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Scripture tells us that believers are “a royal priesthood” (1 Peter 
2:9). Th is means that all Christians, in one form or another, are called 
into places of ministry and leadership. Not only is this a great privi-
lege, it is also a great responsibility. Men and women desiring to serve 
in church leadership in some capacity undergo basic training to assure 
that they understand the foundations of the Christian faith and of our 
Nazarene identity. Th is includes a deepening knowledge and apprecia-
tion of Scripture, Th eology, Ministry, Mission, History, and Holiness. 
Frameworks for Lay Leadership is a series of six books designed to do 
just that—equip lay leaders for ministry in the Church, whether local, 
district, or general. Th ese books have the greatest impact when they are 
read, processed, applied, and contextualised in partnership with a qual-
ifi ed mentor. 

Welcome to this journey of transformation! 

Engaging the Story of God

Exploring a Wesleyan Theology

Embodying a Theology of Ministry and Leadership

Entering the Mission of God

Expressing a Nazarene Identity

Embracing a Doctrine of Holiness
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CHAPTER 1

INTRODUCTION
I remember coming home from church one day having heard one of the 
best sermons of my life about responding to God’s call to ministry. The 
thought suddenly struck me, “How in the world would I live out what I 
had just heard?” It sounded so good at the time; yet, when all the hype 
was gone, I was left overwhelmed with the enormity of the challenge and 
not sure how to implement the insights gained. I may not be the only one 
who felt this after enjoying the challenge of a great sermon. However, I 
have learned that it is possible to hear from God and respond in such a 
way that I live differently and embrace a life of service. In the following 
pages, I will give some pointers to living out an amazing life-calling. My 
prayer is that it will set you on a path of life transformation through dis-
covery and growth.

We begin by unpacking the title of this book starting with the word 
ministry. What comes to mind when you hear this term? Perhaps you 
think of a pastor of a local church who does the work of ministry, or of 
someone who dresses up in robes that looks positively Mediaeval. What 
about the person who conducts funerals and visits the sick in hospital? 
Perhaps it is the person (man or woman) who stands behind the pulpit 
each Sunday. Nevertheless, this term, ministry, is not about a person but 
the action of serving. Anyone who seeks to serve others in a way that 
honours Christ is doing ministry. At its core, ministry means serving and 
working for the benefit of the one being served.1 We can all be involved, 
whether we are the formal leaders of a congregation or members of the 
faith community with no formal education or training in Bible or the-
ology. In serving, “like living stones, [we] are being built into a spiritual 
house to be a holy priesthood, offering spiritual sacrifices acceptable to 
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God through Jesus Christ” (1 Peter 2:5). These powerful words are writ-
ten to all Christians, not just the leaders of the church. This inclusive 
nature of serving (ministry) is often referred to as the priesthood of all 
believers and is an important biblical concept. All believers must remem-
ber that regardless of their vocation, they are still called to serve Christ 
by serving others.2

Leadership is another vexing term because there are so many differing 
ideas about what it is and how it should look. When you hear the term 
leader, do you think of a person with great authority or public influence? 
Do you think about political leaders of the past who have seemed to 
lead nations? Perhaps you think of those who speak for a vast number of 
people in times of crisis, for example, Winston Churchill, Martin Luther 
King Jr., or Nelson Mandela. Undoubtedly, these people were leaders, 
but leadership is much more than this highly visible, dramatic display. 
Leadership is ultimately influence,3 and godly leadership is “leading peo-
ple onto God’s agenda.”4 All of us can be influencers in our own quiet 
way, which, according to this definition, means we can all be leaders. 
Before you protest at this assertion, think of people with whom you have 
regular contact and of the ways they impact your life. The reverse is also 
true; you impact them too. Welcome to the place of leadership! If we are 
impacting others, the important question for each of us to ask ourselves 
is “What kind of impact do I want to have?” or “What kind of influencer 
do I want to be?”5 As with the term ministry, the term leadership encom-
passes a wider view than perhaps first thought.

Theology is a word that often carries with it connotations of deep 
thinking and perhaps thinking that few can fathom. However, the sim-
ple definition of theology is the study (logos) of God (theos). Most of us 
do this regularly, even if we are not doing it formally. A theology of 
ministry and leadership is the study of ministry and leadership in light 
of our understanding and belief in God and within the context of the 
Kingdom of God. Here, theology seeks to address such questions as: 
“What is God’s agenda for ministry and leadership?”; “How would God 
want us to minister and lead?”; “Where is God in the activity of ministry 
and leadership?”
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Finally, the term embodying brings an important aspect to our explo-
ration of ministry and leadership. Embodiment means the physical 
expression of what otherwise might be a theoretical idea. This has pro-
found implications for the “why” and the “how” of ministry and lead-
ership. The term incarnation similarly captures the physicality and prac-
tical expression of living out the principles of ministry and leadership. 
Credibility for ministry and leadership is found not in how well we can 
articulate the principles, but in how well we live out those principles, par-
ticularly in the light of Scripture. Rather than pointing to a discussion or 
an idea, embodiment means we point to a person and their life of doing. 
For example, Jesus says, “anyone who has seen me has seen the Father. 
How can you say, ‘Show us the Father’? Don’t you believe that I am in 
the Father, and that the Father is in me?” (John 14:9b-10a).

With this understanding of the title, we now move into a deeper 
consideration of the aspects of ministry and leadership. Firstly, we will 
explore the being within ministry and leadership; who we are as a person 
and what God is ultimately doing in and with us in his world. Secondly, 
we will explore biblical images for ministry and leadership; this is God’s 
work in which we are seeking to cooperate and in which we should be 
guided by his Word. Thirdly, we will examine the doing of ministry and 
leadership; the tasks of ministry and leadership will help us set a few 
parameters. Fourthly, and perhaps most importantly, we will explore 
a way of putting the being and the doing of ministry and leadership 
together under the rubric of incarnational leadership. This is where we 
seek to embody the principles of the earlier sections.

Questions for Reflection

1. What is your response to 1 Peter 2:5 and the idea of the “priesthood 
of all believers”? Why do you think this concept is important?

2. What kind of leader do you think God is calling you to be in your 
local context and why?

3. What scares you about doing theology? Why do you think it is impor-
tant to develop a theology of ministry and leadership?
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CHAPTER 2

BEING  
IN MINISTRY AND 

LEADERSHIP
As Christians, we are called into a future designed by God. Being in 
sync with this future is the prerequisite for effective ministry and lead-
ership. This purpose is not something abstract or unknowable. There is 
a particularity to this goal and purpose that is both vivid and definable. 
For the Christian, the purpose is Christ, who is the embodiment of our 
calling.6 In other words, we are designed to be and become Christlike.

Our Ultimate Purpose

Effective Christian ministry and leadership is never simply a job. It 
springs from who we are as persons and, more importantly, who we are 
as followers of Jesus. This raises the question of identity and of our con-
nection with our Creator. Understanding this connection begins with 
finding our true purpose in life as human beings. Augustine said, “You 
have made us for yourself, O Lord, and our heart is restless until it rests 
in You.”7 Prior to his conversion, Augustine was a renowned teacher 
of public speaking. Even with all the trappings that were associated 
with the royal courts of the Roman Empire, Augustine was ever rest-
less. However, after he converted to Christianity, he was transformed. 
Augustine embraced what he saw as his originally intended vocation as a 
God-created human being, worshipping God alone.
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Instead of embracing the vocation of worshipping God alone, 
humanity rejected God and turned to the worship of idols. In so doing, 
humanity became enslaved to the very things over which God had given 
us dominion.8 That is the bad news. But in Christ, we are beckoned 
back to our original vocation and calling. We are made by God and for 
God, and “to be truly and fully human, we need to ‘find’ ourselves in 
relationship to the One who made us and for whom we are made. The 
gospel is the way we learn to be human.”9 The Genesis account outlines 
this human vocation:

Then God said: “Let us make mankind in our image, in our like-
ness, so that they may rule over the fish in the sea and the birds in 
the sky, over the livestock and all the wild animals, and over all the 
creatures that move along the ground.” So, God created mankind 
in his own image, in the image of God he created them; male and 
female he created them. (Genesis 1:26-27)

Genuine Christian spirituality understands humanity as beings cre-
ated in the image of God and participating with God in a fallen creation, 
which God intends to fully redeem. “Such a life of loving union with 
God results in Christlikeness—wholeness in the image of God. This is 
not a self-referenced, self-contained, achievement independent from our 
life with others in creation. … [This] is a process of being formed in the 
image of Christ for the sake of the world.”10 Before we can get to doing, 
we need to be on the journey to Christlikeness. This journey requires us 
to be a follower of Jesus.

There are barriers along the way as we seek to follow Jesus and become 
Christlike. These barriers are not insurmountable, but knowing the hin-
drances along the way will help us. Klaus Issler outlines five of these bar-
riers as they relate to our journey to Christlikeness. They are based on a 
review of the parable of the sower (Matthew 13:1-23).

 (resistance to truths that seem impossible to us)

 (professed values that are not character deep)

 (a lifestyle slowly drifting off course)
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 (not regularly abiding in Jesus)

 (an initial moment of troubling emotional stress 
that is not addressed and becomes debilitating, excessive worry)11

To overcome these barriers, a whole-hearted commitment to the journey 
towards Christlikeness is required. The good news is that this is not a 
“think positive” or “I think I can make it” mentality that needs to be 
generated in our own energy. The restlessness that is part of our human-
ity is instilled in us by our Creator. That is to say, seeking and hungering 
after that which will truly satisfy is inherent. As the writer of Ecclesiastes 
writes, God has “set eternity in the human heart” (Ecclesiastes 3:11). 
Furthermore, Jesus gives us good news when he says, “Blessed are those 
who hunger and thirst for righteousness, for they will be filled” (Matthew 
5:6).

James K. A. Smith describes this hungering as a pursuit. This pursuit 
is not simply to know something or believe in some goal. Rather, it is 
what we long for, desire, and want ultimately.12 It is what we love! It grabs 
us at the deepest level possible, and this opens the possibilities for trans-
formation. Think for a moment of the barriers that can hinder that love. 
Discipleship (what we often define as the process and journey toward 
Christlikeness) is more about shaping the orientation of our heart (our 
loves) than it is about gaining more information for head knowledge.

This suggests a way forward in our journey of being a disciple of 
Jesus. The agenda for shaping our being is found in our times of worship.

Christian worship … is essentially a counter-formation to those 
rival liturgies we are often immersed in, cultural practices that cov-
ertly capture our loves and longings, miscalibrating them, orienting 
us to rival versions of the good life. This is why worship is at the 
heart of discipleship. We can’t counter the power of cultural litur-
gies with didactic information poured into our intellects. We can’t 
recalibrate the heart from the top down, through merely informa-
tional measures. The orientation of the heart happens from the bot-
tom up, through the formation of our habits of desire. Learning to 
love (God) takes practice.13
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It is here that we must make an important distinction. The knowing that 
we speak of in the shaping of our being is not knowing about God in 
Jesus Christ; rather, it is knowing in a deeper way. For example, I have 
been married for over 40 years, and I know my wife well. I not only 
know a lot about her—what she looks like, her interests and hobbies, her 
talents and abilities, and so forth—I also know her as a person. I know 
her likes and loves, the way she thinks (well most of the time!); I can 
predict what she will say about something because I know her values and 
how her life experiences have shaped her. This knowing is a life journey, 
ever-deepening, full of surprises, joys, and challenges. This latter know-
ing is our goal in knowing God. The interesting thing about this kind of 
knowing is that, just as I have been influenced and shaped as a husband 
and as a person by my increasing knowing of my wife, so we are shaped 
by our increasing knowing of God: Father, Son, and Holy Spirit. This 
knowing is relationship based and is mutually engaging.

Character Formation and Spiritual Formation

The journey of change at the core of our being is often termed spiritual 
formation or character formation. There is a debate about whether these 
two terms should be used interchangeably. In one sense, the term char-
acter formation is preferable, because the term spiritual formation can 
sometimes imply a dichotomy of spirit and matter, soul and body.14 This 
implication is unfortunate because the formation that God is doing in us 
is as much about how we respond in everyday life as it is about discern-
ing a life that is less material. The two are indissolubly linked. We cannot 
have one without the other.

We know that we have come to know him if we keep his com-
mands. Whoever says, “I know him,” but does not do what he com-
mands is a liar, and the truth is not in that person. But if anyone 
obeys his word, love for God is truly made complete in them. This 
is how we know we are in him: Whoever claims to live in him must 
live as Jesus did. (1 John 2:3-6)

On the other hand, the term spiritual formation suggests more than 
what we see and touch. There is a dimension to every relationship that 
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is expressed spiritually, in non-material ways. There is a sense that “we 
know more than we can say.”15 This is sometimes labelled emotional 
learning, and while this learning may lack words, it will always feels true. 
This learning is not immutable, but it does point to a powerful non-ma-
terial part of our being.

Given that we centre our being in a recalibration of our heart toward 
God and relationship with him, it is essential to have a teachable spirit. 
Discipleship is not just about following Jesus; it is about learning in the 
way the first disciples learned from Jesus; it is about learning along the 
way.16 We should avoid the temptation to run another seminar or Bible 
study and think that this is discipleship. Too often this moves back into 
simply accumulating knowledge instead of being or life transformation. 
Core to this being is a disposition of humility as we journey together.

There is a story about a Dean of a school of theology who came to a 
Zen master to ask him about Zen. Nan-in, the Zen master, served 
him tea. He poured his visitor’s cup full, then kept pouring. The 
Dean watched the overflow until he could no longer restrain him-
self. “It is over-full. No more will go in.” “Like this cup,” Nan-in 
said, “you are full of your own opinions and speculations. How can 
I teach you Zen unless you first empty your cup?”17

I’m sure you get the picture. Humility is emptying our cup of our own 
opinions and speculations to hear what God has to say. This relationship 
is a two-way street and we need to listen at least as much as we talk, 
probably more.

How, then, are we to be attentive to what God has to say? This is 
where the spiritual disciplines come into play. There is some doing in 
order to be in the process of formation, and this journey will not neces-
sarily be easy. Paul’s words give us both encouragement and challenge:

Therefore, since we have been justified through faith, we have peace 
with God through our Lord Jesus Christ, through whom we have 
gained access by faith into this grace in which we now stand. And 
we boast in the hope of the glory of God. Not only so, but we also 
glory in our sufferings, because we know that suffering produces 
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perseverance; perseverance, character; and character, hope. And 
hope does not put us to shame, because God’s love has been poured 
out into our hearts through the Holy Spirit, who has been given to 
us. (Romans 5:1-5)

The Spiritual Disciplines

John Wesley taught that God’s grace is unearned, but that we are not 
to be idle waiting to experience that grace. By engaging in the spiritual 
disciplines (what Wesley called the “means of grace”), we are providing 
ways for God to continue to work in our lives. These disciplines have 
been categorised as follows:

Works of Piety  

Individual Practices: reading, meditating and studying the 
Scriptures, prayer, fasting, regularly attending worship, healthy 
living, and sharing our faith with others

Communal Practices: regularly sharing in the sacraments, Christian 
conferencing (accountability to one another), and Bible study

Works of Mercy

: doing good works, visiting the sick, visiting 
those in prison, feeding the hungry, and giving generously to those 
in need

: seeking justice, ending oppression and dis-
crimination, addressing the needs of the poor18

It is the works of piety that, initially, are fertile ground for active listen-
ing to God. Regular, intentional involvement in these practices, so they 
become habits, is an important part of practical piety for the Christian. 
For example, communal worship not only shapes our mind but, more-
over, it reshapes our imaginations and our practices and enables us to 
be the Body of Christ ministering to one another and from there to our 
world.19 Is it any wonder that the writer of Hebrews says, “let us consider 
how we may spur one another on toward love and good deeds, not giving 



17

BEING IN MINISTRY AND LEADERSHIP

up meeting together, as some are in the habit of doing, but encouraging 
one another” (Hebrews 10:24-25)?

The embrace of the Scriptures is foundational to our listening to God 
and to character formation. Systematic, frequent immersion in the mes-
sage of Scripture will provide the scaffolding for understanding the story 
of God and how our story can become part of his story. There are numer-
ous ways to embrace reading and listening to Scripture as part of our life, 
three that can be especially helpful.

Firstly, there is the daily devotional reading of Scripture. Many 
guides are available, and it only takes a few minutes each day to read the 
designated selection. Choose a set time each day (often associated with 
another regular daily activity such as eating breakfast) when you can 
habitually take a few moments to read and pray. This is not the time for 
in depth study, but simply to begin a conversation with God that will 
continue throughout the day. Ideally, this is done early to set the tone for 
the rest of the day.

Secondly, find the lectionary readings for each Sunday and read these 
Scriptures daily prior to the scheduled Sunday.20 Lectionary readings are 
a systematic set of Bible readings that have been developed over many 
years by various Christian denominations to be used in public worship. 
The goal of these readings is to cover the message of the whole Bible 
over a period of three years. The selections follow the Christian Calendar 
(Advent, Christmas, Lent, Easter, and so on). Over a period of several 
months, a wide range of the Scripture (not just our favourites) is cov-
ered, and the reader begins to understand the full story of what God has 
done, is doing, and will do in his world. The story is not monochromatic, 
and an amazing variety is on display through this process. Alternatively, 
rather than commit to readings from a variety of places in Scripture, 
some commit to reading through the entire Bible in a year. While the 
quantity to be read is substantial, it can also give a fuller picture of the 
story of God.

Thirdly, use the process of divine reading (lectio divina) as a way of 
reading and praying the Scriptures.21 This approach seeks to read the 
Bible in a way that promotes communion with God. While particularly 
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effective as a group exercise, it can be done individually as well. The 
process is simple. Take a moment to quiet your heart and then select a 
passage of Scripture (often from the Gospels or an Epistle, five to ten 
verses in length) and read it aloud. Think of a word or phrase that stood 
out to you as you heard yourself read. Think about that word or phrase 
and reflect on the insight gained. Then re-read the passage in the light of 
what you have just thought about. Consider what just happened and see 
what deeper insight you have because of the re-reading. Take a moment 
to speak to God in prayer based upon this reading. It might be that you 
read the passage of Scripture again another two or three times as you 
tune your ear to hear what God is saying to you. This process has a way 
of slowing us down, removing the “noises” that makes it hard to hear the 
voice of God, and drawing us into the task of listening.

Having listened well to God through his word, we can then respond 
in obedience to the voice of God. This is at the heart of character devel-
opment and the essence of obedience is integrity. In the words of 1 Peter 
1:22-23: “Now that you have purified yourselves by obeying the truth so 
that you have sincere love for each other, love one another deeply, from 
the heart. For you have been born again, not of perishable seed, but of 
imperishable, through the living and enduring word of God.”

Integrity is about “conforming reality to our words—in other words, 
keeping promises and fulfilling expectations.”22 Stephen Covey states 
three components to integrity: congruency (where a person acts accord-
ing to their values), humility (a person is more concerned about what is 
right than in being right; embracing new truth, rather than defending an 
opinion), and courage (the ability to do the right thing even when it is dif-
ficult).23 As we practice these disciplines our character is formed and we 
become more authentic followers of Christ. It starts with an integrated, 
authentic self and ripples out into all our relationships, into our church, 
and into our society.

Trust is central to this process of growth. Do we trust God? Do we 
trust others? Am I a person that others can trust? Trust is the virtue 
of ministry.24 In ministry and leadership, we must learn to trust others 
and this trust must be in and inspired by God. Trust is comprehensive 
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(see Figure 1);25 it relates directly to both the interior and exterior life 
of those in ministry and leadership. The interior life requires courage 
and intentional cultivation because it is not seen by others. We could be 
tempted to become lax in the disciplines that cultivate the interior life 
because it is so private and because of the personal costs of time, energy, 
and self-discipline required for such cultivation. It is not an easy road to 
adjust personal world views and values, especially those that have been 
held for many years. Listening well to the Holy Spirit and following the 
Spirit’s leading is sometimes countercultural.

Brené Brown has a practical challenge in her Anatomy of Trust under 
the acronym “BRAVING.”26

oundaries – respecting the other person’s boundaries and having 
my own

 – being both reliable and authentic

 – owning my own mistakes, apologising and mak-
ing amends

 – what I share with you, you hold in confidence, and I do the 
same for you

 – choosing courage over comfort, what’s right over what’s 
fun, easy, or fast

 – offering and asking for help

 – believing the best in the other even when they disappoint

Often, a leader can be perceived as doing a great job according to exter-
nal measures of ministry success. However, if we are not cultivating the 
spiritual life, our outward actions will eventually reveal our emptiness or 
even our darkness. This is the criticism that Jesus made of many of the 
religious leaders of his day; they focussed on the externals to the detri-
ment of the interior life.

Woe to you, teachers of the law and Pharisees, you hypocrites! You 
are like whitewashed tombs, which look beautiful on the outside 
but on the inside, are full of the bones of the dead and everything 
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unclean. In the same way, on the outside you appear to people as 
righteous but on the inside, you are full of hypocrisy and wicked-
ness. (Matthew 23:27-28)

To make the decision to follow Christ is just the beginning of the 
journey of growth and development. To assume that this growth will 
happen automatically is like bringing a child into the world and expect-
ing the infant to feed himself or herself. An effective way to cultivate and 
deepen our relationship with God is by holding ourselves accountable to 
a small group of fellow disciples or another individual. Wesley was aware 
of our tendency to take the easy way in our spiritual development. He is 
well known for his system of small groups to counter this. It is this sys-
tem that helped the Methodist movement to cultivate effective disciples 
and, moreover, to keep them growing.

Wesley’s class meetings were a subdivision of the larger Methodist 
Society. However, to be a regular attender at the Society a person needed 
to be a regular participant in a class meeting. It was at the class meeting 
that the focus was almost exclusively on the alteration of behaviour.

There was no room here for lecturing or preaching; the emphasis 
was clearly on present and personal growth, presided over, not by 
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a professional trainer, but by a fellow seeker. … Not only were the 
class meetings mixed groupings according to sex, they were also 
heterogeneous in terms of age, social standing, and spiritual read-
iness. … Wesley visualised the class meeting as the point of entry 
for most initiates into Methodism, and he wanted the entry group 
to be a warm fellowship of fellow strugglers, representing a broad 
cross-section of Methodism.27

What is particularly telling is the role of the leaders of these class meet-
ings. Once a hymn was sung to start the class meeting, the leader would 
give a personal testimony of their own spiritual condition, which set the 
tone for the rest of the participants to do likewise.28 A transparent inner 
personal life shared in community was the prerequisite of the leader, and 
in fact, of each member of the class meeting. This became an important 
part of the accountability process built within the worshipping com-
munity from the very beginning of a person’s contact with the faith 
community.

There were other accountability groups within the Methodist system 
that related to other leaders and those with greater spiritual maturity 
(e.g. “Bands” and “Select Societies”). However, the class leaders were the 
fledgling pastors in the Methodist organisational hierarchy. It was under-
stood that they carried pastoral oversight of the group and were regarded 
as being on the first rung of the leadership ladder.29 Clearly, being was a 
prerequisite for learning to lead.

With intentional development of character, there is a consequent 
expression of the life we live in Christ. The apostle Paul speaks of the 
fruit of the Spirit—fruit being the evidence of the work of the Holy Spirit 
in the life of the believer. “The fruit of the Spirit is love, joy, peace, for-
bearance, kindness, goodness, faithfulness, gentleness and self-control” 
(Galatians 5:22-23). The “fruit” is cultivated through the practice of the 
spiritual disciplines and walking in obedience to the promptings of the 
Holy Spirit.

However, we have core values that directly influence our actions. We 
hold these tightly and they reflect what we truly care about in life. It is 
these values that create decision-making pathways that help us reflect 
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our true selves.30 It is extremely beneficial to identify these core values as 
they guide us in our personal priorities, ministry commitments, goals, 
and conflict management.31 For Wesley, the love of people appears to 
have been a core value that drove his life and ministry. Wesley began 
with people and their needs; he followed the migration of people so that 
there would be ministry where people lived; and he focused on serving, 
especially remembering the poor.32

Placing such a high value on people had a profound impact on the 
shape of Wesley’s ministry. Even when such a value drove him into con-
ducting ministry in ways he was personally uncomfortable with, he pro-
ceeded. For example, Wesley appeared to go through significant personal 
anguish as he began preaching in the fields, away from church buildings; 
he was after all a staunch churchman. While there were several external 
motivators for Wesley’s field-preaching, including the repeated requests 
from his contemporary, George Whitefield, “it was the internal invasion 
of a sanctifying God that nurtured an empathetic love in Wesley that 
drove him to the fields.”33 Wesley was apparently willing to do what was 
necessary to reach people with the Gospel. However, this practicality was 
not mere pragmatism, or doing whatever works. His practice was still 
within the bounds of a theological position informed by his empathy.

Here is an important lesson for the practice of ministry. Core values 
should not always be rigidly applied; there is flexibility. Some people 
pride themselves on having many strongly held convictions that become 
values in their own right. The essential question to answer is whether 
the conviction is a value or simply a preferred way of doing something. 
If many convictions or preferred ways of doing things become core val-
ues, then we can develop an inflexibility in our ministry and leadership. 
As leaders, we must be careful not to justify our personal way of doing 
things by claiming they are biblical or theologically mandated. Trying 
to claim the moral high ground on such preferences is a sure way to 
undermine our own integrity; it is essentially a selfish orientation. The 
challenge is to ensure that our core values are reflections of biblical values 
that are Spirit inspired. Keeping the core values to a small number, but 
providing a multitude of ways of expressing them, gives rise to flexibility 
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in actions. Core values remain stable, but their expressions may vary 
enormously.

The Apostle Peter is a great example of one who had to adjust a firmly 
held conviction when he realised that it was a cultural understanding 
and not consistent with the Gospel. Acts 10 records the incident where 
Peter had a dream about clean and unclean food. Peter learned that God 
was declaring some things clean that Peter, because of his Jewish herit-
age, had thought unclean. Moments after the dream, Peter was urged to 
visit the home of a Gentile. As a Jew, he would ordinarily decline such 
an invitation. Nevertheless, because of the dream, he accepted, and the 
result was that a great many Gentiles accepted Christ as their Saviour. 
Peter came to understand that the Gospel was not just for the Jewish 
people. Peter’s practices needed to change according to the new values he 
was adopting; Kingdom values!

We might easily read over this passage without fully comprehending 
the immense emotional and spiritual energy required by Peter to make 
such a radical shift. This change struck at the core of who Peter was as a 
person. Every fibre of his being would have been screaming, “This isn’t 
right!” However, in his whole-hearted love for Christ, he adjusted his 
values and life priorities. That is to say, he saw that a change needed to be 
made. We know this was not easy because later he was reprimanded by 
the Apostle Paul for drifting back into his old exclusive ways (Galatians 
2:11-21). The transformation of core values requires the life-transforming 
involvement of the Holy Spirit. This is a demonstration of integrity—
having our actions reflect our words.

When Things Go Wrong

We must admit that sometimes leadership gets it wrong. We find our-
selves doing something other than reflecting Christlikeness. Illegitimate 
sources of influence can have us building on a human foundation rather 
than a godly one. The selfish use of a leadership position, the use of coer-
cive power, or an emphasis on a forceful personality that does not listen 
well, are such examples. If these are our sources for influence, we stand 
on very shaky ground. We can be tempted to use these sources because 
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we are impatient for results, think we know best, or have learned to rely 
solely on ourselves. It is a tragedy for the church community if most of 
our actions do not need the Holy Spirit to empower or provide. “Some 
spiritual leaders try to be more committed. What they need is to be more 
submitted.”34 We can “organise” God out of our ministry and leadership 
when we stop intentionally listening to him.

Prayer is an integral part of listening well to God. Prayer is a two-way 
conversation with our heavenly Father. Why do we pray? Firstly, prayer 
shows our dependency upon God. As we pray, we humbly acknowledge 
that we do not have all the answers. Secondly, prayer gives us the oppor-
tunity to listen and to pick up on God’s agenda. I remember a time in 
my first pastorate in Australia when I sat at my desk having visited all 
the people in the small congregation. My sermons were prepared for the 
next few weeks, and I wondered what I was going to do with my time as 
pastor. I was young and inexperienced. Then, it was almost like I heard 
a voice say to me, “Get out of your chair and go walk the community.” I 
did that, not knowing what I was supposed to see or to look for. But as 
I prayerfully walked the streets of the local community, I found a small 
community service organisation that needed help with personnel. That 
discovery transformed my ministry and that of the local church. A won-
derful opportunity for service to the wider community opened through 
a partnership with several Baptists and community minded people. In 
hind sight, even though it felt strange to walk around not really knowing 
what I was looking for, I was listening to God’s agenda.

Questions for Reflection

1. What do you see as humanities ultimate purpose and why? How is 
this purpose connected to our being created in the image of God?

2. Looking at Klaus Issler’s five barriers to Christlikeness, which ones do 
you struggle most with and why do you think that is? What can you 
do to move beyond these barriers?

3. Why is involvement in corporate worship important in our character 
formation? Is this priority reflected in your life? What might need to 
change to ensure that it becomes or remains a priority?
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4. Look at the list of spiritual disciplines listed. Which of these have you 
practiced, and which would you like to try? List ways that several of 
these disciplines can be incorporated into your life currently.

5. How would you define integrity and how important do you think it 
is to ministry and leadership? Are there any areas of your own life and 
ministry where your words and actions are not in line? What are some 
steps you can take to bring them in line?

6. Think of someone in ministry that you trust. What makes this person 
trustworthy in your eyes? What intentional steps can you take to cul-
tivate trusting relationships within the community you serve?

7. Prayerfully consider your personal core values? What makes them 
core to you? Does anything need to be added or subtracted from this 
list? Why? Consider leading your church through this same consider-
ation about its core values.
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CHAPTER 3

A BIBLICAL PERSPECTIVE 
OF MINISTRY AND 

LEADERSHIP
In the previous section, we explored being as the ground for ministry and 
leadership. Here, it is worth examining what the Bible says about this 
important topic before moving to the doing of ministry and leadership. 
The four areas of focus are: the shepherd as a biblical motif for ministry 
and leadership; the servant as a biblical mode of ministry and leadership; 
the incarnation as a biblical understanding of being in ministry and lead-
ership; and the empowering of others as a biblical mandate for ministry 
and leadership.

Shepherd as Motif for Ministry and Leadership

The Shepherd motif appears throughout Scripture at critical times in 
the grand narrative of God’s working in his world with his people. The 
setting for much of the biblical literature may be significantly different 
from what most of us experience today. The biblical culture was pre-
dominantly rural and agricultural imagery was one of the best ways of 
explaining ideas and principles. This makes the image of the shepherd 
particularly appropriate for exploring the motif of leadership. In the Old 
Testament, Kings were referred to as shepherds (Jeremiah 23:1-4; Ezekiel 
34), as were the other leaders of Israel, including the religious leaders. 
While many leaders were referred to as bad shepherds, Psalm 23 is well 
known for speaking about God as the Good Shepherd.
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I remember driving a quiet road in the sheep country of Australia and 
coming across a farmer sitting on a quad bike in the middle of the road. 
His hundreds of sheep wandered along the roadside. A trusty sheep dog 
was nearby, and the sheep were being driven to pasture five kilometres 
down the road. There was no hurry; but there were clear expectations by 
the farmer that he would forcefully drive the sheep to the next pasture.

This could not be further from the imagery that a person in bibli-
cal days would understand. Firstly, the number of sheep supervised by 
the shepherd would have been vastly smaller; it would have been small 
enough for the shepherd to recognise each of his own sheep and for the 
sheep to recognise the shepherd’s voice and to follow after him. At night, 
the shepherd might cooperate with other shepherds and gather several 
small flocks together and create a make-shift corral to keep out wild ani-
mals. One of the shepherds would then lie across the entrance to sleep so 
that nothing could get in or out without the shepherd knowing.

Given this very different understanding of the role of the shepherd, 
the following passage of Scripture makes more sense.

Very truly I tell you Pharisees, anyone who does not enter the sheep 
pen by the gate, but climbs in by some other way, is a thief and a 
robber. The one who enters by the gate is the shepherd of the sheep. 
The gatekeeper opens the gate for him, and the sheep listen to his 
voice. He calls his own sheep by name and leads them out. When 
he has brought out all of his own, he goes ahead of them, and his 
sheep follow him because they know his voice. (John 10:1-4)

Good shepherds are intimately involved with their sheep, know them 
well, and provide safety. They nourish their sheep and give direction by 
leading them (rather than driving them). Despite all the negative com-
ments about poor shepherding (poor leadership) given in the Scriptures, 
Jesus declares himself to be the Good Shepherd (John 10:11).

In John 21:15-19, there is a powerful account of Christ’s forgiveness 
and restoration of Peter for his three denials; this is combined with the 
commission to feed Christ’s sheep. Peter is being asked to be an under 
shepherd to the Good Shepherd. The Apostle Peter later writes:
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To the elders among you, I appeal as a fellow elder and witness of 
Christ’s sufferings who also will share in the glory to be revealed: 
Be shepherds of God’s flock that is under your care, watching over 
them—not because you must, but because you are willing, as God 
wants you to be; not pursuing dishonest gain, but eager to serve; 
not lording it over those entrusted to you, but being examples to 
the flock. (1 Peter 5:1-3)

The implications for leadership are both clear and profound. We are 
entrusted to positively influence (perhaps lead) a group of people with 
whom we have contact. We are to be stewards, taking care of what has 
been entrusted to us, rather than “owning” the influence we have with 
people. This is not a “right to rule,” but a privileged gift to be treasured 
and stewarded.

Servanthood as a Mode for Ministry and Leadership

The servanthood of Jesus is plain to see in both his words and his actions.

Jesus called them together and said, “You know that those who are 
regarded as rulers of the Gentiles lord it over them, and their high 
officials exercise authority over them. Not so with you. Instead, 
whoever wants to become great among you must be your servant, 
and whoever wants to be first must be slave of all. For even the Son 
of Man did not come to be served, but to serve, and to give his life 
as a ransom for many.” (Mark 10:42-45)

Prior to offering up himself on the cross, Jesus demonstrated this serv-
ant-like attitude by washing the disciples’ feet. This task was a common 
courtesy offered by a host to arriving guests, usually done by one of the 
lower ranked people in the household, maybe even a slave. Nevertheless, 
Jesus did not often conform to worldly social constructs of status. Instead, 
he made clear through this humble demonstration that servanthood was 
a core component of ministry and leadership.

“Do you understand what I have done for you?” he asked them. 
“You call me ‘Teacher’ and ‘Lord’, and rightly so, for that is what 
I am. Now that I, your Lord and Teacher, have washed your feet, 
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you also should wash one another’s feet. I have set you an example 
that you should do as I have done for you. Very truly I tell you, no 
servant is greater than his master, nor is a messenger greater than 
the one who sent him.” (John 13:12b-16)

In the Old Testament, kings were thought of in terms of servants of 
Yahweh. They were called to be leaders who guided the people toward 
God and his ways. However, these earthly kings often failed, many using 
their power for selfish gain. Jesus, on the other hand, as the true King 
of Israel (and of the whole world), brought together servanthood and 
leadership. Therefore, biblically, we can speak of servant leadership, even 
though their union appears quite counter-intuitive.

While this terminology has become a part of secular leadership con-
versations, it is a relatively recent phenomenon. It was Robert Greenleaf 
in 1970 who initiated scholarly interest in servant leadership. While writ-
ing to a secular audience, Greenleaf ’s statement is apropos: “The best test 
[of servant leadership] is: do those served grow as persons; do they while 
being served, become healthier, wiser, freer, more autonomous, more 
likely themselves to become servants?”35 We could add, “and become 
more Christlike in the process.” Servanthood is desiring the best for oth-
ers, even above ourselves. On this basis, we do not set the agenda, nor the 
interpretive lens through which we view leadership and ministry activity. 
These are set by Christ’s example and teaching.

Incarnation as Being in Ministry and Leadership

From a Biblical point of view our calling to ministry and leadership in 
Christ is a lived experience and not just a job to be done. Like Jesus, we 
must be incarnational. The Apostle Paul’s words in Philippians 2:6-8 
highlight the sacrifice of Jesus’s incarnation and the depths of his love 
for humanity.

[Christ Jesus] Who, being in very nature  God,  did not consider 
equality with God  something to be used to his own advantage; 
rather, he made himself nothing by taking the very nature of a serv-
ant, being made in human likeness. And being found in appearance 
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as a man, he humbled himself by becoming obedient to death—
even death on a cross!

But, Paul’s words also provide us with a challenge to emulate Christ’s 
attitude and actions by, “not looking to your own interests, but each 
of you to the interests of the others” (Philippians 2:4). This has all the 
characteristics of servanthood, but expressed in tangible, lived action. It 
strikes at the heart of our identity, focusing on our intimate knowledge 
of Christ, which is born in relationship, rather than knowledge about 
Christ.

How to live in such a self-effacing manner in a self-oriented world 
can be puzzling. However, “how” questions often derail what is meant 
to be a servant-like trust issue. Questions such as “How is God present 
in Jesus Christ?”, “How do we express faith in Jesus Christ?”, and “How 
can Jesus be both human and divine?”, are important and yet they can 
distract us into theoretical discussions that ultimately make no differ-
ence in our lives or in our world. In fact, many of these questions can 
be answered and still not lead to belief and to the consequent lifestyle 
of selflessness. The more important question is “who?”; “Who is Jesus?” 
And the answer is, he is God in the flesh; the God who loves his creation 
and desires to be near humanity, rather than just to fulfil a goal. If we 
have placed our trust in this God, then we must reflect his kind of minis-
try and leadership in our world. This means a commitment to stand with 
people no matter the circumstances and no matter the cost. We become 
the hands and feet of Jesus. In Jesus’s own words:

Then the righteous will answer him, “Lord, when did we see you 
hungry and feed you, or thirsty and give you something to drink? 
When did we see you a stranger and invite you in, or needing 
clothes and clothe you? When did we see you sick or in prison and 
go to visit you?” The king will reply, “Truly I tell you, whatever you 
did for one of the least of these brothers and sisters of mine, you did 
for me.” (Matthew 25:37-40)

Care must be taken at this point. There is a fine line between living 
the calling and letting our ego get in the way. When this calling and 
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ministry are so closely held to our identity and way of life, then criti-
cism and opposition can feel like a direct assault on our personhood. We 
react badly, and often unpredictably, when this is the perception. It is 
even possible to rationalise away the criticism or opposition in spiritual 
terms and deceive ourselves into believing that we are on the moral high 
ground. This is countered when we understand, in ever-deepening meas-
ure, the new life we have in Christ. Ministry and leadership is not about 
us; it is about living as servants in the Kingdom of God! “We were there-
fore buried with him through baptism into death in order that, just as 
Christ was raised from the dead through the glory of the Father, we too 
may live a new life” (Romans 6:4).

Jesus is our model. Despite the agony of Gethsemane, when he 
prayed, “Father, if you are willing, take this cup from me” (Luke 22:42a), 
he continued to pray, “yet, not my will but yours be done” (Luke 22:42b). 
Wrapped up in living the calling to ministry and leadership is submis-
sion to God’s agenda and his mission. In other words, we incarnate a 
trust relationship with Jesus Christ. Wesley wrote a prayer of commit-
ment that captures this well.

I am no longer my own, but thine. 
Put me to what thou wilt, rank me with whom thou wilt. 
Put me to doing, put me to suffering. 
Let me be employed by thee or laid aside by thee. 
Exalted for thee or brought low for thee. 
Let me be full, let me be empty. 
Let me have all things, let me have nothing. 
I freely and heartily yield all things to thy pleasure and disposal.36

All of life is an expression of our servanthood through incarnating 
a growing Christlikeness. The Apostle Paul, in speaking to his young 
protégé Timothy, outlines many characteristics of such a life: a leader 
is known for honesty, faithfulness in relationships, temperate, self-con-
trolled, respectable, hospitable, moderate in use of drink and food, gen-
tle, not argumentative, and has a wholesome family life where those clos-
est to us respect us (see 1 Timothy 3:1-5). Notice that relationships are 
the priority. At its best, our spirituality is expressed through the quality 
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of our relationships. “Anyone who claims to be in the light but hates 
a brother or sister is still in darkness. Anyone who loves their brother 
or sister lives in the light, and there is nothing in them to make them 
stumble” (1 John 2:9-10). Incarnating a deepening trust relationship 
with Christ shapes our other relationships and leads us onward toward 
Christlikeness.

Empowering Others as a Mandate for Ministry and 
Leadership

The idea of empowering others is implied in the previous emphases. If 
those in ministry and leadership are following God’s agenda and incar-
nating Christ and his likeness through relationships, they are not the 
focus of attention. Instead, they redirect that focus by cooperating with 
God in what he is doing in his world. Although not easy, our task is sim-
ple; we are to reflect God’s image (Christlikeness) and to make disciples. 
The reflecting of God’s image is the being and the making of disciples is 
our doing.

It is interesting to note that in the Great Commission (Matthew 
28:18-20) the main verb is to make (and the object is disciples). Some 
wrongly assume that to go shares the status of main verb. That is to 
say, going and making disciples are two separate, but equal actions; they 
are not. A better translation of go is, “in your going” or “while you are 
going.” The assumption is that in your daily goings, you will make dis-
ciples. Furthermore, Jesus is not just speaking to pastors or leaders. All 
Christians are called to the task of making disciples while going about 
their various vocations. To emphasise the point once again, there are 
no professional disciple-makers. We are all called to be disciple-mak-
ers regardless of our vocations. Whether we are a teacher, tradesperson, 
labourer, sales person, student, driver, or even unemployed, we are to 
make disciples. This is the Great Commission. But, when do we know 
we have made a disciple? Based on this commission of Jesus, the answer 
is simple. Once someone we have been discipling is in turn discipling 
others, we have been successful in making a disciple.
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Given that we all have the task of making disciples, the tasks of 
ministry and leadership are many and varied, depending upon context. 
Ephesians 4 emphasises at least two fundamental principles in the tasks 
of ministry. Firstly, despite a large variety of tasks, there is a unity in the 
purpose and fulfilment of these tasks. Paul uses the image of the “body” 
to describe the inherent unity of the ministry. “There is one body and 
one Spirit, just as you were called to one hope when you were called; one 
Lord, one faith, one baptism; one God and Father of all, who is over all 
and through all and in all” (Ephesians 4:4-6). There is a cohesiveness 
to this diversity that creates unity, not necessarily sameness. Common 
identity in Christ, common purpose, and common focus allow for this 
unique creation of unity. Peter uses the image of a building where all of 
us are “living stones” being built into one whole building, to become 
a holy priesthood (1 Peter 2:5). It is also interesting to note the plural 
pronouns in this verse; they imply community rather than individuality.

Secondly, Paul speaks of a diversity of gifts given “to equip his peo-
ple [disciple-makers] for works of service [ministry], so that the Body of 
Christ may be built up until we all reach unity in the faith and in the 
knowledge of the Son of God” (Ephesians 4:12-13). In other words, we 
are to empower others for ministry and leadership. In this sense, a mature 
leader becomes the servant of the servants. This in no way absolves lead-
ers from being disciple-makers and serving people. Many Christians 
have lost credibility within their own faith communities because they 
have failed to live out this disciple-making calling. Nevertheless, we do 
recognise that a calling to specific tasks requires specific gifting and abil-
ities. God provides these gifts and abilities, and we are to use, cultivate, 
and develop them in service to others.

A word of warning. The multiplicity of giftedness and the equip-
ping for service can quickly become institutionalised if we do not keep 
the major task of making disciples front and centre. Institutionalisation 
tends to be mostly negative. It creates: a rigid process that does not allow 
us to effectively change with a changing context (we get too comfortable 
with a certain way of doing things); a system that takes a lot of resource 
to keep going (think of all the committee meetings, phone calls, and 
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emails necessary to keep a volunteer organisation running smoothly); a 
loss of focus on the main thing; and the development of transactional 
relationships rather than transformational ones.

Alan Hirsch speaks of what he terms the “Missional DNA” that 
is expressed in Ephesians 4.37 While the term “missional” has become 
trendy and is often hard to define, Hirsch’s descriptions of the gifts men-
tioned in Ephesians 4 are helpful. Although, remember, there is always 
the potential for distortion of these gifts as well. For example, apostles 
ensure that the faith is passed to other contexts and the next generation. 
People gifted in such a way think futuristically, thinking about estab-
lishing the church in new contexts and developing leadership to take 
the church where it is not yet. A downside is that unless other gifts are 
utilised, such as shepherding and teaching, people and organisations can 
feel used and simply a target to be reached.

The prophets are especially in tune with God and his communication 
for today. They challenge prevailing assumptions from our own contexts 
and question the status quo. There is an expectation by these people that 
all will heed God’s call and obey. A limitation of those who work exclu-
sively in this area of giftedness is that they often revel in the ideal and 
point to the imperfections of reality. As such they may be thought of as 
“other-worldly” and as having lost a sense of working with the world as 
it is.

The evangelists are those who recruit for the cause. They elicit a 
response to God’s call in Christ and draw other believers into the wider 
mission, which is expressed in seeing the church grow. A drawback of 
those so gifted is that they can focus so much on reaching those outside 
the church that those within the church fail to get the attention needed 
to mature and be strengthened in their faith.

The shepherds nurture and protect those in the church. These gifted 
people focus on helping Christians mature in their faith. Shepherds cul-
tivate a loving network of relationships as they seek to make disciples. 
This internal focus can lead to valuing stability to the detriment of mis-
sion outside of the church.
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The teachers have the gift of understanding and explaining. They 
focus on remaining biblically grounded and guiding others in discerning 
God’s will and way. They believe that helping people remain faithful to 
God’s Word and knowing theological doctrines aids the maturing pro-
cess and assist in focussing mission. However, without the other func-
tions, teachers can fall into dogmatism or dry intellectualism.

Besides Ephesians 4, there are a number of other spiritual gifts lists 
given in Scripture, notably 1 Corinthians 12 and Romans 12; how-
ever, no two lists are identical (see Figure 2). This implies that these 
lists are more of a sample of what God gives us and are not exhaustive. 
Nevertheless, we will see some gifts more commonly expressed than oth-
ers. Having an awareness of what the possibilities might be–and then 
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prayerfully considering what our own giftedness might be–is an impor-
tant part of a journey toward Christlikeness. We are created and fitted 
for a purpose.

One of the clear implication in our doing through these spiritual 
gifts, is that we are empowered by the Holy Spirit. While there is effort 
required on our part (training, education, planning, goal setting, moni-
toring, etc.), the element that makes us effective in what we do is God’s 
empowerment. As leaders in ministry there is no place to boast on what 
may be achieved. We recognise that the achievement is the result of each 
of us working in our areas of giftedness. To be effective as leaders, then, 
we are required to release, encourage, and support others in their calling 
and areas of giftedness (cf. 1 Corinthians 3:5-9). A key question that we 
need to ask those coming into our congregation is, “How can we, as a 
faith fellowship, help you fulfil your calling in Christ?”

Questions for Reflection

1. Read Psalm 23. What are the key features of a “good shepherd” illus-
trated here. In what ways can you model the motif of “shepherd” in 
one or two of your ministry activities?

2. Read John 13:1-17 and reflect upon Jesus’s servanthood attitude and 
actions. What might servanthood look like today in your context?

3. What are some of the pitfalls in a servanthood approach to ministry? 
How can these be avoided while still maintaining servanthood?

4. Why is incarnational ministry so important? What would incarna-
tional ministry look like in your context?

5. How have you personally and your local church as a whole done at dis-
ciple-making? What needs to happen to make this more of a priority? 
How do you empower others to serve as part of your disciple-making?
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DOING  
OF MINISTRY AND 

LEADERSHIP
Thus far, the focus has been on being a reflector of God’s image in us and 
on being empowered for service by God’s Spirit. This is our created pur-
pose and learning to be is a lifelong journey. The effective doing cannot 
take place without us being on the discipleship road of transformation 
toward Christlikeness. In this journey, God calls us to specific tasks of 
doing. Discerning this specific calling and the Spirit empowered gifted-
ness that goes with this is the challenge for all involved in ministry and 
leadership.

Our Calling

Moses is a good, biblical example of one called by God to a specific 
task. God arrested Moses’s attention through the burning bush in the 
desert and then proceeded to give him the task of leading God’s people 
out of slavery in Egypt (Exodus 3–4). Moses was painfully aware of his 
inadequacies for this daunting task. As we read through the early life of 
Moses, we can see his passion for his people. However, we also see some-
one who tried to help and failed and someone who lacked the courage 
to follow through. Based on outward appearances and actions, Moses 
did not seem like the obvious or smart choice to lead the Children of 
Israel out of Egyptian slavery. However, God knew better. He knew who 
Moses was and knew who Moses could become. As Creator, God formed 
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us with particular passions and talents and is calling us to embrace our 
purpose. As Ruth Haley Barton writes, “Vocation does not come from 
a voice ‘out there’ calling me to be something I am not. It comes from a 
voice ‘in here’ calling me to be the person I was born to be, to fulfil the 
original selfhood given to me at birth by God.”38

Hindsight is a wonderful thing, and as we look back over Moses’s life 
until his moment of calling, we can see how all his experiences contrib-
uted to shaping him into the person who could, with God’s help, lead 
God’s people out of slavery. He grew up in Pharaoh’s court and knew 
the culture and political processes intimately. He had connections in the 
places of power. He was born a Hebrew and nurtured by his mother and 
family in the love of his birth people. He spent considerable time as a 
shepherd in the very desert through which he would lead God’s people. 
Also, he had a clear passion for justice. All the raw material was there 
for God to shape and use for his purposes. Nevertheless, Moses still had 
to make a choice to embrace this calling and to trust God through this 
difficult journey.

The question with which we so often wrestle is our own specific call-
ing. Many times, we can see God’s hand at work in the life of some-
one else, but we find it difficult to translate that same perspective into 
our own life. So, the question is where to begin.” We should begin with 
prayer asking God to reveal his calling to us. We should also assess our 
God-given talents and passions and explore how they might be used to 
fill a need in our community or in our world. Also, we should not be 
afraid to seek wise counsel from those who might know us better than 
we know ourselves. As we seek God’s specific calling, we must remember 
that it comes to people in many different ways. Some receive a calling 
that is clear and exact, at a moment in time, that begins to transform 
their lives almost immediately. This was the case with my daughter BJ 
who responded to a call while she was “lost” at sea on a youth in mission 
trip to Fiji.39 This experience shaped all subsequent life experiences and 
decisions for her. In my case, while I always had a sense of calling (maybe 
the result of growing up as the son of a pastor), the specifics of that call 
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only emerged over time.40 Whichever way we perceive the call, it is no 
less real or life transforming.

Doing God’s Way

Having determined the specific call of God, we next realise that it usu-
ally requires us to “march to the beat of a different drum.” Ministry 
and leadership in the Kingdom of God looks very different than service 
and leadership outside the Kingdom. Illustrative of this difference is the 
requirements that God imposed on Israel’s choice of a would be future 
king. Moses outlined these as part of preparing the people of God for 
entry into the Promised Land.

The requirements were: (1) “Be sure to appoint over you a king the 
Lord your God chooses” (Deuteronomy 17:15). This was to be God’s 
choice, so there was an implicit authority above that of the appointed 
king. (2) “The king, moreover, must not acquire great numbers of horses 
for himself or make the people return to Egypt to get more of them” 
(Deuteronomy 17:16). Horses were a symbol of military might and the 
king was not to rely upon military might to hold power. (3) “He must 
not take many wives, or his heart will be led astray” (Deuteronomy 
17:17). Kings usually took foreign wives to help shore up their power; 
however, foreign wives usually brought in their own gods, which dis-
tracted Israel from the worship of Yahweh. The political alliances, often 
brokered through various marriages to neighbouring kingdoms, added 
a dimension of self-reliance rather than dependency on God. (4) “He 
must not accumulate large amounts of silver and gold” (Deuteronomy 
17:17). Something of a foretaste of Jesus’s words about how hard it was 
for a rich man to enter the Kingdom of God, Moses reminded the people 
that the king’s authority was not to be found in such material posses-
sions. Self-reliance for one’s future has a selfish orientation that is not a 
reflection of trusting obedience in Yahweh. (5) “He is to write for him-
self on a scroll a copy of this law, taken from the Levitical priests. It is 
to be with him, and he is to read it all the days of his life so that he may 
learn to revere the Lord his God and follow carefully all the words of 
this law” (Deuteronomy 17:18,19). This king was to be one who took his 
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instructions from God and his word. The king’s authority was derived 
from his ongoing relationship with his God, not from some inherent 
positional title. Soaking in God’s Word frequently was to be a reminder 
that God set the agenda, not the king. How different a king the king of 
Israel was to be from those of the neighbouring kingdoms!

These are important principles when it comes to thinking through 
the positioning of leadership and ministry activity in the Church. We are 
called of God (God’s choosing), confirmed by the Church (recognised by 
appropriate character traits, giftedness and perhaps results), and empow-
ered by the Holy Spirit. The confirmation of the Church in a formal way 
is often referred to as ordination. The Church of the Nazarene has checks 
and balances in its system to ensure quality candidates for ordination;41 

still, for the sake of the Church, due diligence must be taken by those 
charged with overseeing this process. Ordination candidates must recog-
nise that ordination is not the end of the road for their preparation and 
development. While it is a significant accomplishment along the way, it 
is but a door to a whole journey of preparation, growing, further formal 
study, and intentional spiritual nurturement. Just as we are glad that 
our medical practitioners are required to keep up to date with medical 
research and the latest developments in health to keep their registration, 
how much more does a minister and leader in the Body of Christ need to 
keep current with the multitude of perspectives and developments in the 
areas of ministry, Bible, and theology and how these intersect with cur-
rent issues in our world to be effective in our rapidly changing contexts.

Whether we be a lay person or an ordained minister, it is important 
to keep developing both our character and skills for ministry and lead-
ership. Knowing where we are in a structure that nurtures growth and 
accountability is important. None of us can say that we have arrived at 
knowing all there is to know in ministry.

The Art of Theological Reflection

The practical implications of these principles are enormous. Christian 
ministry and leadership is all about what God is doing and how we 
might cooperate with him. One way we discern God’s agenda and get on 
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board with what he is doing is to learn the art of theological reflection. 
This is an intensely practical process that examines a specific experience 
through which we seek to learn about God’s action. How does our faith 
inform our interpretation of God’s action or how does the experience ask 
questions of our faith? This is the substance of theological reflection.42

Suppose a family you know well experiences an unexpected tragedy, 
such as a serious illness of the main income provider for that family. 
As you spend time with the family, including the sick member, lots of 
practical questions will emerge: “What is the prognosis for the sick mem-
ber?”; “How do they ensure adequate health care?”; “What about the 
financial arrangements now?” Additionally, there will be other profound 
questions that arise as you work through the immediate crisis: “Where is 
God in this?”; “Why would God allow this to happen to us?”; “What do 
I tell my children?”; “What resources can I offer this family as they work 
through these deep questions?”; and many more! Questions begin to 
uncover theological assumptions we, or they, have made. These may have 
been unspoken and unquestioned for years. This is the fertile ground of 
theological reflection. So important a task is this, that it is doubtful that 
a person involved in ministry and leadership can survive very many years 
if they have not mastered this art.

In theological reflection, we begin by evaluating our experiences, 
including the everyday events in our lives. “Reflection as a method 
involves recognising what is in an event, naming it, relating it to other 
experiences and reflections, letting it shape the future.”43 This is a way of 
genuinely learning from and through our experiences. The good news is 
that we are not meant to tackle this alone. Firstly, we can rely upon the 
Holy Spirit to guide as we continue in prayerful conversation. Secondly, 
theological reflection is best conducted in a small group where those with 
differing perspectives to our own can contribute to our thinking. Still, 
none of this will help if we do not approach this with an open mind 
and spirit. Unfortunately, sometimes we can spend our time looking at 
experiences with a view to confirming what we already think we know or 
already believe. For the process of theological reflection to be genuinely 
transformational, we need to be open to hearing what is said. Often the 
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greatest gift to be celebrated is becoming more receptive to the possibil-
ities of this life as our worldviews are expanded and challenged by the 
diversity of people and perspectives.44

Different Perspectives on Leadership

There are many different ways that leadership is expressed in the 
church—all under the overarching theme of incarnational servanthood. 
This means that the doing in ministry may look differently from place 
to place and person to person. However, it is helpful to apply the lens 
of biblical principles and theological coherence to the varied leadership 
approaches to ensure appropriateness for the church. One way of under-
standing the differences is to think in terms of a continuum between 
focusing on the leader and focusing on the people. The context in which 
leadership is conducted will also influence the expression of leadership. 
Consider the continuum like this:

Leader Focused - - - - - - Context - - - - - - People Led

For example, trait leadership is an approach that focusses almost 
exclusively on the leader. Certain traits or innate talents are suggested 
as vital for leadership. Unfortunately, there is no real consensus on what 
these traits ought to be. Such things as ambition, energy, desire to lead, 
honesty, integrity, self-confidence, intelligence, and job-relevant knowl-
edge are identified, but are leaders simply born with these talents? Many 
would answer yes, also noting the need for cultivation. Similarly, skill 
leadership focuses more intently on the leader’s technical, human, and 
conceptual skills. There is room in this perspective to understand that 
skills may be developed. In a slight shift in focus away from the leader, 
behavioural or style leadership examines the personality of the leader and 
whether the leader has a predisposition toward people or tasks. There are 
many additional examples of leadership approaches;45 the point is, many 
of these perspectives can legitimately express the biblical principles of 
incarnation and servant leadership. Thus, the doing of ministry is diverse 
and will look differently.

Arguably one of the most popular approaches used in recent years 
within church circles has been the transformational leadership approach. 
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Its popularity is found in its congruence with incarnational and servant-
hood leadership principles of Scripture. As with any of these approaches, 
it can be used in a non-biblical way. However, at its best, this approach 
is very useful. Transformational leadership does not lend itself to a sim-
ple, single sentence definition, but the primary idea is that the leader is a 
catalyst for a process that transforms people rather than simply guiding 
them to a particular goal. The transformation is potentially profound as 
it involves emotions, values, ethics, standards, and long-term goals of the 
individuals involved. The focus is upon those being led and their needs 
to flourish as authentic persons. Such transformation leads people in a 
group or community to accomplish more than is usually expected of 
them through an exceptional form of influence. Both the leader and the 
people being led are bound together in the transformational process so 
that all are changed for the better.

Transformational leadership is sometimes referred to as value-added 
leadership because the key to moving followers to extraordinary perfor-
mance is the adding of values that change their world view and internally 
motivate people to do and be more than expected. For example, adopting 
the values of loving others, self-sacrifice, servanthood, which are often 
referred to as “Kingdom values,” will change us and our ministry. The 
counter-point to transformational leadership is transactional leadership 
which typically involves contracts, expectations, and job descriptions. 
These are constructed to meet specific guidelines and in one sense sets 
the “ceiling” of expectations and results. There is a place for transac-
tional leadership since activities need to be done in an orderly and pre-
dictable fashion. Indeed, legal requirements often require a significant 
contractual approach when working with people and organisations such 
as churches. Often there will be an interplay between transactional and 
transformational approaches. Transactional leadership can be thought of 
in terms of management, while transformational leadership can be con-
sidered the major domain of leadership. Figure 3 gives a simple compar-
ison between the two.46 While this comparison is somewhat simplistic, 
it does illustrate that a different mix of gifts is required for each of these 
two approaches. One is not right and the other wrong, but each has an 
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appropriate place in ministry that needs to be affirmed by those with 
other gift orientations.

An approach that focusses on people, intentionally cultivating values 
that will transform lives, and is both respectful of the individual, as well 
as the group, is very attractive from a Biblical standpoint. This, of course, 
is the ultimate lens through which we, in ministry and Christian lead-
ership want to view our actions. Because of the focus on relationships, 
the transformational leadership approach is sometimes termed relational 
leadership. Figure 4 gives a comparison between the two perspectives.47

SUBJECT MANAGER LEADER

Make up of role Stability Change
Decision making Makes Facilitates

Approach Plans details around 
constraints

Sets and leads 
direction

Vision Short-term: today Long-term: Horizon
Control Formal Influence Personal charm

Appeals to The head The heart
Culture Endorses Shapes
Action Reactive Proactive

Risk Minimises Takes
Rules Makes Breaks

Direction Existing direction / 
keeps the status quo

New directin / 
challenges the norm

Values Results Achievement
Concern Doing the thing 

right
Doing the right 

thing
Focus Managing work Leading people

Human Resources Subordinates Followers

Figure 3
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As people are increasingly transformed by these values and adopt, 
there is an interesting shift away from a reliance on institutionalised and 
positional authority to one that is internally driven. Thomas Sergiovanni 
describes the different sources of authority as:

1. Traditional (positional and institutional) authority expects people 
to follow because of the position in the system held by the leader.

2. Psychological authority emphasises the motivational aspects of 
self-interest of the follower.

Transactional Leader Relational (Transformational) 
Leader

Exchange what they do for what 
you can do for them 

Prefer to give more than they 
receive

Measures success or failure by 
metrics

See success in transformed 
individuals and social systems

Motivate with rewards and 
punishments

Motivate with higher ideals and 
moral values

Set goals Help followers set their own 
goals

Cast vision Create a shared vision
View followers as subordinates Engage followers as partners in 

a common mission
Put welfare of organisation first Put welfare of people first

In business, want to make a sale In business, want to keep 
customers coming back

Ends justify the means – 
whatever works

Means are primary – whatever 
is right

Seek benefits and bonuses Serve causes greater than 
themselves

Figure 4
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3. Technical-rational authority expects the followers to follow what is 
considered true.

4. Professional authority is based upon the seasoned craft knowledge 
and personal expertise of the leader.

5. Moral authority highlights the obligation derived from widely 
shared values, ideas and ideals.48

It is into this fifth area of authority that transformational leadership 
moves. People who are driven by a sense of moral authority, internally 
driven from shared values, will ultimately achieve far beyond expecta-
tions. The confines of a transactional approach are removed and people 
are freed from limiting expectations. Personal and group transformation 
will be the consequence. Moral authority is clearly one of the strong-
est forms of authority, for it is not externally imposed. Nevertheless, for 
moral leadership to genuinely be the guide, people need to be released 
and trusted so that they can be governed by this moral authority. Since 
personal and community values are crucial to the doing of transfor-
mational leadership, we must know and understand the values of the 
Kingdom of God. It is to this we now turn our attention.

Kingdom Values

Jesus’s Sermon on the Mount (Matthew 5–7) is a great summary of 
Kingdom values, which are often counter-intuitive and counter-cultural. 
The Beatitudes at the beginning of the sermon (Matthew 5:3-12) establish 
the attitudes that become values out of which we act (the “be-attitudes,” 
as it were). These are not statements but exclamations of affirmation.49

“Blessed are the poor in spirit, for theirs is the kingdom of heaven” 
(Matthew 5:3). The paucity of spirit affirmed here is the humility to rec-
ognise that we come to God with nothing to offer but ourselves. Rather 
than come to ministry with the idea that we have plenty to contribute, 
we come simply offering ourselves for God to use. Our confidence comes 
from our dependency upon God, rather than in our own abilities. This 
helps the minister to listen well and to seek God’s agenda.
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“Blessed are those who mourn, for they will be comforted” (Matthew 
5:4). The value of the broken heart may appear very counter-intuitive, 
but this is what Jesus is saying. Hope is found even within the desperately 
painful moments of loss. In those moments when it appears that all is 
lost, God does bring comfort. He does care and embrace us at the point 
of our need. Ministry and leadership include responding with compas-
sion and hope in dire circumstances. There is an optimism that breaks 
through the clouds of despair and pain. It is a hope-filled approach to 
ministry and leadership that is not destroyed by difficulty and despair. 
For example, Moses could respond to God’s call to bring the Children of 
Israel out of slavery and despair and into the Promised Land—the opti-
mism of God’s comfort!

“Blessed are the meek, for they will inherit the earth” (Matthew 
5:5). The value of meekness is a balanced self that knows the limits of 
its own resources and an openness to learn and receive. This teachable 
spirit has the strength to be angry at the right time, self-controlled and 
humble.50 People involved in ministry and leadership should not be arro-
gant or self-serving. Perhaps The Message paraphrase captures this value 
best—“You’re blessed when you’re content with just who you are—no 
more, no less. That’s the moment you find yourselves the proud owners 
of everything that can’t be bought” (Matthew 5:5).

“Blessed are those who hunger and thirst for righteousness, for they 
will be filled” (Matthew 5:6). What we ultimately pursue in life will 
shape our personhood, ministry, and leadership.51 There is no place for 
shallow, self-oriented motivations in ministry. Otherwise, we will be for-
ever looking for “greener pastures,” or develop a drivenness that will be 
destructive. Pursuing God’s righteousness is the most fulfilling journey 
we can take. This is because we are being shaped God’s creative purpose 
and agenda. We work hard but relax in the reality that God has designed 
us for such a journey. We are fit for purpose! Ministry and leadership 
become sustainable as a result.

“Blessed are the merciful, for they will be shown mercy” (Matthew 
5:7). The value of mercy, as expressed by Jesus, is more than a sympa-
thy and a softness of heart. There is firstly a recognition that we are the 
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recipient of God’s mercy ourselves, and we can do no less than respond 
in mercy to others. Secondly, those who have mercy deeply identify with 
those who need mercy—to journey with someone in their desperate 
need. As we walk alongside someone who has reached the end of their 
own resources, our lives echo Christ’s incarnational approach to minis-
try. A generosity of spirit, an acceptance of the other, and an acknowl-
edgement of the fact that “there but for the grace of God go I” that is 
reflected in the actions of ministry.

“Blessed are the pure in heart, for they will see God” (Matthew 5:8). 
The value of authenticity and purity of intention is encompassed here. 
While many may start serving others for less than pure intentions (such 
as satisfying the need to be needed, the need for control, the need to be 
well thought of by others, etc.) the demands of ministry and leadership 
require a regular, disciplined self-examination to recognise and remove 
that which is impure. This is a demanding and sometimes a costly exer-
cise for all of us.

“Blessed are the peacemakers, for they will be called children of God” 
(Matthew 5:9). Peacemaking is a challenging. The term peace is more 
than the absence of conflict. It involves wholeness, health, balance, and 
reconciled relationships. As this relates to ministry and leadership, we 
see God’s agenda—the reconciliation of people to God and each other. 
In our world of fractured relationships, selfishness, and domination, we 
are to value peaceful reconciliation. Ministry is not meant to polarise 
and draw lines in the sand, but rather to develop places of grace, mercy, 
forgiveness and reconciliation. If peacemaking is a genuine value, then 
these will be features of ministry.

“Blessed are those who are persecuted because of righteousness, for 
theirs is the kingdom of heaven” (Matthew 5:10). It is interesting that in 
spite of passionately pursing righteousness and seeking to bring God’s 
peace, Jesus anticipated persecution because of these actions. The value 
expressed here is, by implication, courage and resiliency. Doing minis-
try is for the long haul. It is not a brief season of fun and then a move 
to something different. Like Abraham, when needing to decide with 
nephew Lot to take the easy well-watered plains for his stock or take the 
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hard, rugged hills as his portion of land (see Genesis 13:8-13), we are 
sometimes called to take the hard, less popular road for sake of ministry. 
Ministry and leadership look more like a marathon than a hundred-me-
tre sprint.

In summary, the values of the Kingdom of God, counter-intuitive as 
they may be, will shape what our ministry and leadership will look like. 
There is something distinctive to ministry as we adopt the Kingdom 
values of humility, brokenness, righteousness, mercy, authenticity, peace-
making, resiliency, and courage. I pray that God will help us to live in 
his Kingdom in such a way that we will genuinely be light in very dark 
places and salt in areas of blandness. There is spice and vitality to minis-
try and leadership as we increasingly reflect these values.

Questions for Reflection

1. What do you discern as your gifts in ministry? What is your calling 
and how do these gifts contribute to that calling? How will you inten-
tionally cultivate these gifts?

2. How do you translate the emphasis of Deuteronomy 17:15-19 into 
doing your ministry God’s way?

3. Read the following account of a church situation and reflect upon the 
provide questions.

B and D have two children, a toddler and a pre-schooler. They 
attend church most Sundays for the past two years. They have devel-
oping relationships with some members of the congregation. While 
B (wife and mother) has grown up in a church of a similar tradition, 
D (husband and father) has only been around church since being 
married to D. He appears to take seriously being a good father 
and husband, so he “tags along” with B when she attends church. 
However, he appears not to know much about the Christian faith of 
how church life functions. There are very few other children in the 
congregation, but B enjoys the motherly relationships with several 
of the older women in the church. The children are too young for 
the children’s church and Sunday School that is provided.



52

EMBODYING A THEOLOGY OF MINISTRY AND LEADERSHIP

Just recently T, one of the matriarchs of the church, had words 
with B about the behaviour of her children. T was troubled at the 
noise of the children during the service and the fact that they were 
“constantly moving around the building and causing a distraction”. 
B and D were upset by this encounter and are now considering 
whether they should find another more receptive congregation for 
their young family to worship.

As a member of the pastoral care team in the congregation you have 
observed the growing tension between T, B and D. What do you do in 
this situation? Why?

a. What is happening in this encounter?

b. Are there particular understandings of God revealed in this?

c. What is God doing here?

d. What theological themes are present in this encounter? E.g. God’s 
love, redemption, forgiveness/lack of forgiveness, etc.

e. What would you do next in this encounter and why?

4. Which of the different leadership perspectives do you encounter in 
your own context? In what ways do those in leadership positions 
around you reveal these perspectives? What is your own style? What 
do you see as the strengths and weakness of your own style?

5. How might transformational leadership perspectives be included in 
your ministry activity? What is the weighting of transactional com-
pared to transformational leadership activity expressed in your current 
ministry setting? Give evidence of the weighting. How do you relate 
to the committee or board and to those immediately above you in 
leadership?
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INCARNATING MINISTRY 
AND LEADERSHIP

On this journey, we have explored the being of discipleship and the 
focus on character development and spiritual formation as essential for 
involvement in effective Christian ministry and leadership. The Biblical 
base has provided a scaffold upon which to build a concept of ministry 
and leadership compatible with Kingdom of God principles. Many of 
these values are counter-intuitive, and we need to intentionality incorpo-
rate them into our lives. Values and transformative elements of disciple-
ship are to be lived out. This is not a theoretical discussion to continue a 
routine that does not deepen our relationship with God and others. The 
ultimate challenge of ministry and leadership is to bring together being 
and doing in such a way that the doing is an expression of who we are, not 
simply an expression of a job description. This is living incarnationally.

A People Focus

As the Apostle Paul teaches us, truth is embodied, and people become 
the testimony to our effectiveness in ministry and leadership.

Are we beginning to commend ourselves again? Or do we need, like 
some people, letters of recommendation to you or from you? You 
yourselves are our letter, written on our hearts, known and read 
by everyone. You show that you are a letter, written on our hearts, 
known and read by everyone. You show that you are a letter from 
Christ, the result of our ministry, written not with ink but with 
the Spirit of the living God, not on tablets of stone but on tablets 
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of human hearts. Such confidence we have through Christ before 
God. Not that we are competent in ourselves to claim anything for 
ourselves, but our competence comes from God. He has made us 
competent as ministers of a new covenant - not of the letter but of 
the Spirit; for the letter kills, but the Spirit gives life. (2 Corinthians 
3:1-6)

Therefore, the immediate implication for incarnational ministry and 
leadership is that people and relationships are the primary focus. The 
development of community is essential. In many societies, there is little 
emphasis or time spent in developing true community. For example, in 
Australia, generations ago the family formed the basis for this commu-
nity; however, families look very different today. According to the lat-
est Australian census, there are six million families (in a population of 
twenty-five million), 45% couples with children, 38% couples with no 
children, 24% living in single person households, and almost 0.1% same 
sex couples.52 Cultivating positive relationships will take intentionality 
in this new reality.

Some have highlighted the potentially detrimental role of technol-
ogy in communication as a contributing factor in this new reality. The 
accessibility of communication technology has led to the prioritising of 
timeliness in communication, over the role of space in communication. 
This shift feeds into an already troubling trend of failing relational con-
nections between people. Even when we are physically present and in 
conversation with each other, we often allow the interruption of the text 
message or phone call to take priority. Hospitable presence53 is minimised 
or unwittingly devalued because of the interruption. Ironically, in an 
age that values connection, it is the detached connection of technology 
that appears to take precedence over physical presence and immediate 
communication. Just as troubling is the meta-message that is communi-
cated as a result. Preferring the one interrupting over the one physically 
present can communicate that the person remote to the scene is of more 
importance. This often feeds into a narcissism that is not only destructive 
in the communication process, but does not reflect well biblical values.54 
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To bow to this often-subversive process is to trend to the consumeristic, 
individualism that is rampant in many cultures today.

This is not just an issue for home life; we must seriously consider how 
we communicate within the church. Do we cultivate a hospitable pres-
ence that allows for genuine community to develop? Are we continually 
distracted with competing communicative demands? What meta-mes-
sage is the short attention span and interruptions communicating to the 
community of faith? The challenge of living incarnationally and relation-
ally is to cultivate a hospitable presence and an availability to the other 
person. Even as we contemplate the best way to reach the next genera-
tion, we must recognise that technology and programs can never replace 
relationships.

There is a place for technology, but the effective management of its 
use is the challenge for every leader. Gregory Spencer gives five practical 
steps to aid an incarnational coming alongside people in such a techno-
logical context. He says, firstly, to make life affirming decisions about 
time and space. Secondly, choose the best method to accomplish the 
task. Facebook has a place, but the form needs to match the message. 
Thirdly, try and use as many senses as possible in the communicative 
process—not just words, but our bodies and their senses. Fourthly, rec-
ognise that meta-messages do matter and this message ought to be that 
we give our undivided attention to those with whom we are communi-
cating at that moment. Fifthly, make relational choices with a view to 
the long term. Do not look for the quick fix, which is often superficial.55

Two important elements to this relational approach to ministry and 
leadership come to mind. Firstly, we must learn the art of walking slowly 
with others.56 My daughter BJ epitomized walking slowly with others in her 
missionary career in Thailand. Those that worked closely with her speak 
of the way she put other people first: she opened her home to the many 
children and adults so that they could be part of more than just her work 
life; she was patient with people’s shortcomings; she expressed her love 
through action and by spending time with people; she made room in her 
schedule for people who would serendipitously come across her way; and 
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she learned to be flexible in a culture very different from her own.57 This 
is an apt description of relational ministry.

When we feel passionate about being part of the Kingdom of God 
and seeking every opportunity to disciple people along the way, we can 
become impatient at the slowness of the journey. The larger narrative 
that gets communicated in this impatience is that we have a personal 
(self-serving) agenda. We must cultivate a slow church58 mentality. If we 
are in such a rush to see increased numbers, to improve efficiency, and to 
control the unpredictable nature of relationships, then, we are not serious 
about incarnational ministry. We must be more intentional about root-
ing ourselves into a community and finding avenues to live out the love 
of Christ in ways to which those around us can relate.

The second element to this relational approach is an open-ended 
commitment to living our lives with people. The sacrificial giving of time 
is crucial here. While relationships are primary, people are not just a “tar-
get” for evangelism. They are important for who they are already. In liv-
ing out the values of the Kingdom, the claims of the Gospel are expressed 
through relationships and time spent together. There is a dynamic sense 
in which making disciples and seeing people grow in their reflection of 
God’s image is a natural consequence of living incarnationally. Serving 
people has a way of spreading love that transforms. Practically speaking, 
this open-ended commitment is time consuming. We cannot be in a 
rush. Gentle intentionality is the process to use.

Strategies and Goals

Incarnational ministry and leadership focuses on people, but it should 
not lead us to believe there is no need for setting goals and planning 
strategies. These are important aspects of our accountability to and com-
munication with the Body of Christ. It is important to understand that 
these goals and strategies are developed in the context of community 
and in living incarnationally. Yes, our priorities need to be realigned 
with Kingdom values, and there needs to be acknowledgement of God’s 
priorities. Still, this realignment can lead to God-glorifying goals and 
strategies.
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A question that is often asked is, “Who sets the vision for a local 
church from which goals and strategies are developed?” This is usually 
asked when there is a difference of opinion about the vision. Context and 
circumstance are important as we try to answer this significant ques-
tion. With a new church plant, it is often the leader who interprets what 
God is doing in the community and then invites people to commit to 
this vision. He or she often gathers like-minded people to form a team. 
However, in the case of an existing congregation, with a substantial his-
tory of ministry, the vision is much more likely to be developed as a 
shared task. This process is usually more complex since there needs to be 
significant time and space for conversation, listening to one another, and 
discerning together what God is saying to the congregation. The leader, 
while instrumental in this process, is not necessarily the one to set the 
vision. It is developed from within the body of believers. This takes a dif-
ferent kind of leadership approach to that of the church planter.

A leader in an existing congregation should encourage members to 
engage people outside of the church in conversation to hear the heartbeat 
of the community. As the members of the faith community gather for 
prayer and reflection on what they have heard in the community, they 
should consider the following: “What is our passion? What burns on our 
hearts? Why are we here?”59 This will no doubt take numerous conver-
sations. However, as the congregation prayerfully considers the needs 
of the community in light of the mission of God, a sense of calling will 
emerge that the congregation will understood as their calling. In essence, 
they will begin to see what God is already doing in their community and 
cooperate with God in his activity. This journey is neither for the faint-
hearted nor the impatient!

Let us return to the issue of goals and strategies with an emphasis 
on being. We might think that developing goals and strategies for min-
istry are at best irrelevant or at worst a distraction that reeks of a focus 
on human effort. Nothing could be further from the truth! If we keep a 
strong grounding in who we are as growing disciple of Christ (our being), 
our human activity will be guided by the Holy Spirit in a way that is 
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Christocentric. Goals in ministry and leadership are needed for at least 
the following reasons:

1. Goals are an expression of what we understand is important.60 
Values are expressed in what we aim for. For example, if we value 
reaching people for Christ and spend the vast majority of our money 
and time on renovating or looking after a building, then our actions 
and words don’t match. Goals help us keep the focus right.

2. Goals can be stepping stones along the way to a larger strategy 
to fulfil a vision that we have discerned as God’s calling. While 
visions are usually much larger enterprises, having smaller measur-
able goals along the way will keep us encouraged.

3. Goals are a way for us to articulate exactly what it is we are trying 
to achieve with God’s help. Sometimes we can have difficulty being 
practical enough to identify a way forward, but goals help to give 
particularity and clarity to our activities. A stated goal might be to 
involve twenty percent of our congregation in community services 
outside the church (e.g. Parent & Community Committee at a local 
school, chaplaincy committee, foodbank, domestic violence shelter, 
young mothers club, motor cycle club, sports club … the list can 
go on!). Such a goal would be just the first step of mobilisation, but 
it is specific and measurable. Another significant conversation to 
have would be on how the friends made in these circles can then be 
impacted by our faith fellowship.

4. Goals can be a means to hold us accountable for ministry activi-
ties.61 This is not intended to highlight our failures. Goals are meant 
to be points for celebration when achieved or points of clarification 
to review the strategy when we fall short. In the spirit of being held 
accountable for our personal journey of faith through a mentor or 
discipler, so too, are we are to be held accountable for group pro-
cesses. At no point do we lay blame when we fail to attain our goal. 
Rather the language of “we” is used to recommit and to refocus on 
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doing better next time. This language shift from “you” to “we” is 
important in developing a culture that is mutually supportive and 
mutually accountable.

5. Goals help measure what matters. To hold each other accountable 
and to be able to celebrate the successes, we need to make sure that 
we measure what matters.62 Trivial goals or awards tend to lessen 
the value of the overall task. There is often debate about count-
ing the number of people in church on a Sunday or at a particular 
event. Some would prefer to talk about “just being faithful” and 
ignore whether the tasks are effective or not. Measuring is impor-
tant if we know why we are counting a particular statistic. The 
reasons to the “why” and the “what” need to be wholesome, God-
glorifying reasons and results that reflect our calling and values.

6. Goals help us check on mission drift.63 Without a regular review 
on progress toward our goals we may find that we have been involved 
in activities, while good in and of themselves, that have not ade-
quately reflected the values we feel called to reflect. Carrying on 
this way, we may never reach the goals we have intended.

Administration

Being involved in the leadership of a congregation involves administra-
tion. This is the planning, reporting, record keeping, rostering, com-
municating, book keeping, etc. that is associated with ministry activity. 
Subtly, administrative tasks can take over most of the energy of a group. 
Before long the goals can become focused on internal activities that are 
designed to prop up the “machinery” of the church while the mission 
is relegated to the less important. Just as importantly, a person can be 
so caught up with a calling to reach people for Christ that they leave 
administration undone or done poorly. Obviously, a balance is required. 
This balance can be brought about by each member mutually respecting 
the contribution of the other toward the shared vision. One emphasis is 
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not right and the other wrong. The administration is often understood in 
management terms rather than leadership terms. Both are needed!

A practical way of looking at the Body of Christ is as a team. The 
exploration of how teams function well and what happens when things 
go wrong has developed over several years in both the Christian and sec-
ular environments.64 While much of this is intuitive, care must be taken 
to apply a team perspective in the conduct of ministry and leadership. 
Collaborative working and decision-making are key features of this pro-
cess. Becoming a healthy team will enhance ministry and leadership. 
A healthy team will trust each other, empower each other, assimilate 
(incorporate new people in the team to work alongside us), manage well, 
and serve.65 They will also have clear, elevating goals, a results-driven 
structure, competent team members, unified commitment, a collabora-
tive environment, standards of excellence, external support and recogni-
tion, and principled leadership.66

As a team player, it is important to know your place in the team. 
What is it that you contribute to the overall team and ministry? What 
gifts do you bring to this team that complement the gifts of others? If 
you can develop a team yourself, make sure that you find members who 
are different from you. It is easier to work with people like yourself, but 
this does not make for a strong team. Seek out people who will comple-
ment (not compliment!) your strengths. StrengthsFinders67 is one pro-
gram that can help you determine your strengths and those of your team. 
This diversity will make it more difficult to keep connected and working 
together, so one of the key features essential in a team player is humility. 
That is, being open to hearing what others of the team are saying, even 
when we disagree or struggle to understand each other’s perspective.68

In ministry and leadership, we will be a part of several teams. The 
whole congregation can be understood as a team, just as easily as a 
church board or ministry group. One of the implications of being a team 
member is knowing when to involve other more qualified persons. One 
should not presume to be able to address all issues that come your way, 
either in a pastoral sense or in an administrative area. Key questions 
such as, “Who else should know about this?”, “Do I have the authority 



61

INCARNATING MINISTRY AND LEADERSHIP

or responsibility to address this myself?”, “Do I have the expertise nec-
essary to address this?”, need to be considered before acting or making 
a decision.

Work on committees and boards are an important part of leader-
ship. It is there that the quality of the ministry rises or falls. It is not 
just about the administration, but rather the way issues are approached 
and decisions made. As a member of a committee or aboard, you have 
the responsibility of being transparent and courageous enough to share 
your opinions and ideas. However, there will be times when the decision 
of the meeting will not go the way you would prefer it to go. Once the 
decision is made, you must be a promoter of that decision as much as the 
person who advocated for the idea. Communication, both within the 
committee and outside, is to be positive and united. The assumption is, 
of course, that the decision-making process allowed for good expression 
of views and that a generous spirit prevailed. Should this not be the case, 
then poor decisions will result. Tensions will arise that have the potential 
of derailing ministry and leadership. The chair of the meeting has the 
responsibility to ensure that everyone is heard respectfully.

In small teams and committees, it is important to aim for consen-
sus. If the decision is decided by close vote, then more time is needed 
(not necessarily at the same meeting) to process all that has happened. 
There is a temptation to refer to Robert’s Rules of Order and push the 
decision through. The role of such rules is to ensure balance and fairness 
in discussion, usually in larger meetings. If the rules are used to stifle 
discussion or to confuse, then inevitably, this will lead to polarisation. 
While someone may prevail on the issue using such a process, the larger 
ministry ethos is lost and trust is eroded. Key questions to consider are: 
Has everyone been heard? Has everyone been treated with respect? Are 
relationships restored? Is everyone who needs to be at the discussion, 
present? The temptation is to lose patience with the process. Occasionally 
there will be one or two members who will be less than helpful in their 
contributions and the issue at hand is derailed once more. If this con-
tinues, the issue tends to be something other than the presenting issue. 
Perhaps the interference is the result of poor relationships, the inability 
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to think as part of a team, or a personal aversion to risk-taking. Settle the 
main issue and come back to the presenting issue later. It is possible to 
agree to disagree and continue in a positive, loving relationship. That is 
the Gospel at work!

Conflict Resolution

Where there is a diversity of people, there will be conflict; it is inevitable. 
Well intentioned people will clash with each other. The presence of con-
flict is not bad, but the way it is addressed may be healthy or unhealthy. 
Effective teams know how to manage conflict well. Houston Thompson 
offers us wise words when he writes:

Many times, conflict provides a framework for seeing a situation 
through a different lens. We may have looked at a program, a min-
istry, or a person one way for years. Then something happens that 
forces us to think, see, or act differently. When this occurs, we have 
a choice. We can call this difference conflict, or we can embrace the 
difference as an opportunity. It really is a matter of perspective.69

It must be remembered that we usually work with volunteers in noncon-
tractual associations. Lines of authority are not always clear, and it is not 
always possible to demand a response. Choosing the method of address-
ing conflict will take wisdom. Becoming a person or organisation that 
is confident dealing with conflict, strengthens ministry and leadership.70 
Thompson’s “Six C’s model” is an example of options that could be con-
sidered when facing conflict.71 Becoming familiar with options such as 
these can provide a more measured and balanced approach to conflict 
resolution.

There are two aspects that need to be clearly understood as we seek 
to resolve conflict. Firstly, a recognition of the interdependence between 
the parties or people that has created the conflict in the first place. If 
there was no sense of interdependence there would be no motive or desire 
to seek a resolution. This is positive as it shows a degree of care about 
the issue. It is on this element of care that we can potentially build a 
platform for resolution. Secondly, the perception of the conflict can vary 
greatly and is complex in nature. The perception of conflict can be real 
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or imagined but finds itself in what we think we know.72 Grappling with 
the variations of what we each think we know about the conflict is an 
important step toward deciding the way to resolve it.

Once we have a deeper understanding of the conflict, we can begin 
to reframe it in a way that can lead toward positive outcomes. Compare 
some reframing possibilities reflected in a simple choice of words (see 
Figure 5).73 

Positive Approach Negative Approach Difficult

Interaction Contest
Mutual Benefit Win or Lose

Interdependence Control
Opportunity Problem
Difference Dispute
Exchange Struggle
Persuade Manipulate
Exciting Frightening

Stimulating Tension
Challenging Difficult

Figure 5

While conflict is never easy, it does provide the opportunity for growth, 
both for the Christian and the community of faith. Developing effec-
tive strategies for working with conflict creates a healthy environment 
in which to conduct ministry and leadership. Four approaches that can 
help, regardless of the ultimate strategy used for resolution, are: (1) delay 
responding to the conflict while emotions are running high; (2) think 
reflectively once away from the heat of the moment; (3) listen for under-
standing and perspective; and (4) allow for honest and straightforward 
communication.74 This can only be built on trust.
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Pastoral Care

One major area of ministry, that has suffered from a lack of focus in 
recent times, is that of pastoral care. Some would rather do pastoral care 
without the face-to-face encounter that is so important in using all the 
senses of communication for understanding. Generally, emails, texts, 
and Facebook are poor substitutes for that face-to-face pastoral encoun-
ter. When this kind of technology becomes the communication stand-
ard, then incarnational ministry is lost. Some may argue that this is a 
better way of reaching more people. Of course, it is less messy to work 
with texts and emails, but there is also less engagement. The question is 
always, “What is the larger message being delivered when we use pro-
cesses that avoid or minimise personal encounter?”

Pastoral care is not just about responding to crises and people’s needs. 
There is a proactive element to pastoral care that is important to address. 
Some ways this can be done include:

1. Providing opportunity to fellowship around a meal. Tea before 
and after church gatherings also provides opportunity for connec-
tion as well as opportunity for people to use their ministry gift 
of hospitality. A word of caution here. People using their gifts in 
hospitality need to be affirmed, but they also need to be aware of 
why they are doing their activity, such as providing the morning 
tea. They are providing hospitality space. Sometimes well-meaning 
people want to dictate the process for efficiency, but create tension 
as a result. This does not help provide a gentle relational space for 
proactive pastoral care. Seemingly small things are very important 
in proactive pastoral care. Some of your most important people are 
those with the gift of hospitality.

2. Developing a shared ministry experience that draws people 
together around a common focus. They learn, laugh, pray, and grow 
together as a result. A regular feature of one youth group was a 
mission trip overseas. The group would meet weekly for six months 
prior to the trip. They would pray, prepare, and follow the same 
daily Bible readings for the six months. Many of those young people 
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became strong Christians. Involvement in a Work & Witness team 
can have similar results. I remember one member of a congregation 
who had been a loyal, but somewhat negative influence within the 
congregation, until he went on a Work & Witness team trip. His 
testimony on his return was that for the first time in his life he 
felt God had used him in tangible ways. It seems that his years of 
negativity was the result of not knowing how to involve himself in 
ministry.

3. Implement a systematic way that every member of the congrega-
tion is visited at a convenient location outside of the regular church 
activities. Showing we care opens the door to a deeper relation-
ship. The process needs to be systematic so that no one is excluded. 
Making contact outside of the regular church activity times shows 
we value the person. This kind of contact can be quite a challenge 
within the busyness of life and the frenetic pace lived by so many.

4. Developing a network of communication to hear of important 
events in the life of members of the congregation. Involvement in 
people’s lives and sharing together the events that can be celebrated, 
prayed for, or simply noted in a care-filled way.

5. Never do a ministry activity alone. Mentor someone as part of 
the process! Ministry is not just what we do on Sunday; therefore, 
we must ensure that there are the hospital visits, the home visits, the 
attendance at the sports event, or celebrating with those graduating. 
It is a matter of “doing life” together.

Proactive pastoral care is a fun-filled part of ministry. It is an incred-
ible privilege to be a part of people’s lives. Nevertheless, there are times 
when crises come. When involved in pastoral care, we may have the priv-
ilege of journeying with people through difficult and often messy times. 
One of the greatest gifts we can give someone in crisis is a non-judgemen-
tal, caring presence. Often people are unsure of what to say in moments 
of crisis, but words are usually not needed.
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In my own journey through the loss of my daughter to cancer there 
were a couple of practical things that were (or I wish were) done that 
helped. Firstly, the physical presence of one or two caring individuals 
who did not stay long but took the time to drop in and express love 
and support. Secondly, the occasional prayer or reading of a passage of 
Scripture to bring light in our darkness was deeply appreciated. A cou-
ple of people from a neighbouring church gave practical support by way 
of meals for several days after my daughter’s passing. Thirdly, provid-
ing opportunities to talk about our loved one who is no longer with us. 
Times of reflection and conversation helped us begin to deal with the 
deep void. We needed to process that verbally as difficult as this was to 
do. Fourthly, remembering various “firsts” was important to us: the first 
Christmas without her, her birthday, the first Mother’s Day and Father’s 
Day without her, etc. For someone to remember the pain that we were 
experiencing on one of those “firsts” days was a comfort.

These suggested pastoral activities are small in and of themselves, but 
they have a profound impact. This is part of “doing life” with people and 
being attentive to their experiences. In many respects, when someone vis-
its because that is their job—it is expected. When someone visits because 
they care—that has impact! Pastoral care is time consuming, and yet, 
this is real life. Being “busy” and doing “what is important” are not nec-
essarily the same thing. We need to develop the capacity “to be unhur-
ried with another person.”75 As I reflect on my daughter’s incredibly busy 
life, even while struggling with cancer, she always had time for people. 
When friends would come by to see her, often unexpectedly, time spent 
with them felt like the most important time of her day. Her friends left 
feeling like my daughter had waited for that very moment for their visit. 
Hospitable presence is an amazing gift that those of us who are involved in 
pastoral care can cultivate.

Pastoral care is an area where we need to know our personal limits. 
Well intentioned actions on our part can turn horribly wrong if we do 
not abide by a few simple, common sense guidelines. Firstly, we are not 
qualified counsellors. Most of us do not have any training in this field, 
and if we are not careful, we have gleaned just enough to be dangerous. 
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Many people will come to us with issues that have deep seated roots. Our 
role as caregivers is to walk with people who need counselling as they 
seek more intensive and professional help. We are their companion on 
the journey, not the one to diagnose and treat. Always ask yourself, “Is 
this a situation where I need to refer this person to a professional? Can 
this person benefit from the input of a professional?” When in doubt, 
refer! One of the greatest resources with which you can provide the faith 
community is a list of well-respected professional practitioners in such 
fields as psychology, medicine, social work, and justice. On occasion, it 
is the caring and trusting relationship of a lay pastor that gives a person 
the courage to seek professional help.

Secondly, our personal integrity is under scrutiny. We must always act 
ethically and appropriately. Often, we are working with vulnerable peo-
ple, and we need to be sensitive to the potential that others may attempt 
to manipulate us or foster an unhealthy dependency upon us. The people 
for whom we care are responsible for their actions and decisions, and they 
should be guided to accept that responsibility. Therefore, our engage-
ment with others must reflect respect for their personhood. This includes 
having appropriate boundaries when dealing with people of both sexes. 
It is easy to develop inappropriate relationships with those in need, so 
we must know the limits of healthy intrusiveness. Confidentiality plays 
a key part in the cultivation of a culture of trust and respect, as does a 
sense of love and care. The words we use, the kind of humour we engage 
in, and the responses to what is often the ugly side of life will make or 
break us as pastoral caregivers. A healthy dose of humility flowing from a 
heart filled with love for Jesus Christ and others will help us in this vital 
area of Christian ministry and leadership.

Questions for Reflection

1. Think about the way in which you use technology and social media in 
your life and ministry. What aspects need improvement? Make a plan 
to address these areas. How might you cultivate “hospitable presence” 
in your ministry?
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2. Express a vision for the ministry in which you are involved. Where 
did this vision come from—you, a Board, a group of like-minded peo-
ple, after a period of discernment?

3. List a series of goals that reflect a vision that you have that can be 
expansive enough to be God-glorifying, yet realistic.

4. List a typical committee agenda for a committee that you are involved 
in. How much of this is internally focussed and how much is directly 
related to the mission? Can you identify the team members and their 
contribution in this setting?

5. Can you think of the ways conflict is handled within your team or 
congregation? How might this be improved?76

6. List a number of ways that proactive pastoral care can be conducted in 
your setting. How might you introduce one or two of these elements 
in your congregation?

7. Think of a crisis within your pastoral setting now and outline what 
is happening. The challenge is to think as deeply and carefully as 
you can from a variety of perspectives. What steps are being taken to 
address this concern? How are relationships influencing this situation, 
both positively and negatively? Theologically reflect on this situation 
and determine options for ways forward.

8. Do some research to create a list of well-respected professional practi-
tioners in such fields as psychology, medicine, social work, and justice. 
Be sure to seek the advice of church leaders in your community.
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CONCLUSION
In this brief journey we have explored the basis for our being and doing in 
ministry and leadership. Character development and spiritual formation 
is the foundation. Our need to be attentive to God’s communication 
with us requires discipline, intentionality, and courage. This is not a jour-
ney for the faint-hearted! Instead, it is an adventure directed by God and 
guided by his mission in his world. We are his under-shepherds, servants 
that become servants of the people of God. Empowering others for God’s 
mission is always within our mutual endeavour of making Christlike 
disciples who, in turn, make Christlike disciples. Our calling is enabled 
by the gifting of God’s Holy Spirit. We march to the beat of a different 
drum, and so the Kingdom values we express may appear counter-cul-
tural or, at very least, counter-intuitive. Discernment is found in listen-
ing well to God through practising the spiritual disciplines and reflecting 
on what we hear and see. We need courage as we gain new perspectives 
and experiences that will inform our theological understanding. When 
we are committed to incarnational ministry and relationship, then our 
goals and strategies in ministry and leadership can honour God. A focus 
on people will shine through the way we conduct our administrative 
tasks and how we handle conflict. May God bless you in your journey of 
ministry and leadership. Always remember, “You are a chosen people, a 
royal priesthood, a holy nation, God’s special possession, that you may 
declare the praises of him who called you out of darkness into his won-
derful light. Once you were not a people, but now you are the people 
of God; once you had not received mercy, but now you have received 
mercy” (1 Peter 2:9-10).
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Questions for Reflection

1. What are three key insights that you have gleaned from this book? 
How might these insights be incorporated into your life and ministry?

2. Read 2 Peter 1:3-11. According to this passage what are we to do in 
order to be fruitful and effective as Christians? What is the resource 
for this? Give specific actions that you can do this coming week 
toward this fruitfulness.

3. Read through Wesley’s Covenant Renewal Service (http://www.seed-
bed.com/john-wesleys-covenant-renewal-service-today) and prayer-
fully consider the words of confession and recommitment. Wesley’s 
Band questions can also guide your thoughts toward confession and 
commitment:

1. What known sins have you committed since our last meeting?

2. What temptations have you met with?

3. How were you delivered?

4. What have you thought, said, or done of which you doubt whether 
it be sin or not?

5. Have you nothing you desire to keep secret?
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