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Don’t Wear Armor that Does Not Fit 
 

Note:  This is one of a series of articles intended to facilitate and guide church leaders’ 
conversations about significant issues that often are not talked about among pastors, boards, and 
church leadership teams.  
 
Prior articles can be found at https://efcawest.efcadistrict.org/church-leadership/ or 
https://efcawest.efcadistrict.org/something-to-talk-about-archives/. 

 

 
“Then Saul clothed David with his armor. He put a helmet of bronze on his head and clothed him 
with a coat of mail, and David strapped his sword over his armor. And he tried in vain to go, for 
he had not tested them. Then David said to Saul, “I cannot go with these, for I have not tested 
them.” So David put them off.  Then he took his staff in his hand and chose five smooth stones 

from the brook and put them in his shepherd’s pouch. His sling was in his hand, and he 
approached the Philistine.” (I Samuel 17:38-40, ESV) 

 
This interaction between Saul and David is one of my favorite “minor” Old Testament 
stories.  When we think about David and Goliath, we tend to think about the battle, but 
seldom think about David’s wardrobe decision.   
 
We don’t know much about David’s stature – scripture tells us he was handsome and had 
beautiful eyes (which hardly sounds like the making of a warrior). We do know that Saul 
was head and shoulders taller than the others in Israel (I Samuel 9:2).  I think it’s safe to 
assume that David was likely much smaller in physical stature than Saul. 
 
When Saul agreed to send David against Goliath, he decided that David needed to wear 
his (Saul’s) armor.  This armor was important to Saul – it was what he would wear when 
he went into battle. It was good and effective armor that had served Saul well. It was 
armor that Saul personally recommended.  If the printing press had been invented, it 
might have been the armor that he recommended in his best-selling book, “The Armor 
Every Warrior Needs.” Yet, when David put it on and tried to move about, he discerned 
that he should not wear them because he was uncomfortable and unskilled in using that 
armor well.  David went into battle with apparel that fit him and tools he was equipped to 
use. 
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In recent months, I have had contact with churches that are considering changing systems 
and structures in the hope that doing so will lead to more desirable results in their 
ministries and relationships.  I am frequently asked if I know of good systems and 
structures for churches. The problem is that I do know of good systems and structures 
that can lead to productive ministries and relationships.  I’m reluctant to recommend one 
because a church’s systems and structures must fit that church – if they don’t, they won’t 
facilitate good results; rather, they will prove to be problematic.   
 
I consider structures to be the things that hold things together (such as organizational 
charts, governance document sections that describe organizational relationships) and 
systems to be the way we do things – the stuff that happens within the structures.  For 
example, the church buildings (walls, ceilings, open spaces, etc.) would be structure; what 
we do in them (placement of chairs, how we do or don’t do an offering, assimilation 
processes, discipleship behaviors, Sunday worship experience, etc.) would be systems. 
Because the concepts of systems and structures are so closely aligned and even have 
some overlap, I usually refer to them in tandem – systems and structures. 
 
A warrior’s armor and equipment can be analogous to church structures and systems.  If 
they don’t fit, if we don’t know how to use them, and if we lack training or experience 
with them, they won’t be useful to us, and they could be fatal.   
 
Do the systems and structures of your church fit? That’s something to talk about. 
 
All organizational systems are designed to enable some actions and to restrain others. 
This is the underlying principle that causes me to believe that there is no single “correct” 
or “Biblical” set of complete, universal systems and structures for every church in every 
context.  The systems and structures a church adopts should fit that particular church, and 
there are pronounced differences between those that help and those that hurt based 
upon the context of each local church.   
 
Here are some things that you may want to talk about. 

• Do we have an organization chart that illustrates how individuals or teams within 
the church relate to one another?  When was it last adjusted?  Does it fit our 
current leaders or is it better suited for leaders from another time? Do we follow it 
or ignore it? 

• Brainstorm what systems would be needed for your church to accomplish its 
mission?  Do we have those systems in place, and are they functioning well?  

• Evaluate some of the major systems/structures in your church.  What actions were 
they intended to enable and what actions were they intended to restrain?  Are 
these enablements and restraints still appropriate for the church in our current 
ministry context, or do they appear to be better suited for contexts of long ago? 

• Do we have any systems or structures in the church that are actually causing 
problems?  Don’t get too wound up over security or accountability issues that 
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create small inconvenience (I like to say that security, by design, is inconvenient). 
Instead, focus upon things that stall ministry and cause us to not accomplish our 
mission. Then, get to work on changing them. 

• If you are considering making changes to systems or structures specify (before 
starting to draft changes) what it is you want to enable and to restrain through 
those changes. 

• Be sure to talk about how the pastor interacts with the elders both in terms of 
structure (how is it designed) and systems (what do we do to make the design 
work for us).  More often than not, when I work with churches in this area the 
problems are not so much in the structure, but in poorly designed or implemented 
systems to allow them to work. 

• Remember as you have your conversation that changes in systems and structures 
will not fix relationship or spiritual problems. Deal with any underlying relationship 
or sin issues before implementing changes to systems and structures. 

 
Let me encourage you to contact the EFCA West team to assist you and your team in 
thinking through any system or structure issues you face.  Because we work with many 
churches, we may be able to provide guidance that would be helpful to you and your 
team as you consider what if anything may need to be addressed.  It is our joy, our calling, 
and our job to help church leaders lead well and to strengthen churches. 
 
Don’t wear armor that doesn’t fit.  The systems and structures in a church are something 
to talk about, and we would love to be a part of your conversation. 
 
 
 
Let us know if we can help and how your conversation goes.  
Contact Bob Osborne by e-mail at bob.osborne@efca.org.  
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