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ABSTRACT

Growing Leaders: Engaging Young Adults in Church Leadership
Andrew G. Rutledge
McMaster Divinity College
Hamilton, Ontario
Doctor of Practical Theology, 2024
It is no secret that the North American church has seen a decline over the last twenty
years. This is especially pronounced in the younger generations. Significantly fewer
people walk through the doors of a church each week. There are a myriad of factors that
are driving this decline. One area needs to be explored is the disengagement of young
adults in church leadership.

Engaging young adults in leadership is a proven way to engage them in the
church. By listening to the voices of Canadian young adults, this dissertation offers a

starting point for leaders. Making space for young adults to serve in leadership will both

strengthen the church and reengage a lost generation.
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INTRODUCTION

North American Protestant churches are struggling to engage young adults. Surveys
repeatedly show that those aged 18 to 30 are leaving the church in higher numbers than
previous generations. Much is being written about this shift but more needs to be done to
reengage those walking out the door. This is especially urgent in the realm of church
leadership where there is a growing age gap between young adults and those in positions
of leadership.

To better understand what is keeping young adults from engaging in leadership in
their local church this dissertation utilizes primary research to listen to their voices. This
will help churches understand what young adults need and what they want in order for
them to stay engaged. The research includes a broad online survey of young adults from
across Canada, a focus group of young adults from across the Niagara Region, as well as
five case studies of young adults who either are or have served in some form of
leadership at the author’s home church of Central Community Church, located in St.
Catharines. Reflecting on their voices gives us a starting point for engaging young adults
and potentially stemming their flow out of the church.

This dissertation is grounded in practical theology. Practical theology is a diverse
field of study that encompasses all areas of the Christian experience. It “locates itself
within the diversity of human spiritual and mundane experience, making its home in the
complex web of relationships and experiences that form the fabric of all that we know.”!

Practical theology encompasses a wide range of methodologies and approaches that

1 Swinton and Mowat, Practical, 3.



“reflect a variety of attempts to capture this diversity and complexity.”? It is a study of
the church that draws on the experience of humans alongside the interpretation of
Scripture. To that end, this dissertation is an exploration of the lived experience of young
adults with the chief aim of understanding why they are leaving the church and what they

need to draw them back.

The Problem of Aging Leadership

First, to properly frame the question that this dissertation will explore, Schoeman writes
that “as faith communities, congregations are social realities and should be described and
analysed through an analytical lens, or to answer the question attached to the first
empirical-descriptive task of practical theology: What is going on?”® To answer that
question we will explore the fact that existing church leadership is aging.

While in-depth statistics are not readily available to study how Millennials are
engaging on a volunteer level, it is clear from a pastoral level that Millennials are
underrepresented in church leadership.? To illustrate this lack of engagement it is
important to first examine Canadian census data as it pertains to generational
representation. This will help put into context the size of the Millennial population and

the impact they are having on our country.

2 Swinton and Mowat, Practical, 3.

3 Schoeman, “Congregations,” 77.

4 A variety of sources use differing age ranges to classify the millennial generation. For the
purposes of this dissertation the age range of those 18 to 30 was used to define millennial (thus capturing
those born between 1991 and 2003 based upon the writing of this project in 2021).
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At the time of writing, the most recent Canadian Census (2016) showed the

following breakdown by age:

Canadian Popluation Statistics
30.00%

25.00%

20.00%

15.00%

10.00%

5.00%

0.00%
<18

18-39 40-59 60+

Table 1: Canadian population statistics. More recent statistics have been released in 2021
but these are the numbers that were used for this dissertation.

While this chart does not accurately reflect the generally accepted age ranges for the
generations, it does illustrate that Millennials are rapidly becoming the largest group
engaged in the workforce.®> As the baby boomers continue to retire, they will comprise a
smaller portion of the workforce. In turn that will increase the percentage of Millennials
in the workforce.® However, it is clear from the data that Millennials currently comprise
roughly 28 percent of the Canadian population.

To bring this conversation into the context of church leadership is not easy as

there is a lack of readily available data on church leadership demographics. The clearest

> There is a wide range of dates suggested for the Millennial generation. MetLife and Nielsen
Rating have suggested dates as early as 1977. McCrindle, PriceWaterhouseCooper, Gallup, and Dale
Carnegie all agree on 1980 as a start but differ on the end date. It should also be noted that, due to how
Statistics Canada reports demographic data, their age categories do not necessarily line up with the various
generations. As such, the Baby Boomers are split between two bar charts as the upper end of the generation
as over 60 but the lower end is still in their 50s.

6 Dale Carnegie Training noted that by 2015, in the US, Millennials were projected to eclipse the
Baby Boomers in size. See Training, “Engagement,” 1.
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and easiest data available comes from denominational offices who track the
demographics of their credential holders. A survey of the Western District of the
Pentecostal Assemblies of Canada’s (WD-PAQOC) recently released report on their
credentialed members revealed that their average age is 55.” When removing the retired
population from those statistics the average age drops to 51. A total of 62% of credential

holders are over the age of 50.

Age range of WOD credential holders in 2015

® The average and median
age of all WOD credential

SN Creclsmiiols holders is 55.
= Non retired ;
20% ® The average age of non-
18% retired credential holders is
51 (median age 52).
® The average age of o
170 Senior Pastor is 53 (median
14% 13% age 52).
f ® 42% of our credentiol
holders are over 50 and
28% are over &5.
7%
4%
0 8 o]

Underage 29 Age 30-39 Aged40-49 Age50-59 Ageé0-49 Age70-79 Age80-89 Overage 70

23%

N

Table 2: Couch, “Snapshot of the Western Ontario District: Demographic Overview
2015,” slide 2.8

Central Community Church in St. Catharines, ON, which is the focus of this
study, is part of the PAOC. These statistics confirm that, at the pastoral level, our
denomination is under-represented by Millennials relative to their proportionately larger

representation in the general population. As evidenced in Table 2 above, while

7 See Couch, “Snapshot of the Western Ontario District: Demographic Overview 2015, slide 2.
Presentation released to the Western Ontario District of the Pentecostal Assemblies of Canada, 2016. This
presentation is no longer available online but is available upon request. See also Daniel Silliman who notes
that, in the Vineyard denomination specifically, more than one third of their senior ministers are over the
age of 60.

8 Presentation released to the Western Ontario District of the Pentecostal Assemblies of Canada,
2016. This presentation is no longer available online but is available upon request.
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Millennials represent roughly 28% of Canadians, only 18% of the pastors in the WD-
PAOQC fall under that age category. It is of further interest to note that, between 2010 and
2014, the district reported that the average age of a new credential holder was 39 with
44% of new credentials being given to pastors over the age of 40. This is significant
because it indicates that the population of pastoral leaders in the WD-PAQOC is aging.
Furthermore, there is not yet a significant number of young pastors, especially
Millennials, entering the ministry.

Examining a local context of ministry yields similar conclusions. Central
Community Church (hereafter Central), a church located in St. Catharines, Ontario, and
the place of ministry for the author, we can see the trend illustrated in the WD-PAOC
statistics above is repeated at Central. This further illustrates the present reality of the

aging population of church leadership in a local setting.
80.00% Central Community Church Age

Demographics
60.00%

40.00%

- I I ‘ |‘ I I I
0.00% I I I
<18 18-29 30-39 40-59

B Volunteers M Staff Pastors Board M Canada

Table 3: Central Community Church Demographics®

% This graph illustrates the age demographics of various leadership roles at the Church. This table
was formulated using available data as maintained by Central Community Church but, to protect the
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These roles were selected as a general snapshot as they represent increasing levels
of leadership within the context of leadership at Central. The church is congregational in
polity in that the voting membership of the congregation are the highest level of authority
as represented by the Church Board. Pastors are then empowered to lead ministries under
the direction of the Lead Pastor. Staff report to pastors and our volunteers would be the
final level of authority. While not a comprehensive analysis of the myriad of leadership
roles within Central this list was generated using available data and is suitable as an
analysis of how the various age demographics are being engaged in leadership at the
church.

Canadian population statistics show that Millennials represent roughly 28% of the
population. This is important because, as was previously noted, they will soon comprise
the largest segment of the Canadian workforce. As such, they are the generation that we
look to as our established leaders retire. It is imperative that we engage Millennials in
leadership to enable a smooth transition between the generations and the continued
operation of businesses and churches alike. As the Globe and Mail noted, there are
presently not enough people ready to take over the leadership duties.

The WD-PAOC data confirms that church leadership at the pastoral level is aging,
and that Millennials are not yet engaging in numbers large enough to sustain those
churches that are currently in operation. The PAOC was among the surveyed respondents
of the Evangelical Fellowship of Canada’s (herein EFC) Church Vitality report and is one

of the denominations that expressed the concern that we could be facing a leadership

security and privacy of the database, it is not accessible externally. All personal data and information was
removed to protect the individual volunteers.
10 Somers, “Succession,” para. 2.



crisis in the future. It is also of interest to note that their report also shows that the
average age of a new credential holder is 39 years. This is a promising statistic as it also
shows that 31% of all new credential holders are under the age of 29. However, 31% is
hardly enough to replace those who are leaving. Interestingly the average age of
credential holders leaving the denomination is 44 years of age.

Analysing Central’s statistics shows the same trend as the WD-PAOC. It is
evident that the higher up in leadership people are at the church, the higher the age of the
leader. While Central has a healthy percentage of Millennials engaged in volunteering
(39% of the volunteer population) those Millennials are not engaged in leadership at

higher levels.

The Problem of Church Decline

The North American church is in a state of decline. Douglas Coupland wrote several
books about Generation X. In his work Life after God, he remarks that Gen Xers were the
first generation raised without religion. Gen X was being raised in a charmed life “but
without politics or religion.”** In his view, Generation X had traded off belief in God for
the golden life.!? This was the first generation to begin to engage in an exodus from the
church en masse.

In 2006, Barna Research released a report that was among the first to raise the
alarm of millennial disengagement in the Christian church in America. Their findings

showed that, of young adults who were raised in the church as teens, 61% of them were,

11 Coupland, Life, 273.
12 Coupland, Life, 273.



at the time of the research, spiritually disengaged.'® Only 20% of young adults reported
that they had “maintained a level of spiritual activity consistent with their high school
experiences.”** The full impact of this is best represented in the response of those young
adults that only one third of those in their twenties who were parents were regularly
bringing their children to church.®®

This represented a stark decline from respondents in their thirties and forties and
is a warning to the church that the current decline in young adult attendance will only
increase in the coming years. While the research was not clear on whether these trends
were simply related to stages of development or indicative of a situation unique to this
age group, David Kinnaman, the research director of the Barna report, reminds us to not
miss the larger point that “the current state of ministry to twentysomethings is woefully
inadequate to address the spiritual needs of millions of young adults.”*®

Fast forward 5 years and the Hemorrhaging Faith report, produced by the
Evangelical Fellowship of Canada and designed to specifically look at the loss of
Millennials in the Canadian church, further highlighted the exodus of young adults from
North American mainline denominations. At the time of the report (2011) fewer than half

of young adults raised Catholic still maintained their affiliation with the Catholic

13 Barna, “Shelf,” para. 5.

14 Barna, “Shelf,” para. 5.

15 Barna, “Shelf,” para. 6.

16 Barna, “Shelf,” para. 8. It is of note that, when it comes to theology, young adults are flocking
to conservative churches. Young adults are almost 4 times more likely to attend a conservative church over
a liberal church (see Lizardy-Hajbi, “Engaging,” 4). This vast disparity is worth noting. Young Adults are
seeking answers to some of the most profound questions of life. They are drawn to churches that have clear
theological convictions as they do not want to live in a grey area where there appears to be a lack of clear
answers. Liberal churches are at a disadvantage when it comes to reengaging young adults.
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church.!” In the same way only one-third of Mainline Protestants and roughly two-thirds
of evangelicals still identify with the affiliations of their childhoods.8

This was reaffirmed in 2015 when Lizardy-Hajbi reported that, while young
adults made up 23% of the United States population, only 10% of churches reflected that
number.*® That report went on to reference the Faith Communities Today national survey.
It noted a sharp increase in church reporting that they did not have a young adult presence
in their church. Their 2010 survey had less than 8% of churches reporting no young adult
presence. By 2015 that number had risen to 18% (nearly 1 in 5 US churches).?°

However, it needs to be noted that the 2018 Renegotiating Faith report, an update
to the Hemorrhaging Faith report, showed a reversal of part of this trend in the Canadian
context.?! In 2018 higher numbers of Catholics and mainline Protestants were
maintaining their religious affiliation into their young adult years. Where the 2011 report
showed only 47% of Catholics maintaining their affiliation past high school the number
jumped to 55% in 2018.22 Mainline Protestants reported an even higher increase, from
36% in 2011 to 53% in 2018.%

This upward swing in religious affiliation has not translated into a similar upward

swing in attendance at religious services. A little under half of young adults report

17 Penner et al., “Hemorrhaging,” 25.

18 penner et al., “Hemorrhaging,” 25.

19 | izardy-Hajbi, “Engaging,” 1.

2| jzardy-Hajbi, “Engaging,” 2.

21 The Renegotiating Faith Report was conducted in partnership with the Evangelical Fellowship
of Canada along with several partner organizations. Their research was focused on young adults ages 18 to
28. Specifically, those who have a religious affiliation. As they note in their foreword, they “intentionally
chose a young adult population whose teenage religious engagement was more than nominal.” See
Heimstra, “Renegotiating,” 10.

22 Heimstra et al., “Renegotiating,” 102.

23 Heimstra et al., “Renegotiating,” 102.
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attending church at the same frequency that they did when they were teens.?* Over 60%
of teens report attending church between two and four times a month. This number falls
to about 41% of young adults. The greatest change is in those who never attend church.
Only 3.7% of teens report never attending church. Nearly 20% of young adults say they
never attend church. Despite an increase in religious affiliation, young adults are still
fleeing the church.

David Sawler draws a distinction between young adults leaving church and
leaving God. In conversation with young adults around the world he has discovered that
there is “no truth to the thought that all who leave traditional churches are walking away
from God.”?® He hears stories of many who “have left in pursuit of God and a real faith
community.”?® As one person said to him, “for now I want to be the church, not attend
one.”?’ For church leaders, the sobering reality is that young adults are leaving the church
but they are not leaving God. They are not finding a place within the church, so they are
searching for it outside church walls.

Most recently, a Gallup survey highlights what is fast becoming a crisis of church
attendance. Gallup’s report entitled “U.S. Church Membership Falls Below Majority for
First Time”, released in March of 2021, highlights this crisis.?® In the over 80 years since
Gallup began monitoring church membership in the U.S. this report was the first time that
a majority of Americans are no longer attending church regularly. This decline is not

isolated to any one age group. Membership numbers are sinking across all age brackets.

24 Heimstra et al., “Renegotiating,” 103.
% sawler, Goodbye, 3.

% Sawler, Goodbye, 3.

27 Sawler, Goodbye, 3.

28 Jones, “Majority.”
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Gallup’s study identified two primary reasons why fewer people are attending
church. The first is that there are now “more adults with no religious preference” and the
second is “falling rates of church membership among people who do have a religion.”?°
Of greatest concern is that the largest decline in attendance is among the millennial
generation (which Gallup classifies as those born between 1981 and 1996). Gallup also
notes anecdotally that, while they have not done a thorough survey of Generation Z, it
appears that their attendance is about the same as Millennials.*

It needs to be noted that the decline in Millennial attendance is not confined to
those who do not claim an affiliation to a specific religion. The decline is also significant
among those who do hold a religious affiliation. In the ten years from their previous
report, Gallup noted that attendance among Millennials who claim a religious affiliation
has dropped from 63% to 50%. This startling number demands that the contemporary
North American church take stock of why so many young adults who already claim
religious affiliation do not attend church. The decrease in attendance is not just an
American phenomenon. It is a part of the experience of the Canadian church as well.
Statistics Canada (hereafter StatsCan) released data that showed “only 68 per cent of
Canadians 15 or older now report having a religious affiliation.”3! Since StatsCan started
tracking religious affiliation in 1985 they have not reported religious affiliation below

70%.

2 Jones, “Majority,” para. 11.

30 Gallup defines Generation Z as those born between 1997 and 2002. While the generation is
larger than that, those born in that range are now adults. As such, that is the slice of Generation Z that
Gallup studied for this survey.

31 Stewart, “2040,” para. 5.
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However, StatsCan’s data shows that this decline is limited to Christianity. “The
number of Muslims, Sikhs, Buddhists and Hindus is increasing. . . [and] could double by
the year 2036.”2 A little over 67 percent of Canadians reported an affiliation to a
Christian religion in 2001. By 2019 that number had fallen to 63 per cent.® This is
partially due to immigration, but the caution is that churches are continuing to close. For
example, “the United Church loses one church per week across Canada.”3* Furthermore,
it is projected that “the Anglican Church would run out of members completely by
2040.7%

The Hemorrhaging Faith Report revealed that “by young adulthood only 1 in 10
respondents raised in Catholic and Mainline traditions reported attending religious
services at least weekly-compared to 4 in 10 raised in Evangelical traditions.”%® In the
words of the authors of the report, the Canadian church is “hemorrhaging faith” among
young adults. They note that “for every five Catholic and Mainline Protestant kids who
attended church at least weekly in the 1980s and ‘90s only one still attends at least
weekly now as an adult; for those raised in Evangelical traditions it is one in two.”%” This
data is confirmed by StatsCan who found “that religious affiliation was at 85 per cent
among older Canadians born between 1940 and 1959, compared with 32 per cent for
those born between 1980 and 1999.”%8 The Hemorrhaging Faith Report identified several
key areas in which the contemporary Canadian church is contributing to the departure of

Millennials from the church. However, two areas are key to reengaging them.

32 Stewart, “2040,” para. 7.

33 Stewart, “2040,” para. 7.

34 Stewart, “2040,” para. 14.

3 Stewart, “2040,” para. 30.

3 Penner et al., “Hemorrhaging,” 22.
37 Penner et al., “Hemorrhaging,” 5.
38 Stewart, “2040,” para. 22.
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The first is that Millennials are seeking a church that is inclusive. “To the
emerging generation, being an inclusive faith community means offering a place of
belonging to all people regardless of age, ethnicity, gender, socio-economic status,
education, etc.”® This is a very large topic that could not reasonably be considered in a
single work. One area of church life that is perceived to be exclusive is within the realm
of senior church leadership. This is a very large topic that could not reasonably be
considered in a single work. One area of church life that is perceived to be exclusive is
within the realm of senior church leadership. One area of church life that is perceived to
be exclusive is within the realm of senior church leadership. This perception is
understandable as a cursory review of Protestant Canadian churches demonstrates that
there is a significant age gap at higher levels of leadership, and this is the focus of this
dissertation.

The WD-PAOC’s average age is on par with a recent study of megachurches in
the U.S. This report, issued by the Hartford Institute for Religion Research, found that the
average age of a lead pastor in a megachurch is 53.%° In the WD-PAOC a total of 62
percent of credential holders are over the age of 50. These statistics confirm that, at the
pastoral level, our denomination, and the larger North American church, is under-
represented by Millennials despite their large numbers in the general population.

This is creating an environment of exclusivity. Church leadership is being
reserved for older generations and not Millennials. This exclusivity is, and will continue

to, drive Millennials out of the church. “Inclusive church practices send the message that

39 Penner et al., “Hemorrhaging,” 60.
40 Bird and Thumma, Megachurch 2020, 3.
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all people are valued and cared for.”*! Exclusive church practices send the message that
only certain people are valued. This creates a conundrum. As fewer young people choose
to enter ministry, the average age of ministers will increase. This increases the feeling of
exclusivity and is a key issue this dissertation aims to address.

The second key area affecting the church’s ability to engage the millennial
generation is authenticity. “Young adults want to belong to a church community that is
kind, friendly or welcoming.”*? But, what drives young adults more is authenticity. “If
congregations engage in [the above] practices but they are done for the sake of show,
instead of authentically, they do more harm than good. Young adults call this
hypocrisy.”* As the survey bluntly states, “young adults are tired of church members
professing to believe in something they do not or pretending to be something they are
not.”** As such, it comes across as inauthentic to speak of everyone being part of the

body of the church and yet reserving senior leadership for a certain age demographic.

The Leadership Gap
To begin, a basic definition of leadership is the exercise of authority over a group of
people. In the context of the church, leadership is exercised as both spiritual authority and
in a practical sense through the day-to-day operation of the church. Using flat leadership
as a paradigm means that this authority is not bestowed upon a single leader. It is shared
based upon giftings and calling in a team setting. However, as leadership is often

exercised by an individual leader, the church is experiencing an age gap as there is a

1 Penner, “Hemorrhaging,” 60.
42 Penner, “Hemorrhaging,” 58.
43 Penner, “Hemorrhaging,” 58.
4 Penner, “Hemorrhaging,” 60.
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shortage of younger leaders emerging. The age gap in leadership is a growing problem
both inside and outside the walls of the church. As noted earlier, a report released by the
EFC, as they conducted their research on church vitality, noted that:

all five of the denominational leaders we spoke to were concerned about

future leadership. Pastors were aging and there are not enough new

candidates to replace them. Leadership development is, or should be, the

priority of congregations and denominations. Retaining present clergy is

also crucial. Future congregational vitality depends on it.*®

The Globe and Mail noted the same trend in the secular Canadian workplace. “For
every two retiring senior executives, there is only one suitable successor waiting in the
wings.”*® We must explore how the church is to respond to this pattern and raise up the
next generation of leaders.*” As Millennials grow “in the workforce and baby boomers
retire, managers and human resources professionals will need to develop new
engagement models [that] take into account the generational differences between baby
boomers and Millennials.”*®

Among these generational differences is the way in which Millennials engage
with each other. They interact with each other in a flat world, a world where titles and
hierarchies are becoming ever more meaningless.*® Millennials “are creating a change in
how work gets done, as they work more in teams and use more technology.”*® And, it is

important to note that “their social mindset. . . is also a significant factor.”®! “As Leigh

Buchanon writes in Meet the Millennials, ‘one of the characteristics of Millennials,

4 Reimer, “Vitality,” 17.

46 Somers, “Succession,” para. 2.

47 This comparison raises the issue that it is not just the church that has this problem. Rather, it is a
societal issue. Yet, the church should be concerned with this trend as it is playing out in church leadership
as well. The future church will rely on those successors who are presently waiting in the wings.

8 Gilbert, “Engagement,” para. 2.

49 For a deeper look at the flattened world see Friedman, The World Is.

%0 Gilbert, “Engagement,” para. 6.

51 Gilbert, “Engagement,” para.6.
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besides the fact that they are masters of digital communication, is that they are primed to
do well by doing good. Almost 70 percent say that giving back and being civically
engaged are their highest priorities.””” It is of profound importance that the church
understand this changed reality since it directly impacts the appeal of working in a
church.

However, David Burkus opened his article recognizing how Millennials have
been misunderstood by writing that “Millennials have been perceived by their coworkers
as blunt, self-entitled and naive.”>® Kathy Caprino writes that “complaining about
Millennials is in vogue and business leaders are supposedly struggling to ‘engage’
Generation Y and make them productive. Corporate recruiters and business
leaders claim that 20-somethings are unprepared and difficult to manage. Again and
again, commentators say they’re just too narcissistic, solipsistic and entitled for the
working world.”®* Despite the changed reality outlined above, Millennials are generally
misunderstood by those currently in leadership. This is the leadership gap that the church

must close.

Research Question
The core practice of this dissertation is the leadership development of young
leaders within the North American Protestant church. Specifically, this dissertation will
be focused on the leadership development system of my church. To that end, we seek to

answer the question “how can current practices of church leadership be enhanced to

%2 Gilbert, “Engagement,” para. 6.
53 Burkus, “Next Generation,” 1.
5 Caprino, “Quit,” para. 3.
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engage a wider age demographic?” Answering this question will strengthen church

leaders and the congregations they serve.
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CHAPTER 1: OVERVIEW AND THEOLOGICAL FRAMEWORK
Introduction

Millennials, and Generation Z who are now starting to reach adulthood and enter the
workforce, view leadership from a flattened perspective. Whereas leadership of the last
fifty years was based on position and power, contemporary leadership no longer elevates
an individual to a pinnacle role overseeing the entire structure. Instead, they are flattening
leadership structures so that people lead out of gifting, skill and calling. Accepting that
“the world is flat” means that we must recognize that the church must adapt its leadership
systems to match this flattened reality.! This is not because we want the church to look
like culture. Rather, it is the recognition that “culture has been informing church practices
for centuries.”? Culture can also alert us to biblical principles. Flat leadership has been
replacing hierarchical leadership in business for the last few decades. Companies such as
Gore Industries, Zappos, Medium, and Buffer, have employed some form of flat
leadership as they sought to gain and maintain a competitive edge in their respective
industries. As William Craig points out in Forbes, “many hierarchical structures lose
their entrepreneurial spirit, and to inspire its return, organizations increasingly turn to the
flat structure that characterizes many startups.”® Flat leadership, as it is being used in
secular business, though not by design, is very much a biblical approach to leadership.

Throughout this dissertation we use the terms flat and shared leadership

interchangeably. This is because flat leadership as a model provides space for power and

! Friedman, World Is Flat, 5.
2 Rutledge, “Flat Leadership,” 35.
3 Craig, “Leadership,” para. 5.
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authority to be shared among a group of people. It is important for existing church leaders
to adhere to the basic standards of the church to be involved in leadership today. That is
to say that, while we can have culture influence how the church is led, there are limits to
how far leaders should allow that influence to spread. The church must still hold to its
convictions and theology. Those cannot be sacrificed for the sake of making the church
relevant. Flat, or shared, leadership is a response to our shifting culture and is a
theological approach to leading the church.

Scripture points us to a model of shared leadership as Jesus is the head of the
church. It is because he is ultimately Lord and leader that we embrace the idea that the
church is to function as a community that is led by the entire body, not as a community
where a singular person or small group of people hold all the power. When we
acknowledge that Jesus is the head then there is no need for an individual to assume the
leadership of the entire church. Instead, all believers can find the space to serve within
their own giftings.

In a world where authority is no longer given based on position and title, the very
nature of leadership is in flux, and we are seeing “profound transformations” in the
Western world.* Leadership is no longer defined by titles or any perceived notion of
power. Today’s North American culture is increasingly moving away from power vested
in a few people at the top of some organizational structure and towards power and
authority that is shared among the many. This transformation is largely a response to the

past abuse of power. The church is not exempt from this abuse.

4 Keel, Intuitive, 188.
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Mark Birchall reminds us that “all power tends to corrupt, and Christians are not
exempt from that corruption. Most leaders are tempted to be authoritarian, not least
because there are so many who want ‘a strong leader.””® For the last few decades,
Canadian society has been rejecting leadership in its modern form. In general, adults of
all ages have lost trust in a wide range of institutions. Gallup released the results of a
2019 survey that showed a dramatic drop in confidence in institutions across the United
States. Institutions such as the medical system saw a drop in confidence from 80% in
1970 to just 36% in 2019.° People have lost confidence in Congress, big business, the
presidency, newspapers and public schools. Confidence in organized religion has dropped
from 65% in 1970 to just 36% in 2019.” A great mistrust of leaders has caused seismic
shifts in how people lead the church, which has generally been slow to adopt change in
any format, has been slow in shifting its leadership structures to respond to these changes.

However, Dorothy Butler Bass, reflecting on the discouraging statistics on church
decline reminds us that “the plethora of new survey data does not indicate either
apocalypse or secularization.””® Rather, the decline in the church can lead to a new
awakening as people shed the “old norms [that] cease to make sense.”® Quick decline can
be a blessing to the church as it is easier to spot than a slow decline. Thom Rainer warns
that “slow erosion is the worst type of decline for churches, because the members have no

sense of urgency to change.”? In the current context this is hardly a danger.

5 Birchall, “Abuse,” 40.

8 Packard, “Young People,” 28.
" Packard, “Young People,” 28.
8 Bass, Religion, 63.

% Bass, Religion, 62-63.

10 Rainer, Autopsy, 13.
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We are in a time of rapid decline. However, instead of seeing the current upheaval
of the church as a negative, the rapid pace of the current decline is a positive because we
have been alerted to it at a time when we can still do something about it. In what will
seem a contradictory thought, this time of upheaval means the church will need strong
leaders to navigate the changes that have happened and navigate the changes of the
twenty-first century. While current leadership is part of the problem, it will take leaders
who are willing to shift their leadership structures for the church to move towards a flat
leadership approach. Flat leadership does not mean no leadership, and it does not
eliminate the need for strong leaders. Rather, it calls for leaders to function and behave in
different ways than in more traditional leadership models.

The answer to these changes is flattened structures in leadership. Achieving
flattened structures will be largely dependent on the church’s ability to raise up a new
generation of leaders.! Leaders who are raised in a flat world will naturally tend towards
flat leadership themselves. As Gray-Reeves and Perham summarized after evaluating
emerging churches, “it only makes sense that emergent churches, made up of leaders
impacted by this historical shift, and living at the church’s power edge because of their
age, would work collaboratively in ministry with a variety of people and perspectives,

seeking to welcome and include all.”*? Yet, therein lies the problem. Millennials are not

1 Some in the business world are already suggesting that we look beyond the Millennials to
Generation Z. Goldman Sachs released a report in 2015 outlining their reasons for targeting this new
generation. Myles Udland reports that “in Goldman’s view, the reason it’s time to move on from
Millennials is that Gen-Z simply represents a bigger, more important change in the US than Millennials
ever did.” Udland, “Goldman Sachs,” para. 7. However, with so few Millennials engaged in church
leadership, it is not yet time to turn our attention away from them.

12 Gray-Reeves and Perham, Hospitality, 31. At the time this book was written the authors used
the term emergent to “reflect churches inclusive in character of all sorts and conditions of people” and
emerging to be “representative of churches that are evangelical and conservative in nature” Gray-Reeves
and Perham, Hospitality, 3-4.
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engaging in church leadership. In many cases, it seems that Millennials are stuck in
churches where the same leaders fill the same positions year after year. With virtually no
movement in higher level positions there is simply nowhere for Millennials to get
involved in senior leadership. This is not to say that churches do not have turnover in
leadership. Most churches have some form of term limits on elders or deacons leading to
turnover. What is lacking is a mindset and a vision for creating space on those leadership
boards for younger people to be included and developed.

Burkus, in quoting Tulgan, notes that “Millennials do not define success by
climbing the corporate ladder, and as a result, they are not satisfied by repetitive tasks
under the guise of ‘paying dues’ with the promise of promotion.”*® Waiting to break the
stalemate will not engage Millennials.** As Tim Keel writes, “the posture of suspicion
that post moderns assume toward modernity illustrates how disempowered people have
felt because of the real ways they have struggled to be acknowledged and heard as
something other than a cog in the machinery over which they have no control. Sadly, this
happens in the church.”*® Millennials are not interested in being cogs simply carrying out
tasks for the hope of one day moving up a ladder. They want to be doing meaningful
work now. “Millennials are looking for more immediate rewards.”

Pastor Bill Markham of Central Community Church observes that Millennials,
“don’t want to be cogs, they want a cause.”!’ Kimberley Bell makes the same case in

recognizing that “individuals today are wanting more out of their work because work has

13 Burkus, “Next Generation,” 1.

14 Burkus, “Next Generation,” 1. Burkus notes that “Millennials want to work on projects that
provide learning and growth opportunities right away.”

15 Keel, Intuitive, 115.

16 Burkus, “Next Generation,” 1.

17 Bill Markham, interview by Andrew Rutledge, transcript, St. Catharines, Ontario.
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become an integral part of individual’s lives.”*8 It is not enough for people to simply get
something done. They want to participate in a movement. Paul Bates, in his research on
the ethos of a leader, discovered through interviewing leaders that “virtually all
respondents expressed a need for a work environment that provides a means of achieving
some level of self-actualization and identity.”*® Whether it is volunteer or paid, work can
no longer be about simply getting a task done. As Chap Clark stated, “ministry is
important, but people matter more than any task.”?° Churches need to provide
opportunities for people of all ages to be engaged in something that makes a difference
while still getting the small, unnoticed jobs done. “If a seventeen-year-old knows that he
is more important than the duty to pick up the coffee for the parent meeting, he can
survive setbacks and continue on with his growth and service.”?!

McLagan and Nel recognized this shift nearly 30 years ago and, in 1995, labelled
it the “age of participation.”?? Reflecting on the shift, Leonard Sweet notes that
“postmoderns are thinking and living within an interdependent, interactive ethos. They
perceive, comprehend, and interact with the world as much as participants as
observers.”?

One of the implications of this shift is that leadership is no longer about
“administering guidance and regulation” but about “emboldening and empowering others

to lead.”?* This is not simply a response to a sociological shift. It is a return to the church

of the New Testament. ““The body of Christ is a participative community”” and Millennials

18 Bell, Spirituality, 12.

19 Bates, Ethos, 50.

20 Clark, Adoptive, 153.

2 Clark, Adoptive, 153.

22 See McLagan and Nel, Participation, 1995.
2 Sweet, Pilgrims, 54.

24 Sweet, Pilgrims, 60.
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want to be participants in that community, not just cogs.?> While the apostles did have
significant authority within the body, the councils are just one example where they
surrendered their individual power to the group. In part, their authority was given to them
because of their personal connection to Christ and not simply because of their office. The
modern Canadian church needs to recognize this if we are to create space for Millennials
to be involved in church leadership. A potential response to this would be to question
exactly what we would be asking of young adults who would be serving in leadership. It
would be primarily to give a voice to their generation. However, we cannot discount that
young adults can have the spiritual maturity to speak into the church as a whole. As will
be discussed in greater detail throughout this work, churches cannot discount the
contributions of any member of the church.

A second issue to note is that our current hierarchical models of church leadership
are counter to the culture of Millennials. They are by nature driven to work in teams and
share power and authority across the board.?® Tod Bolsinger sums this up by writing that
“Christian leaders in a post-Christendom world need to engage, encourage and even insist
that discernment and decision making begin with making a broader number of voices
heard.”?’ This is not about replacing any one group in leadership. It is about bringing
every group into it. “Those in the center and those outside of the center must be truly

engaged and valued in decision-making processes.”?® It is important to recognize that

% Sweet, Pilgrims, 72.

26 For further analysis of the shifting culture of leadership see Gilbert, “Engagement,” no pages,
and Rutledge, “Flat Leadership,” 2015.

27 Bolsinger, Canoeing, 196 (italics in original).

28 Bolsinger, Canoeing, 199.
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churches will need to shift their leadership models to better engage Millennials as our
aging models are losing their relevance to younger generations.

Gray-Reeves and Perham, upon surveying emerging church congregations within
the Anglican church, summarized part of their findings by noting that “when asked where
authority lies, emergent Christians will finally relent and say that it is found in the mix
between Scripture and the community—not as handed down by the institution of the
church, but rather as it is locally discerned by those in the body.”?® This is part of the
reason why they are not engaged in church leadership. Many churches have structures
that do not appeal to them. The result is that it is difficult to ask them to join structures
they reject.

To push the previously mentioned metaphor of the leadership stalemate, the other
metaphor is that modern leadership structures are created like a game of chess. In chess a
single piece, the king, is the most important piece in the game. All the other pieces work
to protect the king. Yet, contemporary approaches to leadership are more akin to a game
of checkers where multiple pieces can be the king. Power and authority are shared in a
way that enables many pieces to be engaged. It is a fluid structure that more closely
aligns with the nature of Millennials. Implementing fluid leadership structures will enable
churches to engage younger leaders.

A result of engaging Millennials is that our church leadership structures will
naturally shift. Gray-Reeves and Perham pointed out that “it only makes sense that
emergent churches, made up of leaders impacted by this historical shift, and living at the

church’s power edge because of their age, would work collaboratively in ministry with a

2 Gray-Reeves and Perham, Hospitality, 31.
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variety of people and perspectives, seeking to welcome and include all.”*® Engaging
Millennials will result in them impacting our leadership structures which will, in turn,
lead to more Millennials getting engaged in leadership.

To engage Millennials, it is important that churches re-evaluate their leadership
development practices. As noted above, with so few Millennials engaged in church
leadership it is likely that the church will enter a leadership crisis in the coming decades.
To reverse this trend the church needs to reconsider how it is preparing Millennials, and
the subsequent generations, to step into leadership roles before they disengage from the
church.

The purpose of this study is to evaluate the existing leadership development
systems being utilized at Central Community Church in St. Catharines, Ontario, Canada,
with the aim of improving them to engage Millennials, with a view also to helping to
resource other congregations that are interested in doing the same in their own contexts.
Through a case study of Millennials in the church we sought to understand if this
supposed unpreparedness among Millennials to take on leadership is a fair assessment of
this generation or if it is indicative of a lack of quality preparation and training being
given to Millennials by the local church. Discovering the answer to this will help Central
Community Church (as well as other churches) better develop the leadership potential of
Millennials. This can lead to higher levels of engagement in leadership and, through this

increased engagement, ultimately help retain them as active members of the church.

30 Gray-Reeves and Perham, Hospitality, 31.
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The Problems We Face That Demanded Further Research

The topic of leadership has been explored at length in the last few decades. Yet there is
one glaring gap in this field of research. As John Senior notes, “a cursory Google search
for the phrase ‘leadership books’ calls up myriad texts by CEOs, generals, presidents and
senators, and business consultants — but not many by ministers or theologians.”*!
Specifically, he sees a gap in the research based on the kind of work done by leaders that
is the focus of this research. In his view, most leadership studies have focused on the
“instrumental” frame of leadership.? The problem with this gap is that Christian
leadership is unique and, therefore, deserves specific research and exploration of that
uniqueness.

There is a greater issue at play in the gap in the study of religious leadership.
Senior goes on to point out that, “as many Christian faith communities find themselves in
a season of momentous change, ministry leaders—even veteran ministry leaders—can’t
help but feel disoriented in their vocations.”® His explanation for this disorientation is
rooted in the seismic changes affecting the practice of Christian leadership. Johnson and
Van Dooren further explain this shift by explaining the rising trend of burnout in pastors.
They see the rise of burnout as a result of church leaders beginning to measure their

success by “external religious standards” instead of the Cross.>* Pastors are now being

asked to fill the role of a CEO rather than the traditional role of a shepherd.®

31 Senior, “Wisdom,” 50.

32 Senior, “Wisdom,” 49.

33 Senior, “Wisdom,” 51.

34 Johnson and VanVonderen, Abuse, 34.
% Scalise, “Christian Leadership,  33.
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It is worth pausing and noting here that there are elements of church leadership
that are driven by the necessity of the church’s existence in today’s world. Churches are
institutions that “depend on (fallible) human actors to maintain their buildings, pay their
budgets, run their programs, and define their goals.””*® We do have to proceed with
caution and ensure that we do not blur the lines between the secular and the divine
aspects of leadership. The church has aspects to it that are like other societal institutions
(legal, financial, employment, and others). We cannot fall into a trap of thinking along
secular lines when it comes to how we lead and evaluate the ministry of the church.
Allert and Boersma, as cited in Reimer, caution that, when we evaluate the health of our
churches, we need to be wary that “theological categories not be taken over by (neutral)
empirical measurements. These measurements lead us away from theological concerns
and assume that we can find some other, neutral ground” for measuring and leading the
church.®” The purpose of this dissertation is not to move us away from those realities.
Rather, it is to reorient church leaders back to the core of Christian leadership.

While not intentional, church leaders have adopted leadership paradigms and
practices informed by the research done on secular leadership (this will be explored in
Chapter Two). To navigate the coming change and to preserve the church, it is necessary
that church leaders rediscover the uniqueness of spiritual leadership. What differentiates
leadership of faith communities from the myriad of texts Senior found in his search is the
telos of Christian leadership. That telos is Jesus Christ.®® It is Jesus that is at the centre of

our leadership. Senior summarizes this telos in that “our end is to cultivate thriving

3 Reimer, “Vitality,” 1.
37 Reimer, “Vitality,” 1.
3 Senior, “Wisdom,” 52.
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communities that bear witness to the inbreaking reign of God that Jesus announces and
embodies in all that we do and are.”*® This does not mean that we should disregard the
quality of research being done outside the context of the Church. It does mean that we

need to filter that research through the lens of the Gospel.

David Ford illustrates the uniqueness of Christian leadership by illustrating how
Paul would interpret the relationship between leaders and followers. In Paul’s view of
leadership, our primary relationship is between us and Jesus. “That outflanks the factional
divisions of the church by offering a God-oriented ‘ecology’ of belonging, embracing
oppositional confrontation in a higher inclusiveness.”*° The uniqueness of our telos
means that the church must develop leadership training that is distinct from the world. It
is a point that is highlighted by the Evangelical Fellowship of Canada. In their research
on the vitality of the Canadian church they quote David Horrox who writes that “the
church should stop mimicking the surrounding culture and become an alternative
community, with a different set of beliefs, values, and behaviors.”** The church cannot
rely solely on the wealth of secular leadership training available today. Training must be
based upon our telos.

Waalkes agrees with this unique telos and the need for specific training and, in
examining the current state of the church, cautions that “at times the practices of
globalization may be healthy for us and even orient us in the right direction, toward
loving God and our neighbours... at other times, perhaps more often, they may be

unhealthy for us.”*? He explains this by demonstrating how Christians interact on a global

3 Senior, “Wisdom,” 52.
40 Ford, Wisdom, 186.

4l Reimer, “Vitality,” 3.
42 \Waalkes, Fullness, 10.
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level any time they bank, purchase goods, or engage in any number of daily activities.
Many of these activities raise questions about “cultural imperialism, the global
homogenization of cultures, a violent backlash against such imperialism, or some kind of
increased common identity and shared cultural understanding.”*® These are an issue
because, as he writes, “our worship and discipleship should be directed toward forming
and directing our desire to find its telos [destiny] in God, countering the malformations of
desire effected by the state and the market.”** The issue here is that, while engaging
culture, the church can lose sight of its telos and become too much like the culture it
seeks to serve.

Waalkes does find room for the church engaging in culture. However, he
encourages us to ask ourselves “how do we engage (or disengage from) cultural, political,
ecological, and economic globalizations so that our imaginations are formed in healthy
ways that bring us into the fullness of God?”* This is the gap in religious leadership
study. It is a gap that, if left unaddressed, can rob the church of its unique place in society
and lose our unique telos as Christian leaders. This dissertation will address this gap in
study in two ways. First, it will establish a biblically based theology of leadership that is
distinctly Christian. Second, it will seek to engage young adults in a culturally relevant
way by demonstrating how culture is enhancing Christian ideals of leadership.

When we look at how the church is engaging our culture, the greatest problem
facing church leaders is the lack of recognition for the change that is happening in the

North American world. Webber urges church leaders “to recognize that we live in a time

43 Waalkes, Fullness, 10.
44 \Waalkes, Fullness, 10.
45 Waalkes, Fullness, 10.
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of transition, where the old Christendom is dying and the new postmodern world is
emerging.”*® This postmodern world brings with it a “changing spiritual narrative” that is
reflected in a discontinuity from previous eras.*’ The changing narrative has brought with
it sweeping change to how people lead in a postmodern context because it has led to the
rise of scepticism toward authority. People now challenge who they should believe and
why they should believe them. In evaluating churches, it has been noted that there is a
growing disdain for preaching. The root cause of this has been identified as “an
uneasiness about authority and control.”*® As such, leaders in any context can no longer
lead as they have for the last several decades.

There was a time when a position within a church brought with it a certain
amount of authority, respect, and power. In today’s world obtaining a certain position no
longer entitles a person to the traditional status that would accompany that position.
Pastors are no longer in a place where their community will automatically respect their
decisions or trust them as leaders. McLaren puts it this way:

We are living at an important and fruitful moment right now, for it is clear

to church leaders that the images of Christian leadership given by the

religious subculture are worn out; a minister can no longer depend on

them. By the time a person in professional ministry reaches thirty-five, he

or she knows that images of the knowledgeable, doctrinally sound,

politically correct, and above all successful pastor that were learned in

seminary (and at the Christian bookstore or leadership conference) simply

do not work in life.*

The issue is that “leadership in Christian churches in the West has for centuries

been deeply shaped by Christendom assumptions. Ministry was reserved primarily for the

46 Webber, “Emerging,” 198.

47 Kinnaman, Lost, 50.

48 Deyoung and Kluck, Emergent, 159.
49 McLaren, Side, 113.

31



32

clergy who taught, cared for, and administered settled flocks, often as a hierarchical class
set apart from or above the rest of the congregation.”*® These models were “shaped
largely by the assumptions of very different eras. A great many local congregations... are
still organized for functional Christendom.””®! This is the model of church leadership that
must shift.

Van Gelder and Zscheile offer that church leaders must “recognize that
[leadership] is understood best not as a fixed set of individual roles or attributes but as a
process of relational influence.”® This is the part of the shift that requires the most
attention from a research perspective. Safian notes that, in the complexifying world in
which we now live, leaders are recognizing that “traditional organizational structures no
longer seem sufficient.”>® “Postmoderns now approach the world with a posture of
skepticism and suspicion that must be understood if we are to lead effectively.”>* Beach
notes that “the evidence of this is all around us, whether it is found in grassroots political
movements like those that motivated the ‘Arab Spring” in 2011 or those that drive the
Tea Party movement in the United States we can see that challenges to traditional power
structures are on the rise.”®® All around us it is clear that society no longer embraces the
very leadership styles and structures that continue to lead a great many churches in North
America. To affirm this, Marty writes that:

the consistent witness of Holy Scripture is that God cherishes the
idea of forming a visible body. It is not the spiritual state of

%0 Van Gelder and Zcheile, Missional, 155.

%1 Van Gelder and Zcheile, Missional, 157.

52 Van Gelder and Zcheile, Missional, 155.

%3 Safian, “Flux Leader,” 23. Van Gelder and Zscheile agree with Safian. They note that “the
erosion of functional Christendom and the advent of postmodernity have revealed the limitations of these
approaches in the face of an increasingly complex and differentiated cultural situation.” Van Gelder and
Zscheile, Missional, 158.
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individual souls or personal salvation that preoccupies God

throughout the Bible. It isn’t even the achievement of a personal

state of holiness. God’s intention is to form a people, an ekklesia, a

community.>®

God never intended the leadership of his church to fall into the hands of a select
few that did not allow for the use of multiple gifts within the body. Nor does this model
still make sense in contemporary society. Yet, the church is plagued by selfishness.
“Some theologians argue that modernity has brought on a rampant individualism never
seen before in church history.”®” Marty elaborates on this and suggests that “it would be
more helpful to say that contemporary consumerism and a market ideology have merely
exacerbated the longstanding impulse among believers for a privatized faith.””® This
presents a unique contradiction for those researching the changes in leadership. On the
one hand society is moving towards a model of shared leadership. On the other, society
continues to have a deeply entrenched propensity for individualism that permeates all
facets of life, work, and church.

It is likely that this contradiction will wane as the shift back to community takes
root. Marty points out that, “as people discover some of the limitations of this approach,
they do show signs of hankering for community.”*® This “hankering” will continue to
reshape society and drive out individualism.

While this may seem contradictory to the above, a key player in the transition will

be the pastors of local congregations. It is, after all, “the pastor [that] serves as the

primary agent for interpreting the beliefs and forming the practices that make for a

%6 Marty, “Shaping,” 307.
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congregation’s character.”® Stanley continues this narrative and warns that “the primary
reason churches cling to outdated models and programs is that they lack leadership. For
an organization to remain vision-centric, it must be led by a vision-centric leader or
leaders.”®! John Maxwell “found that it’s not easy to change leaders. In fact, I’ve
discovered that leaders resist change as much as followers do. The result? Unchanged
leaders equal unchanged organizations. People do what people see.”%?

This resistance to change will be among the greatest difficulties in the search for a
way forward as we research. The work of doing practical theology will be pointless if we
cannot find ways of changing leaders before we can expect to change churches. The very
people we are studying will be the greatest roadblock to change and to the usefulness of
our study. This begs the question of how you ask for critical feedback on the state of
church leadership from a group of leaders who are likely either resistant to change or
unaware that change is necessary. The mere act of asking the questions can create

unwelcome responses as people confront their own limited view of change.

Theological Framework
To begin, this work is driven by a pragmatic approach to ministry rather than
simply a theological reflection. This dissertation is founded on Christian theology but is
primarily a contextual response to millennials leaving the church. Our primary goal is to
respond to the present relationship between millennials and the church. This will enable

us to develop churches that include the participation of young people, not at the expense

60 Marty, “Shaping,” 312.
61 Stanley, Deep, 294.
62 Maxwell, Leader, 49.
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of those who are presently attending church. Rather, this is to include millennials in the
church body.

A key theology that came out of the Protestant Reformation is the priesthood of
all believers. Luther believed that all baptised Christians were priests. While Luther
fought against a wide variety of issues with the church, one area that needed to be purged,
and which became a hallmark of his theology, was the Catholic church’s hold on who had
access to God. Whereas the church elevated the clergy above the rest of the congregation,
Luther held to the priesthood of all believers.

Luther believed in the equality of all people before God. He sought to bring order
back to the church and wrestle leadership away from the tyrannical few that he believed
to be outside God’s order. Kaufmann notes that, “at the disputation held at the University
of Leipzig from June 27 to July 15, 1519, Luther came to argue from the Bible and
history against the papacy’s claim of power from divine right.”® To that end, “he denied
the hierarchical placement of bishops over pastors and disavowed the infallible authority
of church councils. The Bible alone was infallible, he insisted, and no church authority
could promulgate doctrines or decisions that were not based on it.”%*

The church had elevated pastors over the rest of the congregation as early as 100
AD. In some of the earliest writings about church leadership (not including the canonical
books), Ignatius of Antioch warned churches to “let everyone respect the deacons as
Jesus Christ, as also the bishop who is a type of the Father, and the presbyters as the

council of God and as the band of the apostles. Nothing can be called a church without

63 Kaufmann, Short Life, 46.
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these.”® In Ignatius’s thought it was wrong to conduct church without the deacons or
bishops present. While his views were based on the conviction that the church of the
second century was facing growing heretical beliefs, Ignatius did contribute to the rise of
the separation of clergy from the rest of the church body.

The contemporary North American church continues to suffer under
organizational structures that elevate a few key leaders above the rest of the church.
Often churches are led by a pastor and a small group of people who make all the
decisions within the church.

Yet churches that are led by a small group of individuals is not in keeping with
Luther’s theology. Luther believed that the role of pastors and leaders within the church
did not and should not denote some sort of special power or position within the church. In
Luther’s ecclesiology, leaders serve a function within the church. They are not bestowed
special powers unavailable to the others in the congregation. Paul Avis summarizes
Luther’s views of the priesthood as being the exercising of ministry and not a special
power:

Obviously no indelible character is bestowed; public ministry is merely a

function that the designated individual exercises for the time being. He

may give up his office or be deposed, becoming a layman again. 'Should it

happen that a person chosen for such office were deposed for lack of trust,

he would then be exactly what he was before.%

While this dissertation is not focused on debating Luther’s ecclesiologyi, it is interesting

to note that, in this instance, he is embracing an approach to church hierarchies that is

fluid.%” This allows all parts of the body of Christ to engage in leadership as their skills

8 Schoedel, Ignatius, 140.
% Avis, “Luther,” 110. Avis notes Luther’s belief that authority was common to all.
57 For more on fluid hierarchies see Rutledge, “Flat Leadership,” 37.
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and giftings allow needs to be met, recognizing that, once those needs are met, they will
no longer be needed in certain forms of leadership. Perhaps it is because the Protestant
church has not fully embraced or understood Luther. As Rogers wrote, “[Martin] Luther’s
greatest contribution to Protestant ecclesiology was his doctrine of the priesthood of all
believers. Yet no element in his teaching is more misunderstood.”

Gerrish expands on Rogers’s point and writes that “the priesthood of all believers
has come to be regarded, along with Biblical authority and salvation by faith, as one of
the three main points of evangelical theology. Like the other two, however, it has not
always been interpreted in the same way, nor taken as seriously in practice as in
theory.”®® In Gerrish’s view “all too often it has become a dead letter in a clergy-
dominated institution. And where it has come alive again, it has been used to support a
bewildering variety of practices, such as congregational polity, the Quaker meeting,
pietistic ecclesiolae, and the Methodist commissioning of lay preachers.”’® When it has
been practiced, it has often been abused.

It has been said that Luther’s doctrine of the priesthood of all believers “is one of
the most revolutionary doctrines in the history of Christianity.”’* Luther sought to break
down three barriers that existed in the church, one of which was the authority of the Pope.
In 1520, Luther wrote To the Christian Nobility of the German Nation. “In the book,
Luther attacked the three walls the medieval Catholic church had built to protect its

authority. All three walls related to the unique status, position, and authority of the pope:

8 Rogers, “Dangerous ldea,” 119.
8 Gerrish, “Priesthood,” 404.
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his power was above the temporal estate, only he could interpret the Scriptures, and only
he could call a council.”"

The primary importance of the priesthood of all believers was the redistribution of
power within the church. VVan Gelder and Zscheile note that the long-held model of the
pastor as the head of the church led Christians to a place where “clergy were often
understood to represent Christ to the congregation, rather than the whole congregation
representing Christ to the world in the power of the Spirit.”"® As we noted above, many
people in the contemporary church have grown suspicious of those in authority. It is
important that the contemporary church rediscover the priesthood of all believers if we
are to acknowledge the whole laity, including younger members, and give them a place
within the leadership of the church.

Throughout the rest of 1520, Luther sought to “demolish the barriers of the
church, priesthood, and sacrament.”’ In To the Christian Nobility, Luther argued “that
all Christians are priests... there is no true, basic difference between laymen and priests,
princes and bishops, between religious and secular.”” He continually pointed to 1 Pet
2:9 as his main evidence for the common priesthood of believers. Peter wrote that “you
are a royal priesthood, a priestly realm.” Luther argued that the princes of Germany were
priests just as much as the pope. Therefore, if the pope departed from orthodoxy, his
fellow priests, the nobility of the German nation, could and should call a council for the

reform of the church.

2 Baudler, “Common Priesthood,” 48.

3 Van Gelder and Zscheile, Missional, 155.
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Luther’s theology redefined two other areas of church life. The first was that the
laity no longer needed a specific person to offer sacrifices in their name. Instead, in
pointing to Rom 12, Luther points out that all believers can now offer themselves as
sacrifices. We no longer needed that intermediary to give us access to God.

Perhaps the biggest implication of the priesthood of all was that Luther believed
that everyone had a right to read the Bible. We no longer needed specific people with a
special gift to interpret Scripture. As such, “in 1521 Luther translated the New Testament
into vernacular German so that all Christians could carry out their priestly function of
knowing and ministering the word of God to each other.”’® The contemporary church
would be hard pressed to imagine a day when only a select few could read the Bible.
Today we have access to the Bible in a couple of thousand languages. It is available on
our electronic devices where, at the click of a button, we can read it in any number of
languages and even a variety of versions of English. It was Luther that paved the way for
this easy access to the Bible.

A further implication of Luther’s theology is his view of headship within the
church and the way in which we use titles to separate us. Spitz notes that Luther wanted
to make it “come to pass that this little word priests’ becomes as common as the little
word ‘Christians.” Therefore, when Peter here says: ‘Ye are the royal priesthood,’ it is as
much as if he said: Ye are Christians.”’’ In Luther’s view “if now you would know what

kind of title and what power and price Christians have, you see it here, that they are kings

76 Rogers, “Dangerous Idea,” 122.
7 Spitz, “Luther’s Comments,” 10.
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and priests and the chosen nation.”’® Luther is clearly not in favour of titles that separate
Christians from each other.

He presses the point that there should only be one priest in the church. Luther’s
view is that “the church is founded on Christ's priesthood. Its inner structure is the
priesthood of Christians for each other. The priesthood of Christians flows from the
priesthood of Christ.””® Yet, as Van Gelder and Zscheile note, for centuries in the
church, “clergy were often understood to represent Christ to the congregation, rather than
the whole congregation representing Christ to the world in the power of the Spirit.”

Barna notes that this view of the pastor as the head of the church is still the norm
for much of Western church leaders. He relates the story of a pastor named Steve whom
Barna met once. Steve “was hindered by the crippling misconception—one shared by
most leaders in America—that because he is the central leader in his organization,
everything depends on him.”8 However, Barna does not lay all the blame for this on
Steve. Barna points out that “Steve saw the senior pastorate the same way his father, his
seminary professors, and his supervising pastors had seen it. It was an outlet for his gifts
and talents, with little thought or energy devoted to working with others to build on his
strengths and compensate for his weaknesses. As long as he was doing what he did best,
and doing it to the best of his ability, he saw no problems with his ministry.”®? Steve was
crippled by the very system that trained him, a system that would espouse the ideals of

the priesthood of all believers. But, instead of living out that ideal, the system is raising
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up leaders who, through their actions, deny the priesthood of all believers by training
pastors to be the sole person in charge of their congregation. Perhaps the example of the
Generation X’ers can help guide the church. Menking reminds us that “the Xer's life
experience drives us back to the basic message of grace. If there is grace for me from
God, can | encounter grace from another follower of Jesus who accepts me as |1 am?”
Luther would be furious with the contemporary church for operating in any
manner that was short of the inclusion of all who proclaimed faith in Christ. Luther was
adamant that “in the New Testament there is only one priest. All other talk of priests is in
the secondary sense but is never separated from the one and only priest.”®* To Luther
this was what the church had forgotten. “It is only from him—in connection with him—
that there are those who are priests in the secondary sense. Jesus Christ is the priest
before God, he offers up the sacrifice of himself for our sake, in our place.”® One would

wonder whether Luther would level the same condemnation against us.

The Implications of the Priesthood of all Believers
We have already hinted at the implication for churches if they were to embrace and
practice the priesthood of all believers. The greatest impact would be in who is able to
serve within the church. In practice, many churches operate on the assumption that a
person must have some special ordination to serve. Yet, Luther points out that ordination
does not make people priests. “In his Commentary on Psalm 110, first preached in 1535,

Luther summarized this point succinctly: ‘every baptized Christian is a priest already, not

8 Menking, Generation X, 160-61.
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by appointment or ordination... but because Christ Himself has begotten him as a priest
and has given birth to him in Baptism.””’%®

Luther taught that “the Holy Ghost teaches us that not oil, consecrations, tonsures,
chasubles, alms, chalice, mass, sermon, etc., make priests and give power, but the
priesthood and power must be there first, brought along out of Baptism, common to all
Christians through faith, which builds them upon Christ, the true High Priest, as St. Peter
here says.”®” One of the people that Luther pointed to in order to make this point was
Abraham, a man that the church considers the Father of Israel and set aside by God to be
the high priest to his people. Yet, Abraham did not have a special ordination from anyone
other than God himself.

To Luther anyone that is a Christian is part of the priesthood and eligible to serve
in the church. Luther points out that “all Christians are priests, and that without any
difference in station, sex, or age.”®® Luther goes on to write that “in brief, he that is a
Christian is also a royal priest: ‘There is neither Jew nor Greek, there is neither bond nor
free, there is neither male nor female; for ye are all one in Christ Jesus’ (Gal. 3:28).”%°

Therefore, in his charge to Timothy, the Apostle Paul encouraged him to not let
anyone look down on him because he was young (1 Tim 4:12). Paul recognized that
young people have a profound impact on the life of a church and are an important part of

church leadership. His charge included the encouragement that they could set an example

for all believers in the way they lived their lives and led the church.

8 Sweeney, “Faithful Practice,” 5.
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Added to that is a large divide between males and females in leadership. Han
notes that “leadership has historically been defined on male, not female, terms. Whether
in politics, business or military circles within the United States, strong leadership is
defined as an attempt to exert one’s will over a particular situation.” It is a point that
Becker agrees with and she points out that “effective leadership in the white male
paradigm requires credibility, competence, and power.”®! Becker goes on to write that
“Clergywomen... may prove repeatedly that they are competent, but at this time in our
society and within the church, they are perceived to be less powerful.”®? Furthermore,
“the unique power of women in leadership comes from many things, most of which are
absent from the list of ‘most desired traits’ in the patriarchy.”%

The gender divide in the church is having a profound impact on the Millennial
generation. As noted earlier, one of the summaries of the Hemorrhaging Faith Report was
that, for the church to be inclusive, it must be a place for everyone, regardless of
gender.®* Yet, it is clear that, at least in the realm of church leadership, the North
American church is not inclusive of men and women.

While the Protestant church of today would say it believes in the priesthood of all
believers, it is not living it out in practice. Young adults want to be involved. Kinnaman
notes that “it should come as no surprise that the majority of young people hate to be out

of the loop. They dread being excluded.”®® He goes on to write that “young people start

with the basic assumption that everyone belongs, and they have a hard time
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understanding spiritual communities that feel like insider-only clubs.”% Yet the
contemporary church often feels like an insider-only club where you must be male, and
sometimes over 50, before you can be involved in senior leadership.

Millennials perceive the gap in the church’s practice and belief as a sign of
inauthenticity. As noted earlier, the Hemorrhaging Faith report goes on to highlight
young adult attitudes towards churches that are inauthentic in their beliefs and
behaviours.®” To a millennial that is called to lead, if everyone is a priest, why does it
seem that, to be on most senior leadership teams, it appears that only a certain
demographic gets to exercise their calling as leaders? To their friends observing the
church, this drives them away even if they are not called to lead. Inauthenticity and
exclusivity are barriers for all young adults, not just those directly impacted. The church
needs to reembrace the biblical imagery of the church being one body where all the
members serve a function. If we are all priests then people with the same calling cannot
be excluded simply based on something out of their control, in this example their age.

Leonard Sweet explains that, in today’s flattened world where everyone wants to
be a participant, “there are no more ‘professional clergy’ and pew-sitting laity. There are
only ministers who look to leaders to mobilize and release ministry through them.”® In a
truly flat church, all would share in the leadership as their gifts dictate. Leadership would
not be the domain of a select few.

It deserves to be noted that this is not a suggestion that anyone can lead at any

position. This distinction is made clear in Rom 12:6. God equips certain people for
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certain tasks within the church. This is a call to embrace all members of the church in
leadership according to their gifts. As Charles Scalise writes, “future attempts to offer
leadership to Christian communities could be significantly strengthened by careful
attention to the historical context and theological models of Christian leadership.”%® As
mentioned earlier, the church is a body of believers who all share in the leadership of the
church under the headship of Jesus Christ. Including young leaders enhances the church
and is a truer reflection of Christ as the head, not a select group of people who have
reached a certain age.

The North American church needs to redefine leadership with the goal of
recapturing the unique essence of Christian leadership. This will be an essential step in
ensuring that the church understands who is qualified to lead and not simply adopt
leadership models from society that are not congruent with Scripture. Changing this will
require a new model of raising young leaders to train them for a new ministry landscape.

We will return to this need in Chapter Five.

Conclusion
As McLaren wrote, “in times of change, in times between sequential paradigms or among
many coexisting paradigms, strong and innovative leadership is air, water, sight,
intelligence.”*% This is the only way the church will be able to overcome “the crises of
mediocrity and stagnation in today’s churches.” Strong leaders will enable the church to

find ways to change its culture and remain an important facet of their communities.
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In reflecting on unchanged churches, Sweet writes that “the Old World Church
refuses to change its culture to become more accessible. It either refuses to believe that
anything much has changed in the culture or wants to live a separated lifestyle.”%!
However, Keel points out that “churches that continue to do what has always been done
die a slow death caused by aging, atrophy, and irrelevance.”'% Minatrea agrees with Keel
and reminds us that “aging church structures are often rigid, brittle, and inflexible, unable
to adapt to their changing environments.”'% Unchanged churches that are rigid, brittle,
and inflexible are generally led by unchanged leaders. Leaders who either refuse to
acknowledge the change that has happened in society, or who are unaware of the changes
are, in turn, holding back their churches from changing and adapting.

This brings us full circle. It is imperative that we change the leaders of our
churches, either through bettering the leaders currently serving, and, in some situations,
replacing them with leaders who are prepared to lead the church for the next generation.
There can be no greater cause for alarm than the continued, and rapid, decline in church
engagement in North America. This brings us to one logical conclusion, as Maxwell
wrote, “change the leader, change the organization. Everything rises and falls on
leadership!”1% The next generation of “pastors serving in the congregational setting are
uniquely positioned to help individuals relinquish their grip on personal preference. They

get to help shape a community that breathes around the inspiration of Jesus.””1%
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Reshaping our leaders will reshape our churches and stem the flow of people away from

church.
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CHAPTER 2: PERSPECTIVES ON CONTEMPORARY LEADERSHIP
Introduction

Before we can begin to discuss how we need to reshape our leaders, we need to first
review how our churches are currently structured. This literature review will look at the
most common leadership paradigms used in both the church and secular society. Our
review will demonstrate that current paradigms share a common weakness. This
weakness demands a new paradigm that best reflects a Biblical approach to leadership. It
is the aim of this chapter to outline why flat leadership is the best approach to organizing

the church in a way that allows for a greater diversity of people to lead.

A Brief History of Leadership Paradigms

The creation account found in Genesis chapter one tells us that God brings order to a
world that was in chaos (Gen 1:1-3). Subsequently God, as creator, sits in power over all
creation. As the creation narrative unfolds humanity is placed in leadership over the rest
of creation to rule it as stewards (Gen 1:28). “The understanding that God is king lies at
the heart of the biblical tradition.”* This was the created order, a system where God
reigned over humanity and humans, male and female, were given responsibility to
steward God’s good creation. This call to stewardship implied that the original couple
functioned in co-operation with God. There also appears to be no hierarchy in the
responsibilities of the original couple.

However, it was not long before humans began to employ a hierarchical model of

leadership over each other in which God was replaced as the ultimate authority. By the

L Provan et al., Israel, 208.
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time Abram was called by God to be the father of the Hebrew nation, Gen 12 gives an
account of a Pharoah in power over the Egyptian empire. The Pharaohs led as a God and
carried ultimate power over their people.?

The Israelites were not immune to this desire for an earthly ruler and eventually
sought their own King (1 Sam 8:5). This was anticipated as early as Moses. He gave
instructions in Deut 17 outlining the form of a future kingship.? It is of note that their
desire for a king was directly attributed to their rejection of God as their leader (1 Sam
8:7). Left to their own desires, humans reject God’s created leadership paradigm whereby
God is the sole authority over a nation and a people. While some of Israel’s kings were
godly leaders, others succumbed to the human desire for power and abused their position.
Despite Moses’ instruction that a king must “not consider himself better than his fellow
Israelites” (Deut 17:20, NIV), they elevated themselves (or were elevated by others) to
positions of ultimate authority over the nation.

Thus, for thousands of years, hierarchies where an individual is placed in
authority over others has been the predominant leadership paradigm. Hierarchy is,
essentially, a transactional leadership style. Transactional leadership is a style that uses
rewards and punishments as a method of leading. Followers do things for the leader in
exchange for something else. Often this was security, protection, food, and money.
Transactional leadership is limited in that leaders only remain leaders if their followers
are happy with what they are receiving from them. Inversely, followers can be eliminated

if the leader is not happy with what they are getting. A person’s usefulness is limited to

2 Longman and Dillard note that, in the book of Exodus, “chapters 5 through 12 narrate Moses’
struggle with Pharaoh that is also a fight between deities, since Moses represents Yahweh and Pharaoh is
himself thought to be one of the Egyptian gods” (Old Testament, 70).
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what they contribute to the system that keeps the leader in power and the company,
institution, political party, and the like, thriving. As was discussed in Chapter 1,
transactional leadership paradigms are being abandoned by a generation that no longer
want to be cogs in a system. Nor do they want to continue to serve a leader simply
because of their position or title. Leadership is being redefined. So too are the paradigms
in which leaders serve.

The twentieth century saw a rise in different leadership paradigms as post-
modernity took root. As society grows tired of hierarchies that place single people (often
males) in leadership over others, philosophies of leadership have arisen that have given
more people a voice and a place to serve as leaders. Among these paradigms are a few
that we will briefly review. This is not an exhaustive review. It will, however, illustrate
why these leadership forms do not represent the best way to lead Millennials in the
present context in which today’s leaders work.

Hierarchies
As mentioned above, hierarchies as a paradigm for human leadership have been used
since nearly as long as people have populated the earth. This has been as true in the
church as in any other sector of human society. In looking back on the history of the
church we find that hierarchies were used very early on. Pseudo-Dionysius (fifth century)
is one of the earliest writers to argue for the use of hierarchies in the church as a
reflection of the hierarchies he observed in the “Heavenly Minds,” being the trinity of the

Father, the Son, and the Holy Spirit.*

4 Parker, Dionysius, 2. It is outside the scope of this paper to argue the identity of the authors of
the pseudo-Dionysius works. For this paper we are using the works merely to illustrate the use of
hierarchies in the church throughout its history.
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Dionysius saw a hierarchy of the Godhead in that the Father was supreme over the
others. He saw a further hierarchy in the angels, which he saw as supported by the
biblical record where it appears that angels do have a hierarchical order to them. His
conclusion of this was that “it is not possible that the supremely Divine Ray should
otherwise illuminate us, except so far as it is enveloped, for the purpose of instruction, in
variegated sacred veils, and arranged naturally and appropriately, for such as we are, by
paternal forethought.” This example, he wrote, is designed to be replicated on earth.

In summary, he wrote that “hierarchy is, in my judgment, a sacred order and
science and operation, assimilated, as far as attainable, to the likeness of God, and
conducted to the illuminations granted to it from God, according to capacity, with a view
to the Divine imitation.”® While it would take far too much room in this project to detail
all of Dionysius’s beliefs and reasons why he believed hierarchies were the only way to
lead the church, he explains in detail that, through this leadership structure, some are
purified and others are the purifiers. He believed that “the purpose, then, of Hierarchy is
the assimilation and union, as far as attainable, with God.”” “He, then, who mentions
Hierarchy, denotes a certain altogether Holy Order, an image of the supremely Divine
freshness, ministering the mysteries of its own illumination in hierarchical ranks.”®

For Dionysius, hierarchies were the very reflection of the Godhead and were to be
emulated on earth. He believed “it is not lawful for the Mystic Rites of sacred things, or

for things religiously done, to practise anything whatever beyond the sacred regulations
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of their own proper function.” It was our duty to organize humans under hierarchies as
well to follow God’s established order.

He goes on to then elevate some people over others. This is because, through
“Hierarchical regulation... some are perfected and others perfect.”! It was the purpose of
those who serve at the top of a hierarchy to purify those at lower levels. It is necessary
that “that those who purify should impart, from their own abundance of purity.”*! He
plainly notes that we need to “view our Hierarchy... by which, in proportion to our
capacity, we are conducted, hierarchically according to our measure, to the uniform
deification.”*?

Ultimately, Dionysius viewed the purpose of Hierarchy to be “our assimilation
and union with God, as far as attainable.”® His writings go into greater detail about the
nature of human hierarchies. At the top of his pyramid were the clergy. These are those
who were most illuminated and only those who were able to gaze upon God. No others
were permitted to attain this level. He reminds that “the inferior Ranks cannot cross to the
superior functions, and, besides this, it is not permitted to them to take in hand such
quackery as that.”** His writings outline in detail how priests are to lead the church and
its sacraments and make it abundantly clear that hierarchies are the God-given method of
leading the church.

Ignatius of Antioch continued writing on hierarchies as the only acceptable form

of church leadership just one generation after Dionysius. Two key phrases from
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Ignatius’s writings give insight into his view that the priest is at the top of the hierarchy
and the most important person in the church. He wrote to the Trallians that “when you are
subject to the bishop as to Jesus Christ, it is clear to me that you are living not in human
fashion but in the fashion of Jesus Christ who died for us.”*® He also wrote to the
Smyrnaeans a warning to “let no man perform anything pertaining to the church without
the bishop.”® Clergy were elevated to a place of privilege early in the history of the
church. In Chapter 1 we quoted Van Gelder and Zscheile in noting that a hierarchical
paradigm of church leadership has been used for centuries and continues to our present
day.

Van Gelder and Zscheile give a brief overview of this hierarchical leadership
paradigm. In their overview, they outline three distinct paradigms of church leadership.
These are priest (the medieval era), pedagogue (the time of the Reformation), and
professional (the modern era of church leaders).!” They explain that “in the previous
paradigms of priest, pedagogue, or professional, authority was understood to be
concentrated in individuals who held office or who possessed certain professional skills
and certifications.”*® Yet, in their assessment, “with the collapse of functional
Christendom, the role and nature of leadership in Christian communities are being
fundamentally re-evaluated.”®® “A new paradigm is emerging to replace the professional

model: that of the participatory leader.”?® They refer to this paradigm as missional

15 Schoedel, Ignatius, 140.

16 Bettenson and Maunder, Documents, 67.

17 For a deeper understanding of these three eras and paradigms, see Van Gelder and Zscheile,
Missional.

18 Van Gelder and Zscheile, Missional, 155.
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leadership. It is a model that puts the Holy Spirit back at the top of church leadership. It is
a paradigm that we refer to as flat leadership.

Hierarchical leadership models have prevailed throughout most of human history.
However, in the last century different approaches to leadership have begun to emerge.
These models tend to be more centered on individual flourishing as opposed to
exclusively meeting the needs of the organization. Some significant models that reflect

this shift in leadership need to be explored.

Servant Leadership

Servant leadership is an ancient approach to leading, even if the term itself is rather new.
Writing several hundred years before the birth of Christ, Chinese philosopher Lao Tzu
(also known as Laozi) wrote that “the Sage, in order to be above the people, must in
words keep below them. In order to be ahead of the people, he must in person keep
behind them.”?! In short this is the basic principle of servant leadership. To truly lead, a
leader must serve the people below them. It is through serving that “the people do not
feel his burden” and “the people do not feel his hindrance.”??

The term servant leadership entered the modern vernacular in 1970. Robert
Greenleaf is credited with coining the phrase servant leadership in his work The Servant
as Leader. In part, Greenleaf was taking a “fresh critical look... at the issues of power

and authority” as “people [begin] to learn, however haltingly, to relate to one another in

less coercive and more creatively supporting ways.”?® His response to the shifting nature

21 Bettenson and Maunder, Documents, 67.
22 Bettenson and Maunder, Documents, 67.
2 Greenleaf, Servant, 3.

54



55

of leadership was to outline his view of the servant-leader. To Greenleaf a person is a
servant-leader when they begin “with the natural feeling that one wants to serve, to serve
first.”2* This leads to the “conscious choice” to “aspire to lead.”?> The end result of this
was that “the natural servant, the person who is servant first, is more likely to persevere
and refine a particular hypothesis on what serves another’s highest priority needs than is
the person who is leader first and who later serves out of promptings of conscience or in
conformity with normative expectations.’?

Greenleaf’s work lacked depth in explaining how one was to lead as a servant.
However, the nature of servant leadership has been expanded continuously throughout
the last fifty years. A concise definition of servant leadership is that it is “a holistic
leadership approach that engages followers in multiple dimensions... such that they are
empowered to grow into what they are capable of becoming.”?’ This is in contrast to
performance-oriented leadership, such as hierarchical leadership described above, in that
servant leaders are more concerned with sustainable performance and not primarily with
profit and growth.?

Servant leadership is a paradigm that is being used in a number of contemporary
businesses with success. Some of them include Starbucks, Southwest Airlines, Ritz-
Carlton, Zappos.com, Intel, and Marriott.?® The success of these companies continues to

drive interest and research on servant leadership.
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Transformational Leadership
Another leadership paradigm that rose to prominence in the 1970s is transformational
leadership. The term originated in the works of James Downton in 1973 and rose to
prominence when James Burns published Leadership in 1978. Burns, drawing on the
example of Mao, noted that he exhibited a “kind of leadership [that] is transforming
leadership.”*® While not ignoring the horrors of his reign, Mao’s leadership strength was
that he could “comprehend not only the existing needs of followers but to mobilize within
them newer motivations and aspirations that would in the future furnish a popular
foundation for the kind of leadership Mao hoped to supply.”3!

Perhaps Burns’s greatest contribution to the emerging paradigm of
transformational leadership was his extensive discussions on transactional leadership
paradigms. Many traditional leadership paradigms are, at their core, transactional. A
leader and their followers work through transactions. Each serving the other to keep all
sides happy. This is true of hierarchies, and, to a degree, servant leadership as described
above. However, Burns saw potential in transformational leadership to move beyond
transactions.

Transformational leaders move beyond “dramatic decision-making” that only
leads “to cosmetic change, or temporary change, or to the kind of change in symbols and
myths that will preserve the existing order rather than transform or undermine it.”%? Real
change only comes about through transformation “in the attitudes, norms, institutions,

and behaviors that structure our daily lives.”®

30 Burns, Leadership, 254.
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Ultimately, Burns draws the comparison between transactional and
transformational leadership. Transactional leadership ““is the reciprocal process of
mobilizing, by persons with certain motives and values, various economic, political, and
other resources, in a context of competition and conflict, in order to realize goals
independently or mutually held by both leaders and followers.”** Transformational
leadership is done by leaders who “shape and alter and elevate the motives and values
and goals of followers.”®® His premise is that “whatever the separate interests persons
might hold, they are presently or potentially united in the pursuit of ‘higher’ goals.”%

Bernard Bass expanded the understanding of transformational leadership in his
work Leadership and Performance Beyond Expectations (1985). He discusses the limits
of cost-benefit exchanges (transactional leadership) and noted that, in the first half of the
twentieth century, leadership was primarily about “how and when to give directions and
orders to obedient subordinates.”®” This gives leaders a focus “on the task to be done
and/or the human relations to be maintained.”® In short, “the transactional leader pursues
a cost-benefit, economic exchange to meet subordinates’ current material and psychic
needs in return for ‘contracted’ services rendered by the subordinate.”®® A
transformational leader works “themselves out of a job to the extent that they elevate
their subordinates into becoming self-actualizers, self-regulators, and self-controllers.”*

The true mark of a transformational leader is seen in the change of their followers and not

simply their productivity.
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One of the defining characteristics of a transformational leader is charisma.
“Charismatic leaders have great power and influence.”** A leader’s personality “goes a
long way in explaining whether leaders will or will not be transformational.”*? This term
shows up several times throughout Bass’ work. Charisma is a sought-after trait by
companies looking to hire a leader. Charisma is the driving factor in bringing about
change. While Bass cautions that charisma cannot be the only ingredient in a
transformational leader, it is the primary driver of transformation.*

In evaluating the strength of transformational leadership over transactional
leadership, Niphadka and Kuhil remind us that transformational leaders mobilize their
“followers toward reform by an appeal to values and emotions.”** It is leadership that is
focused on “building a better tomorrow” rather than focused on what is being
accomplished today.*® To summarize, “transformational leadership is based on the
assumption that people will ‘follow” or work for or do great things for a person who

inspires them.”*®

Authentic Leadership
Another key leadership paradigm that has become prominent in the last one hundred
years is authentic leadership. Like servant leadership, authentic leadership is rooted in

ancient philosophy. It has been traced back to ancient Greece and the Stoics.*’ It draws
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“on classic explanations of leadership (e.g., Socrates and Aristotle) and informed by
modern science.”*® Authentic Leadership theory “grew out of transformational theory”
and “advances that social structures work best when a leader prioritizes sincerity over
superiority.”®

It is a philosophy based on ethics and how people should live. In his writings,
Soren Kierkegaard wrote of authentic living stemming from ethics and people knowing
themselves. Knowing yourself produces “the authentic individual.”*® While not specific
to leadership, Kierkegaard gives us a foundation for authentic leadership through ethical
choices and knowing oneself. This leads to authentic emotional responses to the people
around us.>

In the early days of the twentieth™ century, Martin Heidegger brought authenticity
into the realm of leadership. His book Being and Time introduced the “idea of ‘winning
oneself” by making authentic, self-motivated choices.”® Bill George writes that
“leadership begins and ends with authenticity.”>® Inauthenticity leads to people who are
“incapable of being truly responsible because they are unaware of their moral
situation.”®* Ultimately, “the lack of emotional authenticity places a limit to their capacity
to become authentic leaders.” Instead, leaders develop “the image or persona of a

leader.”® Rather than truly being leaders, they are simply trying to replicate another

person.
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The “philosophical meanings of authenticity were explored in leadership studies
during the 1960’s, when an organization’s authenticity was viewed as a manifestation of
its leader’s individual authenticity.”®’ As George goes on to highlight, authenticity is not
something that is being taught in corporate America. Rather, leadership experts “develop
lists of leadership characteristics one is supposed to emulate. They describe the styles of
leaders and suggest that you adopt them.””®

George defines authentic leadership in simple terms. “It’s being yourself; being
the person you were created to be.”*® Building on the works of Robert Terry, Bill George,
Peter Sims and others, Philip Aust outlines five elements of authentic leadership. These
are (a) leaders with a marked purpose, (b) distinct values, (c) close relationships with
their followers, (d) self-discipline, and (e) a caring heart.®® These five areas are developed
throughout a leader’s life.

A leader must discover these on their own. It cannot simply be borrowed from
someone else. ““You cannot borrow someone else’s eyes. It must be authentic, and if it is,
it will be original, because you are an original.”®* Authentic leadership is, quite simply,

about leaders being authentic.

A Brief Critique
Each of the leadership paradigms outlined above has strengths and weaknesses.

Hierarchies can function to get things done. Transformational leadership moves leaders
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61 Bennis, Leader, 122.

60



61

away from treating workers as cogs and caring for them as people. Servant leadership
helps to level the playing field as leaders serve their followers. Authentic leadership
ensures that leaders know who they are and avoid the temptation to emulate someone
else.

However, they all suffer from one fatal flaw which is that they place a single
leader as the head of an organization. As was introduced in Chapter 1, society is moving
away from singular leadership, that is, organizations led by one person. This creates
limits both on the leader as they cannot possibly be gifted in leading in all areas, and on
those who are capable of leading but cannot because they are not at the top. From a
theological perspective, neither is this a reflection of Jesus’ call for church leadership.
Hierarchical leadership is preventing a wider demographic from engaging as church
leaders.

As we will now explore, the local church was created to be led by more than one
person. Perhaps one of the newest paradigms for leadership, flat leadership does offer a
way forward. Employing flat leadership is one of the ways that the North American

church can begin to reengage young adults in their churches.

The Case for Flat Leadership
As society grows weary of contemporary models of leadership a growing number of
businesses are looking for new leadership structures to engage the Millennials in the
workforce. The groundwork for this change was laid out in Chapter 1. This is leading
society into a realm where power has become a fluid term and is no longer entrenched in

a select few. As a result of this movement, hierarchies have lost their usefulness. Thomas
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Friedman, in reflecting on the decline of hierarchies, simply concluded that “the world is
flat.”®? That is to say, “that old social, communication, and economic structures that once
ruled the world and kept some people in power, while marginalizing others, are dying.”®

In this flattened world where globalization has taken root, power is now shared by
many. Global communications, travel, shared intellect, and mass experience have levelled
the playing field. Moving away from hierarchies, society is now moving towards a shared
power and authority. This is having a profound impact in how companies are organizing.
We are now in a world where “old hierarchies and power arrangements have been swept
aside and the playing field has been leveled in ways that enable many more people to
benefit from advances in productivity.””%

In the same way, it is having a profound impact on church leadership and
organization. Morgenthaler reminds us that “if we really can’t accept the reality of the
flattened, antihierarchical world described in Thomas Friedman’s The World Is Flat, then
perhaps we should take a look at Scripture and see what God had in mind.”® The
argument is being made that the church, which for centuries has been governed by
hierarchies, was formed to be led in a flat context which is a context where power is not

vested in a select few. Rather, the church is a place where power and authority are

understood to be shared equally amongst God’s people.5®

%2 Friedman, Flat, 5.
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Shared leadership is important within the context of ministry and flat leadership
structures can be an enabler of the sharing of power and authority. Griffitts summarized
this in writing that:

For a ministry to both have longevity and efficiency, one person cannot be

the sole point of responsibility. If the leader tries to accomplish

everything, burnout waits in the wings, others will not have the

opportunity to exercise their gift in service for the Lord, and the ministry

will die with the leader.%’

Davis Olds, in her case study on a growing church in the U.S., concluded that one
driver of church change occurs when ““church leaders,” whether clergy or
laypersons, should recognize that they are not the only persons who provide
leadership within a congregation.”®® It is only when leaders recognize that they do
not lead alone that change is possible. Without sharing the responsibility for
church leadership, we leave the church in a place where it is dependent on that

sole leader to be there indefinitely, and it leaves all others unable to serve in their

own gifts and strengths.

Flat Leadership Philosophy
The question now is, even though society is embracing flat leadership structures, should
the church adopt them? Should the church allow culture to speak into its leadership
structures, or even into how the church functions at all? Both Waalkes and Jones offer
suggestions on how we must move forward as church leaders in response to the flattening
of the world. Chapter 1 offered an overview of Waalkes’s reflections on the effects of

globalization and the church. He goes on to write that globalization means four things for

87 Griffitts, “Theology,” 7.
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people: a sense of powerlessness from being disconnected from healthy communities,
disenchantment, and a feeling of the bleakness of life, a sense of the scarcity of time, and
a sense of the lost moral identity.®® The church can counteract those effects.

Waalkes begins by offering “that the forces of rootless globalization must be
balanced by local ‘olive tree’ cultures that root humans in local places.”’® It is important
that we pause and define globalization. This term originated in the business world. As
companies expanded their reach around the globe it had a profound impact on the
societies where business was now being done. This globalization caused a sharing of
culture, values, philosophy, and leadership styles, to name a few. This has led to
businesses adopting shared cultures. In the same way, as we see churches spread
(Hillsong and Life.Church are two large examples) throughout the world, they bump into
other cultures. This is having a profound impact on how churches are also being led.
Globalization is a key to Waalkes’ work. Globalization is also a key to understanding flat
leadership. Power stored in just a few loses its relevance as the many connect and find the
beauty in their collective power. We have already seen examples where countries that
were accustomed to autocratic leadership have risen up against those structures (Egypt
being one recent example).

This is good news for the local church. Church leaders must