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SPIRITUAL LEADERSHIP

eaders acquiring a new position must ask: “Where

should my organization go?” This question may

seem simplistic, but it is amazing how many lead-

ers become so enmeshed in the mundane aspects
of the journey they lose sight of the destination. Or they have
detailed plans of what they hope to achieve, but they failed
to examine whether their objectives will lead them to where
God wants them to be. If leaders do not clearly understand
where their organization is and where it should be moving,
they will be ineffective. The following are three of the most
common, and perhaps most subtle, organization goals that
can disorient leaders to their true purpose.

>

he demand for measurable results puts pressure on

leaders to focus on quick accomplishments. What better
way to appear successful than to set a goal and then meet it?
According to Peter Drucker, a person hasn't led unless results
have been produced.’

Jim Collins and Jerry Porras, in their book Built to Last, ar-
gue that great leaders do not establish goals and then mobi-
lize their organizations to achieve them at all costs. Rather,
they concentrate on building great organizations. Leaders
can achieve their goals for a time but destroy their organi-
zations in the process. However, organizations that focus on
being healthy will regularly achieve their goals.

In the past organizations were generally built on the vi-
sion and goals of their leaders. Leaders made the plans; ev-
eryone else followed. But as Peter Senge contends in The
Fifth Discipline: "It is no longer sufficient to have one person
learning for the organization, a Ford, or a Sloan, or a Wat-
son. It's just not possible any longer to ‘figure it out’ from
the top and have everyone else following the orders of the
‘grand strategist! The organizations that will truly excel in
the future will be the organizations that discover how to tap
people’'s commitment and capacity to learn at all levels in an
organization."

According to (Max) DePree (former chairman of the board
of Herman Miller), leaders should enter a “covenantal rela-
tionship” with those they lead. He describes this as a “shared
commitment to ideas, to issues, to values, to goals, and to
management processes. ... Covenantal relationships are
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open to influence. They fill deep needs and they enable work
to provide meaning and fulfillment. Covenantal relationships
reflect unity and grace and poise. They are an expression of a
sacred nature of relationships.”

Leaders who achieve their goals but whose people suffer
and fall by the wayside in the process have failed. Using peo-
ple to achieve organizational goals is the antithesis of spir-
itual leadership. ... In God's eyes how something is done is
as important as what is done (Num. 20:1-13). The end does
not justify the means. Getting results can make leaders look
good. God's way magnifies his name.

"God expects the best!" “Nothing but excellence is good
enough for God!" How often we hear these emphatic asser-
tions, sincerely expressed by Christian leaders. They sound
noble, yet there is a subtle danger inherent in the philosophy
that everything done in an organization must always be done
with excellence.

The apostle Paul did not claim his purpose was to do ev-
erything perfectly. Instead, he declared his aim was to "pro-
claim Him, warning and teaching everyone with all wisdom,
so that we may present everyone mature in Christ. | labor for
this, striving with His strength that works powerfully in me”
(Col. 1:28-29).

Paul focused on developing people. He sought to take
them from their spiritual immaturity and bring them to spiri-
tual maturity. His joy came from seeing those he led blossom
into the people God intended for them to become. The ap-
proach of many modern Christian organizations is contrary
to that of Paul.

The primary goal of spiritual leadership is not excellence in
the sense of doing things perfectly. Rather, it is taking people
from where thy are to where God wants them to be. There is
a tension here, for leaders want to motivate their people to
develop their talents for the glory of God. But to help people
grow, leaders may have to allow them to make mistakes.

The Western world is mesmerized by size. Leaders of the
largest churches or companies are automatically viewed as
experts. If a leader has grown a religious organization to a
significant size, people interpret that as a clear sign of God's
blessing. That may not be so. ... Marketers can attract a
crowd. They can't grow a church. Cults can lure a crowd. They
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can't build God's kingdom. If numerical growth is a sure sign
of God's blessing, then some cults are enjoying God'’s bless-
ing to a greater extent than many churches.

The misconception is based on people’s assumption that
God is as impressed with crowds as people are. He is not.
The essence of Satan's temptations for Jesus was trying
to convince him to draw a crowd rather than build a church
(Matt. 4). When Jesus fed five thousand people, he became
so popular the people wanted to forcibly make him their king.
Jesus knew that, even though a multitude was following him,
many of them did
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According to Max De Pree, the first responsibility of lead-
ers is to "define reality” for their organizations.* Ronald Heif-
etz describes this as “getting on the balcony” in order to gain
a clear view of the present situation.> Followers do not al-
ways understand the full implications of what their organiza-
tion is experiencing. They may be so immersed in the minutia
of their day-to-day routines they do not see the big picture.
It is a spiritual leader's responsibility to keep the big picture
in mind and to help their people understand God's activity in
the midst of the daily challenges.

This truth can

not believe. They be seen in the

I . - . God Iked
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lunch. S0 Jesus | js,..to take their people from where they Scripture  says,
preached about “He revealed His
the cost of dis- are to where God wants them to be. ways to Moses,
cipleship. "From His deeds to the

that moment ma-

ny of His disciples turned back and no longer accompanied
Him" (John 6:66). So vast was the exodus Jesus turned to the
Twelve and asked if they intended to abandon him too (v.
67). Jesus was never enamored with crowds. In fact, he often
sought to escape them (Mark 1:35-37).

>

he ultimate goal of spiritual leadership is...to take their

people from where they are to where God wants them to
be. God’s primary concern for people is not results but rela-
tionship. Calling comes before vocation. There is a profound
comment on this issue in Exodus 19:4: "You have seen what
| did to the Egyptians and how | carried you on eagles’ wings
and brought you to Me'”

At first glance this verse can appear confusing. We tend
to assume God delivered the Israelites from Egypt so he
could bring them into the Promised Land. But that is not
what God said. The key for God was not Canaan. That was
just the means God used to draw his people to himself. God's
agenda was his people. The reason the Israelites spent forty
years wandering in the wilderness was not that God could
not bring them into Canaan. God kept them in the wilderness
for forty years to establish a relationship of faith with them.

people of Israel”
The Israelites saw God's acts. How could they miss them?
God sent ten horrendous plagues on Egypt. He parted the
Red Sea and obliterated the Egyptian army. God fed an entire
nation with manna from heaven and brought water out of a
rock. The pressing question is: after all the people witnessed,
why did they continually struggle to trust and obey God? Itis
because, although they saw God's acts, they never gained the
higher perspective of God's ways. The ways of God reflect on
who God is, not merely what God does. When God destroyed
the mighty Egyptian army, the Israelites were certainly ap-
preciative at that moment. But they never understood that
the same God who destroyed the Egyptian army could just
as easily annihilate Canaanite armies. So, despite all God did,
the next time the Israelites faced a new challenge, they grew
frightened and discouraged once again. Spiritual leaders
must help their people see beyond God's acts to recognize
the way God consistently works with his people, time and
time again. To do this, spiritual leaders must develop their
own understanding and recognition of God's activity in their
midst.

Spiritual leaders understand people tend to be disori-
ented to God. So they teach them to know God better. Once
the people learn to recognize God's voice and determine his
leading, the organization will have enormous potential for
serving God. Its effectiveness will not depend on one over-
worked leader always having to decide what God is guiding
them to do. The group will all know how to hear from God and
recognize his activity. When spiritual leaders have brought
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their people to this point, they have truly led.

Business leaders must understand their preeminent task
is to equip their people to function at their God-given best
and not simply to accomplish organizational goals. From a
secular perspective Peter Senge calls this a “learning orga-
nization.”

Spiritual leaders in the workplace must also understand
their calling is
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leader, for he did not prepare a successor:

When Samuel grew old, he appointed his sons as
judges over Israel. His first-born son’'s name was
Joel and his second was Abijah. They were judg-
es in Beersheba. However, his sons did not walk in
his ways — they turned toward dishonest gain, took

bribes, and per-

first to please
their heaven-
ly Father, then
to satisfy their
board of direc-
tors and supervi-
sors. It is appro-

Whether by design or neglect, failing
to develop leaders in an organization
constitutes gross failure by the leader

verted justice. So
all the elders of
Israel  gathered
together went to
Samuel at Ramah.
They said to him,
“Look, you are old,

priate to provide

spiritual guidance and encouragement to employees as well
as to clientele. CEOs have a responsibility to care for the spir-
itual well-being of their employees. This should include pray-
ing regularly for their salvation. It may also involve providing
a Christian witness. One business leader prayed about how to
make seeking God's kingdom a top priority at his workplace.
God led him to start a Bible study at work. This proved to be
one of the greatest challenges this executive faced during his
eventful tenure at his publicly traded company. Yet through
that Bible study, people encountered God in powerful ways.

Leaders lead followers. Great leaders lead leaders. One of the
worst mistakes leaders commit is making themselves indis-
pensable. Insecurity can drive people to hoard all the leader-
ship initiatives so no one else appears as capable or as suc-
cessful. At times leaders become so immersed in their own
work they fail to develop other leaders. If some people were
completely honest, they might confess they enjoy being in
high demand. They covet the organizational limelight. How-
ever, whether by design or neglect, failing to develop leaders
in an organization constitutes gross failure by the leader.
Many leaders work extremely hard at their jobs and enjoy
remarkable success during their leadership tenure. But a test
of great leaders is whether or not their organizations can
function well upon their departure. This phenomenon can be
clearly seenin the life of Samuel. Samuel was one of the god-
liest leaders in Israel’s history. At the close of his leadership,
no one with whom he had worked could find fault with him
(1 Sam. 12:1-5). Nevertheless, Samuel ultimately failed as a
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and your sons do
not follow your example. Therefore, appoint a king
to judge us the same as all the other nations have
(1 Sam. 8:1-5)

As long as the Israelites had the noble Samuel to guide
them, they followed without protest. But when Samuel grew
old and appointed his sons Joel and Abijah to replace him, the
people resisted. Later generations have castigated the Isra-
elites for rejecting God's leadership and demanding a king.
The fact is the spiritual leaders available to them were so
inferior they considered a secular king preferable. Had Sam-
uel groomed an acceptable replacement, the people might
not have clamored for a king. The people’s failure stemmed
from their leader’s failure to do his job in developing effective
leaders.

Unless leaders are intentional about investing in the de-
velopment of people within their organization, it will not
happen. There are at least four habits leaders must regularly
practice if they are to produce a corps of emerging leaders.

1. Leaders delegate. This is often difficult. Leaders are gen-
erally skilled individuals who can do many things well. In
addition, if they are perfectionists, as leaders often are,
they will be tempted to undertake more than they should
so things are “done right.” The inherent danger, of course,
is that the organization’s growth is directly tied to the
leader’s available time and energy. Leaders are, by na-
ture, decision makers. However, it is unwise for leaders
to make all the decisions. Doing so impedes the growth
of emerging leaders. As Peter Drucker suggests, "Ef-
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fective executives do not make a great many decisions.
They concentrate on the important ones.®

2. Leaders give people freedom to fail. If leaders are going
to develop other leaders, they must delegate. But when
they do, they must refrain from interfering. ... Henry Ford
gave his only son Edsel the responsibility for overseeing
his automotive business. The younger Ford had innova-
tive and practical ideas that would make the company
more efficient in the face of growing competition. Yet as
Edsel sought to implement his ideas, the elder Ford con-
stantly countermanded his son's orders. Soon after Ed-
sel became president, he initiated building an addition to
the Hyde Park plant. After the ground was excavated for
the new building's foundation, Henry intervened, claim-
ing the building was unnecessary. Edsel succumbed and
offered to have the opening covered up. His father insist-
ed, however, that
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When something goes wrong, leaders stand before the
mirror and assume the blame.® Coaches of profession-
al sports teams are well acquainted with this reality. If
the team wins the championship, the athletes assume
most of the credit and seek more lucrative contracts. But
when the team performs poorly, the coach is usually the
first person to be fired. Good leaders don't make excus-
es. They recognize their organization’s performance will
be viewed as equal to their own.

Spiritual leaders should have a third goal for their organi-
zations, one which is the ultimate aspiration of any orga-
nization — to glorify God. You can glorify God through your
leadership, regardless of whether you lead a Christian or a
secular organization.

Spiritual lead-

the pit remain for
a time as a graph-
ic example of his
authority and his
son’s humiliation.’
The  relationship
between father and
son was irreparably

Leaders glorify God by accomplishing
God’'s purposes and moving people on
to his agenda. Accurately reflecting
God's nature to others brings him glory.

ers cannot
lentlessly pursue
their own per-
sonal goals and
glorify God at the
same time. It is
possible to bring
an organization

re-

damaged.  Final-
ly, Edsel’'s fragile
health broke and the Ford Motor Company languished
under the administrative quagmire.

3. Leaders recognize others' success. A sure way to sti-
fle staff initiative is to take the credit for something a
subordinate did. Good leaders delegate. They resist in-
terfering. Then, when the job is done, they reward those
responsible. ... Although few leaders deliberately steal
credit, this can happen inadvertently. If leaders fail to
point out employees’ efforts, people assume the leader
is responsible for the success. If leaders continually ig-
nore or steal the credit for work their people have done,
people will naturally grow reluctant to give their best ef-
fort. In reality, when the people are successful, so is the
leader.

L. Leaders provide encouragement and support. Jim Collins
claims great leaders use the “window and the mirror”
When something goes right, they look out the window
to find someone in the organization to assign the credit.

to the apex of

success but dis-
honor God in the process. True spiritual leaders value glorify-
ing God more than personal or organizational success.

When Jesus was seeking twelve disciples, he bypassed
the professional religious establishment and enlisted busi-
nesspeople, including two pairs of fishermen and a tax col-
lector. He found people who understood how the world op-
erated and who were unafraid of working in the middle of it.
He chose people who spoke the language of the marketplace.
God does nothing by accident. When God places someone in
a leadership position, he has a purpose. A Christian’s first
calling is to honor God.

Glorifying God is not complicated. People do it when they
reveal God's nature to the world around them. Leaders glori-
fy God by accomplishing God's purposes and moving people
on to his agenda. Accurately reflecting God's nature to oth-
ers brings him glory. When Christians forgive others, people
learn that God is one who forgives. When Christian leaders
are patient with those who fail, people experience that God's
nature is long-suffering. When Christian leaders live with in-
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tegrity, people gain a glimpse of God's holiness. Many peo-
ples’ first impression of the true God may be reflected in the
Christians who work alongside them each week.

God has a specific agenda for every person and organi-
zation. However, developing your people, equipping leaders,
and, most importantly, glorifying God ought to be bedrock
objectives of every leader.
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