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Perhaps we need today to learn to differentiate “Leaders” and “Rulers”. A ruler accomplishes “stuff”, a leader 
develops people. A ruler shows his competence by having his domain collapse with his absence. A leader  
shows his competence by having his domain thrive with his absence. Many people are more interested in 
being a ruler than being a leader. Rulers impress but leave little legacy. Who might these include?

• Joshua. The last chapter of Joshua suggests that the people of Israel began to fall apart not long after  
his death. “Israel served the Lord all the days of Joshua, and all the days of the elders who outlived 
Joshua, who had known all the works of the Lord which He had done for Israel.” (Joshua 24:33) The 
next generation appears not to have been equipped and organized to become leaders. Israel drifted 
from being a dominating force in Canaan, to a people hiding in the mountains to stay out of reach of 
their better equipped, better organized enemies.

• Hezekiah. He is often viewed as a righteous king, but he was, perhaps, not a true leader.  This is 
evidenced in at least two ways. First, his son was Manasseh, perhaps the worst (spiritually) of the 
kings of Judah. At least from the moral side of leading, Manasseh gained nothing from his father. This  
is strange since when Hezekiah begged of God to extend his life (and his rulership), he promised to 
train his children. “The living, the living man, he shall praise You, as I do this day; The father shall  
make known Your truth to the children.” (Isaiah 38:19)  Second, when Hezekiah learned from Isaiah 
that his error with the Babylonian envoys would result in turmoil for Judah in the future, Hezekiah 
said, “’The word of the Lord which you have spoken is good!’ For he said, ‘At least there will be 
peace and truth in my days.’” He was concerned with his own incumbency, not the future. 

• Tamerlane, Hannibal, Attila, and others appear to be individuals that affected the world of their time, 
but did little to impact history (I will leave it to historians to debate this). 

Two aspects of leadership discussed here are organizing and equipping. However,  both overlap and both 
involve the sharing of power. If a ruler maintains all of the power, there is no organization. Organization, of a 
necessity, involves the delegation of roles and responsibilities to others. This means power must be shared.  
Equipping cannot truly be done in a theoretical sense. Equipping can only happen when individuals are given 
opportunities to utilize power. 

ORGANIZING

The dictionary defines  “organize” as  “to provide  with  organic  structure;  especially  (a)  to  arrange in  an 
orderly way, (b) to make into a whole with unified and coherent relationships, (c) to make plans or arrange.”  
(Webster’s New World Dictionary) Churches need organization in these three ways. The church needs to be 
orderly arranged (chaos can be invigorating, but is a long-term strategy to nowhere). Churches need to be 
unified with coherent relationships (the body and member concept in the Bible is important here). Churches 
need to make plans to carry out their purposes.

The Bible has much to say on organization, although often more in the form of biography than in the detailed  
aspects or “rules” of organization. Robert Welch, in his book “Church Administration: Creating Efficiency 
for Effective Ministry” mentions Moses and Jethro. I won’t repeat this. However, Jethro recommended two 
things at once. First, set up an organizational structure that makes the overall organization more functional. 
Second, empower (or delegate authority) to people to the level they need to carry out that function. (Welch, 
Preface)



There is a saying in the US Navy… one I am sure is common other places as well. The saying is, “You can 
delegate  authority,  you cannot  delegate  responsibility.”  In the case of Moses,  as overall  judge,  he could 
delegate authority to other leaders, but he still  retains responsibility for the decisions these other leaders  
make. Moses cannot say, “Hey! It’s not my fault. It was one of my men who made the bad decision.” This  
fact makes one understand that organizing necessitates both empowering AND training.

The Bible is full of examples of organizing. The building of the wall in Nehemiah is useful since it takes the  
process from the concept of felt need all the way through to the completion and celebration stage. The Bible 
also  discusses  organization (in  somewhat  less  detail)  in  the  moving of  the  people of  Israel  through the 
Wilderness (in Exodus), the building of the tabernacle, and the building of the Solomonic Temple. Jesus is 
even shown as an organizer. On first look, one might see little evidence of organization. Jesus seems to go 
where He wants, when He wants, and does what He feels like doing when He feels like doing it. Sometimes  
the disciples appear to be trainees… unnecessary to the overall organization. However, we are fortunate to 
have a passage in Luke that corrects this misconception. This is seen in Luke 10:1-12.
 

After this the Lord appointed seventy-two others and sent them two by two ahead of him to  
every town and place where he was about to go. He told them, "The harvest is plentiful, but  
the  workers  are few.  Ask the Lord of  the harvest,  therefore,  to  send out  workers  into his  
harvest field. Go! I am sending you out like lambs among wolves. Do not take a purse or bag  
or sandals; and do not greet anyone on the road. 
"When you enter a house, first say, `Peace to this house.' If a man of peace is there, your  
peace will rest on him; if not, it will return to you. Stay in that house, eating and drinking  
whatever they give you, for the worker deserves his wages. Do not move around from house to  
house. 
"When you enter a town and are welcomed, eat what is set before you.  Heal the sick who are  
there and tell them, `The kingdom of God is near you.' But when you enter a town and are not  
welcomed, go into its streets and say, `Even the dust of your town that sticks to our feet we  
wipe off against you. Yet be sure of this: The kingdom of God is near.' I tell you, it will be  
more bearable on that day for Sodom than for that town. (NIV) 

Consider the organization. Individuals were sent out in groups of two. They went into communities that Jesus 
was considering visiting. They carried out an evaluation of that community. If the evaluation proved positive,  
then Jesus would go there and minister. If the evaluation proved negative, Jesus would pass it by.  Later in  
that passage it is noted that not only did Jesus give them authority to evaluate, He also empowered them to  
carry out some of the ministry work. This empowerment included both the ability to carry out the message, 
and the ability to heal and cast out demons. In fact, they were given the authority that Jesus had. 

Organizing is inseparable from strategy, vision, mission, and planning. Many churches like to say that they 
cannot carry out a certain mission because their organization is ill-suited for that mission. This must lead to 
an evaluation. Every organizational structure has its weaknesses. Anyone who claims to know a structure 
without  a  weakness is  either delusional  or does not have the vision for important  aspects  that  a certain  
structure is weak at. 

Aubrey Malphurs sees two types or organizational problems in the church. These are ORGANIZATIONAL 
STRUCTURES and ORGANIZATIONAL SYSTEMS. Much of the problems that are thought to be “people 
generated” are in fact organizational problems. Structure shows how power and decision-making occurs (the 
organizational  chart).  Systems  support  the  structure.  “Most  churches  need  at  least  five  systems: 
accountability, information, feedback, recognition, and training.”  (Malphurs, 69) Looking at the structure 
and systems of the church often show critical organizational problems. Malphurs lists several questions one 
could ask.



• Is our church organized vertically or horizontally?
• Is the power centralized or decentralized?
• Is the focus inward or a balance between inward and outward?
• Is the church flexible or inflexible? Where is it inflexible?
• Do people know what they are accountable for?
• Does  the  church  effectively  collect,  manage,  and  disseminate  information?  How much is 

gossip?
• Do people know how well they are or are not performing?
• Does the church reward good behavior? Does it accent the negatives or the positives?
• Is this a learning organization? Does it provide regular training opportunities for its staff and 

laypeople?      (Malphurs, 69-70)

Organization  (in  structure  and  system)  must  follow vision,  mission,  function.  A critical  error  in  many 
Evangelical churches has been the search for the “First Century Church”. Because the First Century Church 
existed long ago, it seems more appealing than the churches we see around us today. Therefore we often try 
to  emulate  it.  The  Episcopal  model  was  an  attempt  to  organize  by  the  first  church.  Then  came  the 
Presbyterian model. Then came the Congregational and “Baptist” models. Later came the cell-church model. 
Now the recent attempts to “find” the 1st century church have focused on the following models: “House 
Church Network”, “Multi-site”, and “Emergent Church”. Each have their strengths and weaknesses. Each 
have reasons to say that they are closer to the first churches than others. But the quest is inherently flawed. 
Our goal is not to find the 1st century church, but to find the 21st century church. And… in fact, we are to find 
the 21st century church at a specific location based on a specific mission of the specific church. Anything else 
is wasted energy. The “myth of cloning” is common in the church, but the church should be looked at more in  
terms as being organic than being an organization. Each church is different. The best structure (if there is  
such a thing) is  one that is  flexible  to  change as time changes.  (Surratt,  140-141)  Inability  to  change 
dynamically with time and situation leads to a process of decay.  The process is DREAM to BELIEFS to  
GOALS  to  STRUCTURE  to  MINISTRY to  NOSTALGIA to  QUESTIONING  to  POLARIZATION  to 
DROPOUT.  (Dale,  84)  Malphurs  goes  on to  point  out  a  process  (in  addition  to  the  focus  on the five 
necessary organizational systems listed above). He states that the process to develop organization should go 
through several stages:

I.  Ministry Analysis. (What kind of church are we?)
II. Discovering Core Values. (Why do we do what we do?)
III.       Develop a Mission. (What are we supposed to be doing?)
IV. Scan the Environment. (What is going on out there?)
V. Develop a Vision. (What kind of church would we like to be?)
VI. Develop a Strategy. (How will we get to where we want to be?)     (Malphurs, 5)

Only during step VI should organization become an issue, although a minimal amount of organization is 
necessary to get through to step VI.

Organization building is critical to growth in the church. Ken Hemphill noted that “if the organization of the  
church remains  small,  the ultimate  size  of  the  church  will  match  the  organization  size.  (Hemphill,  29) 
Further, organization that limits creativity or places ministry in the hands of the few also limits the growth 
potential  in a church  (Hemphill,  49) Proper organization can create  an atmosphere of growth. Improper 
organization can overcome much else that is good.



ENABLING/EQUIPPING/EMPOWERING/MENTORING

As stated above, organizing results in a delegation of power and authority. This means that leaders must 
equip others. 

However, many leaders don’t like to equip. Why? Some reasons suggested by John Maxwell are:
• Ego (We don’t want to admit we can’t do everything ourselves.
• Insecurity (We feel threatened by competent individuals in our organization)
• Naivete’ (We underestimate the need for others to join in the task)
• Temperament (We tend to be shy or introverted. Or perhaps we are perfectionistic and think that 

others’ helping just means we have to undo their mistakes.  (Maxwell. Equipping 101. 7-9)

Sometimes the problems go toward an ultimately destructive leadership style. Gary L. MacIntosh and Sam 
Rima describe 4 categories of this in “Overcoming the Dark Side of Leadership: The Paradox of Personal  
Dysfunction”.  The  types  they  describe  are  the  Narcissistic  Leader,  the  Paranoid  Leader,  the  Passive-
Aggressive  Leader,  Compulsive  Leader,  and the  Co-Dependent  Leader. While  each has  its  own unique 
characteristics, a common thread in these is an inability to effectively develop and empower leaders. In some 
cases,  such as the Narcissistic and Paranoid leaders,  competent  workers within the organization poses a 
problem to them. (MacIntosh, 85-140)

However, a leader becomes more effective with competent people in the same organization. As a matter of 
fact, equipping others improves things in numerous ways. According to Christian Schwarz, a church that has  
leaders  that  enable  other  leaders  will  tend to  grow to  its  potential  (Schwarz).  Further,  it  gives  greater 
influence to the leader. John Maxwell points out that leaders who are known to equip others to lead have far  
more influence that those that are merely “competent”. (Maxwell, Leadership 101, 72)

Equipping is tied closely to mentoring, since it  is  involves recreating oneself  in another through a close 
relationship.

When people hear the word ‘mentor’, they tend to think of a white-haired person who is old 
and feeble, and/or rich and famous. And when they hear the word ‘protégé’, they tend to think 
of a kid on a piano bench learning the keyboard from the maestro. But in reality, the mentor-
protégé relationship in its simplest form is a lot like a big brother, big sister relationship. The 
big brother really wants to see the little brother win. It isn’t that the mentor has to be older. 
But he or she must want very badly to see another person win, and be committed to helping 
them win.                    (Engstrom, 102)

Ted Engstrom and Norman Rohrer give 10 suggestions for proper mentoring.

• The mentor has to remain objective. It is tempting to get subjective and lose sight of the objectives.
• Be honest with a protégé. They need the truth, not a satisfying lie.
• Be a model to a protégé. You are seeking to reproduce yourself in others. 
• Be deeply committed to your protégé. Commit to them like family.
• Be open and transparent. 
• Be a teacher. 
• Believe in a protégé’s potential.
• Envision the protégé’s future
• First be successful yourself. Failures make poor mentors.
• Be teachable. Mentoring is not a one-way street. (Engstrom 103-108)



Clearly,  within  the  circumstances  of  church  leadership,  mentors/leaders  must  give 
protegees/layleaders/assistants  the authority to learn, grow, succeed, and (yes) fail. We (the Munsons) used 
to attend a church in the States where the pastor determined all of the programs of the church. In truth, we did  
not  fit  in.  Later  we  discovered  that  he  had  many  of  the  characteristics  of  the  Paranoic  Leader  (see 
MacIntosh)—afraid to share authority for fear of being challenged or attacked. After 4 years (not necessarily 
bad years) we finally left and started going to a different church. There the senior pastor took us “under his 
wing” and welcomed our desire to work with the church in new ways. Within two months of attending the 
church we had more ministry and leadership opportunities than we had after four years  at  the previous 
church. Two years after our joining (2002) our pastor told us that he envisioned us joining the ministerial  
staff of the church, or being supported by the church to do ministry somewhere else in the world. The date he  
envisioned that happening was January 2004. It did not happen then. Instead, it happened 2 months later 
when we left to serve as missionaries of our home church in March 2004. Our pastor was true to his word. He 
supported and encouraged us, gave us opportunities to both lead and serve. Our pastor has been (and still is) 
our biggest fan, and the church has faithfully supported us in money, materials, and encouraging words and 
prayers. 

NEVER underestimate the power of equipping (and empowering) others at church. Returning to the first 
paragraph of this paper- leaders are thrilled to see people in their church develop and they seek to empower 
them to be more effective. Rulers might appreciate a certain limited amount of competence. However, they 
are threatened by others who gain too much competence. I hope that it goes without saying that the Church 
needs more leaders.
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