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churches, American megachurches, new-paradigm/apostolic networks
and new churches, have been sufficiently influential to turn the tide in
national churchgoing trends. As small mainline churches close, they are
being replaced in part by the newer churches. Many of the newer
churches are also small, but they do not have the same overheads as the
churches they replace. They meet in rented facilities or in more
economical modern premises and are serviced by bivocational ministers
or non-salaried leadership teams.

The key question remains to be answered: does the presence of new
churches represent new growth or simply a significant reconfiguration?
New groups entering an area where churches have had a long and
faithful presence must come as learners and be prepared to be held
accountable for the consequences of their presence in the community in
relation to the overall progress of the gospel.

Dynamic churches in the Majority World

In many countries in Africa, Asia and Latin America, mainline
Protestant denominations continue growing alongside both Roman
Catholic and independent churches. This growth cannot be explained
simply in terms of the spiritual responsiveness of the people among
whom they work. The reality is that pastors who are themselves first-
generation Christians lead many of these churches, composed largely of
first-generation converts. Even when the pastors are from Christian
homes, their training has been by the apprenticeship method that has
kept them in close contact with the non-Christian people to whom
they are reaching out in Christ's name. Furthermore, these churches are
not preoccupied with maintenance needs, but demonstrate the
characteristics of 'missional' churches. They are in the apostolic mould.

Leaders are emerging from the grass roots, while others have broken
off from the older denominations out of frustration with bureaucracy or
the domination of an older generation of leaders. These dynamic
personalities are gathering large crowds and mentoring leaders, who are
then sent out to plant new churches. In addition, they are mobilizing
new missionary movements consisting of non-western missionaries who
are able to take the gospel to areas of the world where westerners are
barred from entry.

Whether the movements consist of megachurches with satellite
congregations and cell groups (as in South Korea, Singapore and many
countries in Latin America), or of independent house churches (as in
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the People's Republic of China), their organizational structure is of a
networking nature. Leadership emerges in such structures on the basis
of mutual recognition and by the building and maintaining of strong
relationships.

The age of networks

In the first chapter we briefly described the era of discontinuous and
chaotic change that characterizes much of the western world today.
Whereas hierarchies can operate in societies that are homogeneous and
centralized, they begin to fall apart when societies become pluralistic
and each segment develops its own agenda. In reaction to such
diversification, repressive regimes might be superimposed, which will
bring a semblance of social order for a time, but they are doomed to
crumble in the long run. We saw this demonstrated in the fall of
Marxist regimes in Eastern Europe at the end of the 1980s. The more
oppressive these regimes were, the more traumatic the transition to
stability is proving to be.

The widespread impact of the cultural shift

William Easum has argued that because established Protestantism was
born into the Industrial Age, characterized by slow, incremental change,
it finds it especially difficult to cope with the current climate of change,
which is of an entirely different order. Change today is so distinctive
that Easum gives our times a distinctive name, the Quantum Age, in
which 'the relationships between the parts consist of invisible fields that
fill all of space and are observable to us only through their effects'. This
is the world of cyberspace. While in the Newtonian world inertia was
the norm of the universe until some object struck another object, in the
quantum world 'change is the norm of the universe. No constants

,20
exist.

In the business world, the dawn of the Information Age has
demonstrated that hierarchical structures are too cumbersome and its
leaders too remote from the grass roots to respond quickly enough.
Consequently, many businesses have created semi-independent units
within the conglomerate. In a culture of discontinuous change, long-
range planning is no longer an appropriate management strategy. It is
replaced by a plan-do, rapid-response mode of operation.

Among todays churches we can compare the cumbersome decision-
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making process of denominational churches with the rapid-response
approach of the new apostolic churches. Here key individuals gather the
necessary data, confer, make their decisions and take prompt action.
Church leaders and members trust them with the responsibility and are
ready to implement the decisions they make. Some of these networks
represent consensus-style decision making, in which information is
shared widely and opinion canvassed. Others rely upon revelations
given to the apostolic leadership with prophetic confirmation. Some of
these new movements seem to represent a last hurrah of modernity in
the guise of end-time restorationism (that is, the restoration of all the
spiritual gifts, offices and apostolic leadership to the church, in prep-
aration for the Lord's return). Others most closely represent a postmod-
ern, decentralized, relational paradigm. The effective networker is
constantly asking two question: 'Who knows?' and 'Who needs to
know?'

Flattening of organizational structures

The network-based movement should not be regarded as a place where
everyone is free to do his or her own thing. This would simply
transform the network into a tangle that would rip itself apart. Rather,
it represents a significant change in the decision-making process. In the
hierarchical pyramid, decision-makers are removed from the scene of
action and delegate their decisions to the people responsible for their
implementation; but in the network, decision-makers are available
when needed to ratify a decision. At the same time they resist the
temptation to let decisions float to the top of an organization,
emphasizing that each key decision must be taken and acted upon at
the appropriate level. Most decisions are operational rather than policy-
based, and therefore must be made as close to the operation in progress
as possible by those individuals most directly involved. Conversely,
decisions are often not made in isolation but are communicated to the
network for input by anyone who can make a worthwhile contribution.

The cyberspace revolution that got under way in the 1990s has
changed for all time the way information is disseminated. Tom Beau-
doin, writing from a GenX perspective, spells out the radical implica-
tions of this revolution for religious hierarchies.

The environment of cyberspace provides resources that are ripe
for upsetting hierarchies. Access to e-mail is fairly widespread,
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and one does not need to be part of the cultural elite to set up a
Web page. The most socially unacceptable topics can become
the subjects of discussion groups. Fugitives from orthodoxies of
all sorts become the kings or queens of their own hills (or home
pages) in cyberspace and expect that many will read what they
have to say. It is new, experimental, and imaginative space in
American culture, as yet largely unregulated, and certainly
beyond the control of religious institutions ...

Cyberspace also threatens the stability of religious institutions
because it is a radically pluralistic space. Cyberspace unsteadies
many religious dichotomies: private/public, holy/unholy,
sacred/profane, Jewish/Gentile, Christian/pagan. The divisions
that set one religious institution off from another are not
immune to this leveling effect.

Church leaders are slow to realize the significance of the cyberspace
revolution because the vast majority are still from the silent generation,
which preceded the boomers, or are older boomers who struggle to
make the transition to a high-tech society.

Relational dynamic

In networking organizations, authority is based on relationships, not on
status or position. Individuals who can build strong relationships and
expand networks of people are those who relate well to one another and
who exercise incredible influence within networks. Also, networks are
capable of rapid expansion because they are often woven around a person
with charisma and a clearly articulated vision.

Consistent with the definition of charismatic leadership, new-
paradigm pastors tend to be authoritative and even autocratic. Thus, in
spite of espousing a decentralized form of social organization, the
pastors hold ultimate veto power over individual programmes, and they
set the vision that defines the institutional culture of the church. This
power could erupt in a hundred destructive ways — and occasionally it
does - but it is moderated by the pastors' firm belief in accountability,
not only for the laity, but for themselves.

Leadership in a network is precarious because the authority of the
leaders can be challenged at any time. Individuals and groups are free to
sever their links and to start independent networks. Whenever possible,
leaders of existing networks celebrate the creation of new networks
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because it honours their own leadership in developing a new generation
of entrepreneurs. This results in greater overall growth and further
opportunities for creative innovation.

When network leaders over-extend their authority or lose credibility,
they are likely to find themselves increasingly isolated. Knowing this,
they tend to work with supportive teams around them. These teams
function not simply as a workforce but as a mutually supportive group
of people who affirm one another and relate informally. The senior
pastor serves as their friend and mentor and is accessible to the whole
team. William Easum describes the team dynamic in the following
terms:

Relationships and the flow of information are the two most
valuable assets of the permission-giving network ... The sum of
an organization is the sum of its parts plus the relationships
between the parts ... Relationships are based on the person and
his or her skills instead of the role the person has in the
organization. 3

Team members relate together, not to establish their position in a
hierarchy or to defend their professional 'turf, but to get a job done
efficiently and effectively, and to enjoy themselves and each others
company in the process. By contrast with hierarchical organizations, a
department does not grumble about unrealistic expectations or limited
resources. Rather, it will develop creative responses by forming another
team to look at the problem with fresh eyes. Networks do not work
within set boundaries but step outside of existing parameters. The
people who work best in networks are those who like to colour outside
the lines, in contrast to hierarchical people, who paint by numbers. 'If a
problem emerges for which there appears to be more than one solution,
the network organization forms a team for each solution and encour-
ages each team to work on the same issue. Turf issues are a primary ob-
stacle to networking a congregation.'24 Networking partnerships are
here to stay. Over the next twenty-five years I foresee that churches and
denominations will form alliances and networks across denominational
lines.
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Permission-giving

To move from a delegating to a permission-giving leadership and
management style requires significant adjustments. Controllers operate
from a premise of distrust and suspicion. They build dependency
networks around themselves, which bolster their egos and ensure their
position by making them indispensable. Items requiring decisions are
pushed up the layers of management.

Leaders responsible for areas of ministry find that they are given
responsibilities without commensurate authority. Controllers tend to be
insecure people who surround themselves with 'clones' or individuals of
lesser ability who will pose no threat.

Permission-givers, by contrast, are secure individuals who trust their
team members and acknowledge their expertise in their particular area
of ministry. They work closely with each team member in a mentoring
relationship. Organization is fluid, not represented in a hierarchical and
departmentalized way typical of organizational charts. Rather, the
leadership team reconfigures according to the issue being addressed, and
outside resource persons are invited to join to bring their expertise and
insights. Permission-givers are ambitious for the people working around
them and are not intimidated by people more able than themselves.
Permission-givers are in the business of growing people, not of 'cloning'
people. Therefore, they celebrate diversity and creativity. They are
prepared to give unlikely ideas a try and to allow individuals to take
responsibility for their implementation.

The permission-giving organization works only if there is a clear
unifying vision, if the team leader maintains close contact with the
leadership team, and if the team members understand the boundaries in
which they need to operate. William Easum declares that such
boundaries cannot come from rule-books or procedures but must flow
from the basic values of the congregation. Permission-givers walk
around a great deal, talking with all and sundry to assess what is
happening through the organization and the communities it seeks to
serve and impact. This style of leadership is problematic for ministers
trained in a classical academic model, because they like to preserve their
privacy and are prone to be shut away in their studies.

Equipping

Networking organizations train people on the job. The best models
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ensure that theory and application go hand in hand. Theory informs
practice, but - equally important - practice develops new theories.
These theories can then be tested rigorously in order to ascertain their
broader validity. Knowledge and wisdom must be kept in tandem, for
when our knowledge outstrips our wisdom, we are likely to become an
embarrassment or a menace. Discernment is the combining of know-
ledge and wisdom. People are equipped to the extent that they develop
competencies in areas of ministry through this interactive process.

Churches committed to developing their own leadership must also
recognize the limitations of the 'in-house' apprenticeship training
approach. This can result in a narrow vision and in producing leaders
who know how to do only what is already being done. What's more,
ministry competencies do not consist simply in technical expertise. If a
church is to operate as a transformational missional presence in any
society, be it traditional, modern or postmodern, its leaders require
theological and missiological preparation as well as the development of
ministry skills.

Indeed, to focus simply on ministry skills, without those founda-
tions, will increases a church's vulnerability to cultural subversion.
Without these training foundations, leaders will function without the
benefit of a broader frame of reference beyond the norms and demands
of their cultural context. They will lack the sensitivities developed
through training in the biblical and missiological disciplines. They will
not have the benefit of the lessons of church history. They will not be
aware of how the Christian movement advanced in the face of the many
challenges it faced in centuries past. They will not be aware of the
periods when the church faltered in its advance because of failure to
consolidate its gains, when it retreated because internal matters were
neglected or, conversely, when domestic issues became the overriding
preoccupation and consumed far too much energy.

The emergence of 'new-paradigm' or 'new apostolic' networks
presents an exciting challenge for theological colleges, which can team
up with networks in preparing a new generation of leaders with the
insights and skills necessary for a new day. In the following chapter we
shall explore some of the implications in greater detail.

Empowerment

Church leaders are prone to disempower the people of God in two
areas. They may disempower them in the church through the exercise
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of restrictive controls that exclude the laity from ministry and from
taking initiative. With even more devastating consequences, they may
fail to recognize the calling of laypersons in the world as their primary
area of ministry. Robert Slocum draws attention to the need for
churches to consider ministry in a new light. He rightly maintains that
the issue is not 'how to get the laity involved in the ministry of the
church' but 'how to get the church involved in the ministry of the
laity'!26 The people of God are disenfranchized when their primary
ministry is ignored and when the preaching and teaching in the church
ignore the questions and challenges of the workplace. Slocum identifies
the serious problems that arise from this split between the sacred and
the secular.

First and foremost, it is a non-biblical view; it simply is not at all
what God had in mind. The second problem is that it tends to
cut God out of the three 'secular' arenas (work, family and
government) and to allow the power of sin unrestrained freedom
to devastate and wreck lives. A third problem is the tendency to
isolate the church from the rest of human life. This isolation can
transform the church from a source of strength and renewal into
a theater of irrelevant ritual.27

According to Slocum's analysis, church professionals represent 2% of
church membership, and a further 18% consists of the 'church laity',
who are needed to assist in running the church's ministries. If this is so,
what about the remaining 80% 'worldly laity'? Slocum argues that the
task of the 20% should be to provide resources for the 80% for their
ministry in the world.

As hierarchical organizations become increasingly dysfunctional,
leaders must deal with the frequent flare-ups arising out of frustration
and anxiety, and must shore up crumbling structures. In networking
organizations that hierarchy is dismantled, and the focus is placed on
supporting people to function beyond their church commitments. This
requires leaders to keep in touch with the situations in which people
live and work, and to keep restructuring the church so that its
fellowship and support are available at the point of need. For William
Easum it means encouraging ministry 'to be delivered any time, any
place, by anyone, no matter what ... The shorter the time lag between
discovering a spiritual need and putting it into an actual ministry, the
more effective the church will be in the Quantum Age.'
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Diversification

Hierarchies are by their very nature monolithic. They were developed
in the Industrial Age to produce a range of standard products with
speed, efficiency and quality maintenance. They have proved too slug-
gish and unimaginative in the high-tech Information Age, or Quantum
Age. Today most of the innovative technologies are developed in start-
up companies, or in teams granted a great deal of autonomy and
freedom to experiment within old conglomerates. Similarly, within a
fragmented and variegated postmodern society the church will need to
diversify its ministries and release its financial and human resources to
develop ministries appropriate for each population segment.

Networking churches consist of a range of self-organizing ministry
teams. The range will be in constant flux as some teams disband when
they are no longer needed, while others are formed around people who
have identified a fresh need they feel called to meet. Teams are not
elected, representative bodies. Instead, they are formed by invitation or
by calling for volunteers with specific skills and experience. Before one
can be a team member, a firm commitment has to be made. Each team
has its own social dynamic, a 'chemistry' that not only makes it work
but creates a fulfilling and joyful experience for the participants. Teams
are formed with great care to ensure that the leaders are in
wholehearted agreement with the defining vision of the church and can
relate their particular ministry interest within that vision. In addition,
each member must be not only competent but also a team player. Each
team recognizes itself as one team among many, and perceives that
together the teams make up the church, with the whole being greater
than the sum of the parts.

Decentralization

Donald Miller argues that the pyramidal structures inherited from the
past need to be replaced by a much more democratized structure with a
high degree of decentralization and empowerment in the present cul-
tural context. In order to achieve decentralization without experienc-
ing the chaos of fragmentation, the church will need leaders with a
strong commitment to vision and values. It will also require a steering
committee that is in close touch with the team leaders. Committee
members may be assigned to particular teams with which they feel a
particular affinity, not to control but to provide support for the
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leadership and to foster a broader church perspective. Teams should be
required to give a regular report to the minister or senior leader and the
steering committee, with a progress report and expenditure update.

If the challenges in forming a network from scratch are great, they
are even greater for a church seeking to move from a centralized, pro-
grammatic mindset to becoming a networking entity. Easum cautions
that the transition will need to be made slowly, with two operational
modes functioning side by side during the transition period. But the
same individuals cannot be committed to both modes. Some leaders
will not be able to make the transition and will need to be given the
opportunity to step aside gracefully when the time comes.

Accountability

One downside in the network organization is that relationships can
become loose and self-serving. And leaders may emerge who, through
force of personality, through misuse of their God-given charisma, or
because of their sheer creative genius, end up assuming too prominent a
position. They become increasingly dictatorial and arrogant, and their
demise can unravel the entire network. Leith Anderson acknowledges
this potential problem, noting that 'as long as the network meets our
needs, we continue the association, knowing that we are free to leave at
any time ... Networks tend to be loose in organization, simple in
structure, highly flexible, and comparatively temporary.' At all points
in a network there needs to be mutual accountability, not only for the
safety of the network but for the spiritual well-being of the participants.

Exponential growth potential of networks

By definition a network is an open-ended system. The larger the
network the greater its potential for growth, because growth very often
occurs through initiatives taken at the periphery rather than through
directives issued from the centre. The periphery does not represent
distance from power. Rather, it is where the bulk of the significant
action takes place. (To change the analogy from a network to a cellular
structure, every cell has within it the genetic code for its continuing
reproduction.)

In addition, networks gain added strength and influence through
partnerships with yet other networks as they form relationships that
work to their mutual advantage. Healthy networks are concerned not
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with control but with empowerment; this means that they are able to
work co-operatively and not in competition with other networks.31
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next
1. Do you have a church mission statement that sets out your God-

given vision?

• If your answer is 'no', begin the process of drafting one. It might
be helpful to look at what other churches have adopted as
mission statements.

• If your answer is yes', find out how many people in your
church know what your mission statement says. Is it a
motivating force in the ministry of your church, or is there a
need to communicate the vision more clearly?

1. Review the structures of your church. Is it possible to work towards
one main leadership group whose main task is to discern God's
vision and priorities? Consider ways to identify, train and release
people into various areas of ministry suited to their gifts.

.}. Set up a small 'listening group' who can (1) identify new areas of
ministry; (2) talk to people in the church about opportunities for
new initiatives; and (3) act as a clearing-house for ideas and
suggestions.

From schooling professionals
to mentoring leaders

So far we have looked at the extent and significance of the cultural
changes taking place and the fact that the church now finds itself
increasingly marginalized from society. We have considered the
precarious position in which many churches now find themselves,
causing them to wonder how much longer they will be able to maintain
business as usual. We then looked at the need for the church in the
West to become a mission church within an increasingly pluralistic
environment. Collectively these issues hold enormous implications for
the process of leadership selection as well as the equipping of the next
generation of ministers, which we shall be considering in this chapter.

Theological education in North America

There are many debates about the future of theological education
around the western world, especially in North America, addressing such
issues as its relevance and accessibility. There is a serious decline in the
number of students taking the Master of Divinity degree, which has
long been regarded in academic circles and denominational hierarchies
as the professional degree for ordained ministry. The reality, however, is
that the majority of pastors serving churches in the United States do
not have a Master of Divinity degree. It is not required by some of the
largest denominations. Nor do independent churches, megachurches
that increasingly train their own staff members, and the fast-growing
'new apostolic' movements require it.
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