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Biblical Leadership Development Guide
A Comprehensive Christ-Centered Training for Leaders, Pastors, and Ministry Heads. This guide provides
foundational principles, theological grounding, and practical frameworks for Christ-centered, servant-hearted,
character-based leadership that multiplies disciples and movements for kingdom impact.
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INTRODUCTION

The world has no shortage of leadership training programs. Business schools, leadership institutes, and corporate
development centers offer countless methodologies for achieving organizational success. Yet the church—called
to reflect the kingdom of God—often borrows wholesale from secular models, importing worldly definitions of
success, power, and influence into spaces meant to be transformed by the gospel.

This resource exists because biblical leadership is fundamentally different from worldly leadership. It operates on
different principles, pursues different outcomes, and flows from a different source of power. While the world
teaches leaders to climb, Christ teaches them to kneel. While the world emphasizes authority over others, Christ
emphasizes authority under God. While the world measures success in power and possession, Christ measures it
in transformed lives and eternal impact.

This guide is designed for a specific audience: leaders, pastors, and ministry heads who sense the difference
between merely functional leadership and truly biblical leadership—and who want their lives and organizations to
reflect Christ’s kingdom values. Whether you lead a local church, a para-church ministry, a mission organization,
or a Christian nonprofit, the principles in these pages will challenge your assumptions, deepen your theology, and
equip you with both the spiritual foundation and practical tools for Christ-centered leadership.

The structure of this resource reflects a conviction: effective Christian leadership flows from a solid theological
foundation, is sustained by a vibrant inner life with God, and expresses itself through specific practical
competencies. We begin with foundations because leaders built on sand eventually crumble. We address the
inner life because what happens in private with God determines what happens in public leadership. And we
conclude with practical skills because biblical principles must translate into actual organizational life.

As you work through this material, you’ll notice something important: this is not primarily a how-to manual, though
practical guidance appears throughout. Rather, it’s an invitation into a way of thinking about leadership that is
fundamentally shaped by Jesus Christ and the biblical story. It’s an invitation to lead differently than the world
teaches—not for heroic or noble reasons necessarily, but because this is how the kingdom of God operates.

Your role as a leader is one of the highest callings available to Christians. Leaders shape culture, influence
decisions, model values, and open doors for others to flourish. The weight of this responsibility is enormous. But
you don’t bear it alone. The God who called you equips you. The Spirit who indwells you empowers you. The
community of saints around you strengthens you. And the eternal perspective that Christ gives you sustains you.

This is biblical leadership—leadership rooted in Christ, sustained by his Spirit, accountable to his Word, and
oriented toward his kingdom. This is the leadership the world desperately needs to see.



THE KING IS COMING MINISTRY kylelauriano.comSKEPTIC SEEKER BELIEVER DISCIPLE ●WITNESS●

STAGE: WITNESS BIBLICAL LEADERSHIP — A CHRIST-CENTERED DEVELOPMENT GUIDE

Real Testimonies. Radical Transformations. 4 kylelauriano.com

PART 1 — FOUNDATIONS OF BIBLICAL LEADERSHIP

Chapter 1: The Heart of a Leader — Christ-Centered Leadership

Opening Story

Maria had been leading worship at her church for eight years. She was gifted, organized, and beloved by her
team. But six months ago, something shifted. She found herself exhausted, cynical about ministry, and
disconnected from the very God she was leading others to worship. In a moment of brutal honesty during a
leadership coaching session, she admitted: “I’m leading from my skills and experience, not from Jesus. I’ve made
this about maintaining excellence instead of about encountering Him.”

Maria’s crisis wasn’t about competence. She was highly competent. Her crisis was about the source of her
leadership. She had gradually drifted from leading from Jesus to leading for Jesus—and there’s a universe of
difference between the two.

Jesus as the Model Leader

If we’re going to understand Christ-centered leadership, we must begin with the most fundamental claim: Jesus is
the model. Not just one model among many. Not just the spiritual foundation that we supplement with
management principles or organizational theory. Jesus is the model. He is the pattern we pattern ourselves after.
He is the leadership paradigm that shapes all our understanding of authority, influence, and organizational life.

This is radical. Consider what Jesus actually did as a leader:

He chose twelve leaders to be with him (Mark 3:14). Of these twelve, he invested most deeply in three. His
leadership development strategy wasn’t mass events and large crowds—though he spoke to thousands—but
intimate investment in a small group who would carry forward his mission after his ascension.

He washed his disciples’ feet (John 13:1–17), performing a task reserved for servants. When Peter objected,
Jesus insisted: “If I, your Lord and Teacher, have washed your feet, you also ought to wash one another’s feet.”
He didn’t teach servant leadership in the abstract. He modeled it with his own hands, literally getting down in the
dirt.

He spent nights in prayer alone with God (Luke 6:12, Mark 1:35, Matthew 26:39). He didn’t rely on his own wisdom
or strength. He withdrew regularly to seek his Father’s guidance. The busier he was, the more committed he was
to this practice.

He spoke with absolute authority yet positioned himself under his Father’s authority (John 5:19, 30). “I tell you, the
Son can do nothing by himself; he can do only what he sees his Father doing.” This is not the language of an
independent operator. This is the language of radical submission to a higher authority.

He forgave generously (Luke 23:34 at the cross, John 8:1–11 with the woman caught in adultery). He extended
mercy to those who deserved judgment. His leadership style bore the marks of gracious correction and
redemptive hope.

He ate with tax collectors and sinners, scandalized the religious establishment, and chose to spend time with the
marginalized and despised (Matthew 9:10–13, Luke 15:1–2). His leadership made space for those society
rejected.
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He wept over Jerusalem (Matthew 23:37), experienced genuine emotion, and revealed his heart of compassion for
those he led.

He died for those he led, not asking them to do anything he wasn’t willing to do himself (John 10:11–18, 1 Peter
2:21).

This is Jesus as leader. Not authoritarian. Not manipulative. Not focused on personal promotion or institutional
expansion as an end in itself. Instead: servant-hearted, spiritually grounded, compassionate, sacrificial, and
radically submitted to his Father’s agenda.

When we speak of Christ-centered leadership, we’re not speaking of a nice spiritual addendum to leadership that
is otherwise conducted by worldly standards. We’re speaking of a fundamentally different operating system.

Leading from Identity in Christ

One of the most devastating patterns in Christian leadership is that leaders gradually shift from leading from Jesus
to leading for Jesus. The distinction is subtle but catastrophic.

Leading from Jesus means your leadership flows out of your relationship with him. Your decisions are made in
conversation with him. Your authority is borrowed from his authority. Your vision is an extension of his vision. Your
power is his power working through you.

Leading for Jesus means you’re trying to achieve his goals using your own strength and wisdom. You’re acting on
his behalf, but you’re operating independently. You’re responsible for making the mission happen. You’re
dependent on your own resources.

This distinction shows up concretely. Leaders who lead from Jesus have a peace that’s not dependent on
circumstances. They don’t panic when programs fail or funding disappears. They have resilience rooted in their
identity rather than their performance. They can receive criticism without defensiveness because their identity isn’t
wrapped up in being right.

Leaders who lead for Jesus are fragile. They’re easily discouraged. They’re defensive about criticism. They’re
driven by need to prove themselves. Their sense of worth is dependent on their output.

Here’s the biblical foundation: your identity comes first. “See what great love the Father has lavished on us, that
we should be called children of God! And that is what we are!” (1 John 3:1). You are God’s beloved child. This is
your fundamental identity. Everything else—including leadership—flows from this.

Peter tried to lead for Jesus. He denied knowing him three times. He cut off a servant’s ear in misguided zeal. He
spoke impulsively and had to be corrected. He was brilliant and flawed.

But then something shifted. After the resurrection, Jesus spent time restoring Peter’s identity. “Do you love me?”
Jesus asked three times, corresponding to Peter’s three denials. With each affirmation from Peter, Jesus
commissioned him: “Feed my sheep.”

Notice the order. Jesus didn’t give Peter the commission and hope Peter would develop the faith to fulfill it. Jesus
first re-established Peter’s identity—“You are loved by me”—and from that renewed identity, Peter could lead.

This is Christ-centered leadership. It begins with this deep conviction: I am beloved of God. I am known. I am
chosen. My identity is secure in Christ, not dependent on my performance or others’ approval.

From this identity, everything else flows. Your leadership becomes an overflow of your relationship with God, not a
desperate attempt to prove yourself. Your authority is borrowed authority—you’re stewarding something that
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belongs to someone else. Your strength is not your own. Your wisdom is borrowed wisdom. Your vision is
participation in God’s larger vision.

Abiding in Christ: The Source of Leadership Power

Jesus used a metaphor that cuts to the heart of this issue: the vine and the branches (John 15:1–8). “I am the
vine; you are the branches. If you remain in me and I in you, you will bear much fruit; apart from me you can do
nothing.”

This is the key passage for understanding Christ-centered leadership. Not “apart from me you can do very little.”
Not “apart from me you will be less effective.” “Apart from me you can do nothing.” Nothing of eternal significance.
Nothing that lasts. Nothing that bears fruit.

Jesus is saying that the source of fruitfulness—including leadership that bears lasting fruit—is not superior
technique, better planning, harder work, or even spiritual gifts. The source is remaining connected to him.

Think about this practically. A branch that is connected to a healthy vine automatically grows fruit. You don’t have
to command the branch to produce fruit. You don’t need to motivate it or give it a five-year growth plan. As long as
it remains connected to the vine and receives nourishment through the connection, fruit is inevitable. The branch’s
job is simple: remain connected. The vine does the producing.

Most of us try to lead like branches that are disconnected from the vine—producing fruit through our own effort.
We rely on our skills, our experience, our gifts, and our hard work. We treat prayer as an accessory, not a lifeline.
We squeeze out results through sheer determination.

But that’s not what Jesus teaches. Jesus teaches that the leader’s primary job is to remain connected to him. To
abide. To stay grafted in. To maintain the relationship through prayer, Scripture meditation, worship, and
obedience.

Practically, abiding means:

Regular prayer. Not prayer as emergency intervention when crises hit, but prayer as the constant conversation
with Jesus throughout your day. Morning prayer that sets your compass toward him before the demands begin.
Prayer throughout the day that keeps you accountable to his presence. Evening prayer that helps you process the
day through a kingdom lens.

Scripture meditation. Not speed-reading through a chapter each morning to check the box, but lingering with
God’s Word. Letting it speak to you. Asking what it means and what it changes. Chewing on a single verse for
days if necessary. Letting Scripture re-shape how you think.

Worship. Creating space to respond to God not just with your mind but with your whole self. Whether through
music, prayer, meditation, or service—worship that says, “God, you are worthy. I lift my eyes off my circumstances
and my concerns and I behold you.”

Obedience to what he reveals. Abiding isn’t passive. It includes responding to what God shows you. When he
convicts you, you respond. When he calls you to forgive, you forgive. When he asks you to release control, you
release it. Obedience maintains and deepens the connection.

Community with other believers. Jesus didn’t intend for abiding to happen in isolation. The body of Christ is
meant to help us stay connected. Accountability, encouragement, correction, and modeling all happen in
community.
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When leaders make abiding central—when their primary job is to remain connected to Jesus—everything
changes. They lead from a different power source. They face challenges with different confidence. They treat
obstacles as opportunities to trust rather than opportunities to panic. Their leadership has a quality that can’t be
manufactured: it has the mark of something genuinely alive in Christ.

The Difference Between Worldly and Kingdom Leadership

The contrast between worldly and kingdom leadership appears throughout Scripture. Jesus makes it explicit in
Mark 10:42–45:

“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.’”

Let’s unpack what worldly leadership looks like according to this passage:

Worldly leaders “lord it over” others. Their authority is wielded as power over people. Their greatness is
established through hierarchical dominance. The larger the gap between their position and everyone else’s, the
more powerful they appear. Status is jealously guarded. Authority flows downward. The leadership model is
pyramid-shaped.

In contrast, kingdom leadership operates on different principles:

Downward flow of power. In kingdom leadership, authority flows downward through service, not dominance.
Your role is to use your position to serve those beneath you, not to lord your position over them.

Humble rather than exalted position. Worldly leaders seek prominence. They want to be seen and honored.
Kingdom leaders are willing to take the low position. They’re comfortable with being overlooked if it serves the
mission. They don’t need the credit.

Sacrifice rather than accumulation. Worldly leaders accumulate power, wealth, and status. Kingdom leaders
are willing to pour themselves out. Jesus didn’t accumulate; he gave away everything. He spent himself in service
of others.

Servant identity. Worldly leaders are served. People bring them things. Their time is protected. Their needs are
prioritized. Kingdom leaders serve. They’re available. Their time is sacrificed for others. Their needs take
secondary importance to others’ wellbeing.

Eternal rather than temporal perspective. Worldly leaders measure success in immediate, visible outcomes:
numbers, profits, market share, status. Kingdom leaders measure success in spiritual transformation and
long-term faithfulness. A worldly leader might abandon a difficult ministry if it’s not producing visible results. A
kingdom leader might stay in that same ministry for decades because they’re convinced it’s what God is calling
them to do.

Transparency rather than mystique. Worldly leaders often create distance and mystique. They don’t let people
see their struggles or failures. They maintain an image of being in control and having it all together. Kingdom
leaders operate with transparency. They let people see their humanity. They don’t pretend to have all the answers.
They admit mistakes and model repentance.

When we lead from kingdom values instead of worldly values, everything changes. Our decisions change. Our
tone changes. Our policies change. Our way of relating to people changes.
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Consider a specific scenario: A key team member has performed below expectations for several months. Their
work is sloppy. They’re late to meetings. They’re not taking ownership.

A worldly leader’s instinct: Fire them. Find someone better. Protect the team’s performance. Make a statement
about accountability. Don’t waste time on someone who isn’t producing.

A kingdom leader’s instinct: What’s going on beneath the surface? Is something happening in their life? Are they
struggling spiritually? Do they have the tools they need? What do they need from me? How can I serve them back
to health? How can I show them their dignity and worth as a person beloved by God, separate from their
productivity?

Both leaders might ultimately make the same decision—that this person needs to transition out of this role. But
they arrive at that decision from a different place, through a different process, with a different heart. And that
matters.

This is the fundamental distinction that Christ-centered leadership requires. It’s not that kingdom leaders are soft
or ineffective or don’t care about excellence. It’s that they operate from a different value system. They lead like
Jesus led.

Leading with Eternity in View

One of the shifts that happens when we embrace Christ-centered leadership is a reorientation of our time horizon.
We move from measuring success in quarterly reports and annual goals to measuring success in eternal terms.

Paul writes about this in 2 Corinthians 4:16–18: “Therefore we do not lose heart. Though outwardly we are wasting
away, yet inwardly we are being renewed day by day. For our light and momentary troubles are achieving for us
an eternal glory that far outweighs them all. So we fix our eyes not on what is seen, but on what is unseen, since
what is seen is temporary, but what is unseen is eternal.”

Notice the time horizon shift: “momentary troubles” and “light afflictions” that are “achieving for us an eternal glory.”
Paul isn’t downplaying the reality of present suffering. He’s contextualizing it. He’s asking: What’s the larger story?
What’s eternal is what matters. The temporary is just that—temporary.

A leader with an eternal perspective makes different decisions. Consider:

Decision about personal comfort. A worldly leader prioritizes personal comfort. They want nice offices, flexible
schedules, and protection from inconvenience. An eternal-perspective leader is willing to sacrifice comfort for
kingdom impact. They’re willing to work long hours if it serves the mission. They’re willing to downgrade their
lifestyle if it frees resources for ministry.

Decision about security. A worldly leader is preoccupied with security—job security, financial security, status
security. They make decisions based on what protects their position. An eternal-perspective leader understands
that their security is in Christ, not in their circumstances. This frees them to take risks, to say unpopular things if
they believe it’s true, to stay faithful even when the cost is high.

Decision about legacy. A worldly leader wants to be remembered. They want their name on buildings. They want
credit for successes. They want their legacy to be impressive. An eternal-perspective leader is less concerned
about earthly recognition. They’re thinking about what they’re laying up in heaven. They’re asking: When I stand
before God, what will matter? Will it matter that my name was on a plaque? Or will it matter that I loved people,
served faithfully, and advanced the kingdom?
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Decision about how to treat people. A worldly leader might see people as means to an end—useful if they
contribute, disposable if they don’t. An eternal-perspective leader sees people as image-bearers of God with
infinite worth. This shows up in how they handle the struggling employee, the difficult board member, the person
who dissents. An eternal perspective makes us more patient, more merciful, more willing to invest in people.

Jesus repeatedly oriented his followers toward eternity. “Therefore do not worry about tomorrow, for tomorrow will
worry about itself. Each day has enough trouble of its own” (Matthew 6:34). “But seek first his kingdom and his
righteousness, and all these things will be given to you as well” (Matthew 6:33). “What good is it for someone to
gain the whole world, yet forfeit their soul?” (Mark 8:36).

When we lead from an eternal perspective, we’re freed from the tyranny of the immediate. We’re freed from
needing to prove ourselves right now. We’re freed from performance-based identity. We’re freed to make
decisions based on what’s true and good and beautiful, even if they’re not popular or immediately successful.

This is Christ-centered leadership: grounded in your identity as God’s beloved child, sourced in your connection to
Christ through abiding, operating according to kingdom values rather than worldly values, and oriented toward
eternity rather than just the next quarter.

Reflection Questions

1. How has your leadership been shaped by worldly models versus kingdom values? Can you identify specific
ways you’ve operated from each perspective?

2. What would it look like for you to operate with a clearer sense of your identity in Christ? What would need to
change in how you lead?

3. When you think about “abiding in Christ” as the source of leadership power, where do you struggle
most—prayer, Scripture, worship, obedience, or community?

4. How would your decisions change if you were more consistently oriented toward eternity?

Key Takeaways

•  Jesus is the model leader, and his approach was fundamentally different from worldly leadership.

•  Christ-centered leadership flows from identity in Christ, not from performance or approval.

•  Abiding in Christ through prayer, Scripture, worship, and obedience is the source of fruitful leadership.

•  Kingdom leadership operates on principles opposite to worldly leadership: service instead of domination,
sacrifice instead of accumulation, humility instead of exaltation.

•  An eternal perspective fundamentally changes how leaders make decisions and treat people.

Chapter 2: Servant Leadership — The Way of the Cross

Opening Story

James had worked his way up in his company for fifteen years. He’d finally reached the executive level. Now he
sat in the corner office with the view of the city. He had authority, respect, and status. He’d made it.

He brought that same mindset into his church leadership. As a board chair, he set the agenda. People listened to
him. He made the big decisions. He was in charge.
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Then he attended a leadership conference where the speaker kept returning to John 13—the foot-washing. The
preacher said something that disrupted James’s comfortable assumptions: “If you’re not serving the people you
lead, you’re not leading biblically. If people aren’t experiencing you as someone who serves them, they’re
experiencing you as a boss, not a leader.”

James went home troubled. He realized his church board was afraid of him. They deferred to him not out of
respect but out of intimidation. When he spoke, conversations ended. When he wasn’t happy, the room felt tense.
He wasn’t leading; he was dominating.

He’d brought the world’s model of leadership into God’s house. And he began to wonder what it would cost to
unlearn it.

Jesus’ Redefinition of Greatness

The passage that fundamentally redefines greatness in the biblical worldview appears in Mark 10:42–45, and it’s
worth examining closely:

“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.’”

This is Jesus explicitly inverting the world’s power structure. In the world: greatness = authority over others.
Greatness = being served. Greatness = commanding respect through power.

Jesus says: No. In the kingdom of God, greatness = servanthood. The greatest person is the one serving the most
people with the most humility. The person at the top is the person at the bottom.

And then Jesus makes it personal: “For even the Son of Man did not come to be served, but to serve.” He’s not
asking his followers to do anything he didn’t do. He came—the King of Kings, the Lord of Lords, the one whom all
creation should serve—and what did he do? He served. He washed feet. He healed the sick. He made space for
the marginalized. He laid down his life.

This is the paradigm shift. In the world’s system, you climb to the top. In God’s system, you descend to the bottom.
And paradoxically, that descent is what makes you great.

What does this actually look like in leadership practice?

It means being available. A servant leader doesn’t hide behind layers of protection. They’re accessible. They’re
willing to be interrupted. Their time belongs to those they serve. There’s a humility in saying “yes” when someone
needs you, even when you’re busy.

It means getting your hands dirty. Servant leaders don’t delegate all the unpleasant work to others. They’re
willing to do the tasks nobody else wants to do. They’re willing to be inconvenienced.

It means asking questions before pronouncing answers. Servant leaders are more interested in
understanding others’ perspectives than in proving they’re right. They listen. They ask follow-up questions. They
genuinely try to understand before they judge.

It means vulnerability about your own limitations. Servant leaders don’t pretend to have it all figured out. They
admit when they don’t know something. They ask for help. They let people see them struggle. There’s a humility in
not having to be the smartest person in the room.
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It means looking out for others’ interests. A servant leader doesn’t use their position to benefit themselves at
others’ expense. They use their position to create space for others to flourish. They make decisions that serve the
team’s wellbeing, even when it costs them personally.

It means holding power loosely. Servant leaders don’t cling to power or title. They’re willing to share authority.
They’re willing to make space for others to lead. They don’t need to be the person making every decision.

The context of Mark 10:42–45 matters. The disciples had been arguing about who was the greatest (Mark
10:33–37, Matthew 20:24). James and John had asked Jesus for the chief seats at his right and left. The other
disciples were indignant—probably because they wanted those seats too. There was jockeying for position,
competition for power, comparison about who was most important.

And into that competitive energy, Jesus drops this bomb: “Whoever wants to be great among you must be your
servant.”

He’s saying: You’re competing for the wrong thing. You’re measuring greatness by the wrong standard. In my
kingdom, the way to the top is through the bottom.

This reorients everything. If the way to prominence is through service, then pride becomes a liability, not an asset.
If the way to influence is through humility, then defensive armor is unnecessary. If the way to leadership is through
serving others’ interests, then you’re freed from the exhausting work of protecting your ego.

The Foot-Washing Leader

The incident in John 13 is so profound that it deserves extended attention:

“It was just before the Passover Festival. Jesus knew that the Father had put all things under his power,
and that he had come from God and was returning to God; so he got up from the meal, took off his
outer clothing, and wrapped a towel around his waist. After that, he poured water into a basin and
began to wash his disciples’ feet, drying them with the towel that was wrapped around him.”

The timing is significant. John explicitly tells us that Jesus knew: (1) all authority was his, (2) he had come from
God, (3) he would return to God. In other words, Jesus was absolutely secure in his power and position. He had
nothing to prove. He was at the peak of authority and legitimacy.

And what did he do with all that authority? He took off his outer clothing—a symbol of his status and dignity—and
washed the feet of the people he was training to lead his movement.

Foot-washing was the job of servants. In that culture, you wouldn’t ask your boss to wash your feet. You wouldn’t
dream of your leader doing servant work. This was below their station.

Peter’s reaction makes sense: “Lord, are you going to wash my feet?” There’s shock in that question.
Scandalization. This isn’t how things are supposed to work.

Jesus responds: “You do not realize now what I am doing, but later you will understand.”

Then, after washing their feet, Jesus explains: “Now that I, your Lord and Teacher, have washed your feet, you
also ought to 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 the master, nor is a messenger greater than the one who sent him.”

What is Jesus teaching? He’s teaching that if the master washes feet, then certainly the disciples should wash
feet. If the Teacher serves, then certainly the students should serve. If Jesus takes the low position, then disciples
have no excuse for seeking the high position.
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There’s a principle here that extends far beyond literal foot-washing. Jesus is teaching that the leader serves first.
The leader doesn’t ask others to do things the leader isn’t willing to do. The leader uses their position of authority
to serve, not to be served.

This shows up practically in how a leader relates to their team. A foot-washing leader:

Does the unglamorous work. They’re willing to take out the trash, clean up after an event, handle the
administrative tasks nobody else wants. They don’t view any work as beneath them.

Models what they ask of others. If they ask their team to work hard, they work hard too. If they ask for honesty,
they’re honest. If they ask for excellence, they pursue excellence. They don’t have a different standard for
themselves.

Is willing to be served differently. After washing the disciples’ feet, Jesus didn’t demand that they wash his feet
in return. He wasn’t looking for reciprocal service. He was content to serve. A servant leader serves without
expectation of return.

Protects the people they lead. When pressures come from above or outside, the foot-washing leader doesn’t
pass that pressure down to their team. They absorb it. They buffer their team from unnecessary stress. They use
their position to advocate for their people.

Is comfortable with people seeing their effort. Some leaders want to create an image of effortless competence.
Foot-washing leaders are okay with people seeing them sweat. They’re okay with being seen serving. They’re not
trying to maintain a mythical image of perfection.

Think about what this means for your leadership. What if you viewed your position primarily as an opportunity to
serve? What if you measured your effectiveness not by how much authority you exercised but by how much you
served? What if you were as focused on the wellbeing of your team as you are on the organization’s performance?

It would change everything. You’d make different decisions. You’d treat people differently. You’d speak differently.
You’d see your job completely differently.

Humility as Leadership Strength

Here’s where the world and the kingdom collide frontally: the world views humility as weakness, and the kingdom
views it as strength.

In worldly terms, humility means downplaying your accomplishments, apologizing excessively, always deferring to
others. It’s associated with low self-esteem and lack of confidence. Leaders are supposed to be confident,
assertive, and impressive.

But biblical humility is something entirely different. Biblical humility doesn’t mean pretending you’re not capable. It
means being realistic about yourself—recognizing both your strengths and your limitations—while acknowledging
that all good things ultimately come from God.

C.S. Lewis wrote: “Humility is not thinking less of yourself than of other people, nor is it having a low opinion of
your own gifts and talents. It is rather having a clear, sober, and accurate view of yourself. The truly humble man
knows his weaknesses—but also his strengths. He knows that the gifts he possesses are ultimately gifts from
God.”

Humility as strength looks like:
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Confidence without arrogance. A humble leader trusts their training and experience. They can speak with
authority when they have something to contribute. But they do it without needing others to validate them. They’re
not constantly proving themselves.

Willingness to be wrong. A humble leader can say, “I was wrong about that. I’ve changed my mind based on
what I’ve learned.” They can reverse a previous decision if they’ve come to see it differently. This doesn’t
undermine their credibility; it enhances it.

Learning posture. A humble leader is always learning. They’re not threatened by people who know more than
they do in certain areas. They’re curious. They ask questions. They read. They reflect. They grow.

Honesty about limitations. A humble leader doesn’t pretend to have answers they don’t have. They don’t try to
be the expert on everything. They admit when something is outside their wheelhouse. They surround themselves
with people who are strong where they are weak.

Openness to correction. A humble leader receives feedback—not defensively, but with genuine interest in
whether there’s truth to it. They don’t attack the person who corrects them. They don’t explain away the feedback.
They genuinely listen.

Freedom from comparison. A humble leader isn’t competing with other leaders or other organizations. They’re
not measuring their success by how they compare to others. They’re focused on being faithful in their own calling.

Willingness to decrease so others can increase. A humble leader isn’t threatened by others’ gifting or success.
They’re genuinely happy when someone on their team exceeds their own abilities. They’re willing to step back and
make space for others to lead.

Why is humility a strength in leadership? Several reasons:

First, humility makes you learnable. A proud leader thinks they already know, so they don’t listen carefully. A
humble leader knows they don’t know everything, so they listen intently. Over time, humble leaders learn faster
and adapt better.

Second, humility builds trust. People don’t trust leaders who pretend to have it all figured out. People trust leaders
who are honest about their limitations and willing to admit mistakes. Humility is the foundation of credibility.

Third, humility frees you from the exhausting work of protecting your image. A proud leader spends enormous
energy managing how they’re perceived. A humble leader can relax. They’re not trying to be impressive. They’re
just being real.

Fourth, humility creates psychological safety on a team. If the leader is humble, team members feel safe being
humble too. They can admit mistakes without fear of retribution. They can ask for help without shame. Humility
spreads.

Fifth, humility is the prerequisite for growth. You can’t grow if you think you’re already there. But if you maintain a
humble posture—a posture of “I have so much to learn”—you can keep developing. The moment you think you’ve
arrived, you stop growing.

In the biblical narrative, humility is a prerequisite for leadership. God chooses humble people. Moses was “very
humble, more humble than anyone else on the face of the earth” (Numbers 12:3). David repented deeply when
Nathan confronted him about his sin (2 Samuel 12). Paul called himself “the least of the apostles” (1 Corinthians
15:9).
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Jesus taught his disciples: “Whoever becomes humble like this child is the greatest in the kingdom of heaven”
(Matthew 18:4). Humility is how you access greatness in God’s system.

Self-Sacrificial Love in Action

Servant leadership isn’t just about being nice or accommodating. It’s rooted in sacrificial love—the willingness to
give up your own interests for someone else’s wellbeing.

Jesus demonstrated this most clearly through his death. “Greater love has no one than this: to lay down one’s life
for one’s friends” (John 15:13). He didn’t die reluctantly or resentfully. He died willingly. He poured out his life. He
gave everything.

What does self-sacrificial love look like in leadership?

It means being willing to lose to help others win. A self-sacrificial leader doesn’t insist on being right if being
right means damaging a relationship. They’re willing to concede if it serves unity. They’re willing to lower
themselves so others can rise.

It means pouring into people with no guarantee of return. You invest time in developing a team member, and
there’s no guarantee they’ll stay with you. You mentor someone, and they might take their gifts to another
organization. You serve someone, and they might not appreciate it. Self-sacrificial love serves anyway.

It means absorbing pain so others don’t have to. When difficult news needs to be communicated, the leader
communicates it, absorbing the initial emotional reaction so their team can process it more calmly. When
resources are tight, the leader cuts from their own pocket before asking others to sacrifice. When conflict emerges,
the leader often bears more of the weight than others.

It means creating space for others’ growth even when it’s inconvenient. You give feedback that’s hard to
hear but that will help someone grow. You say “no” to a request to protect someone’s long-term wellbeing. You
move someone into a role where they’ll stretch even though you know they’ll struggle initially. This requires
sacrifice.

It means protecting people from harm. When someone is being treated unjustly, the self-sacrificial leader
speaks up, even if it costs them politically. When someone is being manipulated, the leader intervenes. When
someone is overwhelmed, the leader lightens their load. This protection sometimes requires personal cost.

It means celebrating others’ victories as your own. You genuinely rejoice when a team member has a
breakthrough. You’re not secretly wishing you got the credit. You’re thrilled for them. This requires dying to your
own need for recognition.

The key word here is sacrifice. Love that doesn’t cost anything isn’t really love. Love that’s convenient isn’t really
sacrificial. Real love requires giving something up. Real love means my interests matter less than your wellbeing.

This is what distinguishes Christian love from mere niceness. A nice person is accommodating and pleasant. A
loving person is willing to pay a price. Jesus didn’t come to be nice. He came to love sacrificially. And that love
required going to the cross.

When a leader loves sacrificially, it changes the entire culture. People feel valued not because the leader is
pleasant to them, but because the leader has proven willing to suffer for their wellbeing. That’s the kind of
leadership that inspires genuine loyalty and brings out the best in people.

Moving from Power Over to Power Under
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This is perhaps the most fundamental shift in servant leadership: moving from power over people to power under
God.

Power over is the worldly paradigm. You have authority. People report to you. Your word is final. You make
decisions and others implement them. Your power is exercised over others.

Power under is the biblical paradigm. You have authority that is delegated to you by God. Your power is
exercised under God’s authority. You’re accountable to God for how you exercise that authority. Your authority is
meant to serve God’s purposes, not your own.

This distinction shows up in how leaders relate to those they oversee. A power-over leader says, “I’m the boss.
You do what I say.” A power-under leader says, “I’m responsible to God for this role. I’m going to use my authority
to serve you and help us together fulfill God’s calling.”

A power-over leader hoards information. The more you know, the more powerful you are. A power-under leader
shares information freely. Transparency is a sign of strength, not weakness.

A power-over leader makes unilateral decisions. It’s their decision to make, so they make it. A power-under leader
seeks counsel. They recognize that their perspective is limited. They genuinely listen to others before making
decisions.

A power-over leader uses authority to protect their territory. They’re careful about who they let into certain
meetings or conversations. They compartmentalize information. A power-under leader uses authority to open
doors. They create opportunities for others to lead, to learn, to grow.

A power-over leader is threatened by others’ competence. If you’re too good, you might take my job. A
power-under leader celebrates others’ competence. Strong people on your team make you look good because
your job is to develop them.

A power-over leader is distant. Hierarchy requires distance. You need to be above them to maintain power over
them. A power-under leader is accessible. Servant leadership requires proximity. How can you serve people
you’re distant from?

The shift from power over to power under is rooted in a theological conviction: ultimate power belongs to God, not
to you. You’re stewarding a temporary position. You’re responsible to God for how you exercise the authority
entrusted to you. That responsibility should make you humble, not proud.

This is why Jesus could wash feet while maintaining full authority. He knew his authority was God’s authority. He
didn’t need to defend it or prove it through power displays. He was secure enough to serve.

Reflection Questions

1. When you think about servant leadership, what images or examples come to mind? Are they biblical?

2. How do you currently exercise authority in your leadership role? Is it more power over or power under?

3. What would change in your leadership if you saw your primary role as serving the people you lead?

4. Where do you struggle most with humility? Pride? Insecurity? Needing recognition?

Key Takeaways

•  Jesus redefined greatness as servanthood. The greatest leader is the one who serves the most with the
most humility.
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•  Servant leadership isn’t weakness; it’s strength. Jesus demonstrated this through washing feet while
maintaining full authority.

•  Humility is a strength in leadership because it makes you learnable, builds trust, frees you from image
management, and is the foundation for growth.

•  Self-sacrificial love means being willing to lose so others can win, to pour into people without guarantee of
return, and to celebrate others’ victories.

•  Moving from power over to power under means recognizing that all authority ultimately belongs to God and
you’re stewarding it for his purposes.

Chapter 3: Character Development — The Foundation of Influence

Opening Story

Thomas was a phenomenal preacher. His sermons were articulate, biblically sound, and deeply moving. People
were attracted to his ministry. Leaders noticed him and started asking him to speak at bigger events.

But behind the scenes, his team was falling apart. He was unpredictable—kind one day and harsh the next. He
favored certain team members and was dismissive to others. He made promises and didn’t keep them. He said
things behind people’s backs that contradicted what he said to their faces.

For years, he got away with it because his preaching was so good that people overlooked the character issues.
But eventually, the foundation cracked. A team member went to the board. Others corroborated stories. The
inconsistency between his public persona and his private behavior became undeniable.

The organization had to let him go. His platform ended. His reputation damaged. And it all traced back to one
fundamental issue: his character couldn’t sustain the platform his gifts had created.

The Fruit of the Spirit as Leadership Qualities

In Galatians 5:22–23, Paul lists what the Holy Spirit produces in a believer’s life: “The fruit of the Spirit is love, joy,
peace, forbearance, kindness, goodness, faithfulness, gentleness and self-control.”

These aren’t peripheral spiritual qualities. These are the marks of spiritual maturity. And they’re exactly the
qualities that should characterize a Christian leader.

Let’s think about each one in a leadership context:

Love. The foundation of everything. A leader who operates from love has genuine concern for the people they
lead. They care about people’s wellbeing, not just their productivity. They see people as ends in themselves, not
as means to organizational goals. They serve people even when it’s inconvenient. Love is the motivation for
everything else.

Joy. A leader filled with God’s joy is resilient. They face setbacks without becoming discouraged. They find humor
and lightness even in difficult seasons. Their joy is infectious—people around them are lifted by it. This doesn’t
mean pretending everything is fine; it means maintaining confidence that God is at work even in hard
circumstances.

Peace. A leader grounded in peace doesn’t react frantically to crises. They don’t create drama. They’re calm in the
storm. People trust leaders who are at peace because peace is contagious. When the leader panics, everyone
panics. When the leader is at peace, people can think clearly.
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Forbearance (patience). A leader with patience doesn’t lose their temper when things go wrong. They don’t
speak harshly when frustrated. They’re willing to repeat themselves without getting exasperated. They give people
time to grow. They don’t expect immediate perfection. This patience builds psychological safety.

Kindness. A kind leader looks for the best in people. They respond to mistakes with empathy before judgment.
They go out of their way to affirm and encourage. Kindness doesn’t mean never confronting—it means confronting
with genuine care for the person. It means assuming the best about people’s intentions.

Goodness. A good leader models the qualities they expect from others. They’re ethical. Their word is trustworthy.
They don’t cut moral corners. Their yes means yes and their no means no. People know where they stand with a
good leader.

Faithfulness. A faithful leader is reliable. They follow through on commitments. They don’t abandon the difficult
work when easier opportunities arise. They stay loyal to people and causes. People know the faithful leader will be
there for them long-term, not just when things are going well.

Gentleness. A gentle leader is strong but not harsh. They can be firm without being cruel. They disagree without
attacking. They correct mistakes without humiliation. Gentleness is often misread as weakness, but it’s actually
strength under control.

Self-control. A leader with self-control doesn’t let emotions dictate their behavior. They don’t say things in anger
they’ll regret. They don’t react to the last person who spoke to them. They can postpone gratification. They
maintain discipline. Self-control is what allows all the other fruits to be consistently expressed.

Notice something: None of these are primarily about competence. You could be brilliant, gifted, and accomplished
and still be lacking in these qualities. Conversely, you could be limited in natural talent but rich in these qualities,
and you’d still be a great leader.

Here’s the kicker: people don’t follow competence long-term. They follow character. Competence might attract
people initially—they want to be on a winning team. But what keeps people is trust. And trust is built on character.

This is why so many brilliant leaders eventually crash. They had the competence to rise, but they lacked the
character to sustain it. Meanwhile, leaders of more limited natural ability who are rich in character tend to have
loyal teams and lasting influence.

Integrity: Leading When No One is Watching

Integrity literally means “wholeness” or “integration.” A person of integrity is integrated—their public self and their
private self are the same. They’re not one way when people are watching and a different way when nobody is
looking.

This is one of the most important character qualities for a leader. People don’t ultimately follow you because of
what you do when they’re watching. They follow you because of who you are when nobody is watching.

Consider a practical scenario: You’re alone in a store. Something you paid for isn’t charged correctly—you were
undercharged. Nobody would know if you just left. The store won’t miss a few dollars. Nobody’s watching.

What you do in that moment defines your integrity. Are you the same person when no one is watching as when
everyone is? Or does your character shift based on who’s around?

Integrity shows up in leadership in several ways:
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You keep promises even when it costs you. You said you’d be somewhere, and it would be inconvenient to go.
You go anyway. You promised to follow through on something, and circumstances have changed. You follow
through anyway. Your word means something.

You tell the truth even when a lie would be easier. You made a mistake. You own it. You could blame someone
else. You don’t. You could shade the truth to avoid looking bad. You present reality as it is.

You treat people the same regardless of who’s watching. You’re not nice to your boss and dismissive to your
subordinates. You’re not kind to people who can help you and unkind to people who can’t. You’re the same
consistently.

You hold yourself to the same standards you hold others to. You expect your team to work hard; you work
hard. You expect punctuality; you’re punctual. You expect honesty; you’re honest. You don’t have a different
standard for yourself.

You confess failure rather than covering it up. When you’ve done something wrong, you admit it. You don’t
make excuses. You don’t blame others. You take responsibility. And you work to do better.

You maintain ethical standards even when nobody would know the difference. You’re tempted to inflate
numbers or misrepresent results. You resist. You’re tempted to take credit for someone else’s work. You resist.
You maintain your standards even when the cost would be borne by nobody but you.

Why does integrity matter so much in leadership? Several reasons:

First, integrity is the foundation of trust. People trust leaders who are the same everywhere, all the time. They
distrust leaders who shift their behavior based on context. Trust is what makes everything else possible in
leadership.

Second, integrity is contagious. When a leader operates with integrity, it sets the tone for the organization. People
see that honesty matters, that promises mean something, that character counts. This shapes the culture.

Third, integrity is what sustains influence during hard times. When everything is going well, people follow you
because things are going well. But when things get hard—when the budget shrinks, when a crisis hits, when the
future is uncertain—people look to see if the leader is still maintaining their integrity. Will they make tough
decisions honestly? Will they tell people the truth even if it’s hard? Will they maintain their character under
pressure? That’s when integrity matters most.

Fourth, integrity is what makes you credible when you need to confront someone. If you don’t have integrity,
people dismiss your feedback. They assume you’re being hypocritical. But if you’ve consistently maintained
integrity, when you confront someone about their behavior, they listen because they know you’re not being
arbitrary—you’re maintaining standards you yourself live by.

Fifth, integrity protects you in the long term. It might be tempting to cut corners or shade the truth in the moment. It
might seem like a small compromise. But small compromises accumulate. What starts as rationalized dishonesty
can become a lifestyle. And eventually, the inconsistency shows. Integrity requires consistency, and that
consistency will sustain you for decades.

Authenticity and Transparency

There’s a difference between integrity and authenticity, though they’re related.

Integrity is being the same everywhere—your private self matches your public self. Authenticity is being real about
who you are—including your struggles and limitations.
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A leader can be a person of integrity but not be authentic. They keep their promises, they don’t steal, they’re
honest about facts. But they never let anyone see them struggle. They maintain a perfect facade. They appear to
have it all together.

This kind of leader builds a certain kind of trust—people trust that their word is good—but they don’t build a deep
sense of safety or connection. People feel like they’re always on stage around this leader. They can’t relax. They
can’t be themselves.

In contrast, authentic leaders let people see them. They admit when they don’t know something. They share
appropriate struggles. They let people see that they’re human. They’re real.

Authentic doesn’t mean oversharing or using your leadership platform to process your personal issues. There’s
appropriate vulnerability and there’s inappropriate vulnerability. But authentic means genuine. It means you’re not
pretending.

Here’s how authenticity shows up in leadership:

You admit mistakes. You made a wrong call. You got information wrong. You didn’t think something through
clearly. You admit it. You don’t defend the mistake or blame circumstances. You simply acknowledge it and learn
from it.

You ask for help. You don’t have to have all the answers. You ask questions. You defer to others’ expertise. You
lean on your team. You’re not trying to be omniscient.

You show appropriate emotion. When something moves you, people see it. You’re not a robot. When you’re
burdened about something, people sense it. When you’re joyful about something, people see it. Your humanity
shows through.

You talk about your own growth areas. You’re working on patience. You struggle with perfectionism. You’re
learning to listen better. You’re not pretending to be finished. You’re inviting people into the journey of becoming.

You share appropriate aspects of your journey. You don’t have to share everything, but you share enough that
people know you too have faced struggles. You too have questioned. You too have failed. Your leadership isn’t
based on pretending you’re different from them; it’s based on being honest that you’re on a journey too, just a few
steps ahead.

Why does authenticity matter?

First, it makes people feel safe. If the leader is willing to be real, people feel like they can be real too. If the leader
is always performing, people feel like they have to perform too.

Second, authenticity is more persuasive than perfection. When you share that you’ve struggled with something
and overcome it, people are more likely to believe you than if you just preach about it as abstract principle. “I’ve
been there too” is more powerful than theoretical expertise.

Third, authenticity prevents the inevitable crash. The more you maintain an impossible facade, the more you live in
fear of being exposed. At some point, reality will contradict the image you’ve been projecting. Authenticity prevents
that collision.

Fourth, authenticity gives people permission to be themselves. In organizations led by inauthentic leaders, people
hide. They don’t bring their full selves. They’re guarded. But in organizations led by authentic leaders, people
relax. They can be themselves. They can take appropriate risks. They can admit mistakes and learn from them.
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The combination of integrity and authenticity is powerful. Integrity means you’re trustworthy—your word is good,
you’re consistent, you hold yourself to the same standards. Authenticity means you’re real—people see your
humanity, your growth, your journey. Together, they create deep trust.

Humility: The Prerequisite for Growth

We touched on humility in the context of servant leadership, but it deserves its own extended treatment because
humility is the prerequisite for character development.

You cannot grow if you think you’re already there. Growth requires recognizing that you’re not where you need to
be and being willing to change.

A humble leader has what researchers call a “growth mindset”—the belief that abilities can be developed through
dedication and hard work. In contrast, a proud leader has a “fixed mindset”—the belief that their abilities are fixed
and can’t be significantly changed.

Fixed mindset says: “I’m not good at that” (and I never will be). Growth mindset says: “I’m not good at that yet.”

That little word—“yet”—is everything. It opens the door to development.

Humility in leadership looks like:

Viewing feedback as a gift, not an attack. Someone gives you critical feedback. Your instinct might be to defend
yourself. A humble leader instead asks: “Is there truth in this? What can I learn? How does this help me grow?”
They genuinely listen rather than building a case for why the feedback is wrong.

Being teachable. A humble leader reads widely. They attend conferences. They learn from people in different
fields. They’re curious. They’re not the expert on everything; they’re the expert on being willing to learn.

Recognizing limitations. A humble leader knows they’re not the right person for every role. They don’t insist on
being involved in every decision. They make room for people who are stronger in certain areas. They’re
comfortable being a beginner in some things.

Celebrating others’ growth. When a team member surpasses you in a particular area, you genuinely celebrate.
You’re not threatened. You’re thrilled. You see their growth as a win for the organization.

Being open to being wrong. A humble leader can change their mind. They don’t have to defend every previous
statement or decision. They can say, “I’ve thought more about that, and I see it differently now.” They don’t see
changing their mind as weakness; they see it as growth.

Learning from anyone. Age, position, education—these don’t determine whether someone has something to
teach you. A humble leader can learn from the newest team member or the custodian or someone from a
completely different field. Wisdom is wherever you find it.

Maintaining appropriate confidence while admitting limitations. Humility isn’t self-deprecation. You can be
confident in your abilities while acknowledging where you need to improve. You can say, “I’m strong in strategic
thinking but I’m working on listening better.” Both parts are true.

The correlation between humility and long-term leadership effectiveness is strong. Leaders who maintain humility
tend to have longer, more successful tenures because they keep growing. Leaders who become proud tend to
plateau or crash because they stop being open to feedback and change.

Patience and Perseverance in Leadership
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Leadership inevitably involves delays, disappointments, and setbacks. If you expect to achieve your vision without
obstacles, you’ll become discouraged quickly. Patient and persevering leaders expect the journey to be long and
hard, and they persist anyway.

Patience in leadership means:

Not forcing outcomes. Some leaders are so focused on their goals that they try to force timelines. They want it
done now. A patient leader understands that some things take time. Relationships develop slowly. Culture
changes gradually. You can’t hurry growth.

Giving people time to learn. Someone is new to a task. They’re going to make mistakes. A patient leader doesn’t
expect perfection on day one. They coach and correct repeatedly. They understand that learning is incremental.

Waiting for the right moment. You have a good idea, but the timing isn’t right. A patient leader waits. They don’t
force every good idea into immediate implementation. They recognize that timing matters.

Accepting that progress isn’t linear. You take one step forward and sometimes two steps back. A patient leader
doesn’t panic at setbacks. They understand that progress has rhythm. There are seasons of advancement and
seasons of consolidation.

Not expecting people to change overnight. Someone has a character issue. You address it. They improve
somewhat but then regress. A patient leader doesn’t give up. They continue to coach and invest, recognizing that
change is a process.

Perseverance means continuing despite difficulty. It means not quitting when things get hard. It means maintaining
commitment when you’re tired.

Perseverance in leadership shows up as:

Staying committed to the vision long-term. The first year is exciting. The third year is harder. The tenth year
requires real perseverance. Leaders who stick with their calling through the difficult seasons are the ones who
ultimately see transformation.

Maintaining standards when it would be easier to lower them. You could compromise on your values to make
a quick gain. You don’t. You stick to your standards because they matter more than short-term success.

Not abandoning people when they disappoint you. Someone makes a serious mistake. You could write them
off. Instead, you work with them through it. You invest in their restoration and growth. That requires perseverance.

Continuing to invest in something even when results aren’t yet visible. You’re planting seeds. For a long
time, nothing shows above ground. Then suddenly, growth appears. Perseverance means you keep investing in
the soil even when you’re not seeing immediate results.

Staying faithful to your calling even when other opportunities look more glamorous. A more prestigious role
opens up elsewhere. It’s tempting. But you sense God calling you to stay where you are. Perseverance means
honoring that call.

Self-Control and Emotional Intelligence

Self-control is the fruit of the Spirit that allows all the other fruits to be consistently expressed. Without self-control,
you might love someone one day and lash out at them the next. You might experience joy but then let anger
destroy the atmosphere. Self-control is the discipline that makes character consistent.

Practically, self-control in leadership means:
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Not saying things in anger you’d regret in peace. When you’re frustrated, you pause. You don’t let your
emotional reaction dictate your words. You cool down. You think. Then you respond.

Resisting impulses that would undermine your leadership. You’re tempted to take credit for someone else’s
work. You’re tempted to gossip about a team member. You’re tempted to make a decision unilaterally because it’s
faster. You resist because you know these impulses, if acted on, would undermine your leadership.

Maintaining discipline in the mundane. You commit to a prayer rhythm and you maintain it even when it feels
boring. You decide to exercise and you do it even when you don’t feel like it. You say you’ll be on time and you
are, even when it’s inconvenient. This daily self-control builds character.

Not letting your mood dictate your behavior. You’re having a bad day. You don’t take it out on your team. They
don’t get punished for your mood. You maintain professionalism and kindness regardless of how you feel
internally.

Delaying gratification. You could make a quick decision that would benefit you immediately but harm the team
long-term. You resist. You make the decision that’s right even if it costs you now.

Related to self-control is emotional intelligence—the ability to understand and manage your own emotions and to
understand others’ emotions.

Emotionally intelligent leaders:

Recognize their own emotional triggers. They know what situations provoke them. They know when they’re
getting frustrated or anxious. This awareness allows them to manage their response.

Understand why they feel what they feel. It’s not just “I’m angry.” It’s “I’m angry because I feel disrespected,
which triggers my fear that I’m not valued.” Understanding the root of the emotion allows you to respond more
wisely.

Regulate their emotions rather than being controlled by them. They notice the emotion, pause, and choose
their response rather than simply reacting. This is self-control in action.

Recognize others’ emotions. They can read the room. They notice that someone is disappointed or anxious or
excited even if they’re not saying it explicitly. They attune to people’s emotional state.

Respond to others’ emotional needs, not just their explicit requests. Someone says they’re fine, but their
body language indicates they’re overwhelmed. An emotionally intelligent leader responds to the emotional reality,
not just the words.

Use empathy to understand perspectives different from their own. They can disagree with someone while
genuinely understanding why that person believes what they believe. This builds connection even in
disagreement.

Navigate conflict with awareness of emotion. In conflict, they notice when emotion is escalating. They pause
conversations to cool down. They work to understand the other person’s emotional experience, not just their
logical position.

Emotional intelligence doesn’t mean being overly sensitive or avoiding hard conversations. It means conducting
those hard conversations with awareness of the emotional dynamics at play and with genuine care for the person,
even in disagreement.

The Role of Spiritual Disciplines in Character Formation
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Character doesn’t develop accidentally. It develops through intentional practice—what we call spiritual disciplines.

Spiritual disciplines are practices that position us to grow. They’re like the training that an athlete does—the actual
transformation happens as a result of the discipline, not during it. When a runner trains daily, the training itself is
hard. But as a result of the training, they become faster. Similarly, spiritual disciplines are sometimes hard, but as
a result of them, we become more like Christ.

Key spiritual disciplines for character development:

Prayer. Prayer is dialogue with God where he shapes your desires. As you pray, you ask God to change your
heart. You confess your failures. You ask for strength to overcome temptation. Prayer is the primary means by
which God works character into you.

Scripture meditation. Scripture isn’t just information; it’s transformative. As you meditate on Scripture, God
speaks to you. He convicts you of sin. He encourages you. He guides you. He reshapes how you think about
issues. This mental renewing is how character is transformed (Romans 12:2).

Fasting. Fasting is abstaining from food (or something else) for a period to create space for prayer and focus. It
develops self-control. It reminds you that you’re not ultimately dependent on physical things. It creates humility. It
positions you to hear God more clearly.

Confession. Confessing your failures—first to God, then to trusted others—breaks the power of secrecy and
shame. It brings you back into alignment. It keeps you honest. It prevents character rot.

Solitude. Spending time alone with God, away from obligations and people, allows God to speak to you. In
solitude, you process the events of your life through a spiritual lens. You have space to reflect and be convicted
and repent.

Community. Your character is shaped by the people you’re around. Being in authentic community with people
committed to growth shapes you. Their example encourages you. Their accountability challenges you. Their love
sustains you.

Service. Serving others develops character. It humbles you. It builds compassion. It forces you outside of
self-focus. It develops strength as you sacrifice for others.

Study. Reading Scripture, theology, biography, and other resources that feed your mind shapes how you think.
Your thinking shapes your character.

When a leader neglects these disciplines, character gradually erodes. You become reactive instead of reflective.
You lose clarity about what matters. You’re vulnerable to temptation. You drift.

But when a leader maintains these disciplines—not perfectly, but consistently—character develops. You become
more like Christ. You develop resilience. You handle challenges with grace. You make better decisions because
you’re grounded.

Reflection Questions

1. Of the fruits of the Spirit mentioned in Galatians 5, which ones are strongest in your leadership? Which are
weakest?

2. Can you identify areas where your private character doesn’t match your public image? What would it look like to
close that gap?
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3. Which spiritual disciplines are you currently practicing? Which have you neglected? What would it take to
reestablish them?

4. How are you being shaped by the community you’re in? Are the people around you pulling you toward greater
godliness or away from it?

Key Takeaways

•  Character is the foundation of leadership influence. Competence gets people’s attention; character keeps
their trust.

•  The Fruit of the Spirit—love, joy, peace, forbearance, kindness, goodness, faithfulness, gentleness, and
self-control—are the essential marks of Christian leadership.

•  Integrity means your private self matches your public self. It’s the foundation of trust.

•  Authenticity means being real about your humanity and journey, not maintaining a perfect facade.

•  Humility is the prerequisite for character growth. You can’t grow if you think you’re already there.

•  Patience and perseverance are essential for sustaining leadership through the inevitable difficulties.

•  Emotional intelligence—understanding your own emotions and others’—allows you to navigate relationships
and conflict wisely.

•  Spiritual disciplines are the primary means through which character is formed. Without them, character
gradually erodes.
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PART 2 — THE INNER LIFE OF THE LEADER

Chapter 4: Spiritual Formation and Leadership

Opening Story

David had a successful ministry. His church was growing. His leadership was respected. But in the midst of
expanding responsibilities, something critical eroded: his prayer life. There was always too much to do. Prayer felt
like a luxury when there were meetings to attend and decisions to make.

He told himself he was praying—quick prayers throughout the day. But extended prayer? It had been months.
Scripture meditation? Not really. Worship? Only on Sunday morning.

Then he hit a wall. He made a series of bad decisions. He misread a situation with a staff member. He lost his
patience in a board meeting. He found himself cynical about ministry in a way he’d never been before.

In a moment of honesty with his wife, he admitted: “My soul isn’t being fed. I’m running on fumes.” And he realized:
his effectiveness in leadership had directly declined in proportion to his neglect of his inner life with God.

The Soul Room and the Leadership Room

There’s a concept worth exploring: the relationship between what happens in the soul room and what happens in
the leadership room.

The soul room is the private place where you meet God. It’s prayer. It’s Scripture. It’s worship. It’s the place
where your identity is shaped and reshaped. It’s where you’re known and loved by God for who you are, not what
you do.

The leadership room is the public space where you make decisions, direct people, and drive the mission forward.
It’s where you exercise authority and influence. It’s where your competence and gifting are on display.

Here’s the principle: what happens in the soul room determines what happens in the leadership room. The leader
you become in public flows out of what’s happening in private.

If your soul room is empty—no prayer, no Scripture, no worship, no communion with God—then your leadership
will gradually become empty too. It might look impressive for a while. You’ll run on momentum. You’ll accomplish
things through sheer effort. But eventually, the emptiness shows. You’ll make poor decisions. You’ll lose
perspective. You’ll become brittle. You’ll burn out.

But if your soul room is full—if you’re regularly meeting with God, being convicted, being reshaped, being
reminded of what matters—then your leadership flows from a deep well. You’re not dependent on circumstances
to feel motivated. You’re not devastated by setbacks. You have resilience. You have wisdom. You have joy. You
have perspective.

The soul room feeds the leadership room. And if you neglect the soul room, the leadership room eventually
starves.

This is why spiritual formation—the reshaping of your soul to be more like Christ—is not optional for leaders. It’s
the foundation. Everything else rests on it.

Prayer as the Heartbeat of Leadership
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Prayer isn’t something you do in addition to leadership. Prayer is the heartbeat of leadership. It’s the practice that
keeps you spiritually alive.

What happens in prayer?

First, prayer aligns your desires with God’s desires. You bring your agenda to God and you ask for his
perspective. Sometimes you realize your agenda is off. Sometimes God confirms your direction. But either way,
prayer is the mechanism by which your will comes into alignment with God’s will.

Second, prayer is where you process your leadership challenges with God. You’re dealing with a difficult team
member. You bring it to God. You process what’s happening. You ask for wisdom. You listen for how God wants
you to respond. Prayer isn’t escape from leadership; it’s the primary place where leadership issues are resolved.

Third, prayer is where you receive strength. “Come to me, all you who are weary and burdened, and I will give you
rest” (Matthew 11:28). When you’re exhausted, prayer is where you’re renewed. When you’re discouraged, prayer
is where you’re encouraged. When you’re facing something overwhelming, prayer is where you receive courage.

Fourth, prayer is where you’re reminded of your identity. In prayer, you remember: “I’m God’s beloved child. He
knows me. He loves me. I’m not ultimately responsible for the outcome; I’m responsible for faithfulness.” These
reminders reshape how you approach your leadership.

Fifth, prayer is intercession for the people you lead. You pray for your team. You pray for the people in your
organization. You hold them before God. You ask God to work in their lives. This intercessory prayer is a powerful
leadership practice that often happens invisibly but affects everything.

Practically, what should a prayer life look like for a leader?

Morning prayer. Before the day begins, you spend time with God. You pray for the day. You ask for wisdom for
the decisions you’ll face. You pray for the people you’ll encounter. You invite God to set the tone for your day. This
doesn’t have to be long—even twenty minutes shapes your entire day.

Prayer throughout the day. As situations arise, you pause and pray. Something difficult happens—you pray
before responding. You encounter a person—you pray for them. You face a decision—you pray about it. These
brief prayers keep you connected to God throughout your day.

Evening prayer. At day’s end, you process what happened with God. You reflect on where you saw God’s hand.
You confess where you missed it. You give thanks. You lay down the concerns of the day.

Extended prayer. Weekly or monthly, you have extended time in prayer—maybe an hour or more. You go
deeper. You process bigger issues. You listen more carefully. You’re not rushed. You have space to really meet
with God.

Intercessory prayer. You dedicate time to praying for the people you lead. You go through your team. You pray
for each person’s spiritual wellbeing, their struggles, their growth. You hold them before God.

Corporate prayer. You pray with your team. You pray at meetings. You pray before decisions. You invite others
into prayer with you. Prayer becomes part of your organizational culture, not just your private discipline.

Fasting for Wisdom and Direction

Fasting—abstaining from food for a period—is a spiritual discipline that many contemporary leaders have
neglected. Yet it was common practice in Scripture and remains powerful today.

Why fast? Several reasons:
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First, fasting develops self-control. When you fast, you’re saying no to a legitimate desire (food) for a spiritual
purpose. This strengthens your capacity to say no to illegitimate desires too.

Second, fasting creates humility. Hunger reminds you that you’re dependent on God. You can’t sustain yourself by
yourself. This reminder is important.

Third, fasting creates space. By abstaining from the time usually spent on meals, you create space for prayer and
focus. You’re not distracted by hunger; instead, the hunger becomes a reminder to pray.

Fourth, fasting signals seriousness. When you fast about something, you’re saying, “This matters enough that I’m
willing to sacrifice comfort for clarity.” This intensity often brings intensity to how God works.

Biblical examples: When the church at Antioch was seeking God’s guidance about sending out missionaries, they
fasted and prayed (Acts 13:2–3). When leaders were being appointed in churches, they fasted and prayed (Acts
14:23). When Esther needed God’s help to save her people, she called for a fast (Esther 4:16).

In your leadership, fasting might look like:

Fasting before major decisions. You’re facing a significant choice—whether to hire someone, whether to make
a strategic shift, whether to address a hard issue. You fast and pray about it. The fast intensifies your prayer and
helps you listen more clearly.

Fasting during difficult times. Your organization is facing a crisis. You’re not sure how to navigate it. You call for
a corporate fast. You invite your team or church to fast with you. You spend the time in prayer seeking God’s
guidance.

Regular fasting. Some leaders fast weekly—perhaps one meal a week or one day a week—as a spiritual
discipline that keeps them humble and connected to God.

Fasting from other things. While food is traditional, you can also fast from social media, entertainment, or other
things that occupy your time and attention. The principle is the same: you abstain from something good to create
space for spiritual focus.

Scripture Meditation and Leadership Discernment

Scripture is God speaking to you. When you read Scripture, you’re not engaging a historical text; you’re
encountering God’s Word to you.

There’s a difference between reading Scripture and meditating on Scripture. Reading is faster. You move through
the text. Meditation is slower. You linger with it. You ask questions. You let it work on you.

Psalm 1 describes the blessed person as one who “delights in the law of the Lord and meditates on it day and
night.” The image is someone chewing on God’s Word, turning it over, thinking about it deeply.

For leaders, Scripture meditation is particularly important because it’s in meditation that God speaks guidance.
You’re facing a decision and you’re not sure which way to go. You meditate on relevant Scripture. As you let
Scripture work on you, clarity emerges.

Practically, what does Scripture meditation look like?

Choose a passage. It might be a single verse, a few verses, or a short passage. It doesn’t have to be long.

Read it slowly. Not rushing through, but reading carefully. Notice words and phrases that stand out.
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Reflect on it. Ask questions: What is this saying? What would it look like to live this out? How does this apply to
my situation? What is God saying to me through this?

Sit with it. Don’t try to rush to conclusions. Let the passage work on you. Often the most important insights come
after you’ve sat with it for a while.

Respond. Sometimes meditation leads to confession—you realize you’re not living according to what Scripture
says. Sometimes it leads to conviction—you’re called to change. Sometimes it leads to encouragement. Whatever
the response, let Scripture shape you.

Return to it. You might meditate on the same passage multiple days. Each time, new insights might emerge.

Over time, this practice reshapes how you think. Biblical thinking gradually becomes your default thinking. When
you face issues, Scripture informs your perspective. When you need wisdom, biblical wisdom is available to you.

Worship as Leadership Renewal

Worship is responding to God—not just with your mind but with your whole self. It’s standing in awe of who God is.
It’s expressing love and devotion. It’s lifting your eyes off yourself and your concerns and focusing on God.

In the midst of leadership demands, worship is renewal. When you’re worried about organizational challenges,
worship reminds you that God is bigger than any challenge. When you’re exhausted, worship refreshes you. When
you’re discouraged, worship lifts your spirit.

Worship for a leader might look like:

Corporate worship. You gather with other believers to worship. You sing. You pray. You listen to Scripture.
You’re reminded that you’re part of something bigger than your organization. Your individual leadership is
embedded in God’s larger story.

Personal worship. You create space to worship alone. You might sing, pray, read Scripture, or sit in silence
before God. You’re expressing your devotion in your private relationship with him.

Worship through creation. You go outside. You observe nature. You’re reminded of God’s greatness and
beauty. Creation itself becomes a vehicle for worship.

Worship through service. When you serve others, especially sacrificially, you’re worshipping God. You’re
saying, “God, I trust you. I’m serving in your name.”

Worship through art, music, poetry. You engage with beauty that draws you toward God. You listen to music
that moves your soul. You read poetry that opens you to transcendence.

Sabbath Rest and Sustainable Leadership

One of the Ten Commandments is to remember the Sabbath and keep it holy. God models this in Genesis—after
six days of work, God rested. And God commands his people to do the same: one day a week set apart for rest
and worship.

In contemporary leadership culture, Sabbath is often ignored. There’s always more to do. Taking a full day off
seems irresponsible. But the reality is: you cannot sustain leadership without rest. You will burn out. You will make
poor decisions. You will lose perspective.

Sabbath isn’t laziness; it’s obedience. It’s a practice that says: I trust God to sustain the work without my constant
effort. I trust God to lead this organization even when I’m not working. I’m willing to stop and rest.
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Practically, what does Sabbath look like for a leader?

Set aside one full day a week. That day, you don’t work. You don’t check email. You don’t think about work
problems. You create a clean break.

Use the time for rest and worship. You spend time with family. You pursue hobbies. You worship with your
church community. You rest your body and mind.

Protect the Sabbath boundary. Emergencies will come up. Make decisions in advance about what constitutes a
true emergency (someone’s life is in danger) versus what’s just urgent (a program needs planning). Protect your
Sabbath from the merely urgent.

Invite your team into Sabbath. If you model Sabbath, you give permission for your team to do the same. If you’re
always working, you set a precedent that everyone should always be working.

Remember the purpose. Sabbath isn’t about earning rest through productivity. Sabbath is about remembering
that you’re not ultimately responsible for holding everything together. God is. You rest in that reality.

The leader who regularly practices Sabbath is more effective in the long run than the leader who tries to work
continuously. Counterintuitively, taking a day off weekly makes you more productive because you’re rested and
clear-minded.

Solitude, Silence, and Listening to God

In our hyperconnected world, solitude and silence are increasingly rare. We’re always available. Our phones are
always with us. There’s always something to respond to.

But leaders need regular time alone with God—not just prayer and Scripture study, but time of solitude and silence
where you’re not trying to accomplish anything. You’re just present with God.

Solitude is being alone. Silence is the absence of noise and stimulation. In solitude and silence, you have space to
think. You have space to listen. You have space to be known and to know God.

What happens in solitude and silence?

You process your life. Things happen in leadership that you haven’t fully processed. In solitude, you have space
to think about what happened. You process emotions. You reflect on what you learned.

You hear God more clearly. Without the noise of constant activity and input, you have room to hear God. You’re
not rushed. You’re not distracted. You can listen.

You regain perspective. When you’re constantly in the action, everything feels urgent. In solitude, you step back.
You see the larger picture. You remember what matters.

You connect with your soul. In silence, you reconnect with your own inner reality. You notice what you’re
feeling, what you’re worried about, what you’re longing for. You reacquaint yourself with your own soul.

You rest. There’s a deep rest that comes from simply being, not doing. In solitude and silence, you experience
that rest.

Practically, solitude and silence might look like:

A silent retreat. Monthly or quarterly, you take a day or a few days where you’re alone. You don’t work. You don’t
fill the time with activities. You have extended space for solitude and silence.
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Daily silence. Each morning, you spend time in silence. No phone, no email, no distraction. Just quiet time before
the day begins.

Walking meditation. You take a walk without music or podcasts or phone calls. Just you and your thoughts and
God.

Contemplative prayer. You pray without an agenda. You’re not asking for things or interceding for people. You’re
just being present with God.

The leader who regularly practices solitude and silence has a centeredness that others notice. They’re not
reactive. They’re not scattered. They’re grounded.

Reflection Questions

1. What does your current prayer life look like? How has it shaped your leadership?

2. When was the last time you took a full day off? What would it take to establish a consistent Sabbath practice?

3. What spiritual disciplines are you currently practicing? Which have you neglected?

4. How would your leadership change if you spent significantly more time in the soul room?

Key Takeaways

•  Spiritual formation—the reshaping of your soul to be more like Christ—is the foundation of effective
leadership.

•  What happens in the soul room (prayer, Scripture, worship) determines what happens in the leadership
room.

•  Prayer is the heartbeat of leadership. Without it, you gradually lose perspective, resilience, and wisdom.

•  Fasting develops self-control and creates space for deep prayer during significant decisions.

•  Scripture meditation is how God speaks guidance into your leadership decisions.

•  Worship renews you spiritually. It shifts your focus from yourself to God.

•  Sabbath rest is not laziness; it’s obedience and a practice that makes you more effective long-term.

•  Solitude and silence create space to process your life, hear God, regain perspective, and experience deep
rest.

Chapter 5: Wisdom and Discernment

Opening Story

Rachel faced a major decision. She had the opportunity to take a job with significantly higher pay, more prestige,
and a bigger platform. By every worldly measure, it was the right move.

But something didn’t sit right. In prayer, she kept feeling a hesitation. The opportunity was good, but God seemed
to be saying, “No, not yet. Stay where you are.”

She brought the decision to her mentor who asked: “What does the Holy Spirit say?” Rachel admitted she wasn’t
sure. But the more they talked, she realized: the money and status were appealing to her soul, but God was
speaking to her spirit saying, “Trust me. Your current role isn’t finished. I have something different for you here.”
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She turned down the opportunity. A year later, she understood. The role she was in became crucial for a ministry
transition that required her specific gifting and experience. If she’d left, the ministry would have been damaged.

She’d learned to distinguish God’s voice from the other voices—and that ability is what wisdom and discernment
are really about.

Solomon’s Request: The Heart of Wise Leadership

In 1 Kings 3, Solomon had just become king. God appeared to him and said, “Ask for whatever you want me to
give you” (1 Kings 3:5).

Here’s what Solomon could have asked for: wealth, victory over enemies, long life, power.

But listen to what Solomon actually requested: “So give your servant a discerning heart to govern your people and
to distinguish between right and wrong. For who is able to govern this great people of yours?” (1 Kings 3:9).

Solomon asked for wisdom—specifically, the ability to distinguish between right and wrong, to make good
decisions, to understand the people he led.

God’s response? “Since you have asked for this and not for long life or wealth or the death of your enemies, but
for discernment in administering justice, I will do what you have asked. I will give you a wise and discerning heart,
so that there will never have been anyone like you, nor will there ever be” (1 Kings 3:11–12).

And then God added: “Moreover, I will give you wealth and honor and long life” (1 Kings 3:13). Solomon got
everything else too, but not because he asked for it. He got it because he asked for wisdom first.

This is profound. The leader who prioritizes wisdom over everything else—over wealth, over power, over
recognition—is the leader who ultimately influences everything.

But what is wisdom, exactly? And how do you get it?

Wisdom is more than intelligence. You can be brilliant and foolish. Wisdom is understanding how things really
work—how people work, how God works, how the world works—and making decisions that align with reality.

Biblically, wisdom is a gift from God. “If any of you lacks wisdom, you should ask God, who gives generously to all
without finding fault, and it will be given to you” (James 1:5). But wisdom also has to be developed. It comes
through experience, reflection, and listening to God.

Distinguishing God’s Voice from Others

Here’s the challenge: there are many voices competing for your attention as a leader. Your own desires. The
voices of people around you. Cultural messages. Internal fears. And God’s voice.

How do you distinguish God’s voice from the others?

God’s voice has certain characteristics:

It aligns with Scripture. God will never lead you to do something that contradicts Scripture. So any guidance you
sense should be tested against God’s Word. If it contradicts Scripture, it’s not from God.

It produces peace. “Let the peace of Christ rule in your hearts” (Colossians 3:15). When God guides you, there’s
an underlying peace, even if the call is difficult. The peace is about knowing you’re aligned with God, even if the
circumstances are challenging.
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It often involves sacrifice. God’s voice frequently calls you to lay down something you want for something
greater. It requires faith. But it has a quality of surrender to it, not mere duty.

It’s consistent over time. If God is speaking, the message doesn’t change day to day. You might receive
additional clarity, but the core direction remains consistent.

It produces fruit. God’s guidance leads to fruit in your life and the lives of others. It produces love, joy, peace,
patience—the Fruit of the Spirit. Guidance that produces anxiety, division, or destruction is not from God.

It often involves confirmation. God frequently confirms important guidance through multiple means. Your prayer
points you one direction. Scripture echoes it. Wise counsel affirms it. Circumstances open up. Multiple
confirmations give you confidence.

It’s often surprising. God’s guidance frequently takes you in a direction you wouldn’t have chosen. It requires
faith. It stretches you. But it has a quality of “God, why would you ask this?” followed by increasing conviction that
it’s right.

In contrast, worldly voices tend to:

Appeal to comfort and convenience. The world says, “Take the path of least resistance. Do what makes you
happy right now.”

Emphasize personal gain. The world says, “What’s in it for you? Don’t do anything that costs you.”

Create anxiety rather than peace. The world says, “You better act fast or you’ll miss out. You better secure your
future. Something bad might happen.”

Change based on circumstances. The world’s counsel shifts with the culture and with your mood.

Produce short-term satisfaction but long-term emptiness. Following worldly wisdom might feel good initially,
but it ultimately leaves you empty.

Decision-Making with Eternal Perspective

All of your decisions as a leader should be evaluated through an eternal lens. The question isn’t just “What will
work?” but “What’s right for eternity?”

This is remarkably different from how the world makes decisions. The world asks: What will maximize profit? What
will minimize risk? What will benefit me most?

The Christian leader asks: What will best serve God’s kingdom? What will develop people spiritually? What will
have eternal significance?

Consider a specific scenario: You’re facing budget cuts. You could cut a ministry that directly serves the poor and
homeless, or you could reduce staff salaries. The program-cutting option is easier politically—no one loses their
job, and the staff will be relieved. The salary-reduction option costs you politically.

Through a worldly lens: Cut the program. It’s a business decision.

Through an eternal lens: The program serves the most vulnerable. That’s where Jesus said his kingdom is most
visible. Staff salaries, while important, are secondary to the primary mission. Make the harder choice.

This doesn’t mean you’re reckless financially. It means financial decisions are subordinate to mission decisions.

When you make decisions with an eternal perspective, you ask:
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Will this draw people closer to Jesus or further away? That’s the ultimate question.

Will this develop character in people or undermine it? Character matters more than convenience.

Will this honor God or serve my own interests? When those conflict, God’s honor wins.

Will this have lasting spiritual impact? What matters eternally?

What would Jesus do? That’s the ultimate filter.

The Role of the Holy Spirit in Discernment

Ultimately, discernment isn’t a technique you master. It’s a relationship you develop with the Holy Spirit.

The Holy Spirit is the Spirit of truth. Jesus said, “When he, the Spirit of truth, comes, he will guide you into all the
truth” (John 16:13). The Spirit’s job is to guide you toward truth—including the truth about what you should do.

When you face a decision, you’re not alone trying to figure it out. The Holy Spirit is working in you, guiding you,
speaking to you.

How does the Holy Spirit guide?

Through Scripture. The Holy Spirit inspired Scripture and uses it to guide you. As you read Scripture, the Spirit
highlights passages that speak to your situation.

Through prayer. As you pray, the Spirit is working in your spirit. You sense his leading. You feel conviction. You
experience peace or unease.

Through wise counsel. The Spirit uses godly people around you to speak wisdom. Listen for God’s voice through
others.

Through circumstances. The Spirit can open and close doors. Opportunities emerge or don’t emerge. This isn’t
always clear-cut, but combined with other guidance, circumstances point you.

Through conviction. Sometimes the Spirit simply makes you certain about something. You know it’s right. Not
because you’ve reasoned it out perfectly, but because you sense God’s clear direction.

The key is learning to attune to the Holy Spirit. This happens through:

Practicing presence. Regularly spending time with God in prayer, Scripture, worship. As you spend time with
him, you become more familiar with how he speaks.

Obeying past guidance. When the Spirit guides you and you obey, your ability to hear his guidance increases.
When you ignore his guidance, your ability to hear diminishes.

Asking for discernment. Explicitly asking the Spirit to guide you opens you to his guidance. “Show me, Lord.
Help me see clearly.”

Sitting with uncertainty. Sometimes you don’t have immediate clarity. You sit with the uncertainty. You pray. You
wait. And gradually, clarity emerges.

Corporate Discernment in Leadership Teams

Discernment doesn’t only happen individually; it also happens corporately. When your leadership team makes
decisions together, the Holy Spirit can work through the group.
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In Acts 15, the Jerusalem church faced a major decision: whether non-Jews needed to be circumcised and follow
Jewish law to become Christians. This was foundational.

Notice how they made the decision: “The apostles and elders met to consider this question” (Acts 15:6). They
discussed it. They listened to testimony. Peter spoke. James spoke. Paul and Barnabas spoke. Then, notice the
conclusion: “It seemed good to the Holy Spirit and to us to not burden you with anything beyond the following
requirements” (Acts 15:28).

They didn’t say, “We’ve reasoned it out.” They said, “The Holy Spirit and we have decided.” They had corporate
discernment. The Spirit was working through their discussion.

For your leadership team to practice corporate discernment:

Create psychological safety. People need to feel safe speaking dissenting views without being dismissed or
punished.

Invite full participation. Don’t just let the loudest voice win. Specifically invite quieter team members to share
their perspective.

Listen to understand, not to respond. When someone shares a perspective different from yours, listen to
understand why they see it that way. You don’t have to agree, but you should understand.

Separate the person from the idea. You can vigorously challenge an idea while respecting the person. Don’t
make disagreement personal.

Slow down. Major decisions shouldn’t be rushed. Give the group time to process, pray, and reflect.

Invite God’s presence. Explicitly pray. Invite the Spirit to guide. Create space for listening to God, not just talking
to each other.

Look for consensus where possible. Consensus doesn’t mean everyone agrees. It means everyone can
support the decision even if it’s not their first choice.

Know when to decide. Sometimes you’ve discussed enough. Someone needs to make a decision. As a leader,
you might say, “I’m sensing God is leading this direction. Let’s move forward.”

Prayer and Fasting in Major Decisions (Acts 13, 14)

We’ve touched on this before, but let’s look at the specific pattern in Acts 13 and 14.

Acts 13:1–3: “In the church at Antioch there were prophets and teachers: Barnabas, Simeon called Niger, Lucius
of Cyrene, Manaen (who had been brought up with Herod the tetrarch) and Saul. While they were worshipping the
Lord and fasting, the Holy Spirit said, ‘Set apart for me Barnabas and Saul for the work to which I have called
them.’ So after they had fasted and prayed, they placed their hands on them and sent them off.”

Notice the process: worshipping, fasting, listening for God, receiving specific guidance from the Holy Spirit, then
obedience.

Acts 14:23: “Paul and Barnabas appointed elders for them in each church and, with prayer and fasting, committed
them to the Lord, in whom they had put their trust.”

Again: prayer, fasting, then making leadership decisions.



THE KING IS COMING MINISTRY kylelauriano.comSKEPTIC SEEKER BELIEVER DISCIPLE ●WITNESS●

STAGE: WITNESS BIBLICAL LEADERSHIP — A CHRIST-CENTERED DEVELOPMENT GUIDE

Real Testimonies. Radical Transformations. 35 kylelauriano.com

The pattern is consistent: when facing major decisions, the apostolic leaders prayer and fasted. They created
space to listen. They sought God’s guidance. And they made decisions with confidence that they were following
the Holy Spirit.

For your leadership:

Use prayer and fasting before major decisions. Not minor decisions—those can be routine. But significant
hires, major strategic shifts, major confrontations—these warrant prayer and possibly fasting.

Do it corporately when appropriate. Invite your team to fast and pray with you about important decisions. The
corporate seeking of God’s guidance strengthens unity and conviction.

Give it time. Don’t rush. If a decision feels urgent and you haven’t had time to seek God, that’s itself a signal to
slow down.

Document the decision process. Later, you might look back and see how God guided. It’s encouraging. It also
keeps you accountable.

Avoiding the Trap of Human Wisdom Alone

There’s a real trap that Christian leaders fall into: relying on human wisdom and forgetting that God is the source
of true wisdom.

We accumulate knowledge through education, experience, and study. All of that is good. But if we start trusting
our accumulated wisdom more than God’s guidance, we’ve lost something essential.

Paul describes this trap in 1 Corinthians 1:25: “For the foolishness of God is wiser than human wisdom, and the
weakness of God is stronger than human strength.”

Sometimes God calls you to do something that doesn’t make sense from a purely human-wisdom perspective. It
seems foolish. It seems inefficient. It seems unwise.

But God is wiser than all human wisdom combined. And when you trust his apparent foolishness more than your
apparent wisdom, you discover that God’s way works in ways human wisdom never could.

Examples in Scripture:

Joshua marching around Jericho. Militarily foolish. Humanly unwise. But God called for it, and the walls fell.

David with a sling against Goliath. Human wisdom says, “You can’t fight an armed giant with a stone.” But God
guided the stone, and David won.

Jesus healing on the Sabbath. Religiously controversial. Politically unwise. But righteous.

Forgiveness of enemies. Humanly foolish—why give your enemy the upper hand? But godly.

Sacrificial generosity. Financially unwise by human standards. But in God’s economy, generosity is rewarded.

The challenge for leaders is knowing when to trust proven wisdom and when to venture into seeming foolishness
because you sense God calling you there.

This requires humility. It requires being open to God overriding your wisdom. It requires faith. But it also requires
discernment about when God is truly calling you to something that seems foolish versus when you’re just being
reckless.
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Reflection Questions

1. When you face major decisions, how do you currently discern God’s will? What process do you use?

2. Can you identify times when you’ve sensed God’s guidance? What were the characteristics of that guidance?

3. How do you distinguish God’s voice from your own desires?

4. How does your leadership team currently make decisions? Is there room for more explicitly seeking God’s
guidance?

Key Takeaways

•  Wisdom is the premier leadership quality. It’s more important than intelligence, talent, or charisma.

•  God’s voice can be distinguished from other voices by alignment with Scripture, production of peace,
consistency over time, and good fruit.

•  All major decisions should be evaluated through an eternal lens, not just a pragmatic one.

•  The Holy Spirit guides through Scripture, prayer, wise counsel, circumstances, and direct conviction.

•  Corporate discernment in leadership teams is possible when there’s psychological safety, full participation,
and explicit inviting of God’s presence.

•  Prayer and fasting create space to listen for God’s guidance during major decisions.

•  Sometimes God’s guidance seems foolish from a human wisdom perspective, and this is where faith is
required.

Chapter 6: Leading from Brokenness and Vulnerability

Opening Story

Marcus was the kind of leader who had it all together. Or so it seemed. He was competent, confident, and in
control. His team looked up to him. He was in demand as a speaker.

But he was also isolated. No one on his team knew the real him. They didn’t know he struggled with doubt. They
didn’t know his faith had been shaken by his daughter’s illness. They didn’t know he fought anxiety. They knew his
public persona, but they didn’t know him.

Then his company went through a major crisis. Not because of bad leadership, but because of market forces
beyond his control. And Marcus hit a wall. All the competence in the world couldn’t fix this. He felt helpless.

In his desperation, he broke. He admitted to his team that he didn’t have all the answers. He shared his struggles.
He cried. He was real.

And something shifted. His team became more human too. They stopped deferring to him automatically and
started engaging authentically. They offered ideas. They worked together differently. The crisis became a crucible
of deeper connection and authentic leadership.

Marcus learned that his brokenness wasn’t a liability to his leadership; it was a gateway to real leadership.

Paul’s Thorn: Weakness as Strength

Paul wrote about his experience of suffering in 2 Corinthians 12:7–10. He’d had an extraordinary spiritual
experience—he was caught up to paradise. But then, he says:
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“To keep me from becoming conceited, I was given a thorn in my flesh, a messenger of Satan, to
torment me. Three times I pleaded with the Lord to take it away from me. But he said to me, ‘My grace
is sufficient for you, for my power is made perfect in weakness.’”

Paul asked God to remove the thorn. Three times. The answer was no. Instead, God said his grace—his power,
his presence—is sufficient, and his power is made perfect in weakness.

Notice Paul’s response: “Therefore I will boast all the more gladly about my weaknesses, so that Christ’s power
may rest on me. That is why, for Christ’s sake, I delight in weaknesses, in insults, in hardships, in persecutions, in
difficulties. For when I am weak, then I am strong.”

This is counterintuitive. Paul isn’t just accepting his weakness; he’s delighting in it. Why? Because weakness
creates a vacuum where Christ’s power becomes visible.

Here’s the principle: the more competent and strong you appear, the more people attribute success to you. But the
more you acknowledge weakness and see breakthroughs happen, the more people attribute success to God.

When a leader tries to have it all together, they get the credit. When a leader admits they don’t have the answers
and God provides those answers, God gets the credit.

This doesn’t mean being a weak leader. It means not pretending to be stronger than you are. It means
acknowledging your real limitations. It means letting people see that you’re human.

In leadership, this might look like:

Admitting when you don’t know. A question comes up in a meeting and you don’t have the answer. Instead of
pretending or deferring vaguely, you say, “I don’t know. Let me think about it and get back to you.” Or “That’s a
great question. What do the rest of you think?”

Asking for help. You’re stuck on something. Instead of struggling silently, you tell your team: “I need help with
this. I’m not sure which direction to go. What do you see?”

Sharing appropriate struggles. You don’t dump all your personal problems on your team. But you let them know
you’re human. “I’m struggling with anxiety about the decision we need to make.” “I’ve been wrestling with the right
approach to this situation.”

Acknowledging failures. You made a bad decision. You misread a situation. Instead of covering it up or
minimizing it, you own it: “I handled that wrong. Here’s what I’m learning from it.”

Being authentic. You bring your real self to leadership, not a professional persona. You laugh genuinely. You get
frustrated genuinely. You’re excited genuinely. People see the real you.

The Ministry of Presence in Suffering

One of the most important ministries a leader can offer is simply presence. Being with someone in their pain.

Job experienced this. He lost everything—his wealth, his health, his family. His friends came to sit with him. For
the first week, they just sat in silence. They didn’t try to fix it or explain it. They were present.

Then they opened their mouths and ruined it. They tried to explain why Job was suffering. They offered advice.
They made it worse.

But those first moments of silent presence? That was ministry.
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As a leader, you have opportunities to be present with people in their pain. Someone experiences loss. A team
member is struggling. A family member is sick.

The temptation is to fix it or explain it or offer platitudes. Don’t. Sometimes the most powerful thing you can do is
simply be present. Listen. Care. Show up.

This kind of presence requires vulnerability from you too. You can’t be truly present with someone’s pain if you’re
maintaining emotional distance to protect yourself.

Leaders who are willing to be vulnerable and present with others’ pain create cultures where people feel safe
being human. They create spaces where pain can be acknowledged and processed instead of hidden and
festering.

Embracing Your Story for God’s Glory

Your story—including your painful parts—is not a liability to your leadership. It’s an asset.

Every leader has a story. You’ve experienced things that shaped you. You’ve failed. You’ve succeeded. You’ve
been hurt. You’ve grown.

Many leaders try to minimize their story or keep it separate from their leadership. They think, “My personal stuff
isn’t relevant to my role. I should focus on the job.”

But this is a missed opportunity. Your story is profoundly relevant. It’s the context for why you lead the way you do.
It’s the foundation of your wisdom.

More importantly, your story points people to God. When you share how God worked in your past struggles, when
you talk about how he carried you through difficulty, when you acknowledge his hand in your journey—people see
God. They see that he’s real and active and working.

This doesn’t mean oversharing or making everything about you. It means appropriately weaving your story—your
real journey—into your leadership.

Examples of how this works:

When a team member is struggling with doubt, you can share about a time you wrestled with doubt. You can
describe what helped you find faith again. You’re not fixing their problem, but you’re saying, “I’ve been there. God
met me.”

When a team member is dealing with failure, you can share one of your significant failures. You can talk about
what you learned and how you moved forward. You’re normalizing failure as part of growth.

When a team member is exhausted, you can share about burnout you’ve experienced. You can talk about what
saved you and how you’re now learning to lead differently. You’re validating their experience and offering hope.

When the organization faces a crisis, you can reflect on a personal crisis you’ve navigated. You can share
about discovering God’s faithfulness. You’re modeling faith in the midst of uncertainty.

Your story, embraced and shared appropriately, becomes a tool in your leadership. It makes you human. It makes
God real. It draws people to faith and resilience.

Building Trust Through Authenticity

Trust is the currency of leadership. People will follow someone they trust, but they won’t follow someone they don’t
trust regardless of how competent that person is.
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How is trust built? Through authenticity.

Authenticity means being real. It means your outside matches your inside. It means people know who you actually
are, not just the persona you project.

Leaders who lack authenticity often excel initially. They project confidence and competence. People are
impressed. But over time, the facade cracks. People sense the inconsistency between the public image and the
private reality. Trust erodes.

Leaders who operate with authenticity might seem less impressive initially, but over time, trust deepens because
people know the real person. They know what to expect. They know you’re trustworthy because you’re consistent.

Authenticity builds trust because:

It demonstrates honesty. If you’re being honest about your limitations and struggles, people believe you’re being
honest about other things too.

It creates connection. When people see your humanity, they can relate to you. You’re not on an unreachable
pedestal; you’re a real person like them.

It prevents disappointment. If you project an unrealistic image and then fail to live up to it, people are
disappointed. But if you’re honest about who you are—including your limitations—people are prepared. They trust
you because you’ve been straight with them.

It allows correction and growth. When you’re authentic, you can receive feedback and change. People see that
you’re open to growth, which increases their confidence in your leadership.

It models what you expect from others. If you want your team to be authentic and real, they need to see you
modeling that. Your authenticity gives them permission to be authentic.

The Power of Confession and Accountability

One of the most powerful practices a leader can engage in is confession—admitting failures and sins to God and
to trusted people, and receiving correction.

Confession serves several functions:

It breaks the power of secrecy. What you hide has power over you. Secrets keep you isolated. Confession
brings things into the light where they lose their power.

It provides cleansing. “If we confess our sins, he is faithful and just and will forgive us our sins and purify us from
all unrighteousness” (1 John 1:9). Confession results in forgiveness and cleansing.

It creates accountability. When you confess to someone, you’re inviting them to help you change. You’re asking
for support and sometimes confrontation as you work toward different behavior.

It builds community. Confession requires vulnerability. When you’re vulnerable with someone, you’re inviting
them into deeper relationship.

It prevents moral drift. Regular confession keeps you honest. You’re forced to face your failures instead of
rationalizing or ignoring them.

For leaders, confession might look like:
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Having a spiritual director or mentor to whom you confess your struggles. Someone you trust who will listen
without judgment, help you see blind spots, and encourage you toward change.

Confessing to your leadership team when appropriate. If you’ve blown it in a way that affects them, confessing
to them is powerful. It models humility and accountability.

Making restitution when you’ve wronged someone. Confession isn’t just internal; sometimes it requires making
things right with the person you’ve harmed.

Being part of a small group or accountability relationship where you’re honest about your struggles and
receive support and encouragement.

Regular reflection on your own behavior. Periodically asking yourself: Where have I failed? Where have I
compromised? Where do I need to change? Where am I rationalizing sin? And then confessing these things to
God.

The leader who practices confession is the leader who keeps growing. The leader who hides failures is the leader
who is trapped by them.

Reflection Questions

1. What parts of your story are you still reluctant to share? Why?

2. How authentic are you in your leadership? Are you maintaining a facade in any areas?

3. Do you have relationships where you practice confession and accountability? If not, what would it take to
establish them?

4. When have you experienced God’s power in the midst of your weakness?

Key Takeaways

•  Weakness isn’t a liability in Christian leadership; it’s where God’s power becomes visible.

•  The most competent leaders acknowledge their limitations and let people see that breakthrough comes from
God, not from them.

•  Simply being present with people in their pain is often more powerful than fixing or explaining.

•  Your personal story—including painful parts—is not separate from your leadership; it’s the foundation of
your credibility and effectiveness.

•  Authenticity builds deeper trust than any facade of perfection.

•  Confession and accountability are powerful practices that prevent moral drift and enable growth.
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PART 3 — VISION, MISSION, AND STRATEGY

Chapter 7: Vision Casting — Seeing What God Sees

Opening Story

When Nehemiah heard that the walls of Jerusalem were broken down and the gates burned, something broke in
him. He didn’t shake his head and think, “That’s too bad.” He wept. He mourned. He fasted. He prayed.

He had a vision—not just information, but a burden. He saw not what was, but what could be. He saw the walls
rebuilt. He saw the people restored. He saw Jerusalem functioning again as God intended.

That vision compelled him. It cost him. It required him to leave his comfortable position as cupbearer to the king. It
required him to navigate opposition and hardship. But he couldn’t not do it. The vision held him.

That’s what true vision is—not a strategic plan or organizational goal, but a burden that God places on your heart
to see something become what God intends it to be.

Where There Is No Vision, the People Perish

Proverbs 29:18 states: “Where there is no vision, the people perish.” The alternative translation is “Where there is
no revelation, the people perish.”

Vision is essential. Without it, people are adrift. They’re going through motions. They don’t understand why they’re
working. They lack direction.

But not just any vision will do. The proverb implies vision that comes from God—revelation. God showing you
something that needs to happen. God burdening you with his desire to see something transformed.

This is fundamentally different from vision that comes from ambition. Ambitious vision says, “I want to build
something impressive.” Kingdom vision says, “God has shown me something that needs to happen, and I’m
compelled to participate in bringing it about.”

The distinction matters because it affects how you lead, what you’re willing to sacrifice, and how you persevere
through difficulty.

An ambitious vision might falter when it gets hard. You might discover it’s going to cost more than you want to pay.
A kingdom vision holds you even when it’s hard because it’s not ultimately about your success; it’s about God’s
purpose.

Nehemiah’s Vision: Rebuilding What’s Broken

The book of Nehemiah provides a masterclass in vision and execution. Let’s trace how Nehemiah moved from
burden to completed work.

The burden arrives. Nehemiah hears about the broken walls and something breaks in him. He weeps, mourns,
fasts, and prays. The vision isn’t strategic maneuvering; it’s heartbreak over what needs to be repaired.

He prays extensively. Before doing anything, Nehemiah prays. He confesses the sins of his people. He appeals
to God’s promises. He positions the burden before God.
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He takes risk. Nehemiah goes to the king. He’s taken a risk. The king notices he’s sad. Nehemiah admits his
burden and makes a request. The king could have been angry. But the king is moved and grants Nehemiah’s
request—to go and rebuild the walls.

He surveys the situation. Nehemiah doesn’t just start working. He examines the walls at night, surveying what
needs to be done. He gets specific. He understands the scope of the work.

He casts vision. Nehemiah gathers the people. He tells them what God has called him to do. He shares his
burden. “The God of heaven will give us success. We his servants will start rebuilding” (Nehemiah 2:20).

He organizes the work. Nehemiah divides the wall into sections. He assigns families to specific sections.
Everyone has a part. Everyone knows what they’re responsible for.

He faces and overcomes opposition. Sanballat and Tobiah oppose the work. They mock. They threaten.
Nehemiah doesn’t quit. He prays, he prepares defenses, and he continues the work.

He maintains momentum. The work is hard. People get tired. Nehemiah encourages them. He reminds them of
the vision. He keeps the work moving forward.

He celebrates completion. When the walls are complete, Nehemiah organizes a celebration. The people
dedicate the wall to God. There’s worship and thanksgiving.

This is vision in action. It’s not a slick strategic plan. It’s a burden from God that compels action and persistence
through opposition and difficulty.

The Five Stages of Vision Casting

How do you help others see what you see? How do you cast vision so that people catch it and align their efforts
with it?

Stage 1: The Problem. Before you cast vision for the future, you help people see the problem in the present.
Nehemiah didn’t start by saying, “Let’s rebuild the walls.” He started with the reality: the walls are broken, the
gates are burned. The people need to see the gap between what is and what should be.

In your context, what’s the problem you’re trying to solve? What’s broken? What needs to be repaired? Help your
people see it. Make it real. Don’t gloss over it. Sometimes leaders try to jump straight to the solution without
helping people see the problem. That’s a mistake. People need to understand why change is necessary.

Stage 2: The Possibility. Once people see the problem, you show them the possibility—what could be if the
problem were solved. “Imagine if the walls were rebuilt. Imagine if Jerusalem could function as it was meant to.”
You’re painting a picture. You’re helping them see a better future.

This requires you to have vision—to see not just what is but what could be. You need to see the potential. You
need to imagine what God could do. And then you help others see it too.

Stage 3: The Plan. Once people are moved by the possibility, you show them the plan—how you’ll get from here
to there. What are the specific steps? What’s the timeline? Who does what? You’re taking the inspiring vision and
making it concrete and actionable.

Nehemiah did this. The walls were divided into sections. Families were assigned to specific sections. Everyone
knew what they were doing and why.

Stage 4: The Participation. You invite people to participate. This is where vision becomes movement. You’re not
just talking about what could be; you’re inviting people to help make it happen. You’re giving people a role. You’re
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asking for their contribution.

This is also where you handle obstacles. People will have concerns. Some will resist. You listen. You address
legitimate concerns. You keep inviting people into participation.

Stage 5: The Perseverance. The vision has been cast. People are participating. Now comes the hard
part—keeping the momentum through difficulty.

Because it will get hard. People will get tired. Opposition will arise. You keep reminding people of the vision. You
celebrate progress. You encourage through difficulty. You keep people connected to why they’re doing this.

Creating Buy-In Without Manipulation

One of the dangers in vision casting is manipulating people into alignment with your vision. Using emotional
appeals that aren’t honest. Exaggerating the crisis. Dismissing legitimate concerns.

The goal isn’t to manipulate people into agreement. The goal is to help people see what you see and genuinely
want to participate.

How do you create authentic buy-in?

Be genuinely moved yourself. If you’re not genuinely burdened by the vision, people will sense it. You can’t fake
passion. Your authentic passion for what God is calling you to do is what moves people.

Tell the truth about the problem. Don’t exaggerate. Don’t minimize. Be honest about what you’re facing. People
respect leaders who are straight with them.

Help people think for themselves. Don’t just tell them what to believe. Ask questions. Help them reason through
it. Invite their input. People are more committed to conclusions they’ve reasoned toward than conclusions
someone else imposed.

Acknowledge legitimate concerns. Some people will have genuine concerns about the vision. Don’t dismiss
them. Listen. Address them. Sometimes you’ll be convinced that their concern is valid and you’ll adjust the vision.
That’s okay. It shows you’re open-minded and serious about this.

Give people agency. Invite people to help shape how the vision is accomplished, not just to execute your plan.
When people have input, they’re more invested.

Be transparent about the cost. What will this cost? Money? Time? Comfort? Be honest. People respect leaders
who are honest about the cost and who don’t try to hide what’s being asked of them.

Trust people. Sometimes leaders don’t cast vision clearly because they don’t trust people to handle it. They think,
“If I tell them the real situation, they’ll panic.” But people are often more capable than we give them credit for. Trust
them. Be honest. Give them the information they need to make informed decisions.

Communicating Vision with Clarity and Passion

How do you actually communicate vision so that people hear it and catch it?

Use stories. Stories are more memorable than facts. Paint pictures. Tell narratives. Help people see what you’re
describing.

Use repetition. You don’t cast vision once. You repeat it. Again and again. Different contexts, different words, but
the same central message. Repetition isn’t annoying; it’s necessary.
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Use multiple channels. Communicate the vision in meetings, in writing, in one-on-one conversations, in
celebrations. Use multiple formats to reach different people.

Use concrete specificity. Vague vision is unmemorable. Be specific. “We want to transform the neighborhood” is
vague. “We’re going to plant a food co-op on fifth street that will provide fresh produce to people in the
neighborhood who currently have limited access” is specific.

Connect to people’s values. Different people are motivated by different things. Some people are motivated by
spiritual transformation. Some by justice. Some by community. Connect your vision to the values that matter to the
people you’re leading.

Appeal to identity. Help people understand who they are in light of the vision. “We’re people who care about
justice. We’re people who can’t ignore suffering. We’re people who believe God works through us to change the
world.” Vision cast at the level of identity is more powerful than vision cast at the level of goals.

Be enthusiastic without being manipulative. Your enthusiasm should be genuine but not over-the-top or
performative. People can sense false enthusiasm. Be genuinely excited but also genuine about the hard work
required.

Repetition and Reinforcement

One of the biggest mistakes leaders make is casting vision once and assuming people have got it. But vision
needs constant reinforcement.

Why? Several reasons:

People forget. You’re thinking about this constantly. You’ve internalized the vision. But your team hears it once.
Of course they need repetition.

New people arrive. As your organization grows, new people join. They haven’t heard your vision. You need to
communicate it to them.

Attention drifts. Even people who heard and understood can lose focus. They get caught up in daily tasks. They
forget why it all matters. You need reminders.

Vision deepens through repetition. The first time you hear vision, you get the surface level. Repetition helps you
understand it more deeply.

How do you reinforce vision?

Reference it constantly. In meetings, in announcements, in one-on-one conversations, reference the vision.
“This decision moves us toward our vision.” “This hire is exactly the kind of person who can help us accomplish
our vision.”

Celebrate progress toward it. When something happens that represents progress toward the vision, celebrate it.
Make it visible. “Look what God is doing!”

Tell stories about it. Tell stories of people who’ve encountered the fruit of your vision. Tell stories of progress.
Tell stories of transformation. Stories are memorable.

Make visible the gap. Periodically remind people of the problem that necessitated the vision. Help them see why
this still matters.
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Connect daily work to the vision. People can get lost in daily tasks and forget how their work connects to the
bigger vision. Help them see it. “What you’re doing matters because it serves our larger vision.”

Adjust and clarify as needed. As you move toward the vision, you might need to clarify or adjust it. That’s okay.
Communication the adjustment. “We’re still heading toward this vision, but based on what we’re learning, here’s
how we’re refining our approach.”

Timing and Patience in Vision Implementation

One of the biggest failures in vision implementation is bad timing. You’ve got the right vision, but you try to
implement it too fast or at the wrong moment. People aren’t ready. Circumstances aren’t right. Resources aren’t
available.

Nehemiah waited. He was moved by the vision, but he didn’t immediately run to Jerusalem. He prayed for months.
He waited for the right moment. He waited for the king’s permission. And then, when the timing was right, he
moved.

Timing matters. Some lessons about it:

You need to build credibility first. If you’re new and you immediately try to accomplish a major vision, people
will resist. You need time to earn trust before you ask people to sacrifice for your vision.

You need resources in place. A vision without resources is just a dream. You need to ensure you have the
resources—money, people, infrastructure—required.

You need people ready to move. If people aren’t convinced or if they don’t have capacity, the timing isn’t right.
You need to invest in getting people ready.

You need market conditions. Sometimes external circumstances need to be right. The economy, cultural
factors, organizational readiness. You can’t force implementation before conditions are right.

You need God’s timing. Ultimately, you’re not in control of timing. God is. You do your part—pray, prepare,
work—but you trust God with timing.

How do you know if the timing is right?

There’s increasing momentum. People are starting to see the problem. They’re starting to envision the solution.
They’re starting to ask, “When do we start?”

Resources are available. The money, people, and support you need are becoming available.

Opposition is diminishing. Not disappearing, but people who were resistant are becoming more open.

You’re sensing God’s confirmation. Through prayer, through circumstances, through counsel, you’re sensing
that this is the right time.

There’s urgency. Sometimes waiting longer would cause harm. The problem is urgent. The timing is now.

Reflection Questions

1. What is the core vision you’re leading toward? Can you articulate it clearly and briefly?

2. How frequently are you communicating this vision? How could you increase repetition and reinforcement?

3. What opposition are you facing to the vision? How are you navigating it?
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4. Are you moving at the right pace with your vision? Are you moving too fast, too slow, or about right?

Key Takeaways

•  Vision is seeing not just what is but what could be—God’s burden for what needs to happen.

•  Authentic vision comes from God, not just from ambition. It compels you to persist through difficulty.

•  Effective vision casting includes five stages: identifying the problem, showing the possibility, laying out the
plan, inviting participation, and maintaining perseverance.

•  Create buy-in through authenticity and transparency, not through manipulation.

•  Communicate vision with clarity, passion, stories, and multiple channels.

•  Reinforce vision constantly through repetition, celebration of progress, and connecting daily work to the
larger vision.

•  Timing matters. Wait for the right moment and conditions before attempting major implementation.

Chapter 8: Mission Clarity and Kingdom Focus

Opening Story

Sarah’s organization had been around for fifteen years. They did good work. They helped people. They were
respected.

But internally, there was growing confusion. Some people thought their primary mission was education. Others
thought it was job training. Others thought it was community building. They were doing all of these things, but
they’d never settled on what their core mission actually was.

As a result, resources were scattered. Decisions about what new programs to launch were inconsistent. Staff
didn’t have clarity about what they were ultimately trying to accomplish.

Sarah brought the team together and they worked through a fundamental question: “What is God calling us to do?
Not what would be nice to do. Not all the good things we could do. But what is our core mission?”

That clarity transformed their organization. Suddenly decisions became clearer. Programs got sharper. People
understood not just what they were doing but why.

Understanding the Great Commission

For Christian organizations, the Great Commission (Matthew 28:18–20) is the foundation of mission: “Therefore
go and make disciples of all nations, baptizing them in the name of the Father and of the Son and of the Holy
Spirit, and teaching them to obey everything I have commanded you.”

Jesus’ final command to his followers is to make disciples. Not just to make converts or attendees or members.
Disciples. People who are following Jesus, growing in faith, learning obedience, and living out what Jesus taught.

This is the core mission of the church. Everything else serves this mission.

But what does this mean practically for your organization? You might not run a church. You might run a homeless
shelter, a college campus ministry, a counseling organization, a Christian nonprofit.

How does the Great Commission apply to you?



THE KING IS COMING MINISTRY kylelauriano.comSKEPTIC SEEKER BELIEVER DISCIPLE ●WITNESS●

STAGE: WITNESS BIBLICAL LEADERSHIP — A CHRIST-CENTERED DEVELOPMENT GUIDE

Real Testimonies. Radical Transformations. 47 kylelauriano.com

The principle is: everything you do serves the larger mission of helping people encounter Jesus and become his
disciples.

If you run a homeless shelter, your mission isn’t just to provide shelter. It’s to provide shelter as an expression of
God’s love and as an opportunity to share Jesus and help people take steps in following him.

If you run a college ministry, your mission isn’t just to build community and have fun events. It’s to help college
students encounter Jesus and grow as disciples.

If you run a business with Christian values, your mission isn’t just to make profit. It’s to demonstrate God’s values
in the marketplace and to be a witness to Jesus.

The Great Commission orients your mission toward spiritual transformation, toward helping people know and
follow Jesus.

The Great Commandment as Foundation

But the Great Commission doesn’t exist in isolation. Jesus also gave us the Great Commandment (Matthew
22:37–40): “Love the Lord your God with all your heart and with all your soul and with all your mind… And the
second is like it: Love your neighbor as yourself. All the Law and the Prophets hang on these two
commandments.”

The Great Commandment is the foundation. The Great Commission flows from it.

If you love God with all your heart and love your neighbor as yourself, you’re going to want to help your neighbor
encounter God and grow in faith. You’re going to want to help your neighbor flourish. The Great Commandment
motivates the Great Commission.

So your organization’s mission isn’t just “make disciples.” It’s “help people encounter God and flourish as
image-bearers of God.”

This means:

You care about people’s spiritual wellbeing. That’s primary.

You also care about people’s holistic wellbeing. Jesus cared about people’s spiritual lives AND their physical
needs, their emotional health, their relationships, their justice and dignity. So your mission includes physical care,
emotional care, justice care, not just spiritual care.

You create space for encounter with God. Your work isn’t just about programs and services. It’s about creating
space where people can encounter the living God.

You help people grow. Your mission isn’t just to serve people once. It’s to help them grow, to help them develop,
to help them become who God created them to be.

Defining Your Unique Mission Within God’s Mission

God’s overall mission is to redeem all things, to reconcile all creation back to himself. But within that large mission,
God has given different callings to different people and organizations.

God doesn’t call everyone to do everything. Different organizations have different specialties, different focuses,
different communities they serve.

Your job is to figure out what God is calling YOUR organization to do, specifically.
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This requires asking:

What is the problem we’re uniquely positioned to address? What’s the specific gap you see? What problem
breaks your heart?

Who is our specific population? Not “everyone.” Be specific. College students? At-risk youth? People
experiencing homelessness? Recent immigrants? Single mothers?

What is our specific offering? Not every good thing. But what are we uniquely gifted to offer? Job training?
Mentorship? Community? Spiritual formation? Counseling?

Where are we specifically located or active? Not everywhere. But what’s our specific geography or sphere of
influence?

Why does this matter eternally? How does what we’re doing serve the larger kingdom purpose? How does it
help people encounter God?

When you can answer these questions, you have a clear mission. It’s not vague. It’s not trying to be everything.
It’s clear about what you’re called to do and who you’re called to serve.

Aligning Activities with Mission

Once you have clarity on your mission, you need to align your activities with it.

This requires honestly evaluating everything you’re doing and asking: Does this serve our mission?

Some things you’re currently doing might not align with your mission. They might be:

Good but not our calling. There are many good things you could do, but they’re not your specific calling. You
need permission to say no to them.

Holdovers from the past. Your organization once did something, and you’ve kept doing it even though
circumstances have changed and it no longer serves your mission.

Things people like. You have a program that people enjoy, but it doesn’t actually advance your mission. The
temptation is to keep it because people like it.

Things that generate revenue. Sometimes you’re doing something primarily because it generates funding for
other activities. That’s okay sometimes, but be conscious about it.

Aligning activities with mission means:

Stopping some things. You might need to end programs that don’t serve your mission, even if they’re popular or
profitable.

Sharpening other things. You might keep a program but reshape it so it better serves your mission.

Starting new things. You might identify gaps in your service and need to develop new programs that better serve
your core mission.

Communicating why. When you make these changes, communicate why. Help your team and stakeholders
understand the mission clarification and how it informs decisions.

This is difficult work. It’s easier to keep doing what you’ve always done. But clarity about mission and alignment of
activities with mission makes you more effective.
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Saying No to Good Things for Great Things

This is perhaps the hardest leadership skill: saying no to good things so you can say yes to great things.

The world presents you with infinite good opportunities. You could serve more people. You could start more
programs. You could expand to new areas. All of it would be good. But you can’t do everything.

Effective leaders are willing to say no to good things that don’t serve their core mission, so they can say yes to
great things that do.

This requires:

Clarity about your mission. If you don’t know what you’re called to do, you can’t evaluate whether something
serves that calling.

Courage to disappoint people. When you say no, someone will be disappointed. You need courage to
disappoint them for the sake of focus.

Faith that God will provide through others. You’re saying no to a good need because it’s not your calling. But
you trust that God will raise up others to address that need.

Perseverance in saying no. People will try to convince you to take on more. You need to consistently say no to
things outside your mission.

Clarity about your yes. If you’re going to say no to other things, you need extreme clarity about what you’re
saying yes to. You need to be so committed to your core mission that other things naturally fall away.

Reflection Questions

1. Can you articulate your organization’s core mission in one clear sentence?

2. How well do your activities align with your mission? What are you doing that doesn’t serve your mission?

3. What good things might you need to say no to in order to focus on your core mission?

4. How is your mission rooted in the Great Commission and Great Commandment?

Key Takeaways

•  The Great Commission (making disciples) is the foundation of Christian mission.

•  The Great Commandment (loving God and loving neighbor) is the foundation for the Great Commission.

•  Your specific mission is your unique expression of God’s larger mission, tailored to your context, gifts, and
calling.

•  Clear mission requires identifying the specific problem you address, the specific population you serve, your
specific offering, and your specific location/sphere.

•  Aligning activities with mission requires stopping things that don’t serve it, sharpening things that do, and
starting new things as needed.

•  Saying no to good things is essential to saying yes to great things.

Chapter 9: Strategic Leadership and Stewardship

Opening Story
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Marcus had a vision. He could see exactly what his organization needed to become. But he jumped in without
planning. He started programs without counting the cost. He committed to timelines without considering resources.

Six months in, the organization was in chaos. Promises were broken. Programs were half-finished. Staff was
exhausted. Money was running out.

Marcus learned that vision without strategy is chaos. And strategy isn’t anti-spiritual; it’s stewardship. It’s honoring
God by using resources wisely and managing responsibly.

Counting the Cost

Jesus told his followers: “Suppose one of you wants to build a tower. Won’t you first sit down and estimate the cost
to see if you have enough money to complete it?” (Luke 14:28–30).

This is wisdom. Before you launch into something, count the cost. Understand what you’re committing to.

For a leader, counting the cost means:

Financial cost. What will this cost financially? What resources are required?

Personnel cost. What people do we need? What skills? What time commitment?

Opportunity cost. What else are we NOT doing because we’re doing this? What opportunities are we giving up?

Emotional/relational cost. What will this ask of people emotionally? Will it strain relationships?

Timeline cost. How long will this take? Can we sustain this work long-term?

When you count the cost honestly, you make better decisions. Sometimes you realize a good idea isn’t feasible
right now. Better to know that before you start.

Sometimes counting the cost helps you think through what’s needed to make something work. You think, “This will
require X amount of money. Where will that come from?” The problem-solving helps you develop a better plan.

Planning with Flexibility to God’s Leading

Strategic planning is essential. But it’s also important to maintain flexibility and openness to God’s course
corrections.

Some leaders over-plan. They develop a five-year plan and stick to it rigidly no matter what. They don’t adapt.
They don’t respond to new information or God’s guidance.

Other leaders under-plan. They wing it. They assume God will work it out without them doing the work of thinking
strategically. They’re reactive rather than proactive.

The balance is planning carefully and thoughtfully, but holding those plans with an open hand. You prepare the
ground, but you’re ready to plant something different if God directs.

What does this look like?

Create a strategic plan. Think through what you’re trying to accomplish. Develop specific goals. Identify
resources needed. Create a timeline. Have a plan.

Review the plan regularly. Don’t just create it and shelve it. Review it quarterly or biannually. Ask: Are we on
track? Do we need to adjust? Is God leading us in a different direction?
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Be willing to pivot. If new information emerges or God clearly directs a different path, be willing to adjust. Don’t
cling to a plan just because you made it.

Involve your team in planning. Your team will have insights and wisdom. Their involvement makes the plan
better and increases buy-in.

Build flexibility into the plan. Don’t plan for exactly one path. Build in contingencies. Identify multiple ways to
reach your goals. Leave room for God to surprise you.

Resource Stewardship: Time, Talent, Treasure

You’re stewarding resources on behalf of God. This includes three main categories:

Time. How is your organization using time? Are you protecting people’s time from unnecessary meetings? Are
you focused on what matters or distracted by urgent but unimportant? Are you building in margin or burning
people out?

Talent. Are you deploying people’s gifts and abilities effectively? Are you developing people’s skills or letting them
atrophy? Are you placing people in roles where they can thrive or where they’re struggling?

Treasure. Are you managing finances responsibly? Are you investing in what matters? Are you transparent about
money? Are you spending in a way that aligns with your mission?

Stewardship of these resources means:

Being intentional. Don’t just let time, talent, and treasure flow wherever. Make conscious decisions about where
they go.

Being efficient. Get the most kingdom impact from your resources. Don’t waste. Don’t be extravagant.

Being transparent. People should understand how resources are being used. There should be no hidden
spending or unclear financial practices.

Being generous. Stewardship doesn’t mean hoarding. It means using resources generously to serve the mission
and help people.

Being accountable. You answer to God and to the people who’ve entrusted these resources to you. You should
be able to explain how resources are being used.

Setting God-Honoring Goals

Goal-setting can be helpful or harmful depending on how it’s done.

Harmful goal-setting is when goals become idols. You’re so focused on hitting the numbers that you compromise
on values. You’re willing to lie to hit targets. You’re willing to sacrifice people’s wellbeing for goals.

God-honoring goal-setting is when goals serve your mission and when how you achieve them matters as much as
whether you achieve them.

What makes a goal God-honoring?

It’s aligned with your mission. The goal serves what God is calling you to do.

It’s specific and measurable. You know what success looks like and you can track progress.

It’s ambitious but realistic. It stretches you but isn’t impossible. It requires faith but also work.
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It includes the process, not just the outcome. You care about how you reach the goal, not just whether you
reach it. If reaching a goal requires compromising values, the goal isn’t worth reaching.

It serves people, not just metrics. You’re not trying to maximize numbers at the expense of people. The goal
serves people’s wellbeing and growth.

It’s regularly reviewed and adjusted. As circumstances change, you might need to adjust goals. That’s okay.

It’s connected to prayer. You don’t just strategically plan; you prayerfully seek God’s guidance about what you’re
aiming toward.

Measuring What Matters

Organizations often measure what’s easy to measure rather than what matters. It’s easy to measure attendance.
It’s hard to measure spiritual transformation. It’s easy to measure programs offered. It’s hard to measure lives
changed. It’s easy to measure money raised. It’s hard to measure justice served.

But just because something is hard to measure doesn’t mean you ignore it. You measure what matters, even if it’s
harder.

What should you measure?

Progress toward your mission. Are you actually accomplishing what you’re called to do?

Quality of work. Are people experiencing excellent service? Are programs well-run?

People’s growth. Are people being developed? Are their lives improving?

Staff health. Are your people thriving or burning out?

Cultural health. Is your organization becoming more aligned with your values or drifting?

Spiritual impact. Are people encountering God? Are they growing in faith?

Community impact. Are things changing in the community you serve?

You need multiple measures. You shouldn’t rely on just one metric. And you should regularly review what you’re
measuring to ensure you’re actually measuring what matters to your mission.

Strategic Thinking vs. Control

There’s a difference between strategic thinking and controlling leadership.

Strategic thinking is about planning thoughtfully, thinking ahead, preparing for possibilities, and positioning the
organization for success.

Controlling leadership is about trying to control every outcome, every decision, every detail. It’s about not trusting
others. It’s about needing to be in charge of everything.

Strategic thinking is healthy. Controlling is unhealthy.

How do you know if you’re being strategic or controlling?

Strategic leaders plan but then empower others to execute. They don’t micromanage. They trust their team.

Controlling leaders plan and then direct every detail. They want to approve every decision. They don’t trust
others.
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Strategic leaders adapt when circumstances change. They’re responsive. They course-correct.

Controlling leaders stick rigidly to plans even when they’re no longer working. They won’t admit the plan
isn’t working because admitting that would mean losing control.

Strategic leaders build systems and processes that work without them. They work themselves out of a job.
They develop people to lead without them.

Controlling leaders make themselves essential. Everything goes through them. Nobody else can make
decisions without them.

Strategic leaders are comfortable with good decisions made at lower levels. They don’t need it to be their
decision to be a good decision.

Controlling leaders need to make every important decision. They can’t delegate authority; they only delegate
tasks.

Strategic thinking that includes trust and empowerment creates healthy, effective organizations. Control creates
organizations that depend on one person and eventually collapse.

Reflection Questions

1. How well do you count the cost before launching new initiatives?

2. How often do you review your strategic plan? Are you adapting as needed?

3. What are you measuring to track progress toward your mission? Are you measuring what matters?

4. Where might you be leaning toward control rather than strategic empowerment?

Key Takeaways

•  Counting the cost before launching initiatives helps you make wise decisions and avoid chaos.

•  Strategic planning is essential, but plans should be held with flexibility to God’s course corrections.

•  Stewardship of time, talent, and treasure requires intentional, efficient, transparent, and accountable use of
resources.

•  God-honoring goals are aligned with mission, specific, ambitious but realistic, and measured by both
process and outcome.

•  Measure what matters, not just what’s easy to measure. Multiple metrics give you a fuller picture.

•  Strategic thinking paired with trust and empowerment is healthy. Strategic thinking paired with control is
unhealthy.
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PART 4 — TEAM BUILDING AND EMPOWERMENT

Chapter 10: Building Healthy Teams

Opening Story

Jennifer inherited a team when she took on her leadership role. They were competent individually but
dysfunctional as a team. People were siloed. They didn’t trust each other. There was significant competition.
Decisions were undermined. People didn’t have each other’s backs.

Jennifer realized that her job wasn’t just to accomplish the mission. It was to build a healthy team that could
accomplish the mission together.

She invested in team culture. She created space for honest conversation. She addressed conflict directly. She
modeled trust. She celebrated wins together. She held people accountable to each other.

It took time. But gradually, the team transformed. People started protecting each other. They started asking for
help. They started celebrating each other’s successes. They became a real team.

The Trinitarian Model of Teamwork

The Trinity provides an interesting model for teamwork: three persons, completely unified, working together in
perfect harmony, each with distinct roles but united in purpose.

The Father is the planner and sustainer. The Son is the redeemer. The Spirit is the guide and strengthener. Each
has a distinct role. Yet they work in perfect unity. None competes with the others. None is threatened by the
others. Each is completely devoted to the others.

This is the model for team health:

Distinct roles that are valued and needed. Not everyone does the same thing. Different people have different
gifts and responsibilities. And each role is valued.

Perfect unity around core purpose. Different roles, but unified around the mission.

Mutual submission. Each person is submitted to the others. Each is looking out for the others’ good.

Collaboration without competition. People work together. They don’t compete for credit or power.

What does this look like practically in your team?

You have clarity about roles. Each person knows what they’re responsible for. There isn’t confusion or overlap
that breeds conflict.

You have clarity about how roles interconnect. People understand how their work affects others. They see
themselves as part of a system.

People trust each other. They assume good intentions. When something goes wrong, they work to understand
before judging.

People protect each other. They have each other’s backs. They advocate for each other.

People celebrate each other. When someone does something well, others celebrate. There’s no jealousy.
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People hold each other accountable. They speak truth to each other. They challenge each other to do better.

Selecting the Right People

The foundation of a healthy team is selecting the right people. You can’t build a healthy team with the wrong
people.

Acts 6:1–7 describes how the apostles addressed a problem in the early church. Widows were being overlooked.
They needed to delegate this responsibility to others.

Notice how they did it: “Brothers and sisters, choose seven men from among you who are known to be full of the
Holy Spirit and of wisdom” (Acts 6:3). They didn’t just pick anyone. They picked people who were spiritually
mature and wise. They picked people known to be full of the Holy Spirit.

What are you looking for when you select people?

Spiritual maturity. Are they growing in their faith? Are they genuinely following Jesus? Character matters more
than talent.

Attitude and culture fit. Do they embody the values of your organization? Are they going to strengthen the
culture or undermine it?

Competence. Do they have the skills or the capability to develop the skills needed for the role?

Coachability. Are they open to feedback and growth? Or are they defensive and resistant?

Alignment with mission. Do they genuinely care about what you’re trying to accomplish? Or are they just looking
for a job?

Chemistry with team. Will they work well with the existing team? Or will they create conflict?

Many hiring mistakes come from overweighting talent and underweighting character and fit. You hire someone
super talented but who has a bad attitude. Soon the entire team is suffering.

Be more willing to hire someone less talented but with strong character and alignment than someone super
talented but problematic.

The Five Dysfunctions of a Team — Biblical Solutions

Patrick Lencioni identified five dysfunctions of teams. Let’s look at each and think about biblical solutions:

Dysfunction 1: Absence of Trust. Team members don’t trust each other. They don’t share vulnerably. They put
on masks.

Biblical solution: Create space for vulnerability. As a leader, be vulnerable first. Share struggles. Admit mistakes.
Give people permission to be human. Model what you want to see.

Dysfunction 2: Fear of Conflict. Because there’s no trust, people are afraid of conflict. They avoid disagreement.
Issues go underground.

Biblical solution: Practice healthy conflict. Show that disagreement is okay. Listen carefully to people who
disagree. Don’t punish people for speaking up. Resolve conflicts quickly rather than letting them fester.

Dysfunction 3: Lack of Commitment. Because conflicts aren’t addressed, people aren’t fully committed. They’re
ambivalent about decisions.
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Biblical solution: Make decisions well. Listen to input. Then make a decision. Expect people to commit to decisions
even if they weren’t their first choice. Commitment doesn’t require agreement; it requires alignment.

Dysfunction 4: Avoidance of Accountability. Because there’s no commitment, people don’t hold each other
accountable. Standards slide.

Biblical solution: Establish clear standards. Have honest conversations when standards aren’t being met. Address
issues early. Let people know that you care enough about them to speak truth to them.

Dysfunction 5: Inattention to Results. Because there’s no accountability, the team loses focus on results.
People prioritize personal goals over team goals.

Biblical solution: Keep results in focus. Celebrate when you hit targets. Address when you miss them. Help people
see how their work contributes to results.

Creating a Culture of Trust

Trust is the foundation of everything else. Without it, you can’t build a healthy team.

How do you create trust?

Be trustworthy. Keep your promises. Do what you say you’ll do. Be honest. Be consistent.

Be transparent. Share information. Don’t hoard knowledge. Let people understand what’s happening.

Be responsive. When people reach out, respond. Show that they matter to you.

Be consistent. Don’t have different standards for different people. Don’t be unpredictably moody.

Assume good intent. When someone does something wrong, assume they had good intentions rather than
assuming they were trying to hurt you.

Forgive and move on. When someone makes a mistake or wrongs you, forgive. Don’t hold grudges.

Give credit generously. When someone does good work, give them credit. Don’t steal credit.

Take responsibility. When something goes wrong, take responsibility rather than blaming others.

Show vulnerability. Let people see your humanity. Admit mistakes. Share struggles. Show that you’re not
perfect.

Invest in people. Show that you care about them as people, not just as workers.

Healthy Communication Patterns

Healthy teams have healthy communication patterns.

What does healthy communication look like?

People speak up. They feel safe sharing ideas, concerns, and questions.

People listen well. They don’t just wait for their turn to talk; they actually listen to understand.

People ask clarifying questions. When they don’t understand, they ask rather than assuming.

People speak directly. They go to the person rather than talking about the person to others.

People own their words. They don’t hide behind “people are saying…” They take ownership of their perspective.
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People respond rather than react. They pause before speaking. They don’t let emotion dictate their response.

People assume good intent. They give people benefit of the doubt.

People express appreciation. They let each other know when something has been helpful or appreciated.

People give and receive feedback. Feedback is normal, not scary.

People disagree without being disagreeable. You can disagree about ideas while respecting each other.

As a leader, you model these communication patterns. Your team will mirror what they see from you.

Conflict as an Opportunity for Growth

Many leaders try to avoid conflict. They want everyone to get along. Conflict makes them uncomfortable.

But conflict is inevitable in healthy teams. People have different perspectives. Disagreements happen. The
question isn’t whether conflict will occur but how you’ll handle it.

Unresolved conflict festers. It creates resentment. It undermines trust. It saps energy.

But well-handled conflict actually strengthens teams. It clears the air. It often leads to better solutions. It deepens
relationships.

How do you handle conflict well?

Address it quickly. Don’t let it fester.

Go to the person directly. Don’t talk to others about it first.

Assume good intent. Assume they didn’t mean to harm you.

Listen to understand. Really try to understand their perspective.

Share your perspective honestly. Be honest about how you were affected and what you need.

Look for solutions. Work toward resolution, not winning.

Forgive and move forward. Once it’s resolved, move on. Don’t bring it up repeatedly.

Learn from it. What can you both learn from this conflict to prevent similar conflicts?

Celebrating Wins and Learning from Losses

A healthy team celebrates together and learns together.

Celebrating wins: When something good happens, celebrate. Make it visible. Say thank you. Acknowledge effort.
This reinforces what you value and strengthens team cohesion.

Learning from losses: When something doesn’t go well, reflect together. What happened? What did we learn?
How can we do better next time? This creates a learning culture rather than a blame culture.

Reflection Questions

1. Would you describe your team as healthy? Why or why not?

2. Which of the five dysfunctions do you see in your team? What’s one thing you could do to address it?

3. How well do people communicate on your team? Where could you improve?
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4. How do you currently handle conflict? Could you improve your approach?

Key Takeaways

•  Healthy teams have distinct roles, shared purpose, mutual submission, and collaboration without
competition.

•  Select people based primarily on character and culture fit, not just talent.

•  Address the five dysfunctions of teams: absence of trust, fear of conflict, lack of commitment, avoidance of
accountability, and inattention to results.

•  Build trust through being trustworthy, transparent, responsive, consistent, and vulnerable.

•  Model healthy communication patterns so your team will follow.

•  Handle conflict well by addressing it quickly, going directly to the person, assuming good intent, listening,
sharing honestly, looking for solutions, and learning from it.

•  Celebrate wins together and learn from losses together.

Chapter 11: Delegation and Empowerment

Opening Story

Frank was good at his job. Everything that went through his hands was done well. Nothing fell through the cracks
on his watch.

But he was also exhausted. And his team had learned to be passive. They waited for Frank to tell them what to do.
They didn’t take initiative. They didn’t develop. Frank was a bottleneck.

His board finally confronted him: “Frank, you’re killing yourself and limiting the organization. You need to
delegate.”

Frank didn’t want to let go of control. He worried things wouldn’t be done well. But he realized his team would
never develop if they didn’t have responsibility.

So he started delegating. It was terrifying at first. Some things didn’t go perfectly. But gradually, his team stepped
up. They developed competence and confidence. The organization moved faster. And Frank’s health improved.

Jethro’s Wisdom: The Sin of Doing It All

Exodus 18 describes Jethro, Moses’ father-in-law, giving wise counsel to Moses. Moses had taken on too much.
He was trying to judge all the people’s disputes personally. He was exhausted.

Jethro said, essentially, “What you’re doing is not good. You’ll wear yourself out. You need to select capable,
trustworthy people and delegate to them.”

Moses listened. He delegated. He selected leaders for groups of thousands, hundreds, fifties, and tens. Each level
handled disputes at their level. Only the hardest cases came to Moses.

The principle: trying to do everything yourself is sin. It’s a lack of faith in God and a failure to develop others.

Why is it sin?

It’s a lack of faith. You’re acting like you’re ultimately responsible rather than trusting God to provide and work
through others.
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It prevents others from developing. Your team never gets the chance to grow if you do everything.

It limits your organization. Your personal capacity is the ceiling. You can’t grow beyond what you can personally
manage.

It’s exhausting. You burn out. You make poor decisions when exhausted. Your relationships suffer.

It’s selfish. You’re prioritizing your own control and comfort over what’s best for the team and mission.

Some leaders defend their lack of delegation by saying, “Nobody else can do it as well as I can.” That might be
true in the moment. But give people responsibility and coaching, and they’ll grow.

The Five Levels of Delegation

Delegation isn’t all-or-nothing. There are levels of delegation based on someone’s competence and readiness.

Level 1: Do it. You do the task yourself. This is appropriate when someone is learning or when it’s a critical task
you need to do.

Level 2: Do it with support. They do the task with you present to help and guide. They’re learning but you’re still
involved.

Level 3: Do it with oversight. They do the task independently, but you review their work afterward. You’re not
present, but you’re monitoring.

Level 4: Do it independently. They do the task independently. You trust them. You might have a brief check-in,
but you’re not involved in the work itself.

Level 5: Train others. They’ve become so skilled that they can teach others. They’re multiplying themselves.

As someone develops, you move them up the levels. This is how growth happens.

The mistake is delegating at the wrong level. If you delegate Level 5 (train others) to someone operating at Level 1
(still learning), they’ll fail. But if you only delegate Level 1 tasks and never trust them with more, they never
develop.

Identifying and Developing Leaders

Who should you delegate to? Those who have demonstrated some combination of:

Character. Are they trustworthy? Do they have integrity? Are they growing spiritually?

Competence. Do they have skills or the capability to develop them?

Capacity. Do they have bandwidth? Are they already overextended?

Calling. Do they seem interested in this responsibility? Are they willing?

You’re looking for people who are trustworthy and capable (or capable with development). You’re also looking for
people who want to grow and develop.

How do you develop people?

Assign progressively more responsibility. Give them small tasks first. As they succeed, give them bigger tasks.

Provide coaching and feedback. Be available to help them think through challenges. Give them feedback on
their work.
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Create learning opportunities. Send them to conferences. Have them read. Connect them with mentors. Invest
in their development.

Trust them. Give them space to figure things out. Don’t hover. Let them make mistakes and learn.

Celebrate their growth. Acknowledge when they’ve done something well or grown in a particular area.

Giving Authority with Responsibility

This is crucial: when you delegate responsibility, you must also delegate the authority to make decisions related to
that responsibility.

If you say, “You’re responsible for this project” but then they have to come to you for every decision, that’s not
really delegation. That’s just added burden without empowerment.

Real delegation includes:

Authority to make decisions. They can make decisions related to their responsibility without asking permission
every time.

Authority to spend resources. Within agreed-upon limits, they can spend money, time, and other resources
without approval.

Authority to problem-solve. When something goes wrong, they can try to solve it rather than escalating
immediately.

Authority to represent the organization. They can speak on behalf of the organization about their area.

You give them boundaries. You might say, “You have authority to make decisions up to $1,000. Anything above
that, check with me.” But within boundaries, they have real authority.

This is what empowerment looks like. Not just responsibility, but authority to act.

The Art of Letting Go

For many leaders, the hardest part of delegation is letting go of control.

You’ve been doing something well. You know how to do it. You want it done right. The temptation is to hover and
micromanage.

But if you can’t let go, delegation becomes control dressed up as delegation. Your team feels distrusted. They
don’t develop.

How do you let go?

Trust your people. Assume good intent. Believe they want to do well.

Accept that they’ll do it differently. Different doesn’t always mean worse. They might do it in a way you wouldn’t
choose, but it might still be good.

Allow for mistakes. They’re going to make mistakes. That’s how people learn. Don’t over-correct or punish
mistakes that are part of the learning process.

Celebrate their wins. When they succeed, celebrate loudly. Don’t take credit. Let them have it.
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Don’t un-delegate. Once you’ve delegated, don’t take it back unless it’s truly not working. Taking things back
teaches people not to take responsibility.

Connect with your own motivations. Why is it hard to let go? Is it a need for control? Perfectionism? Fear?
Understanding your own barriers helps you work through them.

Empowerment vs. Abdication

There’s an important distinction between empowerment and abdication.

Empowerment is delegating with appropriate oversight and support. You’re giving someone responsibility and
authority, and you’re available for coaching and guidance.

Abdication is delegating and then completely disappearing. You give the responsibility and never check in. You’re
not available.

Empowerment: “I’m trusting you with this. I’m available if you need help or want to run things by me. I’ll check in
with you periodically.”

Abdication: “Here’s your responsibility. Figure it out. Don’t bother me.”

Empowerment builds people up. Abdication leaves people unsupported and sets them up for failure.

The balance is:

Clear expectations. They know what success looks like.

Regular check-ins. You’re available to discuss progress and challenges.

Space to figure things out. You don’t hover or micromanage, but you’re there if they need you.

Feedback and coaching. You help them think through challenges and improve.

Recognition. You acknowledge their efforts and successes.

Training and Equipping Others (Ephesians 4:11–16)

Paul writes about the purpose of leadership gifts: “So Christ himself gave the apostles, the prophets, the
evangelists, the pastors and teachers, to equip his people for works of service, so that the body of Christ may be
built up” (Ephesians 4:11–12).

Leadership gifts exist to equip others. Your job as a leader isn’t to do all the ministry yourself. Your job is to equip
others to do ministry.

This is different from how some people approach leadership. They think, “I’m the leader, so I should do the
important work.” But that’s not the biblical model. The biblical model is that leaders equip others to do the work.

What does equipping look like?

Teaching. You share knowledge and skills with people. You help them understand how to do something.

Modeling. You demonstrate what you’re teaching. People learn by watching.

Coaching. You work with people on specific skills or challenges. You provide feedback and guidance.

Delegating. You give people responsibility and authority to use what they’ve learned.
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Celebrating. You acknowledge their growth and successes.

When you invest in equipping others, you multiply your impact. One person doing the work is one person. But ten
people equipped and released doing the work? That’s exponential impact.

Reflection Questions

1. What tasks are you currently doing that you could delegate? What’s preventing you from delegating them?

2. Who on your team has potential to grow into more responsibility? What would it take to develop them?

3. Where are you giving responsibility without authority? How could you adjust?

4. Are there any areas where you’ve abdicated instead of empowered? What would it look like to re-engage
appropriately?

Key Takeaways

•  Trying to do everything yourself is a lack of faith and prevents others from developing.

•  Use the five levels of delegation to match task responsibility to someone’s capability and readiness.

•  Identify and develop leaders by assigning progressively more responsibility, providing coaching, and
creating learning opportunities.

•  Delegate both responsibility AND authority. Authority without responsibility is micromanagement.

•  Let go of control by trusting your people, accepting different approaches, allowing for mistakes, and
celebrating their wins.

•  Distinguish between empowerment (delegating with appropriate support) and abdication (delegating with no
support).

•  Your job as a leader is to equip others to do the work, not to do all the work yourself.

Chapter 12: Developing Leaders Who Develop Leaders

Opening Story

After thirty years of leading his organization, Robert was ready to step back. He’d done good work. The
organization was healthy. But he realized he’d made a significant mistake: he’d developed capable managers, but
he hadn’t developed leaders who could develop other leaders.

As a result, when Robert stepped back, the organization struggled. There wasn’t a deep enough bench of leaders
to sustain what he’d built.

Robert spent his last years trying to correct this. He brought in outside leaders. He mentored two of his best
people intensely. He invested in creating a leadership pipeline.

He learned: the real test of leadership isn’t what you accomplish in your tenure. It’s what happens after you’re
gone. Did you develop leaders who will develop other leaders?

Jesus’ Model: Investing in the Few

Jesus could have focused on the crowds. Thousands followed him. But his primary investment was in twelve men.
Even within the twelve, he invested most intensely in three: Peter, James, and John.
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Then he made a command: “Therefore go and make disciples of all nations, baptizing them in the name of the
Father and of the Son and of the Holy Spirit, and teaching them to obey everything I have commanded you”
(Matthew 28:19–20).

He didn’t do this himself. He trained twelve to do it. They trained others who trained others.

What’s the principle? Invest deeply in a few, knowing they will invest in others.

If Jesus had tried to personally teach every person about God, his direct impact would have been limited to those
he directly encountered. But by training twelve who trained others, his impact multiplied exponentially.

As a leader, you can’t personally do everything. But if you develop leaders who develop leaders, your impact
multiplies far beyond what you could accomplish alone.

Paul’s Charge to Timothy (2 Timothy 2:2)

Paul writes to Timothy: “And the things you have heard me say in the presence of many witnesses entrust to
reliable people who will also be qualified to teach others” (2 Timothy 2:2).

Notice the progression: Paul taught Timothy. Timothy is to teach reliable people. Those people are to teach
others.

That’s multiplication. Four generations of teaching from one investment.

Paul models this throughout his ministry. He invests in Timothy, in Titus, in others. They become co-workers in
ministry. Then they develop others.

The principle: leadership reproduction is your ultimate job. Not just your accomplishments, but the leaders you
develop who will carry forward the work.

Creating a Leadership Pipeline

A leadership pipeline means you consistently have the next generation of leaders being developed.

What does this look like?

You identify potential leaders. Who shows promise? Who’s hungry to grow? Who has character and capability?

You invest in them. You spend time with them. You mentor them. You coach them. You give them opportunities
to lead.

You stretch them. You give them responsibility slightly beyond their current capability. You support them as they
grow into it.

You develop them systematically. You create consistent opportunities for growth, not random mentoring
moments.

You move them up. As they develop, you give them bigger responsibilities and leadership roles.

You release them. Eventually, you release them to lead fully. You step back and let them lead.

You develop their capacity to develop others. You don’t just want them to be good leaders. You want them to
develop other leaders.

Without a leadership pipeline, your organization becomes dependent on you. When you leave, things fall apart.
With a leadership pipeline, your organization can thrive after you’re gone.
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Mentoring and Coaching Best Practices

What does effective mentoring and coaching look like?

Be intentional. Don’t just happen to mentor people. Deliberately choose someone to invest in. Create a plan.

Invest time. Regular meetings. Lunch together. Hanging out. You’re not just teaching; you’re building relationship.

Listen more than you talk. Ask questions. Help them think through situations. Don’t just give them answers.

Share your journey. Tell them about your failures and what you learned. Show them your path.

Give honest feedback. Affirm their strengths. Also be honest about areas where they need to grow.

Challenge them. Push them to stretch beyond their comfort zone. Believe in their potential.

Support them. Be available when they’re struggling. Don’t just leave them to figure it out alone.

Connect them to resources. Books, conferences, other mentors. Help them access learning opportunities.

Model what you’re teaching. Don’t just tell them to grow; let them see you growing.

Release them. At some point, they need to lead independently. Let go and watch them lead.

Releasing Leaders to Their Calling

One of the hardest things as a mentor is releasing someone you’ve invested in.

You’ve developed them. They’ve become a valuable team member. Suddenly they’re ready to move on—to take a
bigger role elsewhere, to start a new ministry, to launch something.

Your temptation is to hold on. You’ve invested so much in them. You don’t want to lose them.

But releasing them is the whole point. You’ve developed them so they could lead. If you hold on to them, you’re
preventing them from fulfilling their calling.

Release looks like:

Celebrating their readiness. Acknowledge that they’re ready for more. Be genuinely happy for them.

Helping them transition. Make sure they’re set up for success in their new role. Don’t leave them hanging.

Staying connected. Even after they’ve moved on, stay in relationship. You’re now peers in leadership instead of
mentor-mentee.

Offering support. They might still come to you for counsel. Be available.

Not taking credit. If they do well in their new role, don’t act like you’re responsible. They did the work.

Continuing the cycle. Now that you’ve released them, you have capacity to invest in others. Mentor the next
generation.

Generational Leadership Transfer

At some point, you’re going to hand off your leadership completely. You’re going to transition from actively leading
to stepping back.

How you do this matters.
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Plan for it early. Don’t wait until you’re burned out or forced out. Start developing your successor years in
advance.

Develop multiple candidates. Don’t put all your hopes in one person. Develop several people who could
potentially step in.

Transition gradually. Don’t just hand off completely and disappear. Gradually move toward your successor doing
more and you doing less.

Overlap for a time. Have a period where you’re both leading—them taking primary responsibility and you in an
advisory role.

Then step back. Eventually, you need to step fully back. You can’t be second-guessing their decisions or
undermining their authority.

Stay available. Even after you’ve stepped back, be available for counsel if they need it.

Trust your successor. They might do things differently than you would. That’s okay. Trust that they’re capable.

Let them own the organization. It’s now theirs, not yours. Support them, but don’t try to control.

This is hard for many leaders. Your leadership has defined much of your identity. Letting go means reimagining
who you are without that role. But it’s necessary. And it’s an act of faith—faith that God will work through the next
generation of leaders.

Reflection Questions

1. Who are you currently investing in as a mentor? If no one, who could you invest in?

2. Do you have a leadership pipeline? Are there people being developed to eventually replace you?

3. Where are you holding on to people instead of releasing them to new opportunities?

4. Who developed you? Are you following their example by developing others?

Key Takeaways

•  The ultimate measure of leadership isn’t what you accomplish, but what leaders you develop who will
develop other leaders.

•  Jesus modeled this by investing deeply in twelve, who invested in others who invested in others.

•  Create a leadership pipeline by identifying potential leaders, investing in them, stretching them, developing
them systematically, moving them up, and releasing them.

•  Mentoring and coaching require intentional time, listening, honesty, challenge, support, and eventual
release.

•  Releasing leaders you’ve invested in is hard but necessary. It’s how multiplication happens.

•  Plan for generational leadership transfer early, develop multiple candidates, transition gradually, and
ultimately step back completely.
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NOTE ON REMAINING PARTS

Due to length constraints, the source manuscript provided the comprehensive structure through Chapter 12. The
full 30,000-word guide is intended to continue with:

•  PART 5 — MULTIPLYING MOVEMENTS (Chapters 13–15)

•  PART 6 — NAVIGATING LEADERSHIP CHALLENGES (Chapters 16–19)

•  PART 7 — BIBLICAL LEADERSHIP MODELS (Chapters 20–24)

•  PART 8 — PRACTICAL LEADERSHIP SKILLS (Chapters 25–27)

•  PART 9 — THE LEADER’S CALLING AND IDENTITY (Chapters 28–30)

Each of these parts is to follow the same comprehensive structure as the preceding chapters: opening stories that
ground the principles in real ministry scenarios, biblical foundations that anchor the teaching in Scripture, practical
applications that translate principle into practice, and reflection questions that invite the reader to internalize and
apply what they have learned.
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CONCLUSION

Biblical leadership is fundamentally different from worldly leadership. It operates on a different power source. It
pursues different outcomes. It flows from a different identity.

This guide has provided the foundational principles, the theological grounding, and the practical frameworks for
Christ-centered, servant-hearted, character-based leadership that multiplies disciples and movements for kingdom
impact.

But ultimately, this resource is an invitation—an invitation to lead differently. To lead like Jesus led. To lead from
your identity in Christ, sustained by your communion with him, expressed through service and sacrifice, and
oriented toward eternal impact.

May you lead well. May you develop leaders. May your leadership point people toward Jesus. And may the work
you do echo into eternity.

The King Is Coming. And until he does, his kingdom work continues through leaders like you.


