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Direction-setter: - the one who bears the responsibility for the movement’s future.
1. What it means

1. Thinks systematically and strategically about the future.

2. Involves others in the strategic planning process.

3. Answers the question “Where are we going?” in a 3-5 year window.

· How will we structure our ministry to accurately reflect the vision God has given us? In other words, if God accomplished what we're asking Him to do, would we have the structure in place to accommodate it? 

· What do you fundamentally believe about how character change is achieved? Your ministry needs to reflect this. There are organizational/structural implications from this as well. This question leads you to conclusions about what you do and where you do it. This touches what you believe about community and how it is experienced. 

· How will you reach your scope? How will you get the gospel to each and every professional in the marketplace in your scope?

· How will people connect with each other? What will the fabric of relationships look like or how will they be facilitated? How will information pass between people? This also has major community of God implications.

·  How will you develop leaders and add new leaders to your critical mass?

Thinking about these questions leads to decisions like what type of small group structure you have, do you have a weekly meeting or outreach, what will you do to address scope, what vision will you cast, etc.

4. Charts the course toward fulfillment of the mission

· Prays.

· Asks questions.

· Listens.

· Sets goals.

· Chooses strategies.

· Clarifies purpose and vision.

5. Is entrusted with the fulfillment of the mission in his scope.

2. Pitfalls
If you don’t play the role of direction-setter, you might be…(possible answers)
· Stuck in the present, not thinking about what it will take to move ahead in the future.

· Struggling to make decisions about resources (or anything else).

· At the mercy of those with the best or loudest argument.

· Responding to the immediate or urgent, while ignoring the long-term or important.

· Losing personal motivation and vision.

· Losing the ability to motivate others.

· Wasting resources.

· Hearing confusion among staff and leaders.

· Experiencing difficulty selecting leaders.

· Losing credibility among key relationships- leaders, supporters, staff team.

· Unable to acquire the necessary critical mass.
3. Common mistakes

What are some false assumptions and common mistakes made in the direction-setter role in ministry? (possible answers)
· We think staff don’t need direction clarified on a regular basis.

· We assume staff and leaders already know what to do and where we are going.

· We think too small.

· We go on auto-pilot and just do what we’ve always done.

· We have a limited view of God.

· We limit communication of the big picture to once or twice a year, rather than giving it many times, in many ways, and in many settings. 

· We don’t evaluate our present result against our direction.

· We assume that we as leaders are the only source of vision and direction.

· We miss the whys behind the national and regional objectives or goals.

· We can be out of touch with realities- what’s really going on with non-Christians, with involved leaders, with our staff, etc.

· We settle for incremental improvement rather than intentional pursuit of the vision, i.e., we base how we feel about our progress by comparing it to how we did last year, rather than comparing it to where God is directing us.

· We think “what can I reasonably predict given what we’ve already seen” rather than “what can we believe God for?”

· We lead in light of activities rather than a future destination. Therefore, we simply move from traditional activity to traditional activity without much thought to where we’re going.
4. Improvements

1. Scope -We need to think and plan in light of reaching the entire city or getting to every city. Our exposure numbers indicate that we are still targeting only a portion of the marketplace.

· Do our limited resources translate into us setting limited goals, doing a few activities and being faithful instead of passionately pursuing the vision God has given us?

· Do we view God as actively at work (do I believe the fields are white) or have we given up looking for “lost sheep in other folds?”
2. Team Processes - We need to live out our design principle of team in reaching the mission. 

The need to build an ever-growing team who own the vision requires proficiency in team processes such as strategic planning and PrEFACE.

Spokesperson - the one who communicates where we’re headed to those the movement must relate to today.

1. What it means - the spokesperson…

1. Takes the initiative to manage the variety of crucial relationships that can make or break one’s leadership.

2. Communicates with those whose cooperation is required, but over whom one has no formal control.

· Uses a variety of communication strategies.

· Personally represents the vision to others.

· Deals with current issues every day. 

· Networks, builds bridges.

· Defends methodology and principles.

· Answers questions.

· g. Acquires critical mass: sponsorship, finances, systems, etc.

2. Pitfalls

If you weren’t playing the role of spokesperson…

· Important people, i.e., business leaders, local churches, donors, etc., would be left to draw their own conclusions (or someone else’s) about you and your ministry.

· You’d have no funding base.
3. Common mistakes 

· Neglecting to acquire financial critical mass.

· Inconsistently communicating with key audiences- donors, administration, especially.

· Greater focus on communicating with Christians than with non-Christians.

· Under-communicating by a factor of ten.

· Assuming that people know our intentions.

4. Improvements

1. Fund Development - Neglecting the spokesperson role in the community can leave us without possible ministry and financial partners. Reaching our scope is going to take more expertise and money than we currently have.

2. Broad Sowing - Too many other voices are telling people what real life is; we’re missing the opportunity to serve as spokesperson for Christ with non-believers. There is a down-side with Christians as well; they see no way to enter into public dialogue as believers.

Coach -  the one who prepares team members to fulfill the mission in light of the vision.

1. What it means

1. Doing whatever it takes to create an environment where you, your staff and leaders are growing and experiencing real life change.

2. Building an ever-growing team of staff and leaders who reach the scope.

3. Creating strategies for equipping, encouraging and motivating people for the mission.

4. Understanding that your team is not just your staff, but also that core of aligned, committed leaders and volunteers.

2. Pitfalls 

If you weren’t playing the coach role, you might be… (possible answers)
· Out of touch with the realities of the people of your movement.

· Causing people to feel used (they are just pawns in someone else’ game).

· Causing people to feel frustrated (they want to be a part, but they don’t know how).

· Assuming that content alone will change people’s lives.

· Neglecting to develop your team through honest feedback.

· Creating a very high vision, high task orientation in the movement.

· Wondering why there are never enough leaders.

· Sending inexperienced, untrained people into battle.

· Lacking credibility as a leader.
3. Common mistakes

· Not offering personalized development – no ongoing evaluation.

· Not generating ownership.

· Assuming too much about your staff’s knowledge of the ministry.

· Assuming too little about leaders' and staff’s knowledge of the ministry.

· Lack of involvement in leaders' lives.

· Not preparing for the next level of leadership.

· Not communicating that you’re all on the same team.

· Coaching for the immediate and not for the future.

· Content with just getting by.

· Failing to see the role a healthy community plays in developing others.

· Thinking that because we like discipling that coaching is really the only important role.

4. Improvements

1. Experiencing Personal Growth - We as leaders are often too insulated from the type of feedback that can really help us grow both personally and professionally. Our own continuing growth is essential to creating an environment suitable for the growth of others.

2. Evaluation - Many people are either thrown into water over their heads or are given little puddles to swim in when it comes to real leadership opportunities.

· Are we abdicating our leadership role by delegating to unprepared leaders? Do we help build the skills and convictions that they need to grow and lead?

· Do we try to maintain too high control by limiting the types of things people do? 

· Do I or my staff do things that our leaders can and should do?
3. Embracing Reality – In order for us to experience personal growth and evaluate effectiveness we need to not fear reality.  We need to be able to  embrace the truth about ourselves, others, and our circumstances.

Change Agent - the one who pursues useful and adaptive change in light of the vision.

1. What it means

The change agent:

1. Believes that staying with the status quo is more risky than changing.

2. Believes that change must be useful and beneficial (even if difficult) to those it affects.

3. Aggressively leads the team in solving the problems that keep us from getting to the vision (PrEFACE).

4. Asks the effectiveness questions daily.

5. Asks, “What changes do we need to make to fulfill our vision and mission?”

6. Asks, “What do we need to stop doing in order to go where God wants us to go?”

7. Asks, “What problems are we experiencing, that, unless solved, will keep us from what God’s called us to?”

8. Asks, “What needs to change if we are to move ahead with our direction?”

9. Asks, “What systems, structures, strategies, and skills will best serve our vision and direction?”

10. Implements constructive change in light of the answers to these questions.

2. Pitfalls

If you weren’t playing the change agent role, you might…(possible answers)
· Not ever change anything for the purpose of effectiveness.

· Lose touch with people today and tomorrow.

· Miss out on opportunities to reach people.

· Become satisfied with the status quo and slowly lose effectiveness.

· Spend money indiscriminately.

· Substitute resignation for trusting God to provide a solution to the problem.

· Never accomplish the mission.

· Develop a method-driven activity defined movement versus a mission-defined and value-driven movement.
3. Common mistakes

· Not seeing the need to change.

· Not taking the time to think about the current progress of the ministry.

· Choosing the wrong activity or timing, given the need at hand.

· Seeing stats as irrelevant to your leadership.

· Being afraid to risk the current level of success for something greater.

· Not listening or valuing opinions of those we are trying to reach.

· Being too present-oriented.

· Fearing loss of numbers if we try to improve quality.

· Fearing the responsibility for the results of change.

· Fearing the risk of the unknown.

· Fearing the emotional and interpersonal costs associated with change.

· No creativity or new ideas.

· Lack of desire to step outside of our comfort zones.

· Pursuing change for change’s sake alone.

· Not managing change well.
4. Improvements

1. Ruthless Evaluation - We have a hard time looking at our results. Yet, they are crucial for us to evaluate our progress in what God has called us to do.

· Do you see stats as necessary record keeping for regional or national, or do you view them as an essential step in your strategic planning?

· Is my personal worth tied to the results we are seeing (therefore I am good or bad depending on the numbers) or can I look at them objectively and see where we’re doing well and where we’re not?
2. Learning Team - Are we creating a learning team culture? We need to not be afraid of reality in ourselves and in our movements, if we are to grow.

Connections

1. As you think about these roles, what difference does a vital relationship with God make in each of these? Growing character? 

2. What would the results be of only leading in the roles that you naturally prefer?

Something somewhere will suffer. People may be sacrificed in getting to the task. A wonderful vision may go unfulfilled for lack of money or the cooperation of others. You might have a well-organized cooperative group of people who aren’t working on getting to the whole city.










