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What does it actually mean to be productive?

Today'’s work environment has shifted over the past few years and, for many, returning to ‘how things have always
been done’ feels irrelevant. Now, more than ever, productivity is measured by results, however and wherever the
work takes place.

Productivity can soar for a hybrid workforce—the key is to learn how to equip your team and leverage their
productivity to maximize results while maintaining momentum to reach organizational goals.

Let's get started!

PRODUCTIVITY REDEFINED

“Work willingly at whatever you do, as though you were working
for the Lord rather than for people.”
- COLOSSIANS 3:23 (NLT)

No matter how many people you have on staff at your church, there’s only so much you can accomplish in a day,
right? Your church exists to serve your community. You and your staff have a mission to reach as many people as
you can in your community (and thanks to technology, even beyond your community).

Productivity is essential to accomplishing your mission. It is how staff — whether in-office, remote or hybrid — are
assessed as to their efficiency in the performance of their jobs. It is a particularly important consideration for
churches as most of an organization’s success relies directly upon the productivity of its workforce. Yes, even
churches need to consider their staff’s productivity.

How this is evaluated will depend upon the job requirements, but generally it's based on the output of the employee
within a specified period of time. Often, an employee’s productivity is evaluated based on a related average of
employees performing similar work.

Simply put, productivity increases the overall efficiency of a church. Typically, this reflects that all resources are
being leveraged for optimum performance levels. Increases in output will result in lower overhead. Conversely,
when productivity is overlooked, the result is often a lack of team morale and wasted time and money.

So, what does this mean for your church?

Now, more than ever, productivity is measured by results, whenever and wherever the work happens. Productivity
can soar for a hybrid workforce — the key, then, is for leaders to learn how to equip their team to maximize their
productivity to increase results. This then begs the question: How and where do we start in order to establish
productivity?

The first place to look is right under your nose.
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WHAT YOUR DESK SAYS ABOUT YOUR STATE OF MIND

As successful leaders, you want to feel like you have everything together—and know what your personal and
professional goals are while leveraging to-do lists, project management software, and other organizational tools.

But, how many of you organize your desks, cars, and offices similarly to your task lists? Dave Ramsey once
said, “Your physical desktop represents the organizational condition of your mind and maybe even indicates the
organizational condition of your whole company.”

Having read that—and nervously assessed your desk as you did—what message do you think your desk conveys?
Every day you're inundated by incoming projects and tasks. If you're not good at delegating and organizing, it can
become overwhelming—and you may lose control of your workspace.

Simply, your desk represents your state of mind. Maybe you're running to tasks and projects reactively, instead of
being intentional and proactive about effective processes and long-term project goals. Granted, there are certain
things you likely need (and want) at your desk: a computer, headphones, pen and paper, etc.

If your workspace is feeling cluttered and contributing to the chaos surrounding your
productivity levels, it's time for a clean sweep. We suggest:

\/ Dedicate five minutes at the end of each day to ‘/ Keep it simple

cleaning your desk ' o
Put away everything when you're done using it

\/ Don't leave any dishes, cups or wrappers overnight )
\/ Use a whiteboard

\/ Leave only essential items out .
And last—but certainly not least —delegate when

\/ Keep a planner accessible needed

\/ Have—and use—trash and recycling bins

HOW YOU'RE WASTING 70-PERCENT OF YOUR WORKDAY ENERGY

Whether you lead a team of high performers or you're the high-performer in question, there’'s a good chance you're
spending too much time on tasks that could easily be delegated.

That's what venture capitalist and former CEO of three companies, Bill Trenchard, shared with Inc. magazine in
. His time spent with dozens of CEOs showed that a full 70 percent of their time was spent on what he
called, ‘sub-optimal’ activities.

However, he did find a few superstar time managers among his coaching clients and found that those leaders
did the same things consistently. We've experienced these same techniques in combination with the services of
a virtual executive assistant—to completely alter how leaders spend their days and set their churches on a path
toward increased productivity and results.
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What do these leaders do consistently?

EMAIL TEMPLATES

Turning over your inbox, at least in part, to a virtual assistant will free nearly six hours on
average every day, without sacrificing timely responses. Work with your virtual assistant to
determine the most common requests and craft templates your assistant can send on your
behalf. Some of the most important responses will be to decline a request for your time and
involvement. A well-worded response in an email template, and an in-depth discussion with
your virtual assistant about which requests you want to accept, will prevent you from spending
unnecessary hours involved in a project.

EMAIL MANAGEMENT STRATEGY
- - Leaders who optimize their workdays have a strategy for managing their email. Hint: It's not
— monitoring an inbox all day, every day. Effective leaders check their inboxes two to four times
a day, and leaders who've handed off their email management to an assistant report that it
revolutionized their workdays.

PLAYBOOKS

Leaders shouldn't spend their time writing step-by-step instructional manuals, but if there’s an
activity you find yourself doing more than three times and it's not something that only you can
do—like strategic planning, sermon preparation, and similar—then someone else should do it.
Spend some time documenting how you do those things and hand that document—and the
responsibility for results—to someone else.

WHAT, EXACTLY, IS KEEPING YOU FROM BEING PRODUCTIVE?

The Dangers of Multitasking

We have been indoctrinated with the belief that multitasking is the only “tasking.” However, multitasking may cause
more harm than good—especially if you're bad at it.

Multitasking requires the ability to focus on the execution of multiple things at once—and the human brain is simply
not wired to do that. Consider the cognitive science findings of , Director of the
at the University of Michigan:

“You can't do two cognitively complicated tasks at x “Too much access to the cerebral grid shuts down
once.” critical thinking.”

“Multitasking is...very often highly inefficient and X “The conflicts triggered by incessant multitasking

could be dangerous to your health.” can set off chronic stress and slow you down.”
“Even the most adept multi-tasker will crash and “If you're disciplined enough, you can map out the
burn trying to resolve simultaneous conflicting usage of your time in a way that minimizes your
demands.” exposure to interruptions.”
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Create a Zero-Tolerance List

What can you stop doing to devote more time and focus on the goals you've set? Here's a possible list:

1 Social media 4 Instant email replies
2 Texting 5 Reading/watching news sites
3 Streaming services 6 Badges or notifications on your phone

It's easy to lose yourself and your daily momentum with distractions. So, place them on your Zero-Tolerance List.

Now that you've listed what you should stop doing, let's move to how you can start accomplishing more.

5 SIMPLE PRODUCTIVITY STEPS

Executives, team leaders, and individual contributors of any company can benefit from these practices.

If you want a simple solution to complete tasks in a relatively short period of time, follow these five steps:

1 Decide how long you will work.
Don't plan based on, “I'll work as long as | can,” or “I'll work as long as | feel productive.” Set a specific length
of time and stick to it.

2 Tell everyone your plan.
Communicate your plan to everyone who needs to know. Interruptions are productivity killers so eliminate
them as best possible.

3 Start early.
Have you ever taken a long car trip for a vacation and left really early in the morning? Those first few hours
on the road fly by because you've stepped outside your norm. The same idea applies to work.

4 Take productive breaks, not rest breaks.
Momentum is everything. Don't take a walk, watch TV, or scroll mindlessly. You'll need breaks, but breaks
should not compete with your desire to accomplish your goals.

5 Don't quit until you're done, even if finishing takes longer than expected.
Stopping short is habit-forming. There's a significant difference between a starter and an executor.
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PRACTICAL TIPS TO SAVE YOU MORE TIME

At , we work with organizations of all sizes across the U.S. and Canada and see countless business leaders
who could benefit from more productive time management skills. Over the years, we have noticed interesting
habits that waste time and kill productivity.

Four Tips to Save Valuable Time

1 Invest the extra time upfront to teach someone else how to help you.
Set aside 30 minutes to train an assistant on how to do something you do in 15 minutes every week. It's
worth it in the long run.

2 Don't be afraid to ask for help.
If someone is hired or has volunteered to assist you, they want to be able to help. Delegate dinner
reservations with clients, booking travel, or meeting notes. If it will free you up to do what only you can do,
it's always worth asking.

3 Set proper expectations.
You set everyone up for success when you set expectations upfront. Communicate deadlines, where the
task falls in the list of priorities, and who needs to receive the completed project.

4 Embrace technology.
Look for ways to automate your systems. Save contacts, documents, notes, and any other key information
electronically—so it's easy to find. Set recurring appointments, use document management systems and
electronic task lists.

Protecting your time is not rocket science. It's about the willingness to let others help you.

It's about trusting someone to come alongside you and help protect your time as a leader. It could ultimately be the
best decision you make for you and your organization.

DELEGATION VS. DIY: WHICH IS RIGHT FOR YOU?

At some point, when a high-performing employee is excelling, they come to a place where productivity reaches the
intersection of ‘Do It Myself’ and ‘Done For Me.

The former protects your money, the latter protects your time. So, what will you protect?

Many high-capacity go-getters can task away without needing assistance. They blow through tasks and think it
would take them longer to teach an assistant than just to do it themselves. Sound familiar?

The fallacy in this notion is that when you sum up the amount of time the task(s) take up over an extended period,
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it ends up being way higher than it would be to train someone qualified to help.

Hiring an assistant to execute tasks and get a job done is not a luxury. It is just plain smart. Chances are, they can
do the job better than you, quicker than you, and more productively. Your pride—not your budget—prevents you
from delegating so you can focus on leading well.

To put it in the clearest perspective, money is fluid; it comes and goes. But your time? Time is finite. Protect it at all
costs. You can either use it wisely or waste it. The decision is yours.

You've cleared your desk, learned new ways to save time, and discovered great resources to help you delegate. The
thing is, tools can help you be more productive with your teams, too.

5 ESSENTIAL COLLABORATION TOOLS

Research has shown that virtual teams are just as, if not more, productive than their in-office counterparts.

And that’s a good thing because today’s work environment is substantially different than it was just a year ago—
and, for many, it shows no signs of returning to ‘how things have always been done!

So, whether your staff works from home or in a brick-and-mortar office—or both—now, more than ever, the tools
with which we equip our teams to maximize their collaboration prove paramount.

Inarguably, there is a slew of novel technologies developed to support this endeavor.

The top five virtual collaboration tools we use at BELAY:

Zoom

There’s no replacement for face-to-face interaction. However, video conferencing applications such
as Zoom allow virtual teams to maintain efficient communication from anywhere It also allows
meeting participants to share presentations, screens, and other content in real-time, as well as the
ability to send official email invites to clients for a more professional appearance.

Google Documents

There’s a wide variety of document collaboration tools out there, but Google Docs remains the gold
standard. It's a streamlined, no-nonsense platform that allows team members to collaborate on

a document from anywhere. Docs also provides ample cloud space in Google Drive to share and
exchange files. Arguably the best feature? It's free.

Slack
Slack claims to be ‘...a collaboration hub that connects your organization—all the pieces and the
people—so you can get things done.” And we're here to corroborate those claims.

With Slack, you can collaborate online—just as you would in person—by bringing the right people
and information together in a one-stop shop to communicate efficiently, stay connected, and get
things done—faster. Fast, efficient. and communicative? That’s (productivity) music to our ears.
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Asana

Asana is a cloud-based software that facilitates colleagues within an organization to track and
manage the progress of projects. Simply, tasks are created to monitor individual contributions to a
larger, collaborative project.

Teams can add tasks, assign them to colleagues, set due dates, comment, and share relevant
documents while notifications on the status of each task—and their approaching deadlines—

are sent to your inbox. Best of all? It's customizable. Want to work in a way that is driven by
conversations? Asana can do that. Prefer to work in a way that’s driven by tasks? Asana’s got you
covered, too, so every team has the opportunity to collaborate and stay on track in a way that is
most productive for them.

Grasshopper

Grasshopper is a phone service, designed to work on top of your existing landline or mobile
service. Like many virtual phone systems, Grasshopper offers a mobile app that allows you to
make and receive calls from your business number—even when using your personal mobile
devices.

There are literally hundreds of websites, platforms, and applications designed to help virtual teams connect and
collaborate. We couldn't possibly list them all, but these five are a great place to start.

Remember: Don't work harder when you can work smarter!

We would be remiss, however, if we didn't point out how all of these changes we're proposing might impact your
culture. So, how exactly do you delegate and be more productive without messing up the status quo in your office?

HOW TO MAINTAIN A HEALTHY CULTURE WHILE INCREASING PRODUCTIVITY

Healthy Growing & Company Culture

If you're finding there's more work to do than there are hours in the day, it might be time to increase your staff
headcount. It's normal to feel apprehensive when you've grown faster than you anticipated.

However, we want to help alleviate your concerns by offering tips for how to navigate an evolving team.
Results Over Availability

Building a healthy church with a foundation for long-term success is no easy task. While growth is always the goal,
growing too quickly can lead to scattered focus, but grow too slowly and you might not make payroll.

Additionally, benefits such as in-house daycare, paid paternity leave, flex-time, working remotely and hired
contractors are the new-new. Gone are the days when an employee clocked in at 9 a.m. and clocked out at 5 p.m.

We've become a society where people’s jobs often bleed over into their personal lives.

Where once there were endless rows of cubicled employees typing away at their desks all day, now if an employee
is at their desk even 50 percent of the day, it's unusual.
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Know why? Because at long last, organizations are realizing that productivity no longer needs to be measured by
how long you sat at your desk—or if you came into the office at all. It's really about their results—their impact.

Tech For The Win

Technology has revealed opportunities for organizations to truly show how much they value and respect their
employees’ needs. Experts have seen impressive productivity increases when workers are given flex-time and
remote access.

According to a ConnectSolutions Study, “ get more done in fewer hours
thanks to fewer distractions like meetings, conversations, and noisy coworkers.”

It allows employees to work at the times they are most productive and in an environment in which they are most
comfortable. Individual or team check-ins can be done with the latest video, phone or messaging technology and
apps. Given the chance to meet the needs of their life outside of the office, most employees become even more
invested in the company that places such value on their personal needs. This is, however, contingent upon the
individual, their personal discipline, and the policies stipulated by the employer.

Additionally, it cuts expenses for the church which has a dispersed workforce. People working remotely don't
require employers to pay for office space, equipment, heating/cooling, electricity, and certain types of insurance.

According to ,“... employers can actually save over $11,000 per half-time telecommuter
per year, which is a lot of money when you think about all 3.7 million employees who currently work from home

at least half the time.” Sick and personal time off decreases as well. These studies seem to show that while the
productivity argument can be manipulated, the decrease in overall expenses to the employer is without dispute. By
giving employees the freedom to work remotely, productivity increases, expenses decrease and you'll have a much
healthier team to work with.

Recognizing the benefits in offering remote opportunities and hybrid models may be the new way forward. This is
simply just an idea to consider as you start to evaluate the power of productivity as you lead.

A New Reality

As you grow in numbers, approach your plans for scaling your workforce by thinking of what you want your culture
to be five years down the road.

Be careful to not get stuck in the past with how you approach your employees and their needs. Stay on top of
new trends in business models, technology, and employee benefits. Do your best to invite employees into the
conversation and you will be rewarded with reminders of why you hired these amazing people to begin with.

A team that works and plays well together is your most valuable asset.
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HOW CAN A VIRTUAL SPECIALIST HELP WITH PRODUCTIVITY?

Many of our clients come to us because their businesses have outgrown their available time.

These leaders find themselves buried under the details that come with a successful venture and are in danger of
drowning in those responsibilities.

.Y VIRTUAL ASSISTANT [e.\\ k

ﬁ Protect Your Calendar

gg@ By working with your assistant to determine a work schedule that suits your needs, you'll free
up a lot more time. Your assistant can handle all the back-and-forth of scheduling necessary
appointments, and help you prioritize your calendar more effectively.

v®| Manage Your Inbox

According to some estimates, workers spend more than six hours a day checking emails.
Other studies show that it takes up 28 percent of an employee’s time. Virtual Assistants
shoulder the burden of email, acting as air traffic controllers of a leader’s inbox. A Virtual
Assistant can organize your inbox so it's more efficient for you.

Push Projects & Ideas Forward

Rather than spending hours of your week following up on conversations—have your BELAY
Virtual Assistant do that for you. Your Assistant can keep you moving towards deadlines, and
do all the time-consuming follow-up with everyone involved so you can focus on what only you
can do to focus on your church and community.

L
-
'~

-

—  Deal With The Details
- BELAY Assistants deal with thousands of details every day for our clients—seriously,
O thousands!

Scheduling follow-up calls with teams and volunteers, tracking and emailing prayer requests to
staff, manage ‘Pastor On-Call’ lists and communication, confirming flights/hotels/car rentals,
scheduling appointments, recording mileage expenses, making phone calls to potential
vendors or customers, researching new productivity tools, transcribing meeting notes, posting
social media updates, proofreading documents, writing documentation, creating PowerPoints,
updating project software or task management applications, and the list goes on.

If you ever catch yourself wondering, “Why am | doing this task?” a BELAY Virtual Assistant can
do it for you.
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Businesses of all sizes—and at every tenure level—are at risk of bookkeeping mistakes.

Keeping the books and preventing blunders are a financial equalizer among all organizations. It’s just par for the
course of doing business. A Virtual Accounting Professional can help keep you in the driver's seat of your business
while they tackle the daily crunching of numbers.

.Y VIRTUAL ACCOUNTING PROFESSIONAL [&.\\ K

— Handle Your Bank Reconciliations

> BELAY Accounting Professionals love numbers. They choose to spend their day deep in
your books looking for any potential problem that might be lurking as they reconcile your
various accounts. Accounting Professionals can serve as a strong spoke in the overall wheel
of organizational financial accountability. They can initiate conversations about identified
concerns, clarify and reinforce policies, help develop newer, better practices, and perform
reviews of legacy data to spot gaps and opportunities.

Compile Tax Documents & Work With Your CPA
sl Let’s be honest: No one likes receiving a phone call from their CPA. Their phone call usually
O ends with having to search for a missing document or receipt. This is where having a
dedicated Accounting Professional can be a tremendous timesaver. They will own this
communication and provide any needed documents to your CPA in a timely fashion.

@ Keep Your Books Organized

Business owners, new and veteran alike, may inadvertently blur the lines between personal
and business finances. They blend expenses, pay bills out of both accounts and build a case
for writing off a personal discretionary expenditure as a business deduction. Accounting
Professionals keep small businesses and entrepreneurs on target, on task, and more
accountable. Plus, they can recommend tools to maximize and segment expense tracking.

r = Deal With The Details

I@I Though Accounting Professionals are not necessarily IRS-Certified Tax Preparers, through
experience, they may have developed an eye for applicable business deductions. These
could include professional development classes, matched funds contributed to employees’
retirement savings accounts, home offices, hardware, supplies, repairs, and more. This is one
area where their know-how as finance generalists brings added value.
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Enhance Your Content

No one likes to stress over a blank page. With a Marketing Assistant you don’t have to wonder
what to say—or how to say it—ever again. Whether it's blog posts, resources, or social media
captions, a Marketing Assistant will write engaging content for your specific audience. In
addition to exceptional copy, your Marketing Assistant can work with a graphic design team
or utilize their own graphic design tools to create purposeful, targeted content that makes an
impact.

Create Content Calendars

F@ Your Marketing Assistant will create a cohesive and strategic content calendar that aligns with
your church’s mission. They will schedule social media posts, blogs, podcasts, etc.—planning
the upcoming month’s content to include any event promotion, holidays, or other reminders.
They will also conduct research to implement the most strategic cadence and content for your
calendar based on your audience.

Creating engagement takes time—and a lot of it. Your Marketing Assistant can dedicate blocks
of time to engage with your online community and streamline your communication. From
sending regular email updates to scheduling daily social media posts, they can ensure your
online presence is fostering your community.

@ Increase Communication & Engagement

Provide Reporting

You can't grow without the right information. Your Marketing Assistant will identify which
metrics are most important for your specific ministry goals and track your progress through
targeted reports. From social media engagement to email open rates, they will provide integral
data and analysis so that you can make better-informed marketing decisions.

Deal With The Details

L@ Delegation is all about outsourcing the details that are taking up too much of your brain power
and time so that you can concentrate on bigger tasks. Your Marketing Assistant will deal with
all of the little marketing details that pop up like copywriting/proofing, pesky notifications, ever-
changing social media trends, and online community management. Leave the details to your
Marketing Assistant and get back to what you do best.

We get it—you can't just take our word for it. We need to put our money—and messaging—where our mouth is. Take
a minute to read these from BELAY clients.

When you're finished, we'll be ready and eager to match you with a Virtual Assistant, Virtual Accounting
Professional, or Marketing Assistant of your very own.
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CASE STUDY:

BRENT HOFEN

The Challenge

As the founder and lead pastor of Mission Church, Brent is a master of all trades. And
hobbies. And interests.

He's passionate about discipleship. He has devoted his life to making disciples who make
disciples who make disciples. He loves to go outside the walls of a church building and
pay it forward with generosity and acts of kindness.

Brent loves to disc golf, has a passion for music, and ‘an addiction to shoes’ — and he asks
that we pray for him.

He also loves photography, industrial design, and loose-leaf tea.

At home, you'll find Brent making a tea latte and playing the piano. He loves spending time
with his family and exploring the Pacific Northwest with family and friends.

He's traveled to South America, Japan, Russia, Kosovo, and Uganda, and has traveled to
49 of the 50 states. One day, Hawaii. One day.

Brent and his team are also well on their way to multiplying disciples out of disciples with a church in Bend, Redmond, Madras
and Portland, Oregon, and online to help connect people’s stories to God's purpose throughout the Northwest.

So what Brent needed next was to multiply himself. So he reached out to BELAY.

The Solution The Results

Paired with BELAY VA Johanne, Brent has learned to lean into her help so he Bren't can be all things to all people with the
can better serve those God brings through his doors. multiplying effect of a VA.

“I have [Johanne] go through my inbox, adding hours back to my week,” he Sti”f he knows that cher pastor_s are
shares. “She handles all meeting coordination directly on my calendar. And hesitant That a VA will make their Sti_iff and
with involvement in my community and other boards that | serve, | have leadership feel they are less accessible.
multiple in boxes to be reviewed—and she triages all things and puts only the His defense?

critical in front of me.” " G " "
| say it is quite the contrary,” he says. “By

Then there's the small matter of Brent's big ideas. having [Johanne] schedule meetings with
my team and leadership, | can be fully
present during the conversations. That time
is blocked for them.

“When I'm in the car, | use Voxer to download a list of things that are running
through my brain,” he says. “[Johanne] then organizes the tasks on my task
list or handles the items that she can. Having this headspace allows me to be

present with my family, as well as think creatively on ideas. “In the past, they would just walk in my
“[She] also makes sure that | have the right number of meetings in a day so office and assume I am availe?ble and
that | am not Zoom-meeting ‘fatigued’ that | can't give my best” focused on what they are saying.

“But now, | feel | am winning at life! If you want to be
able to multiply your leadership which in turn multiplies
your ministry, you need someone to help you prioritize
the many demands of your time!”
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NOW, IT'S YOUR TURN

Keeping your church productive and leading
with intention is no simple task. Hopefully, we've
provided you with tools and resources on how to
go about doing it better than before.

For you to successfully lead the charge and
maximize results, you simply need to change
the lens with which you view—and measure—the
power of productivity.

We believe in your ability to delegate. If, at any
point, you get stuck, you can trust that we're
always here for you! If you're ready to reclaim
your productivity, simply to start
the process of transforming your workday.
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