
 

 
ASSESSING LEADERSHIP CAPACITY1 

 
To take the first step in evaluating the current reality of your organization’s 

leadership, rate its strength on a scale of one to ten in the following areas. 
 
Then write down one thing you will do to address any weakness. Your ratings will 

give you an idea of the areas on which you need to focus. 
 
Score for each question: 
 
  We’re poor      We’re okay, but   We’re at or near 
  performers      nothing remarkable  benchmark status 
 

1  2 3 4 5 6 7 8  9 10 
 
1) Do you know what leadership skills your organization needs to move ministry 

forward significantly? 
 

1 2 3 4 5 6 7 8 9 10 
 
What will you do to strengthen your organization’s capacity in this area? 
 
 
 
2) Does your organization have a process for identifying, assessing, and 

developing its next generation of leaders in all of its ministry areas? 
 

1 2 3 4 5 6 7 8 9 10 
 
 
 
What will you do to strengthen your organization’s capacity in this area? 
 
 

                                            
1 Adapted from Douglas A. Ready and Jay A. Conger, “Make Your Company a Talent Factory,” 
Harvard Business Review, June 2007, https://hbr.org/2007/06/make-your-company-a-talent-factory. 

  



 

 
3) Do you have specific development plans for your high-potential leaders? 
 

1 2 3 4 5 6 7 8 9 10 
 
What will you do to strengthen your organization’s capacity in this area? 
 
 
 
4) Are you able to deploy gifted people quickly and without significant 

disruption to other parts of the organization when opportunities arise? 
 

1 2 3 4 5 6 7 8 9 10 
 

What will you do to strengthen your organization’s capacity in this area? 
 
 
 
5) Do you have diverse and plentiful pools of gifted people who are ready, 

willing, and able to be deployed to new opportunities at volunteer and 
leadership levels within your organization? 

 
1 2 3 4 5 6 7 8 9 10 

 
What will you do to strengthen your organization’s capacity in this area? 
 
 
 
6) Do you have diverse and plentiful pools of leaders who are capable of 

moving into leadership in significant ministry areas in your organization or into 
new or existing staff positions? 

 
1 2 3 4 5 6 7 8 9 10 

 
What will you do to strengthen your organization’s capacity in this area? 
 
 
 
7) Do you offer emerging leaders developmental experiences specifically 

focused on preparing them for future leadership challenges within your 
organization? 

 
1 2 3 4 5 6 7 8 9 10 

 
What will you do to strengthen your organization’s capacity in this area? 
 
 



 

8) Have you, as a leader, used words or actions to unequivocally demonstrate 
that you are fully committed to developing leaders within your organization? 

 
1 2 3 4 5 6 7 8 9 10 

 
What will you do to strengthen your organization’s capacity in this area? 
 
 
 
9) Would the people around you consider you actively engaged in identifying, 

recruiting, and equipping emerging leaders in your organization? 
 

1 2 3 4 5 6 7 8 9 10 
 
What will you do to strengthen your organization’s capacity in this area? 
 
 
 
10) Do you hold other leaders accountable for engaging in leadership 

development within your organization? 
 

1 2 3 4 5 6 7 8 9 10 
 
What will you do to strengthen your organization’s capacity in this area? 

  



 

 
THE CURRENT REALITY 

 
Leaders are often visionaries. They look toward the future, painting beautiful 
pictures of what could be or what should be, and then invite people into what 
will be. The problem with visionary leaders is that they often miss the starting 
point: what is. They are so focused on there that they never take the time to 
evaluate and examine here. It is the here that is our starting point—the place 
from which we gain awareness, and the place that provides perspective on 
where we begin and the direction in which we need to go. 
 
To begin a journey of reproducing leaders, you need to know your starting point. 
Evaluating your current reality is a necessary step toward figuring out where you 
need to go and how you will get there. 
 
The Assessing Leadership Capacity tool helps you look at the current reality in 
your organization around the process of leadership development. 
 
You may have already walked through this evaluation tool at our last annual 
gathering. Go through the assessment again. Take the time to reflect on how 
you are cultivating leaders. Do the hard work of answering the questions 
honestly, authentically, and vulnerably. Genuine and truthful examination will set 
you up for a far better and more effective journey in the long run. 
 
Reflect on your evaluation. As you begin the journey of reproducing leaders for 
your organization, what top three assets will you bring? 
 
 
 
What top three challenges must you face? 
 
 
 
What adjustments need to be made before you take your first steps? 
 
 
 



 

Where are the places that need the greatest strengthening and should be 
examined before you start the process? 
 
 
ENCOUNTER 
 
Matthew 23:13-34 (MSG) 

“I’ve had it with you! You’re hopeless, you religion scholars, you Pharisees! 
Frauds! Your lives are roadblocks to God’s kingdom. You refuse to enter, 
and won’t let anyone else in either. 
 
“You’re hopeless, you religion scholars and Pharisees! Frauds! You go 
halfway around the world to make a convert, but once you get him you 
make him into a replica of yourselves, double-damned. 
 
“You’re hopeless! What arrogant stupidity! You say, ‘If someone makes a 
promise with his fingers crossed, that’s nothing; but if he swears with his 
hand on the Bible, that’s serious.’ What ignorance! Does the leather on 
the Bible carry more weight than the skin on your hands? And what about 
this piece of trivia: ‘If you shake hands on a promise, that’s nothing; but if 
you raise your hand that God is your witness, that’s serious’? What 
ridiculous hairsplitting! What difference does it make whether you shake 
hands or raise hands? A promise is a promise. What difference does it 
make if you make your promise inside or outside a house of worship? A 
promise is a promise. God is present, watching and holding you to 
account regardless. 
 
“You’re hopeless, you religion scholars and Pharisees! Frauds! You keep 
meticulous account books, tithing on every nickel and dime you get, but 
on the meat of God’s Law, things like fairness and compassion and 
commitment—the absolute basics!—you carelessly take it or leave it. 
Careful bookkeeping is commendable, but the basics are required. Do 
you have any idea how silly you look, writing a life story that’s wrong from 
start to finish, nitpicking over commas and semicolons? 
 
“You’re hopeless, you religion scholars and Pharisees! Frauds! You burnish 
the surface of your cups and bowls so they sparkle in the sun, while the 
insides are maggoty with your greed and gluttony. Stupid Pharisee! Scour 
the insides, and then the gleaming surface will mean something. 
 
“You’re hopeless, you religion scholars and Pharisees! Frauds! You’re like 
manicured grave plots, grass clipped and the flowers bright, but six feet 
down it’s all rotting bones and worm-eaten flesh. People look at you and 
think you’re saints, but beneath the skin you’re total frauds. 
 
“You’re hopeless, you religion scholars and Pharisees! Frauds! You build 
granite tombs for your prophets and marble monuments for your saints. 



 

And you say that if you had lived in the days of your ancestors, no blood 
would have been on your hands. You protest too much! You’re cut from 
the same cloth as those murderers, and daily add to the death count. 
 
“Snakes! Reptilian sneaks! Do you think you can worm your way out of 
this? Never have to pay the piper? It’s on account of people like you that 
I send prophets and wise guides and scholars generation after 
generation—and generation after generation you treat them like dirt, 
greeting them with lynch mobs, hounding them with abuse.” 

 
Jesus had no problem painting a picture of the current reality when he spoke of 
the Pharisee system in the first century. With words like “hopeless,” “roadblocks,” 
“double-damned,” and “frauds,” was Jesus trying to win friends and influence 
people among the Pharisees? Definitely not. 
 
Instead, he was sharing the truth about who these religious leaders were on the 
inside, and revealing the ways in which their leadership was a sham. Bringing 
clarity to a current situation—honestly communicating the truth, no matter how 
painful—is part of what leaders do to define reality. 
 
Be honest with yourself.  
 
If you were to describe the state of leadership development in your 
congregation, how might you authentically share your thoughts and feelings? 
What are some of the blunt words you would use? 
 
 
 
How much of what you just shared is objectively true, and how much is your 
personal perspective, feelings, and opinions? 
 
 
 
Having cut through the fiction, what are the bottom-line, one or two needs for a 
leadership development system in your organization? 
 
 
 
EXPRESSION 
 
An environmental scan helps to evaluate what is real in your current situation. 
There are different ways to determine current reality, but the following grid 
provides a simple process to help identify your existing conditions. By looking at 
these from alternative perspectives, you are able to get a better sense of what 
decisions and changes need to be made to move forward more effectively. 
  



 

On one side of the grid are environmental factors. In dealing with situations and 
issues in your system, they can be influenced by ither internal or external factors. 
The other side of the grid identifies tensions in your system. Tensions can be either 
positive or negative. They are situations that currently exist or have the potential 
to exist. Tensions can be viewed as either challenges or opportunities. 
  
Take the time and fill out the following grid to help you better define your current 
reality regarding leadership development—how you are growing, developing, 
and reproducing leaders. 
 
 
 
 
Challenges   Opportunities 
 
 
Internal 
 
 
 
External 
 
 
 
 
Ask yourself: 
 

• What are my internal challenges? 
• What are my external challenges? 
• What are my internal opportunities? 
• What are my external opportunities? 

 
Walk through your responses and articulate three to four themes or conclusions 
from your environmental scan. Share your discoveries with your coaching 
partner. 
 
IMPACT 
 
Leaders help to define: 
 

• Where we are 
• The challenges we are facing 
• Where we are headed 

 
You need to define these things before you can identify how your organization 
would benefit from a leadership development process. This will enable you to 
form a pipeline of leaders with skills tailored to your organization’s unique needs. 

Tension 
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These frontline influencers will partner with you to live out and accomplish your 
God-given vision. 
 
On his blog, Seth Godin says it this way: “Transformational leaders don’t start by 
denying the world around them. Instead, they describe a future they’d like to 
create instead.”2 
 
Describe the current leadership need in your organization. What is your 
leadership requirement? Where do you lack leadership? What kind of leader do 
you need? How many leaders do you need? 
 
 
What do existing effective leaders in your organization look like? How would you 
describe them, and what qualities do they possess? How could you replicate 
that level of effectiveness in other emerging leaders? 
 
 
What do new leaders in your context need to look like? What skills, 
competencies, character qualities, gifts, and talents should they exhibit or 
acquire? Make an extensive and inclusive list. 
 
 
What do you expect from your leaders? 
 
 
The more detailed you are in your responses to these questions, the greater the 
foundation for creating and expanding your leadership development system will 
be. 
 
REFLECT 
 
Assessing where you are as an organization means setting aside time for deep 
reflection on these key areas: 
 

1. Current limitations 
2. Internal and external challenges 
3. Organizational capacity 
4. Leadership capacity 
5. Environmental factors 
6. Opportunities to leverage 
7. Resource availability 

 
Evaluating where you are as an organization also means sharing your findings 
honestly with your constituency. It can be tempting to gloss over or omit more 

                                            
2 Seth Godin, “Denying Facts You Don’t Like,” Seth’s Blog, October 2, 2012, 
https://seths.blog/2012/10/denying-facts-you-dont-like-doesnt-make-them-not-facts/ 



 

difficult truths about your organization. Dan Rockwell, author of the popular 
Leadership Freak blog, describes some of the ways that leaders lie about the 
current reality of their organizations. 

 
Leaders lie when they: 

• Minimize problems 
• Pretend things are better than they are 
• Ignore hard truths and tough situations 
• Believe self-perception is accurate3 

 
Being ruthlessly honest about the state of your organization will allow you to 
make sense of uncertainty and help others deal with ambiguity or confusion as 
well. But most importantly, it will facilitate discussions about solutions to your 
challenges. This will help you move from your current reality to your preferred 
future. It will call you to trust facts over opinions, to value truth over opinion, and 
to exercise courage as you face the challenges that you have identified in the 
process of assessment. 
 
In Genesis 1, we have the account of how God defined reality. God named a 
reality that included day, night, sky, earth, and seas. When we read through 
Scripture, we see how God establishes moral reality through giving the law. God 
defines how we are to worship. God defines the standards for human 
behavior—how we are to live. In leadership, reality is defined through our values 
and decisions; the more our reality aligns with God’s definition, the better it is, 
and the more we flourish. 
 
Where does your current reality differ from the reality God has defined? What 
might you need to do to move your reality into greater alignment with God’s 
reality? 
 
 
Who do you need to talk to about building a process for developing leaders who 
can live out the vision of your organization? What do you need to share with 
them? When will you do it? 
 
“Face reality as it is, not as it was or as you wish it to be.”  

—Jack Welch4 
   
“Do what you can, with what you've got, where you are.” 

       —Theodore Roosevelt5 

                                            
3 Dan Rockwell, “The Top Ten Lies Leaders Believe,” Leadership Freak (blog), November 4, 2011, 
https://leadershipfreak.blog/2011/11/04/the-top-ten-lies-leaders-believe/ 
4 Jack Welch, quoted in Joe Maddalone, “13 Memorable Quotes from Steve Jobs/Jack Welch/Mark 
Zuckerberg,” Forbes, February 22, 2012, www.forbes.com/sites/joemaddalone/2012/02/22/13-
memorable-quotes-from-steve-jobsjack-welchmark-zuckerberg. 
5 Theodore Roosevelt, Theodore Roosevelt: An Autobiography (New York: Macmillan, 1913), 327. 



 

 
DELIVERY SYSTEMS 

 
Timothy. Gaius. Luke. Titus. Aquila. Priscilla. Stephanas. Aristarchus. Sosthenes. 
Sopater. Secundus. Epaphroditus. Clement. Crispus. Tertius. Epaphras. Philemon. 
Trophimus. Tychicus. Archippus. Nympha. Apphia. Artemas. Onesiphorus. 
Onesimus. 
 
As you read through the book of Acts and follow the apostle Paul on his 
missionary journeys, you encounter an impressive list of church planters, 
evangelists, and leaders whom Paul discipled, invested in, and raised up for the 
church. 
 
One of the significant leadership environments that Paul used was in Ephesus. 
We read about the School of Tyrannus in Acts 19 and Acts 20:17-35. Luke 
records how this center of leadership development was part of Paul’s Asian 
strategy that fueled a multiplication movement that spread the gospel across 
the continent. 
 

But when some were becoming hardened and disobedient, speaking evil 
of the Way before the people, he withdrew from them and took away the 
disciples, reasoning daily in the school of Tyrannus. This took place for two 
years, so that all who lived in Asia heard the word of the Lord, both Jews 
and Greeks.(Acts 19:9-10, NASB) 

 
Church-based leadership development was part of the model of the early 
church. Leaders were raised up from the harvest for the harvest. Paul’s 
commitment to teaching, learning, and discipling provided a foundation for 
leadership growth that brought a tremendous expansion of the kingdom. It was 
based in a delivery system that included a learning environment, regular 
teaching, and a mobilization strategy. It provides one model of a delivery 
system for leadership development. 
 
What are some ways you have engaged in leadership development systems? 
What impact did the way leaders were developed have on the level or 
effectiveness of your own growth and development? 
 



 

How does the School of Tyrannus and the significant list of disciples whom Paul 
influenced inform your understanding of leadership learning and development? 
If you were to dream and envision a regional base for leadership multiplication 
from your ministry environment, what wild ideas would it include? How could it 
happen? 
 
 
ENCOUNTER 
 
In their book, Building Leaders, Aubrey Malphurs and Will Mancini identify four 
different approaches to the training and development of leaders. Each 
approach has a specific focus and provides learning in a different way: 
 

• Learner-driven: Emerging leaders take responsibility for their own growth 
and participate in a self-led process of leadership development. 

• Content-driven: Focuses on knowledge transfer, presented in both formal 
and informal settings; can be curriculum-based, providing the right 
information prior to engagement. 

• Mentor-driven: Provides a process for instruction, modeling, observation, 
and evaluation; can combine relationship with information and modeling 
with teaching. 

• Experience-driven: Emphasis is on a hands-on approach to training and 
actually doing ministry; an on-the-job and just-in-time focus.6 

 
How you deliver your equipping and training will determine how you leaders are 
developed, the depth of learning they experience, and the level of 
effectiveness they have as leaders in your organization. Each offers their own 
benefits and limitations in the developmental process. Discerning how you will 
deliver leadership learning will give direction to the kind of leaders you will 
multiply. 
 
Of the four equipping approaches, which of these do you identify as the best 
way to engage leadership development in your context? Why? 
 
There are times when only one approach can be limiting, how can you envision 
ways of raising up leaders that might take advantage of all four training 
approaches? 
 
A process of leadership development should include: 
 

• Instruction 
• Demonstration/modeling 
• Exposure/observation/engagement 
• Evaluation with encouragement 

 
                                            

6 Aubrey Malphurs and Will Mancini, Building Leaders (Grand Rapids: Baker Books, 2004). 



 

How can you define and describe a leadership development process in your 
context that would include all of these components? 
EXPRESSION 
 
An effective leadership development process will focus on emerging leaders as 
learners. It will provide opportunities for growth that help new and developing 
leaders to expand their leadership capacity and leadership influence in ways 
that make a difference. There are four factors in designing and delivering 
leadership development processes that must be evaluated: 
 

• Engagement: How will growth and learning happen for emerging leaders? 
Will it be formal or informal? Will it be in a small group or a large group? 
Will it be in-person or digital/virtual? How will knowledge be presented 
and acquired? What will be the level of interaction? How will it be 
developmental? 

 
• Environment: How will you help emerging leaders to identify the context in 

which they lead and apply their learning within that context? How can 
they apply the knowledge-based components of learning leadership to 
their leadership environment? What does application and 
implementation look like? 

 
• Encouragement: How will coaching take place? Will it be one-on-one, in 

triads, or some other way? Will there be a need for a formalized 
relationship or will it happen informally? How will support be provided to 
your emerging leaders, especially when they are facing life and 
leadership challenges? 

 
• Empowerment: Empowerment is realized when there is alignment of a) 

God’s call on the life of a leader, b) the gifts and passion of the leader, c) 
a leader’s ministry assignment, and d) growing effectiveness. How can 
you help emerging leaders to discover alignment and empowerment in 
their life and ministry? What process will you use for discernment and 
affirmation of God’s call to leadership? How will emerging leaders 
discover their gifts and passions? In what ways will you help emerging 
leaders to participate in multiple ministry assignments to identify where 
God can best use them? 

 
Describe how your developing leadership equipping process incorporates each 
of these four areas to most effectively form and grow emerging leaders. 
 
 
Where does your process still need greater investment and growth? Where are 
the places where you will potentially have the greatest effectiveness? 
 
 



 

A leadership development process does not have to be a leadership factory or 
farm system. It can be very effective when a leader invests their life into the lives 
of just one or two others. As you envision your approach to leadership 
development, how can you best engage in the lives of emerging leaders? How 
is God calling you to make your own unique impact on these leaders? 
 
 
REFLECT 
 
The temptation in developing leaders is to put together a process of formulaic 
leadership. It might look like getting a book list together and reading books with 
young leaders, discussing them, and then sending them out as if they are fully 
trained. It might be to borrow from another organization a packaged approach 
to growing leaders. It could be to collect all the various approaches to 
leadership, consolidate them, and put them into a formula that can be easily 
taught and communicated. These approaches are often generic, and do not 
focus on the uniqueness of the emerging leader or help them to understand 
whom God has wired and called them to be. 
 
In a Harvard Business Review article, Marcus Buckingham warns against 
leadership development processes like this—those that turn best practices into a 
formula that doesn’t account for individual needs and distinctiveness. He 
identifies two fallacies in this approach: 
 

• Every leader leads differently. 
• Techniques of leadership don’t always translate from one leader to 

another.7 
 
As you determine what e-learning looks like for you—how you will provide 
webinars, what workshops are necessary, when leadership retreats are to take 
place—recognize that personal leadership needs to help each emerging leader 
learn how to lead themselves first. Organizational leadership helps growing 
leaders develop competencies from which they influence a group of God’s 
people, and they must do it in line with God’s unique call and unique gifting to 
them. Providing an environment and process that allows for this exploration and 
discovery will help you to develop a deep well from which emerging leaders, 
like those in Acts, can help the gospel spread in ways that impact our world 
significantly and deeply. 
 
Share an experience in your growth as a leader that accounted for your 
uniqueness in some way and helped you to develop in a direction that you 
might not have otherwise gone. 
 
 

                                            
7 Marcus Buckingham, “Leadership Development in the Age of the Algorithm,” Harvard Business Review, 
hbr.org/2012/06/leadership-development-in-the-age-of-the-algorithm. 



 

How can you resist the temptation to engage in formulaic leadership 
development and provide experiences that help emerging leaders engage in 
context-focused and personally-based leadership formation? 
 
 
What about a leadership development delivery system concerns you, 
challenges you, and excites you? 
 
 
As we work to not only multiply leaders, but leadership development processes 
throughout our system, we will begin to develop a digital platform for sharing 
ideas, experiences, processes, and learning events that can be incorporated 
from church to church, ministry to ministry, and organization to organization. It 
will be a significant resource for all pastors and leaders who are working to grow 
new and emerging leaders for greater ministry impact. 
 
When I read this quote from Marcus Buckingham’s article, I see the vision we 
have been working toward in the RCA, and I look forward to the day in the not-
too-distant future when we will all be a part of it: 
 

Of course, it’s inevitable—and desirable—that the new model will quickly 
break through organizational boundaries. Soon there will be a place, 
somewhere in the cloud, that continually gathers the best techniques, 
tips, and practical innovations from high-performing leaders around the 
world; sorts them according to each individual’s unique leadership 
algorithm; feeds you the techniques that fit you best; and refines its 
filtering as it learns how you react to those techniques. It will be your own 
personal leadership coach, powered by the top leaders who are most like 
you.8 

  

                                            
8 Buckingham, “Leadership Development in the Age of the Algorithm.” 



 

 
THE DISCIPLESHIP/LEADERSHIP CONNECTION 

 
What is the foundation for leadership in your church, organization, or ministry 
environment? 
 
The foundation for your process of raising and reproducing leaders has a critical 
impact on how solid the leaders in your organization become and the firmness 
of the foundation out of which they lead. 
 
Unfortunately, leadership identification often follows the path of least resistance. 
Churches and people of faith often look for potential leaders by observing who 
has the power, prestige, and position in the secular world and transferring the 
same leadership rubric to their own leaders.  
 
Jesus went about leadership development in a completely different way. 
 
Jesus did not invite people to lead; he invited them to follow him. He offered 
discipleship. Discipleship, Jesus showed us, is the foundation for leadership. 
Leaders need to learn how to follow Christ in every area of their lives before they 
can guide others on their faith journeys. 
 
Looking back on your development as a leader, what was the discipleship-
leadership connection in your own life? How did you grow as a disciple in ways 
that were foundational for developing as a leader? 
 
 
Have you ever moved someone into a leadership role or given them a 
responsibility too quickly—before they had developed a foundation of 
discipleship? What was your decision-making process? What were the results? 
 
 
What process for disciple-making is currently in place in your church, 
organization, or ministry? How are you cultivating a culture of discipleship? 
 
 
How do you see discipleship as connected to leadership? 
 



 

 
ENCOUNTER 
 
In Luke 6:46-49, Jesus teaches about what it means to follow him. We learn that 
there is an element of obedience that is connected to discipleship. He illustrates 
what it means to follow him with a story.  
 
Read this familiar story, as told in The Message: 
 

Why are you so polite with me, always saying ‘Yes, sir,’ and ‘That’s right, 
sir,’ but never doing a thing I tell you? These words I speak to you are not 
mere additions to your life, homeowner improvements to your standard of 
living. They are foundation words, words to build a life on. 

If you work the words into your life, you are like a smart carpenter who 
dug deep and laid the foundation of his house on bedrock. When the 
river burst its banks and crashed against the house, nothing could shake it; 
it was built to last. But if you just use my words in Bible studies and don’t 
work them into your life, you are like a dumb carpenter who built a house 
but skipped the foundation. When the swollen river came crashing in, it 
collapsed like a house of cards. It was a total loss. 

 
Disciple-making is helping others to know, listen to, learn from, and obey Jesus. 
Each of us makes an intentional decision regarding our level of obedience in 
following Christ. 
 
Share the story of someone you know who chose to build their life without a solid 
foundation and then collapsed under the weight and responsibility of leadership. 
What were the results? What takeaways do you glean from that experience or 
story? 
 
 
How might a more solid foundation formed by a deep and disciplined faith have 
provided a different result? Where could or should the changes have been 
made? 
 
 
EXPRESSION 
 
The book Building a Discipling Culture by Mike Breen makes this statement: 
  

If you make disciples, you always get the church. But if you make a 
church, you rarely get disciples... 
 
Effective discipleship builds the church, not the other way around. We 
need to understand the church as the effect of discipleship and not the 
cause. If you set out to build the church, there is no guarantee you will 



 

make disciples. It is far more likely that you will create consumers who 
depend on the spiritual services that religious professionals provide.9  

 
How can a focus on leadership and church growth keep us from being clear 
about the Great Commission, which is to “go and make disciples?” (Matthew 
28:19-20) 
 
 
How can a focus on church growth and leadership inhibit the development of 
disciples, and ultimately the development of more leaders for ministry? 
 
 
In his book, Leadership Jazz, Max De Pree compiles a list of leadership qualities 
that focus on both a leader’s character and competency. Read this list slowly 
and reflect on the qualities it highlights: 
 

• Integrity: the leader’s internal moral compass. 
• Vulnerability: trusting the abilities of others. 
• Discernment: bringing wisdom and judgment to situations. 
• Empathy: caring about the struggles of your people. 
• Courage: stepping forward and being willing to act. 
• Humor: acting with compassion. 
• Intellectual energy: helping others fulfill their potential. 
• Respect for timing: recognizing the limitations of our control. 
• Breadth: having a vision for what can be. 
• Comfort with ambiguity: able to live with some degree of chaos. 
• Presence: availability and interaction with others.10  

 
How does being a follower of Jesus increase your capacity to develop these 
leadership characteristics in yourself? In others? 
 
 
Who is a leader that you respect or who has been a mentor to you that has 
embodied the majority of these qualities? How did this person develop these 
qualities? How did they model and reproduce these qualities in others? 
 
 
 
REFLECT 
 
The apostle Paul connected leadership and discipleship in his relationship with a 
young pastor named Timothy. He challenged Timothy to both lead and disciple 
others (2 Timothy 2:2). Paul encouraged Timothy to grow into who God created 
and formed him to be, following the model of sincere faith his mother and 

                                            
9 Mike Breen, Building a Discipling Culture (Pawleys Island: 3DM Publishing, 2014), 11-12. 
10 Max De Pree, Leadership Jazz: The Essential Elements of a Great Leader (New York City: Dell 
Publishing, 1993), 220. 



 

grandmother provided (2 Timothy 1:5). Paul also urged Timothy to resist giving in 
to a spirit of fear and instead be a person of strength, discipline, and love (2 
Timothy 1:7). 
 
In 2 Timothy 3:10-11 (PHILLIPS), Paul shares how a leader forms and reproduces 
younger leaders through teaching and example: 
 

But you, Timothy, have known intimately both what I have taught and 
how I lived. My purpose and my faith are no secrets to you. You saw my 
endurance and love and patience as I met all those persecutions and 
difficulties at Antioch, Iconium, and Lystra.  
 
And you know how the Lord brought me safely through them all. 
Persecution is inevitable for those who are determined to live really 
Christian lives, while wicked and deceitful men will go from bad to worse, 
deluding others and deluding themselves. 

 
How is God calling you to share your faith authentically with younger leaders? 
How is your daily growth as a disciple influencing your personal development as 
a leader? 
 
 
How are the leadership challenges you face calling forth both your character as 
a disciple and your competency as a leader? What lessons are you being 
taught in the midst of these challenges? What lessons are you passing on to 
younger leaders? 
 
 
How does your leadership development process ensure that people become 
disciples before they are leaders? 
 
 
The greatest issue facing the world today, with all its heartbreaking needs, is 
whether those who, by profession or culture, are identified as ‘Christians’ will 
become disciples—students, apprentices, practitioners—of Jesus Christ, steadily 
learning from Him how to live the life of the Kingdom of the Heavens into every 
corner of human existence.11   
                —Dallas Willard 

  

                                            
11 Dallas Willard, The Great Omission: Reclaiming Jesus’s Essential Teachings on Discipleship (New York 
City: HarperOne, 2006), xv. 



 

 
KNOW-BE-DO: A LEADERSHIP FRAMEWORK 

 
Helping leaders think and learn: How does it happen? How can churches 
multiply and mobilize emerging leaders to effectively engage in ministry that is 
making a difference and helping advance Christ’s kingdom? 
 
Learning is multidimensional. It happens at many levels and in many areas of a 
leader’s life, often at the same time. How can a leadership development 
process recognize the way different leaders learn and the areas in which they 
need to develop? 
 
Part of identifying a learning process is the awareness that a learning framework 
or construct can help facilitate learning better. It serves like the lines on a 
football field, guiding and limiting where the game is to be played. All kinds of 
options are available within the lines, but their existence maximizes, rather than 
diffuses, the ability to create, exercise, and experience the joy and challenge of 
the game. 
 
A leadership framework offers: 
 

• A process for learning leadership. 
• A model for training and equipping. 
• Common language for leadership that can permeate the organization. 
• Alignment of leadership vision with the organization’s overall mission and 

vision. 
 
The know-be-do leadership framework provides the lines on the playing field to 
help churches and church leaders create their own effective leadership 
development process. 
 
Recognizing that in a ministry environment leadership is built on discipleship, 
know-be-do begins with a discipleship framework. It provides a mental model 
for growing disciples by engaging in three simple convictions: 
 

• Knowing Jesus: Not just knowing about Jesus, but knowing him personally, 
intimately, and deeply. 



 

• Becoming like Jesus: Growing in sanctification and having a Christ-like 
character. 

• Doing what Jesus did: Living and loving like Jesus by exhibiting behaviors 
and conduct that flow out of our character and the intimate relationship 
we have with Christ. 

 
The progression of the framework is important. So often, in the Christian life, we 
want to skip to doing. We find validation and fulfillment in what we can 
contribute. But circumventing learning, development, and process to engage 
activity often produces Christ followers who do not have the depth of 
knowledge, relationship, or character to serve out of a deep well of 
Christlikeness.  
 
The developmental progression holds true with leadership as well. We start with 
knowing, recognizing that leaders are learners; move to being, valuing the 
character of leaders; and then engage in doing, appreciating the leadership 
competencies. 
 
A leadership learning construct will provide a framework on which to develop 
your process for raising and reproducing leaders at all levels of your 
organization. 
 
What are some leadership frameworks that you are familiar with, or have 
participated in as part of your own leadership development? 
 
 
How did they help the learning and growing process? 
 
 
How does thinking about know-be-do as a discipleship framework deepen your 
understanding of know-be-do as a leadership framework? 
 
 
What initial ideas have you been thinking about to be included in how you raise 
and reproduce leaders? 
 
 
What would be your end goal for a leadership development process in your 
church or organization that would be capable of raising up dozens of leaders 
over the next five years at all levels (volunteers, ministry leaders, small group 
leaders, teachers, ministry area leaders, commissioned pastors, part-time and 
full-time staff)? 
 
 
 
 
 



 

ENCOUNTER 
 
Luke 6:40 
 

A student is not superior to his teacher; but everyone, after he has been 
completely trained, will be like his teacher (AMP). 
 
The one who learns is not better than his teacher. But every one who 
learns will be like his teacher when his teacher has finished teaching him 
(WE). 
 
The student is not above the teacher, but everyone who is fully trained will 
be like their teacher (NIV). 
 
He quoted a proverb: “‘Can a blind man guide a blind man?’ Wouldn’t 
they both end up in the ditch? An apprentice doesn’t lecture the master. 
The point is to be careful who you follow as your teacher” (MSG). 

 
What bearing, insight, or influence does Jesus’ statement about teaching and 
training emerging learners have on your thinking about how you grow and 
develop leaders? 
 
 
Write down your top three observations, influenced by Luke 6:40, that you want 
to shape your leadership development process. How can you ensure that they 
are central to the process you develop? 
 
 
Often the success of an emerging leader’s development sits squarely on the 
shoulders of the emerging leader, more than on the shoulders of the teacher or 
equipper. How can you communicate this value in your process? What 
accountabilities can you build in to help emerging leaders take responsibility for 
their own growth and development? 
 
 
EXPRESSION 
 
1 Corinthians 3:18-22 (CEV) 
 

Don’t fool yourselves! If any of you think you are wise in the things of this 
world, you will have to become foolish before you can be truly wise. This is 
because God considers the wisdom of this world to be foolish. It is just as 
the Scriptures say, “God catches the wise when they try to outsmart him.” 
The Scriptures also say, “The Lord knows that the plans made by wise 
people are useless.” So stop bragging about what anyone has done. Paul 
and Apollos and Peter all belong to you. In fact, everything is yours, 



 

including the world, life, death, the present, and the future. Everything 
belongs to you, and you belong to Christ, and Christ belongs to God. 

 
The foundation of spiritual leadership development is spiritual growth. While 
some aspects of leadership can be found in both spiritual and secular 
leadership, there are some parts of spiritual leadership that are exclusively 
spiritual. Paul paints the wisdom of the world as useless foolishness compared to 
wisdom from God.  
 
We discover spiritual leadership by getting to know Jesus. The more we know 
him, the greater our understanding of what it means to live, love, and lead like 
him will become. As you look at leaders who know Jesus, what are some of the 
things that your emerging leaders need to know about Jesus and being a 
leader? 
 
Developing thriving leaders will require a wisdom that is not worldly, but flows out 
of an intimate knowledge of God, a close relationship with Jesus Christ, and an 
empowerment that results from the indwelling of the Holy Spirit in a leader’s life. 
Using our relationship with Christ as a starting point, we will think differently about 
leadership and about how leaders actually serve and lead. 
 
What is your working definition of leadership for your leadership development 
process? 
 
 
One of the definitions of leadership we have used in the Leadership 
Collaborative is Bobby Clinton’s definition of a leader from his book, The Making 
of a Leader:12 
 

“A person with a God-given capacity, and a God-given responsibility, 
who is influencing a specific group of God’s people, towards God’s 
purposes for that group.” 

 
Henri Nouwen also highlights a different kind of leadership in his book, In the 
Name of Jesus:13 
  

“The leadership about which Jesus speaks is of a radically different kind 
from the leadership offered by the world. It is a servant leadership in which 
the leader is a vulnerable servant who needs the people as much as they 
need him or her. From this it is clear that a whole new type of leadership is 
asked for in the Church of tomorrow, a leadership which is not modeled 
on the power games of the world, but on the servant-leader, Jesus, who 
came to give his life for the salvation of many.” 

 

                                            
12J. Robert Clinton, The Making of a Leader. (Colorado Springs, CO: NavPress, 1988). 
13Henri J. M. Nouwen, In the Name of Jesus: Reflections on Christian Leadership. (New York: Crossroad, 
1989). 



 

As you think about different definitions of leadership and different kinds of 
leaders, what do leaders look like in your context? 
 
Write down 25 things that you think leaders in your context need to know about 
leadership. This will provide you foundational information as you work toward 
creating your leadership development strategy. Use this leadership thinking to 
design your knowledge base for your emerging leaders. 
 
 
REFLECT 
 
Know thyself. The Greek philosopher Socrates used this statement frequently in 
Plato’s writings. Today, it provides a starting point for emerging leaders and their 
leadership development. It is why the Aspen Collaborative process begins with 
helping leaders lead themselves first. Knowing Jesus intimately and knowing 
leadership deeply also require us to know ourselves personally. 
 
The process of self-awareness and self-reflection begins with tools that can help 
emerging leaders identify their wiring, highlight strengths and limitations, and 
clarify how they best lead and learn. Some tools for evaluation and assessment 
for emerging leaders might include: 
 

• Leadership styles assessment 
• Spiritual gifts assessment 
• StrengthsFinder 
• Evangelism style assessment 
• Kolbe Index 
• Learning style assessment 
• 360° Feedback 

 
What kind of assessment and evaluation tools do you desire to incorporate into 
your leadership development process to help emerging leaders know 
themselves better? 
 
 
How do you see these tools being used in the process? 
 
 
What other areas of self-exploration should be incorporated into your leadership 
development process to help emerging leaders know themselves better? 
 
 
What do churches/organizations that are doing a good job at leadership 
development look like? One of the RCA’s partners in learning and development 
is the Leadership Network. For decades, they have been working with large 
congregations to help them make a greater ministry impact. 
 



 

Brent Dolfo of Leadership Network has identified some of the characteristics of 
churches they are working with that are doing well in the area of leadership 
development. Dolfo’s insights include:14 
 

1) Each church/organization has a vision so large that it cannot be 
accomplished with the current paid staff and volunteer leaders. 
 
2) Someone on the senior team wakes up each day thinking about 
leadership development. 
 
3) Each church/organization has embraced the idea that building and 
multiplying leaders for the kingdom is their kingdom work. 
 
4) Each senior leader and his/her team have agreed on a single definition 
of the attributes they want their leaders to possess at each level of their 
church/organization leadership. 
 
5) Each church/organization evaluates staff and promotes staff not on 
their individual contributions alone, but on their ability to develop and 
produce leaders. 

 
You can find the entire article and more information about leadership 
development here: leadnet.org/ten-truths-of-churches-that-do-a-great-job-with-
leadership-development-part-1/. 
 
Which of these insights resonate with you and how leadership development is 
happening at your church or organization? 
 
 
Which do you find the most challenging? 
 
 
As you read through this list and reflect on it, what kind of ‘change for the better’ 
does it prompt in your thinking, planning, or strategizing? What changes could 
you make to improve how leadership development is being done in your 
congregation? What changes will you make? 
 
“A little knowledge of God is worth more than a great deal of knowledge about 
him.” 

—J.I. Packer15 
          
 

                                            
14Brent Dolfo, "10 Truths of Churches That Do a Great Job with Leadership Development (Part 1),” 
Leadership Network. leadnet.org/ten-truths-of-churches-that-do-a-great-job-with-leadership-
development-part-1/. 
15 J. I. Packer and Carolyn Nystrom, Knowing God Devotional Journal: A One-year Guide. (Downers 
Grove, IL: IVP Books, 2009), 37.  



 

 

 

BE:  THE CHARACTER COMPONENT 

“You will be confronted with questions every day that test your morals . . . Think 
carefully and, for your sake, do the right thing, not the easy thing.”16 
 
Dennis Kozlowski, then-CEO of Tyco International, offered this advice in a 
commencement address at Saint Anselm College in Manchester, New 
Hampshire. He was indicted for tax evasion 17 days later. 
 
Does character really count? 
 
As we move further into the 21st century, we see a greater disconnect between 
leadership and character. From political sex scandals to the insider trading, 
fraud, and greed of corporate CEOs, our culture increasingly overlooks 
unethical and immoral behaviors in our leaders. Strong character is no longer 
seen as essential for good leadership.  
 
Yet in the spiritual arena, the heart and the character of a leader couldn’t be 
more important. Proverbs reminds us that our hearts, not what we say and do, 
reveal who we really are (Proverbs 23:7) and tells us to guard our hearts 
(Proverbs 4:23). Matthew 15 says that a heart that is intimate with Jesus is far 
more important than lips or words that honor him. 
 
When we build leadership from discipleship, it is a leader’s faith and character 
that connect the two. Growing in faith and knowledge of Jesus Christ impacts a 
leader’s heart before influencing the actions and activities that a leader 
engages in. Consecration and devotion flow out of a deepened intimacy with 
Jesus Christ that is grounded in a commitment to holiness and sanctification. 
 
The foundation of a leader’s character is the place from which the leader will 
exercise leadership. It will impact the leader’s relationships and treatment of 
others. It will influence the leader’s decision-making, whether he or she will take 
shortcuts or make choices based on self-interest, rather than the good of all. It 

                                            
16 Quoted in Greg Farrell, Corporate Crooks: How Rogue Executives Ripped off Americans…and 
Congress Helped Them Do It! [New York: Prometheus Books, 2006], 129. 



 

will determine whether the leader acts out of integrity or rationalizes unethical 
behavior. 
 
Being is the bridge between knowing and doing. When we know Jesus 
intimately, we will become like Jesus, not just in our actions, but in our hearts and 
minds. Knowing Jesus and trying to do what Jesus won’t mean anything if we 
aren’t willing to invest in deepening our faith, our hearts, and our character to 
reflect Christ as well. We will eventually fall short if we depend on the strength of 
our own character to determine our actions and decide what is right and 
wrong. 
 
Character development is a key component of an overall leadership 
development process. It starts with discipleship, and grows to influence how we 
live and love like Jesus in every area of our lives: soul, mind, body, and spirit. It 
calls leaders to a higher level of living. It expects a leader’s heart to continue to 
expand and become more holy, reflecting the heart of Christ and an increasing 
empowerment through the Holy Spirit. 
 
How do you see the interaction of leadership and character in the life of a 
leader? 
 
 
How do you understand growing character in the life of an emerging leader? 
 
 
What issues of character, piety, and discipleship do leaders in your context 
encounter? 
 
 
How do you want your leadership development process to shape the character 
of leaders? 
 
 
ENCOUNTER 
 

With the Lord’s authority I say this: Live no longer as the Gentiles do, for 
they are hopelessly confused. Their minds are full of darkness; they wander 
far from the life God gives because they have closed their minds and 
hardened their hearts against him. They have no sense of shame. They live 
for lustful pleasure and eagerly practice every kind of impurity.  
 

But that isn’t what you learned about Christ. Since you have heard about 
Jesus and have learned the truth that comes from him, throw off your old 
sinful nature and your former way of life, which is corrupted by lust and 
deception. Instead, let the Spirit renew your thoughts and attitudes. Put on 
your new nature, created to be like God—truly righteous and holy.  
 



 

So stop telling lies. Let us tell our neighbors the truth, for we are all parts of 
the same body. And “don’t sin by letting anger control you.” Don’t let the 
sun go down while you are still angry, for anger gives a foothold to the 
devil.  
 

If you are a thief, quit stealing. Instead, use your hands for good hard 
work, and then give generously to others in need. Don’t use foul or 
abusive language. Let everything you say be good and helpful, so that 
your words will be an encouragement to those who hear them.  
 
And do not bring sorrow to God’s Holy Spirit by the way you live. 
Remember, he has identified you as his own, guaranteeing that you will 
be saved on the day of redemption.  
 
Get rid of all bitterness, rage, anger, harsh words, and slander, as well as 
all types of evil behavior. Instead, be kind to each other, tenderhearted, 
forgiving one another, just as God through Christ has forgiven you. 
 

Imitate God, therefore, in everything you do, because you are his dear 
children. Live a life filled with love, following the example of Christ. He 
loved us[c] and offered himself as a sacrifice for us, a pleasing aroma to 
God. 
 

Let there be no sexual immorality, impurity, or greed among you. Such sins 
have no place among God’s people. Obscene stories, foolish talk, and 
coarse jokes—these are not for you. Instead, let there be thankfulness to 
God. You can be sure that no immoral, impure, or greedy person will 
inherit the Kingdom of Christ and of God. For a greedy person is an 
idolater, worshiping the things of this world.  
 

Don’t be fooled by those who try to excuse these sins, for the anger of 
God will fall on all who disobey him. Don’t participate in the things these 
people do. For once you were full of darkness, but now you have light 
from the Lord. So live as people of light!  

(Ephesians 4:17–5:8, NLT) 
 
How can emerging leaders identify the areas in their lives that need to be 
transformed? In what ways can you include self-reflection and introspection in 
your leadership development process? How might that help emerging leaders 
grow more holy? 
 
 
How do you see character formation of emerging leaders going beyond “sin 
management?” 
 
 
How can ongoing accountability be included in your leadership formation 
system? How has accountability worked best in your own life to help you grow 
your character as a leader? How can that influence your thinking and design? 



 

 
EXPRESSION 
 
In the Sermon on the Mount (Matthew 5–7), Jesus teaches his followers how to 
live and behave. His teachings mark a monumental and radical change from 
the religious attitudes and behaviors of his day. They also provide a deep 
understanding of how followers of Christ should live today, and how emerging 
leaders need to incorporate the values of Jesus into their own life. 
 
The Maxwell Leadership Bible by renowned leadership expert John C. Maxwell 
identifies ten core values from the Sermon on the Mount to which emerging 
leaders can aspire:17 
 

1. Do the right things for the right reasons (Matthew 6:1-8, 16-18). 
 
2. Pray God’s agenda, not your own (Matthew 6:9-13). 
 
3. Relationships will make or break you (Matthew 6:14-15). 
 
4. Prioritize eternal things, not temporal things (Matthew 6:19-24). 
 
5. Don’t sweat the small stuff (Matthew 6:25-31, 34). 
 
6. God’s kingdom is paramount; seek it first (Matthew 6:32-33). 
 
7. Judge yourself before you judge others (Matthew 7:1-6). 
 
8. If you need something, ask; if you have something, give it (Matthew 7:7-
12). 
 
9. Stay true to your convictions; don’t wander from the narrow path 
(Matthew 7:13-20). 
 
10. Obedience to God is the only sure foundation for life (Matthew 7:21-
27). 

 
What core values would you like to see your emerging leaders live out? How 
can you communicate these core values in a way that is memorable, 
applicable, relevant, and easy to implement? 
 
 
How can you measure character growth in your emerging leaders without being 
dogmatic, rigid, or perfunctory? 
 
 
 

                                            
17John C. Maxwell, The Maxwell Leadership Bible. (Nashville, Tenn: Thomas Nelson Publishers, 1982), 1186. 



 

 
REFLECT 
 
Spiritual leadership is not about leading from a position of authority as much as it 
is about leading from a position of submission—fully submitting to the lordship of 
Jesus Christ. Things like humility, honesty, authenticity, forgiveness, kindness, 
mercy, and justice all flow out of us as we live in submission to Christ. 
 
The greatest authority a spiritual leader can have is spiritual authority. Followers 
know when a leader is in close proximity to and regularly journeying with Jesus. It 
comes through in conversation, reflection, and interaction with others. 
 
How can you help your emerging leaders discover the value of spiritual 
authority? How can you help them deepen their faith so that they can model 
spirituality and encourage others on their faith journeys? 
 
 
How would you define and explain to emerging leaders the following examples 
of leadership authority? Aim to show emerging leaders the value of leading with 
holiness and character through your explanation. 
 

• Spiritual authority 
• Relational authority 
• Intellectual authority 
• Moral authority 
• Positional authority 

 
The apostle Paul emphasizes the value of reflecting Christ in our lives and 
leadership when he writes to the church at Corinth in 1 Corinthians 11:1: 
 

You must follow my example, as I follow the example of Christ (CEV). 
 
Copy me, my brothers, as I copy Christ himself (PHILLIPS). 
 
It pleases me that you continue to remember and honor me by keeping 
up the traditions of the faith I taught you. All actual authority stems from 
Christ (MSG). 
 
Imitate me, then, just as I imitate Christ (GNT). 

 
Modeling. Imitation. Example. Reproduction. This is how spiritual leadership 
works. Leaders imitate Christ, and others follow our example in their own hearts 
and lives. Christ is the heart out of which all leadership flows.  
 



 

What are the parts of your life that you would encourage emerging leaders in 
your context to imitate? What are a few things you might discourage them from 
imitating? 
 
 
Modeling and imitation is about proximity and frequency, observation and 
practice. What are some ways in your leadership development process that you 
can ensure emerging leaders are in close contact with leaders who they can 
emulate? 
 
 
Who leaders are precedes what leaders do. How can you encourage emerging 
leaders to see the importance of their inner lives in shaping who they are as 
leaders? 
 
 
For more information on character in leadership, read “The Irony of Integrity: A 
Study of the Character Strengths of Leaders,” by William A. Gentry, Kristin L. 
Cullen, and David G. Altman of the Center for Creative Leadership. A PDF is 
available here: insights.ccl.org/wp-ontent/uploads/2015/04/IronyOfIntegrity.pdf. 
  
 
The truth is that right actions done for the wrong reason do not help to build the 
internal quality or character called a ‘virtue’, and it is this quality or character 
that really matters.”  

—C. S. Lewis18 
  

                                            
18C. S. Lewis, "The ‘Cardinal Virtues.’" Chap. 2 in Book III of Mere Christianity (New York: MacMillan Pub., 
1952). 



 

 
DO: GROWING COMPETENCY 

 
A 2008 article in USA Today identified an interesting trend in executive 
leadership. In analyzing the CEOs of the 1,187 publicly traded companies with a 
market cap of $2 billion at the time, one in five of the CEOs had held a job at 
just 20 companies. Ten percent had worked at just eight companies.19 
  
These were the companies identified as producing some of the top leaders in 
American industry at the time the article was published: 

1. McKinsey & Company (16) 
2. Deloitte & Touche (8) 
3. Baxter International (11) 
4. PwC (10) 
5. Ernst & Young (12) 
6. Merrill Lynch (7) 
7. Motorola (7) 
8. Intel (8) 
9. Procter & Gamble (12) 
10. General Electric (26) 
11. Honeywell (10) 
12. Novartis (8) 
13. PepsiCo (13) 
14. Disney (9) 
15. ExxonMobil (7) 
16. Johnson & Johnson (8) 
17. IBM (18) 
18. AT&T (13) 
19. Citigroup (11) 

Leaders attract leaders. Leaders identify future leaders. Leaders develop the 
next generation of leadership. 
 

                                            
19 Del Jones, “Some firms’ fertile soil grows crop of future CEOs,” USA Today, 
usatoday30.usatoday.com/money/companies/management/2008-01-08-ceo-companies_n.htm. 



 

Retired Procter & Gamble (P&G) CEO A.G. Lafley, when observing the 
leadership development effectiveness of P&G, said, "We are a leadership 
engine and a talent machine."20 
 
There are churches that have a similar capacity in the RCA. They are 
environments where leaders are identified, nurtured, and given the opportunity 
to thrive. They give emerging leaders challenging assignments and 
responsibilities, connect with them regularly to monitor growth, and invest in their 
character and their competency. 
 
What are some key components of your current ministry environment that can 
help develop and deploy leaders? 
 
 
What might a vision for growing leaders at all levels of ministry look like in your 
context? 
 
 
If you were to think about developing a process for reproducing leaders that 
could be in the top 20 in the RCA, what might it look like? 
 
 
ENCOUNTER 
 

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

 
Who are some of the people you have invested in and seen grow to become 
leaders under your encouragement and mentoring? How were they a letter from 
Christ that showed the fruit of your ministry? 
 
 
How do you sometimes feel inadequate as a leader, and where do you find 
yourself leaning heavily on your trust in God to help you be more competent? 

                                            
20 Quoted in Stephen P. Robbins and Timothy A. Judge, Organizational Behavior [Upper Saddle River, 
New Jersey: Prentice Hall, 2010], 409.  



 

What are some things you can do to help be used by God to increase the 
competence of emerging leaders in your ministry environment? 
 
EXPRESSION 
 
Recently, the Harvard Business Review website posted an article by Sunnie Giles 
that looked at the responses from 195 leaders from 15 countries and more than 
30 global organizations who had been asked to select 15 leadership 
competencies as most important from a list of 74 competencies.21 Giles studied 
the responses and found that, of the 15 leadership competencies selected, five 
themes rose to the surface as most important for leaders: 
 

1. Strong ethics and safety 
2. Self-organizing 
3. Efficient learning 
4. Nurtures growth 
5. Connection and belonging 

 
In walking through the second year of the Leadership Collaborative, nine 
competencies were identified for leading organizationally. These included: 
 

• Trust 
• Vision 
• Strategic direction and discernment 
• Developing people 
• Embracing change 
• Decision-making 
• Culture, innovation, and risk 
• Execution 
• Redemptive conflict 

 
The Society for Human Resource Management has defined leadership 
competencies this way: 
 

Leadership competencies are leadership skills and behaviors that 
contribute to superior performance. By using a competency-based 
approach to leadership, organizations can better identify and develop 
their next generation of leaders.22 

 
What skills are necessary to hone and develop for future leaders in your ministry 
environment? 
 

                                            
21 Sunnie Giles,”The Most Important Leadership Competencies According to Leaders Around the World." 
Harvard Business Review. March 15, 2016, hbr.org/2016/03/the-most-important-leadership-
competencies-according-to-leaders-around-the-world. 
22 “Leadership Competencies,” Society for Human Resource Management, 
www.shrm.org/research/articles/articles/pages/leadershipcompetencies.aspx. 



 

Make a list of leadership competencies that you think should be part of your 
leadership development system. Define each one to your peer coach and share 
why you think they should be part of the list. 
 

1.      6. 
 
2.      7. 
 
3.      8. 
 
4.      9. 
 
5.      10. 

 
How do you envision teaching, equipping, and nurturing these competencies in 
the lives of your emerging leaders? 
 
 
REFLECT 
 

Soon after this, Jesus was going through towns and villages, telling the 
good news about God’s kingdom. His twelve apostles were with him, and 
so were some women who had been healed of evil spirits and all sorts of 
diseases. (Luke 8:1-2, CEV) 

 
Jesus’ method of teaching and leadership development included bringing the 
disciples along. They were constantly with him. They could observe, interact, 
learn, and process as they walked on the dusty roads of Galilee, Samaria, and 
Jerusalem—engaging in the classroom of life.  
 
This incarnational immersion, of being with Christ in order to learn from Christ and 
grow more deeply as a Christ follower, represents a core part of how leaders are 
developed. It is a key component of an overall leadership emergence process.  
 
Having an incarnational urban or global immersion experience as part of one’s 
developmental pathway can open new learnings, new insights, and new 
opportunities for growth. Getting leaders out of their routine and exposing them 
to new and different cultures and micro-cultures helps broaden and accelerate 
the learning process. 
 
What kind of immersion experiences did you have that broadened your horizons 
and stretched your thinking when you were developing as a new leader? 
 
 
What type of incarnational immersion experience could you include in your 
leadership development process to stimulate new insights and opportunities and 
deepen faith in an emerging leader? 



 

How do you need to be involved personally in the developing of emerging 
leaders in your context? How can you bring leaders with you to a learning 
environment that is outside the walls of the church or beyond the normal ways of 
teaching and learning? 
 
 
 
 
 
The growth and development of people is the highest calling of leadership.23 

—Harvey Firestone 
 
 
  
 

  

                                            
23 Harvey Firestone, quoted in Scott Williams, “The True Mission of a Leader,” Relevant Magazine, 
www.relevantmagazine.com/next/blog/6-main-slideshow/1191-the-true-mission-of-a-leader.  



 

 
VALUES 

 
What values do you bring to your understanding of leadership? 
 
Do you have strongly held convictions and beliefs that frame how you define a 
leader and how a leader influences a group or organization? 
 
What values do you bring to how you see the reproduction and multiplication of 
new leaders? 
 
Values reflect our highest priorities and commitments. They are driving forces 
within an organization, providing the foundation for decision-making, for resource 
distribution, and for strategic next steps. 
 
We often think of values at a personal level. We define our values as the key 
convictions we hold that guide and direct our leadership. Values are not only 
expressed at a personal level, but also at an organizational level. Organizations 
hold to a set of values—whether articulated or not—that define who they are, 
how they function, and ultimately, what they will accomplish. 
 
While values are important to identify for individuals, churches, and organizations, 
they are also critical to the way an organization designs a process of leadership 
development. The system-wide values determine how an organization will identify, 
develop, and mobilize leaders for the purpose of ministry and mission, both in the 
context of the church and in the world. 
 
An effective process for multiplying leaders will be able to define: 
 

• Target audiences—who will participate? 
• Selection processes—how will emerging leaders be identified? 
• Prerequisites—what steps need to be taken prior to participation? 
• Learning methodologies—what processes for learning will be used? 
• Key success indicators—how will you know if you are effective? 
• Support—how will you support emerging leaders? 



 

• Communication needs—in what ways will you provide needed 
information? 24 

 
Before answering the design and process questions of leadership development, 
the question of values determination must be addressed. The values adopted by 
an organization will be the foundational construct out of which a leadership 
growth process can be developed, leading to greater overall effectiveness and 
impact. 
 
What are the current stated values of your church or organization? 
 
 
Which of those values are aspirational and which ones reflect part of the current 
culture and behavior of your organization?  
 
 
Which of the values you just shared should be incorporated into a process of 
leadership development? What are some ways that this could happen? 
 
 
Brainstorm for a moment. What additional values could be foundational for 
multiplying leaders in your context? Try to articulate ten potential values. 
 
 
How does this initial thinking regarding values begin to provide some framework 
for the priorities and convictions you hope to include in a leadership development 
process? 
 
 
ENCOUNTER 
 
In Mark 4, we read about the importance of environment in the multiplication of 
God’s Word in the lives of people. Think of this parable from a leadership 
perspective as you read it. Reflect on how the Word of God speaks into the life of 
an emerging leader. Notice the environments that help the Word to take root in a 
young leader’s life and those in which it may be more difficult for faith to grow.  
 

“He went back to teaching by the sea. A crowd built up to such a great 
size that he had to get into an offshore boat, using the boat as a pulpit as 
the people pushed to the water’s edge. He taught by using stories, many 
stories. 
 
‘Listen. What do you make of this? A farmer planted seed. As he scattered 
the seed, some of it fell on the road and birds ate it. Some fell in the gravel; 

                                            
24 Lorri Freifeld, “Effective Leadership Development,” Training Magazine, 
www.trainingmag.com/content/effective-leadership-development. 



 

it sprouted quickly but didn’t put down roots, so when the sun came up it 
withered just as quickly. Some fell in the weeds; as it came up, it was 
strangled among the weeds and nothing came of it. Some fell on good 
earth and came up with a flourish, producing a harvest exceeding his 
wildest dreams. 
 
‘Are you listening to this? Really listening?’ 
 
When they were off by themselves, those who were close to him, along with 
the Twelve, asked about the stories. He told them, ‘You’ve been given 
insight into God’s kingdom—you know how it works. But to those who can’t 
see it yet, everything comes in stories, creating readiness, nudging them 
toward receptive insight. These are people— 
 
Whose eyes are open but don’t see a thing, 
Whose ears are open but don’t understand a word, 
Who avoid making an about-face and getting forgiven.’ 
 
He continued, ‘Do you see how this story works? All my stories work this way. 
 
‘The farmer plants the Word. Some people are like the seed that falls on the 
hardened soil of the road. No sooner do they hear the Word than Satan 
snatches away what has been planted in them. 
 
‘And some are like the seed that lands in the gravel. When they first hear 
the Word, they respond with great enthusiasm. But there is such shallow soil 
of character that when the emotions wear off and some difficulty arrives, 
there is nothing to show for it. 
 
‘The seed cast in the weeds represents the ones who hear the kingdom 
news but are overwhelmed with worries about all the things they have to 
do and all the things they want to get. The stress strangles what they heard, 
and nothing comes of it. 
 
‘But the seed planted in the good earth represents those who hear the 
Word, embrace it, and produce a harvest beyond their wildest dreams.’” 
(Mark 4:1-20, MSG) 

 
What observations can you make about leadership development environments 
from this parable of Jesus? 
 
 
Which type of environment is most prevalent in churches today when it comes to 
raising leaders? What are the most frequently occurring barriers to leadership 
development? 
 



 

What are some of the key components of an effective leadership reproduction 
system—a system that sees a 30, 60, or 100-fold increase in the number of leaders 
it is producing and fosters personal growth in the leaders formed? 
 
  
EXPRESSION 
 
When we examine the values of a leadership reproduction system, it causes us to 
think beyond the normal paradigms of learning and ministry formation. Learning 
leadership is so much more than information acquisition. It is knowing what a 
leader is, what a leader does, and how a leader influences a group of God’s 
people toward God’s purposes for that group. 
 
The category of values encompasses thoughts, feelings, and convictions about 
the environment where leadership is being learned, the process for raising leaders, 
why leaders are being formed, and the commitment and expectations that are 
included in the process. 
 
An example of a values framework that can provide a foundation for multiplying 
leaders might look like this: 
 

• In-ministry formation: Hands-on ministry within the context of the local 
church is the principle avenue for leadership development. Opportunities to 
grow and develop in real-life ministry situations can give direction in forming 
and informing emerging leaders. 

• Competency-based equipping: While the value of education is maintained, 
it is also expanded to include and appreciate the need for leaders who are 
equipped with ministry skills that will provide greater effectiveness for local 
church ministry. The test of a leader is not in the classroom, but in a 
conference room, a small group, discipleship, or moving a group of gifted 
ministry workers forward in living out their vision for ministry. 

• Mission context: The vision of the church as a maintained organization, as a 
covenant community in mission, will determine our motivation for sending 
workers into the harvest. If we see the need as Jesus did in Luke 10—if we 
see the incredible potential for ministry that requires many more laborers, if 
we see the fields ripe for the harvest—how can we help but respond with a 
vision and willingness to raise up as many workers for the harvest as 
possible? 

• Lifelong learning: Multiplying leaders is a process that values the fact that 
leaders are learners. Cultivating and growing one’s leadership takes a 
commitment that lasts a lifetime. Regular training, equipping, and 
assessment provide insight and information to challenge and develop 
leaders who expand their ministry influence. 

As you review these leadership multiplication system values, what approach 
resonates with you most?  



 

Based on your reflection and observation, what priorities and convictions should 
shape the leadership development system for your organization? 
 
 
What is missing? What are some additional potential values that you can include 
that reflect your unique context and ministry assignment? 
 
 
IMPACT 
 
In discerning and determining system-wide values that are process-based, leaders 
need to identify the environmental factors that help create space for leadership 
learning and development. Some of these factors can be controlled and some 
cannot. 
 
The mystery and mystique of leadership can be found in Jesus’ parable of the 
growing seed in Mark 4:26-29 (MSG): 
 

“Then Jesus said, ‘God’s kingdom is like seed thrown on a field by a man 
who then goes to bed and forgets about it. The seed sprouts and grows—
he has no idea how it happens. The earth does it all without his help: first a 
green stem of grass, then a bud, then the ripened grain. When the grain is 
fully formed, he reaps—harvest time!’” 

 
Sometimes leadership development proceeds with little control by external forces. 
It can be a God-ordained process that helps leaders to grow in unique and even 
unknown ways. There are also variables that can be controlled that have direct 
bearing on production, as we saw earlier in the parable of the sower.  
 
Take a moment and consider the factors involved in determining the values for 
leadership multiplication in your organization. Answer these questions sincerely 
and strategically. This will help you articulate the foundation of values out of 
which your process will be developed. 
 

• Environment: Where does leadership development happen? 
 
• Process: How does multiplying leaders happen? 
 
• Focus: For what purpose are you developing leaders? 
 
• Commitment: What level of commitment and timeframe shapes your 

leadership development expectations? 
 
Share your responses with your coaching partner. 
 
 
 



 

REFLECT 
 
When we read the gospels, the wonderful takeaways not only show us how to live 
and love like Jesus, but are also a primer on how to lead like Jesus. The gospels 
show us how Jesus was investing in his followers, equipping them to lead a 
movement that would multiply and thrive for centuries after Jesus’s ascension. 
 
Bob Logan and Neil Cole outline a leadership development system designed to 
help pastors and churches raise leaders from the harvest and for the harvest in a 
resource aptly titled, Raising Leaders for the Harvest.25 They provide an effective 
summary of how Jesus developed leaders that came out of the harvest and were 
sent back into the harvest to share the gospel of Jesus Christ: 
 

• He started with people from the harvest (Matthew 4:18-22; 9:9) 

• He gave his followers an effective model (Matthew 4:23; 9:35-36) 

• He trained leaders through on-the-job ministry assignments (Matthew 10) 

• He commissioned them to make disciples of all nations (Matthew 28:18-20) 

• He released the multiplication of disciples and churches all over the place 
(Acts and church history) 

Leadership development is more than providing lectures in a classroom and 
having your emerging leaders read the latest leadership books. The greatest 
growth will come when you develop a leadership learning environment that 
allows emerging leaders to explore their own gifts, skills, and callings; encourages 
learning through hand-on opportunities and experiences; and provides emerging 
leaders with an evaluation of how they can have a greater impact for Christ’s 
kingdom. 
 
 
 
True success comes only when every generation continues to develop the next 
generation, teaching them the value and the method of developing the next 
group of leaders.26  
—John Maxwell 

  

                                            
25 Bob Logan and Neil Cole, Raising Leaders for the Harvest (St. Charles, Churchsmart Resources, 1995). 
26 John Maxwell, “The Leader’s Lasting Contribution: Reproducing Generations of Leaders.” Chap. 10 in 
Developing the Leaders Around You (Nashville: Thomas Nelson, 2005), 197-213. 



 

 

 

CULTIVATING COMMUNITY 

Life is not a solo experience. Neither is leadership. Spiritual leadership is exercised 
in the context of community. There are leaders, sub-leaders, followers, teams, 
peers, colleagues. Each plays a role and has a significant responsibility in order to 
achieve what a group is hoping to accomplish together. 
 
Cultivating community is a critical part of creating a leadership development 
process. The way learning takes place is integral, but the way leaders grow and 
learn together is equally important. The knowledge base for leadership is only a 
small fraction of what leaders need to know and lead out of. The sense of 
community and relationship is significant in understanding the relational dynamics 
and how leaders interact within changing and transitioning environments that are 
always composed of people. 
 
Before reflecting on the value of community in leadership development, let’s take 
a step back to review the ground that has been covered so far. Walk through 
with your partner the components of your leadership development system that 
are coming together to multiply leadership in your leadership environment: 
 

1) Current reality: How have you determined the leadership requirement in 
your organization or ministry? What do effective leaders in your context look 
like and what do new leaders need to look like? What are the skills, 
competencies, character qualities, gifts, and talents you are trying to 
cultivate? 

 
 
2) Values foundation: What values have you identified that need to be 

included in your leadership development process? How are you ensuring 
that those values permeate the system and the lives of future leaders? 

 
 
3) The discipleship/leadership connection: What kind of discipleship 

foundation are you providing for emerging leaders? How are you working to 
make sure spiritual formation is experienced before jumping into leadership 
development? 



 

 
4) Know: leaders are learners: What do leaders need to know in your 

environment? How do leaders think and what is the knowledge base 
required in your leadership development process? 

 
 
5) Be: the character component: What issues of character, piety, and 

discipleship have you identified to be included in your leadership 
development process? What do you hope your leaders will become, 
regarding the character component? How is your understanding of 
character formation moving beyond just sin management? 

 
 
6) Do: growing competency: What skills and competencies are necessary for 

future leaders to hone and develop in your context? What experiences do 
they need to have to grow as a leader? What kind of incarnational, urban, 
or global immersion experience have you included in your process? 

 
 
7) Delivery system: How are you planning on delivering leadership formation in 

your process? How many people are you hoping to be engaged in your 
experience—a small group, a triad, one-on-one, a classroom, a leadership 
factory? How will people learn? How will emerging leaders observe 
significant leadership models? What exposure for exploring their own 
leadership in early stages will they be given? How will they be evaluated 
with encouragement? 

 
 
As you share your responses to these questions with your coaching partner, 
consider the top 3 things you need to do to follow up in bringing greater 
development and refinement to your leadership development process. 
 

 1. 
 
 2. 
 
 3. 
 

ENCOUNTER 
 

Real wisdom, God’s wisdom, begins with a holy life and is characterized by 
getting along with others. It is gentle and reasonable, overflowing with 
mercy and blessings, not hot one day and cold the next, not two-faced. 
You can develop a healthy, robust community that lives right with God and 
enjoy its results only if you do the hard work of getting along with each 
other, treating each other with dignity and honor. 
 (James 3:17-18, MSG) 



 

Holiness and getting along with others. Who would have thought those two things 
were the starting point for real wisdom? What if we took those two components 
and built our seminary curriculum from there—especially around leadership and 
the cultivation of community? What difference would it make? 
 
Community is a key ingredient—in the Christian life, in learning, in growing, in 
wisdom, in relational development, in leadership development. Leaders have to 
get along with people, and they need to know how to cultivate growing 
relationships. They must be aware of how humility, dignity, and respect are 
connected as we journey through life together. 
 
Many of the issues that leaders deal with come as the result of poor relational 
skills, and leaders might be better equipped if they learned leadership from a 
communal context—from and with other leaders. 
 
As you look at leadership development as not a solo journey but as a community 
experience, how does your perspective change? 
 
 
Where are the radical shifts in how you deliver leadership training in community? 
Where are the shifts in how leaders grow as leaders personally and in relationship 
with other people? 
 
 
What should be some of the unique components of leadership development in 
community? 
 
 
EXPRESSION 
 
He appointed twelve that they might be with him. (Mark 3:14a, NIV) 
 
From the very beginning, Jesus’ training of the twelve revolved around 
community. He didn’t take two or three months with one disciple at a time; Jesus 
gathered the twelve together and committed to be with them. 
 
They learned in community, they developed as a community, and the community 
they experienced was the key learning environment from which they were 
cultivated as leaders. 
 
What are some of the benefits of experiencing leadership development in 
community? What take-aways can you get from reflecting on how Jesus did it 
with his disciples? 
 
How do you need to include the cultivation of community as part of your 
leadership development process? How is cultivating community more than just a 
group learning process? 



 

REFLECT 
 

Timothy, my child, Christ Jesus is kind, and you must let him make you 
strong. You have often heard me teach. Now I want you to tell these same 
things to followers who can be trusted to tell others.  
(2 Timothy 2:1-2, CEV) 

 
Bob Logan defines coaching as the process of helping people “discover God’s 
agenda for their life and ministry, and then cooperating with the Holy Spirit to see 
that agenda become a reality.”27 It describes Barnabas’ relationship with Paul, 
and Paul’s relationship with Timothy. 
 
Emerging leaders need to experience a safe place environment for change, and 
in community discover a place for learning, support, and accountability. We can 
engage in accountability in relationships that are in a group and in coaching 
relationships. A coach helps to equip in the fundamentals, evaluate one’s 
competency, and encourage helping leaders do their best. 
 
The 5 R’s of Coaching is a simple process for walking through a coaching 
conversation with emerging leaders and providing them encouragement, 
equipping, and evaluation on their growth and development at regular intervals. 
The 5 R’s provide the outline, and each has questions you can ask young leaders 
to help them go deeper in their own development: 
 

Relate 
• How are you? 
• What can we celebrate? 
 

Reflect 
• What progress has been made? 
• What challenges are you facing? 
• Where are you now? 
• Where do you sense God wanting you to go? 
 

 
Refocus 
• What would be different? 
• What are some possible next steps to getting there? 
• Which ones seem most helpful for giving you traction to move forward? 
• What will you do? 
 

Resource 
• Who can come alongside you to help? 
• What else do you need? 
 

 

                                            
27 Bob Logan, “Train and Multiply Disciples,” Logan Leadership(blog), https://loganleadership.com/train-and-
multiply-disciples/ 



 

Review 
• What are the next steps you can take between now and our next session? 
• What was helpful to you in this conversation?28 

 
 
Another helpful rubric for a coaching conversation simply will ask an emerging 
leader in a one-hour coaching connect: 
 

• What’s working? 
• What’s not working? 
• What are you learning? 
• What needs to change? 
• What’s next? 

 
Having your emerging leader spend time reflecting and responding to these 
questions in advance and providing you with their responses will provide a deeper 
coaching conversation and will help you facilitate a time of learning, support, 
and accountability that is helpful and beneficial for all. 
 
How do you see coaching as a part of the community cultivation in your 
leadership development process? 
 
 
How will you identify and equip your coaches to journey with emerging leaders? 
 
 
What positive experiences of coaching have you had that can transfer into your 
growth path for emerging leaders? 
 
 
“[Our minds] were given to us for another purpose: to raise to awareness to the 
communal reality of nature, to overcome separateness and alienation by a 
knowing that is loving, to reach out with intelligence to acknowledge and renew 
the bonds of life.”29      

  

                                            
28 Bob Logan, “A Structure to Hang Your Coaching Skills on,” Logan Leadership (blog), 
https://loganleadership.com/structure-hang-your-coaching-skills/ 
29 Parker Palmer, To Know as We Are Known: Education as a Spiritual Journey [San Francisco: 
HarperSanFrancisco, 1983], 9. 



 

 
CREATING A LEADERSHIP DEVELOPMENT CULTURE 

 
It has been a significant journey. While it seems to be coming to conclusion, it is 
only beginning. The Leadership Collaborative journey has walked through three 
years of leadership development: 
 
Year 1 – Personal leadership: committing to leading yourself first 
Year 2 – Organizational leadership: focusing on the competencies needed to 

lead others 
Year 3 – Multiplying leadership: devoting yourself to the mobilization of more 

leaders, not just more followers 
 
The level of investment in the journey has determined the level of reward. Those 
who have invested heavily have gleaned greatly. Those who have committed 
minimally cannot expect a maximum return. The capacity to develop leaders 
will be proportionate to your willingness to devote yourself in emerging leaders, 
as well as the willingness of emerging leaders to invest in a process of learning 
and developing. 
 
Take a moment, and reflect on your journey: 
 
Where has been your growing edge in personally growing as a leader through 
the Leadership Collaborative journey? 
 
 
What leadership competency (or competencies) have you seen developed, 
stretched, or improved the most through this experience? 
 
 
What capacity is being created for leadership multiplication as you engage in 
designing a leadership development process for your church or organization? 
 
 
ENCOUNTER 
 

You’ve been a good apprentice to me, a part of my teaching, my 
manner of life, direction, faith, steadiness, love, patience, troubles, 



 

sufferings—suffering along with me in all the grief I had to put up with in 
Antioch, Iconium, and Lystra. And you also well know that God rescued 
me! Anyone who wants to live all out for Christ is in for a lot of trouble; 
there’s no getting around it. Unscrupulous con men will continue to exploit 
the faith. They’re as deceived as the people they lead astray. As long as 
they are out there, things can only get worse. 
 
But don’t let it faze you. Stick with what you learned and believed, sure of 
the integrity of your teachers—why, you took in the sacred Scriptures with 
your mother’s milk! There’s nothing like the written Word of God for 
showing you the way to salvation through faith in Christ Jesus. Every part 
of Scripture is God-breathed and useful one way or another—showing us 
truth, exposing our rebellion, correcting our mistakes, training us to live 
God’s way. Through the Word we are put together and shaped up for the 
tasks God has for us. 

—2 Timothy 3:10-17, MSG 
 
As you read through this description of Timothy’s growth and development, what 
are some of the relational connections that Paul and Timothy shared that should 
be included in a leadership development process? How are they included in the 
relationships of your emerging leaders? 
 
 
What is the place of learning, instruction, training, and equipping between Paul 
and Timothy? What are the ways you are ensuring that these experiences are 
incorporated into the growth process for your developing leaders? 
 
 
How are the training and equipping that you are providing (or plan on providing) 
for emerging leaders helping them to live God’s way and be shaped up for the 
tasks God has for them? How do they discern and define these things and how 
can they be encouraged and engaged in seeing them realized in their own life? 
 

 
EXPRESSION 
 
Creating culture is part of the job description of an organizational leader. The 
leader sets the pace. He or she influences the environment. Who and what he 
or she is permeates the organization—for both good and bad. 
 
A leader who tries to create a culture that values and champions leadership 
development begins by evaluating the significance he or she places on the 
investment and development of emerging leaders. Walk through these 
questions and assess your commitment to a process that requires time and 
proximity to leaders as you raise them from the harvest and for the harvest: 
 

• Do you expect and prepare leaders at every level of your organization? 



 

• Do you believe every person has the capacity to influence and make a 
contribution to the mission and vision? 

• Do you have focused experiences to help translate leadership potential 
into leadership influence? 

• Do you provide space for leadership exploration and experimentation in 
places of low risk and offer opportunities for capacity and confidence 
building? 

• Do you encourage innovation and creativity in both existing and new 
environments? 

 
Your response to these questions provides the foundation upon which a 
leadership development culture can be built. 
 
As you reflect on the leadership development process you are implementing, 
what are the greatest strengths in your system, and what are the most significant 
limitations or impediments? Share your responses with your coaching partner. 
 
 
What are some of the shapers of organizational culture? 
 

• Shared mission 
• Common values 
• Corporate behaviors 
• History and traditions 
• Decision-making processes 
• Policies and procedures 
• How things are done 
• Leadership influences 
• Risk tolerance 
• Attitudes 
• Beliefs 

 
Creating a leadership development culture requires raising the value of 
leadership and the commitment to multiplying leaders. It means increasing the 
resources and time invested into the process and raising the profile of the 
process within the organization. It requires high investment from the senior leader 
in order to help shape the process and affirm its value and priority. 
 
What do you need to do to ensure the effectiveness of a leadership 
development strategy in your ministry or organization? How is your influence 
critical to the overall effectiveness of your leadership multiplication process? 
 
 
What key decisions do you need to make both personally and organizationally 
to increase the impact of leadership development in your system? 
 



 

REFLECT 
 
In a presentation at a leadership community in Dallas, Texas, with Leadership 
Network (one of the RCA’s partners in Transformed & Transforming), Mark Miller, 
vice president of training and development for Chick-fil-A, shared five 
assessment questions for leadership development: 
 

1. Do you have a common definition of leadership? Define it. There are over 
6,000 published definitions of leadership. What’s yours? 

 
2. Do your leaders have the necessary skills to deliver on the definition? 

Teach it. Leaders need continual learning as an ongoing process for 
leadership growth and development. 

 
3. Are you giving emerging leaders multiple opportunities to lead? Practice 

it. Most emerging leaders are going to learn how to lead by leading. 
 
4. Are you recognizing and rewarding the leadership behavior you expect 

and promote? Measure it. People are always watching the leader. 
 
5. Are your existing leaders modeling the leadership behaviors we are 

advocating? Model it. 
 
Peter Drucker’s famous statement about corporate culture is: Culture eats 
strategy for breakfast. 
 
No matter how well you have designed your leadership development process, it 
will be multiplied through the development of a culture that values it, is 
committed to it, and takes the necessary steps to see it become a force for 
growth and positive change in your organization. 
 
Use the following questions to help develop a road map for launching, 
restructuring, or reinforcing your leadership development strategy: 
 

• What is our commitment? 
• Who will lead the effort? 
• What is my level of participation? 
• How we identify and select participants? 
• What will the process of leadership development look like? 
• How will we provide encouragement, support, and accountability? 
• How will we develop and train coaches for the participants in the 

process? 
• How can we best raise the value of leadership in our context? 
• How will we cast a vision for leadership development? 
• How will we launch the process? 

 



 

I really do believe that our capacity to grow determines our capacity to 
lead. I’ve been encouraging leaders for many, many years to make their 
personal growth their number one priority. Tragically, it’s nowhere on the 
radar for many leaders. And you think, “Why is that?”, because if you ask 
them what they believe about their growth they will say that it’s important. 
But then you look at their calendar, and their checkbook, and they’re not 
investing time or money into personal development and you wonder, 
“Why not?” 
 
Sometimes I think it’s a pace issue, we get to going too fast. Sometimes I 
think it is a priority issue, we’ve not made the hard choices to raise it on 
our list of priorities. Sometimes it’s pride, and I hope that’s rarely the case, 
but you can probably think of some examples where a leader's not 
growing because he or she doesn’t believe they need to grow. But I think 
the consequences are devastating if we don’t grow. I say, “Think about 
when you're on an airplane and they talk about putting your oxygen 
mask on first, before helping others, because without it you're of little value 
to others.” And I’m trying to get leaders to put their own mask on first, and 
make growth their highest priority.30   

—Mark Miller, Chick-fil-A 
 
FINAL GATHERING 
 
At our final Leadership Collaborative gathering we will each share our own 
responses to the first three questions in this month’s coaching connect: 
 

• What has been your growing edge in personally growing as a leader 
through the Leadership Collaborative journey? 

• What leadership competency (or competencies) have you seen 
developed, stretched, or improved the most through this experience? 

• What capacity is being created for leadership multiplication as you 
engage in designing a leadership development process for your church 
or organization? 

 
In addition, we will ask each participant to present the leadership development 
process that is being used in your context, to walk us through its development, 
and to share the expectations for its implementation. Please feel free to bring 
any resources that would help us to understand how you are multiplying leaders 
more effectively as a result of our journey together. 
 
 
 
 

                                            
30 Quoted in Stephanie Jackson, “The Secret of Great Leaders – An Interview with Mark Miller,” 
Leadership Network Learnings Blog, April 1, 2013, http://nonsidereal3.rssing.com/chan-
3337809/all_p9.html 



 

RESOURCE 
 
If you would like help or assistance in designing or implementing your leadership 
development process, or you would like to participate with other RCA 
congregations in a learning community specifically focused on leadership 
development in the church context, you can contact the leadership team at 
leadership@rca.org. They are available to provide input and support as RCA 
staff focused on leadership development. 
 
 
 
 
 
 

  



 

 
QUARTERLY CONNECTION #1 

 
Developing leaders—it’s so easy to talk about, wish for, and strategize, but not 
so easy to accomplish. 
 
If you read through the articles, webpages, and blogs that come up when you 
google “leadership development,” you will discover that there isn’t much 
there—millions of hits, little value. 
 
Everybody talks about the need to raise leaders, but very few organizations are 
actually doing it. 
 
When you think about students that go to RCA seminaries, you will often see a 
handful of churches producing the most students. 
 

• But is leadership development just sending off our sons and daughters to 
an academic environment to become a pastor and a leader? 

• I don’t think so. 
 
In fact, as we think about leadership development, I don’t want you to think 
about pastoral training or even commissioned pastor training exclusively. 
 
Instead, I want you to think about how you are developing more leaders in your 
ministry context. That may mean developing more volunteers, more children’s 
ministry workers, more youth staff, more elders and deacons, more care 
ministers, more evangelists. 
 
If you wanted to raise up 100 leaders in the next 12 months in your church or 
ministry setting, what would you do? Or if it is a scale issue, what would 20 new 
leaders in your church look like? 
 

• Where would they serve? How could they have the greatest impact? How 
would you want them to influence? 

 
In business: U.S. companies spend $14 billion annually on leadership 
development—$14 billion! 

 



 

• In business, dollars are often the great barometer of priority. 
• In the church, it can be time—especially the time of the senior pastor, it 

can be priority of effort, or it can be the hand-selected investment of 
yourself and your gifts in the lives of key emerging leaders. 

 
McKinsey & Company is an international management consulting firm. 
 
One of the reports they generated in 2014 explained why leadership 
development efforts don’t work.31 
 
If you looked at your leadership development process and identified how you 
are developing leaders annually—especially emerging leaders—what kind of 
grade would you give yourself? 
 
Start back at the beginning—what are you trying to do? 
 
Developing leaders is helping people courageously bring themselves to grow as 
the leaders God created them to be. 
 
*Think back to when you were an emerging leader. What helped you develop 
your leadership? Share your response. 
 
 
How do you include some of those key leadership development components in 
your own leadership development process? 
 

• Many of you have formal experience with leadership development in your 
organization—raising 6, 8, 12, 15 leaders 

• But what if we talked about and planned to multiply and mobilize 
hundreds of leaders in your organization? What would it look like and how 
would it work? 

 
I want to start by sharing the roadblocks to leadership multiplication—four things 
McKinsey & Company identified as keeping organizations from greater 
effectiveness: 
 

1) Overlooking context31 
 

Context is a critical component of effective leadership. 
 
An awesome leader in one situation does not mean she or he will perform 
well in another situation. 
 
Much leadership development has a one-size-fits-all strategy. 
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The reason we’re not developing a leadership collaborative curriculum 
and instead are putting forward a contextual framework that each 
congregation and organization can develop for themselves is for this 
reason: 
 
The same group of skills, style of leadership, organizational culture, or 
ministry environment does not cut across every context. 
 
The key is to begin by asking the question, What are we developing 
leaders for? 
 
Many churches and organizations desire leaders—and may even require 
more leaders. But what for? 
 
Knowing the why of leadership development (why you are growing 
leaders) and then the what of leadership development (what you are 
trying to produce for your context) will provide the foundation for the how 
of leadership development (how you will multiply and mobilize leaders). 
 
Focusing on context recognizes the environment you serve in, the kind of 
leaders you need to develop, and the skills and competencies they need 
to possess. 
 

• It’s not dozens of competencies—again, one size does not fit 
all—but just those that fit your situation. 
• McKinsey & Company found that the greater the focus, the 
greater the impact. 
 
What kinds of things fit your context? 
• Vision casting? 
• Decision making? 
• Conflict resolution? 
• Team building? 

 
Think about how your leadership development should reflect and fit your 
context. 
 
*Write down one area that would be a contextual leadership competency 
for your context. Share it. 

 
2) The disconnect between learning and application32 
 

Adults typically retain just ten percent of what they hear in classroom 
lectures, versus almost two-thirds of what they learn by doing. 
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Most leadership development tries to teach leadership in a learning 
environment that is heavy on delivering content and light on how to 
actually apply what is being learned. 
 
The Center for Creative Leadership has done more research on this than 
just about anybody.33 
 

• Their discoveries in raising leaders show that a single focus is not 
enough—you need three. 
• The best way to design leadership development is to remember 
70:20:10. 
 
70: 70 percent of learning needs to come through real life, on-the-
job experiences, tasks, and problem solving. 
 
• Think challenging assignments. Think leaders learning by doing, 
learning through purposeful practice. 
• The majority of leadership development should focus on how 
you do leadership in real life situations in your context. 
• Leaders learn by taking time to reflect on their life experiences. 
Those experiences shape us and help us to grow. 
 
20: 20 percent of learning needs to come through developmental 
relationships. 
 
• Think coaching and mentoring. Think teams. Think personal 
interaction and conversation. 
• Leaders learn from others through discussion and feedback. 
• How do you cultivate a leadership development process that 
has direct coaching and team-oriented, relational learning? 
 
10: 10 percent of learning needs to be formal training that comes 
through courses, seminars, workshops, and reading. 
 
• The goal of formal training is to change thinking and behavior, 
but often a formal environment does not effectively change 
behavior. 
• Next time we will talk about the difference between horizontal 
leadership development and vertical leadership development. 
• Horizontal is about content delivery and vertical is about 
expanding leaders’ capacity to think in order to be more effective 
leaders. 
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• This will help you design your 10 percent. 
 

Recognizing the balance of 70:20:10 will help you to raise leaders that 
exhibit the leadership behaviors needed to help your church make an 
even greater impact missionally. 

 
3) Underestimating mindsets34 
 
Becoming an effective leader means we have to change our behavior. 
 

• One of the big transitions for me was in confrontation and conflict. I 
had to intentionally address issues that were dysfunctional, that hurt 
our church, that hurt people in our church because of how others 
acted. 

• It required me to act differently myself. 
 

It wasn’t just deciding to confront more—I had to adjust some underlying 
mindsets that were part of the root cause of my response. 

 
• I had to address the below-the-surface thoughts, feelings, 

assumptions, and beliefs. 
• I had to begin to think about whether what I was doing was for my 

own personal comfort or for the good of the church or organization 
I was responsible for. 

 
One of the ways people change is when they see the world differently and 
then live out of those changed values. 

 
4) Failing to measure results33 
 

Organizations give lip service to the importance of leadership 
development, but there is no quantification of the value of that 
investment. 
 
What you measure you get more of. 
 

• Failure to measure communicates that you’re not taking 
leadership development very seriously. 
• What targets do you need to set? What is the end in mind? What 
will be the result if your emerging leaders invest months or even 
years of their life in becoming leaders through your process? 

 
Ralph Nader is said to have said: “I start with the premise that the function 
of leadership is to produce more leaders, not more followers.” 
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If that is the case for all of us as we multiply leaders, then we need to be 
aware of how to do it most effectively, making sure that we 
 

• match leadership competencies to our context 
• embed leadership development with hands-on experience 
• fearlessly investigate the mindsets that support behavior 
• monitor the impact so there is measurable improvement over 

time 
 
* Which of the four roadblocks is the biggest or most difficult in your 
organization? 

  



 

 
DEVELOPING THE NEXT GENERATION OF LEADERS 

 
Bobb Biehl was a businessperson who did a lot for the church as a consultant 
and especially worked and walked with Bill Bright and Campus Crusade for 
Christ.35 
 

• He was on the executive team for World Vision. 
• He developed the Masterplanning Group, a consulting company that has 

worked with Chick-fil-A, Furniture Row, and numerous churches. 
• He has done some of the best work around strategic planning for leaders 

and organizations. His strategic planning arrow is the best planning tool I 
have ever used. 

• His book, Leading with Confidence, is a classic. It gives you 30 chapters 
you can use in your staff meetings for leadership development. Or, for 
your own learning, read one chapter a day every day for a month and 
grow as a leader. 

 
In defining the work of leaders and leadership, Biehl identifies leaders as: 
 

• Knowing what to do next. 
• Knowing why that's important. 
• Knowing how to bring appropriate resources to bear on the need at 

hand.36 
 
Each of you should be able to share with all of us what you are doing next, why 
that's important, and how you are deploying the appropriate resources to 
accomplish it. 
 
Acquiring talent, growing people, and developing leaders—each of us would 
say these are priorities—but they are not always part of our what or why: what's 
next and why it's important.  
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Then we wonder why we are short on the people resources we need when it 
comes time to implement the what and the why and integrate them with the 
how. Equipping others to lead is certainly part of our how. People resources are 
critical for us as leaders.  
 
Leadership development is the long-term investment that takes significant effort 
to get up and running, but once in place, will bring tremendous returns on 
investment and dividends.  
 
Last time we met, we said: 
 
Developing leaders is helping people courageously bring themselves to grow as 
the leaders God created them to be. 
 
We have been identifying in each of your contexts what your emerging leaders 
need to know, need to be, and need to do. 
 
But the key is to reach back and reach down to raise up the next generation of 
emerging leaders. 
 
The Wall Street Journal has a number of how-to resources online. One of their 
how-to guides is “How to develop future leaders.”37 
 
They provide six keys: 
 

• Rotate people through different jobs: Firsthand experience and exposure 
to new things offer opportunities to gain new expertise. 

• Challenge them with unfamiliar jobs: Provide assignments that stretch 
people to move them beyond their skill level. 

• Create mentoring programs: Establish developmental relationships. 
• Ensure participants get frequent feedback and coaching: Provide support 

so emerging leaders are stretched, but don't break. 
• Tap veteran's advice: Continue to grow the knowledge base, especially 

from retired workers or leaders. 
• Allow participants to wash out: Not every emerging leader will have what 

it takes, and this can be a tough one. 
 
Developing leaders is helping people courageously bring themselves to grow as 
the leaders God created them to be. 
 
So when does leadership development start, and how can we start early to 
bring on new spiritual leaders? 
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The Center for Creative Leadership did a study on developing next generation 
emerging leaders.38 The study surveyed 462 global leaders and found that: 
 

• 90 percent of those surveyed said that leadership development should 
begin before the age of I8. 

• Leaders felt that all youth should have leadership education, exposure, 
and experience as part of their overall developmental process. Each 
leader was shown a list of 24 competencies and was asked to choose the 
top three qualities needed to become a leader in the past, the present, 
and the future.  

 
They said 20 years ago young leaders needed (in this order): 
 

• Technical mastery (59 percent) 
• Self-motivation and discipline (46 percent) 
• Confidence (32 percent) 
• Effective communication (31 percent) 
• Resourcefulness (20 percent) 

 
By contrast, they said today's next generation of leaders should have: 
 

• Self-motivation and discipline (44 percent) 
• Effective communication (40 percent) 
• Learning agility (29 percent) 
• Self-awareness (26 percent) 
• Adaptability/versatility (22 percent) 

 
The only two common competencies between leaders 20 years ago and today 
are self-motivation/discipline and effective communication. 
 
Learning agility, self-awareness, and adaptability/versatility are all new 
leadership skills for today's leaders. 
 
But the thing I found interesting was that they didn't leave it there. These global 
leaders were also asked about what they think the most important leadership 
competencies will be ten years from now. Here is the list that they gave:  
 

• Adaptability/versatility (29 percent) 
• Communicate effectively (26 percent) 
• Learning agility (24 percent) 
• Multicultural awareness (22 percent) 
• Self-motivation/discipline (20 percent) 
• Collaboration (20 percent) 
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The global leaders were then asked reflect on two questions about the next 
generation of leaders: 
 

1. What excites leaders most about the next generation? 
2. What concerns leaders most about the next generation? 

 
The things that excited them included: 
 

• Comfort and skill with technology and social networks for information and 
connectivity. 

• Creativity, openness, and fresh ideas. 
• Multicultural and global awareness and tolerance of difference. 
• Adaptability, willingness to learn, and acceptance of change. 
• Confidence and willingness to take a stand and challenge the status quo. 
• Ability to collaborate and work across boundaries. 
• Strong sense of ethics, service-oriented leadership, and desire to make a 

difference. 
 
The things that concerned them included: 
 

• Unjustified and unrealistic sense of entitlement, need for instant 
gratification and affirmation. 

• Inability to communicate effectively face-to-face and overdependence 
on technology. 

• Weak work ethic and focus/commitment/drive; not self-motivating. 
• Lack of decision-making skills. 
• Lack of a strong sense of values, ethics, and social responsibility. 
• Overconfidence and inability to accept input or feedback. 

 
ü THREE QUESTIONS FOR YOU TO ANSWER 
 

1. As you think through raising leaders for the next generation, do you feel 
excited or do you feel concerned? How does your own experience or 
observation verify or validate your assessment? 

 
2. What is the most significant thing you are doing in your context to raise up 

and develop the next generation of leaders? 
 
3. What is the biggest challenge you are facing in developing emerging 

leaders? 
 
Let's go back to our definition of leadership development one more time: 
 
Developing leaders is helping people courageously bring themselves to grow as 
the leaders God created them to be. 



 

 
Finding space and intention, time and proximity, to help young and emerging 
leaders learn, to walk alongside them and provide direction, to offer 
encouragement, and give feedback—these are the components it takes to 
mobilize new leaders. 
 
One of the biggest mistakes you can make in leadership development is to 
provide a leadership training event—really nothing more than on orientation—
and think you’ve done your job.   
 
Then you set these newbies loose to go do whatever they want to do on their 
own without any on-the-job training. 
 
And you say: If they run into any problems, they know where to find us. 
 
Are any of us guilty of ever doing that? Probably all of us. The truth is, it takes 
time to get people started as leaders, and no initial orientation can cover all the 
things a new leader needs to know. 
 
That’s why the Leadership Collaborative process lasts many months and gets 
deep and personal, first laying a foundation of competence and then looking 
at multiplication of leaders as a sign of mature leadership. 
 
Jesus didn't give the Sermon on the Mount and walk away, believing the 
disciples had it mastered.  
 
Developing leaders takes time, modeling, close proximity, space for questions 
and responses, in-the-moment insights, focused activity, and opportunity. 
 
It happens life-on-life. 
 
That’s one of the reasons to be excited about investing in next generation 
leaders. They want to be invested in. They want to be coached and mentored. 
They want to do life-on-life. 
 
Future leaders need to be developed differently, and future leaders are learning 
through the experiences of today. 
 

  



 

 

 
DEVELOPING LEADERS FOR A COMPLEX WORLD 

YEAR 3 QUARTERLY CONNECT 3 
 
SHARE: What is one personal or organizational highlight for you since the last 
time we connected? 
 
When we talk about leadership development, we often refer to tools, 
techniques, and models in order to help people become better leaders. 
 
If I were to ask you for a tool to become a better leader, what would you say? 
What’s one technique you would share with me to help me become a better 
leader? What’s one model of leadership that can improve my leadership? 
 
At the end of some leadership training programs, an emerging leader commits 
to become a better leader, agrees to make some kind of change, and goes 
back to what he or she was doing—rarely as a more effective leader. 
 
Nick Petrie, from the Center for Creative Leadership, lays out some of the 
reasons why leadership development programs are not effective.39 As we work 
toward raising leaders, it might be helpful to see some of the barriers or 
limitations in developing leaders. Petrie identifies four common issues: 
 

1) Wrong focus: Too much time is spent delivering information and content 
and not enough on the hard work of developing the leaders themselves. 
Most leaders already know what they should be doing; what they lack is 
the personal development to do it. 

 
2) Lack of connectivity: While the content of programs may be very 

interesting, it is too often disconnected from the leader’s work. When the 
leader returns to the “real” world and is overwhelmed by tasks, it is too 
hard to convert what was learned in a program into actions that address 
real problems. 
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3) Leader in isolation: Most programs fail to engage the leader’s key 
stakeholders back at work in the change process. As a result, leaders not 
only miss out on the support, advice, and accountability of colleagues 
but are also more likely to experience resistance from stakeholders who 
are surprised and disrupted by changes leaders make in their behavior. 

 
4) Too short: The programs are designed as events rather than as processes 

over time. Programs give leaders a short-term boost but not the ongoing 
follow-up to solidify new thinking and behaviors into new habits. 

 
Effectiveness in leadership development begins to: 
 

• Focus more on development, less on content  
• Make the development and the work inseparable  
• Create strong developmental networks at work  
• Make leadership development a process not an event 

 
When we think of development, we can begin with the words of the apostle 
Paul in 1 Corinthians 3:1-2 (GNT): 
 

As a matter of fact, my friends, I could not talk to you as I talk to people 
who have the Spirit; I had to talk to you as though you belonged to this 
world, as children in the Christian faith. I had to feed you milk, not solid 
food, because you were not ready for it. And even now you are not 
ready for it. 

 
The writer of Hebrews puts it in the context of leadership, or being a teacher, 
becoming one who has developed in writing in Hebrews 5:12 (GNT): 
 

There has been enough time for you to be teachers—yet you still need 
someone to teach you the first lessons of God’s message. Instead of 
eating solid food, you still have to drink milk. 

 
Leadership development recognizes developmental process. 
 
There are two types of leadership development, according to Petrie: 
 

Horizontal development refers to the adding of more knowledge, skills, 
and competencies. It is about what you know, which we can measure 
through 360-degree feedback. 
 
But there is also vertical development, the developing of a leader’s 
capacity to think and increase his or her capability. It helps emerging 
leaders to begin to think more systemically, strategically, and 
interdependently. 

 
It’s about how you think. 



 

 
We see these dynamics in the developmental stages studied by the Swiss 
psychologist, Jean Piaget, as well as researchers Robert Kegan and Bill Torbet. 
Nick Petrie summarizes their findings like this:40 
 
Level 1: Dependent – Conformer 
 

• Team player 
• Faithful follower 
• Reliant on authority 
• Seeks direction 
• Aligns with others 

 
Level 2: Independent – Achiever 
 

• Independent thinker 
• Self-directed 
• Drives an agenda 
• Takes a stand for what they believe 
• Guided by internal compass 

 
Level 3: Interdependent – Collaborator 
 

• Interdependent thinker 
• Sees systems, patterns, and connections 
• Long-term thinker 
• Holds multi-frame perspectives 
• Holds contradictions 

 
As a leader, the level at which you function matters significantly. A higher level 
of thinking is needed for a more complex world, especially where many things 
are interconnected. 
 
Most leadership development experiences focus horizontally, asking, What do 
leaders need to learn and how do we give it to them? Imagine a cup of water 
that is half full. How do you pour more water into the cup? 
 
But vertical leadership development isn’t about increasing the amount of water 
in the cup; it is about increasing the size of the cup itself—helping leaders to 
expand their capacities and capabilities. 
 
In terms of strategic thinking, the dependent leader will see things as black and 
white, the independent leader will view them as parts of a system, and the 
interdependent leader will recognize uncertainty as an existing condition. 
 
In leading change, the dependent leader expects change to come from the 
top, the independent leader has his or her own views about how best to 
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change, and the interdependent leaders discerns change as a collaborative 
process. 
 
As you work at raising leaders, horizontal development is a given. How you 
develop skills and competencies still matter. Increasing what an emerging 
leader needs to know in order to lead is the starting point. 
 
But leadership development is horizontal and vertical. It is not just downloading 
information; it is also including a developmental process that helps leaders 
expand how they think, how they see the world, and how they execute 
leadership. 
 
Nick Petrie has said: “If horizontal development is about transferring information 
to the leader, vertical development is about transformation of the leader.”41 
 
 
RESPONSE QUESTIONS 
 
How is what you are doing in leadership development both horizontal and 
vertical? 
 
 
If it isn’t, what are some ways that you can think to move more vertically? 
 
 
FOLLOW UP 
 
At our final gathering, we will spend the bulk of our time sharing the leadership 
development process that has been created for each of our contexts. 
 
Every person will share how they are raising leaders, the process they used for 
developing the leadership pathway, the content that is part of the process, and 
where they are with regard to implementation. 
 
You are the experience... 
 
If you have questions, you can connect with me. 
 
Let me leave you with this final thought—written for churches, but entirely 
applicable to this context as well: 
 
Todd Adkins cites a LifeWay study of 1,000 pastors that showed overwhelming 
affirmation of the importance of training and development for church leaders 
and volunteers.42 
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Yet that same study showed that less than 30 percent of the churches actually 
have a plan in place to develop their staff members. And only one in four 
churches requires leaders to attend the training offered. 
 
If you look deeper, you find that most of the training is one-time onboarding and 
not ongoing development. If we want to move teachers, leaders, volunteer past 
milk to solid food, we will need to provide a developmental process that is 
ongoing, builds capacity, and increases the capability and competency of our 
emerging leaders. 
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