health

flexible spending accounts; the pro-

hibition against long-term care

insurance and services as a qualified

benefit; and the addition of the key

employee concentration test in the

nondiscrimination rules.

The IRS intends to be much

stricter about enforcing the written

plan requirement than it has been in

years past. Many employers either

did not bother to establish a formal

plan before taking pretax deductions

or lost track of their 125 plan years

ago. Employers with Section 125

plans need to review the new rules

and have their plans revised by the

end of 2008.

Some states require employers to

establish 125 plans. Massachusetts

(effective July 2007) was the first

state with this requirement. Similar

requirements also have gone into

effect in Connecticut (October 2007),

Missouri (January 2008) and Rhode

Island (July 2009).  

E C FA will be re p resented at the 
following events and meetings:
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Changes to ECFA’s Membership

MEMBER NEWSMEMBER NEWS

Accredited Members
New Members:
1. Alabama Teen Challenge, Oxford, AL

2. Blood: Water Mission, Nashville, TN

3 . Church of the Nazarene, Global

Ministry Center, Kansas City, MO

4. City on a Hill Productions, Louisville,

KY

5. Closed Door Ministries, Grand Rapids,

MI

6. ECHO, Miami Springs, FL

7. Every Nation Churches, Brentwood, TN

8 . Every Nation Ministries, Brentwood, TN

9 . Las Vegas Rescue Mission, Las Vegas, NV

10. Nightlight Christian Adoptions,

Fullerton, CA

11. Northern Churches Care, Colorado

Springs, CO

12. Orphanos Foundation, Cordova, TN

13. Pregnancy Resource Center Naples,

Naples, FL

14. Providence Home, Columbia, SC

15. Russian Leadership Ministries,

Wheaton, IL

16. Safe Harbor, Birmingham, AL

1 7 . Samaritan Community Center, R o g e r s ,

AR

18. Share International, Ruston, LA

19. The Northwest Ministry Network,

Snoqualmie, WA

Voluntary Resignations:
1. Compassionate Alliance, Ocala, FL

2. Marketplace Network, Boston, MA

Name Changes:
1. Life International, Gridley, IL is now

Lifesong for Orphans

Mergers/Discontinued
Operations:

1. Sonlife Ministries, Elburn, IL, merged

with YouthFront

2 . Community Bible Study International,

Herndon, VA, merged with Community

Bible Study, Colorado Springs, CO

Affiliate Members
New Members:
1. Make Way Partners, Birmingham, AL

2 . Strategic Renewal International,

Forest, VA
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T his book is a written crash course 
in Leadership and Management 101. It is more pragmatic than
comprehensive. It’s part resource library, part filing system, and

part tool box.

John Pearson, former president of the Christian Management
Association, created a 20-management-buckets system. He observed
leaders and managers who excelled in the customer bucket but 
didn’t know what they didn’t know in the people bucket. He suggests
that not all buckets are created equal, but to be effective, you must
know the 20 buckets and the critical balls in each bucket. This book 
is just an introduction to Buckets 101. This book will save you some
scars and scares, and also lighten your load on your God-honoring
management journey.
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20 Critical Competencies for
Leading your Business or Nonprofit 


