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Chapter 8  

Core Elements for Leading/Managing

This chapter is somewhat mechanical in nature, combining the philosophy of the preceding three chapters with modern business theory to achieve a set of practical guidelines for day-to-day church management from a servant leader perspective.  It should not be read apart from the preceding chapters, yet it may frequently be referred to as an outline of leader responsibilities.  Perspective on the entirety of Part II can be gained from the taxonomy on pages 8-6 and 8-7.  

It is appropriate to begin with a definition of servant leadership, then describe the special attractiveness of the congregational application.  We then argue the value of servant leadership with its overwhelming advantages over traditional schools of management.  This introduction is followed by two central messages(the basic management responsibilities of the leader, and the specific means or actions involved in providing direction.  

Servant Leadership Defined for Congregations


Servant leadership is defined here from the writings of its modern advocate, John Greenleaf.
 

Servant leadership is a democratic philosophy of guiding stewardship that values the responsibilities, interests, and abilities of all affected parties, and actively encourages their full involvement in planning and decision-making through study and open discussion toward consensus.  

In the present application to Christian congregations, we add this inclusive theological preface adapted from Oswald Chambers.
   

The Christian servant leader is one who, recognizing God's sovereign will over all, leaps to do that will with the help of the Holy Spirit. 
Thus, seeking God's will in all things, the servant leader enthusiastically marshals the congregation to actively engage together in study and decision-making.   

The leader's focus underlies all.  The servant leader views the enhancement of members as important as the successes of the organization itself.  He or she also devoutly believes in the organization's mission and strives mightily to advance toward agreed-upon goals.  The two(enhancement and mission(are mutually supporting.  Both are implemented by the tools of servant leadership(perceptive guidance and the creation of pathways for involvement by all.  The servant leader's aim is to relinquish authority to the majority, substituting foresight, encouragement, and guidance for control. 

Institutions function better when the idea, the dream, is in the forefront, and the leader is seen as servant to the idea.  As Greenleaf puts its, "To lead is to go out ahead and show the way when the way may be unclear, difficult, even dangerous(it is not just walking at the head of the parade."  Real leadership requires vision, resourcefulness, and risk-taking.  Without this foresight we have simply routine management, preservation of the status quo rather than advancement.  
"When the leader leads well, the people will say, 'We did it ourselves'" (ancient Taoist proclamation). This apparent scission is accomplished by leaders who encourage wide discussions that draw out new directions as individuals find creative ways to solve problems and move forward.  And this full involvement is fortified and strengthened by the Holy Spirit which guides all things. 
Planning and study.  We draw attention to the terms planning and study in our definition of servant leadership, elements of management alluded to by Greenleaf throughout his work, but not given this prominence in his defining statements.  These two "academic" components of management are of critical importance to the success of any organization, and are especially well developed when subject to the give-and-take and multiple inputs encouraged by servant leadership.  Planning and study functions are discussed in Chapter 11.

An Affinity for All Seasons 
The servant leader is natural to the Christian church.  Christ admonished us, “If one of you wants to be great, he must be the servant of the rest; and if one of you wants to be first, he must be the slave of all.” (Mark 10:43-44)  The servant leader seeks to serve others before satisfying personal needs; to respond to problems by listening first; and to view the past, present, and future as one moving organic entity.  This type of leadership builds strength in others, originating new regenerative forces.   Eventually it also builds strong permanent organizations with a true sense of mission manned by able, committed followers. 

Faith-based institutions, in their universal love and equality, present a unique opportunity for servant leadership.  In reality, however, Christ's teachings both precede and exceed the principles of servant leadership expressed by modern man, so that the latter is already within the former, albeit seldom so explicitly associated.  Thus, while we speak here, for purposes of emphasis and clarity, of "applying" the principles of servant leadership to congregations, in reality they are already present, inherent and fundamental in Christ's teachings.  Servant leadership, in every respect, is dependent and derived from the Bible, whether recognized or not by Greenleaf and other modern practitioners.  This congruence affords the author the greatest possible latitude and confidence in advocating servant leadership to all congregations, for it can be interpreted as God's will for leaders to so serve. 

Servant leadership for congregations has many similarities with applications to secular organizations.  But there are also substantial differences, the greatest being our dependency on God in all things.  Congregations also have unique missions of administering the sacraments, serving others, bonding in brotherhood with Christ, and most challenging, evangelizing.  Profit is not a motive.  Productivity and efficiency, hallmarks of commercial enterprises, are, at best, ancillary considerations.  Ultimately, God, not man, dictates the course, our good works being dependent on his grace. 

Embodying Christ's teachings, servant leadership for congregations should be the most promising of all applications.  And that promise will exceed all expectations because of God's love and guidance.  So make no mistake, servant leadership is part and parcel of God's sanctified power for congregations.  Apart from this sacred use, it is simply another tool of management. 

Congregational practitioners of servant leadership must always recognize the Gospel as the underlying and ultimate message and source.  This spiritual dependency and other distinctions from secular applications should be recognized: 

(1) The universal priesthood of all believers makes us all one in Christ.  All of you, then, are Christ's body, and each one is a part of it.  (1 Corinthians 12:27)


(2) God's will is sought in all things in which we take great strength, joy and comfort.  We strive first for the righteous reign of God.

(3) Our ultimate guidance comes through the Holy Spirit.  Prayer and Bible study are our chief counsel.  The eternal presence of God through his spirit guides and protects us.  We must always reach out to receive this grace.

(4) The pastor role, above all, is that of spiritual leader and counselor.

(5) Congregations generally have the opportunity to operate at a fairly leisurely, but steadfast pace.  This latitude allows time for extended discussion and study, essential elements of servant leadership.  The congregation must not allow this deliberate pace to be rushed by impatient observers.  Interaction is productive, not "wasted" time.

(6) Christian beliefs make congregations receptive to servant leadership.  This natural affinity and the generally monolithic nature of congregations eases acceptance of the democratic requirements imposed.   When members believe they are equal in God's sight, they tend to act responsibly together.

(7) Church operations are philosophical in nature, sometimes eliciting strong emotional involvement with potential for personal abrasion and conflicts.  Thus the emphasis on kindness, understanding, and compromise espoused by servant leadership are particularly relevant and counterbalancing. 

Value of Servant Leadership 

The supreme value of servant leadership is that it follows Christ's teachings of servitude one to another.  In embracing humbleness we are actually strengthened.  God blesses the servant-led congregation. 

Advantages of Servant Leadership


Servant leadership is the best means of securing active participation, and is also the surest means for gaining informed consensus. 

Servant leadership: 

( Cultivates and extends spiritual growth through increased participation.  Sharing in God's commissioned service is a rightful responsibility and duty of all the faithful, to be nurtured to its fullest. 

( Improves the sense of community and belonging within congregations through broader sharing of responsibilities and interaction.   

( Attracts greater resources for mission tasks.  The laity bring many special skills to Christian missions, collectively far more than possessed by the church's professional staff alone.  In cultivating this great resource, servant leadership not only helps each member in their personal Christian growth, but also serves the congregation as a whole in building its programs and services. 

In addition to occupational skills, the laity have several distinct operating advantages over the clergy.  The congregation is generally more comfortable within its own sphere.  Lay leaders can ferret out commentary that members might otherwise feel uncomfortable revealing to their pastors.  And open and frank criticism is more easily expressed among peers than shared with the congregation's pastor, often elevated beyond reproach.  Lastly, members rub shoulders with the unchurched every day, providing numerous invitational opportunities unavailable to pastors.  However, this evangelistic potential usually remains largely untapped.  (See Chapter 19 on evangelism) 

( Provides safety in numbers.  Increasing the number of informed participants improves the odds of better decision-making.  Reliance on a single or few individuals can be disastrous.  President Kennedy's "best and brightest" advisors repeatedly deceived themselves regarding intervention in Vietnam.  Servant leadership promotes large-scale democratic involvement and cultivates the critic, both measures serving to preclude unilateral one-sided decision-making. 
( Promotes constructive improvements and creative ideas.  The congregation best knows its own and community needs.  Drawing out and careful listening taps this source.  Congregants are also sensitive and knowledgeable about church shortcomings and failures.  They are the recipients of poor sermons, inattentiveness, member cliques, and simple neglect.  They must be free and encouraged to speak up.  If anyone wants to know what's wrong with a church, ask the congregation.  

( Relieves the pastor of many management duties freeing him or her for more appropriate spiritual responsibilities.

Disadvantages of Servant Leadership


Servant leadership: 

(  Requires more time and is more difficult to initiate and maintain than autocratic rule.   It is far easier to simply let a few qualified individuals take over and run the show than devote the time and effort required to build participation and share leadership.

( May discourage exceptional leaders who simply want to "get things done."  Servant leadership requires patience that must be built on trust.

(  May reportedly "waste time" trying ideas for the sake of testing.  Servant leadership advocates trial testing of ideas to demonstrate their possible value, occasionally even proposals lacking majority support.  "Trial-and-error" is a necessary but taxing ingredient of growth.   Progress is seldom a straight path. 

(  May be inherently conservative.  Democracy is dependent on a majority vote.  Contesting every issue in this manner makes introduction of new, and certainly radical ideas difficult.  Humble congregations recognize and value exploration, dissent, and minority positions.  Respect permits new ideas to be tested, not always with advance approval.
How to Get Started 
Because the Gospel message supports servant leadership, most churches are well into this means of leading in Christian spirit if not by outward choice.  Consequently, this volume is more likely to expand and perhaps formalize servant leadership in congregations than to initiate its adoption.  Robert Greenleaf, modern originator and principal advocate of the concept, notes that it is not a quick fix gimmick to be applied by management, but rather involves adoption of a potentially encompassing philosophy which eventually permeates and flavors the whole organization.  He cautions that instigators embrace a disposition of gradualism, "…being comfortable with a slow pace that accepts taking opportunities when they come, rather than trying to batter down offending walls that are not ready to give way."  Although existing injustices and other shortcomings are difficult to accept, they frequently must be temporarily tolerated to prevent incurring consequential distress and long-term side effects as a result of too abrupt action.  Ultimately healing will take place as converts are persuaded in their own hearts of the value involved. 

The surest way for an idea or reform to be started and have a lasting effect is for it to be embraced by the current leader.  What the pastor is and does as a servant leader speaks louder than any instruction.  The congregation president and other laity may also set an example.  Identification of potential leaders, provision of coaching and support, and progressive congregational instruction, combine to bring about acceptance.  This volume will hopefully encourage and strengthen the necessary individual efforts, training, and transitions involved.  And the odds for adoption are improved as more readers become advocates.  We recommend as many church members as possible be encouraged to read at least portions of this volume.  Then all should engage in responsive group discussions and prayer as a first step.  Even a modest change toward servant leadership is viewed here is as a constructive beginning toward eventual full adoption.  Congregations will find all responses rewarding, no matter how seemingly small. 
Major rites of passage include an inventory of members to identify untapped talents and promote greater use of existing skills.  Thought should be given to flattening the church structure to reduce approval requirements and spread authority.  Increasing open forum discussions begins a more democratic process.  These early steps are discussed in Parts III and IV of this volume.

Over time a combination of small changes will result in big effects.  The aim is to reach the "tipping point"
 when the shift toward greater servant leadership becomes permanent.  Initial instigators need not be discouraged.  If, as we contend, servant leadership follows Christ's teaching, then we have God's blessing on all who attempt and welcome this change.
The Servant Leader Model for Congregations 
Servant leadership applied to congregations can be described as a model of three mutually supporting, integrated, yet distinct parts. The first element, the basic principles of servant leadership or guiding doctrine, is presented in Chapter 5.  The second component, the personal dimensions, identifies the commitment, virtues, and skills required (Chapter 6).  The third, the responsibilities of management and leadership practice, involves many traditional management duties.  Some may be marginally affected by servant leadership, but are nevertheless part of the model whole.  The details of this third element(management functions and means(interpreted in the servant leadership context, are presented in this chapter, with further interpretation later in the book. 

The taxonomy of the servant leadership model for congregations is as follows:

Principles of Christian Servant Leadership (Chapter 5)

1.  Love Jesus, seek and trust God's will in all things

2.  Be loving, kind to all

3.  See things whole, seek the truth


4.  Commit to excellence

5.  Encourage the active involvement of all

6.  Promote democratic action

7.  Commit to lay leadership and its development 

8.  Combat domination, build diversity, encourage agreement

Personal Dimensions of the Servant Leader (Chapter 6)

   (Commitment

1.  Commit to the principles of servant leadership  

2.  Identify with the organization 

3.  Commit to the leadership office

(Primary Virtues 

1. Be caring, respectful, and encouraging…to the very least person

2.  Embrace a posture of humility 

3.  Be joyful, hopeful, and at peace 

4.  Be calm, patient, and understanding 

5.  Be totally honest, open minded, and fair 

6.  Be confident, resolute, courageous

   (Attributes/Skills (Chapters 3, 8, and 11)

     
1.  Intelligence

2.  Knowledge

3.  Stability and resilience

4.  Listening capacity

5.  Awareness

6.  Persuasion

7.  Conceptualization and foresight

Basic Guidelines: The Practice of Leadership and Management (Chapter 8)
   (Functions/Responsibilities

1.  Know the operating environment

2.  Define the organization's mission and goals
 

3.  Set forth supporting statements(articles of faith and operating principles 

4.  Establish the organizational structure and job descriptions.

5.  Select appropriate management style; recruit and prepare leaders

6.  Develop a plan of action

7.  Oversee/direct and coordinate operations

    (Means of Leading

1.  Depend on God and prayer

2.  Persuade and involve others in a unified common effort

3.  Provide direction and vision
4.  Listen attentively and responsively

5.  Focus on priorities and results

6.  Be alert to problems and solve them in an orderly, scholarly manner

7.  Manage conflict, be generous and conciliatory 

Management Functions, Organizational 

Structure, and General Strategy 

Servant leadership is a selected form of management.  Management may be distinguished as a broader dimension of directing and supervising, employing conventional forms and procedures common to commerce and industry.  The entire scope of management, however, can be influenced by the servant leadership philosophy.  Thus all aspects of church management are part of the concept present here, albeit some areas are rather material in nature.  The first building block of the servant leadership model therefore, consists of the commonly cited basic management responsibilities introduced in this chapter.  Further information on how these functions are performed is presented in Part III. Church Structure and Leadership Roles and Part IV. Communications and Planning. 

Servant leadership is not simply a day-to-day operating tool.  In place, its power and influence extend upward to an organization's highest level of direction and planning and downward to the lowest participant, guiding all aspects of management and operations.  Therefore, we begin in this overview chapter with the commonly cited strategy and general management principles applicable to all organizations, interpreted and modified here for their role in servant lead congregations. 

Too often, congregations, immersed in the fast tempo of daily operations, ignore higher level study and development, contributing in many instances to the day-to-day difficulties being experienced.  For example, challenged by too many primary missions.  So it is important that church leaders review strategy at least yearly, maintaining a record of their deliberations and conclusions for subsequent review.  Institutions must document what they are all about. 

The means for organizing and leading Christian congregations differ from that of other enterprises.  The principles of management generally apply, but are modified and supplemented in application by scripture.  Also, being non-profit frees the church from the aggressive policies born of competition.  Most important, congregations defer to the supreme authority of God not man.  God takes the place of the CEO.  No action should be taken without invoking his guidance and blessing.

We identify seven interactive components of overall nonsectarian strategy and management as follows: 

1.  Know the Operating Environment 

Leaders must identify and record their congregational operating environment(to respect what deserves honor, cultivate what may be developed, and challenge what may be improved.  Geographical conditions include the demographic characteristics of the congregation, the neighborhood, city, and region.  However, in this context, we are more concerned with operating norms that may aid or hinder effective leadership such as church traditions, existing power structure, and role of the pastor.  Through the years most members become well aware of these unwritten conventions.  It behooves any leader to tread carefully, for these conventions often have strong advocates among long-term members.  All protocols, however, must eventually be investigated and changed if proven a hindrance.

2.  Define the Organization's Mission and Goals



Mission statements and related goals identify what an organization is attempting to do and provide benchmarks for judging their accomplishment.  They help develop a strong sense of purpose and clear vision.  Goals must be well articulated.  Vagueness and doubt are present when such directions are lacking.  If the goal is right, the rest of leadership strategy falls into place naturally.  If it is wrong or inadequate, leadership lacks a compass and wanders aimlessly. 

Evangelism, spreading the good news, is, of course, the principle mission of all Christian congregations.  No congregation is exempt, however modestly the commission is interpreted.  Yet, circumstances may dictate other emphasis(spiritual enhancement, Christian education, community service, and mission support.  Some missions may be pursued and accomplished in relatively short order while others become permanent priorities as the church grows and matures.  But all are subject to reassessment.  Mission statements and goals must be written out and reviewed annually.  More detail on constructing mission statements and goals is provided in Chapter 9. 

3. Set Forth Supporting Statements(Articles of Faith 

    and Operating Principles 

The mission statement indicates what is being attempted while the supporting statements indicate the why and how of the activities involved.  Most organizations place too much emphasis on personal abilities and neglect preparation of supporting statements, particularly operating principles.  But "why we are doing this" and "how do we get there" are important defining elements.  Congregations should start with written "articles of faith" which state what the church believes in.  The articles constitute the basic premises upon which all that follows is dependent.  An example list of such precepts is presented in Chapter 9.

Operating principles may be defined as "rules of the game," i.e., predetermined policies or modes of action.  For example, we advance the principles of servant leadership (Chapter 5) as rules for effective Christian leadership. Operating principles may and should be devised for essentially all church activities(education, financial management, physical facility use, etc.  However, they are sometimes difficult to identify and may be too confining.  Some congregations may consequently shy away from such rigorous guidance.  On the other hand, proven principles are excellent guides.  We illustrate various known operating principles in their respective functional areas in Part VI. Functional Guidelines. 

4. Establish the Organizational Structure and Job Descriptions 

An organization is an orderly arrangement of various functional parts to systematically work together in the business at hand.  Church organizations should be as flat as possible to encourage and give visibility to ground-level operations and facilitate upward communication.  Two layers minimize the chain and are generally feasible(a council overseeing the various operating committees.  Broadly distributing authority in this manner can actually minimize the control leaders must exert, even though the span involved may be wide.  Given sufficient independence and latitude, each element becomes self-directing and autonomous.  More about the organizational structure is presented in Chapter 9. 
Job descriptions assign and distinguish worker responsibilities, thus clarifying and avoiding duplicating responsibilities.  Good job descriptions insure work coverage, properly link associated tasks, and provide necessary coordination.  They greatly reduce misunderstanding and conflict.  Every "job" in the church should have a description, from pastors and staff, through the church council and its officers, down to committees.  The Sunday school superintendent should have one also, as well as a general description for teachers.  
Full descriptions set the ground rules for operations including essential division of duties.  Without such detail, responsibilities are vague and overlaps are sure to cause problems.  Experience dictates that job descriptions be continuously reviewed, especially before a new appointee is assigned.  Setting clear, comprehensive rules before an individual takes office gets everyone off on the right foot from the start.  Job descriptions should be published in a church handbook.  How jobs are described is presented in Chapter 9 with examples in Appendix B. 

5.  Select Appropriate Management Style; Recruit and Prepare Leaders   

We advocate servant leadership as the appropriate management style for all Christian congregations.  This volume (especially Parts II and III) can serve as a training reference.  However, democratic leadership is time consuming and occasionally cumbersome for practitioners, who might prefer to "simply get on with it."  So most congregations expediently adopt various "textbook" forms that members learned in college or on the job, with little knowledge or appreciation of more suitable alternatives.  The result is a range of practices, from close to autocratic dominance by a single or few individuals, to near orderless laisse faire.  Generally the most common form of governance is a high degree of authoritarianism, however subtly employed, and we devote Chapter 7 to its potential evils.   

Every congregation should recognize that church management typically can be improved.  The whole structure should be reviewed and critiqued on an annual basis asking, "Is this the most effective organization and leadership style of which we are capable?"

Candidates for elected church offices (trustees and council) are typically identified by appointed nominating committees.  The considerable responsibilities involved are discussed under the "Recruitment/Election Process" heading in Chapter 10.  Candidate selection is a considerable entrustment, never left to personal judgment alone, but always also including the application of explicit qualification criteria.

Orienting new officers prepares them to immediately participate with minimal disruption or regression.  Appointees should be "walked through" their job description and "shown-the-ropes" by a seasoned member.  Even before election, candidates should understand and accept the terms of office.  As John Carver, noted writer on board leadership, says, "Orientation is important enough to be a mandatory step rather than an optional exercise."  No one wants a surprised and dismayed appointee, least of all the individual himself. 

6.  Develop a Plan of Action  

Planning (establishing goals and designing the means for their attainment) is the principal intellectual exercise of leadership.  It establishes the organization's operational roadmap.  It must be fairly continuous as new conditions and opportunities arise, requiring refocusing. Yet some organizations, including churches, are entrenched in what they believe is a static situation, barely plan at all, repeating the same agenda year after unquestioning year.  Is a plan really required to carry out God's will?  Most certainly, because worldly conditions are continuously changing offering new opportunities and requiring new responses.  The importance of planning is addressed in Chapter 11. 

7. Oversee/Direct and Coordinate Operations

While performing all of the above functions, leaders must also attend, however perfunctory, to day-to-day operations to ensure they are being conducted in a reasonably effective manner.  The pastor, or preferably an appointed staff manager, may have this overall responsibility.  Fortunately, well-structured and staffed church organizations are largely self-directing.  The council, however, must independently keep informed.  Representatives should periodically attend staff and committee meetings without appearing intrusive or judgmental.  Monitoring in any form is not always easy, but better to awkwardly learn of troubles early than to be unpleasantly "surprised" later.  And showing consistent interest through this participation fosters a team rather than "us versus them" approach.  Most "direction" by the church council, when necessary, takes the form of advice thereby preserving the integrity of delegated authority.

Means of Leading 
Give your servant therefore an understanding mind to govern your people, able to discern between good and evil; for who can govern this your great people?  (1 Kings 3:9)  But you do not live as your human nature tells you to; you live as the Spirit tells you to(if, in fact, God's Spirit lives in you.  (Romans 8:9)     

As in all things, the leader begins his or her duties with prayer, “on our knees.”
  This is the first and greatest means of leading.  All other actions are dependent and responsive. 

Exactly how the seven management responsibilities presented in the previous section are carried out is too often sidestepped in favor of the more easily perceived desired results.  For example, "high morale," is touted as opposed to explaining how to improve morale.  The basic question is, "What personal actions must be taken by the leader to guide the organization effectively forward on course?"  The specifics involved have more to do with procedure and mechanics than with personal attributes.  However, ultimate success also depends on the leader's individual character as well as his or her ability to guide and direct.  Thus the means of leading are, to a large degree, cognitive in nature, i.e., they can be studied and learned as opposed to gradually acquired as part of one's persona. 
Leaders guide and encourage the organization forward to improved productivity and quality.  The job is to advance, not maintain, the status quo.  If your organization is marking time, you basically have no real leaders.  Unfortunately, some churches may not want to run the risk of having such challengers, they simply want maintenance personnel to comfortably continue the past.  Thus leaders may have to begin by convincing others of the need for change and improvement. 

The major shortcoming of leaders is, of course, failure to lead, to prepare for and be willing to undertake the hard and high-risk task of building a better institution.  Real leaders provide an insistent motivating force that obligates the institution to move forward.  And the aim is to move forward to distinction not mere adequacy.  Thus the means of leading presented here constitute an essential element of this book if not its pivotal guidance.   

A good way to begin is by quoting the master, Robert K. Greenleaf, who had this to say about the requirements of leadership.

Why would anyone follow the leadership of another unless one has confidence that the other knows better where to go?  And how would one know better where to go unless one has a wider than usual awareness of the terrain and the alternatives, unless one is well armored for the unexpected, and unless one's view of the future is more sharply defined than that of most?  Also, one's confidence in a leader rests, in part, on the assurance that stability and poise and resilience under stress give adequate strength for the rigors of leadership.  All of the above stand on a base of intensity and dedication to service that supports faith as trust.

Based on these fundamentals, we list seven leadership actions that constitute the essence of what the individual must do as a leader:  

1.  Depend on God and prayer 

2.  Persuade and involve others

3.  Provide direction and vision

4.  Listen attentively and responsively

5.  Focus on priorities and results

6.  Be alert to problems and solve in an orderly, scholarly manner

7.  Manage conflict, seek harmony

Dependency on God and Prayer 
Not by might, nor by power, but by my spirit, says the Lord of Hosts.  (Zechariah 4:6)  We know that in all things God works for good with those who love him  (Romans 8:28)  These old and new testament passages tell us all we need know of God's abiding love and support for us as our heavenly Father.  If God is for us who can be against us?  (Romans 8:31)  Thus, all good is possible through God, all evil overcome.  So strengthened, the task is to discern through prayer and bible study where we are being led, knowing we will be enabled to confidently pursue whatever the calling.  …because God is always at work in you to make you willing and able to obey his own purpose.  (Paul writing in Philippians 2:13) 

We, of course, are not the source of this strength, simply the conveyers.  Our source is always God through Christ.  Christ Jesus our Lord, in whom we have access to God in boldness and confidence through faith in him.  (Ephesians 3:11-12)  Prayer enables us to position ourselves in God's line of sight.   So advantaged we can, as Oswald Chambers writes  "…pray with our eyes on God, not on the difficulties."  And in his vision we gain the faith and trust necessary to confidently wait for his will to be done after we have done all we can.  

Our total dependency on God and his fulfillment of every good purpose and act prompted by faith is beautifully express by Father Thomas Merton (1915-1968, Cistercian writer)  in this beautiful prayer.

My Lord God, I have no idea where I am going.  I do not see the road ahead of me.  I cannot know for certain where it will end.  Nor do I really know myself, and the fact that I think I am following your will does not mean that I am actually doing so.  But I believe that the desire to please you does in fact please you.  And I hope that I have that desire in all that I am doing.  I hope that I will never do anything apart from that desire.  And I know that if I do this, you will lead me by the right road, though I may know nothing about it.  Therefore, I will trust you always, though I may seem to be lost and in the shadow of death.  I will not fear, for you are ever with me and you will never leave me to face my perils alone.    

Persuade and Involve Others in a Unified Common Effort 

We must delight in each other, make each other's condition our own, rejoice together, mourn together and suffer together… We must be knit together as one.  ( John Winthrop, first  governor of Massachusetts.  

A leader must comprehend the ways of those being led, and through this knowledge make them understand him by addressing problems in their language.  This means that in order to readily engage others, one must share common concerns and anxieties and gain trust.  Then he who steps forward is able to induce others to follow by his willingness to confront what others know but are hesitant or unwilling to undertake.  The great advantage of servant leadership is that by sharing responsibility one increases the talents and energy involved, thereby lessening the demands on one's own abilities and capacity. 

James MacGregor Burns (biographer and student of leadership in American politics) calls the interaction involved transcending leadership "…in the sense that the leaders throw themselves into a relationship with followers who will feel 'elevated' by it and often become more active themselves…"  He writes that it is also "transformative" in engaging others in such a way that all "raise one another to higher levels of motivation and morality…and thus it has a transforming effect on both leader and led."
  

Involving others in leadership roles demands accompanying delegation of authority.  Responsibility always requires associated authority which should be given and received joyfully, not hesitantly, without any false sense of possession. 

Moving forward, while usually launched by an individual, can often be more readily advanced by a like-thinking team.  The originator, the catalyst, should always keep in mind the strength that may be gained through enlistment of others as soon as possible to forge ahead as a group.  The lone individual's idea may be mistrusted simply because of the apparent lack of support.  "If others are not convinced, why should we?"  Often the wisest course is to begin with the support of at least a few others, thereby establishing some initial validity. 

Provide Direction and Vision 

At its highest interpretation, direction means having a vision of the future and persuading others of the path to be taken.  Intermediate levels involve setting goals and designing the means for their accomplishment.  At the lowest working level, direction is in the form of assistance in problem solving.  Each in turn requires less prescience, or foresight, the ability to make a good guess or estimate of what is going to happen and when.  At all levels, however, direction should be as proactive as possible, preparing in advance to deal with expected opportunities and problems rather than reacting to the immediate present.  And direction, regardless of level, must always be accompanied by encouragement and inspiration.  The exceptional leader has a relentless intent to visualize the future while at the same time accomplishing the current mission.   It is not only determining where to go but the enthusiasm of getting there that matters. 

The highest order of leadership can only be obtained if the leader has a burning desire for improvement.  It means having the exceptional ability to get people to see what they have never seen(and get them to like and want it.  Providing direction also lessens fears and anxieties, drawing people to the provider.  So we strive for this perfection in Christ, for all things are possible through him. 

Vision and Foresight 

Where there is no vision, the people perish.  (Proverbs 29:18)  "What is now proved was once only imagin'd."  (William Blake (1757-1827), British poet, painter, visionary, mystic, and engraver. 

The "lead" that the leader has is vision and foresight, the past, present, and future being viewed as one organic whole.  "One is, at once, in every moment of time, historian, contemporary analyst, and prophet(not three separate roles."  (Greenleaf)  The leader must keep alert to God's hope for us and continually ask for his will to be done.  Leaders are "…people with enough imagination to pursue a new vision, value adventure over personal safety, and be challenged by situations that make most people anxious."
  "God is a God of the present and reveals to those who are willing to listen carefully to the moment in which they live the steps they are to take toward the future."
  Leaders ask, "What is the real future of this organization?"  Do present conditions offer any possibilities of doing things differently?  What are our greatest unfilled opportunities?  Have I assessed the widest possible range of choices?"  As Greenleaf describes it, "Vision is the ability to see potential worthwhile possibilities.  And these possibilities must then be taken on as a challenge.  So the visionary must not only see new things but must also act on them, assuming the responsibility for their investigation and initial cultivation.  New things must be actually started, not just dimly conceived.  Interest must be generated, and this is often the hardest part with unreceptive audiences." 

On a more immediate front, vision takes the form of foresight, the ability to anticipate what is likely to happen in the near future and take appropriate preparatory action; to try, if you will, to "peer around the corner" to see if any trouble lies ahead that can be avoided.  Greenleaf calls this "contingency thinking," "…anticipating what is likely to happen and taking precautionary steps."  Foresight gives leaders sufficient perspective to not be surprised by the unusual and to be prepared to respond promptly. 

Church trustees are generally charged with fashioning the congregation's dream of the future.  It is important that this be an assigned systematic duty not merely an option (see Chapter 10 for assigned trustee duties).

Listen Attentively and Responsively 
Leaders should be eager to listen, generous with their time, and appreciative of everyone's ideas.  One of the worst faults is for office holders to be so impressed with the wisdom and virtue that rank conveys as to not take the dissent of subordinates and outsiders seriously.  Leaders must understand the absolute need to surround themselves with capable subordinates and listen to them.  The reasons are numerous.  God speaks to us through what others think and recommend.  Open forums are democratic, involving all in leadership.  Discussion leads to understanding and consensus among participants.  Careful listening results in new creative ideas, problem solutions, and constructive criticism.  Finally, it is surprising how many issues advocates drop once they believe they have been properly heard.  In fact, listening is one of the most critical elements of a healthy organization.  Organizations that don't listen are headed for trouble.  We discuss effective listening in great detail in Chapter 11.

Focus on Priorities and Results

Note: Setting organizational priorities and designing programs based on demonstrated performance are parts of a larger rubric of mission definition and program planning and monitoring, topics of Part III. Church Structure and Leadership Roles, and Part IV.  Leadership in Practice. 

The Christian church exists to love, obey, and serve God and spread the "good news."  These are the priorities and reason for our very being.  How can such focus come about?  First we must fully recognize and accept our responsibility to God alone as an external commitment transcending all human boundaries.  This holy devotion gives true understanding of the church's mission and meaning to all its endeavors.  Thus in Christ we seek real converts, not improved attendance; inspirational guidance, not polished rhetoric; true sharing, not re-distribution; joyful giving, not funding; and so on.  Then, in this holy context we are able to adjust our efforts in terms of both ends and means, directing our efforts towards Christian goals, and succeeding through his guidance and grace.

Mission selection.  We know that all good works are commendable in God's sight apart from any dependent returns.  Is the number of converts counted on two hands not worth a lifetime of mission? We therefore seek first obedience to our commission, always joyful in knowing God blesses our calling.  For Christians, service is the operative word, the harvest provided by the Lord.  Then he said to his disciples, "The harvest is plentiful, but the laborers are few."  "I am the vine, you are the branches.  Whoever remains in me, and I in him, will bear much fruit; for you can do nothing without me.  This is how my Father's glory is shown; by your bearing much fruit; and in this way you become my disciples."  (John 15:5,8)

The principal management responsibility of the church council is that of establishing mission priorities (see Chapter 9).  Some councils are comfortable simply listing every commission without priority, "covering all the bases" so to speak.  But in reality, congregations typically gravitate toward their strengths and favoring conditions.  Resources are invariably limited, opportunities often are location dependent.  Consequently, congregations gradually establish their agendas as much by assimilation as deliberate decision.  And the alignment is invariable reasonable, if not optimal.  However, rethinking priorities must follow as a yearly refining exercise and to accommodate changing conditions (see following "Program Evaluation" section).    

Entrusted to do our best.  Our dependency on God does not allow us to waste our time and talent in idle fashion.  That would be foolish and negligent.  Good intentions, well meaning actions, need to be accompanied by productive effort.  Beyond fostering spiritual growth, the most important work of any church council is to see that the congregation effectively serves the Lord, that is, engages all in achieving Christ-oriented results.  "The man to whom much is given, of him much is required; the man to whom more is given, of him much more is required." (Luke 12:48)  Thus church activities must be "rigorously weighted against the standard of purpose." (John Carver)  Choice of how we do something (means) is then determined chiefly by whether it produces the expected results (ends). 

Means mistaken for ends.  As W. A. Kirk charges, governing boards too frequently "become so engrossed in doing an infinite variety of discrete things, pursuing an endless number of routines, that they lose sight of the results, if any, that the activities are supposed to accomplish."
  "An organization can become so permeated by the belief that well-intended or reasonable actions (rather than the results) are the reason for existence that no one realizes something is awry.  Services and programs are often treated as if they have value in themselves…rather than means to some end." (Carver)  G. S. Odiorne (management consultant and author) describes the confusion this way, "People tend to become so engrossed in activity that they lose sight of its purpose…and the activity becomes a false goal, an end in itself."
   Thus both observers warn of "insidious counterfeits," activities associated with good intentions accepted as legitimate endeavors without demonstrable achievement. 

Program evaluation.  The most neglected management responsibility of church councils is the evaluation of ends.  "How are we doing?" is simply never asked.  Perhaps the all-too-possible negative consequences put everyone ill at ease.  And, admittedly, challenging program value can be a risky, disruptive business if done in a sporadic, haphazard manner.  It must be done in as "precise, systematic, non-intrusive, and criteria-focused" manner as possible. (Carver)  Special assessment sessions can be held between the involved actors and observers in a non-threatening, supportive, and constructive context.  Subject individuals should feel invigorated and replenished by a properly conducted performance audit.

In practice, program evaluation requires the church council and committees to be constantly vigilant to the effectiveness of each and every sponsored activity, i.e., that they are actually accomplishing what they intend to do and are not merely ends in themselves.  The value of each activity in terms of desired outcomes, must then be weighed against alternative resource use.  "Is what we're doing, serving the Lord as best we're able?"  Such "outcome" testing should be applied in detail, down to, for example, selection of individual Sunday school class content.  There is no excuse, for example, in teaching a younger group "Comparative Religions" when they would welcome and benefit more from a class on "Contemporary Ethics."   

 Outcome measurement is not easy; however, evidence of some sort is almost always present.  One can well begin with available physical counts(attendance, contributions, enrollment, contacts, distribution, etc.  Over time, such indicators may reveal significant trends.  But counts are only indicative of quantity.  What we really seek from service programs are spiritual and psychological understanding and growth.  And this information can be gained by carefully interviewing the involved consumers.  "How did you like the sermon?"  "What music would you prefer?"  "Why didn't you attend?" Whenever possible, participants should be invited to complete an evaluation questionnaire.  The tabulated responses can then be converted into permanent "lessons learned" instructions for planning future similar events.  

Evaluation should also consider returns relative to their cost, primarily in terms of alternative human assignments.  Thus the third "greeter" would probably be better employed talking with members after the Sunday service.  The rule is simple, the next best alternative use must be inferior to that selected.  Often the subject him or herself best knows the relative importance involved. 

Be Alert to Problems, Solving 

in an Orderly, Scholarly Manner 
With respect and trust, parishioners of differing viewpoints should reason together toward common goals.  This means engaging in logical, rational, and analytical thought.  Study and analysis play a far more important role in problem solving than most people understand.  No matter how dynamic the leader, or knowledgeable, the complexity of today's world and problems demand study.  The leader's role is to ensure that such study includes deliberate open hearings; informed and frank discussion of issues; that the views of minorities are heard; and that expert opinion is sought.  At the start, the leader should require that problems be clearly and cogently stated along with possible solutions and their relative merits.  All investigation should be done with the involved parties' agreement and participation.  This preparation gets everyone off on the same informed footing.  Problem solving procedures are discussed in Chapter 12. 

Seek the truth always.  Leaders should have "a lively, disinterested, persistent liking for the truth." (Henri Frederic Amiel, 1821-1881, Swiss philosopher)  Christians, are specially aided in this endeavor, enabled to see God's truth through the Holy Spirit.  Jesus said "When the Spirit of truth comes, you will be guided into all the truth."  (John 16:13)  With this invincible aid the church servant leader seeks to solve problems through prayer, Bible reading, and intellectual study. 

As we have emphasized elsewhere, initially getting the situation straight is critical to successful problem resolution.  Part of every controversy is misunderstanding of the facts
 involved and the opponent's position.  Appointing an independent study group generally separates hard information from opinions and allows time for participants to "cool off" as well. 

Pursue all sources of guidance and information.  Those involved are always a primary source of information.  Obviously, the vast bulk of knowledge required in problem-solving resides not in any single individual, leader or not, but in the substantial numbers of people being led. Thus it is important to tap this immediate source through personal and group discussions, and study groups.  Contacts may then be expanded by interviews, surveys, and site visits.  References should be studied.  Finally, if additional help is required, consultants may be employed.  Throughout, Bible study and prayer are a constant aid.  Pursuing these multiple sources is discussed in Chapter 11 as part of communications. 

It is clear that in involving everyone in problem study, the leader does not surrender his or her leadership.  Quite the opposite, extending involvement insures that the leader's position is brought forward, not as a personal directive with possible negative connotations, but rather as one of a many advanced alternatives.  Edmund Burke wrote "…a representative owes the people not only his industry, but his judgment, and he betrays them if he sacrifices it to their opinion."   So the leader must advance his or her own ideas, rigorously if necessary, but always in the context of competition with others.  To do this willingly, the leader must have confidence in his or her own status and ideas and be prepared to surrender credit to the group.  This is what the servant aspect of leadership is all about.

Problem awareness extends to trustees and council operations.  Problems originating within an organization's own governing structure are often least subject to scrutiny.  Trustees and councils are not immune to flaws, often with the most serious consequence.  As Peter Drucker (writer and consultant in business strategy and policy) has famously observed, boards have one thing in common, "They do not function."  The irony, pointed out by John Carver, is that where opportunity for leadership is greatest, study and guidance for board leadership is poorest.  Thus the focus here on the church's governing structure.

In Boards That Make a Difference, Carver cites various debilitating conditions
 common to a degree in almost every senior governing board.  Church councils are especially susceptible to these four:  

Vague authority lines.  Whenever authority is not clearly defined in coordinated job descriptions, items in question will invariably be shuffled upward to the highest authority.  Such overburdening transfer must quickly be dispelled by establishing to whom the decision properly belongs, preferably at the lowest echelon possible.
Time spent on the trivial.  While board members understand the need to deal with first things first, they may not agree on how to or even begin to order their agenda.  In this confusion, they often lapse into grappling with small details with which they are familiar leaving unaddressed items of importance and possible complexity.  As the old story goes, "The board spent 15 minutes discussing the multi-million dollar bond issue which was apparently beyond their grasp, and two hours on the location of the company's bicycle racks in which they felt quit confident."  Such misfocus can be minimized by distributing pre-meeting information sheets, agenda ordering, and strict meeting control, all topics discussed in Chapter 12.

Short-term bias.  Immediate "pressing" problems invariability supersede distant broader concerns.  This close focus is so frequently necessary and time-consuming that we recommend church councils transfer, if appropriate, the visionary role to appointed trustees (see Chapter 10).  This delegation ensures that oversight and long-range planning are always attended to.

Monitoring and reactive stance.  Senior boards are inclined to spend far too much time reviewing what the organization's operatives are doing and too little time proactively creating their own agenda.  Church committees must be well staffed, given firm "marching instructions," and then largely weaned from further supervision.  Our recommended governance model also encourages delegation of long-range studies to the church trustees, further freeing the council for large issues, external focus, and similar forward thinking.

Manage Conflict; Be Generous and Conciliatory   
…all of you be in agreement and that there be no divisions among you, but that you be united in the same mind and the same purpose.  (1 Corinthians 1:10)

Some form of conflict is almost inevitable in a parish of different people with different needs and ideas how to fulfill those needs.  Such conflict arises from the varying life experiences of individuals, differences in education and reasoning processes, and, perhaps most importantly, the resulting values held.  Whatever the cause, leaders must strive to prevent the divisiveness and hostility likely to emanate from such factions.  Discussions should always be kept on an academic level and impersonal, opposing views honored.  Debate should be constructive not antagonistic, with petty arguments promptly dismissed.  But stay away from foolish and ignorant arguments; you know that they end up in quarrels.  (2 Timothy 2:23)   

Harmony is easy to advise, but difficult to accomplish when each side is convinced they are right.   To prevent these occurrences, the leader must personally remain calm and unflappable, concentrating on fostering understanding and resolution.  Meetings should start and end with prayer, beseeching God's guidance and recognizing that all good things come from him.  Opponents should be encouraged to relax and recognize value in the others' position.  Summarizing the advantages and disadvantages of both sides helps and may lead to compromise solutions.  Deadlocks can be resolved by trial testing or delaying decisions until further information is provided.

The Nature of Disagreements

We tend to agree with others when hard facts are readily available and in highly technical areas beyond our grasp.  Thus few are sufficiently knowledgeable to debate issues in the hard sciences, economics, law, and medicine, fields requiring specialized education.  On the other hand, everyone has an opinion on religion, politics, and the arts, matters close at hand and generally understood.  The lesson here is that disagreements are common in personally encountered subjective areas, where "Bias and impartiality is in the eye of the beholder."  (Lord Barnett, British Conservative politician.  

Disagreement thus commonly occurs in matters of style, priorities, and direction, areas readily subject to personal interpretation and judgment.  As comic strip character Charlie Brown says, "I'm best at matters of opinion."  At the other extreme are long held, firmly entrenched, personal values essentially immune to outside influence.  The cognitive distinctions involved can be defined in five degrees, listed here in descending order of frequency encountered and increasing order of severity of disruption:

1. Style and taste(personal preferences for distinctive features of expression, execution, and performance. 

2. Relative emphasis(special attention or priority attached to something singled out.

3. Direction(a course of action toward a perceived end or goal such as vision and mission statements and expressed expectations.

4. Principles(rules and policies guiding behavior.

5. Beliefs(something accepted as true and fundamental, often without proof. 

Sources and Severity of Conflicts

Disagreements often occur during the creation of new programs when numerous alternatives are possible and everyone has an opinion.  They are also common when programs go astray, and criticism abounds.  In-between, when operations are running smoothly, few are sufficiently concerned to raise questions.  Common problem sources include:


(1) Lack of a clear vision and purpose.  Multiple expectations tend to conflict and frustrate the various advocates leading to dissatisfaction and irritation. 

(2) Operations go bad.  Conflict often accompanies failed activities or expectations not met.  It is important to realize that the reality of ideas and projects may emerge only when they are tested under the worst possible conditions.  Judgement should accordingly be reserved  

(3) Controlling pastoral or laity authority, typically evident in invasive involvement at all levels and prohibiting approval procedures. 


(4) Choice of liturgical and musical style.   


(5) Growth and change versus stability and preservation.  This conflict can also be identified as a clash between visionaries and those more practically responsible.
  

The severity of disagreements largely depends on the degree of difference involved, and the emotional attachment present.  Modestly held matters of style and emphasis, for example, can usually be easily accommodated.  Changing cherished rituals, on the other hand, is likely to arouse strong feelings of resentment.

Means of Lessening Conflict

Disagreements are a natural and healthy part of progress.  Conflicts, on the other hand, are disagreements gone astray.

Distinguish and encourage constructive criticism. "We must not confuse dissent with disloyalty."  (Edward R. Murrow (1908-1965), U.S. broadcast journalist.

The most unwelcome communication is criticism, and congregation leadership is no exception.  Everyone wants to be comfortable, balanced, unchallenged.  As Oswald Chambers characterizes, "criticism is love turned sour."  Consequently, in the spiritual life there is no room for adverse criticism except against sin.  We substitute instead constructive advice, lovingly given as an intercession, entreat, or petition.  The means for its delivery include a receptive staff and congregational leaders, deliberate inclusion and study of alternatives, open discussion forums, annual evaluations, ombudsman, surveys, and suggestion systems.  And, less this seem too soft and yielding, let there be no doubt that on occasion constructive advice must be delivered with vigor to maintain pressure and vigilance, disrupt complacency, ferret out ills, and provide new challenging options.

The value of compromise.  While compromise solutions are not perfect and seldom fully satisfy either side, they are workable and can be improved with experience.  Often the answer to controversies lies somewhere in the middle.  The advantage of a compromise solution is that it can be repeatedly revised until all, or most everyone, are satisfied.  So leaders must be generous, proportioning some return to the minority, and acquiescent in small matters. 

The potential for disagreement is greatly lessened by the amount of associated work involved.  Arguments flow freely when there are no strings attached.  On the other hand, issues are often resolved amicably if dissenters know they will face the task of implementing whatever changes they advocate.  It is surprising how quickly problems are resolved favoring the path of least personal commitment.  Consider your own response to these challenges.  "If you want to do it that way we'll make you chairman of the task force."  "Would you like to teach the course you prefer?"  "To clarify your position, please prepare a short position paper."  The old euphemism "talk is cheap" is too often true.  Real dissent is constructive and substantive with an implied service commitment.       


Conflict Sources Within Congregations

Unresolved conflict within congregations is disruptive and unacceptable.  Associated roadblocks must be discovered and remedied.  Personal obstructionist behavior typically requiring individual counseling includes:

1. Stubbornness, simple unwillingness to listen to opposing views and accede to the majority regardless of proposal merit. 


2. Disagreement arising out of personality conflicts or personal animosity. . 
3. Excessive pastoral or council authority.


4. Control by a small clique of powerful members. 

Other hindrances to problem resolution related to personal outlook that may occasionally be amenable to outside influence and pressure include:

1. Long held imbedded opinions, concepts, and allegiances, possibly so ingrained as to be immutable, beyond any force of reason or persuasion. 

2. Differences in fundamental philosophy such as practical and expedient versus challenging and visionary.

3. Entrenched positions on controversial social issues such as abortion, death penalty, homosexuality, immigration policy, war.

Rules for Conflict Resolution

Preparatory and safeguards

1. In sensitive issues, commit to dealing only with first-party information.

2. Affirm with all participants the brotherhood of all in Christ and commitment to working constructively together.

3. Review the rules of working together in good faith with all deliberations to be performed in a respectful conciliatory manner.  Dissenters are loyal members also.

4. Explain that conflicts are a normal, inevitable part of doing business and can be effectively and systematically resolved through open discussion and cooperation.

5. Establish a safe and fair listening environment, open and responsive to all.  Explain the importance of careful, patient listening.

6. If encountered, caution, then disengage chronic troublemakers and individuals harboring personal animosities.  Divisiveness and personal ego must not be allowed to lead participants 

Analyses

1. Make sure from the beginning that there is a clear accepted understanding of the goals involved.

2. Identify and examine any assumptions made to ensure their applicability and validity.

3. Gather facts and supporting information.  Share findings with all.  Listen with fairness and patience to all viewpoints.  Note that some highly relevant information may involve perceived injustices and past personal hurts.  This content must be treated with sensitivity and discretion. 

4. Agree on the order of priority in working on issues.  Work on one issue at a time.  

5. Begin by identifying the central conditions and/or reasons for disagreement.  Look first for strengths in each position and common ground.  Focus on developing areas of understanding and agreement that may subsequently resolve or encompass areas of disagreement.   

6. Use tools such as negotiation and brainstorming to come to an agreement.  A willingness to compromise is essential. To resolve conflicts, exact positions must first be clarified, then attempt to find a shared resolution, followed lastly by some form of compromise.

Decision  and implementation

1. The problem/conflict resolution process consists of fact-gathering, study/analysis, discussion, and decision.  When consensus is not obtained, decisions may be reached by majority rule or resolved temporarily by postponement to allow continued study or trial-testing.  Mediation by a neutral trained third party is typically the last resort.

2. The choice should be implemented with respect for any existing opposition, but not subjugation.

Location of Related Content 

The nature of conflict and its resolution are dealt with in other contexts in additional locations within this book: 


Promote Democratic Action, p. 5-8.


Combat Domination, Build Diversity, Encourage Agreement, p. 5-11.


Safeguarding Democracy, p. 7-9.



Manage Conflict, Be Generous and Conciliatory, p. 8-18.


Democracy, the Foundation of the Servant-Led Congregation, p. 10-2.


Encouraging Vision, Creativity, and Criticism, p. 11-3.


The Ombudsman, p. 11-5.


The Meeting Proper(Deliberations, p. 12-6.






  (Alternatives to Consensus, p. 12-8.

   � Three recent books address servant leadership for congregational laity:  David Young, Servant Leadership for Church Renewal (Scottdale, PA, Herald Press, 1999), referenced in Chapter 6; Harold E. Bauman, Congregations and Their Servant Leaders, (Scottdale, PA, Mennonite Publishing House, 1982), cited in Chapters 11 and 12 ; and Bennett J. Sims, Leadership for the Third Millennium (Boston, Cowley Press, 1997), quoted in Chapter 5.  All three volumes are excellent.  


Sims' work is especially relevant and supplemental to the present chapter.  Some selected observations warrant quotation.


    This, then, is the work of the servant leader as I now define it, "to honor the personal dignity and worth of all who are led, and to evoke as much as possible their own innate creative power for leadership.


    …a servant leader  concentrates on building up the people, not on polishing the system or the leader's self-importance.  


    Servant leadership defines success as giving, and measures achievement by devotion to serving.  


    The servant leader...thinks: I am the fellow human whose responsibility it is to love and guide this family, to serve and lead the parish, to point the direction for this company, to stimulate the learning process in the classroom. 


    The important lesson for leadership here is that real power rises from authenticity, not from appearances or manipulation.  Real leadership is never wizardry.  It always springs from unpretentious humanity.  What this means is that an easy humanness is the foundation of servanthood.     


    � The content of this chapter is heavily indebted to Robert K. Greenleaf, The Power of Servant Leadership, Chapter 5, "The Servant as Religious Leader" (San Francisco, Berrett-Koehler, 1998). 


    � Oswald Chambers, one of the great Christian thinkers of our time.  During his short life (1874-1917) Chambers served as founder and principal of the Bible Training College in Clapham, London, and later ministered to Australian and New Zealand troops in Egypt during World War I.  Throughout the twenty years of his ministry he wrote continuously, authoring 29 books still in print, including the classic My Utmost for His Highest.  His belief is characterized by a child-like trust in God and self-discipline.  Perhaps the best introduction to Chambers is to read Oswald Chambers: The Best From All His Books (Nashville, Oliver-Nelson Books, 1987).


    � The "tipping" concept was introduced by Malcolm Gladwell.  See Malcolm Gladwell, The Tipping Point: How Little Things Can Make a Big Difference (Boston: Little, Brown, 2000).


    � Making decisions “on our knees” is attributed to Pope John Paul II (1920-2005).  "I am so busy," Martin Luther said at the height of the Reformation "that unless I pray more hours every day I won't get my work done."


    � Greenleaf, The Power of Servant Leadership, p. 31.


    � Cited in Charles E. Bennison, Jr. et al., In Praise of Congregations: Leadership in the Local Church Today (Cambridge: Cowley Publications, 1999), p. 222.


    � Bennison, In Praise of Congregations, p. 225. 


    � Henri J. M. Nouwen, In the Name of Jesus (New York, Crossroad Publishing Company, 1998), p.3.  


    � This section is highly indebted to John Carver, Chapter 4, "Focusing on Results," Boards That Make a Difference (San Francisco, Jossey-Bass Publishers, 1997). 


    � W. A. Kirk, cited in Carver, Boards That Make a Difference, p. 53.  


    �  G. S. Odiorne, cited in Carver, Boards That Make a Difference, p. 54.


    � Use of facts always reminds me of the delightful Charles Dickens quotation from Hard Times.  "Now, what I want is, Facts.  Teach these boys and girls nothing but Facts.  Facts alone are wanted in life.  Plant nothing else, and root out everything else.  You can only form the minds of reasoning animals upon Facts: nothing else will ever be of any service to them.  This is the principle on which I bring up my own children, and this is the principle on which I bring up these children.  Stick to the Facts, sir!" 


    � Carver, Boards That Make a Difference, pp. 9-10.


    � The role of visionary versus practitioner is well illustrated by this story.    Stephen T. Mather, Superintendent of Parks, selected George Goodwin as his highway engineer to design the central access road to Glacier National Park.  He also employed Thomas Vint, a leading architect to provide counsul.  There was bitter disagreement between the two men regarding the road's location.  Goodwin proposed a practical expedient route along the lower reaches of the Park.  Vint's location was high up on the mountain side, scaling Logan Pass at the Continental Divide, involving great engineering difficulties and cost.  The three men rode on horseback along the proposed higher route to Logan Pass.  Vint won out.  Completed in 1932, the "Going to the Sun" road is now one of the world's most beautiful, a lasting tribute to visionary thinking and making the right choice.
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