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Nearly fifteen years ago, George Barna gave this analysis of the church: “The central conclusion is that the American church is dying due to a lack of strong leadership.”
 This crisis hasn’t changed, but it isn’t unique to the church.  In a recent New York Times column, “Help Wanted: Leadership”, Thomas Friedman echoes what many are asking: where is the leadership so critical for today’s turbulent world?
  In the political realm, the current Middle East instability is explained, in part, by disastrous models of leadership (think Khadafy, Mubarak, Assad).  In the corporate realm, we are just beginning to recover from an economic meltdown, created in large part by dysfunctional CEO’s and CFO’s (think Countrywide Mortgage, Citibank).  And in the pastoral world, there is a growing sense all too many churches are rudderless, drifting rather than moving in a focused, missional direction.  
Leaders, it would seem, need to go back to school. And part of this learning needs to extend beyond one’s own familiar world.  Imagine if leaders from the corporate, political, and pastoral world gathered to “cross pollinate”. Picture three people at a table: Howard Schultz, CEO of Starbucks, President Barak Obama, and Pastor Eugene Peterson. What might be each one’s leadership lesson for the other? 

Some years ago, Garry Wills did something similar in his book, Certain Trumpets, in which he considered sixteen different kinds of leaders, each one creating his/her own sound. The aim of this paper is to look at leadership from three of these worlds, focusing on one significant contribution from each, and applying all of this to present day ministry. 
1-WHAT PASTORAL AND POLITICAL CAN LEARN FROM CORPORATE LEADERSHIP
Howard Schultz, representing a number of voices in the corporate world, might speak to the issue of performance.  He might say that in his world, metrics are vital to the success of a leader.  They provide the feedback essential for corporate learning. Leaders must establish and utilize a set of measurements if they are going to successfully lead.  
It is not only leaders who need metrics.  The people they lead need measurements to excel. Would an athlete stand out if no one kept the score? Would an employee work at the highest level if there were no indicators of success? Lencioni, in his book, The Three Signs of a Miserable Job, refers to “immeasurement” as one of the indicators of a dismal workplace.  “Without a tangible means for assessing success or failure, motivation eventually deteriorates.”
  Certainty is replaced with ambiguity; a true marker of achievement is substituted with subjective opinion. But when there are measureables, people are able to get an intrinsic sense of accomplishment. 
Other business consultants concur. “If you want to build a successful, effective, high-performance organization, you need to be able to keep a performance scorecard—and you must be able to implement changes based on what that scorecard shows.”
 As Pearson notes, “If our story is about activity and anecdotes, and not results, we’re headed for disaster.”
  We need to know how things really are. So what’s involved?  
First, have a clear mission and vision.  This establishes the context, as well as the motivation to measure. As Lencioni notes in another book, “Even the most driven employees—including executives—will not be as motivated for hitting the numbers if they don’t understand how they fit into the bigger picture.
  There has to also be a vision, a picture of the future that inspires, that gives a picture of where you are going. Performance must be assessed relative to both of these.
 Succeed in our mission and vision and failure elsewhere will probably not matter.  Conversely, fail in our mission and vision and success in other areas will not matter. 
Second, determine what superior performance looks like.  It’s critical to ask a series of questions: What are we measuring ourselves against?  What is the baseline, the bar we are setting for ourselves? What are the true indicators of success?  What do we mean by great results?  What are our core outcomes, our goals?  They should be aggressive, yet achievable. They should be relevant versus irrelevant. They should relate to who we are, what is achievable, and what is appropriate.

Finally, create relevant metrics. We must measure the right thing.  Even an imprecise measurement of the right thing is better than a precise measurement of the wrong thing.  Here are some guidelines:
a-measure what you actually want to accomplish.  The adage is simple—what gets measured is what gets done (or at least gets attention). For a corporation like Shell, it might be income statements, shareholder value, days you meet production targets, safety, and environmental performance.  A manufacturer that wants to be efficient will measure the amount of waste, the number of rejects. A business like Starbucks wants to measure customer satisfaction, growth in investors, increase in profits, etc.  The book, Moneyball, is all about a major league baseball team that, wanting to achieve post season play, achieved stunning success by determining the things that lead to a winning season (e.g. percentage of time on base vs batting average).

b-measure the progress. Determine an actionable time frame. Here are some examples in the world of Starbucks: How long does it typically take for a new store to turn a profit? What is the average customer wait?  In an educational world it might include: How long does it take for a student to get a response from a professor? In a church: How long does it take to follow up someone new? 

c-focus on outcomes rather than activities. There is a tendency in metrics to make a list of activity statements (e.g. we will be more sensitive to customer complaints).  But outcome statements (e.g. customer complaints reduced in half by the end of the next calendar year) are much more likely to yield results.
  When people confuse activities with goals, they get lost. Hence, Lencioni’s warning: “Trying to artificially assign specific numbers to unmeasureable activities—which is a common mistake among many executive teams—is unwise because it encourages the achievement of arbitrary outcomes that may or may not contribute to the thematic goal.”
 
d-keep at a manageable number.  The less clutter the better.  Most organizations should have no more than 20 to 30 measureables, ones that truly gauge how the organization is performing.
  They do not need to be precise nor perfect to be considered a measurement, but they need to have credibility.  They should tell us where we are strong and where we need to give more attention.

Shultz might then go back to the example of Starbucks as a sort of case study.
 Starbucks has had phenomenal, off the charts growth. Today it is worth over 24 billion dollars. Investors have seen upwards of a 5000 per cent increase in value of investment. Nearly 45 million people visit per week, making it the most frequented retailer in the world. Much of this is the result of daring decisions, disciplined leadership, as well as clear measureables.  
It all began with a clear and compelling mission, which has given employees a sense of a bigger purpose. One might assume the mission is simply to serve a nice cup of coffee, the metric being about bean counting.  But it is far higher. Starbucks is driven by a purpose to "inspire and nurture the human spirit one person, one cup, and one neighborhood at a time." It is a lofty mission for a cup of coffee, but this is what the best merchants do. They take the ordinary—a shoe, a knife—and give it new life, believing that what they create has the potential to touch others (think Nike). They infuse the experience of stopping for coffer with emotion and meaning. And all of this creates powerful motivation to hit the numbers.

Starbucks also has a compelling vision.  The dream is to become an enduring, great organization with one of the most recognized and respected brands, known for nurturing and inspiring the human spirit. It might seem audacious, but Schultz would argue that if you don't aim high—if you aim only to be above average, aim to be good enough, aim to maintain the status quo, that's what you will get.  So their passion is to keep renewing, even when they are already highly successful. Atrophy, after all, begins at the top.  So reinvent and reignite are sacred words. They have to, for the world is changing every day. People change, times change, and competition changes. You either jump to the next level or spiral downwards. So Starbucks constantly reinvents the Starbucks experience. 
All of this sets a context for measureables that gauge performance and outcomes. For Starbucks, it includes sales per store, revenue and expenses, inventory, store openings and closings, return on investment and worth of stock, to name a few. They indicate if they are accomplishing the mission, vision, and goals. All of this is pressed forward by engaged, effective leadership.

But Schultz would add a caution to this subject of metrics.  They have learned, painfully, that when metrics are reduced to numbers, to a scorecard, one can become obsessed merely with growth for growth sake.  When this happens, the corporation can become a corpse. This nearly happened to Starbucks. For a season they had their eyes off operations. Worse, they became distracted from the mission and the core values. Starbucks was no longer celebrating coffee. They were setting their sights on getting to a goal of 13000 stores.  And it led to a watering down of the Starbucks experience, as well as the commoditization of their brand. They became inebriated by success; began moving into other areas, a sign of hubris born of a sense of invincibility. 
This is the caution one must have with metrics. Success is not sustainable if it is defined merely by how big you become. You can't measure the true success of a company on a spreadsheet. As critical as metrics are, they had to refocus, shifting their thought from millions of customers and thousands of stores to one customer, one partner, and one cup of coffee at a time.  Metrics are critical, but one must drive them rather than be driven by them.


2-WHAT PASTORAL AND CORPORATE CAN LEARN FROM POLITICAL LEADERSHIP

A political leader like Barak Obama might start by noting that there is some reason to be suspicious, even cynical of politicians, especially in today’s world of failed policies.  One might fairly ask, “Is there anything to learn at all about leadership in this arena?”  But  Obama might also concur with Garry Wills, who notes, “The politician’s skills may not be the highest, but they are distinct and necessary, and no popular leader can dispense with them.”
 
Here’s what’s necessary: more than the right metrics, you have to have the right plan.  Leaders worth their weight create a state of mind, a common vision, and this begins with setting the framework, the agenda. In his book, The Power Game, Hedrick Smith underscores this point: “The paramount task and power of the president is to articulate the national purpose: to fix the nation’s agenda.  Of all the big games at the summit of American politics, the agenda game must be won first.”
  Effective leaders harness what they believe is a public mandate and focus the nation’s political attention and its energies on the top two or three priorities right from the start. What’s required? 
a-Effective political leaders must first have a clear read of the context. The setting (i.e. world view, mood, values, state of things, driving needs) creates the agenda. The agenda, in turn, gives voice to what goes deep in the constituency one is leading.  One can then lead as one who has been given a mandate. This will require great attention long before you become a leader. Great leaders study the context, listen to their counselors, and plot their agenda like a military campaign.
b-Effective leaders must establish an agenda that is focused. In a political leader’s world, things are inherently chaotic.  Many voices will scream for their list of items to be the agenda.   The leader must be a unifying and purposeful force, not given to being led astray. His agenda must be clear enough to be obvious, be it to constituents or media.  If you have an agenda full of too many priorities, you may as well have none. You will begin your leadership off center and you may never fully gain command.
 

c-Effective leaders must take their agenda and come out of the gate fast.  A swift beginning is crucial. People must sense you have come to make a difference right from the get go. David Gergen, who has served under numerous administrations, notes that great presidents hit the ground running.  They know the first hundred days will define their leadership.  They understand that power in politics does not tend to grow over time.  It generally evaporates quickly.
 And without power, the agenda goes nowhere.
d-Effective leaders must be prepared to hold on to the agenda.  They will face stiff winds. More than most in leadership, political leaders face roiling arenas, comprised of contests of individual and group interests, each with different values, information, perceptions of reality, and individual agendas. As Wills puts it, an organization has to be worked with many thousands of strings, and the strings must be kept from tangling.
 Congress can be a teeming brawl of vying factions feeling the need to both hijack and set the agenda. A leader has to map his conflict, know which networks to build, discern who are allies and who are resistors, and know where the mines are buried.  

Beyond the immediate context, there is the unpredictability and instability of global events.  World powers can suddenly declare war. Economic bubbles all of a sudden burst. There is a tendency for numerous fires to erupt, and a number of them can potentially consume the game plan and get a leader off stride.  So it is critical to hold tenaciously to one’s agenda, staying focused on one’s priorities.

Franklin Roosevelt is a good case study.  The nation was in a great depression, and the world was becoming increasingly treacherous.  He determined from the start to minister to a sick nation, one that was losing its will to keep on keeping on.  Regaining confidence was the first order of business.
 The nation needed a clean break, a slap in the face, and a repudiation of the past. So right out of the gate, the day after his inauguration, he came with an agenda to fix the economy, halt the run on banks, establish public jobs, impose far reaching regulations, and build national morale. The New Deal became the model for national initiatives. And drift was stopped.
By establishing an agenda as a key task of leadership, Roosevelt became a model for other presidencies. Eisenhower set his main agenda to end the war in Korea; Johnson launched the Great Society.  Reagan began with a call for economic reform, and he will be remembered for having a fast opening game plan for cutting taxes and reducing the budget, realizing that presidents must have both focus and speed
3-WHAT CORPORATE AND POLITICAL CAN LEARN FROM PASTORAL LEADERSHIP

Eugene Peterson might also begin by recognizing the suspicion that exists towards pastoral leadership. It might not be regarded with the same cynicism that is directed toward political leadership, but there are surely those who view the word pastor as weak, defined by parody and diluted by opportunism
. Even the word “pastoral” is rather archaic and antiquated.  It conjures up images of modest, daily, assigned work routines similar to mucking out the stalls, spreading manure, and pulling weeds.
  What can pastors bring to the table of leadership?
He might also add that a certain amount of pastors are not so taken with the whole subject of leadership.  A survey reveals a number of ordained church leaders have an instinctive reaction to the word ‘leader.’
 They see their role as a shepherd to be a unique category; not much transfers from other vocational roles to who pastors are.
 And Peterson himself would acknowledge that he has been particularly critical of pastors who have gone after corporate models of leadership, metamorphosing into shopkeepers and religious entrepreneurs who market god.

Nonetheless, he might affirm that leaders are needed in every walk of life, and this includes the church. Pastors are ordained by the church to, in part, get certain things done and make certain things happen.
 And just as there is something for pastors to learn from the secular world of leadership, there is something to be learned from pastors. 
Corporate leadership can teach us the importance of measurements; political leadership can show us the priority of having an agenda; but pastoral leadership can ground us in certain essential realities critical to transformative leadership. If anyone must be a realist, it must be a leader. A significant part of a pastor’s work is in the spiritual realm of prayer and worship, to which a busy executive might respond with, “That was wonderful pastor, but now we have to get back to the real world, don’t we?” But pastoral leaders might say they are working in the most real world, the world revealed as God’s.
 And this world affirms certain realities:

.

a-The first reality is that leaders, for all of their stated importance, are not as critical as they might assume. Accumulating power, it’s easy for leaders to become full of themselves. There is this seductive “antigravitational” pull to the distant top. There is this tendency for humility to recede as leadership advances, even in the pastoral world.
 They can become used to people following them, looking to them for direction, even turning responsibility of their lives over to them. Gradually pastors can become caught up in their own self importance, striving to put their churches on the map with the aim of making it big in the world.
But when pastors are at their best, clear headed rather than deluded, they get it that leadership is not about becoming full of self, full of ambition, full of their work, but becoming full of God. And this is not easy in a culture determined to squeeze all the God sense out of us. Spending time with God, listening, really listening, leaders gain perspective, and with the right perspective, they understand that their strength is not in themselves; their significance is not sourced in their accomplishments. If anything is to be done, God is the ultimate Mover and Shaker. It is God who seizes the initiative.
 Our task as leaders is to figure out what He has set in motion and get in on it.
It’s critical leaders in every sector learn this.  The world is strewn with the wreckage of leaders who, caught up with their significance, eventually implode. The best leaders come to realize that leadership is ultimately a result of grace and is thoroughly dependent upon the wisdom of One beyond themselves.  If leadership is sustained, it will be because a leader begins and ends on his knees.  Such leadership may appear less impressive on the world stage, but it has actually become quite dangerous to the status quo, and from an eternal perspective, makes the greatest impact.

b-The second reality is that those a leader leads are people who cannot be reduced to customers who purchase nor diminished to constituents who vote. They are far more than resources or assets, and they must not be dehumanized into roles and causes and statistics.  Great businesses value people and their gifts, but too many suppress people, giving them projects that do not challenge them nor recognize their God-given potential.  
True leaders who get it right see their followers as made in the image of God. And when a leader sees a person in this way, he is not so inclined to treat a follower as someone to be objectified and functionalized. Rather, he pays attention to the matters of the heart.  He gets into the community and pays close attention.  He is continually asking—what is this person’s gifts? What is the divine purpose for what he or she has been made for?  What is going on between one another, and with one another and God? How can I empower, infuse with confidence by helping them see their God given capacity? This is the work of faithful pastors.

For the corporate and political leader, this means treating people with the dignity that must be accorded one who God came to even die for.  It means being honest, giving a fair wage, and honoring the fact each person has been placed on this earth with divine purpose, as amazing as this might seem.  It means having a broken heart when one has to downsize a company; sending a person to war only as a last resort. 

c-The third reality is that leadership, as it was designed from the beginning, is not about being served, but serving others. Leaders who have shaped the world, beginning with Jesus, came with a towel and basin. The Apostle Paul was a leader’s leader, but he made it clear if anyone was to consider him, it was as a servant, an under-rower (I Cor 4:1-5).  Leadership in the real world of God is not about seeking after power and wealth and influence and prestige.
 When this happens, the human spirit languishes. Potential is diminished. Political, corporate, and pastoral leadership is not about lording it over others, but about coming under and attending to those one leads. 
CONCLUDING LESSONS FOR THOSE IN MINISTRY

From the Corporate World. Pastoral leadership is strengthened when ministries pay closer attention to measureables. Unfortunately, all too many churches are not so  inclined to embrace performance management, and here are some reasons. 

a-What happened with metrics and growth at Starbucks can happen in the church.  Ministry can be reduced to numbers, people reduced to units, and in the process, the church can morph into something other than a community of grace. 
b-Churches are not corporations led by CEO’s who make things happen and get things done; churches are not businesses, and congregants are not consumers.  The vocation of a pastor can be diminished and corrupted by being redefined in terms of running an ecclesiastical business.   

c-Spirituality is much more difficult to measure than the sale of Starbuck beverages or Nike shoes. As Hawkins notes, “Transformed individuals and communities defy incremental notches.”
  It is not like baseball, where one can measure with precision one’s batting average, number of errors, number of times on base, etc. So we have typically relied on assumptions, general impressions.  As Larry Johnston notes, “Heartwarming stories are more important than lifeless statistics.”
 It explains why theological institutions training future church leaders typically do not have courses in quantitative analysis. 

d-We are quite certain that we know what is going on.  Call it gut or intuition, or a sense of the Spirit’s leading, but we know if we are healthy or not.  

e-The results may be too revealing and/or disturbing. We may assume we are gaining momentum, but metrics might reveal we are plateaued.  Meeting lots of new people might suggest growth, but metrics might indicate our back door is as big as our front door.  Metrics can lead to some uncomfortable board meetings.

Nevertheless, these reasons should not dissuade us from leading with metrics. First of all, while the church is unique, it still meets many of the definitions of a business.  It must adhere to certain structures and business practices to survive.  If there is not a certain level of performance, chances are the church will one day close its doors. 
Second, to those who like to claim that ministry cannot be measured, the reality is there are some things that can be and must be measured.  Johnston notes, “If something exists, it exists in some amount.  And if it exists in some amount, it can be measured (e.g. giving, attendance, number of students, baptisms, membership).”
 To use the excuse things cannot be measured is simply a lack of discipline.
 And a lack of discipline is what leads to mediocre ministries. The ministry will be much more effective if we actually know what we are learning, accomplishing or failing at.  Only then can we address real needs
Third, instincts are not enough. Ford’s warning is worth noting: “It’s not unusual to hear professionals say, ‘I’ve been here for twenty years. I don’t need any measurements because I know what is going on in my organization.’ But this attitude is perhaps the strongest indicator of imminent disaster.
  
Finally, to those who would question this biblically, one simply needs to read the Scriptures.  The Bible is filled with numbers (cf. Numbers and Joshua).  The parable of the talents is an indicator that God cares about performance. At the end of the age, God will do some serious assessment of all of us, using metrics He has long ago established (cf Heb 13:17; 2 Cor 5:10; Js 3:2).  

This is why some ministries, Willow Creek being one, take measureables seriously. From the beginning, they have asked the question—“How can we steward our resources of vision, effort, time, and money, along with gifts and talents most efficiently and effectively for God’s glory?”  And they have then established a set of measureables to answer this.  In the process, they have also acknowledged the tendency to measure the obvious and leave out the more important. They have sought to ask—“Is God making a difference in people’s lives?”—and figure out ways to establish measureables that assess heart change, identifying the predictable, inevitable steps of one’s spiritual growth.  And in this, their leadership has become stronger.
From the Political World. Like political leaders, pastors are also responsible to set an agenda.  They too must study the context, the times, the morale, the core values, the mission and vision of the church and articulate what they believe is God’s mandate, God’s priorities for the church. If he is driven by the wrong agenda, or ignores the work of setting one, he risks others usurping his leadership role with an agenda that is more closely aligned to the needs of the church. Or worse, the church may limp along with no direction. 

A stagnant, inward church demands a leader who will set an agenda to retool the church for mission.  A church full of suspicious congregants, burned by a former, unethical leader, requires a leader whose agenda is all about restoring trust.  A church with a repeated pattern of deficits needs a leader with an agenda to expose and root out systemic issues that are crippling the church—be it greed or stubborn independence or unbelief.

IN SUMMARY

Pastoral leaders who respect the corporate world, who pay attention to metrics; pastors who learn from the political world and set the right agenda; and pastors who have a true sense of who they are, who people are, and what God intends leadership to be, can become the leaders critical for today’s turbulent world. 
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