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Leadership: The Challanges of Change
One of the first things I learned when I started working for the Church was that some people established their own little 
kingdom in their area of Church administration.  One quickly learned that the head of that division would accumulate 
staff as a sign of their power.  Control was the name of the game.  How many staff one had, determined their power and 
influence.  New ideas are not welcomed; any attempt at innovation is stifled.  “If it’s not broke, don’t fix it,” and “not 
invented here,” are the phrases one would hear to block creative approaches.  Change is viewed with hostility.  Others 
working in the Church were seen either as threats or potential rivals.  All of which was at odds with the teaching of Jesus 
(Mk 10:41-45) and the mission of the Church.  

Even in parishes today, all too often, some pastors have settled into mediocrity.  Like zombies, they go through the 
motions, but inside they have given up.  While some priests have quit and leave the priesthood, these quit and stay, 
hanging on until retirement.  They are heard saying: “Two years, three months!  Two years, three months! (until 
retirement)” repeated as a mantra.  Rather than address the underlying issues, they just preserve the status quo, until it’s all 
someone else’s problem.  

Liz Wiseman’s book, Multipliers: How the Best Leaders Make Everyone Smarter, offers insight as to how to turn this 
around.  Through her studies of the realm of business, she describes two types of leaders.  

Diminishers fail to get the best out of their people
There are those who must control, who kill fresh ideas and destroy energy.  These Diminishers drain intelligence, 
creativity and capability out of the others around them.  They feel no need to solicit the ideas of anyone else, save to 
use staff to carry out their decisions.  These see themselves as “the smartest person in the room,” but for them to look 
smart, other people have to end up looking dumb.  They can get the job done, but the people around them feel drained, 
overworked and underutilized.  Any lack of real progress in achieving the institution’s goals is attributed to a lack of 
resources, and hence they seek to collect more and more staff.  But this is all done to serve their own position, instead of 
the institution’s goals.  

Few Diminishers understand the restrictive impact they have on others.  Most have moved into management having been 
praised for their personal, and often intellectual, merit, and had assumed their role as boss was to have the best ideas. 

Multipliers drive their people to achieve extraordinary results
Then there are those who expect great things from their people and drive them to achieve extraordinary results.  These 
Multipliers use their intelligence to draw out the smarts, creativity and capability of the people around them.  They 
amplify or “multiply” the genius of the people around them.  When they walk in to a room, the collective IQ of the people 
seems to get a boost -- ideas begin flowing and problems get solved.  Rather than acquiring more staff and more resources, 
they utilize more of their people’s intelligence and capability.  

In other words, Multiplier is a mindset that believes people are smart, although these people often don’t recognize in what 
ways they are smart.  A Multiplier will look for other people’s talents, their genius, what they do naturally and easily, and 
put it to work.  These are not “feel good” leaders.  “They are tough and exacting managers who see a lot of capacity in 
others and want to utilize that potential to the fullest.”

What is most important to understand is that Wiseman’s book is not just descriptive, but prescriptive.  There is 
a continuum from Diminisher to Multiplier, and one can tend either way.  Surround someone with a Diminisher 
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environment, and they’ll begin to take on those characteristics.  These become what Wiseman calls an Accidental 
Diminisher.  Conversely, one can create an environment where people want to stretch themselves and do more than they 
ever thought possible.  

We may at times be more Diminisher than Multiplier, but we don’t have to stay that way.  We can move along the 
continuum from Diminisher to Multiplier.  To this end, Wiseman says there are five key disciplines or behaviors that 
distinguish Multipliers from Diminishers.  

1. Empire Builder or Talent Magnet
The Diminisher is an Empire Builder, who hoards resources and underutilizes talent.  In contrast, the Multiplier is a Talent 
Magnet, who attracts talented people and inspires them to their highest point of contribution.  The Talent Magnet looks for 
and appreciates all types of genius.  They assume everyone has gifts (I Cor 12:4-7), that everywhere people around them 
have “native genius,” what they do easily, exceptionally well and without conscious effort.  Even if these parishioners 
don’t think they have any strengths or talents, others can often see what they don’t see about themselves.  Look for this 
talent in people, identify it, label it, remove anything that’s blocking it, and utilize that talent to the full.

2. Tyrant or Liberator
The Diminisher is a Tyrant, who creates a tense, stress-filled environment that suppresses people’s thinking and capability.  
The Multiplier is a Liberator, who creates an intense environment that encourages and requires people’s best thinking and 
work.  The Liberator creates the space for and encourages their parish staff and councils and committees’ best thinking.  
But, the Liberator has to restrain himself, to listen more and talk less, and to admit, share and learn from mistakes.  

3. Know-It-All or Challenger
The Diminisher is a Know-It-All, who gives directives that show1/ case how much THEY know.  The Multiplier is a 
Challenger, who knows that people grow through challenges.  The Challenger doesn’t just give answers but give just 
enough information to provoke thinking and help people see the opportunity for themselves.  The Challenger asks 
questions, challenges assumptions and helps reframe the problem as a compelling opportunity that creates a healthy 
tension.  They can then extend a concrete challenge to their people, something measurable and tangible that allows people 
to assess their performance.  Start your people with small, early wins which will generate belief when successfully met, 
and thus build confidence as to what happens when people stretch themselves.

4. Decision Maker or Debate Maker
The Diminisher is a Decision Maker, who makes centralized, abrupt decisions that confuse the organization.  The 
Multiplier is a Debate Maker, who drives sound decisions through rigorous debate.  Too many decisions are made by 
people with too little information or thought.  Multipliers assume that with enough people thinking something through, 
we can figure it out.  Instead of reacting to a problem, which may focus on the wrong issues, it is important to focus on 
the right questions.  Force people to examine the facts from multiple perspectives, so that everybody knows the issues and 
understands why a particular course of action is chosen.  

5. Micro-manager or Investor
The Diminisher is a Micro-manager, who manages every detail and drives results through their personal involvement, 
making staff either wait to be told what to do, or wait for the boss to swoop in and save them.  The Multiplier is an 
Investor, who gives staff ownership, encouraging staff to take the initiative and anticipate challenges.  The Investor passes 
the ball to those who now “own”  the issue.  The investor stands ready to coach, to back people up and ensure they have 
the resources they need.  


