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CORE CAPACITIES FOR THE MINISTER AS MISSIONAL
LEADER IN THE FORMATION OF A MISSIONAL
CONGREGATIONAL CULTURE. PART 1: ROLE OF A
MINISTER.

This article describes the journey of a congregational minister in his or her search for the essence of
missional leadership. The journey led to a research project for a PhD at the University of Pretoria under
supervision of Prof Nelus Niemandt. The research was done against the context of huge paradigm shifts
within society and missiology, described by the WCC as a ‘changed landscape’, and within the context
of the South-African Partnership of Missional Churches (SAPMC). The goal of the partnership is to
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equip congregational leaders with the capacities necessary for the journey of spiritual discernment and
faith formation. The research recognised the changes within congregational partners of the SAPMC and
explored the importance and role of the congregational minister towards the successful transformation
of congregational culture. It went on to identify the core capacities needed for the role and these are
described in part 2 of the article which will be published in Spring 2015.

Journey towards Missional Leadership

My own journey[1] as a leader in the church started February 1980 when I was
ordained as a young pastor in an inner city congregation of the Dutch Reformed
Church (DRC) in Port Elizabeth, South Africa. What an experience! Though I
never challenged my own calling as a minister within the church, I found it hard
from the very beginning to come to grips with the formal and institutional
culture of the DRC of the eighties. Although lay members within the
congregation were involved in all kinds of activities, ministry within the church
was seen as solely the responsibility of the ordained minister. At the time a new
movement came to life within the DRC, called ‘Dinamiese Gemeentebou’
(English: ‘Dynamic Church Growth’), with a focus on the empowerment of lay
members within the congregation. Needless to say, I immediately became
involved. When this movement caught the attention of the Theological Faculty
at the University of Stellenbosch, I was part of one of the first groups to enrol
for a Magister Degree in Ministerial Practice,[2] which I achieved in 1991. I
thus became involved in a movement within the DRC which was deeply rooted
in the Church Growth Movement of North America, with a strong focus on
strategic planning and management. This movement had a huge influence in
the DRC, and in many ways prepared the road for the formation of a new
congregational culture.

The process of democratising in South-Africa since 1994 led to a radical new
landscape in which local faith communities had to function. And for the first
time the South-African community was opened up to the forces of global
transition. The combined forces of these local and global transitions resulted in
a growing marginalisation and ‘disestablishment’ of congregations within the
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DRC.[3] Old ministerial practices were no longer relevant nor helpful.
Desperate for a new style of leadership, I sought help from Jurgens Hendriks at
the Theological Faculty of the University of Stellenbosch and for the first time
was introduced to missional church. Through Jurgens and Frederick Marais,
another colleague at Stellenbosch, I was introduced to the South African
Partnership of Missional Churches (SAPMC). Our own congregation became
part of the three year journey of missional formation, and I very soon was
trained as facilitator helping other leaders and congregations on their journey
towards missional formation.

The SAPMC and Missional Leadership

The PMC (Partnership for Missional Church) process was developed by Pat
Keifert and the Church Innovations Institute of North America (CII-NA), and has
been contextualised by the SAPMC since 2004.[4] The goal of the CII-NA and
SAPMC is described as: ‘…[To] build capacities in these congregations and
judicatory bodies for the spiritual discernment of where they are, who they are,
what God is doing in their midst, how God is sending them, and to whom God is
sending the(m) [sic]’.[5] An analysis of the process followed by the SAPMC and
key concepts within the SAPMC,[6] as well as the material used within the
SAPMC,[7] confirms the missio Dei to be the fundamental point of departure for
the understanding of missional church within the SAPMC.[8] The role of the
church is to participate in God’s mission in the world and the whole of
creation.[9] Missional church within the SAPMC therefore focuses on the
formation of a Christian community around God’s mission in and for the
world[10] within the congregation’s own context.[11] ‘The missional church is
an incarnational movement sent to engage its context’.[12]

In South Africa more than 170 congregations were already part of the SAPMC
in 2010,[13] and the number is still growing. Although there is a dropout in the
region of 40% before completion of the three year journey, and congregations
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completing the journey are not to the same degree successful in the formation
of a missional congregational culture,[14] fundamental changes are reported in
some of these congregations.[15]

Current research values leadership as the most important
contributing factor towards the formation of a missional congregational
culture.[16]

The key to the formation of missional communities is their leadership…Leadership is a critical
gift, provided by the Spirit because, as the Scripture demonstrates, fundamental change in any
body of people requires leaders capable of transforming its life and being transformed
themselves.[17]

Due to the historical role, authority and function of a minister in the church,[18] the contribution
of the congregational minister within the leadership team is of key importance to the formation
of a missional congregational culture.[19] If the pastor for some reason does not buy into the
concept of missional church, or is not actively involved in the process, or is unwilling to develop
a new leadership and pastoral style, or is unwilling or incapable of the complex and challenging
journey of missional formation, the process is doomed beforehand. Missional formation requires
a new style of authority, a new role, new capacities and a new lifestyle radically different from
the traditional congregational minister. It is true to say that the missional transformation of the
congregation starts with the transformation of the minister.[20] The question therefore needs to
be asked: What is the unique and critical role and function of the minister within a missional
congregation and leadership team?

It is important to note that the understanding of leadership within the PMC differs radically from
that of the dominant culture.[21] The South African experience is unfortunately one where many
models for leadership in the church are deeply influenced by Christendom and modernism, and
when evaluated from the perspective of missional formation, these models do not serve
missional or apostolic leadership.[22] The focus of missional leadership is not in the first place
on strategic planning or management, but on cultivating within the missional community
the capacities needed for spiritual discernment and formation.[23] ‘What is needed, is not the
training of religious technicians, but the formation of spiritual leaders’.[24]  Missional
leadership requires new capacities and new paradigms.[25]
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Within the field of missiology there is an explosion of literature on missional church and
missional leadership. There is, however, a need for more empirical research to be done in the
field of missional leadership and missional formation.This qualitative research project attempts
to respond to the need. The purpose was to find useful empirical data on missional leadership,
which may lead to a better understanding of the role of the congregational minister as missional
leader, and therefore assist the development of the process of missional formation, as well as
the formation of congregational ministers into capable missional leaders.

A qualitative research design was followed.[26] The population was set on ministers and
empowered lay members within congregations in South Africa who have completed the three
year process of the SAPMC between 2004 and 2010, and remained after completion for at least
two more years focused on intentional missional formation. These congregations can be
described as congregations where transformation from maintenance to ‘missional’ has
developed and they provide a rich database to investigate aspects of missional leadership. Forty
seven congregations and eighty ministers within six different denominations fell within this
framework.  Sampling was set on cluster leaders and facilitators of the SAPMC process within
the identified population. Five more lay leaders were identified with the help of cluster leaders.
The total of twenty two respondents (sixteen ministers and six lay leaders) proved to be
representative of the different denominations, regions, ministers, lay leaders and genders within
the population. These focus groups were interviewed in unstructured in-depth interviews, within
a broader grounded theory model.

The Role and Function of the Minister as Missional Leader [27]

The minister as missional leader in essence can be described as a cultivator of
congregational culture.[28] Niemandt refers to the missional leader as a
‘cultural engineer’. [29]

The findings of the research data were clustered and the responses of the
participants grouped in terms of clear themes, to enable the researchers to
identify the most prominent functions of the minister/pastor.[30]   Four
different roles or functions for the minister as missional leader or cultivator of a
missional congregational culture were discerned from this research data:[31]

1. The Minister as Apostle
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The congregational minister first and foremost lives and modulates the
spirituality, values, practices, and habits of a missional lifestyle.[32]  It is
crucial that congregational ministers individually (and as a team):

·         Undergo a ‘missional conversion’;

·         Are themselves carried by a missional calling and vision;

·         Discern for themselves their missional vocation and live a life in the
presence of God;

·         Practice spiritual disciplines themselves; and

·         Are being formed in totality through Scripture as disciples of Jesus Christ.

The importance to live and modulate what a missional lifestyle in practice is all
about, is continuously accentuated.[33] Niemandt,[34] along with
Sweet,[35] see the identity of the church as discipleship. ‘The best way to start
a movement for the kingdom of God is to show what it means to follow
Jesus’.[36] ‘The place of leadership is to be at the front of the community, living
out the implications and actions of the missional church of God, so all can see
what it looks like to be the people of God’.[37]

2. The Minister as Theologian and Cultivator of Language

As theologian and preacher the congregational minister is responsible for
cultivating the missional language and dream in such a way that the
congregation buys into it and that it becomes part and parcel of the identity and
ministry of the congregation.[38] As such the minister fulfils the following
functions at the beginning of the process
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Introducing the congregational leadership and members of the church council
to missional church and the process of missional formation;

·         Cultivating the concepts and language of missional church; and

·         Providing the theological foundation of missional church.

Once the missional concepts are cultivated and a missional identity formed, the
function of the congregational minister shifts towards being a custodian of
the missional calling and identity of the congregation.[39] Congregational
ministers confess to having to concentrate hard not to default to old leadership
and ministry styles, and to continuously keep the leadership and congregation
aligned and true to their missional calling and identity.

3. The Minister as Facilitator of the Process of Adaptive Cultural Change

The minister as missional leader facilitates the process of adaptive cultural
change within the congregation.[40] Respondents make it quite clear that,
because the SAPMC process must not be seen as a programme to be presented
and managed within the congregation, the leadership role of the minister as
missional leader radically differs from the traditional role attributed to the
congregational minister. As facilitator of a process of adaptive cultural change
the minister fulfils the following functions:[41]

·         Commits to missional church himself and sets the challenge;

·         Builds and empowers a coalition of leaders to take joint responsibility for
the process;

·         Cultivates the practices and habits necessary for the formation of a
missional culture, such as dwelling in the Word, dwelling in the world, crossing
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boundaries, taking risks, welcoming strangers, and cultivating an environment
for listening others into free speech and discussion;

·         Keeps the leadership in the process of spiritual discernment; and

·       Sees that the different congregational ministries and goals are integrated
towards achieving the missional vocation, while at the same time ensuring that
balance is maintained and current traditions and expectations are respected.

4. The Minister as Spiritual Director and Mentor

Respondents often mentioned a shift in the leadership role of the
congregational minister from organising and management to, what they called,
a ‘spiritual leader’. Concepts such as ‘spiritual directing’, ‘empowering’,
‘mentoring’, and ‘coaching’ are frequently used to describe the new role of the
minister in missional formation.[42] The role of the minister as professional
pastor or professional technician or professional manager is replaced by a focus
on spiritual leadership and spiritual formation.

Spiritual leadership involves two aspects closely related to each other:[43]

·         Spiritual discernment – The minister as spiritual leader himself possesses
the ability to discern and to establish spiritual discernment as a practice
amongst the leadership team and the congregation; and

·           Faith formation and discipleship – The minister as spiritual leader
himself lives a lifestyle of discipleship and focuses on the spiritual coaching and
formation of members within the congregation towards Biblical formation and
discipleship.

Current research continuously accentuates the importance of discernment as
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well as faith formation and discipleship towards missional formation.
Niemandt[44] sees discernment ‘as the first and most decisive step on the
journey towards missional renewal’ and as a ‘key aspect of missional
leadership’. Discernment is closely related to what Scharmer[45] calls
‘presencing’, a new collective leadership capacity needed to be able to lead
from the future as it emerges.[46] Faith formation and discipleship are equally
important towards missional renewal.[47] Hirsch[48] calls discipleship ‘the
most critical element in the mDNA mix’, and ‘the single most crucial factor that
will in the end determine the quality of the whole – if we fail at this point then
we must fail at all others’. ‘Apostolic movements make this a core task, because
when we really think about it, this is perhaps the most strategic of all of the
church’s various activities’.[49]

 

Although respondents agree with the above mentioned, it is clear that
congregational ministers find the shift towards ‘spiritual leadership’ to be the
most challenging of all.[50] It seems as if congregational ministers to some
extent succeed in fulfilling the first three roles identified for the missional
congregational minister, but find the shift towards spiritual director or mentor
very difficult.[51] The challenge facing the pastor is twofold: 1) This shift
requires capacities which historically were not part and parcel of the formation
and training of the congregational minister. As one respondent puts it: ‘It is a
huge ask from us moulded differently’.[52] And one lay respondent reflects:
‘They cannot do it, they don’t know how’.[53] 2) Congregational ministers
experience huge resistance from congregational members when traditional
expectations of the church and the minister formed over many centuries, are
not met by the minister. As already mentioned, lay respondents particularly see
this as the biggest challenge for the continuous formation and sustainability of
missional churches.[54] One lay respondent calls this a ‘missional struggle’ and
reflects that more research and effort are needed to overcome this struggle and
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maintain the sustainability of missional communities.[55]

Conclusion

 

The minister plays a vital and important role in the missional transformation of
a congregation. In this research four different roles for the minister as
cultivator of a missional congregational culture were indentified:  that of
apostle; the minister as theologian and cultivator of language; a facilitator of
adaptive change and the minister as spiritual leader and mentor.  The core
capacities needed to fulfil these roles are described in part 2 of this research in
a forthcoming issue.
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