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EXPLAINING THE THREE KINDS OF LEADERS 
Directional Leaders are those who provide vision and direction for the whole flock.  They are thinking about the whole congregation – where are we going?
David is a good example of this.  He has this very wide-angled view of who he is, who his nation is, how they fit in with all of the nations around them.  Similarly the Apostle Paul talks about being finished in this area, there is nothing more for him to do, he’s going to go on to Spain, to Rome.  He has this broad view of what needs to be done and what he is doing.  

Administrative Leaders are people who think things through in more detailed terms. These are not the people who come up with the vision or the direction; but when they hear it, they know how to think it through and make it work from top to bottom.  It’s about deploying people and resources.  

Administration in this sense should not be thought of as only finances, legal issues, insurance and paper work.  This is about deploying our people resources well.  I think of Solomon in this regard who was running his palace in such a way so that when the Queen of Sheba came to visit him it took her breath away to see how well organized it all was.  She was overwhelmed when she saw it!  Perhaps something like the way we feel when we go to Disneyland or Promise Keepers and we see a huge event that is so well planned and organized right down to the last detail.  The seven who were appointed in Acts 6 similarly were appointed to resolve the resource and people issues.  People who think administratively in are thinking about God and people; fulfilling a God given mission, meeting needs and helping every person to be helped served and empowered optimally.
Administration as being described here may be the most undervalued and underappreciated kind of leadership. There is a lot of focus on pastoral leadership in Bible colleges and in seminaries. We are learning lots about leadership issues from Leadership Summits and through the current generation of leadership books.  But there is not a lot about this wide view on administrative leadership in churches.

Pastoral Leaders are about reaching, teaching and caring for people.  This is really where most of the ministry is done.  Perhaps 70% – 80% of all ministry takes place under this column.  Of course, it is not only about reaching, teaching, and caring since most of the spiritual gifts fit into this category.  People in this column say, ‘don’t you know the ministry is about people?!’.  Barnabus and Timothy seem to be ideal examples of this kind of leadership.  What the directional and administrative leaders do is to advance all the ministries in this column.
Reading the Chart:

(see: Identifying the Kinds of Leaders Every Church Needs, article)

Read from left to right:  Leading the whole, Organizing the whole, Reaching, Teaching, and Caring among the whole. 

Read again from the left:  Assessing and adapting to environmental changes.
Leaders in this column will be looking around and saying, ‘you know what, there are changes happening in our community.  There are changes happening in our congregation.  Lord, what should we do? We need to make some changes to accommodate to or to challenge what is happening around us!’.
The people in the middle will say, ‘oh, if that’s the case,  then that will require an adjustment of all of the ministries in all kinds of ways.  We will have to adapt to the demands and complexities of those changes!’.  Often the people on the left won’t perceive that those changes need to be made.  The people on the right will gather grass-roots and constructive feedback.  They will say, ‘you know what, we were talking to these people… so and so told us this…’ .  They will hear what people are actually saying.  The people on the left and in the middle won’t be as in touch with that kind of grass-roots feedback.  

Read again from the left:  Setting direction and vision that others will follow.
We are not just talking theory.  People in this column actually are able to speak in such a way that others will be moved to follow.  Many people can read and theorize about leadership, but not so many actually have this capacity.  Research reported in “Leadership” (Fall 2003) fits with my observations on this; that perhaps only 15-20% of pastors clearly identify with the concepts of left column.  

Administrators think through detailed planning of programs and budgeting;  such a person is thinking it through from top to bottom and how can this be made to work?

People in the middle should not be simply in place to say no or block  the people on the left.  They should be saying, ‘how can we take the ideas from the left and make them doable?’.  The ministry of those on the right is, putting the ministry plan into action with people.  It’s where ministry is actually delivered and is worked out with real people.

It the pastor is a directional leader, then he should be the one to present it to the congregation. If someone else is the directional leader, then perhaps they should present proposals to the congregation or do it in concert with the pastor.

Again, read from left to right:  Initiate the vision, Initiate a plan, Initiate the work.  

And, the next line down:  Aligning key people & groups.
One of the tough things to do in ministry is to have the key people and primary groups aligned so they are supporting and working with each other.  Without this, ministries drift into becoming independent ministry islands.  
Organizing and staffing:  as the ministry changes, the need for organization changes, the need for staffing changes.  Staffing may not be working as well as it once did.  Organizational dimensions that once were fully satisfactory, now are not working as well.  The people on the right will be helping people adapt to change.  There is going to be resistance.  The people on the right may themselves resist change because they are so in touch with people and know what people are feeling, wanting and not wanting.  People need to be helped to accommodate to change.

Read from left to right:  Motivates people to move toward common goals.
There is a strong motivational element to this kind of leadership.  It is important that we value this motivating capacity.  In the middle it is maintaining order, creating functional systems.  And on the right, helping people participate according to gifts.  That’s a big task!  Because the gifts people have are so diverse and to help them find a place is something that people in this column can do - the teaching and the listening -  but, they need the people in the middle to develop the systems into which the people will fit.  

People on the left insist that the main things continue to be the main things.  This is tough.  It takes a lot of courage to do this because as ministries develop and people change and circumstances change this is something that continually needs to be assessed.  And the middle makes the main things doable.  There needs to be a sense in which the administrative people are helping the people on the left make the ideas and the dreams functional.  And on the right, leaders join the big ideals to where real people live and serve.  

The next line down: Approaches multiplication from a broad and somewhat detached big picture perspective.  In the middle:  Approaches multiplication from a comprehensive planning perspective.  And on the right:  Approaches multiplication from a close-up people perspective.  

In other words, it is doing right things, doing things right, and doing right things in a Godly manner.

There is a listing of Spiritual Gifts that may fit with these columns.  As you can imagine there are variations and combinations of gifts so that this is not necessarily a clean and tidy list.  

Below this are Typical Weaknesses.  Some of them may be overstated but you are likely to recognize some truth in them.

Tell-tale signs that is leader is absent or not being empowered:  

Trust Issues

We have observed that these different kinds of leaders don’t naturally trust each other.  The people on the left think the people in the middle ask too many questions and sometimes are discouraged or disheartened, or feel the people in the middle don’t have vision, and are blockers.  They think the people on the right are overly concerned about the details of theology and teaching, others are excessively concerned about what people are feeling, who won’t like this, they will never be able to make a decision!  These are the frequent frustrations that people on the left will have with the people in the middle and on the right.  

People in the middle, on the other hand, find the people on the left too sketchy in terms of how they want to see their goals accomplished.  They tend to think that the people on the left just haven’t thought this through well enough.  When they ask even minimal questions, the people on the left don’t know the answers.  They don’t know the answers because that is not what they specialize in.  The people on the left need to be helped by the people in the middle, not be written off by them.  The people in the middle tend to see people on the right as not being practical or having common sense about basic things.  But those in the middle should acknowledge those on the right saying, “these people may be more connected, people-wise, than we are”.  And so it is important that the people in the middle are empowered to find ways to make ideas work and people-ministry served. 

The people on the right will tend to see the ones on the left as not being caring enough about people.  They just have ideas.  They don’t really understand people, don’t know the people.  They might be right; nevertheless, they need the people on the left.  The people on the right tend to see the people in the middle as being too concerned about practicality, management and facts and not concerned enough about people, the Holy Spirit and the Scriptural way of thinking and doing things.  
But it’s not just about us. It’s about God. Each of must learn to continue to trust God who leads us together through ministry environments  that demand more or less constant change, accompanied by discomfort and possibly even losses. 
There is a tremendous need for each of these leaders to be validated and empowered.

Working together is valuable and fruitful but takes lots of patience and persistence.  
Identifying these Three kinds of leaders can help us work together more joyfully and fruitfully.
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