PART THREE
The Work of Pastoral Eldership
Introduction:
A common question is “What do elders do?” When elders move from board eldership to pastoral eldership, this is a natural question to ask and there is often plenty of confusion over this question. It is important that we get the answer to this question right! The reason it is important to answer this questions is that so we can provide better pastoral care for the Lord’s people. So let us turn to our eldership manual, the New Testament (2 Timothy 3:16-17).
1. The New Testament Concept of Eldership: Pastoral Oversight 
(Acts 20:28; 1 Peter 5:1-2; 1 Timothy 5:17; Titus 1:7)
The New Testament concept of the eldership is pastoral, not the modern board concept. In 90% of churches, people think of the elders as the official church board: The elders are laymen. They serve for three-year terms. They are administrators and advisors to the pastor and his staff.  They do not pastor the flock. 
The New Testament concept of eldership, however, is pastoral oversight. Elders shepherd people, minister the Word, pray, visit the sick, and articulate the church’s beliefs. 
Key words from the Scriptures that communicate the elder’s task are; “shepherd,” “overseer,” “exercising oversight,” “taking the lead,” “steward.” I like to summarize these terms by defining an elder’s role as one of “pastoral oversight of the flock.” 
Two key passages that communicate that elders are shepherds of the flock are Acts 20:28 and 1 Peter 5:1-2. Note that elders is plural; there are no single elders.	
Let’s study the Scriptures found in Acts 20:17, 28. This shows very clearly that the elders have been placed in the church by the Holy Spirit to shepherd, or pastor, the church of God. Note three Greek words: (1) elders, presbuteroi, (2) overseers, episkopoi, (3) shepherd, poimaino, a verb (to tend like a shepherd). It would have been good if translators translated the Greek word shepherd as pastor. The ESV weakens the Greek by using the term "to care for the church of God." 
	BE Presenters: You should read all of these verses to the congregation because they are key to everything else that follows in this message – also point out the key words in each passage.


Now let us look next at 1 Peter 5:1-2. Note these three Greek words again: (1) elders, presbuteroi, (2) shepherd, poimaino, a verb (to tend like a shepherd), (3) exercising oversight, episkopeo, a verbal form. Both Paul and Peter understand the work of the elders to be the full shepherding task of overseeing sheep.  
There are two more verses that we should read: first, we’ll read 1 Timothy 5:7. Board elders don’t know what to do with this passage that talks about elders laboring at teaching and preaching. To their thinking, this is what the pastor does. 1 Timothy 5:17 doesn’t fit into most churches’ system of thought.   
Also, note in Titus 1:7 that the elders are “God’s stewards,” not the church’s stewards. 
These verses clearly show that elders are to “shepherd” the flock of God and to take responsibility for the spiritual oversight of the flock. The image of shepherd and flock is an ancient biblical image. The more we can learn about a shepherd and sheep, the clearer we will understand all that is implied by this imagery.
Shepherding a flock or leading people always entails four major responsibilities: feeding, protecting, leading and healing. We will now look at these four tasks of shepherds to better understand what elders are called to do by the Holy Spirit.
Keep in mind as we go through the tasks of elders that they do this work as a team of shepherds, not alone. Thank God!
1. The Four Specific Tasks of Shepherd-Elders
Feed (Teach) the Flock 
(Titus 1:9-10; 1 Timothy 3:2; 5:17-18; 1 Thessalonians 5:12)
In many ways this is the most important aspect of shepherding. Teaching people the Word of God is comparable to feeding the flock. This aspect of eldership is the proactive side of the ministry. No food means no growth. No food means no flock. 
	BE PRESENTERS: We have provided in other messages more detailed instruction on how elders feed the flock. Too many elders are not thinking strategically about their feeding ministry and therefore they are not effective in the feeding-teaching ministry of the flock.


The importance of feeding sheep is evidenced by the fact that sheep are nearly incapable of feeding and watering themselves properly.  Without a shepherd, sheep would quickly be without pasture and water, and would soon waste away. Charles Jefferson aptly reminds us, “Everything depends on the proper feeding of the sheep.  Unless wisely fed they become emaciated and sick, and the wealth invested in them is squandered. When Ezekiel presents a picture of the bad shepherd, the first stroke of his brush is—‘he does not feed the flock’ (Ezk. 34).” (Jefferson, The Minister as Shepherd, p. 59-60)
As the Old Testament demonstrates, Israel's priests and elders failed to teach the nation God's Law. Let us not fail to feed the sheep God’s food.
Throughout the New Testament, extraordinary emphasis is placed on the centrality of teaching God's Word. The apostles’ ministry of preaching and teaching is mentioned more often than any other activity in which they were engaged.
Illustration: James Orr (1844-1913), a Scottish theologian, is best known as general editor of the The International Standard Bible Encyclopedia. He writes, “If there is a religion in the world which exalts the office of teaching, it is safe to say that it is the religion of Jesus Christ” (The Christian View of God and the World p. 20). 
All Elders Must Be Able to Teach the Word
Titus 1:9 is very clear that every elder must be able to teach. The reason for this is that everything elders do, they do by the ministry of the Word of God. They lead, feed, and care for people by the Word. 
This does not imply that an elder must be a public orator, but must be able to open the Bible, instruct believers, answer questions, and recognize & stop false teaching.  He should be able to encourage a believer, lead a Bible study, and instruct someone in the gospel.
	BE Presenters: Re-read this passage to the congregation.


According to the book of 1 Timothy the best defense against false teaching is a good offense: that is, to teach the Word and preach the Word. This is God’s food for His flock to keep the flock strong and healthy. The more truth and Scripture people learn the more they will be able to clearly identify false teaching and grow in their faith (Eph. 4:11-15).
Illustration: Lloyd Jones reminds us that the great highlights in church history have always revolved around the preaching and teaching of the Word of God:
Is it not clear, as you take a bird’s-eye view of Church history, that the decadent periods and eras in the history of the Church have always been those periods when preaching had declined?  What is it that always heralds the dawn of a Reformation or of a Revival?  It is renewed preaching... A revival of true preaching has always heralded these great movements in the history of the Church (Preacher and his Preaching).
Some Elders Labor at Teaching and Evangelizing. 
The teaching-preaching ministry is so important to the local church that the Scripture approves of some elders giving part or all of their time to the ministry of the Word, both in evangelism and/or Bible teaching. Here is a passage of Scripture we need to know well. 
Let the elders who rule well be considered worthy of double honor, especially those who labor in preaching and teaching. For the Scripture says, "you shall not muzzle an ox when it treads the grain," and "The laborer deserves his wages." (1 Tim 5:17-18)
This passage teaches that among the elders, one or several will give themselves to laboring, preaching, and teaching—giving many hours of study and preparation for teaching situations. According to Ephesians 4:11-12, some men are gifted as "pastors and teachers." It would be this kind of gift that would qualify an elder to give fully of his time for equipping the saints and preparing people to use their spiritual gifts in ministry. 
	BE Presenters: Spend some time explaining this verse. Remember the general context of 1 Timothy—the church was in the death grip of false teachers. One of the solutions to the invasion of false teachers was the positive teaching of the Word of God. This is what every local church needs: elders laboring in the Word, protecting the church from false teachers and building up the saints in their Holy faith. This is an extremely significant Scripture passage. See BE pp. 206-215


Elders who lead “well,” and especially those who labor at preaching and teaching are to be recognized and treated as worthy of double honor. The imperative verb, “to be considered worthy,” means “to be rightly deserving” or “to be entitled to” double honor. Paul is not making a suggestion; it is a spiritual duty on the part of each member of the congregation.
All who have benefited from the leadership and teaching of these elders are to take the initiative in this practical matter. The point is: certain elders, not all, receive double honor because of their extra work and giftedness at leading or teaching.
This is not meant to create jealousy among elders, but to strengthen the eldership and acknowledge, with God’s approval, a fact of reality: not all possess the same giftedness and leading from God.
Whatever is the precise meaning of “double honor,” material provision is certainly included. The context makes this point clear (v. 18). Paul feels so strongly about this matter of “double honor” that he immediately backs up his charge with scriptural support. In verse 18, Paul quotes two passages to bolster his instruction: “For the Scripture says, ‘You shall not muzzle an ox when it treads out the grain’ [Deut. 25:4], and ‘The laborer deserves his wages [Luke 10:7].’ ” These two quotations also help reveal what “double honor” means: material or financial compensation. Similarly, Paul writes in Galatians 6:6: “The one who is taught the word must share all good things [spiritual and material, Luke 16:25] with the one who teaches.” See also Romans 15:27; 1 Corinthians 9:11.
There is Equality and Diversity Within the Eldership
There are two unbiblical extremes that constantly distort the equality and diversity within eldership. The one extreme is to sacralize and professionalize a gifted elder, making him—in effect—the Protestant priest, the chief shepherd, or the anointed one who alone can bless, preach, and administer holy things.
The other is to enforce complete equality among elders, allowing for no special giftedness, calling, function, or financial aid for any member. By God’s help, let us continually seek to represent accurately and completely Christ’s instructions on this important subject. The Bible teaches both equality and diversity within eldership.
Finally, let us not forget the priorities for elders and deacons demonstrated:
But we [the apostles] will devote ourselves to prayer and to the ministry of the word. (Acts 6:4)
What do elders do? In every way possible they feed sheep God’s Word. We have more to say about this in another message.



Protect the Flock 
(Acts 20:28-31; Titus 1:9; Acts 15; Hebrews 13:17)
The second major aspect of the elders’ work is the ministry of protecting, guarding, and watching.  These actions are vital to the life of the flock. The Palestinian shepherd had to guard his flocks from wolves, bears and lions. The boy David reminded King Saul that when a bear, and later a lion, attacked his father's flock, he killed them. He is an example of a courageous shepherd who guards the flock with his life! David was prepared to die for his father’s flock.
Protect the Flock from False Teachers
(Acts 20:28-31—The classic passage on the protecting ministry of elders.)
The archenemy of the local church is the false teacher. The Bible likens false teachers to wolves. Paul's final words to the Ephesian elders are to guard the flock because wolves are coming, both from without and within. Acts 20 presents us with the apostle's prophetic word and overview of all church history, which is not a pretty story. Elders throughout the centuries have failed to guard the flock. 
	BE Presenters: Explain Acts 20:28-31. Read it slowly and emphasize important ideas.


The survival of the church depends on stopping savage wolves. A shepherd has authority over the sheep to protect and defend. He may have to give His life for them. 
 (Titus 1:9-16—The qualifications for an elder who will protect the flock.)
We need to read together Titus 1:9-16. Like Acts 20, this is a core passage for our topic of protecting the church. Elders must be qualified to stop false teachers or they should not be elders. Great denominations that once stood for sound orthodox doctrine have now come to deny nearly every foundational idea in the Christian plan of salvation. How did this happen? It started in the seminaries and in the local churches. Unqualified elders did not stop false pastors from entering the church and teaching their doctrine. Many of us were raised in denominations just like this.
What is most frightening today is that aberrant doctrines are gaining an audience among Bible-believing, conservative Christians. These include: the health and wealth gospel, false miracle workings, the politicizing of the gospel, denials of Bible inerrancy, open theism, a reinterpretation of the word “justification by faith,” self-help programs, and many others.
Illustration: One of our younger elders, Dave Anderson, asked Bruce Ware, one of our best evangelical scholars today, where the main attacks were coming from. Bruce sighed and said, “They are coming from every direction. Every single doctrine is under attack.” He told Dave he had not seen anything like this before. 
Our people are bombarded with information about all kind of new ideas and trends through books, TV, radio, and the Internet. They see the success of certain church leaders on TV who have tens of thousands of people following them. People want to know why these individuals are so successful. Most of these preachers are teaching self-help mixed with some scripture.  
Illustration: In an interview with Christianity Today, a certain well-known Christian woman who teaches about women’s health and self-improvement said that women don’t care about the trinity; they care about their weight. Interestingly, this woman does not believe in the trinity. 
If elders don’t know what they believe and are not committed wholeheartedly to a biblical theology and the teaching of God’s Word, they will be swept away with the tide of popularity. They definitely will not be able to protect the church.
Protecting the church takes courage. One renowned world leader (Henry Kissinger) was asked, "What is the most important quality in a world leader?" He answered, "Courage." A good shepherd must have courage.
Protect the Flock from Church Infighting
Furthermore, elders must protect the church from internal fighting and group factions.  The great scourge of this sinful race is relentless fighting and division.  Cain killed Abel and we’ve been killing each other ever since.  This is not an easy job for the elders.  Disciplining sin, confronting sin, and reconciling people is emotionally exhausting work.  It is dealing with people’s sins that wear elders out, just as it did Moses (Num. 11).
One of the most difficult parts of eldership is leading the church through the process of church discipline. There is hardly anything more difficult than this. It is a virtual land mine. 
Suggestions for Preparing Yourself to Protect the Flock:
Subscribe to Christian magazines.  I get a number of Christian magazines and journals to keep up with the newest trends. As elders, we need to be sure that we are not caught off guard by the newest trend in theology or church growth methods. I find Christianity Today a key magazine to keep myself informed. 
Read the Word consistently. It is of the utmost importance that you, as elders, are consistently and persistently reading the Bible. That is how you first protect yourselves. You can’t protect others if you don’t know how to protect yourself spiritually (Acts 20:28).
Attend good conferences. Talk to others about trends and new theologies. Conferences like this are good to keep current on new trends. Every year we send some of our elders to key conferences that help us stay connected to the larger body of Christ. 
Listen to top Christian speakers on audio sermons. There are great messages that can be passed around among the elders to keep them thinking and engaged in the world in which we live. Most of these things can be acquired for free online.  
Keep learning and growing or you will stagnate. Talk about your own education and growth as a group. Many elderships are suffering from spiritual stagnation. The elders have no new challenge, no new growth in knowledge, no new mission; they are just caretakers keeping the doors of the church open. Be learning shepherds.
Lead the Flock
(1 Tim 5:17; 1 Thess 5:12, 13; Phil 1:1; 1 Peter 5:2)
A number of key verses and words show us that the elders form the leadership body of the church.  Elders are to “shepherd” the church.  Part of the shepherding task is leading the flock to greener pastures and water, then leading them back to the fold at night to safety. Shepherds lead their flocks. Shepherding is a word used in Scripture to describe leading the nation of Israel.    
Also, the elders are described as the “overseers” of the church (Acts 20:28; 1 Peter 5:1-2); the process of overseeing means superintending the church, the flock of God.
According to 1 Timothy 5:17, the elders “take the lead” and “direct the affairs of the church” (prohistemi). This Greek word carries the idea of standing before or going out in front; it means to lead, care for, and direct. A shepherd walks out ahead of the flock and the flock follows. Elders lead as a shepherd leads. 
	BE Presenters: See also 1 Thess. 5:12-13 for the same word used of church leaders. See BE pp. 208


The best and simplest definition of leadership is that “leadership is influence.”  It doesn’t matter what titles or position you have. If you are not influencing people, you are not leading people. 
I want you to understand that the rule of leadership and stewardship is use it or lose it.  Power not used is power defaulted on. Leaders that are indecisive or unwilling to commit to a specific course of action will confuse people. People will not know where you are going or they may just give up on thinking they will receive any direction from you. This is failing to use the authority the Lord has given you.
The single, biggest complaint I hear against church elderships is that they are not leading.  They are merely caretakers.  They do a lot of talking but little gets done.  They have very little vision and the same old problems reappear month after month, year after year without ever being addressed.  This is very frustrating to the flock.  People want to be led; they do not want to be part of a church that is going nowhere. People need a challenge, but in many churches there is no fresh challenge from the Word of God. 
Illustration: After speaking on this subject, I received a letter from a very talented woman who was frustrated with the poor leadership of the elders in her church. She says:
What are members of a local church to do when elders aren't leading?? Planning ahead is a low priority. Utilization of spiritual gifts is not encouraged. And often elders don't attend the elders' meeting… Again, what are members of the congregation to do—especially those who do have administrative gifts and recognize the problem?
Let me assure you there is nothing that frustrates people more than leaders who don’t lead, who don’t follow through with their jobs, and who allow their particular ministries to flounder.  These kinds of leaders create a lot of fighting in the church.  People who work with them want them to get out of the way because they have become a bottleneck.  Some of the worst conflicts in a church are over leaders who run programs poorly, frustrate the people, and won't make the effort to change. If you are a leader, the Bible says to “lead with zeal” (Rom. 12:8).
The Holy Spirit gives the spiritual gift of leadership:
· The spiritual gift of leadership appears in Romans 12:8: “the one who exhorts, in his exhortation; the one who contributes, in generosity; the one who leads, with zeal.” This is the gift of prohistemi.  Paul says something very interesting.  He says the man with the gift of prohistemi, let him do it wholeheartedly, zealously, diligently. In other words, put your whole self into the work of leadership. This is the same Greek word used in 1 Tim 5:17 and 1 Thess 5:12. Some elders, not all elders, will have this gift.
· There is the spiritual gift of kuberneseis, which is steering, guiding the community.  It’s the helmsman. This is a gift that stresses giving guidance and direction. It is seeing into the future and observing dangers that lie ahead. It is guiding and directing others in God’s will and ways.
· There is the spiritual gift of being a "shepherd." (Eph. 4:11: “And he gave the apostles, the prophets, the evangelists, the pastors and teachers.”) The gift of pastor is a combination gift that entails governing and teaching, leading and feeding. Ephesians 4:11 tells us that when this gift is used it equips the saints for the ministry. Everyone should be serving the Lord, yet there needs to be training and equipping. 
	BE Presenters: See BE pp. 210 and endnote #27 on pp. 314


Some of the elders will have these leadership gifts. If you have the leadership gift, lead wholeheartedly and zealously, but humbly, lovingly, and not for self-glory. Don’t be passive about this matter for passivity is an enemy. Be patient, but not passive.
My beloved brethren we are in desperate need of biblical leadership.  The church needs people who can organize people, motivate people, and move people forward. Our people are in desperate need of diligent shepherd leaders.
I like to ask elders this question.  If you were tending to a literal flock of sheep, would that flock of sheep be alive by the end of the year with the way you care for your spiritual flock?
Provide Good Management for the Flock 
Shepherding a flock effectively requires good management skills. Land and water must be managed. The health of the sheep must be managed. The same is true with a local church. There are elders who shepherd the flock, but they are not effective in what they are doing. 
Shepherding is hard work. If you are not organized properly, the work is even harder. If you are frightened of hard work, you will not be a good shepherd. The task demands energy, attention, self-sacrifice and skill.
If you want to provide effective leadership for your local church, start by having good elders’ meetings. There is a direct correlation between the quality of your meetings and the quality of your leadership. One way to provide good corporate leadership as an eldership is to take control of your elders’ meetings. Many elders’ meetings have been trivialized in mundane details. This does not need to be so. See our book Meetings that Work. We also have messages prepared for you if you would like to learn how to have good elders’ meetings. The point is this: take your elders’ meetings seriously and make them work for effective pastoral oversight.
Some signs of diligent management will be seen in new, fresh ideas for the church, creativity in missions and gospel outreach, and improvements for worship. Wherever the Spirit is working there will be freshness, vision, innovation and excitement.
Furthermore, people want accountability and help in their ministries.  They want training and they want to be put to work.  But so often we just give people jobs and never say a word to them until they do something wrong. People need evaluation from the elders and they need to be accountable to the elders. They will appreciate any encouragement and help you can provide them in their ministry.
If there is an elder with good administrative and management abilities, he can be a great help to the eldership itself and to the overall management of the flock. There is an organizational management side to life and to the local church. This is not an unspiritual ministry. We need good management of God’s flocks. 
	BE Presenters: We have several messages on effective management of the flock available. More is provided on this subject.


Illustration: If you don’t think good organization and management is important, look at the little country of Haiti. The United Nations has declared it one of the poorest countries in the world because of corrupt government and total mismanagement of the country. But look at other countries, like Singapore or Germany. You can tell they are well managed because the people are cared for and problems are addressed.
Solve Problems Within the Flock
Good pastoral leadership requires confronting problems, not avoiding them. The elders have the power and authority to deal with problem issues or people.  But a big deficiency in most leadership councils is a reluctance to deal with problems.  There is usually an avoidance of confrontation. Leaders let things slide while everyone in the congregation is frustrated about the problem. Not confronting problems only creates bigger problems. Little problems become giant problems if not properly handled.
A good leadership body is continually in the background handling delicate problems with people and programs in a discrete and tactful way. Problems must be faced.
Define the Beliefs and the Direction of the Flock
The critical task of the elder council is to define, clarify, and continually restate the church’s foundational, nonnegotiable beliefs (Acts 15), unique doctrinal distinctives, ministry priorities, direction, spiritual values, and particular mission and vision. 
When elders think and plan at this level, all sorts of decisions and choices become simpler because they must align with church’s stated beliefs, priorities, and mission. Such strategic leadership affects spiritual growth, gives clear purpose and direction, enhances unity, solves many problems, and inspires giving and involvement. The elders thus need to be always about the great business of the church’s beliefs and mission. Only when elders operate at this level will they be proactively leading the people and not tagging behind the congregation or church staff. 
Lead as Humble Servant Leaders
Leading God’s flock must be done in God’s way. Jesus taught a distinctive Christian style of leadership. It is called servant leadership. This kind of leadership is humble, loving, and others-oriented. In much secular leadership, the leader is concerned first and foremost with “self,” as well as with money, power, control, and fame. The leader uses people for his own ends. But in servant leadership, as we see in the life of Paul, the leader gives up his life for those he leads. So our leadership must take on the Christ-like model of washing the others’ feet (John 13).
If the elders are not servant-leaders, they will not experience unity among themselves. To be an effective team of elders, there needs to be love, humility, and care for one another.
Provide Future Leadership for the Flock
(2 Timothy 2:2)
Good shepherds will always be thinking about and planning for the future. The same thing is true in a local church. Time goes by quickly and people make unexpected changes in their life situations. A church may have five excellent elders, but within a three-year period one will move because of business, one will experience health problems, and another will have family problems to deal with, leaving the church with only two elders. I have seen this many times in churches, including our own. So we always have to be thinking and planning for future elders (2 Timothy 2:2). This should be a regular part of shepherding the flock, not just something we do in a panic. 
Many elderships have become ingrown and old. Qualified new elders are not welcomed. This is a hindrance to the Holy Spirit’s work of raising up new men. A church cannot be run on fear and a desire for protecting the old ways. Instead of growing the church, these established elders are controlling the church.
	BE Presenters: You may want to mention that we have a message on this topic which will be given at another time.


Heal the Flock
(Acts 20:35; James 5:14-15)
The elders also have many practical duties.  They are to be concerned for the needy and the weak and the poor.  Not that they do everything, but they make sure that others—including the deacons or women’s ministry—are working on these things. Elders should ensure that the church is taking seriously its responsibility for providing hospitality, visiting the bereaved and the shut-ins, and offering counseling for families, as well as premarital counseling (which is very important) and marital counseling. Deacons do many of these things to help the elders. 
Ultimately the elders make sure that the people are doing their duties.  But there are occasions when there are serious sinful problems in families that only the elders can handle.  There may be deaths or serious hospital visits that only the elders can handle.
The elders must set an example of care and love for one another.  If you are caring and giving the people will follow. 
	BE Presenters: We have a message on the ministry of deacons, and another on developing a loving, caring church.


Special Note: Praying Elders
Above all, elders are to be praying elders. Time must be given in the elders’ meetings to laboring in prayer for the flock. Everything that the elders do is dependent upon prayer and God's Spirit to work. 
Again, let us not forget the priorities for elders and deacons 
But we [the apostles] will devote ourselves to prayer and to the ministry of the word. (Acts 6:4)
Whatever you can do to improve your prayer ministry, act quickly.
	BE Presenters: Refer people to the book Meetings that Work for ideas for improving the elders’ prayer ministry.


Conclusion:
Brethren, please do not be passive about your work.  The Bible says, “Shepherd the Flock.”  Too much is at stake.  The saints need your positive, godly, prayerful leadership.  They need good communication with you.  They need to know you are going some place and you have vision.  They need to be challenged and have their horizons broadened.  They need to hear teaching they haven’t heard in years or maybe have never heard.  Let me assure you, people will respond to good leadership.  They always do, they always have. People are not any different today.  If you provide leadership, they will follow.
I close with Paul’s farewell words to the Ephesian elders: “I commend you to God and to the word of his grace, which is able to build you up” (Acts 20:32). 
Fellow Elder, keep yourself in the Word of God. That is, the Bible and the message of the gospel in order to stay strong for the Lord. 
[bookmark: _GoBack]Close with a challenge to a fresh commitment to the God-given.
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