


During my time of education and for years into my banking career,
I (Allen) learned about a number of concepts regarding leadership

and management. One of those concepts had to do with “input factors.”
Simplistically, input factors are what you invest into a process that
results in output. People use the term “input factor” in a variety of dis-
ciplines, but I became familiar with it as it is primarily used in business.

As best that I recall, the primary input factors in business are
money, real and personal property, and people (usually referred to by
the impersonal term, human resources). It never was particularly
exciting to me to know that I was a human resource. I never did feel
like one; I always felt like a person. For as long as I can remember, in
banking and in most of the companies large enough to have depart-
ments, the group that was responsible for people was called the
Human Resource Department, or HR for short.

As far as employer/employee correspondence is concerned, I
never did get a letter from the bank that said, “Dear Human
Resource.” The worst I ever received was “Dear Valued Employee.” I
have to admit that “Dear Valued Employee” was still better than
“Dear Human Resource.” It could have been worse. The letter could
have said, “To whom it may concern.” Fortunately, most letters said,
“Dear Allen.”

LOVING PEOPLE,
NOT USING PEOPLE

CHAPTER 6
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When I left banking and went to seminary, I said good-bye to
Human Resources. I thought that in ministry, both churches and para-
church ministries, they must have something other than human
resources; they must have something like the Ministry Care
Department, or maybe the Servant Service Section.

To my dismay, even in large churches and in many parachurch min-
istries, some still use the term “human resource,” though many use the
term “Personnel Department.” I like that better; I am still a person.

By now you are asking, “Where is this guy going?” In this chapter,
we will be addressing a tendency in churches and parachurch ministries
to forget how important people are to God. We will be looking at the
struggle leadership has, often unknowingly, of using people rather than
loving people. We will be examining how a leader executes time man-
agement through delegation and training in the new light of ministry.

THE LEADER IS THE SLAVE

To me, one of the most powerful stories in Scripture is in John 13. Jesus
and his disciples were eating a meal when Jesus got up and began
washing their feet. What makes this act difficult to grasp is that in a
home that had servants at that time, washing the feet of the guests was
the job of the servant lowest in the order of hierarchy. Jesus was
assuming the role of the lowest servant. After he finished serving
them, he taught them.

“You call me ‘Teacher’ and ‘Lord,’ and rightly so, for that is what I
am. Now that I, your Lord and Teacher, have washed your feet, you
also should wash one another’s feet. I have set you an example that
you should do as I have done for you” (John 13:13–15).

For a long time, I believed that the foot-washing lesson was for
leaders to remember that they are serving those they lead. I think that
is where they get the term servant-leader. Lately, I discovered an addi-
tional lesson I believe Jesus wanted us to learn; it has to do with the
role Jesus accepted as being the lowest of servants.
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At the beginning of John 13, it says that Jesus knew that it was time
for him to go back to the Father. Jesus knew that he was about to return
to the glory he came from, that of God himself. Yet he took this lowest
of all positions. From a worldly point of view, you could draw a contin-
uum line with God at one end and the lowest person in the world at the
other end. Jesus is obviously at God’s end of the continuum. But Jesus
demonstrated an extreme shift by taking the servant role at the very
opposite end of the continuum. And Jesus did not give up his position
as Christ while he made that shift. That is the power of this story.

The lesson that Jesus demonstrated was that leaders always have
two roles. First, the leader is a steward or agent for Christ, leading as
Christ’s representative. The leader is not more important or valuable
than any other follower of Christ. 

Second, the leader is a servant, serving those being led and doing it
from the heart. This means that the leader leads while serving those
being led. If the leader does not make the switch in his heart, but only
in his behavior, they could easy become like the Pharisees. Jesus is ask-
ing leaders to do what he did, which is to accept these two roles. We will
identify a leader who accepts both of these roles as a servant-leader.

The two roles of servant leadership are seen clearly in the Great
Commandment, found in Matthew 22. The leader is to love God,
which is foundational to the stewardship role of leading the people of
Christ’s church. The leader is to love others, which is foundational to
the role of serving others (those led).

USING PEOPLE

In our travels and meetings with a variety of church leaders, we have
noticed a tendency for ministry leaders to perceive people as “human
resources” and to forget their role as ministers to those people. When
people become only a “human resource,” an “input factor” invested to
produce a successful output, they become a tool for leaders to use for
their desired result. We believe the vast majority of Christian leaders
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do not intentionally ponder how they might use people for the their
own purposes or to make themselves look good or make work their
easier. We believe that the tendency to use people (to see them as pri-
marily a human resource) is a function of several influences.

• Using people can be a result of forgetting (or ignorance
of) the depth of the stewardship role to which Christ
called his leaders.

• Using people can be a result of forgetting (or ignorance
of) the depth of the servant leadership role to which
Christ called his leaders.

• Using people can often stem from the current trend of
adopting secular leadership and management tech-
niques without overlaying them with God’s love-based
model of servant leadership.

• Using people can result from a lack of awareness about
the impact that normal leadership and management
activities have on people without the influence of love
through servant leadership. We are not arguing against the
use of leadership and management techniques, only their use
without overlaying God’s love for his children.

For the rest of this chapter, we will be focusing on the role of servant
leadership to minister to the people being led. In later chapters, we will
explore the servant-leader’s role as a steward for God. This stewardship
relates to leading the church toward its God-given purpose and mission
through God’s unique vision and plan for the ministry.

MINISTRY OF DELEGATION

One of the significant activities of a leader is assigning and directing
the activities of those he leads, an activity frequently called delegation.

A leaders usually delegates for one of two reasons:

1. Delegation to get something done or save the leader
time.
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2. Delegation to accomplish God’s purpose and mission for
the church while at the same time providing a means to
serve, love, and develop the servant.

1. Delegation for the Sole Purpose of Getting Something Done
or Saving the Leader Time

Jack was pastor over the children’s ministries and had been so for
sixteen years. He was fortunate to have a number of very good teach-
ers, most of whom required little oversight. It was that time of year
again when Jack had to line up teachers for the season from September
through May, and he was busy at it. All the classes now had teachers
except for third grade girls.

Maggie had been teaching that group of girls now for nine years
and was fantastic. It was a large group, but Maggie had a real gift at
recruiting volunteers to help her, even when she was going to be
absent herself. She was very organized, an excellent communicator,
well liked and respected. Yet she had a desire to move on to something
more challenging.

Most teachers did not have an assistant and so had to do every-
thing themselves unless they could find someone to help. However,
Janet was Maggie’s assistant. She started helping Maggie while she
was a senior in high school. With Maggie’s coaching and encourage-
ment, she could step in when Maggie was away and the class
functioned normally. Janet was looking forward to taking over the
class on her own. However, Pastor Jack needed them to stay together
with the same class again. So they agreed.

What is notable about this scenario is that Jack needed someone to
handle the third grade girls, and that is what he got. From Jack’s per-
spective, he got the job done, and all is well because, after all, Maggie
and Janet enjoy what they do.

****
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Joyce was the women’s ministry director over a large group of three
hundred women. She enjoyed this ministry. Then again, she enjoyed
most everything in life, including her tennis club. She would do more
in the tennis club if she had the time but she did not. Women’s min-
istry consumed too much time.

It occurred to Joyce that one of the things she did that took much
time was the word processing, printing, and mailing of the monthly
women’s ministry newsletter. It had grown to a six-page document
and required about five hours a week to produce.

One of the women in the group was Naomi, an older woman but
retired from being a secretary for a publishing company. Naomi was
so good that she could do the newsletter in her sleep. The problem was
that Naomi was tired of word processing and publishing and wanted
take some Bible courses to prepare her to spend her later years as a
missionary in Latin America. She just needed more Bible training.

Joyce really needed Naomi to take over the newsletter so Joyce
could become more involved in the tennis club. What was Naomi
going to say? She felt guilty for thinking about herself and not Joyce’s
need. So she agreed.

Joyce accomplished her goal. She was able to recover the five
hours a week she wanted in order to do something else. How is
Naomi? She is doing an unbelievable job at the newsletter. It is amaz-
ingly professional, just as Joyce had expected.

Both Jack and Joyce accomplished what they wanted to accomplish.
Both Jack and Joyce led people to accomplish the ministry they believe
God called them to lead. Jack filled all the teacher roles he wanted to fill,
including the third grade girls’ class by keeping Maggie and Janet. He
had a great team to get the job done, and done well. Joyce accomplished
what she wanted to accomplish. She now has gifted Naomi putting out
a newsletter that any women’s director would covet.

But what about God’s vision for Maggie, Janet, and Naomi?
Maggie is still doing third grade girls, even though she is challenged
to step into something more stretching. Janet is not having the oppor-
tunity to try her wings as she would like to do and feels she is ready
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for. Naomi is doing a great job, but the ministry to which God has
called her will have to wait.

THE SERVANT-LEADER APPROACH

Let us run those two scenarios again, only this time let us change the
motivations of both Pastor Jack and Joyce to be that of the servant-
leader who is a lover of those he is leading. Remember the two roles
of the servant-leader: (1) to be a steward or agent for Christ, leading as
Christ’s representative, and (2) to be a servant, serving those being led.

2. Delegation to Accomplishing God’s Purpose and Mission for
the Church While at the Same Time Providing a Means to
Serve, Love, and Develop the Servant

Jack was pastor over the children’s ministries and had been so for
sixteen years. He was fortunate to have a number of very good teach-
ers, most of whom required little oversight. It was that time of year
again when Jack had to line up teachers for the season from September
through May and he was busy at it. All the classes now had teachers
except for third grade girls.

Maggie had been teaching that group of girls now for nine years
and was fantastic. It was a large group, but Maggie had a real gift at
recruiting volunteers to help her, even when she was going to be
absent herself. She was very organized, an excellent communicator,
well liked and respected. However, she had a desire to move on to
something more challenging.

Most teachers did not have an assistant and so had to do everything
themselves, unless they could find someone to help. However, Janet
was Maggie’s assistant. She started helping Maggie while she was a se-
nior in high school. With Maggie’s coaching and encouragement, she
could step in when Maggie was away and the class functioned nor-
mally. Janet was looking forward to taking over the class on her own.
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Maggie and Janet were a great team. Pastor Jack would love to have
them to stay together with the same class again—it would mean less
work for him, but it was not the best for the future of Maggie or Janet.

Maggie had a gift for organization and leadership. She recognized
new talent when she saw it and knew how to develop it. The gift God
had given Maggie was something this church could use; for that mat-
ter, any church could use it. Asking Maggie to teach the third grade
girls was no longer a growing experience for her and would limit what
God may want to do in her life for the years to come.

Janet was young, but was fully able to handle her own class and
wanted to.

Jack pondered what he could do to give Maggie a stretching,
growing experience and still accomplish what was needed to be con-
sistent with the church’s purpose and mission for God in the lives of
the children.

It did not take long for Jack to realize he could minister to these
two servants while at the same time perform his role as a ministry
leader. He asked Janet to step up and take the lead teacher role for the
third grade girls. Janet was thrilled to have Pastor Jack trust her with
the challenge. Maggie had trained Janet well, and Janet was ready for
the stretch.

Jack then asked Maggie if she would be willing to be his assistant.
This would accomplish two things. Maggie could start a new chal-
lenge with all the new experiences it would bring, and Jack could
begin developing his replacement, so he could consider any new chal-
lenge God may put in front of him.

What a deal. Jack was a dual-role servant-leader. He acted as a
steward of the responsibilities God gave him regarding the purpose,
mission, and unique vision of the church. At the same time, he was a
steward of the responsibilities God gave him regarding serving, lov-
ing, and discipling two of God’s servants.
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Joyce was the women’s ministry director over a large group of three
hundred women. She enjoyed this ministry. Then again, she enjoyed
most everything in life, including her tennis club. Joyce saw the tennis
club as an outreach opportunity to women. Establishing a new out-
reach like that was just what the women’s ministry needed to spur on
more women to do something similar. However, it was impossible
since the women’s ministry consumed so much of her time.

It occurred to Joyce that one of the things she did that took much
time was the word processing, printing, and mailing of the monthly
women’s ministry newsletter. It had grown to a six-page document
and required about five hours a week to produce. If Joyce could dele-
gate that to someone else, it would free the time for Joyce to focus on
developing more outreach; something that is in line with the purpose
and mission of the church.

One of the women in the group was Naomi, an older woman and
retired from being a secretary for a publishing company. Naomi was
so good that she could do the newsletter in her sleep. The problem was
that Naomi was tired of typing and publishing and wanted take some
Bible courses to prepare her to spend her later years as a missionary in
Latin America. Naomi spoke Spanish well, but she just needed more
Bible training.

What was Joyce to do?
Joyce realized that since Naomi is retired, she has time to do the

newsletter and take an online Bible course. And Joyce could be her
mentor. In addition, Joyce thought that Naomi, as she was ready, could
begin to write a women’s Bible course that could be published in the
newsletter.

Naomi was thrilled. What a challenge. Not only does she have a
great mentor and friend in Joyce, she has the opportunity to learn
two things. She will learn more Bible, which is something she will
need on the mission field. She will also learn how to write Bible les-
sons for women, something she will also need on the mission field.
Joyce now has the time to begin leading a new thrust in women’s
ministry.
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Joyce was a servant-leader for God, leading people to accom-
plish Christ’s purpose, mission, and unique vision for the church. At
the same time she helped accomplish Christ’s purpose, mission, and
unique vision for Naomi through serving, loving, and discipling
her.

IMPLICATIONS

In the second scenario, Jack and Joyce were able to see people as
more than a human resource to use to accomplish ministry. They saw
ministry as an opportunity to accomplish God’s purpose, mission,
and unique vision for the church while simultaneously accomplish-
ing God’s purpose, mission, and unique vision in the lives of the
ministers.

GETTING TO KNOW PEOPLE

Another significant activity of servant-leaders, besides delegating,
is getting to know each person being led. To know someone is one of
the most difficult yet awesome tasks a leader faces. Yet it is the key to
maintaining a balance between leading God’s people to accomplish
the purpose, mission, and unique vision of the church, while serving
the lives of the ministers.

To know someone who is under our leadership is difficult because
it requires a great deal of us.

• It requires listening with the “third ear.” That ear hears
what the heart is saying.

• It requires selecting carefully the questions to be asked.
Not all questions are appropriate. There are some areas
of a person’s life that are not anyone’s business but God’s
or certain special and trusted people.

• It requires trustworthiness at all times, which means
keeping everything that is said confidential unless there
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is permission to repeat it. Being trustworthy also requires
a guarding of intentions. It is easy to fall into the trap of
asking questions that can later be used as weapons to
manipulate a person. 

• Listening, asking questions, and trustworthiness require
us as leaders to be sure we have no hidden agendas.

Both Jack and Joyce had to spend time getting to know Maggie,
Janet, and Naomi. They had to learn the same information we have to
learn about those under our direct leadership. What are their hopes,
dreams, and fears? How long have they been doing what it is they are
doing? Is it time to start challenging them again? What gift has God
given them? What training do they need? We will come up with much
more to learn as we take on the role of ministering to those under our
direct leadership.

SUPPORTING ACTIVITIES

In addition to what we have already discussed, there are supporting
activities involved in being a servant-leader. One is to prepare people
for expanded ministry—as God would define it for them.

We should meet with each person we are leading and jointly cre-
ate a development plan aimed at God’s unique vision for that
person. After creating the plan, coaching and training are natural
next steps to making sure the plan happens. Periodically evaluating
progress, which is part of coaching, will keep the plan in the person’s
mind. Encouraging each person we lead will help him or her stay
energized and focused.

QUALITY RESULTS

A balanced view of accomplishing the purpose, mission, and unique
vision of the church while developing the servants will change what
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leaders evaluate. When leaders focus on ministry and projects with
people as a resource, then numbers, dollars, and trends become the
basis for evaluation. The growth of those being led is then often
pushed aside. When leaders focus on people, then the growth of the
follower becomes the basis for evaluation. In such cases, the ministry
process is often pushed aside. When leaders focus on both the
growth of the people and the ministry process, then a new set of
standards becomes the basis of evaluation—standards that include
both people and process. Discovering the new set of standards
would be a great exercise for the senior leadership of your church.
We are confident it will include a balance of both the Great
Commandments to love God and others, and the Great Commission
to go and make disciples.

THE ENVIRONMENT

Usually when leaders think about environment, they consider items
such as friendliness, safety, cleanliness, colors, light, and comfortable-
ness. As important as those things are, we will focus on a value
environment.

Many churches we visit emphasize finding volunteers to do the
ministry. Some churches announce the need for volunteers from the
front during a worship service. Some churches have campaigns to fill
the various ministry slots needed to keep the church running
smoothly. The large majority of the time, communication centers on
finding people to step up and help. Some use excitement, guilt, warn-
ing, and pressure.

Churches with servant-leaders focus on the person while lead-
ing the ministry process. In churches with servant-leaders, there is a
constant awareness of the people: where they are in their walk with
God, their knowledge of his Word, their skills and experiences, and
their hopes and fears. That information is then used and balanced
with the needs of the church as a body. It is not only about getting
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ministry done. It is also about developing people. This is the type of
environment that true servant-leaders try to foster in the churches
they lead.

PROVIDING FOR GROWTH

Outside of spiritual problems in the church and negative economic
conditions in the community, there are two primary reasons that can
cause a church to reach and stay on a plateau or start to decline. Those
two reasons are a facility that can hold no more people and an over-
worked leadership. If the facility has no more room, there are several
potential solutions: hold more services each week, move to or build a
larger facility, create a new church with some of the members, thereby
reducing the number of people attending, or create a number of house
churches in strategic locations around your community.  

More critical is overworked leadership.  Tired and hurting, Moses
found his load far too much for him to handle. His father-in-law,
Jethro, approached him with some great advice; Moses needed more
leadership help. Even in the days of Moses, overworked leadership
was an issue.

To provide for and to maintain growth over a long period, con-
gregations must have adequate leadership in place, which will
require a leadership development program to prepare new leader-
ship talent to replace those who leave or die, as well as to fill newly
created jobs as the need arises. A quality leadership development
ministry does not happen accidentally; leadership needs to make it
happen intentionally. 

One of the easily ignored steps in leadership development is prac-
tice. For people to develop their leadership skills, they need to lead.
However, for the church it is a win-win situation. We are able to give
them leadership developmental responsibilities that fit their skill lev-
els and at the same time have their growing skill as a reserve to grow
the church.
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LOVING PEOPLE, NOT USING PEOPLE

In the last chapter, we concluded that a leader’s walk with Christ is
central to his or her love for God and for people, as well as knowing
God’s will.

In this chapter, we concluded from Scripture that leaders have two
roles: (1) to be a steward or agent for Christ, leading as Christ’s repre-
sentative, and (2) to be a servant, serving those being led, keeping the
two roles in balance.

In the next chapter, we will be wrestling with the times when it
seems that God is saying, “No.”
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management model. This would be a good book for a management team such as a board of 

elders to work through together.

Malphurs, Aubrey, Developing Vision for Ministry in the 21st Century. Grand Rapids, 

Baker Books, 1992.

A step-by-step approach to creating a vision for your organization, with ample 

illustrations and worksheets to assist you in creating and implementing the vision.

Malphurs, Aubrey. Doing Church: A Biblical Guide for Leading Ministries Through 

Change. Grand Rapids: Kregel Publications, 1999.

Don’t let the size of the book fool you. It is a small book but it is thick with thought 

provoking material.

Malphurs, Aubrey. Values-Driven Leadership. Grand Rapids, Baker Books, 1996.

An excellent and extensive survey in understanding the importance of discovering, 

clarifying and using core values in leadership and organizational management.

Malphurs, Aubrey. Vision America. Grand Rapids, Baker Books, 1994.

Oncken, William, III. Monkey Business. Provo, UT: Executive Excellence Publishing, 

2000.

This is a book on the art of delegation that you will never forget.

Maxwell, John C. The 21 Irrefutable Laws of Leadership. Nashville: Thomas Nelson 

Publishers, 1998.

Dynamic and practical, this book includes twenty-one principles that apply across the 

board for any leader and any leadership role.

Schwarz, Christian A. Natural Church Development. Carol Stream, IL: ChurchSmart 

Resources, 1996.

Outlines basic principles and factors that contribute to church health and growth.

Stanley, Andrew. Visioneering. Sisters, OR: Multnomah Publishers, 1999.

Through a study of the life of Nehemiah, Stanley applies age-old principles of leadership 

to leaders today in their challenge to create a biblical vision for ministry.

Westing, Harold J. Church Staff Handbook. Grand Rapids: Kregel Publications, 1997.

A seasoned church leader shares practical insights for leading the church staff. Gives 
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practical information on understanding leadership styles and team building, and demonstrates 

how the Spirit of God can engage in administrative processes.

Wilkes, C. Gene. Jesus On Leadership. Wheaton, IL: Tyndale House Publishers, 1998.

A valuable contribution to understanding the unique qualities in Jesus as a leader. 

Practical descriptions and definitions of servant leadership and how it works in today’s world.

Sanders, J. Oswald. Spiritual Leadership. Chicago: Moody Bible Institute, 1977.

A focus on the character qualities essential for a truly Spirit-filled and directed leader.
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