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BUILDING A MINISTRY LEADERSHIP TEAM 

Introduction 

Most leadership experts agree that everything in an organization hinges on leadership.  

An important part of any organization’s leadership capacity is the development of other 

leadership teams.  The leadership capacity of an organization is dramatically increased when the 

leader courageously and sacrificially enlists the support of other equally strong and competent 

leaders.  One of the most effective components to organizational success is the ability to build 

strong leadership teams.   

 The scope of this study will be limited to exploring principles that go into building a 

successful ministry leadership team.  This will be done by exploring five components of building 

a team.  The following list is not meant to be exhaustive but illustrative of some of the primary 

considerations that should go into building a leadership team.  First, we will establish the 

theological basis for the ministry leadership team. We will begin by looking at what examples 

and principles can be gleaned from scripture. Then we will explore leadership qualities that must 

be considered for properly enlisting the right ministry team members.  We will establish the 

priority of communicating clear purpose and goals followed by the importance of delegating 

tasks and responsibilities in order to empower the leaders. Finally, we will look at the importance 

of properly motivating and encouraging the leadership team toward the successful achievement 

of its goals. 
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Establishing a Biblical theology for ministry leadership  

 Before time there was God the Father, the Son, and the Holy Spirit.  The Genesis account 

indicates that the Holy Trinity was involved in the creation account.  Although the divine 

mystery of three persons in one is beyond human understanding it is nevertheless true that God 

the Father, Son, and Holy Spirit was the first team.  God the Father appears to be the creative 

genius behind creation while God the Son is the agent through which creation is born while the 

Holy Spirit is involved in carrying out the assignments by the spoken Word.  The Trinity is a 

cooperative and collaborative team like no other wherein we see the Trinity saying in perfect 

unison harmony “let us make man in our image, in our likeness.” (Genesis 1:26)  Although there 

is no indication of God ever needing to develop or build a leadership team within the Trinity, I 

believe the creation account is our first look at how God views the importance of collaborative 

teamwork.   

 In the Old Testament we see God predominantly working through the offices of prophet, 

priest, and king, but we also see the emergence of original ministry leadership teams and group 

think in Exodus 16 and 18 where Moses, faced with administrative challenges in managing 

Israel, decides to appoint leaders to help manage the social and judicial affairs of Israel.   The 

decision to enlist and empower other leaders was a brilliant move on Moses’ part that was met 

with great success.  In the Historical Books such as Second Chronicles, First Samuel, Judges, 

and Ruth we see within the national community of Israel “elders who control settlements who  
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are responsible for judicial, political, and military decisions within their jurisdictions.”1   

 In the Gospels and Acts we see a significant shift from individual ministry to the idea of 

community ministry.  This principle was first introduced through the life and ministry of Jesus 

himself where he daily modeled, trained, empowered, and delegated responsibility and authority 

to the disciples on his behalf.  The disciples did not act on their own behalf but on the behalf of 

their founding leader who cast the vision and established their ministry mission and purpose.  

When Jesus went away the disciples were fully entrusted with the leadership of what would be 

called the church or the body of Christ.  As Paul wrote, this body consisted of many parts and all 

were equally important to the goals of the Christian mission and ministry.  In the book of Acts 

“the plurality of leadership…surface very early”2 in the formative stages of the early church. 

John Stott correctly reminds us that based upon scripture “‘Christian leaders serve not their own 

interests but rather the interests of others’ (Phil. 2:4).  This simple principle should deliver the 

leader from excessive individualism…and self-centered empire building.  Leadership teams, 

therefore, are more healthy than solo leadership.”3 Gangel proffers that based upon the model 

found in the Gospels and the book of Acts “leadership is shared power.”4  He suggests that all 

leadership development in the church should be based on a decentralized  

 1Kenneth O. Gangel.  Team Leadership in Christian Ministry: Using Multiple Gifts to Build a Unified 
Vision. (Chicago: Moody Press, 1997), 48. 
 
 2Ibid, 55. 
 
 3Ibid, 59. 
 
 4Ibid, 59. 
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philosophy and that leadership decisions should be pushed as far down the ranks as possible to 

empower others in ministry.   

Based on Romans 12:4-5 and other passages found in the Epistles Gangel says that one of 

the derived principles of church leadership is membership in the body, meaning identification 

with all members in the Body.  Since ministry in the New Testament is connoted by the idea of 

service, then in order to serve the church or minister effectively in church leadership it is vitally 

important to have a servant’s heart toward those you are serving.  If one does not identify with 

the members of the Body then it will be impossible for that individual to serve wholeheartedly or 

with the proper motives.   

The Apostle Paul is rarely seen outside the context of team leadership.  He served with 

Mark, Barnabas, Silas, and Timothy.   Paul’s body metaphor illustrates well the importance of a 

team approach to ministry.  Malphurs states, “the reason is not complex – all of us can do more 

than one of us.”5  

Gangel suggests that Biblical leadership that is based on the authority of scripture carries 

the following implications for leaders.  These form the basis for a theology of leadership for both 

individuals as well as teams:   

Biblical team leadership takes place when divinely appointed men and women  
 accept responsibility for obedience to God’s call.  They recognize the importance   
 of preparation time, allowing the Holy Spirit to develop tenderness of heart and   
 skill of hands.  They carry out their leadership roles with deep conviction of   
  

5Aubrey Malphurs.  Advanced Strategic Planning: A New Model for Church and Ministry Leaders.  (Grand 
Rapids, Michigan: Baker Books, 2006), 212. 
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 God’s will, clear theological perspective from his Word, and an acute awareness   
 of the contemporary  issues which they and their followers face.  Above all, they   
 exercise leadership as  servants and stewards, sharing authority with their    
 followers and affirming that leadership is primarily ministry to others,    
 modeling for others, and mutual membership with others in Christ’s body.6  
 
 
Enlisting the right people 

Team leadership is important to the church because pastors can not do everything 

themselves.  The church as a body needs the participation of the members to get the job done.  

No pastor can do all that is required.  All of the members are needed to do the work of God.  The 

Body of Christ is many members.  We learn from the following passage that when enlisting 

others to do the work of God diversity plays an important part. The Apostle Paul says in Romans 

12:4-8, 

Just as each of us has one body with many members, and these members do not all have 
the same function, so in Christ we who are many form one body, and each member 
belongs to all the others.  We have different gifts, according to the grace given us. If a 
man's gift is prophesying, let him use it in proportion to his faith.  If it is serving, let him 
serve; if it is teaching, let him teach; if it is encouraging, let him encourage; if it is 
contributing to the needs of others, let him give generously; if it is leadership, let him 
govern diligently; if it is showing mercy, let him do it cheerfully. 
 
The first practical step in building a leadership team is developing an approach and 

process of enlistment.  To many churches this seems like such a simple task and commonplace 

task why would research or discussion even be necessary?  After all, it’s a matter of finding the 

closest and most available warm body, or at the most sitting down and making a list of names,  

 6Kenneth O. Gangel.  Team Leadership in Christian Ministry: Using Multiple Gifts to Build a Unified 
Vision. (Chicago: Moody Press, 1997), 64. 
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right?  Wrong!  The quality of the ministry and team is too important for such a lasses faire 

approach to recruitment.  The success of the ministry team depends on the quality of leadership, 

and as we will see the leadership quality depends on the quality of the selection process.  Carl 

George and Robert Logan in Leading and Managing Your Church offer some helpful advice 

when recruiting team leaders.  They say 

God has given spiritual gifts to all believers.  In order for the church to be healthy and 
growing, Christians need to use these gifts.  If you are looking for potential leaders, an 
obvious starting place would be to look for the gift of leadership or administration.  You 
will also need to look at other factors.  Find a person who is: marked by love for God and 
man, willing to serve, willing to learn, and growing in Christian character.7  

 
They propose that it is essential to recruit people for leadership positions in the church who love 

God and others.  They point to Jesus’ model of servant leadership as the example for all leaders, 

the importance of remaining teachable, and Paul’s qualifications for leaders in 1 Timothy as 

essential qualities.  In their emphasis upon leadership qualities as essential to team leadership 

they encourage pastors to spend their time and energy recruiting and developing current or future 

leaders.  They reference Gordon MacDonald’s categorization of four kinds of people:  VIP (very 

important people), VTP (very teachable people), VNP (very nice people), and VDP (very 

difficult people).  The very important people are those who are self-starters who demonstrate 

obvious leadership qualities and who need little coaching.  Very teachable people are those who 

are willing to learn and are responsive to guidance and oversight.  These two people groups are  

7Carl F. George and Robert F. Logan.  Leading and Managing Your Church.  (Tarrytown, New York: 
Fleming H. Revell Company, 1987), 107-108. 
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the ones recommended by the authors for leadership.  They recommend not wasting energy on 

the last two groups, especially the VDP’s because they are a drain on time and emotional energy 

and end up not being helpful in the end.  They say they are not recommending ignoring people, 

but if you want to be a successful leader you should spend the majority of your time with 

recruiting, leading, and developing the VIP’s and the VTP’s.   

 In his classic Developing the Leader Within You, John Maxwell confidently asserts that 

those closest to you determine the level of your success as a leader, therefore, the quality of those 

you select to help you lead is very important.    I’m unsure who coined the phrase “everything 

rises and falls on leadership”8 but Maxwell certainly employs it frequently; as someone who has 

taught the principle for years he clearly believes it to be true.  With this principle in mind, 

Maxwell offers an important guideline for the selection of leaders.  He seems to be in agreement 

with George and Logan that you must seek for strong people and avoid the selection of weak 

individuals if you want a strong team. H. Ross Perot’s motto is “Eagles don’t flock, you have to 

find them one at a time.  He was saying you can’t build a strong team on weak individuals.”9  

Maxwell offers a humorous yet insightful checklist for hiring individuals.   

Never hire anyone who is accompanied by his or her escort, who brags about being 
smarter than three of the jerks he or she worked with previously, whose resume runs 
longer than forty pages…who talks too rapidly, who hisses at your questions, who  
 

 8John C. Maxwell.  Developing The Leader Within You.  (Nashville: Thomas Nelson Publishers, 1993), 
182. 
 
 9Ibid, 185. 
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occasionally breaks into pig Latin, who breaks into wracking sobs when asked to name a 
personal reference, who is unable to decide hair and eye colors, who is, by court order, on 
permanent intravenous sedation, who tries to impress you with his or her repertoire of 
“knock knock” jokes, who under salary requirements, scrawls, “I want it all now!”10   

 
While this is hilarious it illustrates the great importance of getting the right people in the 

right positions on the team.  Maxwell is seen as one of America’s foremost experts on leadership 

and in his list of top twenty requirements he looks for in potential staff members he lists the 

following:   

Positive attitude, high energy level, personal warmth, integrity, responsible, good self 
image, mental horsepower, leadership ability, followership ability, absence of personal 
problems, people skills, sense of humor, resilience, track record which reveals experience 
in more than one area, great desire, self-discipline, creative, flexibility and unafraid of 
change, sees big picture, and intuitive.11 

 
 Aubrey Malphurs in Advanced Strategic Planning supports Maxwell’s supposition when 

he states that “the organization will only be as good as the people who make up the team.”12  

(211)  Peter Drucker also correctly states “People determine the performance capacity of an 

organization.  No people can do better than the people it has.”13  Malphurs goes on to say “the 

personnel principle is that it takes good people to lead and build good churches.”14 Malphurs 

believes that when building your dream team you should evaluate every person on the  

 10John C. Maxwell.  Developing The Leader Within You.  (Nashville: Thomas Nelson Publishers, 1993), 
185. 
 
 11Ibid, 187-88. 

 

12Aubrey Malphurs.  Advanced Strategic Planning: A New Model for Church and Ministry Leaders.  
(Grand Rapids, Michigan: Baker Books, 2006), 211. 
 
 13Ibid, 211. 
  
 14Ibid, 211. 
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basis of your mission and vision.  He is not a proponent for using whoever is already in 

leadership roles or whoever might be available at the time.  He believes you must select people,  

on the basis not of who happens to be available or already on the ministry team, but who should 

be on the team, those whom God has brought together for such a time as this.  Malphurs makes a 

very profound and pivotal statement about team selection when he says  

the church exists not to provide jobs for people but to provide Christ-honoring ministry 
through people with the right wiring in the right positions.  Despite popular belief, 
somebody is not better than nobody.  The stakes are too high for this kind of thinking that 
seems to permeate so many of our churches at the beginning of the twenty-first century.  
The challenge is not finding people, it is finding the right people – the people God wants 
on your team.15  
 
Although Malphurs is discussing leadership selection on the basis of strategic church 

planning, his advice for selection applies here.  Although in this same context he offers 

recruitment advice for church strategic planning committees I believe the same principles apply 

here as well.  Based on his recommendations I would offer the following advice with regard to 

team recruitment.  The leader should always maintain a recruitment mindset being vigilant and 

on the look-out for new leaders at all times.  Based on Malphurs the following are times one 

should be proactive in recruiting leaders:  when organizational needs arise, when you realize you 

have a staff need, when there is conflict or crisis, when the ministry experiences stagnancy or a 

plateau.  However, Malphurs does not recommend waiting until there is crisis or a plateau before  

15Aubrey Malphurs.  Advanced Strategic Planning: A New Model for Church and Ministry Leaders.  
(Grand Rapids, Michigan: Baker Books, 2006), 212. 
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hiring or recruiting new leaders.  He believes that churches should play offense rather than 

defense in selecting or appointing leaders.  In other words, appoint who you need before you 

need them or before the need arises.  If they are the right people they will create forward 

momentum, positive change, and will draw more resources to the organization.  This may not be 

necessary in every area of team leadership but it certainly is advice worth considering. 

Kenneth Gangel states in his scholarly work Team Leadership in Christian Ministry that 

there is no single best way to recruit leaders but he does offer eight helpful recruiting techniques:   

Conduct a need-task survey, relate every position to the mission, continue to review goals 
and objectives, enlist people to a common vision, keep the team spirit fresh, make the 
approach person-centered, offer each potential leader a carefully prepared job analysis, 
and do not hurry the candidates decision.16  

 
 Bill Hybels in his magnum opus Courageous Leadership says before sailing you must 

determine your purpose first before determining who will help.  Before sailing you must 

determine whether you are going to sail recreationally or competitively.  Although this speaks of 

purpose it is applicable for the moment to the subject of recruiting the right team members.   If 

you are going to sail recreationally you can afford to get by with Aunt Betty, Cousin Ray, and 

Billy the bull-rider.  However, if you want to sail competitively you will have to “find some 

serious sailors.”17 Although ministry is not a competition, we should in a quest for ministry 

excellence nevertheless be searching for the best and most serious sailors we can find to make up  

 16Kenneth O. Gangel.  Team Leadership in Christian Ministry: Using Multiple Gifts to Build a Unified 
Vision. (Chicago: Moody Press, 1997), 325-30. 
  
 17Bill Hybels.  Courageous Leadership.  (Grand Rapids, Michigan: Zondervan, 2002), 80. 
 

10 



 

 

 
our ministry leadership teams.  Hybels says we should first ask the following clarifying questions 

with regard to our purpose before recruiting others to join us:   

“What kind of leadership team do we want?  What will be its purpose?  Will it be to help 
with preaching?  To create church policy? To discipline wayward church members? To 
buy property and build buildings?”18  
 
Hybels says these questions are important because “these widely different tasks may well 

require people with widely different gifts, skills, and expertise.”19  He says the next step 

following the determination of your purpose is setting criterion for the selection of specific team 

members.  Hybels uses the “three C’s”20 in his own process of team selection:  “Character, 

Competency, and Chemistry.”21 By character he is referring “to his need to have confidence in a 

person’s walk with Jesus Christ”22 as well as their “commitment to the spiritual disciplines.”23  

Secondly, he looks for the highest level of competency in his leaders with skills and “spiritual 

gifts that have been developed and refined over many years.”24 Peter Drucker once advised 

Hybels that the people he was looking for were probably  

 18Bill Hybels.  Courageous Leadership.  (Grand Rapids, Michigan: Zondervan, 2002), 80. 
 
 19Ibid. 
 
 20Ibid. 

 21Ibid, 81. 

 22Ibid. 
23Ibid. 

 24Ibid, 83. 

 

11 



 

 

 
“neither unhappy nor unemployed.”25  He went on to warn Hybels if they happen to be 

unhappy or unemployed, be extremely cautious.  Further, Drucker says the ones you want are 

“probably deliriously happy and much loved by the people they work with.  Go after that type.  

Go after proven competence.”26 The third C is chemistry or a relational fit with the leader and 

team members.  Ken Blanchard told Hybels never to hire anyone who does not have a positive 

emotional effect upon you when they walk in your office.27  Hybels admits that he thought 

Blanchard’s advice was a bit extreme at first but now is a convert after years of working with 

many teams having witnessed firsthand the importance of chemistry.  It is very important to him 

that potential team members have good chemistry with other team members.  He says he is 

having a ball after decades of team building because he has followed these criterion.  He says, 

“throughout our teams we have people with sky-high character, off-the-chart competence, and 

extraordinary chemistry.”28  

 
Establishing clear purpose and goals 
 

Bill Hybels again uses the sailing analogy to illustrate the importance of defining your 

purpose and goals.  He says it is important to determine the sailing purpose before recruiting the  

 25Bill Hybels.  Courageous Leadership.  (Grand Rapids, Michigan: Zondervan, 2002), 84. 
 
 26Ibid. 
 
 27Ibid. 
 
 28Ibid, 85. 
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sailing team.  Will the purpose be recreational or competitive?  The answer to this question 

determines the purpose of the team and the kind of sailors needed for the team.  The same 

principle is true for ministry teams.  Is the purpose related to discipleship, stewardship, missions, 

children’s ministry, or something else?  Each of these ministry teams will require members with 

different knowledge, experience, and gifting.  Defining a clear purpose for the group is essential 

to the accomplishment of ministry goals.  Hybels says “the first step in building a dream team is 

to define the purpose.  And I mean define it with ruthless specificity.”29  He says that he 

understands this seems very simplistic and obvious but “it’s the simple things we often miss.”30 

He goes on to say “leaders must be painfully specific about the purpose of the team.  What do we 

want this particular team to accomplish?”31  

Aubrey Malphurs also writes of the importance of mission prior to establishing vision 

and goals.  He proposes that all ministries should flow out of mission and purpose.  Malphurs 

uses the idea of a port of destination to describe mission as that which determines where we are 

going and what we are supposed to be doing.  Peter Drucker says “What matters is not the 

leader’s charisma. What matters is the leader’s mission.”32  Malphurs suggests that mission is  

 29Bill Hybels.  Courageous Leadership.  (Grand Rapids, Michigan: Zondervan, 2002), 80. 
 
 30Ibid. 
 
 31Ibid. 

 32Aubrey Malphurs.  Advanced Strategic Planning: A New Model for Church and Ministry Leaders.  
(Grand Rapids, Michigan: Baker Books, 2006), 119-20. 
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determinative to church or ministry direction in the following ways:   

Mission dictates ministry direction, mission formulates the ministry’s function, mission 
focuses the ministry’s future, mission provides guidance for decision making, mission 
inspires ministry unity, mission shapes strategy, mission enhances ministry effectiveness, 
mission ensures an enduring organization, and mission facilitates evaluation.33  
 
Malphurs clearly demonstrates how Biblical mission is critical in determining the 

ministry’s direction, goals, and effectiveness.  However, many churches fail to recognize the 

relationship between mission and goals, yet without a clear mission the organization will 

unlikely be guided and protected by unchanging biblical principles but instead motivated by 

constantly shifting priorities and needs.    

Hybels points out that Jesus, the greatest leader, not only had a great mission with a big 

hairy and audacious goal (BHAG).  He also clearly communicated it to his team in Matthew 

28:19-20 where he said, “Okay team, here’s the goal:  Go into all the world and preach the 

gospel.  Lead every man, woman, and child to faith.  Then grow them up by teaching them to 

observe all I have commanded you.  Ready. Set. Go. And they did.”34 Hybels strongly urges 

leaders to do what Jesus did by sitting down with their teams and establish “clear, challenging, 

and God-honoring goals.”35 This not only speaks to having a clear mission, big goals, but it also 

speaks to the clear communication of those goals. 

 33Aubrey Malphurs.  Advanced Strategic Planning: A New Model for Church and Ministry Leaders.  
(Grand Rapids, Michigan: Baker Books, 2006), 120-23. 
  

 34Bill Hybels.  Courageous Leadership.  (Grand Rapids, Michigan: Zondervan, 2002), 90. 
 
 35Ibid. 
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Kenneth Gangel in Team Leadership in Christian Ministry lists the following principles 

and guidelines for establishing goals and objectives:    

All staff should know and understand the objectives of the ministry, members of the 
ministry team should mutually communicate about goals on a regular basis, each leader’s 
goals should flow from the mission statement, keep the main thing the main thing, people 
should own the goals, sound goals and objectives make possible concentration of 
resources and efforts, both goals and objectives are multiple – never singular, goals and 
objectives should relate to all areas of ministry.36  

 
Gangel says that mission and purpose are identical and they describe what a ministry does which 

includes objectives and goals.  He supports Malphurs assertion that “a confused mission 

statement, or a group of people who are confused about their mission statement, should raise an 

immediate red flag in any organization.”37  In the achievement of goals there must be clear 

objectives.  Gangel recommends the following list of objectives in the achievement of goals:  

“assess your environment, identify strengths and weaknesses, assume reasonable trends, write 

specific and measurable goals and objectives, strategize action steps, and provide for evaluation, 

reinforcement, and reward.”38  Gangel argues that providing a clear purpose and well defined 

goals will lead to organizational enthusiasm, a basis for organizational planning, effective goal 

evaluation, conflict reduction, and goal achievement or productivity. 

I am not sure if BHAG’s (big, hairy, audacious goals) originated with Jerry Falwell or  

 36Aubrey Malphurs.  Advanced Strategic Planning: A New Model for Church and Ministry Leaders.  
(Grand Rapids, Michigan: Baker Books, 2006), 282-84. 

 
 37Kenneth O. Gangel.  Team Leadership in Christian Ministry: Using Multiple Gifts to Build a Unified 
Vision. (Chicago: Moody Press, 1997), 276. 
 
 38Ibid, 279-81. 
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Bill Hybels, but both refer to them as important to great achievement.  However, Bill 

Hybels in Courageous Leadership goes on to say that “goals have to be more than big.  They 

have to be clear.  The old saying is true.  What gets measured gets done.  Without clear goals, 

most teams flounder.  They lose energy, waste time, get distracted, and eventually become 

demoralized.”39  As someone has recently said, people do not do what you expect but what you 

inspect.  This speaks to the evaluation of goals.   

Although all of these principles may be important to the accomplishment of goals and 

objectives, achievement will not be realized by simple management.  Achieving organizational 

goals requires the extraordinary effort of collective groups and teams.  Kouzes and Posner 

passionately write that “in the more than five hundred cases that we studied, we did not 

encounter a single example of extraordinary achievement that was accomplished without the 

active effort and support of many people.”40  Here again we see the important connection 

between teamwork and the achievement of organizational goals.  Kouzes and Posner in their 

analysis of one corporation indicate that  

management alone can not make goals happen.  Teamwork is essential for productive 
organization.  Collaboration is needed to develop the commitment and skills of 
employees, solve problems, and respond to environmental pressures.  Fostering 
collaboration is not just a nice idea.  It is the key that leaders use to unlock the energies 
and talents available in their organizations.41 

 
 39Bill Hybels.  Courageous Leadership.  (Grand Rapids, Michigan: Zondervan, 2002), 90. 
 
 40Kenneth O. Gangel.  Team Leadership in Christian Ministry: Using Multiple Gifts to Build a Unified 
Vision. (Chicago: Moody Press, 1997), 284. 
 
 41Ibid. 
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Empowering through delegation 
 

Andy Stanley in his book The Next Generation Leader insightfully writes about if an 

organization wants to expand and grow the leader must be willing to delegate responsibilities so 

he can focus on the bigger picture.  He uses the passage from Acts 6:1-7 to illustrate the 

importance of this principle where Peter and the other apostles were faced with a decision - 

would they continue waiting tables or would they spread the gospel?  They decided that it would 

not be good for them to ignore the preaching of the gospel so they decided to delegate the tasks 

of ministering to the widows to brothers who would be appointed for the task by the apostles.  

The church was supportive and as a result “the word of God spread, the number of disciples in 

Jerusalem increased rapidly, and key influencers in the city were converted.”42   All because the 

leaders were willing to delegate responsibility.  Stanley says that “the same principle is true for 

you.  Like the apostles, you have no idea what hangs in the balance of your decision to play to 

your strengths and delegate your weaknesses.  As a leader, gifted by God to do a few things well, 

it is not right for you to attempt to do everything.”43   

 John Maxwell says “you are most valuable where you add the most value.”44    Dr. 

Howard Hendricks wrote to seminary alumni “if anything has kept me on track all these years,  

 42Andy Stanley.  The Next Generation Leader.  (Sisters, Oregon: Multonomah Publishers, 2003), 32. 
 
 43Ibid, 33. 
 
 44Ibid. 
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it’s being skewered to this principle of central focus.  There are many things I can do, but I have 

to narrow it down to the one thing I must do.  The secret of concentration is elimination.”45  

Maxwell speaks of delegation in broader terms of empowerment.  He says, “the people’s 

capacity to achieve is determined by their leader’s ability to empower.”46  Leaders who do not 

value the principle of empowerment are usually not secure with themselves or their position; this 

results in power hoarding. Maxwell says “when a leader can’t or won’t empower others, he 

creates barriers within the organization that people cannot overcome.  If barriers remain long 

enough, the people give up, or they move to another organization where they can maximize their 

potential.”47  I can personally relate to this principle and confirm that I have found it to be true 

during my years of ministry.  One work situation left me so frustrated because of the leader’s 

inability or unwillingness to empower others that I decided to move to another organization 

where I could maximize my potential.  In the following organization I was able to operate at a 

much higher capacity level thus resulting in much greater productivity and higher job 

satisfaction.  Strong leaders who are secure with themselves understand that having a strong and 

capable leadership team leads to the principle of multiplication, i.e., one can set a thousand to 

flight – two can set ten thousand to flight.  Pastors and leaders need to understand that having 

extremely talented people on your team is not a liability but an asset to the leader and the  

 45Andy Stanley.  The Next Generation Leader.  (Sisters, Oregon: Multonomah Publishers, 2003), 33. 
 
 46John C. Maxwell.  The 21 Irrefutable Laws of Leadership: Follow Them and the People Will Follow You.  
(Nashville: Thomas Nelson Publishers, 1998), 126.   
 
 47Ibid. 
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organization.  It enables the ministry to accomplish far more than any one leader could on his 

own.  As the leader embraces the principles of elimination and delegation, it empowers the 

leader to focus then on the principle of concentration as we have already discussed. 

 “The number one enemy of empowerment is the desire for job security,” Maxwell says.  

Many leaders are afraid that empowering subordinates will threaten their own image, success, 

and security.  When in fact it is “the only way to make yourself indespensible”48 to the 

organization.  Maxwell argues that as you make yourself dispensable by empowering others to 

do great things you actually increase, not lessen, your value to the organization.  Maxwell offers 

two more reasons why leaders resist empowerment or delegation:  resistance to change and lack 

of self worth.  All three of these reasons point to the flagrant self-centeredness of the leader 

which leads to the needless floundering and frustration of team members.  One other fear, 

however, may be the fear that a task may not be done well so some leaders would prefer do it 

themselves in support of the old adage if you want it done right, do it yourself.  However, this 

robs others of the opportunity of learning and growing.  Therefore, leaders should be committed 

to helping others learn by doing even if it requires an investment of time and effort.  Gangel 

offers these reasons why leaders do not delegate:  “fear of giving up authority, they just don’t 

know how to delegate, they feel that others are a threat to their leadership, or they do not want to 

commit the necessary time to training and evaluation.”49  

 48John C. Maxwell.  The 21 Irrefutable Laws of Leadership: Follow Them and the People Will Follow You.  
(Nashville: Thomas Nelson Publishers, 1998), 126.   
 
 49Kenneth O. Gangel.  Team Leadership in Christian Ministry: Using Multiple Gifts to Build a Unified 
Vision. (Chicago: Moody Press, 1997), 394. 
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 In Derek Prime and Alistair Begg’s book On Being a Pastor they insightfully write,  

“Delegation is an essential extension of effective leadership…leadership may be defined 
as the ability to give rise to other leaders, but it is the ability to develop other people’s 
maximum potential for their own works of service in the body of Christ.  This goal can 
only be achieved through delegation.”50   

 

The authors offer that the office of pastor or overseer carries with it the idea of superintending 

certain tasks rather than doing them oneself.  We are to watch over those who have been 

assigned to certain tasks to ensure their success.  Further, “delegation is part of our public 

recognition that the ministry is that of the whole church”51 rather than a select few.  Prime and 

Begg, along with others, strongly recommend the discarding of titles of designation such as 

clergy and laity.  These concepts are not biblical and only serve to divide the body of Christ, 

undermine God’s purpose for the body of Christ, and continually perpetuate the false myth of the 

“one man ministry”.52  Through delegation “every member can find his or her rightful place”.  

One of the greatest examples of delegation is when Jethro, the father-in-law of Moses, comes to 

him to offer him helpful administrative advice to assist Moses in the overwhelming task of 

nation management.  

Moses listened to his father-in-law and did everything he said.  He chose capable men 
from all Israel and made them leaders of the people, officials over thousands, hundreds, 
fifties and tens.  They served as judges for the people at all times. The difficult cases they 
brought to Moses, but the simple ones they decided themselves. (Ex. 18:24-26) 

 
50 Derek Prime and Alistair Begg.  On Being A Pastor: Understanding Our Calling and Work.  (Chicago: 

Moody Publishers, 2004), 237. 
 
 51Ibid. 
 
 52Ibid, 238. 
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“Jethro recognized that delay in getting things done, even if the person in charge is doing 

his best, breeds discontent.  If we try to do too much ourselves, without bringing others in to 

help, we end with many feeling uncared for and with everyone feeling that we have not really 

given them sufficient time.”53  Without delegation we end up burning out and wearing others out 

as well.  By refusing to delegate we end up being pushed around by urgent demands rather than 

focusing on the important.   

 Gangel finds that there are several basic reasons for the need to delegate.  As has already 

been mentioned, he says there is a biblical basis for delegation to be found in the life of Moses 

from Exodus 18 as well as the life of Jesus Himself as it related to the many ministry tasks that 

were assigned to the disciples.  A second reason is the sheer necessity of delegation in order to 

get the job done.  Thirdly, he says it is a great way to train current and future leaders for 

ministry.  When people have things done for them all the time they never learn to do it 

themselves.  Delegation requires trust in people or you will never be able to effectively lead a 

team.   

Gangel says that authority must accompany delegation in order for it to be effective.  He 

lists a couple of differing degrees of authority:  “executive authority and reporting authority.”54 

Executive authority is when you have full authority to accomplish tasks; reporting authority is 

when the delegated person “must report to a supervisor at predetermined points in  

53 Derek Prime and Alistair Begg.  On Being A Pastor: Understanding Our Calling and Work.  (Chicago: 
Moody Publishers, 2004), 237. 
 
 54Kenneth O. Gangel.  Team Leadership in Christian Ministry: Using Multiple Gifts to Build a Unified 
Vision. (Chicago: Moody Press, 1997), 396. 
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the process.”55  He goes on to list the following helpful guidelines for delegation:   

“Make duties clear, do not assign methods, set up controls, and give praise and credit.”56  

Over the past fifteen years I have been developing and working with ministry teams and have 

found the principle of delegation to be most rewarding.  As I have grown in ministry and have 

become more confident in my own leadership abilities I have tried to empower others and then 

release them in ministry.  I can testify from proven experience that delegating responsibilities 

and empowering others for ministry not only increases their effectiveness but it does mine as 

well.  I have not found my position to be threatened or undermined by releasing others to do 

what I can not.  Instead, I have witnessed the following results:  increased ministry capacity, 

increased leadership capacity, increased morale, increased results, and increased multiplication 

on every level.  As I have released others in ministry it has set a standard and precedent for other 

leaders who have in turn released their people in ministry.  As a result our ministry effectiveness 

has increased exponentially over the years and together we are achieving what I could have 

never achieved on my own. 

 
Encouraging through motivation 
 
Finally, I would like to focus on the importance of motivation as foundational to building a 

healthy leadership team.  It was John Whitmore who said “coaches focus on future possibilities, 

not past mistakes.”57Andy Stanley in his book The Next Generation Leader agrees and  

 55Kenneth O. Gangel.  Team Leadership in Christian Ministry: Using Multiple Gifts to Build a Unified 
Vision. (Chicago: Moody Press, 1997), 396. 
 
 56Ibid, 397-98. 
 
 57Andy Stanley.  The Next Generation Leader.  (Sisters, Oregon: Multonomah Publishers, 2003), 119. 
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likens the team leader’s role to that of a coach.  He says an effective leadership coach should do 

the following three things:  observes, instructs, and inspires.  Although observation and 

instruction are important components of team evaluation and evaluation an important part of 

building an effective team, for time’s sake I would like to focus on the latter component.  

Inspiring the leadership team toward greatness and the accomplishment of goals is a quality that 

is so overlooked by many leaders.  Many church leaders, including myself, have an imbalanced 

focus on goal achievement and progress evaluation that team leaders begin to feel used which 

eventually leads to resentment and burnout.  It is not enough to have leaders in the right places 

on the bus, it is important how you motivate them.    People eventually tire of an imbalanced 

emphasis on performance and accomplishing tasks.  We must utilize more than the challenge of 

reaching goals to motivate leaders.  That motivation is called inspiration, but how we can we 

effectively inspire people to lead?  Stanley offers us this insight:   

A good coach will be able to instill in you a mental image of what could and should be 
true of you as a leader.  He will point you toward a preferred future and inspire you to do 
everything in your power to achieve it.  A good coach always coaches to a leader’s 
potential, not his current level of performance.  A good leadership coach will see the 
potential in you and inspire accordingly.58  

 
Maxwell says that a key to empowering others is a high belief in people.  Possessing a 

high belief in people is not possible if you do not trust people.  Leaders who do not trust others 

not only are ineffective at leading teams, they are also ineffective at inspiring leaders.  However, 

when leaders demonstrate trust in people, faith in their ability as well as potential it inspires the  

 58Andy Stanley.  The Next Generation Leader.  (Sisters, Oregon: Multonomah Publishers, 2003), 122-23. 
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leader to greater confidence enabling them to do more than they could have imagined.  Maxwell 

shares a letter from one of his former executive pastors who wrote him saying, “You released me 

with authority…You believe in me – perhaps more than I believed in myself.  You demonstrated 

your faith and confidence in me in such a way that I could tap into your belief, and eventually it 

became my own.”59  This is the awesome privilege, power, and responsibility of leaders who 

desire to lead teams.  Sometimes, the only thing the leader needs the coach to believe in them 

and provide them continual encouragement and affirmation that they can indeed do the job and 

do it well.   

One different way to inspire leaders is by properly assigning tasks to those who are 

equipped for such tasks or by equipping leaders for the assigned tasks.  Nothing is more 

demoralizing than being assigned a task for which you have no passion or are ill-equipped to 

handle.  One very effective way a coach can inspire leaders who lack skills or is by equipping 

leaders through mentorship.  According to George and Logan this mentorship process includes 

the following four steps:  “I do, you watch (observation and model); I do, you help (limited 

participation); You do, I help (assist, evaluate); and You do, I watch (fully trained, 

encouragement).”60  Thus proper training can provide inspiration to leaders.  Generally speaking, 

this is a good leadership training and inspirational method but especially so for those who lack 

skills and confidence. 

 59John C. Maxwell.  The 21 Irrefutable Laws of Leadership: Follow Them and the People Will Follow You.  
(Nashville: Thomas Nelson Publishers, 1998), 130.    
 

60Carl F. George and Robert F. Logan.  Leading and Managing Your Church.  (Tarrytown, New York: 
Fleming H. Revell Company, 1987), 110. 
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 Gangel offers a thorough look at ways to inspire a team through motivational techniques.  

He proposes that people can not really be motivated from the outside-in, only from the inside-

out.  The leader’s role is to create the environmental conditions for motivation that allows the 

individual’s own inner personal motivation to engage and move them toward a desired end.  

Gangel says that the insightful leader will not cajole and manipulate but instead inspire people 

toward the self-actualization or the achievement of personal goals through ministry while at the 

same time appealing to them on the basis of biblical motives. “Christian discipleship requires the 

‘shoulds’ and ‘oughts’ that some too willingly cast aside.”61  “Part of the leader’s responsibility 

is to bring their personal goals into harmony and conformity to the will of God rather than 

establishing personal goals that pander to their own interests and desires.”62  

Gangel says motivation also depends upon communicating to the leader’s accurate information.  

This includes “making needs known and clarifying objectives.”63  He says, “people respond 

intelligently and willingly when they feel part of our ministry philosophy.”   Other positive team 

motivational factors that Gangel promotes is increased fellowship together, less homogeneity in 

the group, and increased group integration; all these lead to shifts in attitudes according to 

research.  Finally, Gangel offers a helpful list of responses leadership teams should be able to 

make if they are being motivated and inspired by the leader.  The following list is not meant to 

be exhaustive: 

 61Kenneth O. Gangel.  Team Leadership in Christian Ministry: Using Multiple Gifts to Build a Unified 
Vision. (Chicago: Moody Press, 1997), 226. 
 
 62Ibid. 
 
 63Ibid, 228. 
 

25 



 

 

• You’ve given us a sense of belonging. 
• You’ve thanked us for our efforts. 
• You’ve showered us with attention. 
• You’ve taken interest in our personal lives. 
• You’ve praised, recognized, and rewarded our achievements. 
• You’ve been careful not to criticize too much. 
• You’ve encouraged us. 
• You’ve expanded our responsibilities. 
• You’ve displayed a positive optimistic attitude. 
• You’ve kept us informed about the church’s affairs. 
• You’ve urged us to strive for excellence in all that we do. 
• You’ve helped us to remove obstacles and deal with the problems that get in our way. 
• You’ve supported us by providing the tools, training, and money that we need to do our 

jobs.64 
 

Bill Hybels says “a leader must reward teams for work well done.”65  Churches are the 

world’s worst with regard to giving praise.  We are so afraid of puffing some up and offending 

others that we rarely engage in the practice, but Hybels points out that neither Jesus nor the 

Apostle Paul was reluctant to offer praise to the deserving.  In fact, reward for biblical 

faithfulness is a biblical concept; one which will ultimately culminate in our standing before the 

throne of God.  Many of Paul’s writings include commendations and recognitions without any 

hesitancy of those who were well-deserving.  “In Philippians 2:29, Paul exhorts the church 

leaders at Philippi to hold certain church members in high regard.”66  Hybels explains that public 

recognition for outstanding achievement is the norm at Willow Creek.  In fact, he says “we often 

stand them in front of the whole staff or church and shout in unison, “We hold you in  

 64Kenneth O. Gangel.  Team Leadership in Christian Ministry: Using Multiple Gifts to Build a Unified 
Vision. (Chicago: Moody Press, 1997), 228. 

 
 65Bill Hybels.  Courageous Leadership.  (Grand Rapids, Michigan: Zondervan, 2002), 91. 
 
 66Ibid. 
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high regard!  Way to go!  Then we cheer wildly.”  Effective leaders are also effective 

encouragers and know how to motivate and inspire their teams.  I believe that motivating the 

team through inspiration is one of the most difficult yet most rewarding efforts the leader will 

ever undertake.  Task oriented leaders with administrative gifts will find this to be a challenging 

yet worthwhile task for it leads to a team that possesses greater confidence, morale, and 

motivation.   

 
Summation 

 Although this list of team building concepts is not by any means exhaustive it does 

provide some essential information for the leader who is interested in building a ministry team.  

Establishing a biblical basis is important in the beginning stages of mission development.  

Enlisting the right people is critical to achievement and success.  Communicating clear purpose 

and goals so the leaders understand where they are going and what will be expected is critical to 

smooth operations.  Empowerment is the key to releasing ministry in the body of Christ and 

continual encouragement is essential to maintaining morale.    
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