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King Hezekiah: When a Good Leader Fails to Finish Well 

Teaching Outline on Spiritual Formation, Legacy, and Generational 
Leadership 

Dr. Rob Covell  

Principal Text: 2 Kings 20, especially 2 Kings 20:12–21 
Supporting Texts: 2 Kings 18–20; 2 Chronicles 29–32; Isaiah 36–39 
Key Leadership Text: “Then Hezekiah said to Isaiah, ‘The word of the LORD that you have 
spoken is good.’ For he thought, ‘Why not, if there will be peace and security in my days?’” 
(2 Kings 20:19, ESV). 

Central Idea: Hezekiah demonstrates that a leader can possess genuine faith, accomplish 
extraordinary things, experience supernatural intervention, and create significant 
prosperity—yet still fail an important test of spiritual formation. His story warns leaders 
against confusing present success with a well-finished life. Mature leadership asks not 
only, “What has God accomplished through me?” but “What am I leaving for those who 
come after me?” 

I. Introduction: The Tragedy of an Almost-Great King 

Hezekiah is one of Scripture's most fascinating leadership studies because his life should 
not be reduced to either success or failure. Scripture gives him extraordinary praise: 

“And he did what was right in the eyes of the LORD” (2 Kings 18:3, ESV). 

Even more remarkably: 

“He trusted in the LORD, the God of Israel, so that there was none like him among all the 
kings of Judah after him, nor among those who were before him” (2 Kings 18:5, ESV). 

Hezekiah was a reformer, worshiper, builder, administrator, military leader, and man of 
prayer. He experienced supernatural deliverance, national renewal, economic prosperity, 
and divine healing. 

Yet his story ends on a troubling note. 

Leadership tension: Hezekiah was remarkably successful in many dimensions of 
leadership, but success did not automatically produce complete spiritual maturity. 

This gives us an important spiritual-formation principle: 

Giftedness can take a leader somewhere that character has not yet prepared the 
leader to sustain. 
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The greatest test of leadership may come after the crisis has passed and success has 
arrived. 

II. Hezekiah the Reformer: Spiritual Formation Begins with Alignment 

2 Kings 18:1–8; 2 Chronicles 29:1–11 

Hezekiah inherited a spiritually compromised kingdom from his father, Ahaz. Rather than 
perpetuating the dysfunction he inherited, Hezekiah deliberately broke with it. 

A. He did not allow his father's failures to determine his future. 

“He removed the high places and broke the pillars and cut down the Asherah” (2 Kings 
18:4, ESV). 

This required courage because Hezekiah was dismantling established religious and 
cultural systems. 

Leadership principle: 

Spiritually formed leaders are willing to confront inherited dysfunction. 

Every leader inherits something: culture, systems, relationships, traditions, assumptions, 
and sometimes dysfunction. 

The question is not simply, “What did I inherit?” 

The greater question is, “What will I perpetuate?” 

B. Hezekiah restored worship. 

Second Chronicles 29 emphasizes Hezekiah's reopening and cleansing of the temple. 

His reform began with God before it moved toward government. 

This is significant for spiritual formation. Hezekiah understood that Judah's problems were 
not merely political, military, or economic. They were fundamentally spiritual. 

C. He led from conviction. 

Hezekiah demonstrated transformational leadership by calling the nation toward renewed 
covenant identity and worship (Northouse, 2022). 

Application for leaders: Before trying to reform the organization around you, allow God to 
reform the leader within you. 

III. Hezekiah the Courageous Leader: Faith in the Crisis  
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2 Kings 18:13–19:37 

Hezekiah eventually faced an existential crisis. 

Sennacherib, king of Assyria, invaded Judah. Jerusalem was threatened by one of the most 
powerful military machines of the ancient Near East. 

The Assyrian representative mocked Hezekiah's leadership, undermined the people's 
confidence, and challenged Judah's trust in God (2 Kings 18:28–35). 

A. Hezekiah took the threat into God's presence. 

After receiving the threatening letter: 

“Hezekiah went up to the house of the LORD and spread it before the LORD” (2 Kings 19:14, 
ESV). 

This is an extraordinary leadership image. 

He did not deny the crisis. 

He did not pretend Assyria was weak. 

He brought reality into the presence of God. 

Spiritual formation teaches leaders to process pressure in God's presence before 
reacting publicly. 

B. Hezekiah listened to prophetic counsel. 

Isaiah became an important prophetic voice during the crisis. 

Healthy leaders need people around them who can tell them what God is saying rather 
than merely what they want to hear. 

C. God intervened. 

Second Kings 19:35 records the dramatic destruction of the Assyrian army. 

Hezekiah experienced something every leader desires: 

breakthrough. 

But breakthrough would create another leadership test. 

IV. Hezekiah the Prayerful Leader: God Gives Him More Time 

2 Kings 20:1–11 
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Hezekiah became mortally ill. 

Isaiah told him: 

“Thus says the LORD, ‘Set your house in order, for you shall die; you shall not recover’” (2 
Kings 20:1, ESV). 

Hezekiah responded by turning toward God. 

“Then Hezekiah turned his face to the wall and prayed to the LORD” (2 Kings 20:2, ESV). 

God responded and added fifteen years to his life (2 Kings 20:6). 

This raises a powerful leadership question: 

What will you do with the extra time God gives you? 

Every additional season of influence is stewardship. 

Every additional year is stewardship. 

Every new opportunity is stewardship. 

Every second chance is stewardship. 

Hezekiah received more time—but more time does not automatically produce greater 
maturity. 

Spiritual-formation principle: 

Longevity and maturity are not the same thing. 

A person can become older without becoming wiser. A leader can accumulate years of 
experience without allowing those experiences to transform the inner person. 

V. Hezekiah the Prosperous Leader: Success Becomes the Test 

2 Kings 20:12–13; 2 Chronicles 32:27–31 

Hezekiah accumulated tremendous resources. 

Second Chronicles records: 

“And Hezekiah had very great riches and honor” (2 Chronicles 32:27, ESV). 

He accumulated silver, gold, precious stones, spices, shields, grain, wine, oil, livestock, 
and extensive possessions (2 Chronicles 32:27–29). 

This should not simply be portrayed negatively. 
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Hezekiah demonstrated considerable administrative and economic leadership. His 
infrastructure and resource management contributed to Judah's strength and prosperity. 

A. Wealth itself was not Hezekiah's fundamental problem. 

The problem was what happened inside Hezekiah because of success. 

Second Chronicles gives us the spiritual diagnosis: 

“But Hezekiah did not make return according to the benefit done to him, for his heart was 
proud” (2 Chronicles 32:25, ESV). 

Here we encounter one of the great dangers of leadership: 

Sometimes adversity forms us while prosperity exposes us. 

In crisis, Hezekiah prayed. 

In prosperity, Hezekiah displayed. 

In crisis, he showed God the enemy's letter. 

In prosperity, he showed Babylon his treasures. 

That contrast is worth emphasizing: 

When threatened by Assyria, Hezekiah went into God's house. 

When flattered by Babylon, Hezekiah opened his own house. 

The leader who successfully survives opposition must still learn how to survive admiration. 

VI. The Babylonian Delegation: Discernment Fails 

2 Kings 20:12–15 

Merodach-baladan of Babylon sent representatives with letters and a gift after hearing of 
Hezekiah's illness and recovery. 

Hezekiah welcomed them. 

Then: 

“Hezekiah welcomed them, and he showed them all his treasure house” (2 Kings 20:13, 
ESV). 

Gold. 

Silver. 
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Spices. 

Precious oil. 

Weapons. 

Treasuries. 

“There was nothing in his house or in all his realm that Hezekiah did not show them” (2 
Kings 20:13, ESV). 

This was more than hospitality. Hezekiah exposed the resources and strength of Judah to 
representatives of a rising imperial power. 

Isaiah therefore asks: 

“What have they seen in your house?” (2 Kings 20:15, ESV). 

That question speaks powerfully to leaders. 

What have they seen in your house? 

What does your leadership reveal? 

Your accomplishments? 

Your wealth? 

Your platform? 

Your influence? 

Your organization? 

Or the faithfulness of God? 

Second Chronicles adds an important theological interpretation: 

“God left him to himself, in order to test him and to know all that was in his heart” (2 
Chronicles 32:31, ESV). 

The Babylonian visit was therefore more than a diplomatic encounter. 

It was a heart test. 

And Hezekiah failed it. 

VII. Hezekiah's Greatest Leadership Failure: He Stopped Thinking Generationally 

2 Kings 20:16–19 



7 
 

Isaiah announces that the treasures Hezekiah displayed would eventually be carried into 
Babylon. 

Even worse: 

“And some of your own sons, who will come from you, whom you will father, shall be taken 
away” (2 Kings 20:18, ESV). 

This should have devastated Hezekiah. 

His descendants would suffer consequences. 

The wealth accumulated during his reign would eventually enrich Babylon. 

Judah's future would include captivity. 

Yet Hezekiah's response is disturbing: 

“The word of the LORD that you have spoken is good.” 

Why? 

“Why not, if there will be peace and security in my days?” (2 Kings 20:19, ESV). 

This is where Hezekiah's leadership legacy becomes deeply complicated. 

We should be careful not to claim that Hezekiah never cared about future generations. His 
earlier reforms clearly benefited Judah beyond himself. But at this critical moment, his 
response reveals a dangerous narrowing of perspective. 

His concern appears to have moved from: 

“What happens to God's people?” 

to: 

“What happens during my lifetime?” 

The danger of short-term leadership 

Hezekiah effectively receives the assurance: 

The consequences will not happen while you are alive. 

And he appears relieved. 

That is the opposite of generational leadership. 

Spiritually mature leaders care about outcomes they may never live to see. 
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This distinguishes a legacy leader from a merely successful leader. 

A successful leader asks: 

“What can I accomplish?” 

A legacy leader asks: 

“What will remain after I am gone?” 

A kingdom leader asks: 

“What am I building that another generation can inherit and expand?” 

Hezekiah had accumulated wealth for Judah. 

But wealth without generational formation was insufficient. 

He strengthened the kingdom's treasury, but the next generation also needed its spiritual 
inheritance strengthened. 

VIII. Hezekiah's Unfinished Legacy 

2 Kings 20:20–21 

Hezekiah's final summary still recognizes his accomplishments: 

“The rest of the deeds of Hezekiah and all his might and how he made the pool and the 
conduit and brought water into the city, are they not written in the Book of the Chronicles of 
the Kings of Judah?” (2 Kings 20:20, ESV). 

Hezekiah's water infrastructure was a remarkable accomplishment associated with 
Jerusalem's preparation for siege. 

Then comes the final sentence: 

“And Hezekiah slept with his fathers, and Manasseh his son reigned in his place” (2 Kings 
20:21, ESV). 

That transition is sobering because Manasseh would become one of Judah's most 
notoriously wicked kings (2 Kings 21:1–18). 

The biblical narrative therefore leaves us with a profound leadership tension: 

Hezekiah built infrastructure. 

Hezekiah accumulated wealth. 

Hezekiah restored worship. 
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Hezekiah defeated enemies. 

Hezekiah experienced miracles. 

Yet the next generation entered a serious spiritual decline. 

Hezekiah came extraordinarily close to being remembered without qualification as one of 
Judah's greatest kings. His story instead reminds us that finishing well includes preparing 
those who follow us. 

IX. Conclusion: Spiritual Formation Is Generational 

Hezekiah's life presents leaders with a paradox. 

He was a good king with an imperfect finish. 

His successes should be honored rather than ignored. His failures should be studied rather 
than excused. 

The deepest lesson is that spiritual formation must eventually move us beyond ourselves. 

Four leadership movements from Hezekiah's life: 

Formation: Allow God to transform what you inherited. 

Faith: Take your crises into God's presence. 

Humility: Guard your heart when success and prosperity arrive. 

Legacy: Build for generations you may never see. 

The ultimate leadership question is not: 

“Was I successful during my lifetime?” 

It is: 

“Did my obedience make it easier for the next generation to obey God?” 

Hezekiah received fifteen additional years. 

The challenge for every leader is therefore: 

What will you do with the years God has given you? 

Discussion Questions for Leaders 

1. Hezekiah demonstrated remarkable faith during adversity but struggled with 
pride and discernment during prosperity. Which is currently the greater 
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spiritual-formation challenge in your leadership—how you respond to pressure 
or how you respond to success?  

2. Isaiah's announcement affected generations beyond Hezekiah, yet Hezekiah 
focused on the peace and security of his own lifetime (2 Kings 20:16–19). What 
decisions are you making today whose greatest consequences may not appear 
until after your leadership ends?  

3. If your leadership ended today, what would the next generation inherit from you 
spiritually, relationally, organizationally, and financially? What must you begin 
intentionally transferring now?  
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Teaching thesis: Hezekiah teaches us that good leadership is not measured only by what 
we accomplish in our generation, but by what our spiritual formation enables us to transfer 
to the next. A leader finishes well when faithfulness becomes inheritance. 

 


