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  The Model


  Section One provides a comprehensive introduction to the leadership stool model. It shows how spirituality, chemistry and strategy flow out of the Great Commandment and the Great Commission. This model is in harmony with how God created our hearts, souls, minds and strength. It defines what makes leadership Christian. This section links the model to how God has given all Christians gifts, passions and personalities with which to serve him. It marks the beginning of the adventure of an increased self understanding and a deeper realization of what it means to be a Christian leader.
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  A New Leadership Model


  It was the best of times, it was the worst of times,

  it was the age of wisdom, it was the age of foolishness,

  it was the epoch of belief, it was the epoch of incredulity,

  it was the season of Light, it was the season of Darkness,

  it was the spring of hope, it was the winter of despair.


  Charles Dickens


  The first line from Dickens’s great novel not only describes life in England and France 250 years ago but also describes the religious landscape of America today. It is the best of times and the worst of times. It is an era of great opportunities and relentless challenges. The American church is in crisis, and Christian leaders must face this crisis head-on. It is much more challenging to lead a church or Christian organization today than it was just twenty years ago. How can we learn to lead wisely in an increasingly post-Christian, postmodern and multiethnic world?


  The place to begin is for each of us to personalize leadership’s foundational questions:


  
    	Am I really a leader?


    	How do I know if God has given me the gifts and abilities needed to lead people?


    	How can I grow in leadership?


    	Does God give every Christian the potential to lead?


    	What makes Christian leadership different from secular leadership?

  


  These questions give voice to our soul’s longing to be used by God, while recognizing the insecurity we often feel when evaluating our own leadership abilities. Four additional questions can help frame this challenge:


  
    	Are people born with innate leadership gifts—Is it nature?


    	Can leadership improve with experience and effort—Is it nurture?


    	Is Christian leadership primarily about organizational strategy, as some Christian leadership books imply?


    	Or is Christian leadership primarily about deep spirituality, as others imply?

  


  The goal of this book is to present a simple yet robust model for Christian leadership. I believe this model will give you clarity as to how God has created you and how you can become the leader God intended you to be. The boundaries of your imagination will be stretched. You will gain a deep appreciation of your unique gifts. You will find a new frame of reference for understanding how to lead in a challenging culture with wisdom, grace, love and strength.


  Let us begin with this observation: Leadership strength is the slowest growing quality in the life of a Christian leader. What a sad reality! Someone once defined leadership as “the ability to hide your panic from others.” We all wish it was an easy course to master. Unfortunately, it is definitely a graduate-level program. Every other competency in Christian ministry is easier to develop. What makes ­leadership so difficult and daunting is that it encompasses how you respond to each ministry situation you face.


  Here is a second observation: The younger leaders are, the stronger they believe themselves to be; the more experience leaders gain, the more they become aware of how much more they need to learn. When I talk to young or inexperienced leaders who hold an unrealistically high opinion of their own leadership ability, I remind them that if they are really that good, they have already maximized their full leadership potential. The only direction for them to go is downward!


  Many people look to personality assessments to gain clarity and self-understanding about how to lead—instruments like the Myers-Briggs Type Indicator (MBTI), StrengthsFinder, the DISC Personal Profile and a host of other assessments. These tools can help leaders to understand their personality and identify certain qualities of leadership. I love them all for the self-understanding they provide. However, they are not designed to help leaders discover what type of leader they are, or how they are meant to lead, or how to grow as a leader.


  It is even more difficult to find tools that will help a Christian leader learn to lead as Jesus led. Books written to describe the essence of Christian leadership abound, and many are excellent. But it is challenging to find a biblical model that provides immediate clarity and focus regarding how to lead well in the rough and tumble world of a church or Christian organization. Wouldn’t it be wonderful if there was a model that was simple, clear and usable with people on all levels of leadership?


  My Experience in Leadership Development


  My introduction into a focused quest to understand leadership development began twenty-two years ago when I was asked by a Christian organization to help them adapt a new and innovative model for evaluating the potential of young Christian leaders for a specific role—starting new churches. For the last twenty years, I have led eighty assessment centers that have taken almost a thousand young, gifted Christian leaders (along with their spouses) on an intensive four-day leadership evaluation process to discover if they have the character, calling, gifts, passions, habits and entrepreneurial ability to start a new church.


  Each center is composed of twelve to fifteen candidates who have passed a pre-assessment screening and have submitted multiple references verifying their past ministry experience and fruitfulness. A trained assessor team of twelve to fifteen people get to know each person in depth through test results, sermon presentations, smallgroup simulations, interviews, group problem-solving activities and ministry skill evaluations. In addition, a professional counselor helps the candidates and spouses discern deeper issues that may short-circuit healthy ministry.


  Over the four-day period, a comprehensive picture of each candidate begins to emerge. During the rigorous schedule of twelve-plus hours a day, some participants rise in our estimation while others decline. We may discover sterling character or uncover dubious behavior. We meet candidates with accurate self-understanding and others with delusional self-perceptions.


  While our Assessment Center looks at twenty-two different ministry factors, the following questions rise above the rest and can be complex to assess:


  
    	Is this person a leader?


    	Do others follow him or her?


    	Have the individual’s leadership abilities been formed by Scripture, fruitful experience and the work of the Holy Spirit?


    	Does this person have potential flaws that could harm the ministry and devastate the people who follow him or her?

  


  These questions and experiences have ignited in me a deep desire to develop a Christian leadership model that can build up the kingdom of God by forming Christ-centered, healthy, missional leaders.


  The Leadership Stool


  This book will look at Christian leadership through a new paradigm, using the visual of a three-legged stool. The Leadership Stool model was developed to help leaders and churches understand how three factors—spirituality, chemistry and strategy—work together to produce fruitful Christian leaders that further the work of God in the life of a church or organization.


  The Leadership Stool model is simple. You will fill out an online inventory that takes five minutes to complete and immediately receive the resulting report. It takes just a few minutes to understand the core model. The three legs of spirituality, chemistry and strategy are easy to remember, straightforward and practical. Simple is good! As Winston Churchill said, “All the greatest things are simple, and many can be expressed in a single word: Freedom; Justice; Honour; Duty; Mercy; Hope.”1


  But this model is also deep. It is designed to help Christian leaders grow deeper, wiser, stronger and more influential in their leadership. It is designed to immerse leaders into deeper levels of insight, bringing them to a clear realization of how God has created them to lead and how they can grow stronger as leaders.


  Here is the description of the three legs:


  
    	
Spirituality encompasses all that it means to love God.


    	
Chemistry encompasses all that it means to love people.


    	
Strategy encompasses all that it means to love the world by fulfilling the mission of God in the world.

  


  This model is based on how Jesus taught, led and ministered, and on how he trained his disciples to lead and minister. Spirituality is shown to us in the relationship Jesus had with his Father. Chemistry is shown to us in the relationships Jesus had with his disciples and the people he met in the towns and villages. Strategy is shown to us in the mission Jesus had toward the world, especially toward the lost and the hurting.


  This model will strengthen your twelve core leadership foundations (discussed in section 2) and provide you with tools to coach and mentor other leaders. It will help you strengthen your team dynamics. It will also become a paradigm for understanding your church or organization, explaining many of the complex and confusing problems that occur in its structure. It will encourage you to go deep into your own personhood to let God shape you as a Christian leader. Most important, you will discover your specific Christian leadership style so that you can lead in a manner that focuses and develops the unique gifts, passions and personality God has created in you.


  Your leadership potential for Christ will be determined by how well you develop the legs of spirituality, chemistry and strategy in your life. The best leaders seek to grow in all three legs, causing their leadership to become stronger and more balanced. This threefold focus will ensure that spiritual depth (spirituality), relational health (chemistry) and ministry fruitfulness (strategy) are authentically lived out through your life and ministry. Then you can lead like Jesus, by ministering courageously and fruitfully in the realms of the mind (strategy), the soul (chemistry) and the heart (spirituality).


  Yet three strong legs do not automatically produce a good leader. A three-legged stool needs its seat to unify the legs so that the stool can become useful. The seat of the Leadership Stool is leadership wisdom. Building on the strong foundation of increased spirituality, chemistry and strategy, growth in leadership wisdom will move you to a new level of leadership capacity and capability.


  How to Get the Most out of This Book


  This book is designed to be experiential. At the end of each chapter you will find an action-oriented mission assignment that will let you immediately integrate and implement what you learned in the chapter. The first assignment takes you to the Leadership Stool Inventory, which is available online at no charge. After completing the multiple-choice questionnaire, click “Submit,” and your leadership profile will display on your screen.


  The end of each section contains an online activity to help individual leaders, teams, churches and organizations put the ideas in this book into practice. At the end of this section, your staff or board can use the online “Team Profile Tool.” The online activity at the end of the second section focuses on developing your personal leadership strength. Mentoring and coaching other leaders is the theme of the third online activity. The fourth online activity can be used to help select both lay leaders and staff. The final online activity in the fifth section is titled “A Passion to Serve,” a gift assessment tool for your whole congregation.
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    Figure 1.1. Leadership stool

  


  This book will help you understand how God has formed you, how to lead using your unique style, how to grow stronger in the core foundations of leadership, how to become a better team leader and how to mobilize your whole church or organization to use their gifted­­ness to serve Christ.


  Are you ready to discover your Christian leadership style?


  Mission Assignment—Take the Leadership Stool Inventory


  Begin your journey by taking the Leadership Stool Inventory, which will help you to assess your leadership ability and understand your leadership style.


  If you are a senior pastor, go to www.sixstyles.org/seniorpastor.php.


  If you are a pastor on a church staff, go to www.sixstyles.org/staff.php.


  If you are a youth pastor, go to www.sixstyles.org/youthpastor.php.


  If you are a lay leader in a church, go to www.sixstyles.org/layleader.php.


  If you are in leadership at a Christian organization, go to www.sixstyles.org/christianleader.php.


  If you are on the ministry staff of a Christian organization, go to www.sixstyles.org/ministrystaff.php.


  If you are in an administrative support role at a church or Christian organization, go to www.sixstyles.org/administrativesupport.php.


  If you are a ministry spouse, go to www.sixstyles.org/ministryspouse.php.
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  Simple, Yet Deep


  Leadership . . . defies definition. No combination of talents can guarantee it. No process of training can create it where the spark does not exist. The qualities of leadership are universal. They are found in the poor and the rich, the humble and the proud, the common man, and the brilliant thinker; they are qualities that suggest paradox rather than pattern. But wherever they are found, leadership makes things happen.


  Carole Kismaric and Charles Mikolayca


  A new book on Christian leadership by Albert Mohler, The Conviction to Lead,1 describes twenty-five qualities that a Christian leader should develop. All are helpful, but developing skill in twenty-five separate leadership areas seems overwhelming. In an online resource, business leader Mark Cuban and other members of Shark Tank share “50 Qualities of a Successful Leader.”2 Here are the fifty:


  
    

      	Uniqueness

      	Focus

      	Personal Motivation

      	Clarity

      	Capacity
    


    
      	Passion

      	Relevance

      	Innovative

      	Excellence

      	Solutions
    


    
      	Wisdom

      	Production

      	Response

      	Genuineness

      	Communication
    


    
      	Authenticity

      	Character

      	Value

      	Profit

      	Knowledge
    


    
      	Options

      	Priorities

      	Sacrifice

      	Investment

      	Partnerships
    


    
      	Goals

      	Viability

      	Sustainability

      	Results

      	Multi-Generational
    


    
      	Modeling

      	Preparation

      	Vision

      	Simple

      	Right Fit
    


    
      	In Demand

      	Teachability

      	Intelligence

      	The Ability To Say No

      	Financial Viability
    


    
      	Expertise

      	Distinctiveness

      	Learned

      	Opportunistic

      	Faithful
    


    
      	Perspective

      	Chemistry

      	Competence

      	Joy

      	Negotiating Skills
    

  



  Again, all are valuable, but fifty?


  A Simple Leadership Model


  This book focuses instead on a simple yet deep model. Simple is good, but if a model lacks depth, it will create little ability to bring about life transformation in yourself and others. The process of unpacking the depth of this simple model begins with the following question: “What are the most important instructions of Jesus to his followers?” While there are many possible answers, most Christian scholars agree the two most important utterances of Jesus are the Great Commandment and the Great Commission. In Mark 12, Jesus was asked which commandment was the greatest:


  “The most important one,” answered Jesus, “is this: ‘Hear, O Israel: The Lord our God, the Lord is one. Love the Lord your God with all your heart and with all your soul and with all your mind and with all your strength.’ The second is this: ‘Love your neighbor as yourself.’ There is no commandment greater than these.” (Mk 12:29-31)


  The Great Commission, Jesus’ last instructions to his disciples, is found in the last two verses of Matthew:


  Therefore go and make disciples of all nations, baptizing them in the name of the Father and of the Son and of the Holy Spirit, and teaching them to obey everything I have commanded you. (Mt 28:19-20)


  These two Scriptures are the foundations of the Leadership Stool model. The three legs of the stool are the three primary foundations of Christian leadership: spirituality, chemistry and strategy. Spirituality focuses on loving God with all your heart (“Love the Lord your God with all your heart”). Chemistry focuses on loving people with all your soul (“Love your neighbor as yourself”). Strategy focuses on loving the mission of God with all your mind (“Go and make disciples of all nations”).


  Where do a person’s abilities in spirituality, chemistry and strategy come from? The answer is in the way God formed each of our hearts, souls and minds. Based on how you were created and gifted by God, you are naturally strongest in one of these three areas and develop a preference for using your heart, soul or mind as the primary way to give and receive meaning in your life. Every Christian is best at one of the three legs and not as strong in the other two.


  One of my favorite devotional books is Celtic Daily Prayer. It is Christocentric and uses ancient texts that remain relevant today to give voice to our faith. Most mornings for the last ten years, as part of my spiritual disciplines I wake up and begin my day by saying aloud the Morning Prayer, which includes this call and response:


  
    Who is it that you seek?


    We seek the Lord our God.


    Do you seek Him with all your heart?


    Amen. Lord, have mercy.


    Do you seek Him with all your soul?


    Amen. Lord, have mercy.


    Do you seek Him with all your mind?


    Amen. Lord, have mercy.


    Do you seek Him with all your strength?


    Amen. Christ, have mercy.3

  


  A few years ago my wife, Shelly, and I had the privilege of crafting a “Missional Monastic Tour” through England with some friends of ours. In the middle of our tour, we stayed for four days at the Christian community that birthed Celtic Daily Prayer, the Northumbria Community. Before breakfast, lunch, dinner and bedtime, we interrupted our day to join together in prayer and worship. We gathered in a small, primitive hand-sawn chapel for Morning Prayer, Midday Prayer, Evening Prayer and Compline. It was such a wonderful lesson in giving God first place in our hearts and lives.


  We came to the Northumbria Community to “Love the Lord our God with all our heart, soul, mind and strength.” This foundational verse helps us understand how we are to live our life before God, and it is essential to keep this central as we explore our leadership styles.


  Foundations of Christian Leadership


  Spirituality. How do we love God with all our heart? Jesus used the word heart, which in the Greek New Testament is the word kardia, to describe the part of each human that is meant to connect with God himself. It is with our hearts that we express our appreciation, longing, dependence and affection for God. Spirituality is the word we will use to describe this relationship with God.


  Spirituality finds its fulfillment in understanding the essence and experiencing the depth of the true God. Spirituality is the basis for our connection with God and the experience of communion with God. For Christians, spirituality is a gift from God that changes us through the work of grace. Spirituality is what God uses to recreate us into true humans as we experience God’s love, grace and holiness.


  Spirituality is highly linked to artistic instincts and ability, combined with a desire to create, whether in music, art, writing or craftsmanship. People who are strongest in spirituality often have an appreciation for the symbolic or ritual. They have a deep need to express, in some physical way, what they intuitively understand in their heart. They are drawn to outward symbols that portray what they experience deep within their inner being but find difficult to express with words alone.


  Chemistry. The second part of the Great Commandment (“Love your neighbor as yourself”) instructs us to love people with all our soul. The Greek word for soul is psyche—the inner part of our being that allows us to connect emotionally with other people. It is with our soul that we create the love connection with those around us. Chemistry is the word we will use to describe this relational engagement.


  Chemistry finds its greatest joy in human interaction. This amazing gift is used to help us know each other, engage with each other and love each other. Those strongest in chemistry are people-centered and feel that they would “die” if they were left alone. They love all forms of human interaction and bring a zest to life that is infectious. Chemistry people can be unusually good at displaying the fruits of the Spirit.


  Strategy. The Great Commission teaches us to love the world with all our mind. The most common Greek word that is translated “mind” in the New Testament is the word nous. Our mind refers to the part of our brain that allows us to think in an orderly manner so that we can accomplish real physical progress in our world. Strategy is the word we will use to describe how we love the world.


  The strategy gift creates the desire to turn dreams and ideas into reality. Strategy people want to make a physical difference in this world. They spend much of their time thinking about the future and try to create a sequential process that will make the future better. Strategy people get frustrated when others just talk about what they want to do but never get it done. Strategy should produce action! This gift works itself out in plans, procedures, physical structures, streamlined organizations and actual progress.


  Leadership wisdom. Finally, we are to love and lead as Jesus loved and led, using all of our strength. This fourth word refers to the role of the seat in the Leadership Stool model. Our calling as a Christian leader is to develop strength through the use of leadership wisdom. Wisdom is a predominant biblical theme throughout both the Old and New Testaments and should be a primary quality of every Christian leader. Leadership wisdom brings an equilibrium to a church or organ­ization by making sure the three legs are valued, held together and acted out in balance.


  Strength is a fitting descriptor of the hard work necessary to become a wise and godly leader. Everyone who has lived in the leadership arena knows that strength is leadership’s daily requirement. Leadership wisdom is the phrase we will use to describe this attribute.


  These four simple words: heart, soul, mind and strength, will bring you into the very core of God’s plan for you, to learn what it means to love and lead with spirituality, chemistry, strategy and leadership wisdom.


  The rest of this book will provide you with a complete description of the Leadership Stool model. As you read on, you will discover that the more you understand the model, the more useful this tool will become in the development of your leadership potential.


  Mission Assignment—Understanding Your Report


  Your Leadership Stool report displays four percentages that reflect your strength in spirituality, chemistry, strategy and leadership wisdom. Each score is determined by the combination of your gifts, passions, personality, habits, experience, motivation, work ethic, standards and responsiveness to God’s voice in your life. Your score is unique to you. The significance of each percentage is to provide you with a quantitative measure that reflects how God designed you, your relative strength in these four areas and how you have developed habits that enhance each area. Knowing your score and what each percentage means is the first step in the journey of becoming a better, wiser, stronger and more fruitful Christian leader.


  Key Observations


  The bar graph on the first page of your report shows your strength in spirituality, chemistry and strategy. Accompanying each bar is a percentage that reflects how you rated yourself in each area.


  The highest bar is your strongest leg and is your God-given gift. Most of your ministry fruit will come from this leg.


  The second highest bar is your intermediate leg. Strengthening your intermediate leg is the easiest way to become a stronger leader.


  The lowest bar is your weakest leg. If left undeveloped, this will negatively affect your potential as a leader.


  On page three of the report is a green bar that shows how you scored in leadership wisdom. This scale evaluates how you develop other leaders and measures your leadership fruitfulness, instincts and habits.


  The average score received by those who have taken the Leadership Stool Inventory in each of the four scales is 55 percent.


  Specific Patterns


  You qualify as a balanced leader if all of your scores in the first chart are above the sixtieth percentile and the percentage difference between your strongest and your weakest leg is 20 percent or less. Balanced leaders are able to use multiple leadership styles, determined by the situation in which they find themselves.


  When your highest score in the first chart is over the seventy-fifth percentile and your lowest score is under the fiftieth percentile, you are what is called a focused leader. This means you use your Christian leadership style in almost all situations you face. Learning how to sharpen the focus of leading with your particular style can help you become strong at leading through your best gifts. Focused leaders can become stronger leaders by identifying and recruiting a team of people who possess complementary styles to their own.


  Chapter 22 contains more information on balanced versus focused leaders.


  A score higher than the sixty-fifth percentile in the second (green) graph (your leadership wisdom score) indicates that you have a strong understanding of many of the functions of the leadership role.


  Your Christian leadership style is identified on the second page of your report. Learning about your style and how to use it as a leader is the most important outcome of reading this book. The third section of this book is devoted to helping you learn how to use your particular leadership style.


  If your spirituality score is below the fortieth percentile, you need to make significant improvements in the three core foundations of spirituality so that you may grow deeper in Christ. For a Christian leader, taking care of your spiritual life must always be a priority.


  If all of your scores are under the thirtieth percentile, this may mean that you should carefully consider whether this is the right time to serve in a leadership capacity. It is best to first strengthen yourself in at least two legs of the Leadership Stool model.
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  What Makes Leadership Christian?


  The most precious and intangible quality of leadership is trust: the confidence that the one who leads will act in the best interest of those who follow. . . . Leadership’s imperative is a “sense of rightness,” knowing when to advance and when to pause, when to criticize and when to praise, how to encourage others to excel. . . . Integrity recognizes external obligation, but it heeds the quiet voice within, rather than the clamor without.


  Carole Kismaric and Charles Mikolaycak


  I hope this chapter will challenge your leadership assumptions. Why? Most Christian leaders are so influenced by the thought patterns of secular leadership that they cannot hear the new and radical message of Jesus regarding Christian leadership.


  This chapter will lay out two foundational principles of leadership for a follower of Jesus and two preconditions of leading as Jesus led. I hope it will debunk some of the false understandings of leadership that we have acquired from our culture.


  Two Principles of Christian Leadership


  This is the first principle:


  Christian leadership occurs when a person influences other people to move forward in fulfilling God’s will for their lives, their families, their churches, their communities and sometimes the entire world.


  One of the most inspiring orations ever given in American history was Dr. Martin Luther King’s famous speech, “I’ve Been to the Mountaintop,” delivered in the middle of the Memphis Sanitation Workers Strike at Mason Temple in Memphis, Tennessee, on April 3, 1968, the day before his assassination. He said,


  Well, I don’t know what will happen now. We’ve got some difficult days ahead. But it doesn’t matter with me now. Because I’ve been to the mountaintop. And I don’t mind. Like anybody, I would like to live a long life. Longevity has its place. But I’m not concerned about that now. I just want to do God’s will.1


  Dr. King had a clear focus for his life—to fulfill God’s will. Attention to the concept of fulfilling the will of God seems to fluctuate from decade to decade. When I was in college in the 1970s, it was an important concept for young Christians. Henrietta Mears led an incredible Christian education renaissance in California during the 1930s, 1940s and 1950s. In her “Ten Commandments as a Sunday School Teacher,” the fifth commandment was: “I will seek to help each one discover the will of God, because the Master can use every talent.”2 Unfortunately, there has been little conversation in the American church about “the will of God” during the past two decades. I believe it is a core biblical concept that Christian leaders need to elevate to the center of their thinking.


  C. S. Lewis cuts through the clutter regarding the will of God when he quotes the English author Joseph Addison in chapter 10 of Lewis’s book A Preface to Paradise Lost:


  The great moral which reigns in Milton is the most universal and the most useful that can be imagined—that obedience to the will of God makes people happy, and disobedience makes them miserable.3


  Most Christian leaders, by nature, focus on fulfilling God’s will for their own life but spend little time helping the people they lead to discover and fulfill God’s will for their lives. A leader, by definition, is people-focused—without people, you lead no one. When you understand leadership as helping others fulfill God’s will for their lives, the conversation changes. The question becomes, “How can I help you fulfill God’s purpose for your life?” Once the spotlight is off of you and focused on others, your leadership possibilities and potential will explode! You will experience a river of fresh water flowing through you to others.


  Christian leaders help others accomplish God’s will by calling them to follow Jesus in all aspects of their lives. Slowly read and meditate on these verses that focus on the biblical call to fulfill God’s will:


  
    	“Your kingdom come, your will be done, on earth as it is in heaven” (Mt 6:10).
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