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The premise of Designed to Lead engages an important and necessary
topic for the local church today. The local church must be a place
where God’s people are equipped to lead wherever God has placed
them. Eric and Kevin have passion, experience, and knowledge in this
area that will greatly help God’s church.

—Matt Chandler, Lead Pastor of Teaching, The Village Church,
Flower Mound, Texas

The cries are loud and clear: “We need more leaders in our church!”
Now, at last, you have a biblical and practical pathway to increase the
leaders in your church. I am so thankful for the two great leaders who
wrote this book, Eric Geiger and Kevin Peck. I am also excited about
the impact this book will have on countless churches in the world for

the glory of God!
—Dr. Thom S. Rainer, President and CEO, LifeWay Christian
Resources

In a world obsessed with numbers, Kevin and Eric are refreshing
voices fighting for Christ-centered depth. In a culture that praises
power, they remind us that lasting impact is found in humility and
sacrifice, as modeled by Jesus. I’ve observed both of these men lead
and they lead well, with honesty, intentionality, and ultimately a
sincere commitment to see Christ change lives from the pulpits to the

cubicles. Prepare to enjoy serving Jesus again.
—Jennie Allen, author of Anything and Restless,Visionary Leader of
[F:Gathering

Kevin Peck and Eric Geiger are transformational leaders of this
generation. That’s why it’s no surprise that Designed to Lead is an
invaluable call on the church to produce leaders with conviction,
courage, and compassion. This book will be an asset for the church
for many years to come.

—Russell Moore, President, Ethics and Religious Liberty Commission

Anyone can write about leadership. But being a proven leader worth
following is more of an extraordinary find. As Mark Twain said, “It’s



the difference between the lightning and the lightning bug.” These
guys have proven they can write but more importantly can lead. I love
the premise of the book, the style and the usefulness. Read. Learn.
Follow.

—Dr. Stephen R. Graves, CEO coach and author

If churches are going to help people live on mission and influence
those around them, then churches must develop leaders, not just for
their churches but also for the world. I am grateful for Eric and
Kevin’s challenge for your church to disciple and deploy leaders who
represent His Kingdom to all people. Designed to Lead is both helpful
and challenging. This will be a resource church leaders return to time
and time again.

—Ed Stetzer, Billy Graham Distinguished Chair, Wheaton College

The church produces leaders, not just for the church but to change the
world. Designed to Lead will assist and inspire church leaders to
operate their ministries with a deep conviction to discover, equip,
inspire, and send leaders out into the worlds of business, education,
law, politics, medicine and ministry. This book will lead you to rethink
your strategy and readjust your priorities to prepare leaders for life,

leadership, and ministry in and through the local church.
—Dr. Ronnie Floyd, President, Southern Baptist Convention, Senior
Pastor, Cross Church

It is the work of the church to identify, develop, and deploy disciples
to change the world with the message of the gospel. Unfortunately,
many leaders find themselves without a biblical pathway for equipping
the saints to do the work of ministry. Drawing from vyears of
experience, Eric Geiger and Kevin Peck provide a simple, reproducible
process for making disciples who will in turn make disciple-makers.
They have put into words what great leaders do intuitively. Take your

staff through this book. You’ll be glad you did!
—Robby Gallaty, Senior Pastor, Long Hollow Baptist Church, author
of Growing Up and Rediscovering Discipleship



Peck and Geiger have done us a service in writing this. They are
ambitious in their goal but winsome in their tone. I like this book. It’s
accessible and immensely helpful. More significantly, I will use this

book. You should too.
—Steve Timmis, author of Gospel-Centered Leadership, Executive
Director, Acts 29

The title Designed to Lead really says it all. There is not a better place
to learn how to influence others than in our churches as Jesus is the
ultimate Leader. Eric and Kevin do a great job communicating this
truth.

—Billy Kennedy, head coach, men’s basketball, Texas A&M

Congratulations on discovering the new gold standard for leadership
development in ministry.
—Will Mancini, founder of Auxano, author of God Dreams

Designed to Lead by Kevin Peck and Eric Geiger is designed to help us
all realize our God-given mandate to disciple and develop leaders.
This book will help you develop the culture and the construct to
reproduce leaders who will help your church accomplish the Jesus

mission!
—Dave Ferguson, Lead Pastor, Community Christian Church, Lead
Visionary, NewThing

The church must make a priority to develop new leaders who can
advance the gospel into all areas of life. This book is a rich resource
for understanding how to develop that culture in your church.

—Ben Peays, PhD, Executive Director, The Gospel Coalition

With a cogent and clear path, this monograph serves as a gold mine
for identifying and equipping leaders for the marketplace and ministry.
Intentionality is the missing gem in modern gospel leadership
cultivation. These men have rightly placed a high view of
intentionality front and center in the leadership pipeline. As a call to
action, Designed to Lead is a mandatory read and a game-changer for
all Christian leaders.



—Dan Dumas, author of Live Smart

There’s a moment in every baby’s life when they look in a mirror and
finally recognize themselves to be a person staring back. This happens
in the Christian life as well. We look into the Scriptures and see who
God has created us to be and has recreated us to be in Christ.
Designed to Lead holds the mirror steady so we can see ourselves
clearly. All of us, whether we are pastors, moms, youth workers,
students, and otherwise, could stand to benefit greatly from this book.
Geiger and Peck have compiled a comprehensive look at our role in
the mission of God, analyzed our weaknesses and blind spots, and
enthusiastically communicated the power behind our leadership: the
gospel. Designed to Lead has given me a lot to think about, and I’'m

very grateful.
—Gloria Furman, cross-cultural worker, author of Missional
Motherhood: The Everyday Ministry of Motherbood in the Grand
Plan of God

In a much needed book, Designed to Lead puts on paper the
principles and practices that have made Kevin Peck and Eric Geiger
two of the best leaders in the Church today. If you’re a leader in any
capacity, in or outside of the local church, this book will help take
your organization to another level.

—Dr. Matt Carter, Pastor of Preaching, The Austin Stone Community

Church

When people ask me about who they should learn leadership from, I
immediately say, “Kevin Peck.” I have called him “the smartest guy I
know” and many other wonderful things. But Kevin is not just a high
capacity leader and visionary, he’s also a humble brother who loves
the gospel and Christ’s church. Over the last five years, I have had the
privilege of learning much from Kevin, and I’m thrilled that he and
Eric Geiger (whom I also want to grow up and be like!) have put their
leadership ideas in print. This book will help countless leaders and
churches who desire to make disciples of all nations. I will be using it
for years to come.



—Dr. Tony Merida, Pastor for Preaching and Vision, Imago Dei
Church, Raleigh, North Carolina

Leading and serving is built into the DNA of God’s good creation. It
must also be built into the DNA of God’s new creation the Church.
Designed to Lead is a superb work that will help churches do exactly
that. I gladly commend this book by Peck and Geiger. It is a good gift

to God’s community of faith.
—Daniel L. Akin, President, Southeastern Baptist Theological
Seminary

Peck and Geiger model the way forward with their writing and their
lives in Designed to Lead. They are faithful guides for facing the
complex realities of leading local communities. The practical insights
of this book and the “how-to’s” are invaluable not as scripts to

follow, but examples to emulate and build upon.
—Daniel Montgomery, Lead Pastor of Sojourn Community Church,
Louisville, Kentucky, founder Sojourn Network, author,
Faithmapping, PROOF & Leadership Mosaic
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INTRODUCTION

THE CHURCH AS A LLEADERSHIP
lL.ocus

Give me ten men that hate nothing but sin and love nothing but
God and we will change the world.

—JOHN WESLEY

Where is the leadership locus in your community? In your town or
city, where do leaders come from? Where are leaders formed,
developed, and sent into the world? In your context, what group of
people excels at creating leaders who impact the world?

Your church should be a leadership locus.

Locus can be defined as “a central or main place where something
happens or is found.” The locus of any activity is not on the fringes,
but the core of where action happens. The locus is a strong
concentration, the anchor, or the center of gravity. For example, when
someone speaks of “locus of power,” the reference is to a small group
of people who call all the shots. When a news anchor speaks of the
“locus of resistance” in an area of the world, the anchor is referring to
the center of the fighting or rebelling.

Because the word locus indicates a strong center, many would deem
“leadership locus” a misnomer. Because leadership is practiced in a
plethora of environments, can there really be a locus? With all the



wide range of leadership definitions and frameworks offered through
leadership books, leadership podcasts, leadership coaches, and
leadership classes, is there really such a thing as a leadership locus?

And if there is a center, can that center be the Church?1

If We Believe

The Church is uniquely set apart to develop and deploy leaders for
the glory of God and the advancement of the gospel. The Church is
designed by God to create leaders for all spheres of life. Your church is
designed to lead, designed to disciple leaders who are, by God’s grace,
commanded to disciple people in all spheres of life. How can we make
such a strong statement?

If we believe that apart from Him we can do nothing (John 15:5),
we must recognize that much of what is recognized as “leadership”
will not stand the test of time. In the end, all that is done apart from
Him will be proven to be rubble and worth absolutely nothing. No
matter how convincing modern wisdom may seem, apart from the
wisdom and activity of God, all human leadership activity will prove
futile in the end. Leadership, apart from the work of God, cannot
produce true flourishing or eternal results.

If we believe that God created the world and handed responsibility
for watching over the garden to Adam and Eve, then human
leadership must be understood as God-initiated. He purposed to use
humanity to steward and cultivate (Gen. 1—2); His people were and
are “at the center” of His plan. From the beginning, His people have
been designed to lead.

If we believe that God has chosen to make His multifaceted wisdom
known through the Church (Eph. 3:10), then the leaders that are
developed through the Church are “at the center” of God’s design to
represent Himself in all facets of life. Leaders who are motivated by



His grace and shaped by His Word are leaders who invest their lives in
what really matters.

If we believe, as William Temple stated, “The Church is the only
society that exists for the benefit of those who are not its members,”
then all of humanity benefits from the leaders created and formed in
the Church. No organization carries such a holy mandate, thus the
leaders developed in the Church and by the Church are leaders who
are developed for the world. They are developed “in the center” and
sent out to the world. The world is impacted and improved by the
leaders the Church develops and deploys.

If we believe that ultimately only Jesus transforms, then only the
message the Church carries can bring about true, everlasting change.
Only the gospel, the message His people steward, can change the
human heart. And the leaders that the Church develops administer the
grace of God in its various forms (1 Pet. 4:10).

If we believe the command to make disciples (Matt. 28:19) is bigger
and more beautiful than merely making converts and calling people to
“make a decision,” then we understand the essential role of the
Church in maturing people in Christ. The command to “make
disciples” carries the connotation of forming believers who learn and

develop over a lifetime.2 One result, then, of discipleship is believers
who serve and influence others in all spheres of life. The Great
Commission is Plan A; Jesus has no Plan B. Discipleship, developing
believers who grow over a lifetime, is His method. The full extent of
discipleship is the development of disciples who are able to lead and
develop others, not merely people who gather together for worship
once a week.

So, yes, there is a locus of truly sustaining and transforming
leadership. And the locus of leadership is the Church of Jesus Christ.
She has been designed by God to develop and produce leaders who
bless and serve others.



God’s people are designed to influence others. God’s people have
been purchased by His blood and are empowered with His Spirit to
influence the world around them. They are designed to lead. If you are
His, you are designed to lead. And your church is designed to create
and commission leaders who serve the world as they represent Christ
and reconcile people to Him.

Notice we are not saying that the locus of the Church is leadership
development, but that the locus of leadership development is the
Church. Please do not miss the difference. The locus of the Church is
and must be Jesus and His finished work for us. The center of the
Church must be the gospel; for it is the gospel—His righteousness
given to us in exchange for our sin—that created the Church, and it is
the gospel that sustains the Church.

The center of the Church is the gospel, but the center of leadership
development must be the Church—meaning, that the leaders who will
ultimately transform communities and change the world come from
the Church. These leaders carry with them, into all spheres of life and
culture, the conviction of a people who are the called-out ones, of a
people who have been brought from death to life through Jesus. These
leaders are designed to serve others because they have been served first
by Christ. These leaders are empowered to sacrificially offer
themselves to others because their hearts have been transformed with
the sacrifice of Jesus for us.

God has designed His people to lead. From the first recordings of
history, God has made it clear that He has designed creation to be led
by His covenant people. More than that, He has decided what His
people are to do with that leadership. Whether you are called to lead
your home, in the marketplace, in God’s Church, or in your
community—if you are called by God, then you are called to lead
others to know and worship Jesus Christ.

Leadership: Go Forth and Die



Robert Quinn, a leadership professor at University of Michigan, has
joined others in pointing out that the origins of the word leader means

to “go forth and die.”3 In his book Change the World, he writes:

Leadership authors do not understand that leadership means “Go
forth to die.” If they did understand it, they would not be enticed
to write about it—because people do not want to hear this
message. Most people want to be told how to get extraordinary

results with minimum risk. They want to know how to get out-of-

the-box results with in-the-box courage.4

True leaders are servants who die to themselves so others may
flourish. True leaders go forth, not for themselves, but for others. The
Church, as no other group, follows the only One to die that others
may forever live. If the foundation of leadership is “go forth and die,”
then the Church must be the epicenter for developing and deploying
these kinds of leaders. Who but the Church can really understand the
weight and significance of “go forth and die”?

The Church bas been served. The Church exists because our great
death-defeating Savior went forth to die for us and, now, invites all
who follow Him to die to themselves and truly live. The message of
our Savior-King dying in our place is central, and of first importance,
to believers. He went forth and endured the shame and pain of the
cross for us. We are His because He served us.

The essence of Christianity is not that we serve Him first, but that
He has served us by sacrificing Himself on the cross in our place and
enduring our suffering and shame. On the cross He was treated as we
deserve, so we may be treated as He deserves. His dying words
capture the essence of the Christian faith: “It is finished!” (John
19:30). His sacrifice is final, the work is complete, and our salvation is
secure.



5

Work really hard for your own salvation! He died giving a pep talk,

Reportedly, Buddha’s dying words were, “Strive without ceasing.”

while our Savior died securing our redemption. No one has served the
way Jesus has served us.

The Church bas the ultimate example. His service to us is the
example He has instructed us to emulate. Because He has served us,
we are now free to “go forth and die” by serving others. After He
washed His disciples’ feet, Jesus said:

“So if I, your Lord and Teacher, have washed your feet, you also
ought to wash one another’s feet. For I have given you an example

that you also should do just as I have done for you.” (John 13:14—
15)

Jesus shows us that the values in His Kingdom are the opposite of
the values in this world. In His Kingdom, the hungry are full, the poor
are rich, the last are first, and “whoever wants to be great among you
must become your servant” (Matt. 20:26).

The Christian life is about dying. When Jesus invited the crowd to
follow Him, He invited them to die. When He told them His followers
would be taking up their cross daily (Luke 9:23), they knew He meant
a life of dying, as the cross was an explicit statement of death. The
Christian life is not about trying daily, but dying daily. His life is
revealed in us, with increasing measure, as we die to ourselves (2 Cor.
4:11). We grow by continually “going forth to die.”

Christians, more than anyone else, should resonate with what it
means to “go forth and die.” Christians, more than anyone else, have
been designed to lead. The Church, more than anyone else, is designed
by God to create these kinds of leaders. No other people have been
secured with the blood of Christ, knit together solely by His grace,
and commissioned by Him to multiply. The Church has been
providentially formed by God to bless the world, to be a holy
gathering of people who make disciples. The Church has been



designed to possess a holy rhythm of gathering people to scatter so
more may be gathered.

Should Not Be Outpaced

Because the core of sustaining and transforming leadership is the
Church, no organization should outpace the Church in developing
leaders. Why should we not be outpaced? No other gathering of
people has a greater mission, a greater promise, or a greater Reward.

No greater mission. Today, even as you read this, leaders are being
recruited. There are meetings taking place around conference tables,
over meals, and in coffee shops. Potential leaders are being asked to
join a company, to give to a cause, or to join the core team of a start-
up. In each of those meetings some type of mission is discussed.

Our company is really about this . . .
You can make a difference by giving to this . . .
Our start-up is going to do this . . .

If the one doing the inviting is wise, the “this” is a compelling and
catalyzing mission. Any amount of time spent reading about
leadership will tell you that you can’t have a strong and committed
team without a deep sense of mission. But any mission that people are
being invited to join pales in comparison to the mission God has given
His people. No other people have been reconciled to God through
Christ and been given the privilege and responsibility to reconcile
others to Christ. God’s people are, therefore, His “ambassadors,” and
God makes His appeal to others through us (2 Cor. 5:20).

Because a local church exists to serve her community, to bless the
world, and to be a light to the nations, then the leaders developed in
each local church are developed for much more than each local
church. In the church we are recruiting leaders to a mission bigger
than the smaller ones the world offers. Whether we lead our homes,



companies, or churches, our mission is always bigger than the
organization we lead. As Christ-followers everything we lead can be
used for His glory. Any and every organizational mission is trumped
by the larger one the Lord has given His people: to make much of
Jesus through our lives and to make disciples of all nations.

No greater promise. No one should outpace the Church in
developing leaders because no one else has the assurance that their
contribution will last, that their leadership will eternally matter. No
other gathering of people will stand the test of time. Companies that
have been declared successful are no longer in existence.
Organizations falter as quickly as they rise.

Organizational theorists even plot out the typical life cycles of an
organization from birth to growth to maturity to decline to death. The
Church of Jesus Christ cannot be plotted on the chart. She cannot be
contained! She will stand the test of time. Jesus has and will preserve
His Church, and the gates of Hades will not overcome her (Matt.
16:18).

No greater reward. There is a great cost to following Jesus, and
Jesus never minimized it. He taught the crowds that following Him
means dying to ourselves and giving up everything to be His disciple
(Luke 14:33). We discover that everything we give up is really nothing
compared to the greatness of knowing Christ. The cost is great, but
the reward is greater. We get Jesus. He is our great joy.

When Peter mentioned to Jesus that he and the other disciples had
left everything to follow Jesus, Jesus responded:

“I assure you, there is no one who has left house, brothers or
sisters, mother or father, children, or fields because of Me and the
gospel, who will not receive 100 times more, now at this time—
houses, brothers and sisters, mothers and children, and fields, with
persecutions—and eternal life in the age to come.” (Mark 10:29-

30)



No organization or opportunity offers what Jesus offers us. He
promises us that the cost of work in His Kingdom will be worth it.
Not only do we receive blessings and rewards, but above that He is
our ultimate Reward, as everything is loss compared to the surpassing
greatness of knowing Christ. Local churches should not be outpaced
in developing leaders who bless the world and advance His Kingdom.

But. ..

But sadly many churches are outpaced in developing leaders for the
mission of God. In many churches, leaders are not being developed as
fully and intentionally as they could be. The lack of leadership
development among God’s people is the burden that has led to this
book.

Your church should be, must be, a leadership locus.

Is it?

We wrote this book because we love the Church. But we also wrote
this book with holy angst and anticipation for churches to excel in
developing leaders who serve the world. Angst because our hearts
grieve when ministry leaders fail to see the Kingdom potential in their
midst, the “ordinary people” waiting to be developed and deployed.
Anticipation because we have seen glimpses of churches who are
centers of leadership, who disciple people to lead well in their homes,
communities, businesses, and places of influence.

We long for your church to be a leadership locus, to embrace your
design to lead.

In the next chapter, we are going to unpack a framework for
developing leaders through your church. We say through because
much of their Kingdom influence will happen outside the walls of your
weekly gatherings. We want to offer you a framework to think about
how leaders are formed and commissioned to impact the world. If
leaders are not being developed in your context, this framework will
help you identify what is missing. We will then spend the rest of the
book unpacking the Designed to Lead framework.



CHAPTER ONE

WHAT’S MISSING?

Things which matter most must never be at the mercy of things

which matter least.

—WOLFGANG VON GOETHE

Developing leaders is hard work for an organization. It often seems
like an even harder task for a local church. Many seem to be on the
same page about its importance, and yet very few churches would
admit to having a handle on the subject. Let us introduce you to three
fictitious examples, though we could name dozens of real ones in each
category.

Quitter Community Church (QCC): At QCC, the congregation has
long existed in an ambivalent truce in the war of developing leaders.
Congregants come to Sunday service and small group every week to
learn about being a better Christian. The word leader at this church
means volunteer with the job of doing whatever everyone else doesn’t
remember or want to do. Members with leadership skills outside the
walls of the church are not expected to bring those skills to bear in the
church because, well, “church is church” and “work is work” and
“the two worlds don’t need to intersect.”

At QCC, the work of the church isn’t a place for innovation,
improvement, or creativity; it’s a place for duty and faithfulness.



Duties are merely broken down into a manageable number of tasks
and assigned to volunteers. Then the piles of tasks get too big for “just
the volunteers”; the church looks at the budget and hires a new staff
member according to their bylaws.

Church of the Flywheel: At the Flywheel, people know how to build
things. A staff member brags, “Our system for making leaders is nails.
We spent the last four years studying the most advanced leadership
systems the world has to offer. We’ve studied the Armed Forces,
Fortune 500s, and even several agencies in the espionage world.” But
alongside all their systems is one major problem . . . no one cares.

The plans are met with blank stares. The “pipelines” are empty. The
slogans and nudges from the platform to “own your development”
fall on deaf ears. Sure, a few months after each major overhaul and
new emphasis the church always gets a new batch of Johnny-come-
latelies to jump into the amazing system; but they always seem to flake
out. The staff knows this is a problem and pontificates, “Our content
and system is good; maybe we just have a congregation full of duds?”
Yeah, that’s probably it.

Talk Louder Community Church: Talk Louder claims to be all
about making leaders. “Every year we have two sermon series on
developing the next generation of leaders and we give everyone in the
congregation the next best leadership book. It’s a success every time!
We have nearly 50 percent of our people who see themselves as having
leadership potential, and most of them have signed up to volunteer.
We have piles of people every year take a gifts profile, and most
people look really promising.” Still, strangely enough, every time there
is a staff opening the leaders at Talk Louder have to look outside the
body. And the truth is that those piles of “gift tests” sit on a desk,
untouched since they were completed.

Also at Talk Louder, all the emphasis on “leadership” is focused on
“making the church better.” Though not explicitly stated this way, the
emphasis of the church is essentially: “Come to our church, get



plugged in, and volunteer to help us do church even better.” Because
of this, members at Talk Louder are no more likely to be effective
leaders at home or in the marketplace than they were before joining
the church. Thoughtful leaders on the team know this and struggle,
“Every year we think we are taking big strides by creating more
momentum for developing leaders, but something is holding us back
from producing leaders.” Something is missing at Talk Louder, and it
isn’t more rhetoric on leadership development.

Something is missing in many churches.

Perhaps you see your church in one of the examples. While
fictitious, they are actually far too close and too real for many of us. It
would be a challenge to find a vibrant evangelical church that doesn’t
admit that leadership development is a key function of the local
church. And yet, it is our experience that very few church leaders can
identify the problem that is hampering the leadership potential in their
church. Church leaders know the people they serve have been made in
His image, purchased with His blood, equipped with His Spirit, and
called to make disciples, but they struggle with helping people live out
the reality of their capacity to lead.

So the programmatic rat race in most churches continues. Most
churches merely exist to keep running their programs and services.
They are not developing leaders intentionally and consistently. When
leaders emerge from some churches, it is often by accident. “Wow, a
leader emerged. . . . How did that happen?” should not be heard
among God’s people. Something is missing. Something is off.

We attend conferences and preach sermons imploring the church of
God to stand up and take hold of their destiny to advance the
Kingdom of God across the globe. Still, our pews and folding chairs
stay warm with immobile, uninspired, ill-equipped saints. Our
churches, homes, and places of work lack the leadership of Christian
men and women.

Something has to change.



We must find a way to unlock the power of God in the people of
God, to see His sons and daughters rise up and lead for the glory of
God. Jesus Himself has given to His blood-bought people the mandate
to lead in His Kingdom, and to equip others to do the same.

For leaders to be developed consistently and intentionally, churches
must possess conviction, culture, and constructs. Based on our own
leadership and ministry experiences, studying leadership development,
and interacting with churches and ministry leaders who develop
others, we believe the following framework encompasses what must
happen in a local church for leaders to be developed and deployed.
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Designed to Lead Framework

Churches that consistently produce leaders have a strong conviction
to develop leaders, a healthy culture for leadership development, and
helpful constructs to systematically and intentionally build leaders. All



three are essential for leaders to be formed through the ministry of a
local church.

Conviction is a God-initiated passion that fuels a leader and church.
Conviction is at the center of the framework because without
conviction to develop others, leadership development will not occur.
Developing leaders must be a burning passion, a nonnegotiable part of
the vision of a local church and her leaders, or it will never become a
reality. The essential task of developing others must not be at the
mercy of other things, of lesser things in a local church.

Once the church leaders share this conviction, this ambition must
become part of the very culture of the church itself. Culture is the
shared beliefs and values that drive the behavior of a group of people.
The church that believes in and values the development of others
collectively holds the conviction for leadership development. When
development is in the culture, it is much more than an idea or
program; it is part of the very core identity of the church.

Wise leaders implement constructs to help unlock the full potential
of a church that seeks to be a center for developing leaders. By
constructs, we mean the systems, processes, and programs developed
to help develop leaders. Constructs provide necessary implementation
and execution to the vision and passion of culture and conviction.

Because we have a proclivity to run to the practical for a quick fix
and to find something we can quickly implement, most leaders will
run to constructs when addressing leadership development problems
in a church. While constructs are important, if you embrace and
implement constructs without first developing a coherent and strong
conviction and culture, you will only reap apathy or exhaustion.

Constructs without Conviction = Apathy. The reason that many
people in churches give blank stares to leadership development
initiatives is because an overarching sense of conviction has not been
fostered in the church. The reason many churches settle for enlisting
people to “fill necessary slots” to pull off programs is there is not a



conviction for developing leaders. The pastors, the people, everyone
has given up on the grand idea of discipling and deploying leaders. If a
shared sense of conviction that God wants to raise up and release
leaders in His Kingdom through His Church is lacking, apathy is sure
to follow. If you want to know why churches have given up, look no
further than lack of conviction.

Constructs without Culture = Exhaustion. Constructs are doomed
to fail without strong conviction and a healthy culture. If a church
attempts to execute constructs without a culture of leadership
development, the systems will feel exhausting. The church longs for
the “leadership flywheel” and seeks it through systems; but without a
healthy culture those systems are merely seen as another set of things
to do, a cumbersome hoop to jump through. And as staff attempts to
implement, everyone grows weary. Every time the team aims to fill the
leadership pipeline it feels as if they are pushing a boulder up a hill.
An unhealthy culture breeds exhaustion.

Conviction without Constructs = Frustration. At the same time, if a
team holds a deep conviction for development but lacks constructs to
help develop leaders, frustration festers. Constructs are vitally
important. Conviction and culture must be the starting point; but if
constructs are not provided, then intentional and ongoing leadership
development is merely wishful thinking. A vision without a strategy is
nothing more than a fun whiteboard moment that rarely results in
anything significant. There is nothing more frustrating than an
unrealized vision, than a passion without any traction. A leader who
isn’t passionate about leadership development will sleep better tonight
than the one who is but lacks necessary constructs to help develop
leaders. A leader without constructs often says, “We keep talking
(louder and louder) about developing leaders, but nothing happens.”



Formulas for Diagnosis

Constructs without Conviction = Apathy

If a leader is apathetic, it could be they lack a proper sense of

conviction.
Constructs without Culture = Exbaustion

If a leader is exhausted, it could be they are not a part of a
healthy leadership culture.

Conviction without Constructs = Frustration

If a leader is frustrated, it could be they lack the constructs

that are necessary to realize vision.

Conviction, culture, and constructs. If any of the three are missing,
leadership development will be stifled. Is one missing in your context?
Does one or more need focus and attention?

To further explain and illustrate the importance of all three, let’s
look at Moses and his leadership of God’s people. Moses is as an
example of a godly leader who developed others for the mission the
Lord had for His people. In observing Moses’ leadership, we can see a
holy conviction for investing in others, an emphasis on a culture that
develops leaders, and constructs that enables development.

Moses and Conviction

Often our churches don’t make leaders because we lack conviction.
Granted, it’s probably much more than that, but it is certainly not less.
If we look at Moses and Joshua, his successor, we see conviction for
development in one and lacking in the other. And we also see that the



implications of possessing or lacking a conviction for development are
massive.

Conviction for developing others gripped Moses. He understood
that leadership is always a temporary assignment—always. It is a
temporary assignment because leaders do not ultimately own the
teams, ministries, or organizations they lead. We simply steward what
the Lord has entrusted to our care for a season. The brevity of life
ought to birth urgency in us to develop others. Not to mention that
our time in this life is much more limited than that of Moses! He lived
to be 120 and lived with an urgency to develop others; how much
more should we embrace the temporary nature of our time as leader?
Part of wise and selfless stewardship is developing others and
preparing them for their impending time to lead.

Moses personally selected and invested in leaders. As you read
through the Scripture, you see Moses pouring into Joshua. Moses
brought Joshua up the mountain to receive the Ten Commandments
from God (Exod. 24:13). Joshua observed Moses’ righteous
indignation when Moses smashed the two tablets (Exod. 32:17-19),
and Joshua sensed the sweet communion Moses shared with the Lord
as Joshua guarded the Tent of Meeting (Exod. 33:11). Joshua was also
chosen to spot out the land of Canaan.

Through all these critical moments in the life of God’s people,
Joshua was there with Moses. Moses served God’s people by pouring
into the life of another. And immediately after Moses’ death, Joshua
was ready to lead Israel.

After the death of Moses the LORD’s servant, the LORD spoke to
Joshua son of Nun, who had served Moses: “Moses My servant is
dead. Now you and all the people prepare to cross over the
Jordan to the land I am giving the Israelites.” (Josh. 1:1-2)

The leadership legacy of Joshua, sadly, is very different:



Joshua son of Nun, the servant of the LorD, died at the age of
110. . . . That whole generation was also gathered to their
ancestors. After them another generation rose up who did not
know the LorD or the works He had done for Israel. (Judg. 2:8,
10)

Did you notice the significant difference in the legacies of Moses and
Joshua? After Moses died, immediately God’s people were ready to
move to the land the Lord had given them. After Joshua died, a
generation rose up who did not even know what the Lord had done
for His people. Why the stark contrast?

There is no record of Joshua investing in anyone. We don’t see him
intentionally developing leaders. We don’t read of him pouring into
others. And the generation after his leadership doesn’t know the Lord.
Israel enters a period marked by leadership failure after leadership
failure. We know this period as it is recorded in the book of Judges.
The book opens with the people of Israel asking God who should go
first, who should lead them. There was no clear leader out in front.
From this moment, leader after leader steps up and leads more poorly
than the last. Because of Joshua’s shortsightedness, Israel is in a
leadership crisis.

Clearly Joshua lacked the conviction to develop others. Even still, as
most leaders, he likely would never have admitted that. He would
have claimed developing leaders was a priority, something that was
important to him, but his life over the long haul revealed it wasn’t.

Over time, our lives, not merely our words, reveal our convictions.
And based on the lack of leadership development in many of our
churches, it is clear that many church leaders lack a real conviction for
developing leaders.

How do you know if something is a conviction? If you can imagine
life or ministry without it, it is 7ot a conviction. For example, we are
deeply encouraged that most church leaders hold a conviction that



Jesus must be preached, that there is salvation in no other name but
Jesus. Because Jesus is a conviction, ministry leaders cannot fathom
ministry without preaching and teaching Jesus. Amen! If someone
offered these leaders a more “successful” or “larger” ministry if they
didn’t preach Jesus, they would refuse. No way they would even
consider it. Their response would be: “What’s the point if Jesus isn’t
the focus? Who cares if tons of people gather around something else
other than Jesus?” This is conviction.

Or take evangelism as an example. If a leader was assured that an
easier ministry awaits if “you never challenge people to share their
faith, to engage people who are not Christians, and to be salt and light
in their communities,” the leader who holds firmly to a conviction that
Christians are commanded to share the gospel would never take the
route of an easier ministry. It would be unthinkable because
evangelism is a conviction.

Clearly most church leaders do not hold the conviction of
developing leaders, so they find ways to continue in ministry without
it. They have learned to lead churches without developing leaders.
They have learned to offer programs, conduct worship services, and
manage budgets all without developing leaders. Like Joshua, they are
able to execute tasks and make decisions without any conviction to
develop leaders. It is to our shame that we have learned to lead
ministries without developing other ministers.

Are you more like Moses or Joshua? Does a conviction for
developing leaders grip your heart? Or can you actually function and
see your church function without it?

Moses and Culture

Culture bridges conviction and constructs. If a church has a strong
culture of development, it was birthed from conviction. And a church



with a strong culture of developing and deploying leaders will keep
working to find or build constructs that help them develop leaders.

Leaders must own the culture of the ministry they are leading. A
seminary professor once shared, “You can complain about the culture
of your ministry your first three years, but after that it is a reflection of
your leadership.” By culture, we are not speaking of the
socioeconomic or ethnic makeup of the ministry you lead, but the
shared beliefs and values that undergird all your church does. Thus a
strong culture of developing leaders permeates the entire church.

Culture is powerful. It constantly teaches, constantly shapes, and
constantly forms the people who are within it. Peter Drucker famously
said, “Culture eats strategy for breakfast.” He was not diminishing the
role of strategy or systems. He advocated for their use, but it is
possible to have the right systems and a great strategy in the midst of
an unhealthy culture. And if the culture is not healthy, the unhealthy
culture swallows the systems and strategies.

As Moses led God’s people, there was the famous confrontation
between Jethro and Moses in Exodus 18. Jethro visited his son-in-law
Moses and observed that Moses was worn out by the magnitude of
the responsibility. So he confronted Moses with the truth, “What
you’re doing is not good” (v. 17), and challenged him to delegate
responsibilities to others. But in the midst of the encouragement to
delegate, Jethro tells Moses that there are several things he must do—
several things he must not delegate. Don’t miss this: In the midst of the
famous delegation passage, Jethro tells Moses there are things he must
not delegate. And the things “Moses must do” are all essential in
building a healthy culture of development.

“Instruct them about the statutes and laws, and teach them the
way to live and what they must do. But you should select from all
the people able men, God-fearing, trustworthy, and hating bribes.



Place them over the people as commanders of thousands,
hundreds, fifties, and tens.” (Exod. 18:20-21)

The responsibilities that Jethro encourages Moses to retain are
culture-forming responsibilities. Instruct them about the statutes and
laws; provide clarity about their identity. Teach them the way to live;
provide focus of mission. Select the leaders; provide leaders for the
people. In a healthy culture, the people know who they are, what they
are to do, and leaders are being developed and deployed. In a healthy
culture there is strong sense of identity, clarity of mission, and credible
leaders with integrity.

A bealthy culture has a strong identity. Jethro confronted Moses in
Exodus 18, and in Exodus 20, God gave His people the Law. So
before the Law was even given, Jethro encouraged Moses to “instruct
the people in the statutes of God.”

God gave the Law, in part, to show us we can’t keep the Law—that
we need Jesus. Also He gave the Law to form a distinct people who
would be a blessing to all other peoples. God was using the laws and
statues that Moses would constantly teach to form His people to be a
kingdom of priests and a holy and distinct nation (Exod. 19:6). They
were His prized possession, distinct from all other nations to be a
blessing to all other nations. The Law reminded the people of their
God, of His great rescue, of His great adoption of them. As God gives
the Ten Commandments two chapters later, He reminds them, “I am
the LorRD your God, who brought you out of the land of Egypt, out of
the place of slavery” (Exod. 20:2).

A healthy leadership culture doesn’t allow for tasks and assignments
to be merely handed to people without connecting the responsibilities
to the identity God’s people have as sons, daughters, and servants of
our King. In a healthy culture, people are continually reminded who
they are, that they are His people, rescued by Him, a royal priesthood,
and a people belonging to Him. If people are not reminded of their



identity, they will be burdened with lists of tasks and responsibilities
without their hearts being refreshed and renewed by the Lord who
loves them.

More important than work getting done is the Lord’s refreshing
work in the hearts of His people. Jethro was the “org design guy,” and
even he challenged Moses to first and foremost instruct the people in
their distinction. If we forget who we are, we mindlessly execute and
perform ministry functions without the sacred why behind all our
actions.

A bealthy culture bas a clear mission. Jethro also encouraged Moses
to “teach them the way to live, and what they must do” (Exod.
18:20). Not only were God’s people to understand their unique
identity, but also they were to receive instructions on “how we live
around here.” They were given a sense of mission as God’s people.

Michael Goheen reminds us that “the Great Commission is not a
task assigned to isolated individuals; it is an identity given to a

community.”1 Jesus didn’t simply ransom a random collection of
individuals; rather He purchased a new community, a special people.
This people, whom He named the Church, are called, not only o
God, but for God’s glory. We are, at our very core, a missional people.
This reality is the basic understanding of the identity of the New
Testament church. It’s the culture of the new Kingdom under Christ.
Because He has redeemed us, we join Him in His mission to bring
redemption to others. The mission of God is for the people of God.
You can’t have a strong culture without a strong sense of mission. A
healthy ministry cultivates a clear sense of “here is what we are going
to do together.” Jim Collins wrote that when an “organization has a
strong vision, a sense of why they are here, a visitor could drop in

from another planet and understand the vision without having to read

it on paper.”2



A local church with a strong sense of mission will inevitably invite
and develop others to join the mission. The mission is too important,
too overwhelming to attempt alone. Thus churches with a deep
burden for their cities or a passion for unreached people groups will
attract leaders and develop them through the mission and for the
mission.

Ministries without a clear sense of mission move in a plethora of
directions, as a multitude of lesser and competing missions invade the
culture. In a world of complex and competing causes and messages,
we must be ruthlessly committed to the mission of making disciples.
Thus a church’s mission statement should be more than merely,
“Come to our church, get connected, and help us do church better.”
What an incomplete mission and a shallow view of discipleship! We
are the people of God, the called-out ones. Those outside of us should
benefit from our existence, from our community, from our gatherings.

A bealthy culture develops and deploys godly leaders. While Jethro
encouraged Moses to delegate responsibility to others, he also
challenged Moses to be personally involved in the selection and
placement of leaders.

“Select from all the people able men, God-fearing, trustworthy,

and hating bribes. Place them over the people as commanders of
thousands, hundreds, fifties, and tens.” (Exod. 18:21)

Moses was tasked with selecting and placing leaders of both
character and competence so that the people would be served well.
Those selected and placed were to be God-fearing, trustworthy, and
able. Jethro emphasized God-fearing and trustworthy because the
culture among God’s people was going to be set by the character of
those in leadership.

The leaders who have responsibility entrusted to them dramatically
shape the culture of any ministry or organization. The health of a



culture is deeply connected to the health of her leaders. Leaders shape
the ministry culture infinitely more than your policies or programs.

With Jethro-like intensity, when the apostle Paul challenged Timothy
to expand the ministry and reproduce himself in others, he
emphasized trustworthiness. He didn’t diminish competence, but he
started with integrity and faithfulness. The apostle Paul told the young
pastor, Timothy:

What you have heard from me in the presence of many witnesses
entrust to faithful men who will be able to teach others also. (2

Tim. 2:2 ESV)

Notice the order of the language of this often-quoted verse. The
verse does not read, “Entrust to able men who will be faithful.” Paul is
not saying: “Go find some great leaders and try to make them faithful.
Make a list of high-capacity leaders and work to turn them into
faithful followers. Find the best, most talented people and put them
through a character boot camp.”

To the contrary, Paul essentially says, “Entrust all the important
things to the faithful, and in time, they will be able.” Though the
temptation is to find anyone to “fill a spot,” Paul is saying the
opposite:

Find those whose hearts are His and coach them on their
competence.

Invest in people who love the Lord and develop their skills.
Pour yourself into people who have devoted themselves to Him.

Biblical leadership development is to “find the faithful who will be
able. Not the able that might be faithful.” Reversing the order of the
famous leadership development verse may provide short-term relief,
but it has massive long-term implications. Undoubtedly you have seen
the devastating effects of character implosion in ministry leaders,
whether prominent leaders or those who serve in less visible roles.



Regardless the situation, when the role and responsibility outpace the
leader’s character, disaster is inevitable. And more people than the
leader suffer.

Entrusting leadership to the faithful, to the God-fearing, does not
mean entrusting leadership to those who are sinless, as there is only
One. Being a person of integrity isn’t about perfection, but it is about
the direction of one’s heart. Someone who is faithful repents, displays
the fruit of the Spirit, and lives a life directionally in submission to the
Lord, not directionally in opposition to the Lord.

Oswald Sanders stated strongly, “Spiritual leadership requires Spirit-

filled people.”3 Spirit-filled leaders are required to lead a ministry that
produces other Spirit-filled leaders. If our churches are developing
leaders who are not filled with His Spirit, our churches are developing
leaders who will not advance the mission and serve the Kingdom well.
When a church produces leaders apart from the Spirit, a church
produces people who can execute tasks without walking with the
Lord, who can fulfill responsibilities without remaining in Him.
Without Spirit-filled people, all the work that gets done, all the energy
that gets expended, and all the activity that fills schedules and
calendars amounts to nothing in the end. For apart from Him, we can
do absolutely nothing. Thus a healthy culture—a culture that
produces spiritual leaders—values the character and trustworthiness
of the leaders, not merely the skills they can offer.

The world benefits from leaders who are surrendered to the Spirit,
men and women whose character is formed by the Lord. According to
research conducted by KRW International, CEOs noted for their
integrity led their organizations to higher levels of performance than

those CEOs with lower integrity scores.t Employees were asked to
rate their CEOs on integrity, responsibility, forgiveness, and
compassion. And those CEOs with higher marks led their companies
to higher returns as compared to the CEOs with lower marks. The



Harvard Business Review article that reported the research declared,
“The people who work for you will benefit from the tone you set. And

now there’s evidence that your company will t00.”2 The world is
longing for leaders who are filled with integrity, responsibility,
forgiveness, and compassion. In essence, even the world’s research
says that the world benefits from leadership that is Christian in nature.

Without faithful men and women, a ministry culture loses
credibility. The ministry may produce great programs, be well-
managed, and meet budget, but if the leaders lack character, the
ministry lacks the moral authority and credibility to call others to
come and die, to challenge men and women to become leaders.

In their landmark leadership book The Leadership Challenge, Jim
Kouzes and Barry Posner articulate that the most important leadership
characteristic is credibility. Of credibility they write:

Credibility is one of the hardest attributes to earn. And it’s the
most fragile of human qualities. It’s earned minute-by-minute,
hour-by-hour, month-by-month, year-by-year. But it can be lost in
very short order if not attended to. We’re willing to forgive a few
minor transgressions, a slip of the tongue, a misspoken word, a
careless act. But there comes a time when enough is enough. And
when leaders have used up all of their credibility, it’s nearly

impossible to earn it back.6

Ministry leadership often requires leaders and teams to take risks
and make bold moves. But wise leaders in a healthy culture don’t risk
the credibility of the ministry by placing unfaithful and untrustworthy
leaders into roles. A healthy culture that values leadership
development has a strong identity, a clear sense of mission, and is
committed to selecting and deploying godly leaders.

Moses and Constructs



In looking at Moses’ leadership, we see someone who held a
conviction to develop others. And we see how Jethro’s instructions to
Moses, the things he told him not to delegate, were instrumental in
developing the culture among God’s people. But we also see the wise
counsel of Jethro insisting that Moses build a leadership system, a
construct that would serve God’s people.

“Place them over the people as commanders of thousands,
hundreds, fifties, and tens. They should judge the people at all
times. Then they can bring you every important case but judge
every minor case themselves. In this way you will lighten your
load, and they will bear it with you. If you do this, and God so
directs you, you will be able to endure, and also all these people
will be able to go home satisfied.” (Exod. 18:21-23)

Before Jethro arrived, there was confusion and chaos. People waited
all day to see Moses. He went home exhausted. Decisions were
delayed that could have been made. Actions that should have been
taken were put on hold until Moses could review plans and give his
ruling.

Without constructs, without systems, chaos and confusion always
abound.

Before Jethro’s counsel, Moses delegated responsibilities to himself.
If there had been an org chart, Moses would have been in every box.
If a task needed to get done, Moses would be the one to do it. He was
the superstar leader who attempted to meet every need and do all the
ministry himself as the people watched. He needed to repent of his
foolish attempts to be omni-competent, and Jethro provided the
appropriate rebuke. No leader is omni-competent. The beauty of the
body of Christ is that we need one another. For a pastor, or the people

in a church, to view a pastor as omni-competent is to insult the body
of Christ. “The body is not one part but many” (1 Cor. 12:14). All of



God’s people are part of the body of Christ with an important

function, an important role.”

More than just offering a rebuke, Jethro instructed Moses to build a
leadership system, to design and architect a structure that will
distribute the responsibility to others so that the people will receive
care. And if you do this, Jethro told Moses, the “people will go home
satisfied” (N1V). Meaning, the motivation was not merely for Moses to
have a lighter load, but also so the people would be better served.

Building constructs, delegating and broadening the capacity of the
ministry, is not only about the leaders having a lighter load. The
burden will be lighter and the pace will be more sustainable, but the
people will also go home satisfied. And though Jethro was a priest of
Midian—meaning, he was not a Jew but an outsider—Moses listened
to him because the counsel was wise. Moses designed a system, placed
leaders in significant areas of responsibility, and delegated both
responsibility and authority. The system was a tool to organize and
deploy leaders so that the people of God would be better served.

For any organization to develop and deploy lots of leaders,
constructs are required. Quite simply, leadership development cannot
be scaled without systems that undergird the development of leaders.
A leadership construct provides a framework for leadership
development, a pipeline for future leaders, and a path for people to
walk in their own leadership development.

Ultimately, the development of leaders within the church serves as a
locus for developing leaders for places of leadership all over the world.
Leadership constructs should not only result in leaders developed for
ministry within a church, but also for leadership in the home,
workplace, and world. The Church is able to multiply the Christ-
empowered leaders the world desperately needs.

So we say it again: your church, the one you worship with every
Sunday, is divinely designed to develop leaders who will bless and



serve their families, churches, communities, and the world. But
conviction, culture, and constructs are all required. Without them
your church may offer programs, fill calendars, exist with an array of
activity, and may even fill all your volunteer spots, but you won’t
develop leaders the way God intended.

lLet’s Go. ..

We don’t want to be overly dramatic, but there is so much at stake
here. The Church of God must be the locus of leadership development
that God has designed her to be. As we struggle to find traction in this
climb to our destiny, so much of the world around us is suffering from
the lack of God’s leaders. The world is in agony awaiting the
leadership of God through the people of God. We must not give up,
and we cannot abdicate our duty. There is a way forward, but local
churches must pursue this endeavor with diligence and determination.
Our churches must preach and teach this conviction until our cultures
bleed it. But we cannot stop there. Our passion must turn to action
through thoughtful constructs.

Perhaps as you are reading this book, you yourself are in a situation
like Quitter Community Church; the dream and conviction of
developing world-changing leaders has been assigned to legend and
mythology. Or maybe you are in a context like Church of the
Flywheel; you have systems without a culture, systems without an
identity. Or maybe you resonate with the people at Talk Louder
Community Church; there are no constructs to undergird all the
messages.

There is no doubt that the work of leadership development is hard.
But it is no mere work of fiction . . . God’s Church was designed to
lead. To develop leaders, you must have a strong conviction, a healthy
culture, and simple constructs. We are going to walk through all three
in the following chapters. Let’s go . . .
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“Without conviction, leadership development will not occur.
Developing leaders must be a burning passion, a nonnegotiable part of
the vision of a local church and ber leaders, or it will never become a
reality.”



CHAPTER TWO

HoLy CAustE AND EFrECT: THE
CONVICTION FOR LLEADERSHIP

If the pastor is a superstar, the church is an audience, not a body.

—HoOWARD SNYDER

We have five daughters, and no sons, between us, so we are adept at
executing ponytails, discussing princesses, and painting pottery. We
have vacationed together several times, meaning we have waited in
lines together for hours at Disney World to secure a signature from a
princess, and our wives have scolded us, “Slow down, they are little
girls” when driving a boat with our daughters trailing behind on a big
tube. Fathering girls is different than anything we have ever done, and
we both love it.

On our best days, we embrace the enormity of the responsibility
with eyes toward the future. We are helping prepare our girls for life
outside our homes. Our time with them is short, and it is moving so
fast. Our role is not to keep them in our homes forever. Our role is to
not to help them live out the Christian faith only when they are safe in
our presence, but also in our absence. One day, we won’t bring them
to work like we bring them to school. One day, we won’t make all the
choices for them that we are making now. Our role is to equip them,
not to feverishly attempt to live their lives for them.



Leading people in a local church is very similar. Leaders, when
embracing the enormity of the responsibility, keep an eye on the
future. They develop others, not just for the comfort of life in the
church, but also for life as a whole. They equip God’s people to serve,
not feverishly attempting to do all the ministry themselves. Both
parenting and pastoring must focus on equipping.

Two major problems are plaguing many churches. If you read a
book directed toward church leaders, likely one of these problems will
be lamented. If you attend a conference for ministry leaders, you will
inevitably hear wise and gifted speakers tackle one of these problems.
But usually, you will not hear both problems addressed in relation to
one another. These are the two problems: (1) many churches are not
healthy, and (2) churches, in general, struggle to equip people for
ministry.

Many churches are not bealthy. A plethora of symptoms are
lamented, from a lack of generosity to low ministry engagement to the
scarcity of God’s people living on mission. Symptoms are often
addressed, but the symptoms point to an overarching sickness. For
example, a lack of generosity reveals a loss of awe for His generosity,
that He who was rich became poor for us. The scant number of
people, in most churches, who view their neighborhoods and
professions as God-given mission opportunities, reveals an incomplete
view of or lack of passion for the mission of God. The examples of
symptoms could continue, and they painfully remind us that many
local churches are not as healthy as they could and should be.

Churches, in general, struggle to equip people for ministry. In a
recent research project, pastors were surveyed and asked questions
about their church’s plan for developing and training people for

ministlfy.1 Less than 25 percent of church leaders said they had any
semblance of a plan. Essentially the vast majority of churches admit
they have absolutely no strategy for developing the people in their



churches for ministry. Clearly, equipping others is a missing conviction
in churches. Yet the apostle Paul wrote to the church in Ephesus:

And He personally gave some to be apostles, some prophets, some
evangelists, some pastors and teachers, for the training of the
saints in the work of ministry, to build up the body of Christ, until
we all reach unity in the faith and in the knowledge of God’s Son,
growing into a mature man with a stature measured by Christ’s
fullness. (Eph. 4:11-13)

Paul’s exhortation is clear. When pastors/teachers train and prepare
God’s people for ministry, the result is the body of Christ is built up.

These two problems are interconnected. The scarcity of healthy
churches and the lack of passion and plan to train people for ministry
are not unrelated problems. In fact—according to the apostle Paul—
one is the result of the other. Quite simply, a failure to equip people
for ministry results in an unhealthy church. A lack of conviction for
equipping results in an immature body of believers.

Holy Cause and Effect

Our lives are filled with the principle of “cause and effect.” Doctors
remind us that if we eat healthy, the effect will be a more healthy
body. Dermatologists scold us that if we fail to use sunscreen, the
effect will be damaging to our skin. Children are taught the principle
early in elementary school because it is so critical to learning to make
wise choices throughout life. But somehow many church leaders have
missed the holy cause and the glorious effect that is clearly prescribed
in Scripture.

There is a holy cause and effect in ministry. If we will make the
training of the saints our holy cause, the effect is a healthy church. A
healthy church is not a perfect church, but she is a church that is being
collectively formed more and more into the image of Christ. Paul
writes that as the training of the saints in the work of the ministry



occurs, a church will be growing “into a mature man with a stature
measured by Christ’s fullness.”

To assert causation is to make a major claim. Researchers are
typically very careful when they reveal significant research findings to
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say, “There is a significant relationship between . . .” so as not to be
accused of implying that one thing causes another. For example, Eric
has had to carefully state “relationship” and not “causation” on the
church ministry books that have been developed out of large research
projects. It is one thing to say, “There is a significant relationship
between equipping believers and the health of a church,” and quite
another to say, “Equipping people makes a church healthy.” The
former statement positions “equipping believers” as one of many
things that is present in healthy churches, as one of the observable
characteristics in a healthy church. The latter statement boldly claims,
“If you will equip believers, you will have a healthy church.”

We are joining the apostle Paul in making the latter statement; to
have a healthy church, a church must equip believers. We are not
hedging. We are not merely suggesting that equipping people is
important. We are not merely suggesting there is a relationship
between equipping and health. We are declaring that equipping causes
health. Equipping is the work of leadership.

Equipping must not be something that is seen as optional,
something seen as for “other churches.” It must be a deeply held
conviction. Equipping is not just for the mega-church “who has
resources to make that happen.” It is not only for the new church
“who can start with that in her DNA.” It is not solely for the church
in the city “who is filled with intellectuals who expect that.” It is not
merely for the rural church “who is filled with people who have more
respect for church and less of a commute.” It is not only for the
church with lots of programs “because they can easily add that to the
agenda.” It is not limited to the church with few programs “because
they have time and space.” Equipping is for every single church.



Equipping must be for your church.
Equipping must be viewed as foundational, as fundamental to what
it means to actually be called a church.

The Cause

“You had one job” is a popular and sarcastic online catchphrase
usually associated with blunders people have made while performing

their jobs.2 Examples include pictures of misspelled signage (frie
instead of fire, shcool instead of school), a medal designed for the “3st
place” winner, and “extinct” being featured in the “X” page of a
children’s alphabet book. The point of the memes is “You had one job
to do, Mr. sign painter, medal designer, and editor. Could you not do
the one job, the one task, well?”

The reality is we all fall woefully short, even if we focus on only one
thing. And thankfully Jesus does not and will not shame us. Instead
He takes all our sin and shame, gives us all His perfection, and views
us as if we have always performed perfectly and obeyed Him joyfully.

But, according to this passage, pastors really do have one
overarching job. God has given pastors to His Church, and their
overarching job is “to equip the saints [God’s people] for the work of
the ministry” (Eph. 4:12  Esv). Equipping encompasses
preaching/teaching (1 Tim. 3:2) and leading/governing (1 Tim. 3:4-5),
as the goal in all of healthy ministry is to prepare or train God’s

people.3 In fact, the Ephesians 4 passage is the only time the term
“pastor” is used in the Bible to describe a human role or office. The
terms elder and bishop are used other times to refer to the same
office/role, but it is painfully ironic that the biblical term we most use
(pastor) is connected to the practice we most often neglect
(equipping).

Sadly many churches do not recognize or act on the assignment God
has given pastors. For example, peruse the typical job descriptions



churches give for their pastors. In many churches, you will likely find
little emphasis on equipping people for ministry. According to the job
descriptions, programs will be run and budgets will be managed but
people may or may not be developed.

As another example, notice the list of responsibilities a church that
is looking for a pastor will offer potential pastors. You can understand
how the lengthy list is developed. A team tasked with the
responsibility of finding the new pastor surveys the congregation for
insights into what qualities the people feel are most important. When
the responses are combined, you will find the church desires someone
who is a great preacher, excellent with young families, wise in
administration, a strong mentor for the staff, passionate for global
missions, deeply connected in the local community, skilled in
counseling, eager to visit the hospitals, innovative but not wanting to
change things, and evangelistic of the kinds of people who are just like
us. Oh yeah—and the pastor should be married with kids and fall
squarely into the age range of the median household in the
community.

When you read one of those lists you may think, Wow. This church
is actually looking for Jesus to be the pastor. Except Jesus was not
married with kids, so Jesus would not meet the qualifications some
churches list when looking for a pastor.

Another thing stands out: many churches do not even list, on their
very long list of pastoral profiles, equipping or training the people for
ministry. And of the few churches that do, most have the responsibility
so buried amongst the plethora of other tasks that it is unlikely to
receive much attention. According to pastoral job descriptions and
pastor search team profiles, the one job emphasized by Paul in
Ephesians 4:11-12 is seldom “a job” and rarely “the job.”

Prepare, Not Perform



There is a typical approach to local church ministry, and then there
is the biblical approach. The typical approach to ministry in many
churches looks like this:

pastors —) minister —) people

Typically pastors or other staff persons are hired to minister to
people. The number of children in the church increases, so the
solution is another staff person. The number of sick people is on the
rise; therefore, someone is hired to visit the hospitals. The number of
counseling appointments increases, so another part-time staff member
is added. The system makes sense, really. People come to church and
generously give money. So as the church grows, there is more money
that can be given to compensate ministers—so church members, if a
church is not careful, can subtly be taught that they are paying people
to do ministry. And pastors and staff can place on themselves a burden
to earn their pay by performing ministry well.

While the typical approach to ministry makes sense, it is deeply
detrimental. The spiritual growth of the people in the body is
hampered. People who are gifted by God and called to serve Him are
put on the bench as they watch the “professional ministers” or the
newest staff member make the ministry happen. They miss the joy of
serving. And instead of fostering a serving posture among believers,
the typical approach to ministry helps develop consumers and
moochers rather than participants and contributors.

The typical approach to ministry also wrongly and implicitly teaches
that church is “spiritual” and led by ministers only, which means the
work of the regular folks must be second-class and “secular.” So not
only are people not developed for ministry within the church, they are
also subtly taught to not even consider their “secular jobs” as places
of Kingdom leadership.



The typical approach also hampers the movement of the church.
The effectiveness of a local church is greatly slowed as people are
taught that the majority of ministry occurs through the
“professionals.” The scope of the ministry, therefore, is limited to the
time and abilities of a few people.

The biblical approach looks very different:

pastors —’ prepare —) people —) minister —) each other

Pastors, and churches, with a biblical approach to ministry possess a
deep-seated conviction that all believers are gifted for ministry, not
just the “professionals.” The Scripture never uses the term “minister”
to set aside a special class of people who serve other Christians. All
believers are ministers. Thus those selected by the Lord to be pastors
are to invite all believers to engage in ministry and view themselves as
equippers of all the ministers, all of God’s people, within the Church.

God is deeply passionate for His Church, for His bride, and
ferociously committed to maturing her. For this reason, “He
personally gave some to be . . . pastors and teachers” (Eph. 4:11). He
personally involves Himself in the process of setting apart pastors, not
to do the ministry, but to prepare God’s people.

Distinction versus Division

Perhaps an unbiblical approach to ministry exists in many churches
because an inaccurate vocabulary has infiltrated the people of God.
When most people hear terms like “clergy” and “laypeople,” certain
images and definitions enter their minds. And these definitions are
often far from their original meaning.

Clergy. Churches often think it makes sense to hire clergy to do
ministry because many believe that “the clergy” are a select group of
people—a group able to offer spiritual counsel and insights that mere



mortals could never; a group able to care for others in ways regular,
everyday Christians could not. There are even “clergy parking” spots
at hospitals, and we admit that we have taken advantage of the offer,
but solely for opportunistic and practical reasons and not because we
theologically believe in such a thing. After all, the term clergy comes
from the Greek word kleros and refers to one’s inheritance or a lot. So
the sign in front of the best parking spots at the hospital literally
means “inheritance parking.”

In the Bible the word kleros does not refer to a select group of people
who “do all the ministry.” The opposite is true. The term actually
applies to all believers who are “qualified . . . to share in the
inheritance [the kleros| of the saints” (Col. 1:12 Esv). All Christians are
ministers, and all Christians will share in the inheritance. The word
was never intended to help foster a group of super Christians who do
the ministry. In reality, the clergy parking spot is for all of us. But we
accept no responsibility for your towing if you choose to grab an
empty clergy spot.

Laypeople. “Oh, but I am not a pastor. I am just a layperson.” We
have heard that statement countless times when speaking to
committed Christians at conferences or other events. Often the
statement comes from someone who wants to serve God more, wants
to lead and make an impact, but feels second class and unable to do
anything really significant. The person is often searching for a bigger
view of life and the mission of God, but the lie that ministry is for the
professionals has been reinforced for years.

In the Scripture, the term lay comes from the Greek word laos and
simply refers to God’s special people. The laos are, therefore, not less
significant. They are God’s special people, those He has adopted as
His own. All of us are “a royal priesthood, a holy nation, a people
[laos] for His possession” (1 Pet. 2:9).



Biblically both terms apply to believers. We are all laos, people of
His possession, and we all enjoy the kleros, the inheritance, as children
of God. Literally, your pastor is a layperson and you share in the
clergy.

Clergy and laity have been terms inaccurately used to create an
unhealthy, unhelpful, and unbiblical division in the Church. The
people of God are split in two, the “holy clergy” and the “laypeople”
who tolerate work in unspiritual professions so they can pay the
clergy to do the spiritual work. But this must not be; there should be
no division in the body of Christ. The gospel creates a new humanity,
a group of believers who are one because of Christ’s atoning sacrifice
for us (Gal. 3:25-27). We can’t stand before Him in our race, status,
gender, or profession. We are only qualified to stand before Him in
His righteousness, which He has freely given us. And it is His
righteousness that unites us and tears down divisions. Of no divisions,
Edmund Clowney beautifully wrote:

Spiritual dominion by princes of the church is doubly impossible:
Christ the king is with his people; his people are kings with Christ.
Can any officer outrank an “ordinary” Christian who shares
Christ’s throne and will judge angels? [1 Cor. 6:3]. Christ’s total

rule obliterates hierarchy. The Mediator does not need mediators.?

There is a massive difference between distinction and division.
While there is no division between God’s sons and daughters, there is
distinction. For example, Christian unity does not eliminate race,
status, and gender. Instead, unity in Christ transcends those
distinctions because Christ is so much better, and is what ultimately
unifies God’s people. Christian unity does not eliminate our
distinctions because God, in His providence and creativity, has made
us distinct from one another. The same is true with those He “gave . . .
to be pastors and teachers” (Eph. 4:11). Pastors are not more holy,
more loved, or in better standing with God. They are not divided from



the people of God, but they are distinct. The Lord has given them to
His Church so they may equip and prepare God’s people for ministry.
Elton Trueblood stated it well:

The ministry is for all who are called to share in Christ’s life, but
the pastorate is for those who possess the peculiar gift of being
able to help other men and women to practice any ministry to

which they are called.”

In some sense, a pastor is to leave the ministry the moment the
pastor enters the ministry. The pastor is no longer to “do the
ministry,” but instead is to “prepare God’s people for ministry” to
each other and to the world. Of course, in another sense, our identity
as Christ-followers means we are always a servant and never above
any task. But the role of pastor is divinely designed to prepare others
for ministry, not to perform ministry. John Stott, writing on the role of
pastors, stated,

The New Testament concept of the pastor is not of a person who
jealously guards all ministry in his own hands, . . . but one who
helps and encourages all of God’s people to discover, develop, and
exercise their gifts. His teaching and training are directed to this

end, to enable the people of God to be a servant people. . . . Thus
instead of monopolizing all ministry himself, he actually multiplies
ministries.©

For equipping—a biblical approach to ministry—to occur in a local
church, the pastors and the church as a whole must hold tightly to the
conviction that all of God’s people are ministers. Why don’t pastors
embrace a conviction to prepare God’s people instead of performing
ministry? And what stops churches from valuing a ministry that
equips people?

Why (Some) Pastors Don’t Prepare



Perhaps you have encountered the sound guy who doesn’t want
anyone else fiddling with the soundboard. Let’s call him Ned. At first,
you conclude that Ned probably knows best. After all, Ned is able to
find that buzz, has saved the day multiple times, and uses words you
don’t understand. You reason that you are an idiot and that you
should not concern yourself with things too marvelous for you. But
then someone new comes to your church, or an old friend from
college visits, and looks at the soundboard, assuming you are able to
pick the lock Ned placed on it. You discover that more than one
person on the planet understands sound systems, and you begin to
sense that perhaps the system has been intentionally designed so no
one else can possibly run it.

Ned has built the sound system around himself, for himself. In the
same way, some pastors build ministry around themselves, for
themselves. And they do so for at least four reasons.

Job security. Just as Ned designed a system where he is necessary,
some pastors are hesitant to develop others for ministry because they
fear they will become unnecessary to the church. They reason, “If
others can do the tasks people think I am paid to do, then what will
happen to me?” While the desire of a pastor to provide for his family
is understandable and commendable, a Kingdom-minded pastor loves
the idea of “working himself out of job.” He understands he is an
interim pastor, given temporary responsibility for a group of people,
and he wants to fulfill his calling—to prepare people for ministry, not
to hoard ministry to himself.

In some sense, pastors are absolutely supposed to work themselves
out of job. In another sense, if pastors will work themselves out of a
job, they will always have one. There will always be a need for godly
leaders who are committed to preparing others for ministry.

Insecurity. Just as Ned builds a system that necessitates him, some
pastors need to be needed. They love to hear statements like, “I can’t
imagine anyone but you praying for me at the hospital,” or “We do



not know where our church would be without you.” Ministry can
stroke the ego of an insecure leader who purposefully neglects
preparing people for ministry because he needs the affirmations of
doing ministry.

It takes a secure leader to prepare others for ministry, a leader who
realizes he/she is already approved by the Lord, already accepted by
Him. And because His approval and acceptance is perfectly and
permanently fixed on the leader, the leader is liberated to prepare and
equip others.

Pride. Prideful leaders will always struggle to develop others. Just as
Ned thinks no one can run the board like he can, prideful leaders see
no need to develop others because they actually believe no one will be
able to lead like they lead. We have even heard leaders imply that the
entire leadership structure of a ministry would need to change if the
leader were taken out because “no one is capable of leading the way I
lead.” A prideful leader typically does not think in terms of
development because, after all, the team is there to serve the leader
and “the leader’s vision.” Prideful leaders fail to see themselves as
servants of the team with a responsibility to develop others. In these
cases the church exists for the pastor rather than the pastor for the
church.

Idolatry. Releasing ministry to others is impossible for the leader
who holds tightly to ministry as his or her reason for being. Ministry
can be an attractive idol because it is rarely called out as sinful. It is an
idol that others applaud you for.

Local church ministry can be thrilling, even addictive. Seeing the
Lord transform lives and bring people into a relationship with Himself
provides a buzz that nothing in this world can provide. And because
we are prone to replace God on the throne of our lives with something
else, something less, ministry can easily become the god of a church
leader. There is a temptation to love ministry more than God, a



tendency to rejoice more in the ministry God has given us than in God
Himself.

Jesus knew the temptation to commit ministry idolatry would be
very real. After He sent out His disciples to minister to people in
towns, they returned filled with joy. They were thrilled because they
had experienced the great joy of God working through them. “Even
the demons submit to us in Your name,” they declared (Luke 10:17).
Jesus affirmed the authority He had given them but also gave them a
caution: “Don’t rejoice that the spirits submit to you, but rejoice that
your names are written in heaven” (v. 20). In other words, be careful
of what ultimately causes you to rejoice.

If we only rejoice in God because of what He is doing through us
and not because of what He has already done for us, we cherish our
ministry more than Him. If our awe for what He is doing through us
surpasses our awe for what He has done for us, we have made
ministry our god.

The renowned pastor Martyn Lloyd-Jones battled cancer and poor
health in his final months. His biographer, Iain Murray, asked him
how he was coping with his shrinking influence, the inability to be
used by God to minister to the thousands that he had previously been
serving. Martyn Lloyd-Jones responded: “‘Don’t rejoice that spirits
submit to you. Rejoice that your name is written in heaven.” I am

perfectly content.””

If ministry success is our god, we are likely to take the shortest path
but preparing and developing
people is never on the shortest path. If ministry idolatry plagues us, we
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to greater and greater “victories,

are hesitant to relinquish the ministry that fuels and drives us. We
want to be the one, the man, the hero. We are only perfectly content
to equip others if our hearts are filled with awe and wonder that we
belong to Jesus.



DISCERNING
MINISTRY IDOLATRY

How can we tell if we are prone to committing ministry idolatry?
Here are five questions to consider:

How much of my contentment is connected
to the tide of my ministry influence?

Do my prayers reflect that | am more
thankful for the salvation He has provided for
me or for the ministry He has given me?

3 If | had to choose, which would | prefer:
a closer walk with Jesus or a more “effective ministry”?

a If my ministry were suddenly taken from me,
would | still rejoice that my sins are forgiven?

5 Do | seek God only for His blessing and
direction or do | also seek God simply
for Him?

We can be perfectly content if we rejoice most in the reality that
Jesus has separated our sins from us, as far as the east is from
the west.

Why (Some) Churches Don’t Value Development

The problem does not rest solely on the pastors of our churches.
Our pastors have been developed in our churches and in our
institutions. They have been hired by churches with an often



unbiblical and unhealthy understanding of local church ministry.
Many have learned what they know about ministry leadership from a
system that perpetuates an unhealthy dependence on pastors.
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Churches often insist that pastors “do ministry” rather than “equip
people for ministry.” So why do some churches perpetuate the typical
approach to ministry rather than the biblical approach to ministry?
Three reasons stand out:

Ignorance. This is not to say that churches are filled with ignorant
people, but that many churches are filled with people who are
ignorant to the biblical approach to ministry. Smart people can display
incredible amounts of ignorance. It does not mean they are ignorant,
just ignorant about one thing or another. For example, Eric has
proven to be completely ignorant about car repairs, air conditioners,
and garage doors—essentially anything involving mechanics. Kevin is
ignorant about the wonders of ice cream. In all fairness, he is lactose
intolerant.

People are often ignorant to the biblical approach to ministry
because in many ways it feels so counterintuitive. “So our church hires
pastors not to do ministry?” Also, “Let me get this straight. We are
going to pay pastors to train us to do their jobs?” But His Kingdom
often feels very counterintuitive. Such is life in the upside-down
Kingdom of God where the last are first, the weak are strong, and the
poor in spirit inherit the Kingdom.

Clearly people within our churches need teaching and reminding
that they are priests. That as Jesus was crucified, the veil of separation
was torn, and we are all able to enter His presence. We don’t need a
priest to take us to God. We are priests. Ministry retained by the
professionals is a deep contradiction of this glorious truth. Martin
Luther reminds us, “Let everyone who knows himself to be Christian
be assured of this and apply it to himself—we are all priests and there

is no difference between us.”8 A church filled with people who insist



that the ministry is performed by the pastors is a church filled with
people who are failing to fully live out their identity as priests.

Comfort. Eric is the only one in his family who is a pastor. Which
means at every family and holiday gathering, he is the one asked to
pray before the meal. His family knows he is not the only one in the
room who can pray, not the only one with the Spirit of God, not the
only one whom the Lord hears. But it’s just easy to ask the preacher.
Eric has been asked for years, and this will likely continue. It is the
culture that has been created, and it’s just comfortable.

It’s easy and comfortable to rely on pastors to “do the ministry,”
especially if that has been the culture and practice in the church. It is
simply what people have observed and known. Thus, in many
churches, the cycle continues.

Selfishness. Yes, some resist a culture of equipping because they are
selfish. Also lazy and narcissistic. For some, refusing to embrace a
biblical approach to ministry is a heart issue, not a head issue—a lack
of passion, not a lack of knowledge. They are likely to bemoan that
“pastors have easy jobs” and lament “life in the real world.” In their
minds, they give to the church, and are owed some goods and services
in return. Of course, shaming them won’t change their hearts. Only
the grace and kindness of Jesus can.

The Effect

While many pastors do not emphasize equipping the people in a
church for ministry, pastors have often entered church cultures that do
not value equipping. In other words, both pastors and churches bear
some of the responsibility for the lack of equipping that takes place in
many churches. And the effect is that no one wins.

When pastors do for the people in a church what the people should
be doing for themselves and each other, everyone loses. The body
suffers. People are not discipled and developed for ministry. The local



community is not served and impacted as she could be. It is the
opposite of the effect beautifully described in Ephesians 4. Look at it
once more.

And He personally gave some to be apostles, some prophets, some
evangelists, some pastors and teachers, for the training of the
saints in the work of ministry, to build up the body of Christ, until
we all reach unity in the faith and in the knowledge of God’s Son,

growing into a mature man with a stature measured by Christ’s
fullness. (Eph. 4:11-13, emphasis added)

Churches and church leaders are wise to long for both unity and
maturity. And the Scripture teaches that as people are developed for
ministry, growth occurs in unity and maturity—maturity even
measured by Christ’s fullness.

The beauty of unity. A church is a community of gifted people, not
merely a community of people with a gifted pastor. When people are
discipled and developed, a church is more unified. Instead of watching
the professionals row the boat, all people are invited and trained to
row the boat together. And there is some truth to the cliché: those who
row the boat don’t have time to rock it. In other words, when people
are focused on serving one another, unity increases.

When people are taught to sit and watch, murmuring and evaluating
increases. Because we long for community, people will unite around
something. Without equipping in a church, people are likely to unite
on criticism instead of around mission. Of course this is what should
be expected from consumers. Church consumers quickly grow
disappointed when the religious “goods and services” don’t match
their tastes or meet their expectations.

Equipping changes a church from a mere consumption center to a
gathering of people who serve one another and the world around
them. A church focused on developing God’s people to serve is a
church that knows why she is on the planet, and the people are likely



to sense the urgency and significance of the opportunity. When a
church is overwhelmed with the immensity of the mission, the small
issues of disagreement are less likely to overtake her. There is too
much mission to focus on.

Growing into maturity. Our maturing is a lifelong process of being
formed more and more into the image of God’s Son, and a church
with an equipping culture intentionally moves people toward
Christlikeness. As people are equipped in the Word, Christ is more
fully formed in them. As Christ is proclaimed and people are taught
with wisdom, they move toward maturity in Christ (Col. 1:28). As
people are challenged and equipped, the false dichotomy between the
“spiritual of Sunday” and the “mundane of Monday” is destroyed.
They represent Him in their homes, their places of work, and in their
neighborhoods. They are salt and light in the spheres of influence the
Lord has placed them.

The longer that people attend a church that values equipping, the
more they grow uncomfortable with only comfortably attending.
When developing people is a visible reality in a church, people are able
to see that “this church expects me to grow.” They are able to see that
their faith should consist of more than “attending church a few
Sundays a month.” They are able to understand that the Christian
faith has deep implications for all of life.

When equipping is a value that permeates the culture of the church,
those in the church see the opportunities to pursue maturity, to be
developed. As opportunities to be developed are shared with the
church body, people are able to move toward Christlikeness within the
church.

Preparing Our Girls (and People)

Parenting girls is one of the best experiences either of us could have
hoped for. It is also intensely sacred. Over about eighteen years we



will help our respective daughters to prepare for life outside our
homes. There are so many hurdles, barriers, and dangers implicit in
preparing them for life. Inevitably, many days and nights will be spent
worrying and wondering if our investment, wisdom, and love are
bearing fruit. Still, no matter how hard or dangerous the road gets,
there are no shortcuts and there is no way to live our children’s lives
for them. They will have to honor God with their lives for themselves.
Our job is to train them, not do it for them. It’s the nature of leading
our families.

In the same way, the nature of leading a church is to prepare the
people of the congregation to live a life of worship for Jesus.
Equipping is the call of every pastor. There is no other job description,
no matter what is on file with the personnel committee or board of
directors. This should be the understanding of every church member,
no matter what ministry model is printed on the posters in the foyer.
We are a people ruled by God’s Word. He has shown us how His
Church is to work according to His power. We cannot improve on the
plan of the Master, and we must not try.

Do you really want a church that is growing in unity and toward
maturity? Then make your cause, your holy cause, the equipping and
preparing of God’s people. The epidemic of unhealthy churches is the
result of churches and church leaders being woefully under-committed
to equipping people for the ministry and the mission of God. Without
a deep-seated conviction to develop leaders, without a passion for
equipping—a church will not enjoy the beautiful effect of unity and
maturity. A conviction for equipping is essential.

As God’s people are equipped for ministry to each other, they are
also equipped for ministry and leadership outside the body of Christ.
As we develop leaders for both the Church and the world, we must
develop them to lead as God leads. We must hold conviction for
leadership to be rooted in the character of God. To that critical
conviction, we now turn.



CHAPTER THREE

LLEADERSHIP IN THE IMAGE OF
GOD

You bave never talked to a mere mortal.
—C. S. Lewis

Many have declared Jeff Bezos to be one of the good leaders in our
century. After all, he started Amazon as an entrepreneur and has
effectively scaled it into the world’s largest retailer. Harvard Business
Review and others have placed him at the top of their lists, naming

him as the best-performing CEO.1

But not all have celebrated the environment Bezos has cultivated at
Amazon. In August 2015, a New York Times article outlining the
“bruising workplace” at Amazon went viral. The article read very
similarly to the wunauthorized biography on Bezos called The
Everything Store. In both the book and the article, the culture at
Amazon is painted as intense and obsessed over their stated values. It
is, however, also described as brutal, toxic, and filled with fear and

backstabbing.2

While one may love being a customer of Amazon, if the article
accurately depicts Amazon, many would hate to be an employee. For



example, one of the comments left in response to the article came
from Dan Kreft, who served Amazon for fifteen years. He commented:

Amazon is a great place to learn from fantastically skilled and
intelligent people. . . . It’s a thrilling place to work if you thrive on
pressure and love being a part of something huge and powerful. . .
. So go ahead, Work Hard, Have Fun, Make History . . . but
defenestrate any silly notions that you matter as a person. I wish
Jetf Bezos and Company continued success, but I wonder how
much more successful they could be if they would only show the

same kind of obsessive care about their employees as they do
3

about their customers.

If you read about the culture at Amazon, you are struck with the
undeniable power of culture. Value alignment is powerful. Declaring
who you are, hiring around those values, and rooting all activity and
action in those values create a strong culture. For rabid internal fans
of the Amazon culture, their values are a code that drives behavior,
keeps mission primary, and spurs action. For some employees at
Amazon, they have the values memorized, teach them to their kids,
and apply them to all areas of their lives.

Strong cultures can edify or they can destroy. Leaders can bless and
serve people or they can hurt and dominate people.

Leadership in the image of God is very different from the culture
depicted in the articles about Amazon. The people of God are
different. Our values are different. We are about more than financial
success, stock prices, and scalability. We are strangers and exiles in
this world, members of His upside-down Kingdom, who are
commanded to live honorably among people who are far from God (1
Pet. 2:11-12).

We make a grave mistake if we emulate the rigorous culture of
Amazon. While our work is for the Lord and requires our enthusiastic
passion, we must view work and leadership as a gift and not a god.



We must not value productivity over people. We do not have to trade
health for effectiveness. We can be both healthy and effective.

Leadership, like everything else in creation, can be used for
destruction and selfish gain. But leadership, like everything else in
creation, can and should be redeemed for God’s glory.

If we are to grow our conviction for developing leaders, we need to
see clearly the nature of leadership God has given to us. Our
conviction for leadership must be rooted in God’s design. As we
develop leaders, we must lead as God desires and develop leaders who
likewise embrace leadership as our King intended it to be. A clear view
of leadership in the image of God will impact both our leadership and
the leadership of those we develop. Without this conviction, we will
be plagued with an insufficient view of leadership, which always leads
to either abusive or passive leadership.

Leadership and Creation

Scripture teaches that God created man in His image and according
to His likeness. Theologians have long called this glorious reality the
Imago Dei. A misunderstanding of this incredible truth can lead to
sinfully minimizing the value of humans or tragically lifting them to
the place of deity. So, before moving forward in building an argument
for developing men and women as leaders as a direct implication of
this truth, we must define it. Here is one of our favorite definitions
from Dr. Peter Gentry:

Man is the divine image. As servant king and son of God,
mankind will mediate God’s rule to the creation in the context of
a covenant relationship with God on the one hand and the earth

on the other.?

Dr. Gentry argues that mankind is the image of God, not just the
bearer of some attribute labeled “image of God.” This is a really



profound statement and we believe consistent with the teaching of
Scripture. Mankind is the image of God, taking with them the rule
and reign of God wherever they go. Not only this, mankind bears the
Father’s likeness as any natural son or daughter would. There is no
doubt our likeness has been marred by the effects of sin, but if you
look rightly you can still see reflections of Him in every human. The
implication of this view leads us to see mankind’s creation with an
implicit and incredible destiny. Man was made, as sons and daughters
of the High King, to lead His creation to flourish in His care and bask
in His glory. We look back to God’s original mandate for the
leadership He gave people:

Then God said, “Let Us make man in Our image, according to
Our likeness. They will rule the fish of the sea, the birds of the
sky, the livestock, all the earth, and the creatures that crawl on the
earth.” So God created man in His own image; He created him in
the image of God; He created them male and female. God blessed
them, and God said to them, “Be fruitful, multiply, fill the earth,
and subdue it. Rule the fish of the sea, the birds of the sky, and
every creature that crawls on the earth.” (Gen. 1:26-28)

This decree is absolutely mind-boggling! The matchless,
unfathomable God of the universe chose to reveal His glory to the
world. And, if this was not enough, He determined to reveal Himself
primarily in and through humans. In an unimaginable expression of
grace, God has made it so that created man can experience firsthand
the majesty and glory of the Uncreated One. God not only created us
to bring Him glory and to behold His glory, but He made us to find
our fullest joy in savoring His glory.

Still, finding our joy in God and bringing Him glory is not the end
of this story.

As we just read, in the garden, Adam is created in the image of God
and according to His likeness. Adam is created as the son-king. He is



the son of the King and therefore born into the family business of
kingdom ruling. Like any prince, Adam is to lead his Father’s
Kingdom and he is to lead it the way his Father does. He represents
his Father in likeness. Said another way, Adam looks like his Father.
His mannerisms, his character, and his nobility all bear his Father’s
likeness. He is also to rule as his Father’s image. Wherever Adam goes,
his Father’s rule, reign, and laws follow. In light of this royal lineage,
God gives him purpose. Adam is commanded to use his leadership as
his primary means to perform two actions, for one primary purpose.
He is to multiply and subdue, all for the glory of God.

God’s people were the first to be given leadership and we were told
to reproduce more! We were never meant to be power grabbers, but
power givers. As God-appointed leaders, Christians are not just called
to have power and authority; we are called to use it to serve others.
Being made in His image, our Father gave us an inconceivable
mandate. Not only did God make us to thrive within creation, but He
also commissioned us to lead this creation so that others in this
creation would flourish and thrive.

Theologians in history use the Latin phrase missio dei to describe
the mission of God. God’s plan from the beginning of creation was to
entrust leadership to His people so that they might fill the earth with
glory-reflecting image bearers who strive to make the earth a glory-
yielding garden for the name of Jesus. As part of His mission, we now
embrace His command to make disciples of all nations, so that people
from every tribe, tongue, and nation will give Him glory (Matt.
28:19). He is creating for Himself a people from all peoples who will
be His forever, and we are invited to join Him in His mission.

God’s precious first words to His image bearers were given to set in
motion this fantastic commission: to lead creation in honoring God
and to fill it with more image bearers. We were designed to cultivate,
to care for, and to lead creation and creature alike to flourish



according to God’s design and for God’s glory. Mankind was made to
lead for the glory of God and the good of others.

Leadership and the Fall

Things went terribly wrong. God had instructed Adam and Eve to
not eat from one tree in the garden. Satan came to them, and as he
still does, called into question what God has already made clear, “Did
God really say?” (Gen. 3:1). Tragically, since the moment the fruit hit
the dirt in the garden, everything God made for His glory is now
distorted and twisted for evil. All the precious gifts of God are now
instruments for suppressing His glory and misrepresenting His nature.
God’s entrustment of leadership has not escaped this fate. The great
tragedy of our leadership is not the lack of leading, but the corruption
of its noble purpose.

Now, rather than bless others with leadership, mankind oppresses
and uses other men and women for personal benefit. This distortion is
so pervasive that people are wholly rejecting leadership, rather than
the sin that has distorted it! We should hate sin for what it has done to
the noble task of leading. Sadly, rather than hate the distortion of
God’s plan for leadership, we are all, in our sinfulness, unrelenting in
our hatred of any influence that attempts to redirect our stubborn
wills. In fact, countless pages have been written about the way the
culture is rejecting authority carte blanche. If you have led much in
recent years, you may have noticed how questioning and cynical
people are of any authority.

Perhaps you, too, struggle with receiving leadership. Do you find
yourself naturally suspicious of those who lead you? You are not
alone. Many people simply do not want to be led. Like our first
parents in the garden, stiff-necked and self-assured, we firmly
denounce any attempt by God for others to lead us.



People all over the world are crying out in a symphony of
complaints. We see leaders through a lens of mistrust and even
disdain. We heap insults on the “fat cats” on Wall Street, employers,
politicians, and sadly, even our pastors. And, in many cases, the insults
are rightly earned. Mankind has so distorted the good and godly
leadership that God intended that we distrust everyone who holds the
mantle. But this is nothing new.

Who can find a good king, a right ruler, or trustworthy father? So
many men and women throughout the ages have used authority so
poorly. Can we really blame others for mistrust? Every one of us has
countless stories about leaders in our lives that were not using their
power to cause us to flourish, but rather used us for their own gain.

We have enormous destructive capacity. As representatives of the
invisible God, we have the terrible capacity to distort and plunder the
glory of God. Since mankind was created as the nobility of God, our
rebellion is actually a mutiny within the royal family. This is the most
sinister kind of rebellion! Rather than represent the character of God
and the glory of His Kingdom, we use our leadership to dominate and
destroy others. We use insidious weaponry to dominate rather than
cultivate. Created to be trustworthy, noble servant rulers, mankind has
used the leadership given to them to promote tyranny and destruction.

This seems really intense, doesn’t it? Surely that is not true of you,
of us? Many of us sit every day in churches, in homes, and in places of
business and don’t think we are acting all that destructive. I mean . . .
we aren’t Hitler or Mussolini, right? But overt evil is not the only way
to miss the mark of leadership. Political oppression or domestic
domination is not the only way to misrepresent God through
leadership.

It’s easy to forget that the failure of Adam’s leadership in the garden
was passivity, not aggression. Adam failed to cultivate the garden.
Adam failed to keep the weeds out. The weed of evil crawled into the
garden in the form of a serpent.



The crafty Enemy came between Eve and the life-giving promises of
God. In that infamous moment, Adam failed to protect Eve and he
failed to rebuke the serpent. He did not use his God-given leadership
over creation, over serpents, to help Eve flourish according to the
Word of God. Eve in the same way submitted to a dust-born creature
rather than the Exalted Creator. Rather than embrace her role as
God’s caretaker, she bowed to the influence of evil in the form of a
serpent.

Adam’s poor leadership takes but one generation to produce the
worst kind of evil. One generation from the rich, life-giving soil of the
garden, Adam would find the body of his murdered son buried under
bloodstained dirt. His poor leadership led to placing his murdered son
in the soil, rather than reaping life-giving fruit from it. This is the
produce of bad leadership. This is the fruit of rejecting the call to lead.
One generation outside the garden, Cain is destroying the image of
God rather than filling the earth with it. He isn’t reproducing glory-
giving people; he is burying them under dirt and jealousy.

Each one who has been placed in a position of leadership carries
with us tremendous responsibility, and so do those we develop for
leadership. Should we fail to lead as God has designed, we beckon
disaster to enter into our world. Should we develop leaders apart from
God’s design, we actually help propagate destruction and misery
rather than life and hope.

How can we reconcile this current mistrust of leadership and the
historic reality that God made men to lead?

Praise be to God, Jesus redeems.

Leadership and Redemption

Jesus is redeeming our leadership for His glory. What if in and
through the Church, God made His people into a different kind of



leader? What if God made Christian men and women into leaders that
could be trusted, counted on, and even loved?

Leadership is not bad, but it is very powerful. We all know that
powerful things are dangerous and must be handled with extreme
caution. There is a reason we don’t let kids play with matches. It’s not
because the matches are bad, but rather it’s the known fact that kids
often fail to use things wisely. Think about it this way: Leadership is
much like nuclear energy. It is able to warm a whole city or bring it to
waste in death and destruction; it’s all in how it is used.

God created mankind with enormous potential when He made us in
His image. In our nobility, we have within us the potential to reflect
the indestructible life in God. We are sons and daughters of God; we
are His very likeness! When others lay eyes on us, they have the
capacity to see something of the invisible God. They can see a picture
of what He is like; they can enjoy His majesty and beauty. What if
your leadership and the leadership of those you develop could be used
to point people to our Creator and King? What if your church
embraced the responsibility to develop leaders who lived for the glory
of God? God’s Church cannot embrace the indiscriminate pragmatism
of contemporary leadership practices. A disturbing amount of
leadership training being utilized today fails to stop and ask what God
wants from our leadership. Even Christian education often promotes
effective leadership habits and practices without ever challenging
motivation or intent. This approach to development only reproduces a
Christian-sprinkled approach to leading, and results in leadership that
is self-sufficient and self-serving. Chillingly, our equipping can be all
too much like giving murderers better knives.

However, in Jesus Christ, our leadership can be redeemed for His
glory. He is full of grace and truth, and as He continually transforms
His people, leaders who belong to Him likewise lead with grace and
truth. The way our churches train and develop leaders can become as
a spring of fresh water spilling out into a dry land. The leaders coming



out of our churches, with eyes fixed on the glory of God, can offer the
life-giving care, protection, and guidance our world desperately needs.

L.eadership and the Glory of God

The primary purpose for our leadership mandate is to make known
the glory of God by leading others to flourish in God’s design. It’s that
simple. The goal of all creatures, all gifts, and all leadership is to
magnify the matchless glory of God throughout the universe. Paul says
it this way: “For from Him and through Him and to Him are all
things. To Him be the glory forever. Amen” (Rom. 11:36). We must
open our eyes to see that everything God has given to us is fuel to
make much of the One who gave it.

Everything we do, every moment we experience, every resource at
our disposal is a tool to show the cosmos the greatness of the God
who reigns above. In exactly this way, God has given the gift of
leadership to Adam. To you. To the people in your church.

God’s gift of leadership is not for Adam’s sake and it is not for
yours. It’s for God’s sake; it is for His renown. So many times we find
ourselves using the platform we have been given to make ourselves
more famous, powerful, or wealthy. We use the gifts He gives us to
earn more applause, to increase our power, and to gain more wealth.
It becomes easy for us to use people to improve our own situation. We
use our leadership capacities to get people to do what we want them
to do. Many times, the result is more income or more power for us. It
is fleshly and natural for us to use our gifts to make much of
ourselves. We lead people, and we want people to know we led them.
Sadly, many don’t just want to lead greatly, but also want to be known
as great leaders. But this isn’t what God intended.

The prophet Habakkuk saw God’s destiny for creation. He could
see the future reality when God’s people, restored unto His image,
would spread out all over the world. When this day comes, Habakkuk



foresaw a people who use the glory shared with them to make much
of God Himself. He saw what God was doing by commanding these
image bearers to rule over and fill the earth.

For the earth will be filled with the knowledge of the LorD’s
glory, as the waters cover the sea. (Hab. 2:14)

Again, God’s plan from the beginning of creation was to entrust
leadership to men and women so that they might fill the earth with
glory-reflecting image bearers who strive to make the earth a glory-
yielding garden for the name of Jesus.

To think that the invincible God would use frail men to show the
world His glory is staggering. God determined that He would use
broken men and women, redeemed by His Son, to become
ambassadors to the world. God not only designed to save men and
women by grace through faith, but He determined to use men and
women to deliver this saving message. He had every method at His
disposal for bringing His will to pass. Yet, God chose to use mankind
to bring glory to Himself. He designed for men and women to reflect
the nature and character of God. He has chosen you and the people in
your church.

As you lead and as you develop leaders, you must do so in
accordance to His plan. What must leadership look like for the people

of God? What must leaders, who embrace leadership in the image of
God, do?

What Leaders Must Do

Whether the children in our homes or spiritual children in
discipleship, we are called to lead others to flourish. We are leading
people to properly reflect the nature of God and to join us in leading
others to do the same. The leadership God has entrusted to mankind
can be placed into three primary activities:



1. Leaders are called to reflect God’s glory. God-centered leadership
is expressed by leaders who embody the character and nature of
God in their own lives as much as a pardoned sinner can.

2. Leaders are called to replicate. God-centered leadership is rightly
employed when it aims to fill the whole earth with other renewed
image bearers by spreading the gospel and multiplying children of
God.

3. Leaders are called to cultivate. A God-centered leader strives to
cultivate an environment where others will flourish in light of the
glory of God.

Leaders are called to reflect God’s glory.

The first calling of every leader is to image God as faithfully and
fully as a redeemed sinner can. This is the primary way we reflect the
glory of God. When the world sees a Christian leader, it should be a
showcase for the spectacular character of the immortal God. We
represent His character and nature in our own. His loves, hates,
ethics, passions, and purposes are expressed through us. Do not be
deceived; God is far more concerned with the leader’s personal
sanctification than He is with the leader’s ability to influence others.
How can we confidently say this? It’s actually quite simple . . .

God does not need your leadership. Don’t get us wrong; He wants
you to lead, and He wants you to lead well. But, do not mistake God’s
desire as dependence on His creation. He is not dependent on us. He is
the Lord of heaven and earth and does not need anything, “since He
Himself gives everyone life and breath and all things” (Acts 17:25).

When we look at the leaders God has formed throughout the ages,
we see over and over again that the Lord cares for their response to
His holiness more than how many responsibilities they steward. Do
you remember how Moses first handled leadership? While still a
prince in Egypt, Moses awakens to the fact that God’s people were in
need of deliverance. What is his first act of leadership for God’s



people? Murder, in an outburst of anger, that’s what. It would take
decades to change the character of Moses. And this change of
character was not just steady progress, but a series of steps forward
and steps backward. But as we read carefully, God never forsakes
forming His servant leader. To the very end, Moses would be called to
lead like the Lord, not just for Him.

Paul, too, while busy planting churches across continents, reminds
us that God has not forgotten about his personal sanctification. Paul
tells us plainly, “Because of the extraordinary revelations. Therefore,
so that I would not exalt myself, a thorn in the flesh was given to me,
a messenger of Satan to torment me so I would not exalt myself” (2
Cor. 12:7). Even as Paul spreads the gospel across the world, our
heavenly Father is concerned with Paul’s humility and character. The
story of all of God’s leaders, from Abraham to John, and everyone in
between, is the story of God relentlessly sanctifying His leaders into
His image.

We clearly see God’s demand for character in the leaders of the
Church through the qualification lists found in the Pastoral Letters. A
quick glance reveals the similarity in the lists of qualifications between
deacons and elders. The lists are nearly the same. What the lists have
in common makes the point: all of God’s leaders must have godly
character in common because God’s leaders reveal God’s character
through their lives. We would do well, whether leading in the church,

home, or marketplace to remind ourselves what God is looking for in
His leaders.

An overseer, therefore, must be above reproach, the husband of
one wife, self-controlled, sensible, respectable, hospitable, an able
teacher, not addicted to wine, not a bully but gentle, not
quarrelsome, not greedy—one who manages his own household
competently, having his children under control with all dignity. (If
anyone does not know how to manage his own household, how



will he take care of God’s church?) He must not be a new convert,
or he might become conceited and fall into the condemnation of
the Devil. Furthermore, he must have a good reputation among
outsiders, so that he does not fall into disgrace and the Devil’s
trap. Deacons, likewise, should be worthy of respect, not
hypocritical, not drinking a lot of wine, not greedy for money,
holding the mystery of the faith with a clear conscience. And they
must also be tested first; if they prove blameless, then they can
serve as deacons. Wives, too, must be worthy of respect, not
slanderers, self-controlled, faithful in everything. Deacons must be
husbands of one wife, managing their children and their own
households competently. For those who have served well as
deacons acquire a good standing for themselves, and great
boldness in the faith that is in Christ Jesus. (1 Tim. 3:2-13)

God’s demand for godly character doesn’t stop with church leaders.
Rather, in Jesus, God is working to form all of His people into the
image of His Son. As the Son perfectly represents the Father, so God
wills and works for us to do the same.

It is not first the work of our hands that pleases the Lord, but the
condition of our hearts. We cannot go on leading or living as if our
results are God’s primary concern. Our leadership results alone do not
honor God. We cannot hide behind our accomplishments. The ends
do not justify the means in God’s Kingdom. We cannot see our
leadership as bringing God glory simply by the results our leadership
produces. Why and how we lead is much more important than what
we lead. As we develop leaders, likewise, we must train them that the
why and how of their leadership is critically important.

God’s glory is best revealed through the personal transformation
that results from encountering God’s glory. If a church is to ever
become an epicenter for developing leaders, we cannot overlook this
first critical leadership action. Our leaders, unlike any others, must be



faithful to reflect the glory of God through their own lives. God’s
Word makes it clear; the Lord requires leaders who will reflect His
nature and His character for His renown.

Leaders are called to replicate.

As leaders who bear God’s image, we have been given a profound
ministry. We have a cosmic destiny to see Jesus hailed as King across
the whole world. God has designed us to accomplish His mission by
demonstrating God’s Kingdom and declaring the gospel of Christ to
the world. We move forward with confidence, knowing that God will
extend His Kingdom through us. Through us, God will call others to
come to Jesus and be changed. As we lead, God is calling others to be
born again and begin the lifelong journey of being conformed to the
image of Christ. By His design, we are not called to simply be image
bearers, but to replicate other image bearers! We are not called to
simply be His disciples, but also to make disciples.

For Adam and Eve, the initial mandate for God’s image bearers was
to procreate more image bearers. Tragically, Adam and Even ceased to
honor God and so every child after them would follow in their
rebellion. However, our faithful God would not see His design for
mankind thwarted. From the garden to Christ’s return, the Scripture
reveals the Father’s dedication to restore His image in mankind and to
set them on a course to reproduce God-honoring image bearers for
His glory.

Generations after the Fall, God would recommission mankind by
calling another leader to take up the calling to fill the earth with
worshippers of the true God. This time, however, God makes it clear
that He will not only give the calling, but He will bring it to pass.

The LorD said to Abram: “Go out from your land, your relatives,
and your father’s house to the land that I will show you. I will
make you into a great nation, I will bless you, I will make your
name great, and you will be a blessing. I will bless those who bless



you, I will curse those who treat you with contempt, and all the
peoples on earth will be blessed through you.” (Gen. 12:1-3)

There is no doubt that God is commending the very same leadership
to Abram that he did to Adam. Abram is to obey the mandate, to fill
the whole world with the knowledge of the glory of God. He is
essentially saying, “Abram, I’m going to bless you so much that you
and the nations will know that I am the Lord. But, Abram, this
blessing is not just for you, but, through you, for all the nations.” God
has not simply determined to bless His people by revealing His glory.
He transforms us by glory. Further still, we not only receive God’s
glory, we show it and spread it. When God reveals Himself to Abram,
He is not just looking for a worshipper. Instead, He is aiming to
channel His grace and mercy through and to mankind once again. He
is looking for a leader to call others to worship Him, and in doing so,
to find eternal joy and life. The Father doesn’t just want the worship
of one tribe; He wants them all.

In His final words, Jesus brings this call to replicate to bear on His
disciples. The Scripture says,

The 11 disciples traveled to Galilee, to the mountain where Jesus
had directed them. When they saw Him, they worshiped, but
some doubted. Then Jesus came near and said to them, “All
authority has been given to Me in heaven and on earth. Go,
therefore, and make disciples of all nations, baptizing them in the
name of the Father and of the Son and of the Holy Spirit, teaching
them to observe everything I have commanded you. And

remember, I am with you always, to the end of the age.” (Matt.
28:16-20)

In His command, Jesus is rearticulating the most ancient command
given to man by God. As “they worshipped Him” the disciples are
called to go and replicate more disciple worshippers of all nations.



This is how God has designed leaders to use their power and
influence.

God has designed His people to lead. From the first recordings of
history God has made it clear that He has designed creation to be led
by His covenant people. More than that, He has determined what His
people are to do with the leadership entrusted to them. Whether you
are called to lead in the home, the marketplace, the church, or in the
city, His people are called to lead others to worship Jesus Christ.

It is not enough for His people to be good citizens of God’s
Kingdom. We are to be ambassadors of this Kingdom, calling and
teaching others to join us in our everlasting allegiance to God through
Christ. There is no more noble or truer human leadership than to
guide and point others to life in Christ. In fact, every ounce of
leadership entrusted to us by God is a stewardship. No matter how
much influence we have, we are responsible for what we do with it.
Either we are working to replicate worshippers of God, or we risk
spending our entrustment multiplying a rebellion against God.

lL.eaders are called to cultivate.

There is a distinction between Christian leadership and all other
leadership in the world. Christian leadership is a vivid picture of God’s
image in humanity. All other forms of leadership, even the most
humanitarian of efforts, are (at best) dim reflections and distorted
pictures of the majesty of the invisible God. Christian leadership, on
the other hand, is specifically designed for the glory of God and the
good of others; there is no other purpose. Christian leadership, like no
other kind, with the posture of a servant aims to cultivate the world so
others can flourish according to God’s design. Jesus tells us plainly
what our leadership must look like.

“But it must not be like that among you. On the contrary,
whoever wants to become great among you must be your servant,
and whoever wants to be first among you must be a slave to all.



For even the Son of Man did not come to be served, but to serve,
and to give His life—a ransom for many.” (Mark 10:43-45)

In an age where leadership is often used to build self, to build
platform, to build job security, to build wealth, and to build power,
Christian leadership is about giving one’s self away to God’s design
and destiny for mankind for His glory in Christ alone. In the garden,
Adam and Eve are told to cultivate, to care for, God’s garden. The
sense of this command is that this first family is meant to be a
caretaker and an administrator of God’s provision and protection to
the world around Him. They are to help tend the garden in such a
way that it continues to be a place of thriving.

After the fall of humanity, God made it clear that He still desires His
people to provide this kind of leadership. He has designed His people
to help others to become all that God has destined them to become.
We are not simply here to bear fruit, but to create environments where
others, inside and outside the family of God, can be fruitful and can
experience the peace of God. Of course, the primary motivation for
this cultivation is that people in these environments will thrive
spiritually. First and foremost, we want men and women to have peace
with God through Jesus. However, God has also sent His people into
the world to be a common grace to the world that all people may taste
the grace of God and the peace of God in this lifetime.

During the exile into Babylon, Israel was to learn this lesson. Surely
they wondered how to live in a land that was not their home. Should
they protest and picket? Should they isolate themselves? On the cusp
of entering the capital city of those who had killed, raped, and
enslaved them, God speaks this word to them:

This is what the LorD of Hosts, the God of Israel, says to all the
exiles I deported from Jerusalem to Babylon: “Build houses and
live in them. Plant gardens and eat their produce. Take wives and
have sons and daughters. Take wives for your sons and give your



daughters to men in marriage so that they may bear sons and
daughters. Multiply there; do not decrease. Seek the welfare of the
city I have deported you to. Pray to the LORD on its behalf, for
when it has prosperity, you will prosper.” (Jer. 29:4-7)

The word translated welfare is transliterated as “shalom.” As has
been said often by Tim Keller, “shalom” is “the webbing together of
God and man with all creation to create universal flourishing and
wholeness. In Psalm 102 God has made the world like a garment with
billions of entities interwoven to make up the beauty of all that is
created. Sin has come in and torn a whole in the fabric.” Keller then
explains that this “universal flourishing” encompasses all aspects of
human life.

For mankind to flourish is for mankind to spiritually flourish,
psychologically flourish, sociologically flourish, and physically
flourish. When God tells His people to seek the shalom of the city, He
is talking about working toward stitching that fabric back together by
the power of God. God’s design for His people, even in their
conquered state, was to be a blessing to those around them. He
commanded them to move into the neighborhoods, start businesses,
and have children. As God’s people, they would strive to live
according to the image of God, and in so doing bring light and life to
those around them in kindness, justice, and goodness. God’s desire
was that the very people the Babylonians conquered would be
common grace to the Babylonians.

God was commanding these heads of families to take the promised
blessing of God, not forgotten in the captivity, and to bring it to bear
on the world around them. Even in a land that was not their own,
they were blessed so that they might be a blessing, and in so doing,
cause the world around them to flourish. This is what the leadership
mandate looks like in a fallen world. God’s people, whether at work



in the marketplace, leading at church, or caring for family, are to
cultivate the surrounding soil.

As we develop leaders, we should ask ourselves and teach them to
ask themselves whether people thrive or wither under our care.
Whatever is in your care, if you are leading according to God’s design,
should be a place of life and shalom. As thoughtful gardners, God’s
leaders must make the world around them the place where others
grow to their full God-given potential in Christ.

Back to Bezos

The world benefits from godly leadership. Though people may not
realize it, they long for the influence of God’s people, the cultivated
culture that results when God’s people live honorably and lead with
integrity. People intuitively don’t want to dwell for long in cultures of
destruction and humiliation.

Though Jeff Bezos is accused of creating a toxic culture at Amazon,
in his defense, he confessed that no one would want the culture
described in the watershed article. Not him. No one. He said he would
not want to work at Amazon if the Amazon depicted in the scathing
report was true, which he insists is not the case at all. In his e-mail to
employees, responding to the New York Times article, he wrote,

“Anyone who is working in a culture like the one described in the
5

Without God’s people leading according to God’s design, any

Times would be crazy to stay.”

culture will inevitably deteriorate. Culture in church, home, and the
workplace will self-destruct without God’s people distributing His
grace through their leadership. We must be leaders and develop
leaders who reflect, replicate, and cultivate.

We must lead in the image of God and for the Kingdom of God.
Let’s look next at leadership for the Kingdom of God.



CHAPTER FOUR

LEADERSHIP FOR THE KINGDOM
OF GOD

It is not what a man does that determines whether bis work is

sacred or secular, it is why be does it.
—A. W. Tozer

Both of us have hobbies. Eric likes to play basketball, and Kevin likes
to watch Star Wars. With the release of the seventh film, Kevin
rewatched all six episodes and, for “their own good,” made his
daughters suffer through them too. Surprisingly, all three girls really
like it!

For those born before 1980, the Star Wars trilogy was an epic about
a young man learning to wield the power of the force for good to
liberate an oppressed universe from an evil empire. A significant
thread in the plot was the hope embraced by the young Skywalker
that his father, Lord Vader (known previously as Anakin Skywalker),
commander of the Empire forces, would see the error of the dark side
of the Force and join the fight against the evil Emperor.

In May 1999, the Star Wars trilogy was expanded by the subsequent
release of three more films, all serving as prequels to the original
trilogy. For those like the Peck kids who watched the films in
chronological order, the story makes a different impression. In the



three prequels, among other things, we see the making of Lord Vader.
The films follow Anakin Skywalker from innocent childhood, to a
good-natured (if not a bit ambitious) young Jedi in training, to his rise
as a powerful, evil tool of the dark side.

From this perspective, the story line is especially tragic. They see a
young boy, rescued from slavery by a heroic Jedi and trained to
become a hero himself. As a young Jedi-in-training, Anakin battles
those who have embraced the dark side and witnesses firsthand their
evil and treachery. The shocking story line of the prequels follows the
young man, with such potential for good, slowly turning to embrace
the dark side. His betrayal is so complete, the darkness so embraced,
that Anakin Skywalker is unrecognizable by the close of the third film.
His hands stained with blood and his heart full of hate, he becomes
the evil Lord Vader who willingly vows to serve the evil Emperor.

Why would someone with such promise willingly embrace such a
dark destiny? 1f this fictional story reflects the real human condition,
and we think it does, then the answer is troubling. Young Anakin’s
journey to the dark side is accompanied by an insidious guide. He is
seduced by the effective use of leadership skills wielded by an evil
leader. Throughout the prequel we learn that the evil Emperor begins
as a winsome yet conniving statesman, Senator Palpatine. He skillfully
navigates the political scene, posturing humility and promoting well-
being for all. He is self-effacing, publically kind, and commands a
crowd with inspiring speech. But at the same time we watch helplessly
as his compliments, seeds of distrust in authority, and feeding of
Skywalker’s ego serve to woo the young Jedi’s confidence and
allegiance. There is no doubt; Senator Palpatine is a talented leader.
The scary twist in all this is that once the hook is set, there is no
escape for Anakin. In the beginning, Senator Palpatine persuades
Skywalker to follow him under the illusion of serving good, but in the
end Skywalker will follow headlong into brazen evil. The point that
we cannot miss is that while the skill of leadership is a very powerful



thing, it is the purpose of leadership that determines the destiny of
mankind.

God is intimately concerned with why, how, and to where we lead
people. In the last chapter, we concluded that God has designed the
people of God to lead. We were created in His image and His likeness
so that we would be fit creatures to rule over God’s creation. God
intentionally fashioned mankind with leadership in mind. There is no
creature like us in all the galaxies in the universe. Yet, we must
remember that our leadership comes not from our own determination,
but as a gift and stewardship from our Creator. Our leadership comes
from our relationship with the Lord. Therefore, our leadership is not
for our benefit, but for the glory of the One who entrusted us with it.
And this is a delight for us, since we know that our Creator, our God,
is also our gracious Father.

Our leadership is primarily expressed as vice-regents of our Father’s
Kingdom. God’s people are to move throughout creation, under the
rule of God, leading others to obey the same righteous rule. This rule
is no tyrannical reign, but God’s perfect Kingdom, in which joy, peace,
and righteousness flourish (Rom. 14:17). We are not building homes,
churches, communities, and companies in whatever fashion we see fit.
Rather, authentic leadership is guiding others according to God’s
character and for God’s purposes. Developing this kind of leader is
one of the most crucial duties of the local church. If the local church
doesn’t develop leaders for the Kingdom of God, who else can?

George Ladd defines the Kingdom of God this way:

The Kingdom of God is His kingship, His rule, His authority.
When this is once realized, we can go through the New Testament
and find passage after passage where this meaning is evident,
where the Kingdom is not a realm or a people but God’s reign.

Jesus said that we must “receive the kingdom of God” as little
children (Mark 10:15 Esv). What is received? The Church?



Heaven? What is received is God’s rule. In order to enter the

future realm of the Kingdom, one must submit himself in perfect

trust to God’s rule here and now. 1

The salvation of God’s people is not only an issue of forgiving sin
and justifying sinners, but also a work of adoption into a royal family
and a transfer of citizenship into an eternal Kingdom (Col. 1:13). As
the community of the new Kingdom, God’s Church must be fully
dedicated to developing the people of God to lead as adopted royalty
and vice-regents.

The world desperately needs these leaders to guide them out of the
darkness! Tragically, the world apart from Christ is not just living
independent of God; rather, the lost are presently living under the
horrible rule of Satan and sin. Unbelievers are part of a perverse,
wicked kingdom. This kingdom of darkness destroys, enslaves, and
kills all within its borders. In slavery to sin, our neighbors, family,
coworkers, and friends are bowed in servitude in the worst kind of
tyranny. As we watch the news, we see horrible testimonies across the
globe of life under the rule of this dark kingdom. The hearts of God’s
people break at the injustice in North Korea, the torn families in
Sudan, the proliferated sex trade of Southeast Asia, the countless signs
of evil in our own cities, and the list goes on and on. What hope do
the nations have for deliverance from the tyranny of this horrific
kingdom?

With the coming of King Jesus, there is now, presently, the start of a
new and glorious Kingdom, one full of people submitted to the rule of
God and receiving all His matchless grace. As those who have born
again, and indwelled by the Spirit of God, the people of God have the
holy duty and unspeakable delight in helping others to enter into this
new Kingdom. The people of God are called to lead others into the
light of the Kingdom of God, to help them escape the terror of the



darkness. We work to see others reject the dark reign of sin and to
come into the joyful Kingdom under the reign of God.

Jesus tells us plainly, the Father has appointed Him Heir and King
of the Kingdom (Matt. 28:18). His commission to His people is to go
into all the world, into every place, and to teach men and women to
submit also to the rule of God by the Spirit of God (Matt. 28:19-20).
The glorious reality of this command is the opportunity to invite
others into the rule and protection of the kindest, most powerful, most
long-suffering King in all the universe. This is the very essence of
Christian leadership.

We lead by guiding others into joyful submission to King Jesus. In
order for our leadership to be most potent, our leadership must be
consistent in word and action. We invite people into this glorious
Kingdom by living according to God’s Word and by declaring the
gospel. When God’s people express this kind of leadership together in
their community, God’s righteous rule shines through the corporate
witness of the Church. J. I. Packer says it this way:

The task of the church is to make the invisible kingdom visible
through faithful Christian living and witness-bearing. The gospel
of Christ is still the gospel of the kingdom, the good news of
righteousness, peace, and joy in the Holy Spirit through entering a
disciple’s relationship to the living Lord. The church must make

its message credible by manifesting the reality of kingdom life.2

When we see every believer as part of the mandate to lead others to
Christ, we see the crucial task of developing leaders put on display. To
be a part of a local church is to be a part of a leadership community.
God’s Church is leading the world out of the kingdom of darkness and
into the mercy and grace of the Kingdom of God.

Not only are church leaders called to be leaders themselves for the
Kingdom, but the church must equip others to lead. If members of the
body of Christ are to be faithful to this Great Commission, they must



be developed to lead. Everyone called to be a disciple of Jesus is also
called to make disciples of Jesus. There is no doubt that the Spirit of
God can use anyone. He does not require great leaders to make
faithful disciples, nor does He need great evangelists to deliver the
gospel. Nonetheless, the aim of the church is to enable every member
to lead others into the Kingdom, so we must work hard to train them
for the task.

Sadly, we don’t always lead our churches this way. Often the local
church is built to make great followers but not great leaders. We often
like our congregants to be compliant, but the Kingdom needs more
mavericks. We aren’t looking for rebels—we have plenty of those—but
we do need more mavericks. The local church was built to follow
Jesus, the very picture of radical risk-taking to rescue and redeem
people. In following Jesus, and helping others be conformed to His
image, we are training others to lead against the grain of the present
world order.

The Church is to model and preach this new glorious Kingdom of
God, not just for those who would walk through our doors, but by
developing others to take the Kingdom to every door they walk
through. As the Church develops leaders who lead for the sake of the
Kingdom of God, these leaders will be used by God to extend the
Kingdom of God across the globe. The Kingdom of God has one door
—Jesus—but the message of King Jesus is carried to a million places,
into every sphere of life, on the lips and in the lives of every equipped
disciple.

In Every Sphere of Life

The Church aims to see Jesus rule over every heart. We believe that
only in joyful submission to the rule of Jesus can any human truly
thrive. One of the primary instruments in this endeavor is for the



Church to train and equip leaders to advance the cause of Christ
wherever God takes them.

As church leaders we rightly think often about sending gospel
leaders into unreached people groups. We work hard to train leaders
to go into the most difficult places in the world. We also direct
attention, as we should, to developing leaders to serve in our churches.
We must develop leaders for the nations and leaders for our churches,
but we also must equip God’s people to lead in the environments He
has currently placed them.

Jesus is the Lord of the Church, but He is also Lord of heaven and
earth. He is sovereign, not only over every human kingdom, but also
over every domain within every human society. If we want to see the
rule of God pervade every society, we must work to train leaders of all
kinds within society. Kingdom advancement requires a saturation of
Kingdom leaders both across societal borders and across domains
within them.

Charles Spurgeon put it this way: “Every Christian is either a
missionary or an imposter.” The charge to our churches is to prepare
the saints to be missionaries to this world, even as God calls some of
them to lead in the world. While not every believer will lead in society,
the Church must develop the ones God is calling to lead. Just as our
churches flourish under great leadership, other organizations and
communities are designed to flourish under godly leadership.

The power of God is unstoppable. God has the capacity and desire
to work on behalf of His people in all situations. Even in times of
calamity or difficulty, there is a unique kind of flourishing available for
those under the reign of God. God extends this grace to His people
and to those under their care. As godly leaders reflect God’s character
and purposes in their spheres of influence, even profound difficulties
can be redeemed for the glory of God. When unbelievers witness
God’s people leading with confidence, joy, and grace through
adversity, they become captivated by the hope of God’s Kingdom.



Unbelievers will see the strength of our God over the powers of this
decaying present kingdom. They will see our citizens thrive under
adversity, and they will long to be a part of the unconquerable
Kingdom of Jesus. In this way, even the worst situations enable God’s
people to lead for God’s glory and the good of men and women in
their care.

Leaders, trained to lead like King Jesus, have the capacity to point
men and women to the ever-present hope being conformed and
promises of our eternal God. It is only these leaders, conformed to the
image of God, who have the incredible capacity to connect ordinary
people to the extraordinary power of God through the gospel.

For those who follow godly leaders, there is constant access to
witness the power of living in the Kingdom. True leadership in this
world always includes a consistent invitation to be a part of the
greatest Kingdom in the universe. Who else but Christ-following
Christians, have the good news that powerless sinners can be saved
from sin, death, and Satan? Who else has a message that can deliver
people from the futility of the gods of money, sex, power, and
independence? Leaders who lead according to the rule of this present
age can only wield the power of the false gods of this age. But those
born of the Spirit have the opportunity, no matter what capacity or
venue, to introduce those in our care to the power of God.

As God’s image-bearing leaders live according to the promises and
character of God and foster environments inviting others to do the
same, we will see the Kingdom of God expand. God’s plan for
expanding His Kingdom through the conversion of men and women
must happen in a multitude of organizations and groups of people. As
we lead and develop leaders for all spheres of life, God is saving
people through the witness and leadership of His people. God is
building His Church through everyday lives in everyday situations.

The Church of God must train all kinds of leaders. Not many men
and women will lead in the Church, but scores will lead in other



spheres. If we do not equip God’s people to lead according to God’s
design inside and outside the Church, they will be left to lead
according to the world’s design. As we said before, God’s design for
leadership is not only different in means, it is profoundly different in
ends. The world is naturally training God’s people to lead in a sinful
manner and for sinful results. Inside and outside the Church, we must
equip our leaders to lead as God has designed mankind to lead. If we
do not give men and women a vision and tools for leading for God’s
Kingdom, why should we be surprised if they lead for the outcomes
desired by the world?

John Stott said, “We should not ask, ‘What is wrong with the
world?’ for that diagnosis has already been given. Rather, we should

ask, “What has happened to salt and light?’”3 We, and the people we
serve, are called by God to be salt and light in the world. Salt and light
are in our churches every week; we must equip them to live as salt and
light in their places of residence, work, play, and commerce.

Whether in the church or in everyday society, God’s people often fail
to lead according to God’s design. Many continue to lead for their
personal ambitions rather than for the Kingdom of God. Sadly, the
world has taken notice. But why is this happening? There is no doubt
that the ever-present temptation of sin is a major culprit. But what if
our lack of training for leaders takes some of the blame? As God calls
men and women to lead in churches, business, governments, and in
community services, we must take seriously our call to equip them.

What if God’s people learned to lead for God’s Kingdom rather than
for the trophies of personal success? Can you imagine if God’s people
led churches, companies, government, and community service all over
your city the same way God leads His Kingdom? What an incredible
difference it would make if believing pastors, doctors, educators,
politicians, teachers, and government workers led with Christ’s
Kingdom in mind. What if we didn’t wait for our people to go to



university or even seminary to learn to lead, but instead they learned
to lead in God’s Church?

God’s Church has a unique role in training leaders. According to
Scripture, the Church stands apart from all organizations in creation
as the dwelling place of the Spirit of God. This fact has great
importance in our discussion of developing leaders. For, above all
other requirements for Christian leadership, one attribute stands apart
from the rest: Men and women that lead in God’s Kingdom must be
controlled by the Holy Spirit of God. This is the difference between
Christian leadership and all others forms. Without the work of the
Holy Spirit, leadership is bound to remain carnal, lifeless, and
powerless. But as we follow the Spirit of God, we are able to lead men
and women to encounter the living God. Our perfect example, Jesus,
led in fullness of the Spirit (Acts 10:38), and we must as well. When
we lead for the advancement of His Kingdom, we must do so in the
power of the Spirit.

As we train leaders in the local church, we must insist that leading
without the Holy Spirit can never be leadership for the Kingdom of
God. Without the regenerating work of God’s Spirit, a person will still
be mastered by sin and bent toward rebellion. Whether self-delusion
or intentional pretense, without God’s Spirit human leadership will
inevitably lead to destruction for both leader and follower. Leadership
that points to anything other than God for life and hope is by
definition idolatry. Without God’s Kingdom as our aim, the most
skillful leadership is still, at best, a lifeless perversion of God’s design.
No matter where the people of God lead, the Church must equip them
to lead for the Kingdom of God by the Spirit of God.

Leading in the Public Square

The “public square” was historically the space in the middle of the
city where the community came together. It was here that issues were



raised and problems were solved. It was in the public square where
business needs intersected government issues and government workers
were made aware of the needs of the people. In the public square,
society was shaped and the community was fashioned.

Throughout the ages, the public square has changed in form, but
not in function. Today, many cities do not have a physical “square” in
the middle of the city, but societies still find a way to communicate
and convene. The members of our churches spend much of their time
in the public square through their work and through community
involvement. Those who lead in business, community services, and
government represent the voices of our modern public squares. As we
train the societal leaders in our congregations to lead for the
Kingdom, people in our societies can flourish in ways they never
imagined.

Most people spend the vast majority of their waking lives at work.
Yet, many churches spend a sparse amount of their exegetical labors
helping people apply God’s Word to life and leadership in the public
square. We must develop leaders for the Church, but we cannot
neglect equipping saints to perform the role of leader in society.
Abraham Kuyper, a Dutch theologian and former prime minister, said,
“There is not a square inch in the whole domain of our human
existence over which Christ, who is Sovereign over all, does not cry,
Mine!” In other words, a Christian’s opportunity to serve God as a
leader is not limited to inside a local church. A Christian approach to
leadership reaches into every sphere of life, because every sphere of life
belongs to God. So our churches must apply Scripture to leading in
every sphere, because God sends us there every week. Men and
women who have been given the opportunity to lead in business,
government, and community services have the ability to advance the
Kingdom through their leadership. The Church has the opportunity
and the duty to develop the very best gospel-driven leaders in society.



The Church of God alone can unlock the potential of biblically
informed skills and bring secular ones under the lordship of Jesus.
There is no doubt that universities and programs offer top-notch
business skills and excellent leadership training, and church-trained
leaders should not have less acumen. Instead, if our churches can step
up to the task, Christ-following leaders will be counted among the
greatest leaders in the public square. We do not want to reinvent all
leadership training, but we must reinterpret it through a Kingdom
worldview.

To equip Christians as great societal leaders who impact the
Kingdom of God, we must equip and encourage leaders to be both:

1. Stewards and Managers: Societal leaders should steward His
resources through skillful management.

2. Culture Makers: Societal leaders should create environments
conducive to gospel advancement.

Leaders in Society as Stewards and Managers

There are significant ways that societal leaders can reveal the
characteristics of God to the world. Some of God’s attributes and
character are best displayed through management activity. For
example, business and government leaders are some of the world’s
most significant stewards of resources. This kind of leadership displays
the wonder of God in a unique way. Throughout the Scripture, God
reveals Himself as a kind, providing, caretaking Manager over His
creation. Everything, all wealth and honor, is His, and He is the ruler
of all things (1 Chron. 29:11-12). He has everything, yet He cares for
the lilies of the field (Matt. 6:28). He manages to the detail of the lilies
in the field!

As God provides for, guides, and protects all that He owns, societal
leaders who manage well have an incredible opportunity to display the
wonderful reign of our Great King and Creator God. Each domain has



the profound opportunity to see God’s character reflected through the
skillful management of people.

As business leaders are equipped to see their leadership as a means
to care for others made in the image of God, a profound mystery is
revealed. In an age where employers are known for using and
leveraging “human resources,” what a wondrous reality that the God
of the universe does not leverage us, but instead has designed us to be
objects of His mercy and grace. Can you imagine what people would
think if they could work in a business where their Christ-centered
employer lovingly and selflessly provides for, protects, and guides the
employees of the company? A business leader that leads to provide for
others rather than exploit others for personal gain honors God in
ways others cannot.

Moreover, business leaders, like no one else, are responsible for
utilizing the assets to produce goods and services and to accomplish
the mission of the company. This is really significant. By managing
resources here and now, business leaders can reflect the wisdom of the
God who owns all things, for all time. One of the most profound
aspects of the leadership mandate in Genesis is the capacity and duty
of mankind to reflect the control and management exerted by the
Sovereign King over creation.

When God speaks to man in the garden, He commands them to “be
fruitful and multiply and fill the earth and subdue it and have
dominion over the fish of the sea and over the birds of the heavens
and over every living thing that moves on the earth” (Gen. 1:28 Esv,
emphasis added). Wayne Grudem states, “The word translated
‘subdue’ implies that Adam and Eve should make the resources of the

earth useful for their own benefit”* As business leaders engage in
promoting business activity, they have the potential to glorify God
through taking the gifts of creation and turning them into something
that provides for the needs of mankind. Business is not a necessary



evil. Business, done according to God’s law, honors the purpose of
God for mankind.

Our hope must be to help God’s people dispersed through all society
not merely to tolerate business, but to view it as a sacred opportunity
to reflect the character of God.

Government leaders also have an opportunity to make much of
God’s Kingdom by displaying God’s character through management.
The world would pay attention to those who make decisions in light
of human flourishing rather than personal advancement and party
agendas. Our societies need men and women in our government to be
bastions of integrity and fountains of wisdom and care. Citizens long
to see government leaders use resources with honesty and selflessness.
Of course society does not agree on how to allocate resources for the
common good, so the matter is complicated. Nonetheless, God is
honored when noble and wise care is displayed by those He calls to
lead society.

In the United States we are in a crisis of leadership. While the
problems of the world continue to press in on our society, there is a
growing distrust of leaders. The solution to many of our problems
rests with our leadership, but our people often no longer trust those
who have authority. One massive opportunity is the capacity to
restore this trust. Sebastian Traeger has thoughtfully written:

When we use this authority wisely and respect the authority God
has over us, we show the world around us that authority is
designed to be a good thing. This is a truth that is generally not
understood or respected in our contemporary culture. Most
people think of authority as an evil thing, or at best as something

we tolerate to maintain the social order.”

A right use of authority by believing leaders of society can bring
much healing to the mess we’ve made out of our communities today.
Redeeming leadership goes beyond using authority rightly. Leaders



today will have to establish a pattern of using power for the right
things as well. Lip service is not enough. The leaders of society cannot
just treat people correctly as they lead them; leaders must lead them to
right places.

Our Divine King not only rules us rightly, He leads us to places
where we will flourish and find life. Therefore, as the believing leaders
of our communities are renewed in His image, they can rightly reflect
God’s Kingdom. These leaders must be developed in our churches to
lead as God’s ordained leaders for the good of God’s creation. As
God’s representatives, we cannot afford to send our leaders into the
risky position of authority without training them to use it biblically.
All too often government officials sit in our church services, Sunday
after Sunday, but are never equipped to lead according to God’s
design.

Community service leaders, too at the fundamental level, are in
professions of creation care. Education, health providers,
environmental work, and other such professions directly demonstrate
the care God has for creation. Yet, because of sin, even these
wonderful avenues for work are corrupted by greed, apathy, and
malice. There is something in each of us that longs for these services to
be provided, not just as a way to earn a paycheck, but as a true
expression of love and kindness. It is almost startling to the human
soul when someone truly demonstrates the character of God through
selfless service to the community. A great teacher in a school or a
skillful nurse or doctor provide care every day that often feels more
like the love of a parent and less like the duty of someone just doing
the job for the day.

This kind of “light” causes our eyes, if even for a moment, to look
heavenward, reaching for the deeply buried sense that our Creator
God is a good Father. Believers who are leading in the community
services world can manage their organizations to this reality. As
leaders in society are equipped to lead for the Kingdom, the world can



be pointed to God. Standing in the public square, our church members
can lead others by reflecting our good Creator King through Spirit-
empowered provision, protection, and care. Just as God’s Kingdom is
manifested in a home through believing parents, so also God’s reign
can be shown in society through believing leaders whose shining light
can cause others to glorify our Father in heaven (Matt. 5:16).

Leaders in Society as Culture Makers

It would not take much effort to convince the average person that
the leaders in our society shape our culture. Business activity, with
speed like never before, has the capacity to radically shift the tide of
culture. We feel the effects of the cultural leaders all around us. We
can testify that commercial leadership “reaches out to sell more than a

service or product; it sells a way of understanding the world.”® But,
the tide doesn’t stop with the business sector. Government policies,
school curriculum, healthcare practices, and a litany of other
organizations have shaped much of society’s culture. From the launch
of new technology to Supreme Court decisions, the influence of
societal leaders is obvious and far-reaching.

There is a deep hope in the impact societal leaders have on culture.
The leaders of society who have new life in Jesus have no less
opportunity to shape the culture around them. While history is
certainly not moving toward utopia on earth before the return of
Jesus, the people of God still have the power to shape the world
around them. We cannot remain passive waiting on Judgment Day.
God is calling His people to engage in pushing back the darkness in
our societies. Born-again societal leaders have a profound stewardship
and opportunity to use their influence to challenge sinful paradigms
and godless worldviews. Using their influence wisely, Christian leaders
can cultivate environments where a biblical worldview can flourish
around them. Christian leaders providing an alternative voice to the
roar of culture is a common grace to mankind.



In every age the people of God have faithfully been the heralds of
God’s truth to the world around them. This generation has no less a
calling. The leaders of business, government, and community services
who worship with us every Sunday have a challenging but crucial task
in this moment in redemptive history. Our leaders, engaged in the
public square, must be equipped in the great task “to express the
gospel message to a new culture in a way that avoids making the
message unnecessarily alien to that culture, yet without removing or

obscuring the scandal and offense of biblical truth.”” While not every
societal leader will have the same reach to determine culture
throughout the city or country, each leader can have a significant
impact on the culture within his or her own organization.

Leaders shape the culture of the organization they lead more than
any other external force. This organizational culture informs its
employees and customers on how the world works, how people
should act toward one another, and what the organization exists to
do. Through shaping these values, biblically trained leaders can make
their organization a place where the gospel seems consistent with the
current paradigm or completely foreign. What a profound
responsibility!

Employers under the kingship of Jesus serve, not only as managers,
but as servant “kings” as well. Employers can have similar influence
as parents in a family. Christian parents attempt to create a family
culture that highlights, embodies, and exemplifies the gospel message.
Parents do this so that their children hear the gospel message and their
experiences in the home point to the truth and power of the message.
Leaders, in the same way, even in a business, have the profound
opportunity to nurture a worldview consistent with the Scripture.
Business leaders can establish behavior patterns through their
leadership that displays forgiveness, sacrificial leadership, and
compassion. And these qualities will serve as launching points for



gospel conversations. The hallways of the office can be a highway for
grace, humility, and kindness.

Church leaders have been well aware of their responsibility to shape
the culture of the church to be consistent with the gospel message.
However, we are arguing that this is not enough. We don’t want the
church to be alone in maintaining a gospel-nurturing culture; culture
may be shaped wherever God’s people lead. God’s Church must make
it a critical priority to train leaders to create and shape cultures where
people flourish and the gospel is advanced. We must help leaders
within our church see their potential to shape their spheres of
influence for others to be served and blessed according to God’s
design.

Leading in the Local Church

While leading in society is one key aspect of cooperation with God’s
Kingdom advancement in the world, the local church is God’s primary
means of accomplishing His mission. This statement cannot be
overemphasized. While there have been terrible instances of abuse,
distortion, and even malicious masquerading the Church remains
God’s people for God’s glory. For all of the failures of the Church,
particularly among her leaders, the Church is beautiful.

The Church is not a Christian club, weekly group counseling
session, or weekend pick-me-up. Your local church is the beautiful
bride of King Jesus! He is jealous for her. He died for her. And He
wants her brought home in purity and splendor. This is nothing we
can take lightly. The weightiness of these realities should shake us to
the core. We should be provoked to think deeply about the purity of
our churches and the faithfulness of our leaders. These awesome
realities must drive us to a deep conviction for developing the next
generation of church leaders. There is nothing more foolish or careless
than to trust what is most precious into the hands of the unprepared.



As we equip and encourage leaders for God’s Church, we must
develop leaders who are:

« Models of Character
 Guardians of Doctrine
« Shepherds of Care

« Champions for Mission

Models of Character. Foremost in a leader’s development, in any
venue, is the stringent testing of his or her character. Leadership for
the Kingdom of God requires leaders who live like sons and daughters
of the King. This is even more critical in leading in a church than
leading anywhere else. The Scripture defines the church’s leaders not
chiefly in terms of skill but rather in terms of quality of character (1
Tim. 3:1-15; Titus 1:6-9).

As we train and assess leaders for service in our churches we must
not assume character. Countless church governing boards and
leadership teams are filled with men and women of excellent skill,
significant influence, but untested character. If we are not deeply
convicted that the wisdom of the Scripture must be obeyed in this
regard, we are not building a church for the Kingdom. We are
building a social club for our own interests and our own agendas.
Without superlative character across the leadership teams of the local
church, we can expect the opposition of God, “who opposes the
proud” (James 4:6 Esv). That’s just plain scary.

Our churches are suffering, as are our leaders. While the following
statistics don’t offer commentary as to why leaders are challenged in
their character, they do provide a context for the necessary conviction
for character.

o Thirty-eight percent of pastors said they were divorced or
currently in a divorce process.



o Thirty percent said they had either been in an ongoing affair or a
one-time sexual encounter with a parishioner.
o Fifteen hundred pastors leave the ministry each month due to

moral failure, spiritual burnout, or contention in their churches.8

Being a model of character does not mean being a person of perfect
character. Rather, modeling character means living a life of significant
victory and regular repentance with regard to sin. Leaders in the
Church are not sinless; there is only one sinless Leader in the Church!
Still, the reputation of every church leader must be above reproach.
When we develop future leaders, we must be confident in God’s
providence. If God calls a man or woman to lead in His Church, then
He will supply the grace to walk in a manner worthy of the calling.

Guardians of Doctrine. A local church will not be led for the
Kingdom of God unless her leaders are consumed by a passion for the
Word of God. The leaders of God’s Church are men and women
submitted to God’s Word and lovers of God’s Word. We have no more
precious entrustment than the doctrines of God. Without the Word of
God, we have nothing to offer those who follow. Leaders who do not
see themselves as people of the Book will falsely offer life in their own
opinions and practices.

As we look to equip saints to lead in the local church, we cannot
overemphasize the need to ensure that they are able to protect and
teach sound doctrine. For years this task has been largely entrusted to
seminaries and other educational institutions. There is no doubt that
these schools have been a great blessing to the Church in fighting for
the preservation of healthy doctrine in the Church. Still, there seems to
be a disconnect when applying the same standard of doctrinal
integrity to leaders not “on the church payroll.”

Those who will go into paid ministry leadership positions are often
expected to get a quality theological education. However, in many
cases, we don’t expect leaders who are “just volunteers” to obtain the



same level of understanding in the Scriptures. This is an incredible
problem. There will always be a spectrum in “ability to teach,” but
the requirement for leadership in the church (especially that of “elder”
or “pastor”) is not contingent on the source of a person’s income.

Every leader we entrust with a title is also entrusted with the health
of the church. When we call someone a leader in the church, we are
calling the church to trust his or her words. Recognizing that there are
varying degrees of knowledge between leaders, we must still take
seriously the call to train our leaders in sound doctrine. What good is
it to collect masses of people if our leaders have nothing but empty,
powerless words to offer? The gospel of Jesus is what is at stake here
(Rom. 1:16; 10:17; John 17:17; Titus 1:9; 2 Tim. 2:15). Paul paints a
terrifying future to the Ephesian elders before his departure:

Be on guard for yourselves and for all the flock that the Holy
Spirit has appointed you to as overseers, to shepherd the church of
God, which He purchased with His own blood. I know that after
my departure savage wolves will come in among you, not sparing
the flock. And men will rise up from your own number with

deviant doctrines to lure the disciples into following them. (Acts
20:28-30)

One of the primary roles of church leaders, unpaid like Paul, and
paid alike, is to protect the sheep of God from those who would
destroy them through distorting the Word of God. Do you believe that
wolves still prowl in your flock today? If so, we must develop the
kinds of leaders who are ready to ferociously guard the flock with
sound doctrine. We need our leaders to be able to say along with Paul,
“A person should consider us in this way: as servants of Christ and
managers of God’s mysteries” (1 Cor. 4:1).

Shepherds of Care. “Desiring to excel is not a sin. It is motivation
that determines ambition’s character. Our Lord never taught against
the urge to high achievement, but He did expose and condemn



unworthy motivation.”” Godly ambition is a good thing. We want
leaders in our church who want to lead God’s Church. We are training
men and women to have a passionate desire and accompanying skills
to make much of Jesus through excellent leadership. Still, we must be
careful. There is so much temptation amidst all the leadership books
pushed into our hands to produce excellent, but wrongly motivated,
leaders for the Church.

There is an ugly secret among paid ministers: leading God’s Church
can be an opiate for the ego or sedative for a life of ease. The priests
of the Dark Ages are not the only clergy to find perks in the power of
the pulpit. Ego, respect, comfort, and even money can be motivators
for a life in ministry. Paid ministers are not the only ones who find
sinful ways to plunder God’s Church. The troubling reality is that
there are far too many reasons to lead in God’s Church that have
nothing to do with the Kingdom of God.

Therefore, when we develop leaders of God’s Church, we are
looking for the right motivations, not just the right profiles. Among all
the metaphors God could have used, He chose “shepherd” to describe
Himself as a leader and to describe the leaders of His Church. When
training leaders for the Church, we must seek to produce shepherds,
not just executives. We need to be forming men and women into
loving caretakers of the flock, not just effective directors. In one of the
most scathing indictments of the leaders of God’s people, God says
through Jeremiah,

“Woe to the shepherds who destroy and scatter the sheep of My
pasture!” This is the LOrD’s declaration. “Therefore, this is what
the LorDp, the God of Israel, says about the shepherds who
shepherd My people: You have scattered My flock, banished
them, and have not attended to them. I will attend to you because
of your evil acts”—this is the LorD’s declaration. “I will gather
the remnant of My flock from all the lands where I have banished



them, and I will return them to their grazing land. They will
become fruitful and numerous. I will raise up shepherds over them
who will shepherd them. They will no longer be afraid or
dismayed, nor will any be missing.” This is the LORD’s
declaration. (Jer. 23:1-4)

As we train leaders for the Church and for the Kingdom, we must
be looking for and developing loving shepherds, not cattle-driving
ranchers. The commitment is so great that effective shepherding often

10

Champions for Mission. Every leader in a local church needs to be a

comes at great personal cost for the leaders.

champion for mission. We will never build churches that live with
abandon for the Kingdom of God without leaders who are tethered to
God’s desire to save for Himself a people for His own possession.
Every leader in the Church must be a follower of Jesus. We are not
using this term as a placeholder for being a Christian. Rather, the
requirement for being a “follower of Christ” is meant to emphasize
that we are actually following Christ! But, where is Christ “going”?
Jesus isn’t merely going to our living rooms and potlucks. No—the
Son of Man has come to seek and to save that which was lost! If we
want to follow Jesus, He is on the move. He is on a mission to the
lost.

If the leaders of God’s Church are content to only enjoy the
Kingdom, rather than build it, the Church will likely follow them to
apathy. God’s missionary Church needs missionary leaders. When
Jesus was cut, He bled for all nations. When our leaders bleed, they
too must bleed a heart for the mission. The scope of the mission of the
Church represents the value the Church places on Christ’s blood. The
Scripture says His blood was the purchase price for people from every
tribe and language and people and nation (Rev. 5:9-10). The leaders
of God’s Church must believe and live knowing He will get all that He
paid for.



Don’t Create Another Anakin

A Christian leader is not only the man who faithfully preaches every
Sunday. Neither is she only the entrepreneur that gives 10 percent of
annual profit to Christian causes. The Christian leader is he or she
who is indwelled by the Holy Spirit and is obedient to God’s
leadership to embody His calling on their life in every sphere of life
they find themselves. While God is working through His Church, He
desires to send your church into the world on a mission. His design is
to use His people to lead in this world to share His character and
demonstrate His righteous rule with the world. Christian leadership is
one of God’s most gracious gifts to all people, inside and outside the
local church.

Anakin Skywalker lost his soul in pursuit of great power apart from
a righteous purpose. The irony of this silly illustration is that while
millions of Star Wars watchers will see the folly of Skywalker, most
will embrace it themselves. The power of leadership is intoxicating.
The temptation to use it for selfish gain pulls on humanity like gravity.
Only the Spirit of God in His people can break the selfishness. The
Church has been uniquely designed to develop the leaders God
intended for His glory and the good of mankind. God’s people,
equipped by His Church, can unleash the full potential of leadership
by leading in the image of God for the Kingdom of God. For your
church to be a leadership locus—to continually develop and deploy
leaders—you first must be deeply convinced and convicted of this
reality. If you are, let’s move on to culture.
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“Developing leaders moves from a deeply held conviction to the very
core identity of the Church.”



CHAPTER FIVE

THEOLOGY OF CULTURE

Culture eats strategy for breakfast.

—PETER DRUCKER

“Summit Church, you are sent, instead of dismissed. Sent.”

This is how our friend Pastor J. D. Greear closes a worship service.
This benediction captures so much of what it means to be a part of
The Summit Church in Raleigh, North Carolina. The church
leadership speaks weekly to the congregations about living as men and
women sent by God “to love God, love each other, and love our
world.” For The Summit Church, these are not just words; they have
become a mantra to a culture. Flowing from conviction, God has
established a culture for developing leaders who advance the Kingdom
of God.

For the newcomer, it takes no longer than a few weeks to figure out
what the church wants for its members. The language of “sent” is so
common, the opportunities for development and the invitations to
engage so pervasive, that it is nearly impossible to escape the cultural
pull to join in God’s mission. The vision for being equipped and sent
for mission is so pronounced and prominent that the members now
passionately speak of the vision as their own. Story after story is told
of men and women developed within the church and then sent into the
world on mission for God. Campaigns, sermons, and programs are



not driving behavior anymore; convictions have seeped into the
collective worldview of church. Many would find it unthinkable to
have a vision to plant one thousand churches in one generation. For
The Summit Church, the goal is not just possible, it’s probable.

What power there is when the conviction to develop leaders
becomes part of the culture of a church! The playing field is radically
changed when everyday people begin to think that being developed to
lead God’s mission is the normal life for God’s people.

Theology and Church Culture

Unhealthy church culture is ultimately a theological problem.
Eventually, people behave consistently with their most fundamental
beliefs. What the church community believes about God, themselves,
and the world will drive the way they interact with each. As we work
toward becoming churches that embrace the call to develop leaders
according to God’s design, we must look carefully at our culture and
the underlying beliefs that form it. Culture is too powerful to only get
a casual glance.

In looking at church culture, we need to be deliberate and precise. It
is all too easy to look at culture as a nebulous concept that attempts to
describe the “vibe” of a church. We often jump over a true
investigation into church culture and settle for cutting and pasting
language from other “successful churches” with hopes to get their
results. Instead, we want this chapter to help you understand the
beliefs beneath the surface that form church culture so that you can
evaluate your culture’s beliefs and shape them for the glory of God
and the development of His people.

We must get underneath the visible layer of culture, beneath even
the stated beliefs of culture, and go all the way to the invisible
assumptions held by the church. This isn’t an easy task, but it is one
that must be taken by those who care for the church they serve. The



Church needs leaders who build a culture of leadership development
from a foundation of precise theological convictions. God’s leaders
must know what the sheep truly believe and help align these beliefs
with the Word of God.

Church culture is formed through the actual beliefs and resulting
expressions for a local church about creation, the identity of the local
church, and how the local church interacts in the world. Within each
of these categories, several basic beliefs build out the church’s basic
worldview. The following framework synthesizes some of the best
thinking on organizational culture and adapts it for use in the local

church.! The framework is designed to be a tool to build a church
culture consistent with developing leaders.

As in pouring a foundation for a house, building culture requires
skill and precision. A foundation with cracks and blemishes cannot
hold the house; neither can a culture with inconsistent beliefs sustain a
leadership development effort. As this chapter moves through the
framework, realize that every component of culture contributes to the
integrity of the whole foundation. In building the foundation, it is
important to see both the belief and the resulting expression of that
belief in the following three categories:

1. The Realities of Creation: core beliefs that provide the basis for
understanding the creation we exist in. From these we form a
worldview on how truth is known, how time works, how space
affects us, and the essence of humanity.

2. The Household of God: a set of beliefs that form a paradigm for
understanding the identity of the local church. These beliefs tell
us who we are as the local church, how we interact with each
other, and what it means to belong to the church. All the beliefs
and assumptions in this category add up to a worldview about
how the members of a church think about themselves and interact
with each other. The local church is portrayed in Scripture as the



household of God2—thus the most appropriate way to think
about the interaction of church members is that of members of
God’s household, coheirs of His inheritance, and brothers and
sisters under the care of God the Father.

3. The Mission of God: a set of beliefs that provides an
understanding as to why the Church exists, how it relates to the
non-Church world, and what the Church is meant to accomplish.
As the “sent” people of God, the Church is the instrument of His

mission (John 20:21).3

The Realities of Creation

In order for a church to ever become a leader-producing church,
there are several foundational beliefs about the realities of creation
that a church must hold. Beliefs about truth, time and space, and the
nature of humans all greatly impact the cultures leaders cultivate.

Trust in God’s Word (truth): There is so much confusion in the
world about the nature of truth and how we come to know it. The
epistemology (ways of knowing truth) of our generation today is a
tragic mash-up between popular culture and historic Christian
thought. What is left in our society and, by extension, our churches is
a view of truth that is at best inconsistent and at worst incoherent. We
don’t say this to disparage the culture in which we are living, but to
underline the fact that our people breathe this air. Our members and
their children live in a world that, at its very core, is confused about
how we even come to know what truth is. This is a significant
problem for the Church that we must address if we are to build
healthy, leader-producing cultures.

When we look to the Scripture, it won’t take long to see that the
people of God are a people who believe that God has revealed Himself
to mankind and that mankind has the capacity to understand God’s
revelation. These simple truths are central to a church’s understanding



about reality and truth. The saints of God have an epistemology that
relies on divine revelation. God reveals what can be known as true.

It is belief and trust in the person and work of Christ on the
believer’s behalf that makes one a Christian. Christians hold and trust
these truths because their assumption is that God reveals truth and

this revelation is found within Scripture.4 It’s circular logic to be sure,
but such is the nature of the assumption! The Church is not judging
whether the Scripture is truth, but is rather judging the truth of
everything else on the basis of Scripture’s truth. The people of God’s
Church must bleed this conviction if we are ever to produce leaders
according to God’s design. Without a people deeply rooted in trusting
in God’s revelation, there is no authority in God’s Word. Without
God’s Word as our authority, there is no mission or mandate for the
Church at all.

The insidious alternative to this conviction appeals to our human
egos. It is rare to find people in American society today who do not
embrace the thinking of mankind’s capacity to discover truth through
reason, the senses, or other natural abilities. But God’s people must
hold to the doctrine of revelation, or else the authority of our claims is
rendered powerless.

Money, marriage, sexuality, pluralism, and so many other issues are
at the forefront of the cultural conversation. How can our church
prevail against the headwinds of contemporary attacks on the biblical
worldview? Only a conviction that God’s Word is true can keep the
Church moving forward according to God’s design.

If the loudest voices in the world say the Church is losing ground,
falling apart, or stuck in the past, who can say any different? The
Word of God says different. God’s Word is, for the Church, the only
definitive voice concerning His world. The Church of God will
continue to be faithful to her mission to multiply disciples and leaders
as long as she trusts in God’s Word. The local church cannot see the



making of disciples and the developing of leaders merely as a good
suggestion or a clever strategy. If God’s Word tells us to relentlessly
develop leaders, do we trust His Word?

Ministry Urgency (time and space): Who in the world would think
our beliefs on the nature of time and space would make any difference
in whether a church will develop leaders? Churches make decisions
about what to prioritize, how fast to move, how much money to save,
and many more critical decisions as a result of their beliefs about time
and space. Urgency for leadership development is built on three
convictions concerning time and space: the shortness of this life, the
length of the next life, and the view of physical space. Without these
beliefs, urgency will be nothing more than momentary rallies to
activity, and risk will be labeled as foolishness over time. To be a
church culture that commits itself to the task of developing leaders, a
sense of urgency must permeate the air and an appetite for wise risk
must be viewed as a signpost of faith.

So what does the Bible teach us about the shortness of this life? The
Bible’s perspective is that the span of mortal human life is very, very
brief—like “smoke that appears for a little while, then vanishes”
(James 4:14). The Bible teaches humans have a fragile and short life

on this earth, which stands in stark contrast to the eternality of God.?
When we consider this mortal life compared to eternity, we find our
lives but a solitary mark on a time line that stretches past galaxies a
billion light-years away. The brevity of this life brings a sense of speed
to the lives of the people of God in the local church. David expressed
this perspective:

“LoRD, reveal to me the end of my life

and the number of my days.

Let me know how short-lived I am.

You, indeed, have made my days short in length,
and my life span as nothing in Your sight.



Yes, every mortal man is only a vapor.”

(Ps. 39:4-5)

While our lives are short here, we must recognize that the length of
the mnext life is everlasting. As John Newton wrote in his song
“Amazing Grace”: “When we’ve been there ten thousand years, bright
shining as the sun. We’ve no less days to sing God’s praise, than when

we’ve first begun.”6 In this sense, the Christian paradigm of time is
split. For the Church of God, it is critical to recognize time as quite
brief in this life and incomprehensibly long in the next.

Every organizational culture has a perspective on distances and

spaces, both actual and relative.” Churches are no different. A
church’s view of physical space impacts their leadership development
culture. Much can be learned about church culture from the physical
worship space, but the broader question concerns the local church’s
view concerning the “sacredness” of space in general. A church, for
example, who only views the “church sanctuary” as sacred will be
much more likely to fixate leadership development on leading in that
environment.

At the advent of the first Christian church, believers are seen not
confining their worship to the temple in Jerusalem. Their view of the
sacredness of space was broader than the temple.

Every day they devoted themselves to meeting together in the
temple complex, and broke bread from house to house. They ate
their food with a joyful and humble attitude, praising God and
having favor with all the people. And every day the Lord added to
them those who were being saved. (Acts 2:46-47)

The temple was not rejected, but neither did it serve as a constraint.
The believers, recently indwelt by the Spirit of God, gained an
expanded view of worship with regard to space. Worship and
Kingdom activity was happening in every location the believers went!



As one New Testament scholar comments, “Jesus champions neither

Jerusalem nor Gerizim, ‘for the hour is coming’—the eschatological

hour, initiating the new age of the Kingdom of God—when worship of
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the Father will be tied to no place.”8 Jesus reoriented the Church’s
perspective on space when He reversed the picture of the Kingdom
from moving toward Jerusalem to moving out from Jerusalem to every
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For the community of faith, we must long to see the worship of God

people, tongue, and nation.

expanding out from our churches. As people indwelled by the Spirit of
God, the gospel of Jesus is no longer just a “come and see” faith, but
now, also, a “go and tell” faith. Who will fill the space between our
local churches and the lost and dying world? The leaders we develop
must!

When our churches begin to see the opportunity for ministry as
truly bound only by our willingness to walk in obedience, and not
bound by space, the scope of ministry changes dramatically. In light of
God’s revelation that His Kingdom will spread outward, our churches
must look to ever-expanding horizons. The radius of ministry for the
local church is only bound by the faithfulness of each of our members
to go out into the world.

We can talk ourselves blue in the face about evangelism and
mission, but if our churches don’t fundamentally believe that God’s
work happens wherever God’s Spirit is present, then our ministry will
always come short of leader multiplication. Our passion to send
leaders out is inextricably linked to the belief that God’s power goes
with them. If churches really believe that the people of God are
empowered not only when they meet but also when they live
scattered, then a conviction for developing leaders infects the culture
of the church.

When the people of a congregation zealously hold convictions about
time and space, the church will begin to change (and change fast)!



There is a powerful grace that comes with the belief that this mortal
life is terrifyingly brief and the life after death is gloriously infinite.
This profound conviction moves the church to become a people of
radical action, urgency, unction, and even risk.

When church leaders see their lives as undeniably fleeting, it ignites
an urgency to make more leaders for God rather than to make more
platforms for themselves. The risk of not wmaking leaders is
significantly more foolish than the risk implicit in making leaders.

Desperate and Dignified (nature of humanity): Developing leaders
is incredibly hard and often quite expensive. If we don’t see what God
sees in mankind, we will never pay the price to unlock their true
gospel-potential. However, if we don’t see the sin in mankind, we will
at best give them greater skills to do greater evil. For a church to have
a culture of leadership development, the church must see mankind
rightly.

From Genesis to Revelation, the Bible reveals that humanity has a
unique place in all of creation. No other creation, according to
Scripture, is declared to be “made in the image of God” and according
to His “likeness of God.” Man is to be more than another created
thing; he is the masterpiece of all things created, he is designed to lead
in creation. In the beginning, God made mankind “in a state of
»10

Still, between the dignity of the garden and the glory that is to come,

relative perfection, a state of righteousness and holiness.

mankind does not now seem like royal sons and daughters
representing our good High King. For the introspective, it all just
seems wrong. Mankind seems to be capable of so much nobility, but
constantly fails to reach it. Books, songs, and movies search for
answers about the nature of mankind. People inside and outside the
faith wrestle with the tension we feel. Is man inherently good or evil?
Can a man truly be well-intentioned? Are humans definitively



corruptible? The tragic reality known to God’s people holds this
tension until the return of Jesus.

From the moment the Enemy tempted mankind away from
obedience and trust in the Creator, mankind fell short of the glory of
God and lost “something that belonged to the very nature of man in

its ideal state.” 11 Since that horrible day, all the descendants of Adam
have carried that loss of humanity, the loss of holiness, and the loss of
righteousness before their God. Every man and woman since was born

and exists in a state of rebellion and deplravity.12 New Testament
scholar Douglas Moo expounds on this, saying, “For the problem
with people is not just that they commit sins; their problem is that
they are enslaved to sin. What is needed, therefore, is a new power to
break in and set people free from sin—a power found in, and only in,

the gospel of Jesus Christ.” 13

People are horribly desperate. We, too, are desperate. There is no
power in mortal man apart from the gracious work of God through
Jesus Christ. We cover this foundational belief, this linchpin of
Christian culture, because evidence shows that most churches don’t
buy it. Based on recent research conducted by LifeWay Research, 71
percent of Americans believe they must contribute to their own

salvation. 14 We know, as William Temple aptly put, “The only thing
we contribute to our salvation is the sin that makes it necessary,” but
the vast majority of Americans actually believe there is something they
can do to save themselves. People don’t believe or understand we are
desperately hopeless and sinful, in need of a gracious and forgiving
Savior.

If our churches are going to architect healthy and sound
foundations, we cannot take any beliefs for granted. Powerlessness in
a church and her leaders is a symptom of the disease of unbelief in the
gospel. We are not good, we are tragically flawed—but gloriously
loved, justified, and empowered by God in Christ. If our church



culture seems to lack power, it is far more likely a theological issue
than a strategic one. If we are to make powerful leaders in the Church,
we will need to repent of leadership gimmicks and help our emerging
leaders embrace the gospel.

The gospel, then, is good news for the desperate and powerless.
Though the stain of sin remains for all humanity, the beauty of the
gospel is that the redemption secured by Jesus offers sinful man not
only forgiveness but also restoration of His image and likeness in a

fuller sense.d This ongoing work of the Spirit in sanctification is His
will to renew redeemed man “in knowledge according to the image of
your Creator” (Col. 3:10). The truth of the Scripture is that mankind
was made in dignity and is being restored to dignity in Jesus Christ. As
men and women are restored to the image of Christ, they are
connected to the power of Christ to rightly steward the leadership
entrusted to them.

[t may seem counterintuitive, but a basic understanding of the
desperate state of fallen humanity is essential for creating a culture of
leadership development. All around us, we see society attempting to
highlight the best in mankind by making much of human capacity.
From Oprah to The Home Depot (“you can do it, we can help”),
society’s message is that mankind can find greatness by looking inside
themselves.

This kind of thinking has even invaded the Church. Leaders within
Christian circles can be found encouraging people to believe in
themselves and to hone their willpower to claim what they desire out
of life (with God’s blessing of course). In some ways, the Christian
leaders parroting this nonsense likely do it because they want to see
power unleashed through their people. No doubt humanity is capable
of being used for miraculous things, but the way to access this power
is a mysterious paradox. The gospel tells us that through realizing our
desperate need for God, repenting of our independence and



willfulness, we can witness and enjoy the majestic power of God
rather than the futile power of self.

Making leaders in the local church must be an activity of training
leaders to be humbly dependent, not willfully independent. Powerful
leaders can be produced in a church that unabashedly embraces the
powerlessness of independent man.

Still, even in light of our depravity, since all humans are made in the
image of God and likeness of God, we must ascribe dignity to all men
and women. This is key for developing leaders. In the Kingdom of
God there is no elite class or higher caste. Every human is capable of
the highest nobility and the most profound power in Christ Jesus.
Therefore, the local church develops leaders with an eye on everyone.
In this sense, we can never predict through genetics or family origin
who will be called to lead in God’s Kingdom. For all born again in
Christ have the birthright necessary to lead the Kingdom. Sadly, so
often this belief is unrecognizable in the local church. Leadership
teams are filled with those of great pedigree and education. A local
church must not look at people through the same lens as the world.

Because sanctification is a lifelong process, churches must take the
long view of potential leaders. As a church incurs the risk, and often
the cost of failure, for developing leaders, a conviction concerning the
power and promise of sanctification must become a hallmark of
Christian development. Potential leaders in the local church may have
been redeemed, but they are still undergoing renewal in this life. As
Paul found out after a knock-down-drag-out with Barnabas about the

usefulness of John Mark, sanctification is slow, but it is powerful.16
As a local church hopes to build a culture of leadership development,
it will be forced to extend its development horizon and expand its
faith in God’s power to renew.

The Household of God



For any organizational culture there is a set of beliefs that tells
members who they are, how members ought to interact, and who is a
part of the group. The local church is not different in that regard.
Building on assumptions about the realities of creation, the local
church must share a set of convictions about cooperation within the
body. The results in church culture that embraces the beauty of
belonging to God’s household will be expressed in oneness, ownership,
and accountability.

Oneness. If a church is to build a culture that develops leaders, she
must have clarity around her sense of self. The most impressive
organizations in the world at developing leaders develop them out of a
deep sense of belonging to something greater than themselves.
Whether it is the armed forces or prestigious universities, a strong
sense of belonging with connection to a storied heritage is essential for
the development of future leaders. Humans, especially leaders, are
drawn to glory. We crave belonging to something with gravity. This
instinct, we think, is a remnant of our design. So, to pursue a strong
culture, capable of producing leaders, we want future leaders to feel
the weight of being one with the household of God.

The believer in Christ is now adopted into the family of God as a
son or daughter. This is no illustration, but is reality:

All those who are led by God’s Spirit are God’s sons. For you did
not receive a spirit of slavery to fall back into fear, but you

received the Spirit of adoption, by whom we cry out, “Abba,
Father!” (Rom. 8:14-15)

This passage not only reveals the intimacy of belonging to God’s
household, but also reminds us that God’s people are legal members in

the family of God and, therefore, coheirs with Christ.17 This reality
entitles all sons and daughters to all the duties, rights, and privileges

associated with being a child in God’s Kingdom.18 This truth should



never cease to stun us. The local church that develops leaders does so
as a father or mother would invest in a child. We are not producing
minions, or even legions of soldiers for the Kingdom of God. We are
training family.

So what is the family business?

Well, it’s ruling. God has designed mankind to lead, which He is
now doing through His Son as the Head of the Church. If you belong
to a local church then you are in the family business. Our business is
to be ambassadors of our Father’s Kingdom. An ambassador is a
citizen of one country representing that country in a foreign land, and
Scripture is clear about this identity for those who are in Christ. The
local church is made up of believers who, by extension of their
oneness with Christ, work together as ambassadors for Christ. Every
believer in the local church ought to feel the weight of belonging to a
unified family serving as ambassadors. There are no believers in our
churches who are not, by identity, engaged in the work of God’s new
glorious Kingdom. Advancing the rule and reign of God is not just
something some believers doj; rather it is a part of the identity of what
it means to be His. A church culture aiming to build leaders must have
a unity around its most fundamental identity. The local church is to
make leaders, as a family, to be ambassadors (2 Cor. 5:17-20).

In every church culture there are a number of shared metaphors that
build the basis for cooperation among members in God’s household.
Metaphors, in fact, are one of the most powerful tools in forming
cultures. Sometimes metaphors are created by individual local
churches to help solidify the church in special ways. Other metaphors
ought to be shared across all local churches because they are the very
words of Scripture. One such metaphor found in Scripture is the
Church as the “body of Christ” (1 Cor. 12:12). This metaphor
demonstrates that there is a profound unity in the local church
coupled with a distinct diversity. Gordon Fee captures this unity and
diversity well:



The body is one, yet the body has many members. In saying that it
is one, his concern is for its essential unity. But that does not mean
uniformity. That was the Corinthian error, to think that
uniformity was a value, or that it represented true spirituality.

Paul’s concern is for their unity; but there is no such thing as true

unity without diversity.19

The metaphor of the body also leads the believer to understand that

this unity in Christ and with each other is unbreakable.2Y No matter
how critical any part is in the body, no part can survive without the
others. The metaphor of the body informs the church of the need for
each part to cooperate to maintain the health and growth of the

body.21 The body only functions properly when each part bears its
proper role, which is a gift for the good of the whole body (Eph. 4:11-
13).

To help bind a church in “oneness,” church leaders are wise to
employ the use of shared words and concepts. An investigation into
the most important words and concepts of the local church will reveal
much about its identity. For developing leaders, if the most important
words don’t point to equipping and developing saints for ministry, no
amount of structure or programming will overcome it. As with any
culture, the unity of the movement is partially preserved and
propagated by shared vocabulary and sets of ideas. For many cultures,
it is difficult for the leaders to get traction with new ideas because they
lack clarity in language. Leader-developing culture can be destroyed or
undermined by confusion among members concerning important
words and concepts. We rarely think about things like this, but we
cannot have a cohesive, reproducing culture if we don’t have shared
language. Words and concepts such as  “Scripture/Bible,”
“Salvation/Saved,”  “Mission,”  “Gospel,”  “Church,” “Great

Commission,” and “Great Commandment” can mean a variety of



things to different people. For us to have any success in developing
future leaders, it is critical that we are speaking the same language
with the same definitions underneath the common language. Common
language, with common understanding, is essential for oneness.
Oneness is essential for a culture developing leaders.

If this oneness can be fostered and expressed, the local church can
be one of the most fertile places for developing the future leaders of
the church and society. The sense of identity and belonging are not
just attractive benefits for developing leaders in a church, they are
powerful in making them into the leaders they will become. While the
Scripture needs no validation regarding the reality of oneness in the
Church, significant research in the field of leadership development

reinforces the claim that this sense of belonging and group identity are

crucial to the task of leadership formation.22

There is a power for developing leaders that comes with believing
that we belong to one another. Can you imagine if someone were to
develop you as if you were “one” with him or her? The mystery of our
union with Christ is that we now belong to Christ and to one another.
Like no organization in the world, a church’s care for emerging
leaders is founded on a relationship of sacrifice and love.

Ownership. We cannot build strong cultures if we don’t know who
is in and who is out. The primary language used by the New
Testament in reference to members of the Church is “in Christ.”
Scripture is remarkably clear that those truly “in Christ” have the
indwelling presence of the Spirit of God. A covenantal relationship is
formed through the new birth; Jesus is bound to His Church, and

church members are bound to one another.23 This binding covenant
between the members of a local church propels them to consider the
community over self. This dedication and loyalty in the body of Christ
creates the environment for spending oneself in an effort to bless
future generations with new and capable leadership. Without the



fundamental belief that we ought to sacrifice ourselves for others,
leadership development is reduced to a common pyramid scheme
rather than holy multiplication. We can’t expect to bear the fruit of
godly new leaders if our local church is not faithful to operate
properly as God’s household.

Throughout the New Testament, the local church is told to act and
believe in a number of ways toward one another. The command to
“love one another” appears eight times in the New Testament alone
and is reiterated using different language. In the midst of a long list of
prescriptive interactions among believers, Paul writes to the
Colossians, “Above all, put on love—the perfect bond of unity” (Col.
3:14). He is not saying that love is to be put on instead of all the other
ways to interact properly with the people of God, but rather that love
ought to be pursued as an ultimate expression of all those things. The
assertion that “God is love” does not mean that love is merely one of

His attributes or actions, but that all He does is loving.24 If all of
God’s activity is love, and the household of God is to be a reflection of
His divine image and activity, then so also must all of our activity be
characterized by love. It is this conviction in the local church that sets
her apart from all others in the capacity to produce leaders.

We love God, so we love His Church. We love His Church, so we
want to provide her with the best leadership possible. We love
emerging leaders because they are part of ourselves, and our Lord,
through union with Christ. This chain of love creates the most
powerful platform for leadership development in our societies.

A belief in membership is woefully incomplete without a strong
belief in the priesthood of all believers. Every person who belongs to
Him is a priest (1 Pet. 2:9), with access to God and responsibility to

minister with His authority.25 Through the work of Christ, every

member of the local church is included in the ministry of God.26 With
every act done in the name of Jesus and by the power of the Spirit, the



delegated authority of God is exercised over creation. Thus, the
ministry of the saints is the power of God undoing the effects of sin in

the world.2” Therefore, as the local church mobilizes the membership
to utilize their power in Jesus, every member is an agent of the
Kingdom. Without an abiding conviction in members as powerful
agents of the Kingdom, leadership development will only be a task in
delegation rather than empowerment.

As the local church embraces a biblical view of church membership,
a powerful expression in the church is unlocked: ownership. People
treat rental cars much differently than cars they own, and people treat
a church they “just rent” much differently than one where they “own
the mission.” Pastors and church leaders aim for “buy-in” and
“involvement,” but what they really long for is ownership. When we
turn the pages of Scripture, we are forced to deal with a God who
demands utter and absolute commitment to His ways and His cause.
We are desperate for this radical ownership to be the mark of our
local churches. As our church members embrace the beauty of mutual
oneness and ownership in the local body, they move from “renting” or
“borrowing” the mission they hear the preachers preaching and
internalize the mission as their own.

When ownership of God’s vision and God’s mission is the water our
members swim in, there will be a great swell of emerging leaders
desperate to be equipped for the task. Without ownership, our
leadership development will be subjected to the futility of begging
people to “step up” and minimizing the expectations to make sure it

bl

“isn’t asking too much of people.” Could you imagine the Army
worrying itself on the battlefield about telling soldiers the importance
of the mission? Could you imagine how development would be
effected if the Army worried its training efforts were “asking too

much”? Ownership in the local church is the permission the body



gives developers to push them to be the best leaders they can be in
Christ.

Accountability. In every culture and every group, people have
perspective about how leadership works, how power is distributed,
how decisions are made, and how new rules are created. In developing
new leaders it is crucial to have a significant consistency and clarity
about authority and accountability. The two primary principles that
capture the biblical perspective on authority in the local church are the
lordship of Jesus and the understanding of “undershepherds.”

The understanding of authority in the local church must be rooted
in the lordship of Jesus. The Church is fundamentally a theocracy,
ruled and led by Jesus Christ Himself. Christ is on the throne over all

mankind, particularly over His Church.28 Thus all power, in all
creation and in the Church, is under the active authority of Jesus.
Norman Geisler expounds on the extent of Jesus’ authority:

Christ is not only the invisible Head of the invisible universal
church (see Eph. 1:22-23), He is also the invisible Head of the
visible local church(es). This is made clear in Revelation, where

He stands in their midst as Lord over them.2”

Those of us who live in America are not naturally inclined to
monarchy. We attempt to democratize every institution to which we
belong. However, if the local church is going to produce biblical
leaders, they must first be submitted followers of King Jesus. The local
church is the most profound expression on this earth of a submitted
creation to the Sovereign King of the universe. We will only produce
tyrants and charlatans (albeit clothed sometimes like clergy) if our
churches are not grounded in the lordship of Jesus over all things.

A church’s belief about the authority of “undershepherds” also
shapes the culture. The term itself captures the subordinated and
delegated nature of the authority of those God entrusts to lead the



church. Undershepherd is most appropriately applied to those called
“elder” or “pastor.” Speaking to elders, the apostle Peter says:

Therefore, as a fellow elder and witness to the sufferings of the
Messiah and also a participant in the glory about to be revealed, I
exhort the elders among you: Shepherd God’s flock among you,
not overseeing out of compulsion but freely, according to God’s
will; not for the money but eagerly; not lording it over those
entrusted to you, but being examples to the flock. And when the

chief Shepherd appears, you will receive the unfading crown of
glory. (1 Pet. 5:1-4)

Peter’s words capture the basic nature of the authority given to the
undershepherds of God. The elder, nor anyone speaking for Christ,
has any authority apart from leadership that advances the will of God,
which is clearly and authoritatively recorded in the Scriptures.
Therefore, the authority of the elder is confined by and inseparable

from the authority of the revealed words of God in the Bible.30
Accordingly, the members of the local church honor the leadership of
their undershepherds as an expression of their trust in the Word of
God. Jonathan Leeman says, “Christians don’t join churches; they

submit to them.”31 The submission to this leadership looks more like
submission within a family than anything else. But, as a family, a
church thrives when love is accomplished through truth,
accountability, discipline, care, and protection.

The undershepherd is chiefly a steward. The Church belongs to One,
and none of us are Him. Scripture is clear that elders should
constantly bear in mind that “the flock does not belong to them and
that they are therefore undershepherds entrusted with another’s

possessions.”32 The flock entrusted to the elders is now, and forever
will be, the flock of God. This not only applies to leaders in the



Church, but also to those who would lead any people, as all people
belong to God.

In the local church, leaders are not leading “their people,” they are
leading “God’s people.” This understanding creates accountability
between the local church leaders and God Himself. We lead God’s
people how He wants them led. If God wants His people trained and
equipped to lead according to His design, then the Church is beholden
to obey.

The Mission of God

Just as every organization and church has a foundational set of
beliefs about how the members ought to interact with each other, so
also they have beliefs about how to interact with those outside
themselves. A local church needs to have a shared understanding as to
why the local church exists and what she is called to do. Church after
church sits idle and aging because the mission of God is not front and
center. However, if we are to build leaders according to God’s design,
we must bring acute clarity to our convictions. A necessary theological
conviction for the leader-developing church is a people deeply devoted
to the glory of God and dedicated to multiplication.

Devoted to the glory of God. A local church culture is shaped
significantly by assumptions about its purpose. If we miss on the
purpose of God’s people, we will miss entirely. Beginning with
Genesis, God’s design for creation is to share in and manifest His
glory, for He made humanity in His image and His likeness to be the
crowning jewel of His creation. The local church, made up of
redeemed mankind, headed by Christ, united by the indwelling of the
Spirit of Christ, now has the purpose of inaugurating the restoring of
God’s matchless glory throughout all creation. If a church is to
become all that she was made to be, she must hold in highest regard
her calling to do all for the glory of God.



There are many ways a church culture can truly and rightly bring
glory to God. The faith of the saints under pressure, suffering, and
persecution brings attention to the worth and value of King Jesus. Our
perseverance on this long road to glory honors Him. Our joyful
obedience to Him magnifies His worth to a watching world. All of
these things and more make God’s Church a glory-reflecting
community that honors the Eternal God.

A firm conviction that the Church exists to bring God glory makes a
local church immensely powerful for developing new leaders. The
glory-hogging of leaders deeply hampers leadership development.
Leaders filled with pride fail to develop others as they fear others
surpassing them, others receiving credit, or others “stealing the

»

spotlight.” The glory of God slays the glory of man. A church
obsessed with the glory of God continually defeats the Enemy that
threatens to stall the maturation of new leaders. As the local church
embraces the glory of God, new leaders can rise up, new leaders can
pass their mentors, and old leaders can step aside in dignity and
delight. What a wonderful reality. Our dedication to the glory of God
and self-forgetfulness brings our churches into a deep, powerful
devotion. This kind of devotion can help us remain dedicated to
developing new leaders even if it means loss of power or glory for self.
There is nothing so liberating, so freeing, as replacing your own
leadership as an act of worship to God.

Dedicated to multiplication. In these last days, God has determined
to use His Church as His primary agent in ushering in His Kingdom.

This reality is made clear to God’s people throughout Scripture, but

pointedly in the Great Commission.>3 Jesus makes His mandate clear;
we are to advance His Kingdom by making disciples. That’s it—we
want to make much of Jesus through advancing His reign by declaring
and demonstrating the gospel and instructing others to join us.



The mission of the local church is not up for debate. The mission of
the Church is the mission of the One who is the Head of the Church.
Namely, His particular mission is “to seek and to save the lost” (Luke
19:10). A church joins in that mission or she is no body of Christ.

How will the local church know when it has accomplished or is
succeeding in its mission? This question must be answered by all
organizations, and the local church is no exception. Strong cultures
have clarity when it comes to mission. Unity falls apart and mission
falters when there is no clarity on success. This has been particularly
true in American churches. The American local church regularly
communicates particular measurements, such as budgets and
buildings, that frame the perspective of new members concerning the
mission. Christ, however, has clearly identified for the Church the end
of the mission, the point of the mission, and the accomplishment of
the mission:

“This good news of the kingdom will be proclaimed in all the
world as a testimony to all nations. And then the end will come.”

(Matt. 24:14)

Do we believe that budgets and Sunday attendance is enough to
measure progress in the mission of reaching all nations? We will (at
best) get only what we aim for. If our local churches are ever to
become the epicenter of leadership development, then they must fully
embrace the mission and its massive scope. For the local church to
fully accept responsibility for the mission of God to be completed,
developing leaders will be a necessary ambition. For most churches,
the problem of mission is not they have aimed too big, but that they
have aimed way too small.

Churches must measure leadership reproduction because if leaders
are not being made, the church has been unfaithful. As the local
church embraces the mission of making disciples, she will be unlocked
for her fullest potential in multiplication. The local church must see



leadership development as an expression of obedience to the Great
Commission. Leaders cannot simply make more followers of Christ;
they must be intent on replacing themselves as leaders. The
multiplication of disciples and churches is significantly tied to the
multiplication of leaders. If a local church embraces the mission to
make disciples of all nations, then there is no other palatable strategy
but to make more leaders to press the mission forward.

Convictions and Culture

If churches are to build a healthy culture for developing leaders,
they cannot simply correct behavior and change programs. Behavior is
an expression of the church’s underlying beliefs, so addressing
behavior alone will prove insufficient. Neither can a church simply
reorganize their way to a healthy culture. We must cultivate the
theological assumptions beneath the surface. The task of culture
cultivation must be taken seriously. We cannot expect a harvest if we
are planting seeds in barren soil.

If a church’s convictions are consistent with Scripture, the church
will see the fruit revealed in Scripture. If a church’s convictions are
inconsistent with a biblical worldview, she will continue to struggle. In
order to develop a strong leadership culture, a church must follow the
design of Scripture. Just as God has designed mankind to lead, He has
designed His Church to equip His people to lead.

We praise God for the work He is doing through churches that
measure more than finances and attendance. For The Summit Church,
the theologically cultivated culture has produced leaders well beyond
the church. In the last thirteen years the church has launched 9
campuses, planted 93 churches, sent 333 long-term missionaries, and
continually trains hundreds of marketplace leaders. We rejoice that
churches are not merely dismissing their members at the conclusion of



their worship gatherings, but instead they are constantly reminding
God’s people that they are sent.

Theology and church culture are more interwoven than most leaders
have assumed. What a church really believes, not just what they say
they believe, impacts how leaders are developed.

Since culture is so important, can a culture be changed? Turn the

page. . ..



CHAPTER SIX

TRANSFORMING CULTURE

It is easier to kill an organization than it is to change it.

—Tom PETERS

Every gathering of people, every organization has a culture. Though a
local church is much more than just an organization, every church has
a culture. Some church cultures are healthy and some are unhealthy,
but every church has a culture. Healthy church cultures are conducive
for leadership development. They don’t merely say they value
leadership development; they actually believe the Church is
responsible to develop and deploy leaders, and they align their actions
to this deeply held conviction.

Culture ultimately begins with the actual beliefs and values that
undergird all the actions and behavior. A church’s capacity for
developing leaders relies on the collective worldview of the church and
whether it is compatible with the ambition. A church’s culture has the
power to significantly impede or empower its effectiveness in the
Great Commission and the call to multiplication. Leaders create
culture and culture shapes leaders and churches, even without
recognizing it. Ministry leaders must understand the transformative

power of culture if they want to have mature communities of faith.1



Organizational culture, and more pertinently church culture, is
intensely potent. Church culture is a powerful force in the hands of
those who shape a local church according to God’s design. If you are
reading this book in any type of building, rebar is likely holding the
building up and connecting the structure together. Glance up from the
book and look for the rebar (short for reinforcing bar). You can’t see
it, but it is impacting everything you see. You often can’t see culture,
not in the same way you can see the doctrinal statement (the expressed
convictions) or the leadership pipeline (the expressed constructs), but
it holds everything in place. For better or worse, culture impacts your
church more than you often realize.

Building on the expert work of Edgar Schein, church culture can be
seen in three layers, each layer building and depending on the layer

below it.2 These layers move from actual beliefs to articulated beliefs,
to the expression of those beliefs (called artifacts). All three layers
make up the culture in a church.



LAYERS OF
CHURCH CULTURE

artifacts

articulated
beliefs + values

actual beliefs * values

Actual beliefs are what the group collectively believes, not merely
says they believe. In his acclaimed work Built to Last, Jim Collins
describes the culture of “visionary companies.” Two of the four traits
he observed in the culture of great companies are related to their
actual beliefs. A strong culture has, according to Collins, a fervently

held ideology and indoctrination of that ideology.3 Surely a company
should not have a more fervently held ideology than a local body of



believers. Surely a company should not be more passionate about
indoctrination than a local church.

While not everything that is articulated is really believed, what is
really believed is always articulated. It something is really valued, it is
declared. Language and words help create the culture one lives in.
When the Babylonians, for example, took Daniel and his
contemporaries into captivity, they schooled the people of God in their
language and literature (Dan. 1:4). The Babylonian leaders knew the
power of words, both spoken and read, in attempting to form culture.
The articulated beliefs and even how they are articulated help form
the culture. How a church speaks of those outside the church, of the
Scripture, and of the mission influences the culture greatly.

The artifacts of church culture are the visible, tangible expressions
of a church’s actual and articulated beliefs. Artifacts include common
behaviors, informal rules for interaction, and other customs. Artifacts
also include the formal behavioral management systems like policies,
organizational structures, meeting formats, and required procedures.
Church cultures even express their beliefs through artifacts that are
nonhuman. Our buildings, technology, art, music, and other resources
and tools constitute expression of our culture. Our programs and
church calendars are expressions of who we are and are embedded in
our cultures. Artifacts reveal a church’s worldview and simultaneously
shape the church to continue believing it.

The artifacts are often what people latch on to most in a church,
though they are expressions of so much beneath the surface. Imagine
growing up in a healthy church. The church is generous, kind,
nurturing, full of truth, and loving. You grow up loving your church.
This church happens to have some programs that have deeply
impacted you. Maybe it was a children’s program or a great worship
ministry. In your mind, even without realizing it, your affinity for
belief of the church is connected to the visible expressions of the
church. Now, years long past that first church experience, artifacts



that seem nearest to those original expressions will just feel right.
Because of this, people are often really attached to the artifacts. While
changing actual beliefs is the most difficult task, changing artifacts
often creates the most pain.

In order to understand culture, it is critical to recognize the
differences in the layers. It is faster to correct unwanted behaviors or
artifacts in a culture, but only addressing behavior is insufficient.
Unless all the layers of culture are addressed, other deviant behaviors
will pop up in the place of recently addressed ones.

This game of behavioral whack-a-mole becomes an endless cycle of
battling unnamed enemies underneath the surface. The unwanted
behaviors are symptoms; an unhealthy culture is the sickness.
Wherever we find stubborn sticking points in a church culture, there is
always inconsistency between the actual beliefs and values and the
stated ones. If there are deeply held assumptions and beliefs within the
culture that are incompatible with the desired future that leaders are
leading toward, then the beliefs beneath the surface must be
addressed.

If our churches are going to have strong cultures, there must be
actual beliefs driven deeply into the church that are articulated and
then expressed in artifacts. There will be harmony and congruence
between all three layers of culture. The church won’t settle for mere
alignment between the articulated values and the artifacts. The leaders
will push for the actual beliefs to be deeply rooted in the church. The
true beliefs and assumptions of a church culture are not only written
on signs, posters, and e-mail footers. The truly embraced convictions
of a local church are written in the lives of believers as they interact
with one another and the world.

Church leaders often mistakenly think of church culture as primarily
a combination between articulated beliefs and the expressions of those
beliefs. By doing so, leaders fail to look deeper to the first layer of
culture. They fail to grasp the actual beliefs and actual shared values



beneath the surface. Too many church leaders are betting the farm
that church culture is a simple matter of “what we say” plus “what
we do.” The strategy for changing culture, if this was the case, is then
quite simple: If we don’t like what people are doing, then we simply
need to say something different. This tragic error assigns
organizational culture (and changing it) to the power of positive
thinking and some form of “name it and claim it” theology. For the
observant, there is likely a nagging suspicion that church culture, and
the way to change, is something more. Culture is much more than
what we say and do. Culture is formed by what we truly believe and
value over a sustained period of time. If the stated beliefs of a church
are at odds with the actual beliefs, the actual beliefs win. The actual
yet unstated beliefs speak louder than the stated ones, if the two are at
odds. Some examples may be helpful.

If the stated doctrine of the church is that all believers are priests
and ministers because our great High Priest has made us priests
through His death, yet the culture of the church values only
“professional ministers”—the culture will trump the doctrinal
confession. A pastor preaching Ephesians 4:11-12 one time will not
automatically remove the unrealistic and unbiblical expectation that
the pastor is the one who does the ministry.

If a stated belief of the church is that no one has anything to offer to
stand holy before God, yet the actual beliefs are that we somehow
contribute to our standing with God by our religious goodness, the
culture will be one that does not allow for openness and confession.
And someone who admits a struggle will be unlikely to experience
mercy expressed from another. A graceless culture overpowers a grace-
filled confessional statement.

If the stated doctrine of the church is that we are to live as
missionaries because Jesus stepped into our culture to rescue us, but
the culture of the church focuses almost exclusively on what programs



and events the church offers, the culture will attempt to squelch and
suffocate desires to serve the surrounding community.

Time and time again a little digging reveals that the outcomes of the
local church contradict the ambitious vision statements. Why is this
so? Why don’t our campaigns, rebranding efforts, and endless streams
of mission statements change our future?

These undesirable outcomes and behaviors exist because there is a
mission-killing divergence between what we say our church believes
and what our church actually believes. When the theological
statements and catchy slogans don’t match the theological convictions
actually held by the people of the local church, the God-honoring
hopes of that church will never become a reality. It is for this reason
that many churches who want to engage in leadership development
can’t seem to get the church to fall in line. The strategy of “program
cut-and-paste” will not serve our local churches in creating the actual
change needed. All three layers of culture must be continually
considered. In order to become churches that embrace the call to
produce leaders, we have to take a hard and thoughtful look at our
church culture.

Diagnosing Actual Beliefs

Managing church culture is ultimately a pastoral function. This is
not a tool for pragmatists or a skill set borrowed from business.
Engaging in the fight for healthy church culture is fighting for faith for
God’s people. Serving to cultivate healthy church culture in a local
church is the regular work of uncovering disbelief or wrong belief
among God’s people and working to commend true faith to God’s
people. Church disbelief must be transformed.

Is there such a thing as organizational or church disbelief? Can a
whole group disbelieve? Yes! In the same way that some societies are
riddled by disbelief in the gospel because of an intertwining of some



false religion and the worldview of a people group, so also churches
can have systemic false beliefs. In modern-day Turkey, for example,
many converts to Christ will remark on the difficulty of believing the
gospel as a Turk, largely because of the false belief that to be a Turk is
to be a Muslim. For Turks, being a follower of Christ is inconsistent
with the worldview of being a Turk. There are whole societies in the
world, including churches, that have distinct errors in their thinking
that are held by a majority of the people.

The leaders of God’s Church must approach church culture as a
doctor caring for the patient but wanting to remove the sickness from
the body. God’s leaders must diagnose the widespread errors in belief
that are harming the body from inside our church cultures. It is these
widespread errors in worldview that often account for unhealthy
culture in the local church. Leading culture in the local church is
leading a whole church to purity in doctrine and in deed.

For a leader to diagnose a church for a culture compatible for
developing leaders requires a good bit of courage and even more
humility. The leadership task of discovering problems rather than
ignoring them is not necessarily a well-worn path in the world of
Christian leadership. We struggle to admit something is off or wrong
in our cultures. For many, “ministry success” is the only acceptable
narrative, and the demand for it has been fertile soil for hubris that
has plagued leaders longing for or envious of ministry celebrity status.
But if we are to be churches that train the very best leaders, we must
put our egos to death. For the leader who longs for the church to
repent, change often begins with the leader’s repentance.

While we are wasting our time if we only address behavior while
ignoring the wrong convictions, to discover what a culture
fundamentally believes, a leader must work backward from the
behaviors. While it is foolish and futile to attempt to change culture
by only addressing behavior, one can learn the culture by watching the
collective behavior of the church, by observing what is applauded and



what is seen as normal. By observing the aggregate behaviors of the
people, one can get a good sense of what the church really believes.
We offer the following framework to help church leaders assess if
the culture actually believes in and values leadership development.
While this list of attributes does not cover everything that can or
should be present in a church culture, we believe this list includes
critical cultural attributes necessary for leadership development. The
framework was built from the theological beliefs outlined in the
previous chapter along with potential deviant expressions that corrode
a church culture. As you consider your church culture, do the
attributes on the left describe the church or those on the right?



CULTURAL FOUNDATIONS:
WHAT’S AT STAKE?

ASSOCIATED DESIRED DEVIANT
CONVICTION EXPRESSIONS EXPRESSIONS
|
|
‘ trust in God’s Word opinionated + subjective
realities of
urgency + risk apathetic + low priority on training
‘ creation
honor + humility powerless, elitest, or harsh
oneness loveless duty + grumbling service
household
| ownership indifference + transactional
of God
| accountability domineering or unchallenging
|
|
‘ devotion inward-focused + self-protecting
mission of God
‘ multiplication manipulation + selfishness

Working backward from the behavioral analysis, it is possible to
make some theological assessments for church culture. For churches
that observe behaviors from the list on the right, this is a strong
indication that the associated convictions are not consistently held
within the body. Leaders are often surprised when these deviant
behaviors manifest, especially in a church with strong, biblical
doctrinal and mission statements. We, as leaders, often assume that



the things we hold dear transfer by osmosis to our church members.
Sadly, it just doesn’t work this way. For example, many evangelical
churches pride themselves on having a robust theology and conviction
about the immanent return of Christ. And, if a majority of members in
one of these churches was asked how they should live in light of that
conviction, many would say something like, “I should live ready for
His return any day.” Yet the same church may demonstrate
consistently a lack of urgency. How can this be? Simple. People don’t
always really believe what they say they believe. There is often
disparity between actual beliefs and articulated ones.

These cultural inconsistencies are pervasive and no church is
immune. At Austin Stone, where Kevin serves as lead pastor, there was
a time at the start of the church when this truth became so clear. For
years, the leadership team talked about the call of every Christian to
be a part of the mission of God. Yet, when looking deeply at the
church, something was not quite right. The worship services were
growing, but impact in the city was not.

The team knew it needed more than just a sermon, more than just a
class or a strategy. The church needed a cultural change. The Austin
Stone was certain that God was calling her to be a church for the city
of Austin, but teaching a list of “dos and don’ts” wasn’t going to get

her there.4 The seeds for a city-loving, God-honoring church were in
there, but until God altered some of the fundamental beliefs as a local
church, nothing would have changed. The church needed to really
believe the urgency of the mission, needed to really believe that the
Lord was inviting His people to join Him on mission in all spheres of

life.

Culture change is key. Without cultural change, we are hopeless to

change existing results. Of all changes, cultural change is the most
difficult. It is essentially changing the collective DNA of an entire



group of people. To understand how to change culture, it is helpful to
know how change works in general.

Changing Church Culture

Change is extremely difficult. One of the most vivid and striking
examples of this painful reality is the inability of heart patients to
change even when confronted with grim reality. Roughly six hundred
thousand people have a heart bypass each year in the United States.
These patients are told they must change. They must change their
eating habits, must exercise, and quit smoking and drinking. If they do
not, they will die. The case for change is so compelling that they are

literally told, “Change or die.”® Yet despite the clear instructions and
painful reality, 90 percent of the patients do not change. Within two
years of hearing such brutal facts, they remain the same. Change is
that challenging for people. For the vast majority of patients, death is
chosen over change.

Yet leadership is often about change, about moving a group of
people to a new future. Perhaps the most recognized leadership book
on leading an organization to change is John Kotter’s Leading
Change. And when ministry leaders speak or write about leadership,
they often look to the wisdom found in the book of Nehemiah, as it
chronicles Nehemiah’s leadership in rebuilding the wall around
Jerusalem. Nehemiah led wide-scale change. Nehemiah never read
Kotter’s book, and he led well without it. The Lord well equipped
Nehemiah for the task of leading God’s people. But it is fascinating to
see how Nehemiah’s actions mirror much of what Kotter has observed
in leaders who successfully lead change. With a leadership
development culture in mind, here are the eight steps for leading
change, according to Kotter, and how one can see them in Nehemiah’s
leadership.



1. Establish a sense of urgency. Leaders must create dissatisfaction
with an ineffective status quo. They must help others develop a sense
of angst over the brokenness around them. Nehemiah heard a negative
report from Jerusalem, and it crushed him to the point of weeping,
fasting, and prayer (Neh. 1:3-4). Sadly, the horrible situation in
Jerusalem had become the status quo. The disgrace did not bother the
people in the same way that it frustrated Nehemiah. After he arrived
in Jerusalem, he walked around and observed the destruction. Before
he launched the vision of rebuilding the wall, Nehemiah pointed out
to the people that they were in trouble and ruins. He started with
urgency, not vision. Without urgency, plans for change do not work.

If you assess your culture and find deviant behaviors that reveal
some inaccurate theological beliefs, you must create urgency by
pointing these out. If you assess your culture and find a lack of
leadership development, a sense of urgency must be created.
Leadership development is an urgent matter because the mission the
Lord has given us is so great.

2. Form a guiding coalition. Effectively leading change requires a
community of people, a group aligned on mission and values and
committed to the future of the organization. Nehemiah enlisted the
wisdom and help of others. He invited others to participate in leading
the effort to rebuild the wall.

As you diagnose the culture in your church, do not lead alone.
Change will not happen with one lone voice. It is foolish for leaders to
attempt to lead alone, and insanity for leaders to attempt to lead
change alone.

3. Develop a vision and strategy. Vision attracts people and drives
action. Without owning and articulating a compelling vision for the
future, leaders are not leading. The vision Nehemiah articulated to the
people was simple and compelling: “Let us rebuild the wall of
Jerusalem, and we will no longer be in disgrace.” Nehemiah wisely



rooted the action of building the wall with visionary language: “We
are the people of God and should not be in disgrace.”

The vision to build leaders is more challenging than building a wall,
but the motivation is the same: “We are the people of God. We must
spread His fame to all spheres of life and to the ends of the earth.”

4. Communicate the vision. Possessing a vision for change is not
sufficient; the vision must be communicated effectively. Without great
communication, a vision is a mere dream. Nehemiah communicated
the vision personally through behavior and to others through his
words. Besides his communication, Nehemiah embodied the vision.
His commitment to it was clear to all. He traveled many miles and
risked much to be in Jerusalem instigating change. He continued to
press on toward the completion of the vision despite ridicule (Neh.
6:3). Vision is stifled when the leader preaches something different
than he lives.

If a church is going to effectively communicate the vision to develop
and deploy leaders, this vision must own the leaders. It must compel
you to personally pour your life into others.

5. Empower others to act. Leaders seek to empower others and
deploy them for action. They seek to remove obstacles that hamper
action that is in line with the vision. The rebuilding of the wall was a
monumental task that took many people; therefore, it required
broadening the base of those committed to the vision. Nehemiah
involved many people in the project. He placed people in areas about
which they were passionate. For example, several worked on the wall
in front of their homes (3:23), likely most burdened for that particular
area of the wall.

Ministry leaders must empower others to develop leaders.
Leadership development must not be only the responsibility of the
senior pastor or senior leadership team. Others must be invited to
embrace the opportunity to invest their lives in creating and
commissioning leaders.



6. Generate short-term wins. Change theorist William Bridges
stated, “Quick successes reassure the believers, convince the doubters,

and confound the critics.”” Leaders are wise to secure early wins to
leverage momentum. Nehemiah and those rebuilding the wall faced
immediate and constant ridicule and opposition; therefore, it was
necessary for Nehemiah to utilize short-term wins to maintain
momentum. After the initial wave of criticism, Nehemiah noted that
the wall was halfway complete (4:6). The reality of the progress
created enough energy to overcome the onslaught of negativity.

Ministry leaders can create short-term wins by beginning with a few
people, by inviting others to be developed. As leaders are discipled,
people in the church will take notice. People will begin to see that the
church does more than produce programs and events.

7. Consolidate improvements and produce more change. Effective
change gives leaders freedom and credibility for more change. The
reconstruction of the wall was one aspect of the change that
Nehemiah implemented. The overriding problem was the disgrace and
destruction of the people. After their return from exile, the people did
not initially reinstate the worship of God and observance of the Law.
Furthermore, there were numerous social injustices that were tolerated
and led by the officials and nobles. The completion of the wall was, in
itself, a huge short-term win. It only took fifty-two days to complete,
but its impact was enormous, as surrounding nations knew it was
“accomplished by our God” (6:15-16). The success of the
reconstruction allowed Nehemiah to lead bolder changes under the
banner of eliminating the disgrace and destruction of the people.

8. Anchor new approaches in the culture. Leaders do not create a
new culture in order to make changes; instead, they make changes to
create a new culture. Nehemiah inherited a culture of mediocrity,
indifference, and oppression. The walls were in ruin, which made the
people susceptible to attack at any time. The people were out of



fellowship with God. They had lost their sense of identity as God’s
chosen people. Nehemiah diagnosed the culture of the people by
observing their behavior. He confronted them on the incongruence
between how they were living and who they said they were. “We are
the people of God!” Every change led to the realization by the people
that they were God’s possession, that God was their protector and
strength. Every aspect of the change movement was integrated into the
unified whole of being the people of God.

As the deviant expressions of the church are diagnosed and the
inaccurate actual beliefs confronted, right beliefs must be rooted in the
culture. Initiating the right behaviors in a church can help change the
culture, but the culture will not be crystallized unless the right
behaviors are rooted in the right actual beliefs. For example, ministry
leaders can initiate mission opportunities for people in the church.
These right behaviors can impact the church to think externally, to
love the city, to care for those outside the walls of the church. But if
leaders are not simultaneously rooting the right behavior in the why
behind the mission activity, the actual belief that the people of God are
to join God on mission, then the right behaviors will be very fragile
and short-lived. Don’t settle for artifact modification; go for cultural
transformation. But to get there, the right actions must be connected
to the right beliefs.

Culture, in John Kotter’s model, is not changed until the end of the
change process. It is that challenging and that time consuming. As
difficult as changing behavior is, changing church culture is even more
difficult. We only need to return to Nehemiah to learn this painful
reality. While he was able to lead the transforming of a wall, though
he tried, he was unable to lead the transformation of the culture. A
wall was constructed, but the culture was never transformed.

After the wall was rebuilt and Ezra read the Law for the first time
since the captivity in Babylon, the people responded to God in
worship. In Nehemiah 9, they confessed their sins to the Lord. They



admitted that their hearts turned from God, in part, because they
forgot His great and gracious works for them on their behalf (v. 17).
After their confession, they committed in a signed vow to be faithful
to the Lord in a few very specific areas: they wouldn’t intermarry with
others to preserve their Hebrew faith (10:30), they wouldn’t profane
the Sabbath with merchandise (10:31), and they would give to the
work of the temple (10:33).

But the people were unable to live up to their commitments. When
Nehemiah returned to Persia, as he promised, the people miserably
violated each of their specific vows (Neh. 13). They were no longer
valuing the work of the temple. The Levites, those who served in the
temple, had to find another vocation because their needs weren’t met
through the giving of God’s people. Work was occurring on the
Sabbath again, and the people were intermarrying again, causing
God’s people to not know the language of Judah. The people failed in
every one of their vows. They couldn’t keep even one. There wasn’t
one glimmer of hope, not one indication that they could be faithful to
the Lord.

Nehemiah begs God to remember him, and then the book ends.

Just like that.

The book ends with a painful picture of our inability to follow
through on our bold commitments to the Lord. We’re left with the
humbling realization that we can’t keep our vows. We’re utterly
incapable, in our own merit, of delivering on our commitments. The
abrupt and bitter ending is intentional. The written Word is
shepherding us to our need for the living Word—for Jesus. What the
people in the book of Nehemiah needed, and what we find in Christ,
is a new covenant written on our hearts (Jer. 31:33).

The ending of the book of Nehemiah is both humbling and hopeful
for leaders in God’s Church. It is humbling because we understand
how challenging it is to cultivate culture. It is hopeful because of Jesus.
Because of God’s grace, because He replaces hearts of stone with



hearts of flesh, we can have great hope for our church cultures. Who
better to understand transformation than the people of God who have
been transformed? Can anyone better than Christ-followers
understand what it means to be changed? We are transformed people.

Managing Church Culture

As leaders we do not just make big culture changes, we manage
culture constantly. To manage culture, church leaders will need to
influence and shape the foundational beliefs of the church community,
while helping those beliefs find meaningful expression. More than just
providing a picture of a future reality, culture-shaping leaders help
establish the worldview necessary to bring about that future.
Managing culture is an invasive, sweeping, and ongoing effort.

All too often, leaders underestimate the time and the constant
pressure required for managing church culture. As a culture is forming
and old worldviews are being transformed, there are adjustment
periods filled with tension, trial and error, and lots of rehashing of
conversations. Changing practices or strategies is one thing, but
driving change while protecting and shaping culture is quite another.
And changes in practice do not last if they are not used to help create
a new culture and are not grounded in that culture. This challenging
paradox points to the power of culture. The culture cannot be shaped
easily, but it must be managed well or a new approach and vision can
have unexpected effects on culture.

Managing culture in the church is not simply an act of going from
one strategy to another. It’s not just changing a mission statement or
language to get a better result. We are not like the world who attempts
to find the right set of values to maximize shareholder value or
increase market share. Our desire to shape church culture is a direct
action to lead the body of Christ to follow the rule of God. The
worldview we are forming in our church is not an arbitrary set of



altruistic values. The culture we form in our churches is the set of
beliefs and behaviors of God’s people as they strive by faith to obey
God’s Word. So, church leaders who labor to lead church culture are
actually leading our churches to repent of common idols, to reject
common lies, to forsake ungodly behaviors, and to embrace the
lordship of Jesus over the Church.

To offer a simple model for managing culture, we will work from
the following illustration:

MANAGING
CHURCH CULTURE

assesment vision

Assessment. Churches are similar to “many organizations that
neither understand their current culture nor the preferred culture

which would best help them achieve their goals.”8 To know if your
culture is helpful in creating leaders, you must first assess. Uncover the



values that are really believed by observing the behavior, by listening
to the stories, by seeing what is celebrated and what is tolerated in the
culture. As you assess the church culture, look for values that are
affirmable. Even in a ministry culture where change is necessary, there
are values that are affirmable. Identify the values beneath the surface
that you want to remain, values that are excellent and praiseworthy.
What values existed when the church started? What values were
prevalent when the church was the healthiest?

It is unwise simply to bring a list of “aspirational” values and
attempt to reverse-engineer them into the culture. Find what actual
beliefs and values are affirmable and affirm, celebrate, and reinforce
them. Starve and confront the unhealthy ones, but affirm the healthy
actual values and the right beliefs. Leaders can bring new values into a
culture, but if leaders are not lifting up actual values, they are not
really leading where they are, but someplace else, some other group or
church they dream about.

Vision Cast. Once the church culture is assessed, the hard work
really begins. The leadership of the local church must take the next,
daring step: casting a new vision for a healthy culture that makes
disciples and reproduces leaders. As a vision is shared for developing
leaders, the vision must be rooted in biblical conviction. The church
must hear that she is on the planet to make disciples, that the mission
is urgent, and that God has called His people as missionaries into all
spheres of life. Changing culture is changing the fundamental
narrative of a local body of believers.

Casting vision is all the more challenging when sin must be
confronted. For Christians, our unwanted behaviors are often not just
unhelpful or nonstrategic; often what needs to be addressed is actually
sin. This makes forming culture a gut-wrenching experience. We are
not simply moving people past their previous mistakes and
misunderstandings. Rather, culture change through vision-casting in



the local church often means walking the church through corporate
repentance.

Churches, and church leaders, cannot be simple pragmatists
attempting to get the most effective behaviors to produce the greatest
return. Instead, we are worshippers, living under the kind rule of our
Sovereign Father. The local church needs brave culture leaders. We
need to paint wonderful pictures of future obedience, while leading
our churches to repent of our past failures. In order to move our
people into a new season of obedience, grief is an appropriate
response.

This grief in Scripture is not just an individual activity; it’s a
corporate activity, led by church leaders. Peter preached the first
gospel message with an aim of producing grief over sin. He accused
them of crucifying and killing Jesus (Acts 2:23, 36). Their response?
“They were cut to the heart . . . and said, ‘Brothers, what must we
do?’” (v. 37). They experienced grief of sin, which produced

repentance (V. 38).9 The path forward for the Christian church is
through the road of repentance. The content of this vision will become
a roadmap. What theological convictions need to be changed, added,
or forgotten? What will it look like once the new convictions are
embraced?

Careful thought here will serve the Church for years to come.
Churches often find themselves disconnecting their strategic plans
from their grievances with church culture. Leaders see a particular
problem, but we want to move past repentance right into obedience.
Leadership like this only glorifies our own wisdom and righteousness.
Appropriate corporate repentance magnifies the Lord of mercy in the
church. Not only this, but members of our churches see what we see.
When major unbiblical deviations go unaddressed, it only serves to
undermine the membership’s view of the care, courage, or competency



of the leadership. If we want to see something in culture change, we
need to get specific.

Exposition. This next stage of managing change will begin a circular
process. In this stage, new identified elements of needed cultural
change will be added to the existing healthy elements of culture being
maintained and reinforced. The leadership team will find itself running
around the process circle from exposition to illustration to
incorporation to evaluation and a back again to exposition. It may
take more laps than a NASCAR race, but culture will change over
time. And the process must never end because the culture must be
continually cultivated.

Exposition is the step in the process that gives Christ-followers a
tremendous confidence in the possible future for any church. While
formation is always challenging, who better to understand than those
the Lord is sanctifying daily? Every single day, we must come to our
Bible expecting God to change us, renew us, and cause us to repent. It
should be no different for the Church of God. And the means that
God uses to shape individuals is the same means He will use to change
a church’s culture. The teaching and preaching of God’s Word is our
hope and God’s power for change. This step in culture change is so
important. The Word of God is powerful to renew hearts and produce
fruit among God’s people.

Leaders manage and change church culture most effectively and
accurately when expositing the Word of God. God can, and does,
change our presuppositions, our foundational beliefs, and our very
core identities. He does it all the time. In the same way, if we want to
develop cultures of leadership development in the local church, we
will need to be renewed by the Word of God. We should not expect
that the members of our congregation have any more capacity than we
do to behave differently apart from the work of the Holy Spirit
through the Word of God. As we teach the text, we are utilizing God’s
means to conform the Church to His glorious image.



Managing culture through exposition is not simply a tool in the belt;
it is the work of discipleship at the congregational level. There is a
power in exposition that nothing else can match. When we lead our
churches through exposition, we are leading them to grow by trusting
God. What a glorious thing to join God in His work in drawing men
and women to trust in Him.

Whether we are correcting belief in the culture, atfirming a crucial
conviction, or training for a new behavior, it is crucial for the local
church to shape culture according to God’s design. It will take time,
but God is in the business of renewing our minds, as well as our lives.
For a church to change into an epicenter of leadership development,
God’s Word will lead the way. Strategic visions and professional
frameworks will never have the power to replace the exposition of
God’s Word.

Hlustration. To form culture, the leader must make the exposition
come alive. As people born into history, born into a specific time and a
specific place, we need to be able to touch, feel, and see ideas and
concepts. We learn from a very young age that people learn more by
watching than by hearing. For a culture to really change, it needs new
stories, new heroes, and even new villains. As leaders labor for new
culture or reinforce a healthy one in a local church, there are few tasks
more crucial than providing concrete examples. This can, and should,
be done first by personal modeling on the part of the leader. People
will follow your example before they follow your vision.

Paul, in leading change in the Corinthian church, utilizes this very
tactic. After careful teaching on the proper use (and laying down of)
freedoms in Christ, Paul offers himself as the model: “Imitate me, as I
also imitate Christ” (1 Cor. 11:1). Our friend Tony Merida says it this
way, “Let them see themselves in light of your struggle and show them
the same grace that you have discovered. . . . You are not on display;



the Living God is. And your goal is for others to love Him and be
»10

The leader has more tools than just modeling to help solidify new

satisfied in Him.

cultural narratives. One of the most powerful tools for illustration is
the use of heroes and villains. In the local church we do it through
testimony and appreciation of faithful volunteers. We acknowledge
when someone is embracing truth and obeying Christ, and we put
them on display for others to imitate. There is a danger in any hero
other than Jesus. We want to spend the sweeping majority of our time
and energy making much of Jesus and pointing others to Him as the
ultimate Hero for all righteous living. But a church can benefit from
lesser heroes who show people what repentance looks like, how
developing others can happen in the midst of a regular workweek, and
how one can approach work with a holy sense of mission.

If the local church is to become a force for developing new leaders,
then our congregations will need to see the stories of these new
leaders. If a church sees regular examples of people they know used by
God as leaders, the Spirit will surely begin to stir many more to
action. So many lies that lead to apathy can be struck down through
the right use of story in the local church. God’s people are encouraged,
strengthened, and stretched when the tide of God’s movement seems
to be swelling around them. Far too many churches fail to tell the
story of God’s great power, and in doing so, fail to use testimony for
its intended purpose.

Villains, on the other hand, are a seldom-utilized tool in Christian
circles. We think our hesitancy in using villain stories actually comes
from a good place. Still, what we find in the wisdom of Scripture is a
broad use of villain stores for the shaping of the worldview for people
of God. A villain story is a narrative of warning. On our best days we
learn to obey God simply by “believing yet not seeing.” Other days,
we trust God because of His historical faithfulness in the particular



area. There are some days, however, when only a warning will keep us
true. Paul utilizes this to reinforce proper Christian behavior in the
local church when he highlights villains such as the “party of the
circumcision” (Gal. 2:12 NAsB) and “men of flesh” (1 Cor. 3:1 NASB).
These of course represent real people, but are also a sign to the
faithful to avoid their folly. As a church seeks to develop leaders, a
villain is not a particular person in your church—not someone you
would name in front of the congregation—but a picture of a wasted
life, of the futility of living for the temporary pleasures of today
instead of embracing the mission of God.

Incorporation. We will spend the next two chapters honing in on
this particular aspect of cultural formation. In the next section we will
help provide the necessary constructs, or structures, to incorporate a
conviction for leadership development into the culture of the local
church. The process of incorporation is the creation of systems,
policies, structures, the reallocation of resources, and other such
things to reorient the church around its new desired cultural
ambitions. To help people see the tangible expression of leadership
development, they must see the systems and constructs that are
employed to carry out the mission of developing leaders.

Too many times change falls flat because the teaching on the new
value or behavior cannot be expressed within the current restraints of
the system. Imagine if a church preached ten weeks in a row on the
need to develop leaders and gave testimonies every week of powerful
life change and exciting moments with God as people lived out the
reality of their design to lead. But, at the end of the series, as the
people were excited about learning to lead and eager to be developed,
nothing was offered to them. In many churches there is no tangible
opportunity to put into practice what was just declared. Do you see
the problem? If developing leaders is essential, the church must
incorporate the conviction into the normal rhythm of the church.



Evaluation. After all is said and done, the work is never done. The
binding step of the process to manage culture is the one that also
makes it flexible. In the midst of cultural formation there must be
regular evaluation of the results. As we teach on correct foundational
beliefs, or as we challenge new deviant behaviors, there will always be
a need to reinforce, redirect, or rearticulate the theology beneath the
culture.

To measure progress, a church needs to establish specific goals and
outcomes. As many have learned, the wrong measurements in church
ministry can lead to incomplete ministry focus at best and disastrous,
even idolatrous, results at worse. For a church to take seriously the
holy endeavor of developing leaders, then measuring weekend
attendance and offerings is insufficient. Leaders being developed,
missionaries being commissioned, pastors being set apart, and
multiplying godly leaders in all spheres of life will be something that is
evaluated.

When leader development becomes something the church culture
embraces, all ministries in the church will be expected to equip and
encourage leaders. Success in the worship ministry, the kid’s ministry,
and the group ministry will include leaders being developed and
deployed. Development will not be relegated to a single staff member
or department, but will permeate the whole church. Evaluation, of
course, helps ensure this happens—that each ministry and each
ministry leader embraces the blessed burden of equipping others.

Not Just an Organization

When ministry leaders consider culture, read about cultural
formation, discuss change initiatives, and whiteboard change
strategies, we must remember that we are not talking about just an
organization. Though a local church is organized (even the
disorganized ones), she is much more. She is His bride, His body, and



His family. Church culture must be shaped and changed with
prayerfulness, in community with other godly leaders, and with great
intentionality.

Shaping culture is much more difficult than changing staff, worship
style, logos, programs, or even the name of a church. And yet because
people are often most attached to those lesser things, those are the
changes often most feared. Culture transformation, however, will take
much longer.

There is much at risk if we treat cultural change like a wind-up toy
that we just let loose. “Failed attempts to change often produce
cynicism, frustration, loss of trust, and deterioration in morale among

organizational members.”11 A failure in this endeavor is one
expensive mistake, and one that future leaders will need to overcome.
So while your culture is more important than most people realize,
tread carefully and prayerfully as you diagnose, change, and manage.

But you must care about your culture. Without a healthy culture
that actually believes and values God’s people being developed as
leaders in all spheres of life, constructs and leadership development
initiatives will be exhausting. They will be working against a culture
that does not understand or embrace them.

You must care about culture because church culture is a theological
issue. To lead God’s Church cannot be an exercise in pragmatism; it
must be an exercise of worship to Him.

A church can and should be a leadership locus, a center of
development and deployment for men and women joining God on His
mission. A strong conviction and a healthy culture are essential for a
church to create and commission leaders. But constructs are important
as well. And to constructs we now turn. . . .



Constructs

“Constructs are the systems, processes, and programs utilized to help
develop leaders.”

Beliefs and Behavior in a Culture
Thoughtful leaders know beliefs and behavior both reside

within an organizational or ministry culture. Culture is
continually formed as the shared beliefs and values are
actually lived out in the culture. But leaders often debate
which comes first, beliefs or behavior. Ralph Waldo Emerson
wrote, “The ancestor of every action is a thought.” On the
other hand, British prime minister and contemporary of
Emerson, Benjamin Disraeli, believed that “thought is the
child of action.”

In terms of leadership development in a church, some
ministry leaders would insist on culture first. They would
articulate to keep focusing on the right culture and helpful
constructs will be the overflow of the culture that is being
created. Others will insist that constructs are the tool to form

culture.



For culture to really be sustainable, it must be formed by
shared convictions. There is great danger in teaching people
how to behave without their hearts being changed by
continually beholding the greatness of Jesus. Just read the
book of Galatians to discover the destruction of a church
culture when behavior is emphasized over and apart from firm
belief in the grace of God. Beliefs really do impact behavior.
As the Lord renews our minds, our actions are impacted
(Rom. 12:2). As the Lord transforms our hearts, we live in
response to what He has done for us.

At the same time, we have seen countless ministry leaders
disregard constructs as they attempt to speak a new culture
into existence. Preachers preach louder and longer, and often
the culture is not changed. They disregard how a construct, a
tangible and visible tool, can give people a sense of what is
really important. A leadership pipeline, for example, shows
people “we value leadership development so much that we
have a plan to make it happen.”

Both culture and constructs are essential, and they must
work together. If leadership development is really in the
culture of a church, the culture will drive the church to have
constructs. In many ways, constructs (or the lack of
constructs) are the expression of your culture. At the same
time, God will use development constructs to reinforce and
help build a culture of leadership development. Culture and
constructs must synergistically work together.

While we would side with Emerson in our belief that our
beliefs and convictions must come first, we cannot disregard
the power of constructs as an expression of a culture and as a
tool to help form culture. On the quandary of beliefs or



behavior, Robert Sutton and Huggy Rao in their book, Scaling
Up Excellence, write, “You can target both beliefs and
behavior at once. The key is creating and fueling a virtuous

circle.” 1 Create a virtuous cycle of culture and constructs.



CHAPTER SEVEN

DiscIiPLESHIP AND LLEADERSHIP
DEVELOPMENT

Jesus’ concern was not with programs to reach the multitudes, but

with men whom the multitudes would follow.

—ROBERT COLEMAN

Often ministry leaders will ask, “What do you do for discipleship?”
and then a few moments later ask, “What do you do for leadership
development?”—as if the two are mutually exclusive. Jesus did not
divorce leadership development from discipleship. As He invested in
the Twelve, He continually “discipled” them while simultaneously
developing them to be leaders. While it may be helpful to view
leadership development as advanced discipleship or as a subset of
discipleship, it is detrimental to view leadership development as
distinct from discipleship.

The Church holds the conviction to develop others for the future.
More than any organization, team, or institution, developing future
leaders is in the people of God’s DNA. God’s people have always
multiplied. The faith has always, by God’s grace, been transferred
from one generation to the next, from one person to another.

For Christ-followers, developing others is much more than an item
on a list of five essential things one must do. It is a conviction that is



deeply connected to what it means to be a Christ-follower. We are
Christians because others have shared the gospel with us. We have
matured because others have helped develop us. We are a part of a
long and beautiful lineage, a long and beautiful history, of Christ-
followers multiplying.

We have great biblical examples of leaders developing others.
Joshua is first mentioned in Scripture when Moses chose him to lead
the Israelite army (Exod. 17:9). Moses developed Joshua into the
leader who would lead God’s people into the land He gave them. The
Lord commanded Elijah to train Elisha (1 Kings 19:16), and Elijah
invested in Elisha before Elisha succeeded him. Paul invited Timothy
to join him on the mission of spreading the gospel and challenged him
to entrust the message to others the same way Paul entrusted the
message to Timothy (2 Tim. 2:2). And then there is Jesus . . .

Jesus, the Discipler

Jesus, our Savior-King, was born into a rabbi/disciple culture. In His
providence, He was born into a religious culture that valued
development, as rabbis would invite disciples to follow and learn.
When Jesus invited His disciples to follow Him, He was inviting them
to become like Him, to become like their Rabbi.

The only time the Bible records Jesus praying all night was before
He chose His disciples (Luke 6:12-13). He chose to ensure the gospel
would spread through the disciples, and He prayerfully selected those
to whom He would hand the mission. Robert Coleman masterfully
wrote:

It all started by Jesus calling a few men to follow him. His concern
was not with programs to reach the multitudes, but with men,
whom the multitudes would follow. Remarkable as it may seem,
Jesus started to gather these men before he ever organized an



evangelistic campaign or even preached a sermon in public. Men
were to be his method of winning the world to God.1

Jesus could have chosen any method to ensure the world would hear
of His gracious sacrifice for them, to ensure that the message would be
shared around the globe. The world is His, so all resources were at
His disposal. He is not bound or limited by the laws of this world, so
no plan could be thwarted. He is the only Creator, so He could have
designed a means to communicate or broadcast His life and death to
the world. He could have assembled the world to Himself, to observe
His death or resurrection. He could have chosen any method
imaginable or unimaginable, yet He chose discipling people who
would disciple people.

From a worldly perspective, Jesus’ ministry was not a huge success.
His ministry began with a jeer from a disciple, “Can anything good
come out of Nazareth?” (John 1:46) and ended with a lonely death. In
the middle, His own brothers did not believe Him and one of His own
disciples betrayed Him. From the height of His popularity, His
following dwindled significantly. At one time there were five thousand
men (much more with women and children) listening to His sermons
and enjoying the free snacks before the service. But as He went to the
cross, few supporters were there. Even after He conquered the grave
and rose from the dead, only about 120 waited in Jerusalem for the
Holy Spirit.

But His ministry forever changed the world. The disciples Jesus
developed bore fruit, fruit that lasts forever. Just as Jesus discipled
them, they poured their lives into others, and followers of Christ have
been multiplying ever since.

Jesus chose to invest in a small group of disciples, to train them and
to send them into the world. He chose disciples to ensure the message
would spread and more disciples would be made. Jesus had no Plan B.



He clearly told His disciples to “go . . . and make disciples” (Matt.
28:19).

Jesus still has no Plan B. Discipleship—developing believers who
grow over a lifetime—is His method.

Consumption Is Not Discipleship

The Church was birthed in a discipleship paradigm, a culture where
rabbis invested in their disciples. As the center of the Church moved
from Jerusalem to Rome, the culture surrounding the center of the
Church looked very different. With Jerusalem as the Church’s center,
the Church was surrounded by a rabbi/disciple model. With Rome as
the Church’s center, the Church was surrounded by a culture that
valued professors dispensing information to students.

Through the Middle Ages, the Church began to look like the world,
as unempowered “laity” attended religious services to consume what
the “clergy” dispensed. People were not developed. Instead they were
taught to consume religious services from their leaders, those

designated as the ones closest to God.2 Sadly the clergy during the
Middle Ages did not understand or declare the gospel. So not only
was consumption the paradigm, but the gospel was not being heralded
—which would have destroyed the false dichotomy and division

within the body of Christ.3

Consumption and discipleship are very, very different. Jesus
launched the Church with discipleship, and she drifted to
consumption.

By His grace, God raised up leaders who would usher in a
reformation, a return to the gospel and an understanding that all of
God’s people are priests. All of God’s people represent Him and serve
Him in their spheres of life. Michael Horton stated, “One of the
Reformation’s key themes, of course, was the glad New Testament
announcement that, in Martin Luther’s words, ‘the name and office of



priest are common to all Christians. »4 Because all of God’s people are
priests, all of God’s people must be discipled.

Just as the Church drifted from discipleship to consumption, local
churches have the proclivity to drift as well. Consumption is much
easier. Consumption is tempting because it is focused on the masses
and provides an immediate action.

Here is an example of the drift in some churches. Over a decade
ago, many pastors began to communicate messages such as, “Anyone
can lead a small group,” and, “If you can press play and make coffee,

»

you can lead a small group.” For some of these churches, these
messages were a way to help change the perception of what it takes to
be a group leader so that more people would view themselves as able
to launch and lead a group. The logic among ministry leaders played

out like this:

Problem: As we are growing, we don’t have enough small groups
to care for the new people who are coming to our worship
services. And we know we need these people to be in a group or
class.

Solution: We need to launch new small groups.

Problem: Yeah, but to launch new groups we need new group
leaders. And some of the people in our church view leading a
group as “being an expert teacher,” and not very many people feel
they are good teachers.

Solution: We must change the perception of what it means to be a
group leader. We need a larger pool to recruit from. Let’s make it
easier to be a group leader.

And the “anyone can be a small group leader” language was born.
The motivation behind the message was good: getting more people
into groups, more people into biblical community. But unintended
consequences emerged.



Group leaders became mere facilitators, not shepherds. There is
some incongruent and inconsistent messaging occurring in many
churches. You really can’t say, “Anyone can be a small group leader,”
and, “If you want to be cared for and known in our church, get
plugged into a group.” Those two messages contradict one another at
the most basic philosophical level. If the group leadership bar is
lowered, then so should the promise of what the group can provide.
Not just “anyone” can shepherd and care for a group of people. If the
groups in a church are intended to provide care, accountability, and
biblical community, then not just “anyone” can lead them.

A facilitator can host a session, but it takes a leader to lead people.
A facilitator can ask questions from a page, but it takes a leader to
care for the person too beat up from life to attempt to answer. A host
can ask a question, but it takes a leader who is on board with the
theology of the church to be able to guide the discussion. We need
disciple-making leaders, not merely facilitators.

Groups became about consumption, not development. If all it takes
to lead a group is “pressing play and making coffee,” then we
shouldn’t be surprised if the end result is groups that merely consume
information. If groups are designed to be integral in a church’s
disciple-making process, then groups must be more than consumption
centers. The groups must understand that they are in community
together, to develop one another, to care for one another, and to grow
together. If the group is going to be about more than consumption,
then leaders must view their role as much deeper than merely pressing
play or reading a list of questions.

The quick fix of adding more groups took many people from
discipleship to consumption. Unintended consequences will always
emerge in the midst of a drift toward consumption.

Why We Must Disciple



Consumption is focused on the masses and for the short-term
payoff. Discipleship is focused on the person for the long run, for fruit
that will last.

Churches will drift without a consistent and constant conviction for
discipleship, to disciple people and develop leaders. We must not settle
for consumption. Though much more challenging and difficult, we
must insist on discipleship. And we must view leadership development
as part of discipleship, not as distinct or divorced from it. Here is why:

Discipleship is the only means. God has designed the end and the
means. The end is people from every tribe, tongue, and nation
gathered around the throne worshipping Him because they were
purchased with the blood of Christ (Rev. 5:9-10). Regardless of what
happens this week, what unfolds in the news, the ending has already
been made clear: God is redeeming for Himself a people from all
peoples.

The end was made clear in the beginning. God preached the gospel
to Abraham saying, “All the nations will be blessed through you”
(Gal. 3:8). God told Abraham that people from every nation would
have God’s righteousness credited to them. At the beginning of the
Bible, we find that God is going to pursue all peoples through His
chosen people, Israel. At the end of the Bible, we find that God has
gathered worshippers from every people group.

In the middle of the Bible is the means, the command Jesus gave us:
“Go, therefore, and make disciples of all nations” (Matt. 28:19,
emphasis added). We live in the middle. The means to the glorious end
is not leadership development apart from Jesus. The means is not
leadership development divorced from discipleship. The means is
discipleship. He has commanded us to make disciples of all nations,
disciples who will obey everything He commanded.

Discipleship impacts all of life. As Christ is more fully formed in
people, the totality of their lives is impacted. Those who are
overwhelmed with how Christ has served them will serve others.



Those in awe of God’s generosity will be generous. Those who are
captivated by God’s mission to rescue and redeem join Him in
pursuing people who are far from God. Their serving, generosity, and
sense of mission impact their relationships, their approach to their
careers, and their view of life. Their growth as a disciple shapes how
they lead at home, in their profession, and through all of life.

Discipleship is the only way to produce leaders that serve and bless
the world. If leaders are created apart from Jesus-focused discipleship,
they are created without grace-motivated service, generosity, and
mission.

To view discipleship as distinct from leadership development is to
propose that discipleship does not impact all of one’s life. If a church
approaches leadership development as distinct from discipleship, the
church unintentionally communicates a false dichotomy—that one’s
leadership can be divorced from one’s faith. Being a Christian leader
must not be positioned as disconnected from living a godly life in
Christ Jesus.

Leadership development apart from discipleship becomes overly
skill-based. 1f leaders are developed apart from Jesus, the emphasis is
inevitably on skills and not the heart transformed through Christ.
Divorcing leadership development from discipleship can leave people
more skilled and less sanctified. And when competency and skill
outpace character, leaders are set up for a fall. We don’t serve people
well if we teach them how to lead without teaching them how to
follow Him. We don’t serve leaders well if we develop their skills
without shepherding their character.

It is difficult to say this humbly, but maturing Christ-followers make
better leaders. Even authors not writing from a distinctly Christian
worldview articulate this truth without realizing it. For example, in his
popular books Emotional Intelligence and Primal Leadership,
researcher and author Daniel Goleman builds the case that the most
effective leaders are emotionally intelligent. More than a high IQ



(intelligence quotient), great leaders have a high EQ (emotional
quotient), and are able to create environments and cultures that are
highly effective. Effective leaders, Goleman contends, have the ability
to manage their emotions, genuinely connect with people, offer
kindness and empathy, lead with joy and inspiration, and display the

master skill of patience.5 Sounds a lot like the fruit of the Spirit in the
life of a believer (Gal. 5:22-23).

Yet all the pushes for integrity and all the instructions on character
development from leadership gurus won’t transform a leader’s heart.
Inevitably after these authors reveal their findings that “character
matters,” their challenges and their writings quickly degenerate into
futile attempts to change our own hearts. We can’t change our own
hearts. We can’t pep-talk ourselves into transformation. Only Jesus
can transform our character. We must develop leaders who are
consistently led and fed by Him before they attempt to lead and feed
others. Charles Spurgeon wrote:

How was Peter prepared for feeding Christ’s lambs? First, by
being fed himself. The Lord gave him a breakfast before giving
him a commission. You cannot feed lambs, or sheep either, unless
you are fed yourself. . . . I think a teacher is very unwise who does
not come to hear the gospel preached and get a meal for his own
soul. First be fed, and then feed. . . . I commend to you the study
of instructive books, but above all I commend the study of Christ.
Let Him be your library. Get near to Jesus. An hour’s communion
with Jesus is the best preparation for teaching either the young or

the old.®

Leadership development apart from being a disciple of Jesus always
results in skills apart from character, in performance apart from
transformation.



How People Develop

If you are going to develop leaders and focus on individuals and
their maturation, it is wise to understand how people mature and
grow. Because leadership development is part of discipleship, let’s seek
understanding from how people are transformed.

After interviews with four thousand Christians on how they have
matured and grown, discussions with disciple-makers and experts in
the field of discipleship, Eric and others developed the

Transformational Discipleship framework.” According to the
research, people grow when godly leaders apply the truth of God to
their hearts while they are in a teachable posture. Discipleship occurs

when truth, posture, and leaders converge.
Truth. The Lord transforms through His truth, and His Word is

truth (John 17:17). The truth of the gospel and the truth of God’s
Word have the power to change us and mold us into the image of His
Son. The gospel not only saves us, but it also sanctifies us. Our hearts
are enabled to obey the commands of Scripture (the “do’”) as our
hearts are continually refreshed with what Christ has done for us.
Posture. God puts us in a teachable and moldable posture to receive
His truth. For example, He will use trials, spiritual disciplines, and
biblical community to soften our hearts toward His truth. You have
surely observed the importance of a teachable posture as you have
preached or taught the same message to a group of people, and some
have been impacted while some have been hardened. The message and
the messenger are the same, but the posture of each person is different.
Leaders. God uses disciples to make disciples. God uses leaders to
apply grace to our hearts. Each person in the body is given the
opportunity to administer grace, in a variety of forms (1 Pet. 4:10).
Because development is part of discipleship, and not divorced from
it, we offer the following Development Convergence framework to
help you understand how people are developed as leaders. Leaders are



developed as knowledge (truth), experiences (posture), and coaching
(leaders) converge. All three are essential for a leader to be developed.
Knowledge is what leaders must learn and know. Experiences
encompass the ongoing opportunities to serve and put knowledge into
practice. Coaching occurs when a shepherding leader applies the
knowledge and experience with a new leader.

DEVELOPMENT
CONVERGENCE

experiences

4

knowledge
coaching

Knowledge alone will not develop a leader. Knowledge alone results
in consumption and produces fat Christians with heads filled with
information but hearts hardened and hands never dirty in serving



others. If knowledge equated development, our churches would be
filled with developed leaders as knowledge is frequently dispensed in
many churches every week.

Experiences alone will not develop a leader. Experiences apart from
knowledge and coaching can actually produce ineffective and
unhealthy leaders who are shaped by poor experiences and unhealthy
ministry environments. Without truth applied to hearts, experiences
are not wisely evaluated and interpreted.

Coaching alone will not develop a leader. Without knowledge and
experiences, the coach or leader has nothing to say, nothing to apply,
and no feedback to give. Coaching without knowledge and
experiences isn’t really coaching.

The sweet spot of leadership development is the intersection of
knowledge, experiences, and coaching. Scholars from a variety of
fields have emphasized the convergence. For example, William Yount,
Christian professor of education, articulates that effective teaching is
the synergy of thinking, feeling, and doing. As thinking (knowledge),
feeling (experiences), and doing (coaching) intersect, the student is
spared from intellectualism without action or intellectualism without

heart.8 Ram Charan, leadership author and consultant, bemoans the
lack of leadership development in organizations, even cautiously
elevating it to the level of a crisis. He notes that when development
does occur it is because “a senior leader takes a special interest in a
junior person and provides that person with the experiences and

coaching to help him or her flourish.”? You likely recognize this
intuitively and experientially. Your development occurred as
knowledge was combined with coaching and experiences.

If you view development as solely informational, knowledge will be
your solution. If you view development as merely behavioral,
experiences will be your solution. If you view development as part of
discipleship, you want to use both knowledge and experiences,



alongside coaching from godly leaders, as tools for the ultimate goal
of transformation.

Back to Jesus

As you read through the Gospels, you find Jesus being incredibly
intentional with His disciples. While He loved the crowds, had
compassion on them, and served them, the focus of His discipleship
was the twelve disciples. He shared knowledge with them, as He often
spoke directly to them, even in the midst of a crowd. He frequently
and privately offered additional insights to the Twelve, explaining His
teaching exclusively to them. Jesus provided experiences for His
disciples, as He invited them to watch His interactions with people
and included them in His ministry. Jesus also responded to their
questions, posed questions to them, and took advantage of situations
to coach His disciples. He applied truth to their hearts over and over
again. For a detailed listing of Jesus’ approach to His disciples through
the lens of knowledge, experiences, and coaching, see the Appendix.

Knowledge. To develop someone, you need a base of knowledge
that you are convinced must be embraced by the person being
developed. According to Noel Tichey in his book The Leadership
Engine, to develop someone, a leader must (1) take direct
responsibility for the development of other leaders and (2) have

teachable points they can articulate to others.10 Which is another
reason why the Church should excel in leadership development. We
have a faith that has been delivered once and for all to the saints (Jude
3). We have a core set of beliefs that originated with Him, and not
with us. “He gave us a new birth by the message of truth” (James
1:18), and He matures us through His truth. Unlike organizations that
must develop their own core doctrine—their own core beliefs that
likely shift and turn with each change in leadership—Jesus has given
ours to us. His truth is timeless and transformational.



Jesus clearly held a set of beliefs that He knew the disciples must
learn, so He spent a significant amount of time teaching truth to His
disciples. Instead of viewing the crowd as His primary audience and
the disciples as His secondary audience, Jesus flipped the paradigm.
Jesus spoke to His disciples first, and the crowd overheard.

Most would think that the reasonable approach would be to address
the majority of the people, but because discipleship is His method,
Jesus’ approach was upside-down. He focused on His disciples. The
crowd was His secondary audience.

Luke 12 provides us a snapshot of Jesus’ intense focus on teaching
His disciples, His concern to deliver knowledge to them. A massive
crowd gathered around Jesus, so much so that people were trampling
on one another. And Jesus began to “say to His disciples first” (Luke
12:1, emphasis added). His first concern was not the crowd, but His
disciples.

Try to understand the scene. Imagine showing up at a major event
to hear an incredible communicator. The stadium is sold out.
Christians are honking at one another in the massive parking lot and
cutting in front of one another in line, vying for the best seats (yes,
this actually happens). You finally sit down with your Diet Coke and
chicken sandwich, ready to hear from an incredible teacher. To your
surprise, he invites a small group on the stage with him and speaks to
them while you are sitting in the crowd. You think, Is this some type
of illustration? But he continues. He keeps going. Finally someone
asks the speaker a question. The famous speaker answers but then
turns back to the small group and continues addressing them directly.
This is pretty much the scene in Luke 12.

Jesus was teaching His disciples in the midst of a huge crowd, a
crowd who has been waiting for this moment—this moment to see
Jesus. After someone asked questions about dividing an inheritance,
Jesus answered Him with a parable and then again spoke directly to
His disciples about not worrying, trusting God, seeking Him first, and



being prepared (Luke 12:13-40). As you read the narrative, you get
the sense that perhaps Peter feels badly for the crowd. He even asks
Jesus, “Lord, are You telling this parable to us or to everyone?” In
other words, “Jesus, there are a whole bunch of people here. Watching
and listening to You right now. Are You thinking this is for them
too?” Jesus didn’t answer Peter. He kept speaking to His disciples
about faithfulness and suffering (Luke 12:41-53).

Why did Jesus focus so passionately on giving knowledge to His
disciples? He knew His time with them was short, and they were the
focus of His urgency. In John 17, in His prayer in the Garden of
Gethsemane for His disciples, Jesus prayed:

“I have revealed Your name to the men You gave Me from the
world. They were Yours, You gave them to Me, and they have
kept Your word. Now they know that all things You have given to
Me are from You, because the words that You gave Me, I have
given them. They have received them . ..” (John 17:6-8)

With great intentionality, Jesus gave His disciples the knowledge
they needed to receive. What a glorious picture! He left His role as
disciple-maker knowing “the words that You gave Me, I have given
them.” A time is approaching when all leaders will vacate their roles
too, including you. Wise leaders envision that day and work
backward.

Experiences. To develop someone, you must provide experiences
that accelerate learning and development. We often learn best by
doing. New teachers learn as much during “student teaching” as they
did the previous 3.5 years sitting in a classroom. College graduates
often remark that they learned infinitely more during their internships
than during their time in the classroom. You did not learn how to
dribble a basketball by watching videos. Your learning accelerated
when you picked up a ball. On-the-job training is the best.
Experiences not only help us learn, but they reveal to us what we still



need to learn. They help us long for knowledge and coaching. They
help show us where we still need to grow.

Ministry experiences often put people in a teachable posture. They
are given the opportunity to experience God working through them to
serve others. The overwhelming moments of leading a group for the
first time, attempting to connect with a group of kids or students, or
engaging in a mission project can place a person in a dependent
posture—where the person keenly senses the need for the Lord.
Inviting someone to an overwhelming ministry experience is inviting
that person into a teachable posture.

Jesus’ training of His disciples happened along the way and
provided them an immense amount of experiences. It was education
through immersion. He invited the disciples to be with Him, to learn
by watching His life. They found Him praying and saw in Him a holy
dependence on the Father. They found Him talking to a Samaritan
woman and learned that grace transcends cultural boundaries. They
watched as He lovingly wept with Mary and Martha in their pain, and
learned how to minister in the midst of grief. In their time in Jericho,
they saw Jesus serve the poor (a blind man begging) and the rich
(Zacchaeus) and learned how to love and pursue people from different
backgrounds.

In the Upper Room, the disciples watched with awe as Jesus got up
from the meal, poured water into a basin, and washed their feet.
Because the room where they were meeting was borrowed, a servant
was not there to wash the feet of the guests. So Jesus—“assuming the
form of a slave”—performed the task reserved for the lowliest slave
and washed the dirty, dusty feet of His disciples, feet covered in
sandals and not by shoes, feet that walked through the streets of
Jerusalem during an extremely busy week. They had been arguing,
again, about who was the greatest (Luke 22:24), and in the midst of
their bickering Jesus showed them the full extent of His love.



Jesus also provided experiences for His disciples by involving them,
by handing responsibilities to them, and by serving alongside them.
Instead of baptizing people Himself, the disciples baptized. When
Jesus fed the five thousand, He involved His disciples in the miracle.
They distributed the baskets and collected the leftovers. When Jesus
walked on water, He invited Peter to walk on water with Him.

Jesus consistently provided experiences to prepare the Twelve, to
develop them into the leaders that would influence and impact the
entire world. In some moments, Jesus taught His disciples how to
minister by ministering. In other moments, He more directly involved
them. And in other moments, He sent them to serve without Him.

John records none of the parables in his gospel because, to John, all

of Jesus’ life was a parable.11 He closed his gospel with the statement:

And there are also many other things that Jesus did, which, if they
were written one by one, I suppose not even the world itself could
contain the books that would be written. (John 21:25)

The lessons were too many to record, the impact so significant that
John viewed the task of writing it all down to be impossible. John and
the other disciples learned by simply being with their disciple-maker,
by experiencing life together.

Coaching. Jesus shared knowledge with His disciples and invited
them to experience life with Him, but He also applied truth to their
hearts as questions and situations arose. He asked penetrating
questions, responded to theirs, and took full advantage of everyday
situations to develop them.

His coaching was constant. When people began to stop following
Jesus, He asked the Twelve if they were going to leave too. After
calming the storm, Jesus asked the disciples: “Where is your faith?”
After the disciples could not cast a demon out, Jesus emphasized that
“this kind can only come out with prayer and fasting.” When James
and John wanted to destroy people with fire, Jesus confronted them



for their lack of love. After watching Jesus continually pray, the
disciples asked Jesus to teach them. Jesus gave them an example of
how to pray and challenged them to be persistent in prayer. Jesus
corrected His disciples for stopping children from coming to Him, and
used the moment to remind them of childlike faith.

Luke’s gospel provides us a sense of how Jesus moved His disciples
from merely watching Him serve others to coaching His disciples in

their ministry to others.12 We sce a rhythm of “watch, go, and let’s
talk.” After the Twelve were designated as His disciples (Luke 6:13),
they first watched Him minister. They were then sent out to minister
before coming back to Jesus to discuss what happened on their
journey.

Watch (Luke 7-8). At first, Jesus invited His disciples to simply be
with Him. His presence was the essence of their development. They
saw His focus, His love, and His mercy and compassion toward
people for ministry. They saw Jesus receive worship from a sinful
woman and defend her before the religious. They observed as He
mercifully drew attention to a woman who was healed from her
bleeding, so that all would know she was no longer unclean. They saw
Him relate to a family in the midst of grief and pain before raising
their daughter from the dead.

Go (Luke 9-10). After the disciples watched Jesus serve, Jesus sent
them to minister to others and proclaim the Kingdom of God. Twice
in Luke 9 and 10, Jesus sent the disciples and others to minister. He
gave them specific instructions on how to respond to people who were
hospitable, how to respond to those who were not welcoming, and
what to take for the journey.

Let’s talk (Luke 9-10). In both instances, when the disciples
returned from serving and proclaiming, they shared their experiences
with Him. Essentially, they debriefed. They were thrilled with the
impact they were having. They were enjoying the serving buzz, the joy



that comes from seeing lives transformed. As they rejoiced in the fruit
of their ministry, Jesus challenged them to rejoice that their names are
written in heaven—to rejoice first in the reality that they are His. In
other words, the coaching Jesus provided focused on their hearts. He
wanted them to be more in awe of what the Lord had done for them
than what He was doing through them.

Leadership Development Imperatives

If you and your church are going to develop leaders, you must
deliver knowledge, provide experiences, and offer coaching. As people
receive truth from godly leaders they trust and respect while they are
in a serving posture, development is likely to occur.
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1. Deliver Knowledge

Knowledge includes information, but it is much more than knowing
facts or being able to understand and sign off on a doctrinal
statement. To know a friend or spouse is to know much more than
their favorite color or restaurant; it is to recognize their moods, to
know how to encourage, and to be skilled in relating to them. To
know something is to understand it well, to be skilled in it. So when a
church delivers knowledge to leaders they are developing, the church
is delivering knowledge to more than just the mind.



When the apostle Peter preached the sermon that launched the

church in Jerusalem, those listening were impacted in head, heart, and

hands. All three domains were involved.13

“Therefore let all the house of Israel know with certainty that
God has made this Jesus, whom you crucified, both Lord and
Messiah!” When they heard this [head], they came under deep
conviction [heart] and said to Peter and the rest of the apostles:
“Brothers, what must we do?” [hands] (Acts 2:36-37)

Head: To deliver knowledge to the minds of leaders you are seeking
to develop, you must know what you believe they must know. In other
words, you must have an established sphere of knowledge that you
want to pass on to those you are developing. Some questions to
consider are: What do leaders need to know? What competencies do
they need to develop?

We wanted to answer these questions, so we gathered with ministry
leaders who are passionate about and committed to developing others.
We sought to develop a simple set of competencies that transcend
ministry context and ministry role—a set of competencies that we
believe leaders must learn. From our time in the Scripture and our
combined experiences learning from effective leaders, we distilled the
competencies to the following six, which we will further discuss in the
next chapter:

« Discipleship: theological and spiritual development

Vision: preferred future

Strategy: plan or method for the preferred future

Collaboration: ability to work with others

People development: contributing to the growth of others

Stewardship: overseeing resources within one’s care



Heart: As we apply knowledge, we must apply knowledge to the
hearts of those we are developing. Heads filled with information
without hearts transformed by the grace of God is a horrific
combination in the realm of leadership development. As King Saul
continued ruling, surely his head was filled with more and more
knowledge of how to direct people and administer his kingdom. But
his heart wandered more and more from the One who ultimately
made him king.

As Saul’s leadership and responsibility increased, the cracks in his
character became more visible and pronounced. His heart could not
handle others developing and growing. He was filled with jealousy as
songs were sung, “Saul has killed his thousands, but David his tens of
thousands” (1 Sam. 18:7). His heart could not handle victory, either.
After defeating the Amalekites, in pride Saul disobeyed the Lord’s
command and instead built a monument to himself (1 Sam. 15:12).
Both pain and victory exposed Saul’s character. Pride, jealousy, and fits
of anger raged within his heart. Saul’s ability to lead outpaced his
character. His skills were greater than his integrity. And the Lord
regretted that He had made Saul king (1 Sam. 15:11). Greater
responsibility tends to reveal one’s character. We must deliver
knowledge to the hearts of those being developed, not just the heads.

Hands: As leaders are developed in their thinking and in their
affections, they must also be equipped with knowledge to serve. They
must be taught how to lead, how to serve. Zeal for leading, without
knowledge of how to lead is not good (Prov. 19:2). Zeal without
knowledge is dangerous because we can be deeply and sincerely

passionate and completely misguided.14 As competencies are taught,
wise leaders connect these competencies to actions.

2. Provide Experiences

Each week ministry leaders feel the weight of responsibility to
disciple people in the church while also owning the responsibility of



“pulling off church” that week. The kids’ ministry, student program,
weekend services, and mission activity won’t happen without the help
of others, without volunteers engaged in the ministry. Sometimes these
two responsibilities are viewed as polarizing opposites, as if ministry
leaders are confronted with the choice to either (a) disciple someone,
or (b) invite a person to serve. The dichotomy is unnecessary and
unhelpful as people can and should be developed through ministry
experiences.

Church leaders must confidently invite people to serve, knowing
that the opportunities to serve provide moments where development
occurs. Churches must emphasize that all of God’s people are
ministers and have the opportunity to influence and impact others
through the ministry of the Church.

Some questions to consider are: Is it easy for someone to find a
serving opportunity at our church? Is there a culture of inviting, where
current leaders are encouraged to invite others to serve alongside
them?

3. Offer Coaching

In his book Talent Is Overrated, Geoff Colvin makes the strong case
that the top performers in any field have engaged in “deliberate
practice” for sustained seasons of their lives. The practice is “designed
to improve performance, often with a teacher’s help,” and “the

practice activity provides feedback on a continual basis.”1® Those
who hone their craft have been fortunate to have people throughout
their lives provide real-time feedback. Coaching from someone we
trust and respect deeply impacts our development.

Ministry experiences present many teachable moments, and when
those moments are shepherded by a godly leader, development
increases. A godly leader applying the truth of God to the heart must
converge with the teachable posture that serving provides.
Development and discipleship are relational, not merely



informational. Without the truth applied to hearts, all a church
produces is people who accomplish tasks.

As Jesus cared for the hearts of His disciples when they excitedly
returned from ministering, so, too, a church must care for the hearts
and not just the actions. As Jesus reminded the disciples that they were
forgiven sons first, so, too, must church leaders remind those being
developed of their fundamental identity. If leaders are not constantly
reminding people of Jesus and His grace, development will degenerate
into altruistic legalism—attempts to justify oneself through deeds that
are applauded and boost one’s self-image.

Remind people that they are serving because He has first served us,
not because we are attempting to earn His love or pay Him back for
His love. There is nothing to be paid back as the debt has been paid in
full. If you lead a team in the hospitality ministry, remind them that
Christ first welcomed us. If you lead a team in the worship ministry,
remind them of the joy of celebrating who He is and what He has
done for us through Christ. If you lead a team in the kids’ ministry,
remind them God’s Kingdom is ultimately for children, for those of us
who trust Him as our Father.

Some questions to consider are: Do we have conversations with
those serving in our church about their experiences and about what
the Lord is teaching them? Are we constantly reminding people of the
“why” beneath the serving?

Leaders are responsible for future leaders. Development is part of
discipleship. To develop other leaders, deliver knowledge, provide
experiences, and offer coaching.



CHAPTER EIGHT

PIPELINES AND PATHWAYS

Leaders aren’t born, they are made. And they are made just like
anything else, through hard work.

—ViINCE LOMBARDI

Would an effective middle school principal be a great leader in another
setting? Would a basketball coach who displays leadership prowess
excel in managing a local restaurant or leading a sales team? Would a
great student ministry pastor make a great senior pastor? In other
words, how much of leadership is transferable from one context to
another, from one discipline to another discipline?

The authors of The Leadership Code sought to answer that question
through qualitative research and interviews with well-respected

leaders, and concluded that 60 to 70 percent of all leadership is

applicable to any domain or context. |

We have argued that the Church must develop leaders for all spheres
of life. If up to 70 percent of leadership is completely transferable to
any domain, as churches develop leaders they are developing leaders
that may effectively lead and serve in a variety of contexts. As leaders
are developed in the Church, they are simultaneously developed for all
spheres of life, to be men and women who represent our King and



steward responsibilities and opportunities for His glory and on His
mission.

The authors and researchers behind The Leadership Code also
sought to capture the essence of the 60 to 70 percent transferable
aspects of leadership, so they distilled leadership down to five essential
and transferable traits: strategist, executioner, talent manager, human
capital developer, and personal proficiency. Personal proficiency is
what we would call integrity, being a man or woman of character.

In the illustration below, notice that the right side of the illustration
is focused on the organization and the left side is focused on
individuals. The top half of the chart is focused on the long-term, and
the bottom-half is focused on the short-term.

THE LEADERSHIP
CODE

HUMAN CAPITAL long-term
DEVELOPER strategic STRATEGIST
Rule 4: Rule T:

Build the next generation Shape the future

PERSONAL
PROFICIENCY
. individual oo organization

Rule 5:
Invest in yourself

TALENT
MANAGER EXECUTOR
Rule 3: near-term Rule 2:

Engage today’s talent operational Make things happen



The human capital developer leadership trait focuses on individuals
for the future. With all of leadership distilled down to five essential
leadership qualities, the researchers/authors concluded that developing
others, developing leaders for the future, is absolutely essential. In
other words, embedded in what it means to be a leader is the
responsibility to make other leaders. In all our consultations with
leaders, from CEOs of for-profit companies to leaders of nonprofit
organizations to pastors and ministry leaders, many have admitted
that human capital developer is the trait, the box, they most struggle
with. And for understandable reasons. The urgency of today pushes
many leaders to live in “execution” and “talent manager” mode. Even
as you read this, there are e-mails filling in-boxes, meeting requests
being submitted, and fires burning that you sense responsibility to put
out. You are always pulled down to the short-term, to the now.

Leadership development does not provide instant gratification. It
does not produce immediate results. Unlike executing a plan, running
a program, completing a task, or knocking out a short-term goal,
developing leaders is long and hard work. It takes great discipline to
develop leaders for the future. And that discipline can only come from
a deeply held conviction that “a critical part of my role is to develop

others.” It can only come from an overwhelmin sense of
8
2

Leadership development, with God’s global mission in mind,

responsibility that “leaders are responsible for future leadership.”

requires the church to have an intentional plan to develop leaders. The
scope of God’s mission demands leadership multiplication. Because
the short-term and the immediate needs will always pull you away
from developing leaders, an intentional process is essential. For church
leaders to be “human capital developers” who create leaders who, in
turn, will develop others requires a consistent and systematic
approach to leadership development. Without a systematic approach



to developing and deploying leaders, churches look like cruises to
nowhere.

Church Cruises to Nowhere

Several cruise lines offer cruises to nowbere. If you want to plan a
trip to nowhere, it is really quite easy. You purchase a ticket, pack
your bags for no real destination, do absolutely no research on
countries or cities you will visit because you won’t actually be visiting
any countries or cities, plan no excursions, board a boat in Norfolk or
Fort Lauderdale, and cruise to nowhere. You live on a boat for a few
days and then return home having seen no real sights and gone
absolutely nowhere. For relaxing and unwinding, a cruise to nowhere
does have a certain appeal. Because there is no way to accomplish
anything or do anything at all, some must find it relaxing.

Many churches approach leadership development like cruises to
nowhere. A group of people on the same boat, in the same church,
and there is nowhere in particular they are going. How can you spot a
church that is like a cruise to nowhere? There is no vision and no plan
for the journey.

There is no vision for the journey. On cruises to nowhere, there is
not a vision for the journey. The journey is designed to take you
absolutely nowhere. This must not be in the Church of Jesus Christ. A
church should paint a picture of what development looks like. She
should give people a vision for the journey, a view of how
development occurs in the Church. Instead of leading a church to
wander aimlessly in a plethora of directions, wise church leaders
define and describe a journey of discipleship for the people they serve.

While sanctification—our becoming more and more like Christ—is a
lifelong journey, the journey does not need to be unintentional and
haphazard. Though we will not arrive at our destination of fully
formed Christlikeness in this lifetime, we should be moving toward



Christlikeness. And, as we do this, we call God’s people to embrace
the vision and conviction that they have been designed to lead. We
should not be wandering aimlessly.

There is not a plan for the journey. Unlike a cruise to nowhere, a
traditional cruise provides a plan and path for the people onboard.
There is a plan in place that lets you know when you will arrive in
each port. You know what city, what destination, is next on your
journey. The ports along the way serve as markers along the journey.

A local church must do more than define discipleship and leadership
development with broad, visionary language. She must also provide
steps or opportunities for people to mature and develop as leaders.

Sadly, in many churches there is no plan. In every church research
study I (Eric) have been involved with, the lack of intentionality in
most churches has been painfully obvious. In Simple Church, we
found that most churches have no process of discipling people. In
Transformational Groups, we discovered that most church leaders
could not articulate how groups fit into their overall strategy. And in
research that undergirds this book, we learned that fewer than 25

percent of church leaders say they have a plan to develop leaders—

though they know they should have one.>

Moving from Nowhere to Somewhere

Discipling people and developing leaders does not need to feel like a
journey to nowhere. The apostle Paul’s approach was very different.
As he wrote about his ministry, he articulated both a vision for the
journey and intentionality in developing others. Notice these two
passages:

We proclaim Him, warning and teaching everyone with all
wisdom, so that we may present everyone mature in Christ. I
labor for this, striving with His strength that works powerfully in
me. (Col. 1:28-29)



According to God’s grace that was given to me, I have laid a
foundation as a skilled master builder, and another builds on it.
But each one must be careful how he builds on it. (1 Cor. 3:10)

Paul wanted to see maturity and development occur in the people he
led, and this involved teaching with wisdom. The antithesis of
teaching with wisdom is a haphazard plan or no plan for
development. With similar images of intentionality, Paul described his
ministry engagement as a skilled master builder in response to and
empowered by God’s grace. A wise builder has a set of blueprints, a
plan, and a clear strategy for proactively attacking the building
project. Building skillfully surely means more than a random and
disconnected flurry of events, activities, and programs. In other words,
the apostle Paul did not just “wing it” or “go with the flow.” He did
not haphazardly plant churches, disciple people, or develop leaders.

In this chapter we are going to provide you with tools, constructs, to
help you develop leaders along the journey. The tools, we hope, will
provide both a macro picture of development and also steps along the
journey. But if you are here in this chapter and you have not wrestled
with your own conviction for development and the culture within
your church, we suggest you put the book down. If you have skipped
to this chapter because this is really why you bought the book—you
want some charts and graphs to make your own, pass out to your
people, and declare leadership development into existence—you are
doing it wrong. Without conviction for development expressed in a
healthy culture, these constructs won’t be of much value.

While some have the tendency to skip to this chapter, there are
others who don’t like the idea of constructs or systems, except when
they read their systematic theology textbook. After all, systems sound
so unspiritual, right? Why do we need systems when we have the
Spirit? Why do we want constructs when we have Christ? We are a
church not an organization! While we must be careful that our



constructs are simply guides that serve and not gods that rule, the
Lord has often chosen to establish and work through systems.

Case for Constructs

God is not bound by any system and no system can contain all He
is, but He has chosen to use systems. God created the world out of
nothing, but He did so in an orderly and systematic way. When God
chose to flood the earth, He warned Noah and gave detailed
instructions on how to build the ark. He gave Moses extremely
specific instructions on constructing the tabernacle and designed an
elaborate sacrificial system to teach His people to loathe sin and long
for a once-and-for-all Sacrifice. When the Lord used Nehemiah to
rebuild the wall of Jerusalem, Nehemiah strategically and
systematically approached the project. In the New Testament, the
apostle Paul encouraged the Corinthian believers that their gatherings
should “be done in a fitting and orderly way” (1 Cor. 14:40 N1v). And
God has established roles and order in the Trinity, the family, the
angelic world, and the Church.

Quite simply, systems are not unspiritual. Constructs are not unholy.
The God who is not bound by any system has chosen to work in a
systematic fashion. You are reading this book as blood is flowing
through your body because of the circulatory system God knit
together in your body. And you are still alive for this sentence because
the earth is held the precisely perfect distance from the sun in the solar
system that God designed. While systems are important in the universe
and in your body, they are also important in your church’s culture.
Your systems, or lack thereof, reveal your culture and help create your
culture.

Systems reveal your culture. Van Halen was notorious for their
“rider,” a list of requests and demands artists expect from a venue.
Their rider specified that a bowl of M&Ms, with the brown ones



hand-removed, be placed in their dressing room before a concert.
While their rider aided in building the prima-donna renown of Van
Halen, it was actually a savvy system to check the culture of the
venue. During that time, bands typically traveled with three semi-
trucks to handle all their stage gear. Van Halen, however, traveled with
nine semi-trucks, and their management company was concerned that
venues would be unprepared to handle the weight and electrical
requirements.

For safety reasons, Van Halen needed a way to know for sure that
the venue had properly prepared to handle the excess load. So to
determine if the venue possessed a culture of preparation, they added
the statement about M&Ms to the end of their rider. If they walked
into their dressing room before a show and noticed brown M&Ms in
the bowl, they would immediately ask for a check on other more
important requests. They often learned that the brown M&Ms was a

snapshot into the overall culture of the venue, a venue that was not

ready. The lack of system revealed the culture.t

You can tell what is important to a church by looking at their
systems. If a value is strongly embedded in the culture, a system is in
place to ensure the value is lived out and not merely words on a vision
document. If “it” is important, a system has been designed or
implemented to ensure “it” happens, whatever “it” is. For example, if
caring for guests is really in the culture, there is a system in place
because if pursuing guests is a deeply held cultural value in the church,
then the leaders would insist on a system to ensure guests are pursued.
If engaging people in ministry is in the culture, there is a system in
place to deploy people into ministry. If discipling new believers is
really a value, there is a system in place.

You can tell what is important to a church by looking at their
systems. Conversely, you can tell what is not important to a church—
no matter what the messages are—by looking at the lack of systems.



What many leaders say is in the culture and believe is in the culture is
not really in the culture. What many assume is happening in their
churches is not. The lack of a system reveals the value is not really
embedded. Without a system, all you have is wishful thinking.

If developing leaders is a conviction, then that conviction will drive
you to a construct. The presence of a construct to help your church
develop leaders, not just sign up volunteers, reveals development is
important. The absence of a system reveals the conviction has not
overwhelmed you to action.

Systems help create culture. Surgeon and Harvard medical professor
Atul Gawande advocates for the implementation of simple checklists
to help create and reinforce culture. His book The Checklist Manifesto
chronicles research where he introduced simple checklists in eight
hospitals around the world and saw tremendous results in lowering
post-operation infection rates. The hospitals were in different cultural
settings with different doctors, but the advent of a simple checklist
system had big results.

Many church leaders have argued against their need for a system.
The argument sounds like this: “All the people are different. And I am
a trained pastor, one who has studied church and theology for
decades. I am not one who needs a system.” Gawande essentially
heard the same argument from the medical community. At first
medical professionals were offended or dismissive of the checklist
idea. After all, each patient is different. And they were highly trained,
highly educated professionals who viewed themselves above checklists.

Gawande argued that it is precisely because each patient (person) is
different that a simple system is necessary, so that the baseline
essentials are covered with precision every time. And the more
educated and experienced the doctor (church leader) is, the more
necessary a system is because of the human tendency to skip over
things that are viewed as elementary. When the hospitals got on board



and implemented simple systems, simple checklists, people were better

served and a greater culture of safety was created.”
Andy Stanley, pastor of North Point Community Church in the
Atlanta area, has taught that systems trump environments and

ultimately change people’s behavior. Systems are powerful in helping
to create a culture, and they assuredly reinforce the culture that exists.

If you possess a conviction for leadership development, then well-
designed systems can help you create a culture that values leadership
development. If you hold a deep conviction to equip people and
develop leaders, the conviction will drive you to constructs, and
constructs will help you create a culture that values development. Two
constructs you need are the leadership pipeline and the leadership
pathway. The pipeline focuses on the flock as a whole. The pathway
focuses on an individual in the flock, a sheep.

Leadership Pipeline

To develop leaders on a broad scale, organizational theorists have
advocated for leadership pipelines. A leadership pipeline is a helpful
construct that aids in systematically and intentionally developing
leaders. For example, Ram Charan, in The Leadership Pipeline,
emphasizes the importance of developing leaders and not just hiring
them. He articulates six leadership passages along the journey of
development, passages that leaders must experience to be fully
developed:

. From managing self to managing others

. From managing others to managing managers

. From managing managers to functional manager
. From functional manager to business manager

. From business manager to group manager
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. From group manager to enterprise manager



Though the levels of leadership in Charan’s model don’t translate
well to local church nomenclature and practice, the thinking beneath
the surface is important. Unlike the cruise to nowhere, a leadership
pipeline provides both a vision for development and a process for the
journey. A pipeline in the realm of local church ministry may look
something like this:

lead self _) lead others _) lead leaders lead ministries

(bein a group) (lead a group) (shepherd group leaders) (direct a ministry)

Lead Yourself (be in a group)
Lead Others (lead a group or team)
Lead Leaders (shepherd or coach a group of leaders)

Lead Ministries (direct a ministry area)

As one has proven faithful in following Christ and leading self, the
person is asked to lead others. As the person proves faithful in this
responsibility, the person is given the responsibility to lead and
shepherd other leaders. As the person has effectively cared for and
developed other leaders, the person may be willing and ready to direct
a larger portion of ministry.

Our friend Dave Ferguson, pastor of Community Christian Church,
articulates the leadership pipeline at his church this way:

Apprentice Leader (leader in training)

Leader (of ten people)

Coach (leader of up to five leaders)

Staff (leader of up to ten coaches)
Campus Pastor/Church Planter (leader of staff)

Dave’s pipeline focuses heavily on developing campus pastors and
church planters because of the multiplying focus of Community
Christian. Dave and Community Christian were on the front edge of



the multiple-campus approach to multiplying, and Dave believes that
the biggest mistake multisite churches make is in failing to focus

adequately on leadership development.8 We would recommend a
pipeline that serves to equip leaders for inside and outside the formed
structures of the local church. Nonetheless we find the example very
helpful. Regardless of the context, a leadership pipeline provides
multiple benefits.

Development clarity. A pipeline provides clarity of how an
organization builds its own leaders, instead of just attempting to buy
them. For a ministry, a leadership pipeline is a visible picture of how
leaders can be developed and what their next step in the pipeline is.
The pipeline helps provide actionable understanding to the team. If
you do not have a leadership pipeline, most likely people in the church
are unclear about what their next step in development is.

Succession planning. A pipeline helps with succession in all roles, as
leaders are being developed at all levels. When a role is open, whether
staff or volunteer, a leadership pipeline helps ensure there are others
ready to move into that role. Instead of reactively scrambling to “fill a
spot,” a leadership pipeline helps leaders think proactively about the
future. If you do not have a leadership pipeline, you are likely
approaching leaders from a reactive posture rather than a proactive
one.

Effective coaching. As mentioned in the last chapter, the sweet spot
of development is the convergence of knowledge, experience, and
coaching. A pipeline helps the coaching conversations focus on
development for the future and not only the role someone is currently
serving in. As levels of leadership are identified, so are the character
and skill-based competencies associated with those roles. Thus
coaching can be directed around the necessary competencies for future
roles.



Ministry expansion. As more leaders are developed, the influence of
the ministry is exponentially expanded. Ministry is greatly multiplied
when leaders are developed and deployed. As the scope of leadership
broadens, so does the scope of ministry. The book of Acts recounts the
glorious story of God birthing and multiplying His Church. At first
the growth of the Church was by addition:

The Lord added to them those who were being saved. (Acts 2:47,
emphasis added)

But as the Church continued her faithful witness, the growth moved
from addition to multiplication.

In those days . . . the number of disciples was multiplying. (Acts
6:1, emphasis added)

At this point, the growth of the Church presented new sets of
challenges. The growth of a church always does. To solve the problem
of some widows being underserved while also remaining focused on
preaching the Word and prayer, the apostles asked the Church to
select seven men, men of character and filled with the Spirit, who
would serve the body. The proposal pleased the gathering of believers,
they chose seven, and notice the results:

So the preaching about God flourished, the number of the
disciples in Jerusalem multiplied greatly, and a large group of
priests became obedient to the faith. (Acts 6:7, emphasis added)

Preaching flourished. Priests were being converted. And the number
of disciples multiplied greatly. In the early Church, the result of adding
leaders was greater multiplication. The early Church moved from
addition to multiplication to rapid multiplication as ministry
responsibilities were expanded from the apostles to others. To
multiply ministry and develop leaders—leaders who are “of good
reputation, full of the Spirit and wisdom” (Acts 6:3)—a leadership
pipeline helps people in the congregation see how the leadership base



of the church may be expanded. Moreover, a leadership pipeline that
develops leaders for the Kingdom can reinforce the vision that
believers can lead and minister for God’s glory in every context God
has placed them.

Build a Pipeline

Developing and implementing a leadership pipeline is not as
overwhelming as it sounds. It really takes two disciplines:
intentionality and intensity. You must intentionally think about how
your church or ministry will develop leaders, and you must continue
down that path with great intensity, intensity expressed in persistence
and not just being loud. Building a pipeline is not easy. If it were easy,
churches would be excelling in developing leaders. But many are not.
It takes a deep-seated conviction that will keep your intensity for
development burning.

We gathered a team of seasoned church leaders—leaders who are
known for developing other leaders—to discuss leadership pipeline.
The goal was to walk away from gathering for several days with a
template for a leadership pipeline, a view of what a leadership pipeline
could be for a church—with the understanding that local churches
may want to tweak and adjust for their contexts. Below were the
conclusions. The first template is for a church. The second template is
an example of a leadership pipeline for developing leaders who will
lead and cultivate culture in environments outside the local church.
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The previous pages are views of fully developed pipelines. To get
there takes some work. Based on our work with churches and
organizations, here are four critical steps:

1. Diagnose: Survey the Area



Before an engineer even considers digging and putting steel in the
ground, the engineer carefully evaluates the land. You must do the
same. Look at your current ministry and evaluate the leadership. How
many levels of leadership currently exist in your context?

In reality your church may have a network of pipelines, depending
on the size of the church. So identify levels of leadership within each
ministry department. You may have one for kids’ ministry leadership,
one for mission leadership, one for community/groups leadership, etc.
It will be helpful, however, to develop a common nomenclature for all
areas in your church. But for now, identify the levels of leadership.

How many levels of leadership do you currently have in your
church?

What language is used to describe each level?
Could a consistent language be easily developed?

What are the types of roles¢

2. Design: Draw the Plans

After surveying the area, it is time to draw the plans for the
leadership pipeline. The planning is critical. The design will impact
how leaders are developed and the journey that is set before them.
Because you will execute what you design, design carefully and
prayerfully. Involve a team of people in this process. The cliché is true
here: Measure twice and cut once.

Identify competencies. We are using “competencies” as the
overarching term so that the pipeline can be as simple to read and
absorb as possible. There are character-based competencies, such as
being a disciple of Jesus, and skill-based competencies, such as
developing strategy. Without competencies, a leadership pipeline is
incomplete because you will be simply moving people to new roles
without understanding the competencies required in those roles and



the competencies that must be mastered before one moves to a new
place in the leadership pipeline.

The majority of our time was developing a leadership pipeline
template with the team of leaders focused on competencies. We landed
on the premise that leadership development is essentially advanced
discipleship, so we did not develop two different sets of competencies:
one for being a disciple and one for being a leader.

The team analyzed all their collective experience of developing
leaders in the church and concluded the following seven competencies
are absolutely essential. Remember, earlier in this chapter we shared
that research indicates 70 percent of all leadership is fully transferable
from one context to another. So if a church seeks to develop leaders
for the world, these competencies transfer to leaders serving in
multiple spheres of life. We are offering these as an example, knowing
that you may want to create your own or contextualize these:

Discipleship: Theological and spiritual development

Vision: A preferred future

Strategy: Plan or method for the preferred future

Collaboration: Ability to work with others

People Development: Contributing to the growth of others
Stewardship: Overseeing resources within one’s care

Ministry Specific Competencies: Unique skills within a ministry area

Apply competencies to each level of leadership. After competencies
have been developed, those competencies must be applied to each level
of leadership. By design, someone who is at an early stage in the
pipeline may not display the same level of aptitude in a competency as
someone who is at an earlier stage in development.

For example, collaboration—the ability to work with others—is a
critical competency for all leaders. Because leadership is about serving



people, one who cannot relate to and work with others will be
doomed to ineffectiveness. But the competency of collaboration will
be expressed differently as leaders progress through the pipeline. And
this must be the case, as the expectation for collaboration will rise as
leaders have greater responsibilities. Here is an example of how a
competency, like collaboration, can be applied to each level of
leadership:

Level 1: Volunteer: Works with others
Level 2: Leader: Works through others
Level 3: Director: Works through teams

Level 4: Senior leadership: Works through key leaders

As leaders progress through the pipeline, they don’t lose the
competencies they previously developed. The leadership pipeline helps
them add to what was already developed. In other words, someone
does not graduate from working well with others, but the leader adds
to that skill as the leader progresses through the pipeline.

Develop training plans for each competency and level of leadership.
For each level of leadership in the pipeline, flesh out what training a
leader will receive, what experiences will help form the leader, and
what coaching will take place. On the next page is a sample training
path for the “strategy competency.”
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Training plans can help facilitate coaching conversations between
leaders and those they are developing. Embedded in effective coaching
is the important leadership discipline of providing feedback. Most
churches struggle with providing feedback, under the guise of being
kind and gentle. But not providing feedback is cruel. It is the kisses of
the enemy that are excessive, and the wounds of a friend that are
trustworthy (Prov. 27:5-6). It is loving to provide instructive feedback
to those you are developing. Feedback, of course, is not about being
right or about making a point. The motivation of God-honoring
feedback is ultimately for the good of the friend you love. People long
for feedback, to know how they are doing and how they can improve.
The former chief learning officer at Goldman Sachs, Steve Kerr, said,
“Practice without feedback is like bowling through a curtain that
hangs down at knee level.”

3. Implement: Put Steel in the Ground



After you have designed the leadership pipeline, you must
implement it among your leaders. Actually, you must continually
implement. Your leadership pipeline will not serve you well if you roll
it out one time and expect people to embrace it as a helpful construct.

Communicate clearly. Understanding always precedes commitment,
and people will not be able to understand the leadership pipeline and
their opportunities for development unless there is clarity. Placing the
pipeline before leadership teams helps them see the overall plan to
develop and deploy leaders.

Communicate carefully. The pipeline must be communicated
carefully, however, because you don’t want to send the signal that
success is progression through the pipeline. The goal of the pipeline is
development, not progression. There are some on your team who
sense the Lord has called them to their craft, not to oversee others in
their craft. There are some who serve faithfully in the work force, who
represent Christ genuinely, who do not desire to manage and direct
leaders. They are designed to influence and lead where they are, and
do not envision “managing more people.” Success is not moving
through steps in a pipeline, but faithfully fulfilling the Lord’s purpose
and plan for your life. Success is not progression through the pipeline,
but rather being developed for His glory.

Mark transition moments. A small group leader who moves to
coaching other small group leaders must make a mental transition
from shepherding people to recruiting, shepherding, and training
leaders. A greeter in your church who moves into training and leading
other greeters must change his or her approach. Shaking hands
becomes recruiting other leaders to shake hands and ensuring people
are properly scheduled. You can utilize the leadership pipeline to help
people understand how they will need to lead differently if they move
to greater levels of responsibility. Leaders often fail in their new roles
because they default to what they were doing before instead of leading
differently based on the new role.



Don’t leapfrog. Both of us have led churches that have experienced
seasons of exponential growth. In those seasons the need for new
leaders is so pressing that there is a constant temptation to leapfrog
your own pipeline, to take people who have been competent at one
level of the pipeline and thrust them into a new place of ministry that
is several steps ahead.

When you help people skip steps in development, no one wins. The
people under the care of the new leader do not receive the care and
leadership they need. The new leader is placed in a position in which
the leader is unprepared. The ministry or organization, as a whole,
suffers. While we often imagine that declining and crumbling
organizations begin to fall apart because they have grown complacent,
Jim Collins, in his book How the Mighty Fall, states that complacency
is not the issue: “Decline begins when the growth of an organization
outpaces the organization’s ability to have the right people at the

table.”” Leapfrogging your own pipeline is one sure way to ensure you
get the wrong people at the table.

4. Evaluate: Monitor Progress

After you have implemented a leadership pipeline, you must
monitor the progress of the leaders your church is developing. The
leadership pipeline is designed to have a large entryway and a narrow
ending—meaning, not every person is going to progress through the
pipeline. Some people are going to intentionally get stuck in the
pipeline and won’t progress. They sense they have progressed to the
place the Lord has for them. While success is development and not
progression, it should be the calling of God that prevents people from
moving to the end of your pipeline and not lack of training or
opportunities. Clogs and leaks can stop you from moving more
leaders, leaders who want to be developed, through your pipeline.

Look for clogs. As you evaluate the pipeline, look for clogs. If
people are consistently not moving from one level of leadership to



another, you clearly have a problem. Perhaps people are not being
invited to take a new step of leadership. Or perhaps training is
lacking. Evaluate where clogs are taking place, listen to leaders, and
look for reasons why more people are not progressing.

Look for leaks. 1If people are leaving (leaking out) the ministry
before they have passed through the pipeline, there are likely unmet
expectations. There is likely something they are not receiving that they
thought they should be receiving, whether that is training or coaching.
If a leak is consistent, evaluate the harmony between the promise
made to new leaders and the training and coaching provided them.

Developing a leadership pipeline does not need to be as mysterious
and overwhelming as it sounds to many leaders. Prayerfully, and in
community, discuss how your ministry will develop leaders
systematically. Start with the levels of leadership in your ministry,
clarify the necessary competencies, and build training plans for those
competencies. Then continually implement and evaluate. Remember,
most of the competencies learned in a church ministry context will
transfer to most other leadership situations. Along the way, work hard
to make the pipeline personal for the people you serve.

Pathways: Make It Personal

A pipeline is for the whole organization; a pathway is an individual
development plan, within the pipeline. A pipeline focuses on the flock;
a pathway focuses on individual sheep.

“Pipeline” can sound so sterile, corporate, and cold, so make
leadership development personal by helping people see their pathways.
A pathway is simply a view of the pipeline that is tailored for the
individual. It may be as simple as showing a person his place in the
pipeline and the training plans designed for him. It may be as simple
as helping a leader see how the training the church offers is designed



to develop her. Give the people you serve a map, a picture of their
development, and not merely a menu of all your church does.

There is a massive difference between offering people a menu and a
map. Many church leaders offer the people in their churches a menu—
a menu of all the programs, studies, activities, and events that the
church programmatically offers. Essentially the message is: “Here is
what we have; choose what you want.” With this approach, churches
have expanding menus as something can always be added. Churches
with menus grow more and more complex and are likely to make less
and less of an impact as energy and resources are divided in a plethora
of directions. Churches who approach leadership development with a
menu mentality merely advertise a list of things they can do “to
develop themselves.”

Other churches, and sadly this is the minority, offer people a map.
The map reveals how the church strategically and intentionally uses all
she offers to move people toward greater maturity in the faith.
Churches with maps have a theology and philosophy of discipleship
beneath their programs. In other words, they are not merely winging
it. They are disciplined in their approach to discipleship. And they are
disciplined in their approach to leadership development. They have a
plan for helping develop the leaders and potential leaders the Lord has
placed under their care.

Perhaps the biggest difference between churches with menus and
churches with maps is in the leadership of those churches. Travel
agents and servers offer menus and say, “Here are all the options. Best
of luck.” They don’t join you on the adventure. They may never even
experience the options they are putting before you. Tour guides offer
maps and say, “Let’s go on this journey together. We know the way.
We have been on this journey before, and we are in this with you.”

Our churches don’t need spiritual travel agents who promote
journeys they don’t take. We need tour guides who set a wise
direction, take the journey with the people, and live all that they are



inviting the people to live. We need leaders who desire to create other
leaders. If all we give people is a menu, we should stop bemoaning the
fact that we are creating consumers.

Leaders often most struggle with “developing others.” The pressures
of today continually threaten to pull leaders away from being a
“human capital developer.” If you want to develop people who will
develop others, they must see in you that development is absolutely
essential. They must know, by watching your life, that part of
leadership is creating and commissioning future leaders. A leadership
pipeline helps you systemize and operationalize the conviction on a
broad and sweeping level.

If you and your church are going to develop leaders broadly and
consistently, you need a map, a systematic approach to leadership
development. Pathways make pipelines serve to make leaders beyond
just the local churches. Most Christian leaders will not primarily
express their leadership within the structure of the church. Pathways
translate leadership for God’s people into the harvest field God has
placed them in. Don’t send your people on a cruise to nowhere.
Develop a pipeline and show people their path within it.



CHAPTER NINE

(CCONTINUED . . .

Apart from grace-driven effort, people do not gravitate toward
godliness, prayer, obedience to Scripture, faith, and delight in the

Lord.
—D. A. CARSON

You won’t drift into developing leaders, but you will easily drift from
developing leaders. Just as we don’t drift into a pursuit of holiness, we
won’t drift into developing and deploying leaders. For a church to
create and commission leaders into all spheres of life, leaders must
continually focus time, energy, and direction on leadership
development in the local church.

Leadership development in the Church, in recent years, has emerged
as both the felt need and the real need. It is hard to find yourself in a
ministry conversation where people don’t eventually bring up
leadership development. Often felt needs are not real needs, so when
churches start to long for and hunger for something that is really, and
has always been, a need among God’s people, we rejoice. By God’s
grace, people are sensing that churches are designed for much more
than consumption; they are divinely designed to develop leaders.

While we are grateful for the conversations about leadership
development, they will prove insufficient without conviction, culture,



and constructs. You and your church are designed to lead; but for this
calling to be realized, your conviction must be continually stirred,
your culture must be continually managed, and your constructs must
be continually implemented.

- constructs | culture
I' /

/

/ conviction

Conviction Continually Stirred

For leadership development to take root in the culture you influence,
a conviction to develop others must be continually stirred in your
heart. Hopefully after reading this book, your heart is stirred with the
reality that the Church is the center of leadership development, and
that leaders formed in your church are sent into the world to make
disciples. Hopefully your passion for all of God’s people serving and
ministering has been fed. Hopefully you have a deeper conviction not
just for developing others, but for developing others whose leadership
reflects the image of God.



But this conviction will be stifled if it is not continually stirred. Life
can suck the vision from a leader. There will be a myriad of things to
do in developing others, because it is slow and arduous work that can
easily be put aside. Expectations placed on ministry leaders, even from
well-meaning people, often work against developing leaders. Sadly,
people often want pastors to do ministry rather than equip others for
it.

Yet the biggest threat to stifle conviction is the idolatry in our own
hearts. Just as in other areas of our lives, our idolatry—our longing
for something other than God—keeps us from obeying Him with glad
hearts. A leader’s idolatry will prevent a leader from the holy task of
developing other leaders.

Tim Keller, David Powlison, and others have thought more deeply
and written more eloquently about the idolatry that plagues our
hearts. They have identified four common idols beneath the surface,
idols that drive sinful and destructive behavior:

Control: a longing to have everything go according to my plan

Approval: a longing to be accepted or desired !
Power: a longing for influence or recognition
Comfort: a longing for pleasure

These idols will strangle the conviction for leadership development
in your life. Just as Dwight L. Moody famously remarked, “Sin will
keep me from the Bible, or the Bible will keep me from sin,” there is a
sense that Jesus-driven conviction will keep you from these idols, or
these idols will keep you from developing leaders.

When the idol of control dominates a leader’s heart, the leader will
inevitably micromanage because after all, “no one can pull this off like
I can.” The result is an under-developed ministry or organization as
new leaders have a difficult time being developed in an over-controlled
environment. When a longing for approval reigns in a leader’s heart,



the leader leads to be liked rather than to fulfill the assignment
faithfully. Instead of leading for the good of those the ministry or
organization is designed to serve, the leader really leads so others will
like him or her. When a longing for power takes root in a leader’s life,
selfish decision-making will be the result as the leader leads to be
recognized. The motivation is not to serve and bless others but to be
known. When a longing for comfort rules in a leader’s heart, painful
and necessary decisions are delayed. The leader fears change because
comfort and routine would be disrupted.

How do you know if these idols are draining the conviction from
your soul for development? What does a leader with these idols likely
think or say about the responsibility to develop others? Below are the
four idols with accompanying thoughts or phrases leaders have
muttered.

Control
I just want to ensure this gets done the right way.
I don’t trust another to do it as I can do it.

If you have thought or said either of the above, your struggle with
control is hampering your development of others. A leader with
control issues is a leader who fails at a chief leadership task:
developing others. A leader who struggles with handing significant
responsibility to others fails to provide necessary experiences that aid
in development.

Approval

The people need me to be the one who does this.

If someone else does this, people will flock to that person instead
of me.

If you have thought or said either of the above, your longing for
approval is hurting you and the people you lead. A leader who needs
affection and approval from others is reluctant to develop and deploy



other leaders because the leader fears the affection and approval could

be divided.

Power

If someone else does this, I won’t be needed any longer.

If someone else does this, people will think I am not doing my

job.

If you have thought or said either of these, you likely love to be a
leader so you can be seen as a leader. You love your title (leader) more
than your task (developing others). A leader whose chief desire is to be
perceived as a powerful leader will ignore the greater and more
important work of developing others.

Comfort

It would take too much time from other things for me to develop
leaders.

I would have to adjust my leadership approach to include others.

If you have said or thought either of these about developing others,
your desire for comfort or the status quo is keeping you from doing
the difficult, messy, and painstakingly slow work of investing in future
leaders. A longing for comfort will keep a leader focused on the short-
term, the temporary, and the easy. Leadership development is none of
these as it takes time, has eternal ramifications, and is hard work.

The idolatry of leaders impacts more than just the leaders, as teams
and entire organizations are affected. Therefore, as we develop leaders
we must help recognize our own proclivity to idolatry and continually
repent of it. Are any of these idols stopping you or your team from
developing others? We are wise to heed the apostle John’s
encouragement: “Guard yourselves from idols” (1 John 5:21). If we
don’t continually repent, we will neglect one of our chief roles as a
leader.



Your conviction for developing others will be continually stirred as
you gaze at the beauty of Christ and allow Him to continually give
you a love and passion for His Church. His Church in your context is
a community of gifted people, not a community of people with only a
gifted pastor. As that truth continually grips your heart, you will lead
with deep conviction.

Culture Continually Managed

Leaders, including ministry leaders, must be continually cultivating
the culture they are stewarding. If you don’t manage and shape the
culture, you are ignoring the environment that the people you serve
alongside live in. By “culture” we are, again, referring to the actual
beliefs and shared values that drive behavior. For leadership
development to really work itself out in your context, then developing
others must be a shared valued that drives behavior.

If a church leader attempts to implement a strategy without first
addressing the culture, and the two are in conflict with one another,
the strategy is doomed before it even launches. Culture will win. And
while the doctrinal confession in a church is absolutely critical, if the
culture is in conflict with the confession, the culture will trump the
confession.

For example, FBC of Orthodoxy has the doctrinal confession that
all believers are priests and ministers because Jesus’ sacrificial death
for us tore the veil of separation and His Spirit has empowered all
believers. They wordsmith their doctrinal statement and proudly
display it on their website, in their church bulletin, and in their bylaws
and constitution. But FBC of Orthodoxy has a long-standing culture
that the “real ministers” are the professional clergy—that whenever a
need arises, it lands on a staff member’s plate. When a tragedy occurs,
when someone needs counseling, the first thought is which “staff
pastor” should handle this. And staff love to work for FBC of



Orthodoxy. The church is in a great area to raise a family, pays those
“who minister” really well for the understanding that they will do the
ministry. It is the culture that drives the behavior, not the doctrinal
confession.

Managing culture is not something that is done just once; culture
must be continually shaped. Tony Hsieh (founder and CEO of
Zappos) tells the story about his former company, LinkExchange,
which was sold to Microsoft for 265 million dollars. When the
company was just getting started, Tony and his friends loved the
culture. They worked together all the time, sometimes forgetting what
day it was. As the company initially grew, they hired their friends,
people who shared the same values and understood the culture of the
team. But as they continued to grow, “they ran out of friends to hire.”
In other words, people began to join the team who did not share the
same values. And the culture quickly deteriorated, so much so that
Tony said he no longer wanted to come to work at his own company.

Because of that experience, he now obsesses over cultural fit at
Zappos, and encourages other leaders to do the same. Over half of an
employee’s annual evaluation is based on living their values, and he

has said, “An employee can be a superstar in job performance, but if

they don’t live up to core values, we will fire them just for that.”2

Wise ministry leaders will continually check the culture and, by
God’s grace, seek to bring it into deep alignment with the theology
and ministry philosophy of the church. How does one check culture
and how can one reinforce values that you want bolstered in the
culture? Here are three simple questions to ask yourself as you seek to
lead the culture in your sphere of influence:

What is celebrated? Plato famously said, “Whatever is celebrated in
a country is cultivated there.” He was right. Whatever is celebrated in
a church is cultivated there. Leaders are wise to be careful and
strategic with what they celebrate. Celebrate and point to those who



are living the values you want reinforced. If you celebrate the wrong
things, you will get a culture you didn’t desire.

By listening to the stories of celebration, you can determine what
has been cultivated through the years. By understanding who are held
up as beroes in a culture, you can discern what is really valued. Both
heroes and stories reveal what is deeply important. Who the group
holds up as the heroes to emulate and what is celebrated as “a win”
gives a clear snapshot of culture. Listen for the heroes and the stories
to learn a culture, and if you want to shape culture, utilize heroes and
stories.

Heroes and stories are powerful in building ministry culture. In a
church, the ultimate Hero must be Jesus. He alone can bear the
responsibility for His people. If you want to build a culture of
“leadership development,” point continually to our Hero, who has
made us all priests by His sacrifice for us. And constantly tell stories of
people who are being developed and deployed. Celebrate when groups
disciple others well. Manage culture with celebration.

What is prayed for? As you sit in meetings and other gatherings,
listen to the prayers. You can learn a lot about the culture of a church
by listening to the prayers of the leaders within the church. For
example, a church that is externally focused prays for those who are
not yet His. A church that desires to bless and serve the community
prays for the city where the church is located. A church that values
leaders being developed prays for new leaders, and new leaders pray
for the opportunities the Lord has given them to represent Christ in
the world. You can see what is really important in the culture of a
church by listening to the prayers.

In the same way, you can help people long to represent Christ in
their spheres of influence by thanking the Lord for sovereignly putting
the people in the church where they are and pleading with Him to use
His people as salt and light. As Jesus saw people harassed and
helpless, He declared how plentiful the harvest will be in His Kingdom



and commanded the disciples to pray for the Lord to send workers
into His harvest. May we do the same in our churches. May we
recognize the hurting people in our communities and ask the Lord to
develop people in our churches who will be deployed to the harvest.
What is funded? Because culture is formed by the shared values
tightly held by a group of people, it is helpful to distinguish between
actual values and aspirational values. Actual values are values that are
actually in the culture and clearly seen by newcomers because they are
lived out. They are pronounced via people more than they are
pronounced via paper. Aspirational values are values that leaders want
a church to have but are not yet in the culture. They are often on

paper but not in the hearts of the people.3

One way to determine if a value is actual or aspirational is to look
at the budget. We fund whatever we value the most. You can learn a
lot about what a church culture values by looking at the budget. If
you want to move “developing others” from an aspirational value to
an actual value, budget decisions will need to be made. Financing the
development of people will look different from context to context, but
if development is important then finances will flow that direction.

Constructs Continually Implemented

Some have equated organizational culture with personality. In the
1920s, Alfred Adler proposed that for a person to have a healthy and
strong personality, there must be harmony between how the person
sees himself and how others perceive him. We have all seen folks who
think they are kind and compassionate, yet everyone else thinks they
are jerks. These are clearly unhealthy people with a warped view of
reality. Organizations are the same way. In a healthy context, there is

alignment between what is said to be valued and believed and what

actually is.t



Constructs help reinforce the culture of leadership development
because they continually show people that developing and deploying
leaders is “essential around here.” Implementing a leadership pipeline
and developing leaders is not something that is easy, and it is not
something that can be done only once. Continual implementation is a
must.

Many churches never realize the full potential of their plans or
strategies because they switch them too frequently. They abandon
their direction for a new direction and confuse the people as to where
the church is really headed. Implementing and abandoning or
neglecting a leadership pipeline will perhaps do more harm than good
because the lack of discipline will lower the credibility of the
leadership.

You must stick with it even when few seem to understand. It always
takes significantly longer than most leaders realize for a major
initiative to gain traction, much more so a major initiative that is so
counterintuitive to many of the people in the church. If leadership
development has not been a priority, rolling out a leadership pipeline
one weekend will not suddenly make it such. It will take continual
implementation in the same direction.

A Case Study of Austin Stone

After taking a church planting class in seminary, Matt Carter moved
from The Woodlands, Texas, to plant The Austin Stone Community
Church. The most compelling reason for this daring move from the
fast-growing Houston area was simple: Austin needed the gospel. In
the early 2000s, Austin, Texas, was (and still is) an anomaly in the
South. Right in the middle of the Bible Belt sits a progressive, fast-
growing, but significantly unreached city called Austin, Texas. It’s
weird. And it aims to be!



A couple years later, I (Kevin) joined the team of this remarkably
fast-growing church. Having grown up a non-Christian in Austin, the
opportunity to jump in with a church making much of Jesus was
something I just couldn’t miss.

By 2004 The Austin Stone had already grown to several hundreds of
people in worship. One major caveat: nearly all were college students
or young professionals. Don’t get me wrong; we believed this to be an
incredible blessing. But still, there were several tricky, looming
problems that had to be solved. As our church grew, we needed
leaders. We didn’t just need helpers and volunteers; we needed leaders
with significant capacity. We lacked resources inside the church.

As a church plant in a relatively unchurched area, we didn’t pick up
any “free agent” Christian sages to fill the leadership need. Making
things more difficult, we couldn’t even go out and hire one. As you
might expect, the giving was quite light in a church with an average
age of about twenty-three. Many of our friends and contemporaries
leading young churches were providentially located next to great
seminaries with a seemingly endless supply of men and women already
dedicated to serving God and growing in Christian leadership. Even
better, these students created for local churches a supply and demand
relationship for opportunities to serve that minimized the need to pay
many of them. Hey, if you get the chance to pick up good leaders who
need a place to lead, are being trained by great Christian institutions,
and don’t expect much money—take it! Providentially, this wasn’t an
option for Austin Stone.

Our situation was a gift. We, like so many others, knew it was our
job to equip the saints for ministry, but our environment encouraged
us to go “all in” on this conviction.

We started fostering the culture of leadership development
throughout the ministry by bringing light to God’s design for
development and telling stories of everyday people being equipped to
do extraordinary things. The application of this conviction started



small. The first stab at this was taking nine men into my (Kevin’s)
home to focus on growth in character, doctrine, and skill. Over the
years, these men have become, by God’s grace, incredibly influential
leaders. These men are leading their families, businesses, and churches.
Over the years, the aim is the same but we have built out the structure
to allow more leaders to be developed.

The constructs have been critical. The Austin Stone Institute was
created in 2011 with the expressed desire to create godly leaders for
church and for the world. Every year more than three hundred future
leaders enter the program. This program, as a part of the development
ecosystem at The Stone, involves a robust application process,
coaching structures for each student, character, doctrine and skill
curricula, written and oral assessments, practical ministry experience,
and placement structures. The institute offers pathways for several
different leadership roles so that the church may produce leaders for
various domains in society.

The Austin Stone has embraced the calling of leadership
development well beyond the need to simply fill our own internal
volunteer needs. Instead, the church is joining God’s desire to use the
church to fill the earth with the kind of leaders God has designed to
lead. One of the most often noted expressions of this commitment is
found in our development of worship leaders through the institute. So
many churches throughout the world are in need of great worship
leaders, and The Austin Stone is no different. Yet, in order to honor
the commitment to train and send great leaders into the world, The
Austin Stone not only trains great leaders but posts their profiles,
résumés, and work on a website so that others can offer them
positions to serve and lead. Sure, we would love to keep our best, but
a construct for leadership development that honors God’s design for
the local church must include deployment. This deployment must have
the world in scope. Without deployment platforms outside the church,
the church isn’t developing leaders for God’s global purpose.



These God-honoring development constructs cost much more than
losing a few great leaders inside the church. Every three years, The
Austin Stone aims to send more than one hundred missionaries long-
term, to unreached peoples. Not only are these leaders of great
capacity, but also the quantity being sent creates strain on the church.
Nonetheless, God is the One who sends.

The systems and structures of our church must be built to send
every single leader God is calling to the world. In many cases, we must
ask ourselves if our constructs are barriers to God’s call on future
leaders. In the case of The Austin Stone, as we have built the
constructs, we have been utterly shocked at how many leaders God
has called from our church into His mission. If the Church of Jesus
Christ is to be an epicenter of leadership development, then we must
be ready and willing to send quality and quantity into His harvest.

Please Continue

Your church is unique. The passion of the leaders, the local context,
and the gifting of those the Lord has put in your church all combine to
make your church different from every other church. Yes, God wants
to do something very specific in your context, but at the same time
there are some things that are nonnegotiable for every church that
gathers in the name of Jesus and is centered on His work for us. In
other words, developing leaders must not be seen as optional for our
churches, for your church.

In our individualized culture, church leaders often want an identity
that is highly unique, one that is “just for us,” one that shows “no one
else is quite like us.” But we must be careful. The foundation of our
faith is something we have received. It is not something that we
develop, create, or improve. It is “the faith that was delivered to the
saints once for all” (Jude 3). It must not be unique. Nor should our
commitment to disciple people and develop leaders. Though expressed



differently from context to context, God’s people must be deeply
committed to developing and deploying leaders.

The Christian faith has continued to advance because the Lord has
continually raised up new leaders to disciple others. The Kingdom of
God has continually advanced because God’s people have been
developed and deployed to make disciples. The spreading of the faith
is going to continue until people from every tribe, tongue, and nation
are His. By His grace, He has invited us to join Him.

For the faith to continually advance in your context, your
conviction must be continually stirred, your culture continually
cultivated, and your constructs continually implemented.

Please continue . . .



APPENDIX

JESUS AND DISCIPLESHIP:
SELECTIONS FROM THE GOSPELS

K~NxowLEDGE — ExPeERIENCES — COACHING

When daylight came, He summoned His disciples, and He chose
12 of them—He also named them apostles.

—LUKE 6:13

Knowledge (The disciples heard)

Moments where Jesus taught His disciples or they heard Jesus
teaching a crowd:

o After calling His disciples, Jesus immediately ministered to and
taught crowds. In Jesus’ sermon, His disciples learned the values
of the Kingdom, the offense of hypocrisy, and the importance of
building one’s life on the solid foundation (Luke 6:17-49, cf.
Matt. 5-7).

« The disciples heard Jesus’ affirmation of John the Baptist and

learned that humility and obedience are essential values in God’s
Kingdom (Luke 7:24-30).



o After teaching the parable of the soils to the crowd, Jesus shared
the meaning with His disciples (Luke 8:4-15).

« Jesus disclosed His identity and upcoming death and resurrection
to His disciples (Luke 9:18-21).

 Both in hearing His teaching to the crowd and His responses to
people claiming they wanted to follow Him, the disciples learned
the cost of following Jesus (Luke 9:23-26, 57-62).

« Jesus privately shared with His disciples how they were blessed to
see what they were seeing (Luke 10:23-24).

« Even as a massive crowd gathered, Jesus spoke “first to His
disciples” about the hypocrisy of the Pharisees, fearing God, and
their value to Him (Luke 12:1-7).

 After someone asked questions about an inheritance, Jesus spoke
to His disciples about not worrying, trusting God, seeking Him
first, and being prepared (Luke 12:13-40). Peter was not sure if
the message was just for the disciples or for everyone (as in,
“Jesus, You are teaching all this to us in front of everyone?”).
Jesus continued speaking to His disciples about faithfulness and
suffering (Luke 12:41-53).

« The disciples heard Jesus teach through many parables to the
religious and in response to the religious (Luke 14-16).

« Jesus told the parable of the shrewd manager to His disciples,
challenging them to be astute with the Kingdom of God (Luke
16:1-13).

« When asked about the coming Kingdom, Jesus gave the religious
a brief answer and spent significantly more time speaking to His
disciples (Luke 17:20-37).

« Jesus shared the parable of the persistent widow with the Twelve,
encouraging them to be persistent in prayer (Luke 18:1-8).

« The disciples heard the parable of the sinner and the tax collector,
and Jesus’ emphasis on a sinner being justified only by mercy

(Luke 18:9-14).



Jesus denounced the religious in front of His disciples, teaching
them about the futility and danger of cleansing the outside of the
cup (Matt. 23).

John devoted four chapters to Jesus’ Farewell Discourse (John
14-17), where Jesus instructed His disciples and prayed for them.
He gave them knowledge about the Holy Spirit, encouraged them
to love one another, assured them of persecution and peace, and
challenged them to stay connected to the Vine and bear fruit.

Experiences (The disciples observed or participated)

Moments where Jesus taught the disciples by living in front of them or

by serving alongside them:

The disciples watched Jesus’ zeal for prayer and for the Father’s
house (John 2:17).

The disciples found Jesus praying and learned His dependence on
the Father (Mark 1:35-37).

Jesus handed responsibilities to His disciples, including baptizing
people (John 4:2).

The disciples were amazed that Jesus was talking to a woman, as
He was showing them that His grace transcends cultural
boundaries (John 4:27).

The disciples saw Jesus affirm the faith of the men who
“unroofed” Peter’s roof to bring a paralyzed man to Jesus,
observing that people are much more important than possessions,
even better than roofs, even Peter’s roof (Mark 2:1-12).

The disciples watched Jesus spend time with tax collectors and be
accused of “being a friend of sinners”—certainly impacting their
pursuit of people far from God (Matt. 9:9-13).

Jesus invited Peter to walk on water with Him, to experience a
miracle alongside Him (John 6:16-21; Matt. 14:22-33).



« The disciples watched as Jesus cried alongside Mary and Martha,
certainly impacting how they would later help others in moments
of pain (John 11:35).

« The disciples watched as Jesus healed a centurion’s servant and
praised his faith, learning the gospel would be for those outside
the Jewish heritage (Luke 7:1-10).

« Jesus went to Peter’s house to minister to his mother-in-law
(Matt. 8:14-17).

« From watching Jesus’ interaction with the sinful woman, the
disciples learned how to show mercy to those the religious viewed
as shameful (Luke 7:36-50).

« Jesus invited Peter, James, and John into where Jairus’s daughter
lay dead, before Jesus raised her. They watched Him minister in
the midst of grief (Luke 8:51-53).

« When Jesus fed the five thousand, He involved His disciples in the
miracle. He asked them to get food, knowing they could not. And
the disciples passed out the baskets and collected the leftovers
(Luke 9:12-17).

o Jesus picked grain with His disciples on the Sabbath, and He
engaged the religious leaders on the purpose of the Sabbath as
they watched (Matt. 12:1-8).

« When Jesus fed the four thousand, He involved the disciples in
the feeding and serving of the people. They experienced the
miracle with Him (Matt. 15:32-39).

« Jesus took Peter, James, and John up on the mountain to pray,
where they saw the Transfiguration of Christ (Luke 9:28-36).

« The disciples learned from watching Jesus’ affirmation of Mary
that intimacy with God is more valuable than service to Him
(Luke 10:38-42).

 As Jesus showed the foolishness of the argument that His power
was from Satan, the disciples learned how to respond to critics

and those seeking to “test Him” (Luke 11:15-28).



 The disciples watched how Jesus answered questions on current
events and turned them into opportunities to call people to
repentance (Luke 13:1-9).

o In Jericho, the disciples observed ministry to the poor (a blind
man begging) and ministry to the rich (Zacchaeus). They watched
as Jesus pursued and loved people from different backgrounds
(Luke 18:35—19:9).

« Jesus involved the disciples in the triumphal entry by sending two
of His disciples to get the donkey that He would ride (Luke
19:28-31).

« Jesus used a visit to the temple to jump-start a discussion with
His disciples about the future (Matt. 24:1-2).

« Jesus involved His disciples in preparation for the Passover by
sending Peter and John to prepare (Luke 22:7-13).

« The night in the Upper Room (Luke 22; John 13) provided the
disciples with an experience they would never forget, as God
washed their feet.

o In the agony of the Garden of Gethsemane, Jesus showed His
disciples how to trust God in the midst of pain (Matt. 26:36).

Coaching (The disciples had truth applied)

Moments where Jesus taught His disciples by responding to a
situation or question or by asking them questions:

« When people began to stop following Jesus, He asked the Twelve
if they were going to leave too (John 6:66-70).

« When Jesus ministered to the crowds with His disciples, they saw
His compassion and He used the moment to challenge them to
pray for workers in the harvest (Matt. 9:35-38).

« The disciples attempted a theological debate over a blind man
(“who sinned, this man or his parents?”), and Jesus responded,



“This came about so that God’s works might be displayed in
him” (John 9:1-3).

« Jesus used Judas’s question about “wasteful worship” to
emphasize that He would only be with His disciples a short
period of time (John 12:4-8).

o After calming the storm, Jesus asks a penetrating question:
“Where is your faith?” (Luke 8:22-25).

« Jesus sent the Twelve out to minister to those who were hurting.
When they returned, they shared their experiences with Him.
Essentially, they debriefed (Luke 9:1-10).

o After the disciples could not cast a demon out, Jesus challenged
the disciples on their faith and emphasized that “this kind does
not come out except by prayer and fasting” (Luke 9:37-42; cf.
Matt. 17:21).

« When Jesus perceived that they were arguing about who was the
greatest, Jesus confronted the disciples with an object lesson on
humility—a child (Luke 9:46-48).

« When the disciples were concerned about others using the name
of Jesus, Jesus taught the disciples how to respond to others in
ministry (Luke 9:49-50).

« When James and John wanted to destroy people with fire, Jesus
confronted them for their lack of love (Luke 9:51-56).

« Jesus sent more disciples, not only the Twelve, to serve and
preach. When they returned excited about the fruit of their
ministry, Jesus challenged them to rejoice that their names are
written in heaven (Luke 10:1-20).

« Peter approached Jesus with questions about the parable about
what defiles a man, and Jesus explained in greater detail to His
disciples (Matt. 15:15-20).

« When hearing the disciples express concern over forgetting bread,
Jesus challenged them in their lack of faith (Matt. 16:1-12).



After Peter was asked about Jesus paying taxes, Jesus utilized the
moment to teach about liberty and responsibility in our culture
(Matt. 17:24-27).

The teaching Jesus offered His disciples about forgiving others
was in response to Peter’s question about the depth of forgiveness
(Matt. 18:21-35).

After James and John’s mom embarrassingly asks for the best
seats for her sons, Jesus uses the moment to confront them on
their selfishness and remind them that His Kingdom consists of
humility and suffering, as He ultimately came here to serve us
(Mark 10:35-45).

Jesus cursed a fig tree and used the moment to teach His disciples
about faith (Matt. 21:18-22).

After watching Jesus continually pray, the disciples asked Jesus to
teach them. Jesus gave them an example of how to pray and
challenged them to be persistent in prayer (Luke 11:1-12).

When the disciples asked Jesus to increase their faith, Jesus
challenged them to expect no special rewards for basic obedience
(Luke 17:1-10).

Jesus corrected His disciples for stopping children from coming to
Him, and used the moment to remind them of childlike faith
(Luke 18:15-16).

After the rich young ruler walked away sad, the disciples were
astonished. Jesus encouraged them that all they left to follow Him
was not in vain (Luke 18:18-29; cf. Mark 10:17-31).

Over breakfast, after His resurrection, Jesus restored Peter (John
21).
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