
 

67: BUILDING A STRONG CULTURE:  
Q&A WITH JERRY HURLEY  

 

Thank you for joining the Craig Groeschel Leadership Podcast! Life.Church, the organization Craig leads, was 
named the #1 Best Place to Work for small and medium businesses by Glassdoor for 2020. What an honor! 
This award is due in large part to the Life.Church Team Development Leader Jerry Hurley. This month, we’ll 
hear from Jerry about how he built a healthy culture of growth and excellence at Life.Church. 
 
During this episode, Jerry discusses Life.Church core values and the part they play in a healthy culture—you 
can find a copy of the Life.Church Aligning Values and Sustaining Attributes at the end of this guide for 
reference. 
 
Building a Healthy Culture  
 
For Jerry, building a strong, healthy culture is based on a few key practices. They aren’t difficult, but they do 
require intentionality. All the human processes in your company—everything from hiring new people to 
what’s celebrated among staff—are driven by culture. Knowing who you are and what culture you want to 
build is key to having a healthy organization. 
 

1. Be consistent.  
Making measurable change in a culture takes time. Introducing new language or beliefs into an 
organization’s culture can take a year or more of intentional effort, and it can take even longer to turn an 
unhealthy culture into a high-performing culture. Be patient. Culture is constantly drifting one way or 
another. Every action your take either tears down or builds up the culture. So, even with a culture that’s 
already healthy, continue to invest in it so it doesn’t deteriorate. Be consistent.  
 

 
 

2. Be repetitive. 
There isn’t ever a time when Life.Church staff gets together in a large group—perhaps for an all-staff 
meeting or a training—and values aren’t discussed and reinforced. Something about every event or 
conversation is going to point back to a value. Repeat your values often. They will become ingrained in 
your staff and in you. 
 

3. Hire people who already exhibit your values.  
It may seem premature to introduce the subject of your organization’s values to a candidate during the 
interview process, but it’s necessary. Hiring involves more than determining skill. The hiring process should 
determine if a candidate will add to or subtract from the culture you’re trying to build. 
 
In the Life.Church hiring process, competency is the first thing that’s evaluated. A candidate must be 
competent to move on. However, the deciding factor to whether that person is offered a position is usually 

“Building culture isn’t difficult, but it does take intentionality. Be 
consistent.” – Jerry Hurley   

 



  
based on culture fit, not competency. About 10% of the hiring process focuses on skills; the other 90% 
focuses on fit. 
 

4. Extend trust.  
One key element of a healthy culture is trust. A trusting culture gives the benefit of the doubt and 
believes the best about its team members. While most people believe trust must be earned, Jerry teaches 
that trust is freely given from the beginning. New team members are told during staff orientation that they 
have the full trust of the organization; existing team members are coached through extending trust freely. 
When trust is expected, you create a close-knit team empowered to take action. Small offenses like “I don’t 
like the tone of this email” or “Why did she make that decision?” don’t grow into larger ones.  
 
Of course, there will be times when trust is broken. In those cases, team members should have 
conversations—even uncomfortable ones—to regain clarity and repair the trust. 
  

5. Create an environment of feedback. 
Feedback is not criticism. When feedback is given in a trust-filled environment, it is an encouraging, uplifting 
process. Feedback is meant to help the recipient get better, and Jerry leads the Life.Church staff to not only 
receive feedback, but intentionally seek it out. Staff has access to evaluations, peer assessments, and other 
feedback tools, but it can also be as simple as making a practice of asking others for feedback.  
 
Correcting an Unhealthy Culture  
 
If you find yourself with an unhealthy culture and want to rebuild it, start with the leader or leadership. The 
team is a reflection of the leader. Coach the leader through the differences between their previous 
leadership style or the previous culture and what is now expected in the new model. Make sure the leader is 
bought in to the new model. If the leader can’t buy in, it may be necessary to replace that leader—and that’s 
OK. Then, coach and equip the leader or leaders to transmit the new culture to the rest of the team.  
 
There will be people who don’t come along on the journey of correcting the culture, and while that’s never 
pleasant, it is sometimes necessary.   
 

 
 
Values 
 
Jerry describes two sets of values that guide culture at Life.Church. First, there are the Aligning Values—the 
idea here is that a team member is personally aligned with the mission and values of the ministry. There’s a 
kinship in passion and in goals; they are moved by, pleased with, or upset over the same types of things. 
They align with the organization and each other. 
 
The other set of values is the Sustaining Values. In some places, they’re called “permission to play” values. 
These are attributes like work ethic or resilience that keep a team member on the team for a long time.  
 
Jerry also points out that values require sacrifice. One way to check if your values are actually shaping your 
organization and having a powerful effect on its direction is to ask if you’ve had to sacrifice anything to 
follow your values. Values are important, and they’re going to cost you something, like money, time, or 
opportunities. 
 
For example, if you’re interviewing a candidate who has impressive credentials and experience but who 
disagrees with your core values, don’t hire them. Make the sacrifice up front of not hiring that skilled person 
if they’ll only end up undermining (usually unintentionally) your values later. 
 

“Changing an unhealthy culture to a healthy one is going to take a lot of 
commitment, intentionality, and energy. But it’s worth it.” – Jerry Hurley   

 



  
DISCUSSION QUESTIONS 
Here's an exercise you can do to grow as a leader—ask yourself and your team these questions: 
 

1. Does your organization have clearly defined values? If not, what are the “accidental values” 
represented in your organization? Do they align with who you believe you are and who you want to 
be as a company or team?  

2. If you already have organizational values, can you identify a time in the last year when it’s cost 
you something to preserve them? If not, your values may not be bold or unique enough to help 
shape culture. 

3. Create your own ‘Sustaining Attributes.’ Look at your top-performing team members and ask, 
“What key attributes have made them thrive in our organization?” Then, as you hire new team 
members, look for those same attributes in the candidates. 

 
PODCAST RESOURCES 

• More from Craig: www.craiggroeschel.com  
• Download Leader Guides: www.life.church/leadershippodcast  
• Subscribe on Apple Podcasts: www.go2.lc/cglpitunes   
• Subscribe on Google Play: www.go2.lc/cglpgoogle   
• Free Church Resources & Tools: www.life.church/churches  
• Related Episodes:  

o “Create a Value-Driven Culture, Part 1”: www.go2.lc/xflv5 
o “Create a Value-Driven Culture, Part 2”: www.go2.lc/px4ed 
o “Create an Empowering Culture, Part 1”: www.go2.lc/gemtb 
o “Create an Empowering Culture, Part 2”: www.go2.lc/k3q6f 
o “Principles of Higher Hiring, Part 1”: www.go2.lc/hiring1 
o “Principles of Higher Hiring, Part 2”: www.go2.lc/hiring2 

 
CONNECT WITH CRAIG 

• Ask questions: www.craiggroeschel.com/connect  
• Facebook: www.facebook.com/craiggroeschel  
• Twitter: @craiggroeschel 
• Instagram: @craiggroeschel 

 
THREE KEYS TO SHARPEN YOUR LEADERSHIP  
Craig hand-picked three episodes designed to help you build a strong leadership foundation. You'll learn 
practical ways to influence your leaders, manage your time wisely, and improve how you communicate. 
Head to www.go2.lc/threekeys to get the episodes and leader guides sent right to your inbox. 
 
LEAVE A REVIEW  
If this podcast has made you a better leader, you can help share it by leaving quick iTunes review. You can 
visit the podcast page in iTunes (www.go2.lc/itunes-cglp) or on your iOS device and then go to the 
“Reviews” section. There, you can leave a star rating or click on “Write a review” to share something you’ve 
gotten out of this podcast. Thank you for sharing! 

  



  

Aligning Values 

We will honor Christ and His church with integrity. 

If we live with integrity nothing else matters. 
If we don’t live with integrity nothing else matters. 

We will do anything short of sin to reach people who don’t know Christ. 

To reach people no one is reaching, we’ll have to do things no one is doing. 

We always bring our best. 

Excellence honors God and inspires people. 

We give up things we love for things we love even more. 

It’s an honor to sacrifice for Christ and His church. 

We are spiritual contributors not spiritual consumers. 

The church does not exist for us. We are the church and we exist for the world. 

We are faith-filled, big-thinking, bet-the-farm risk takers. 

We’ll never insult God with small thinking and safe living. 

We will lead the way with irrational generosity. 

We truly believe it is more blessed to give than to receive. 

We are all about the “capital C” Church. 

The local church is the hope of the world, and we know we can accomplish infinitely more 
together than apart. 

We will laugh hard, loud, and often. 

Nothing is more fun than serving God with people you love. 

We wholeheartedly reject the label mega-church. 

We are a micro-church with a mega-vision. 

 
 



  

Sustaining Values 
Self-Awareness 

Work Ethic 

Teachability 

Humility 

Resilience 

Flexibility 

Cultural Relevance 

Sense of Humor 

 


