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Welcome. This manual has been designed for small group leaders by small group
leaders. It is a reference guide for your ministry, providing the information and
resources you need to lead an effective and dynamic small group . . . the kind in
which life change is the norm, not the exception.

You’ll find that Leading Life-Changing Small Groups is organized in a way that
makes it easy for you to find the information you need when you need it. It is also
designed with a lot of common sense in mind. Each section naturally leads to the
next. And you will use certain parts of it time after time as you forge ahead to
lead the kind of small group that turns participants into fully devoted followers
of Jesus Christ.

» How This Guide Is Designed

The introduction to this book, titled “A Structure That Serves People,” describes
some of the basic workings of a small group strategy I have found to be very
successful—a strategy adapted from Carl George’s meta-church model for small
groups. You’ll discover how the meta-church model is designed, how it is used,
and why it is effective. Please take time to read the introduction, as it provides a
basic foundation for the rest of the book.

Part 1 begins with the underlying biblical principles and values of a successful
small group ministry. What people believe—really believe—gives rise to their
actions. What you believe about Christian community, evangelism, discipleship,
and the role of small groups in the body of Christ will determine the impact of
your ministry efforts. This section provides you with the core for developing a
thriving and exciting ministry.

Part 2 strikes at the heart of a successful small group: leadership. Trained, gifted,
and passionate leaders form the backbone of a small group ministry intent on
developing fully devoted and fruitful Christ followers. Here we address the spiri-
tual life of the small group leader, a small group leader’s job description, and the
character of the shepherd of a little flock.
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Part 3 focuses on the successful multiplication of leaders through the process of
apprenticing. Leadership development is not the responsibility of a few paid staff
members. It is the privilege of every small group leader to identify, challenge, moti-
vate, and equip people who will then develop into leaders of life-changing groups.

Part 4 draws your attention to the life and vitality of the small group. Once you
have developed vision and values to guide your ministry, derived a clear under-
standing of your role as a leader in the body of Christ, and committed to the iden-
tification and mentoring of other potential leaders, you can begin to put together
a dynamic group. We cover forming groups, setting the group vision, and estab-
lishing a covenant of commitment based on shared values.

Part § walks you through the skills and information needed to conduct life-
changing meetings—from planning a meeting to using great questions, handling
basic conflicts, building relationships, leading dynamic discussions, and gaining
feedback on the group and your leadership.

Part 6 helps the leader become a shepherd. That’s what you are: a shepherd-
leader—someone who provides a sense of vision and direction for the group, who
encourages members toward Christlikeness, and who facilitates dynamic meetings
where people understand, reflect upon, and obey the Word of God. But a leader
also helps the group become a caring, nurturing environment where members
find rest for their souls, prayer for their needs, and healing for their wounds. As
a shepherd, your little flock deserves your attention and insight.

Part 7 is designed to help you multiply your ministry. As a leader, you have the
privilege of extending the kingdom of God beyond the group and of reaching out
to others who have yet to experience the fullness of true community in Christ.
You’ll learn how to invite other sheep into the fold, how to bring them into the
life-giving environment of your group, and how to assist your rising leaders to step
out and begin to lead groups of their own.

Part 8 shows you how to get small groups started in your church and provides a
method for evaluating the effectiveness of a small group ministry. The processes
and steps outlined here will help new ministries get off to a great start and allow
existing ministries to take stock of themselves, making the necessary changes
and improvements to move their efforts to new and exciting levels of growth
and Christlikeness.

Finally, the two most important sections of this book may be the Table of Con-
tents and the Index, located at back. You’ll want to go to these sections to quick-
ly find the material you need for leading groups.

So, dig in and get ready to lead the adventure of your lives—a small group com-
munity producing followers of Jesus Christ, dedicated to one another and to
building the kingdom together.
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Introduction: A Structure
That Serves People

Structure can facilitate or impede the ministry efforts of any group, large or small.
Churches and small groups often fail to link the ideals and enthusiasm for vital
Christian ministry with an organizational design that allows ministry to flourish.
But how does a church know when the design of a group or large organization
encourages ministry or frustrates it? Let’s answer that question with a question.
Does the structure serve the people, or do the people serve the structure?

Many organizations (and many small groups) unknowingly create a system that
views people as resources to fuel the organization. Sadly, some churches motivate
members with guilt or spiritualized manipulation in order to get them to fill a
volunteer slot in the organization. “Our children will drift through life without
direction and purpose, wandering dangerously close to the abyss of carnality,
unless you sign up to teach in the children’s ministry today!”

Small groups—and small group leaders—commit the same error. Leaders protest,
“I worked on this lesson for seven hours. It’s not fair to me when you don’t do
the assignment. All my work goes to waste!” Translation: “I worked hard to
create something you ought to listen to. Because I created it, you should want to
hear it. After all, you exist to provide an audience for my teaching and leading
skills. If you don’t do your part, how am I ever going to have a ministry?”

Such appeals may have an element of truth in them, but in both cases it is assumed
that the people exist to serve the organization’s needs. Rather, the organization
must be designed to serve the people the church is called to shepherd and disciple.
The meta-church model we have adapted and refined throughout this manual
presents an organizational strategy with a view toward the empowerment and
development of people. Small group leaders, eager to help their people to be
faithful servants and fruitful stewards of the gifts God has given them, will
discover that this ministry structure empowers their leadership while effectively
freeing their members for ministry and service in the body of Christ and in the
world around them.

» Key Components of the Meta-Church
Strategy for Groups

The term meta means “change.” A meta-church is a church that is changing the
way it accomplishes the expansion of the kingdom. A meta-church is organized
around cell groups, where people can find friendship, be mentored in the faith,
understand and discuss the truth of the Word, identify and use their spiritual
gifts, and provide care for one another. (For more information about how such
churches are organized, refer to Carl George’s books The Coming Church
Revolution and the Nine Keys to Effective Small Group Leadership.)
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Span of care

It is impossible for a pastor to provide attention, discipleship, and care needed
for large groups of people. No one has the time and energy to shepherd a flock of
80 or 200 or 500 people. So what is a reasonable span of care? We recommend a
ratio of 1:10—for every leader team, up to ten members can be cared for. As a
volunteer leader in the church, your time is limited. Shepherding a group of six
to ten people is a challenging yet manageable flock.

A church’s ability to provide a personal touch is often lost as it grows. A smaller
church of 65 that reaches 30 people for Christ must now assimilate these people,
nurture them in the faith, and provide ongoing care for their personal needs.
Perhaps a few key volunteers and a paid pastor could accomplish this task when
there were 65 members. But now with 95 members (and so many new believers
who need attention) it is necessary for the caregiving to be shared by many, rather
than a few. Ten small groups with apprentice leaders would make this church a
more vital, caring, and personal place. With no one caring for more than ten
(including the paid pastor who would primarily train and shepherd the small
group leaders and devote more time to the “preaching of the Word and prayer,”
as in Acts 6:4), each person would feel cared for.

Leadership development

Turning fully devoted followers into fully developed leaders is both difficult and
rewarding. It is difficult because it requires focus, energy, and persistence. Leader-
ship development will never cry out, “This must have your undivided attention
today!” Such cries come from sermon preparation, music practice, staff conflicts,
building programs, finance committee meetings, pastoral counseling, and dissident
members. We all know we need more qualified and trained leaders, but leadership
development can always wait until next week, or until we “get over this hump,” or
finish the addition, or when the staff has some extra time. In other words, never.

Your group, and the small group ministry at your church, thrives on the ability
to identify and develop qualified leaders to shepherd little flocks of believers and
reach out to strays who need Christ. Without this ministry, the church will die. In
the meta-church model, leadership development is intentionally pursued by the
small group leader and pastoral staff. Leaders, working with the support and
direction of staff, identify potential leaders and make an effort to disciple them
in the direction of small group leadership. Each group consists of an active leader,
at least one apprentice leader learning the ropes of small group leadership while
on the job, and others on the pathway to leadership development as they act to
host meetings or champion the value of openness in a group. Our model also
encourages the leader to identify new, rising leaders—leaders who have poten-
tial, but who are not yet prepared for any formal role. Once identified, these ris-
ing leaders are challenged by the active leader to become apprentices.

No group should begin without a leadership team in place. This ensures that
leadership is being shared and developed, and demonstrates how serious the
church is about the future of the ministry. Groups that start without apprentices
or rising leaders may become ingrown and unable to produce new group life.
The small group is an ideal place for rising leaders to experiment with their spiri-
tual gifts, gain feedback from the group, be coached by the leader, and grow into
leadership.
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Group multiplication

Speak to your average small group leaders about multiplication, and they often
react with fear. “Don’t break up our group!” cry most leaders. But the kingdom
of God advances one life at a time. We are called to multiply our ministry by
extending the kingdom and enfolding new followers. The use of the open chair
to allow for consistent, well-paced group growth will enable new believers or
inquiring seekers to find a group. And the intentional development of apprentice
leaders ensures that someone will be ready to lead new groups as existing groups
grow and give birth to new life. As new groups form from existing ones, the values
and principles learned can be multiplied.

Everyone needs a place to experience community. Excitement and enthusiasm arise
as lives change and new people enter into meaningful relationships in community.
It is natural that groups will form subgroups made up of three to four people each.
These subgroups can, in turn, develop leaders, add members, and ultimately
separate into their own healthy groups. The process continues until everyone
who wants community finds a little flock that will take them in, grow them up,
and release them for ministry.

Intentional Shepherding

The best discipleship is group discipleship. Jesus practiced it, spending much of
His time with no fewer than three of the twelve disciples. Group learning and
ministry experiences have distinct advantages. People who are developed in the
context of a small group experience benefit from the wisdom and discernment of
many group members, are able to use their gifts in a safe and encouraging setting,
can have needs met and prayed for by several brothers and sisters in Christ, and
can be encouraged toward team ministry. One-on-one meetings and mentoring
are enhanced by the broader group experience, and the leader is protected from
bearing the entire shepherding responsibility. Thus we “bear one another’s bur-
dens” and engage in mutual ministry in the body of Christ.

Turning irreligious people into fully devoted followers of Christ has always been
at the heart of God and His church. Jesus commanded us to speak, love, and
serve others as He would, and live lives that are increasing in love, joy, and the
other fruit of the Spirit. Disciples are not just people with more answers to Bible
questions or who attend more events or listen to more Christian radio. Disciples
are people who act like Christ, who are willing to train to be like Him, who prac-
tice the disciplines of prayer, solitude, worship, Bible reading and study, commu-
nity, and ministry. They are lifelong learners and lovers of Christ. Small groups
that get intentional about shepherding people toward maturity will see fruit mul-
tiplied in people’s lives.

Ministry coordination

Churches, regardless of size, often function as a collection of parachurch ministries
that just happen to have the same address. They share facilities, resources, volun-
teers, finances, and scriptural mandates, but you’ll be hard-pressed to find them
actually working together toward common goals and purposes. The meta-church
model is a “whole church” model that fosters teamwork and coordination of
ministry efforts. Since all ministries of the church are designed and developed
using small groups, it is essential that all of those groups function together to

15
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accomplish the church’s mission. Since the meta-church model employs the same
small group structure for all ministries of the church (youth, children, choir,
adult ministries, international outreach, et cetera), that structure provides a
common delivery system for ministry throughout the organization.

For example, a church might determine to rally the troops around the goal of
reaching their community for Christ. In addition to the preaching and teaching
ministries that challenge and exhort the people, small groups can practice evan-
gelism, provide prayer support, raise the evangelism value, and assimilate new
disciples. Small group leaders throughout the church can be brought together for
training, feedback, vision casting, and prayer. Regardless of the size and scope of
their particular ministry, each one can “own” the mission of reaching the com-
munity and can articulate it to their small group members. This is an effective
strategy for churches of 80, 800, or 8,000.

» Questions You Must Answer
When Designing a Ministry Structure

1. Will we be a church with small groups or a church of small groups? Make sure
you can answer this question with clarity, for it will determine your ministry for
the next several years. If your church has small groups but does not want to
organize its ministry around small groups, then “small groups” is a program or
department of the church. It is optional.

However, if you have chosen to accomplish ministry together in little communities,
then small groups will develop throughout the church. Groups provide a delivery
system for truth, shepherding, and caregiving. They represent much of the body life
of the church. This means that all staff and board members will model group life
and participate in furthering the vision for groups. It will not be the responsibili-
ty of one staff member alone to implement and assume responsibility for a group-
based ministry.

2. How will we determine what an appropriate span of care is for our staff and
for our volunteers? A church’s ministry structure determines who is responsible
to provide nurture and development to others in the structure, from senior pastor
to the church board to church members. After setting priorities, allocating time,
and expending resources and energy, determine what is available for a small
groups ministry. Remember, there are limitations to what any one person can do.
If everyone must be cared for, and no one should care for more than ten, then
design your spans of care accordingly, doing all you can to honor those spans.

3. Can the structure be adapted to accommodate change? Changes in ministry
needs, numbers of members, limitations in facilities and parking, educational
priorities, and the church’s strategy are inevitable. Because of this, it is important
that your structure not be rigid. It must allow for the deployment of resources
and people in such a way that the vitality of ministry is never compromised. The
structure of a small group must always enhance the ministry, not impede its
progress.

4. What will be the roles of staff and volunteer servants? Are the ministries of the
paid staff esteemed more highly than the ministries of the unpaid? Will paid staff
concern themselves with the identification, training, and development of the
body of Christ? Structures must empower, release, and support the ministry of
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members in the body. Small groups that release people for ministry but fail to
empower or support them are allowing that ministry to falter. Volunteers who
feel ill-equipped and isolated soon burn out and move on. Only when the right
structure is coupled with the right philosophy of ministry will it yield the desired
results.

A thoroughly designed strategy addresses these issues with clarity. It is an approach
to ministry that is effective and understandable. It is not without weaknesses or
problems—no strategy or structure could make that claim. But when strategy is
clearly defined and articulated, church leaders are able to exploit its strengths and
accommodate adequately for its weaknesses.

The remainder of this book is devoted to helping you put this strategy to work in
the life of the local church.

17
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Small Group
Philosophy

The term “philosophy” may trigger memories of Socrates, Plato, Kant, or Nietzsche for
some people. Others may think it is a waste of paper and you are ready to skip to the next
section. Not so fast. What you believe about ministry directly affects how you go about it.
And small group ministry is not different. If you are trying to figure out where your group
fits in to the overall strategy in your church, then you’ll find help here. And if you are
responsible for leading the ministry, these next few pages will give you some solid ideas.

Every small group ministry needs leaders who are guided by a clear vision and core val-
ues. And every small group strategy needs a structure, a way to organize groups so that
lasting life-on-life ministry flows throughout the church without getting tangled up in
organizational chaos.

So let’s take a careful look at your mission, what kind of disciples you seek to produce,
the biblical community you want to develop, and the kind of structure that will help bring
all this together in your particular setting. Once you get a handle on that, you’ll be able to
move ahead to discussing leadership issues and qualifications. (For those of you leading the

ministry in the church, you will find even more information on these subjects in the book
Building a Church of Small Groups.)
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Mission,
Values, and
VlSlon

Mission Statement
and Ministry Philosophy
for Small Groups

A mission statement and ministry philosophy are key to the success of your
ministry because they function as navigational tools necessary to chart an accurate
course toward a worthy destination. The statement used to launch small group
ministry of Willow Creek Community Church in South Barrington, Illinois, serves
as an example. Below, and on the following pages, you’ll find our view of small
groups outlined and explained. As you read it, consider how you might shape
and articulate your church’s vision and values.

The overriding mission at Willow Creek is to “turn irreligious people into fully
devoted followers of Christ.” In order to accomplish that mission, a variety of
ministries exist at Willow Creek. From the weekend service to the midweek New
Community believer’s service to the various subministries throughout Willow
Creek, we are committed to moving people toward Christlikeness. Since small
groups have become our way of doing ministry, it is essential that we understand
the role they play in carrying out our overall mission.

Below, you will notice the mission statement for the purpose of small groups at
Willow Creek and how small groups are used to accomplish our overriding
mission. The questions “Why do small groups exist?” and “For what purpose do
small groups exist?” are answered in the mission statement. Following the mission

Mission: Building a Community to Reach a Community

To connect people into groups of four to ten who come together on a
regular basis for a common purpose and are led by an identified
leader who is assisting them in their progress toward full devotion to
Christ by intentionally providing an environment for connection,

community, and spiritual formation.

21
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“...I have set you an
example that you should

do as I have done for

3

you.
John 13:15

Other Scriptures:

John 14:15

Romans 6:12-13, 17-19;
8:29

Philippians 1:6

Colossians 1:28;2:6-7

1 John 2:6

“He appointed twelve—
designating them
apostles—that they might
be with him.”

Mark 3:14
Other Scriptures:
Exodus 18:17-27
Acts 2:46

Leading Life-Changing Small Groups

statement you will find a philosophy of ministry structured around five key val-
ues we believe will shape the way Willow Creek does ministry for the coming
years. These five statements are beliefs or values, based on Scripture, that under-
gird our ministry philosophy.

5 Core Values

» Mandate: Spiritual Transformation

Jesus Christ, as Head of the church, intends His followers
to become like Him

It is God’s plan that those who call on His name should be like Him in attitude and
behavior. The church exists not just to collect followers, but to transform them.

Church life is the sum of all the activities that promote Christ’s work of transfor-
mation. Programs and subministries in a church should be designed to serve His
goal of changing lives, and should be surrendered as obsolete when they fail to
achieve this end.

We describe the life change the church exists to produce with “The Five G’s”:
Grace (to personally appropriate and extend the saving work of Christ), Growth
(pursuing Christlikeness), Group (connecting with others in significant relation-
ships), Gifts (serving Christ’s body according to spiritual giftedness and passion),
and Good stewardship (honoring God with our resources through what we give
to the church and what we keep).

The Five G’s

Grace Growth Gifts Good Stewardship

Group

» Method: Small Group Community

A small group provides the optimal environment
for the life change Jesus Christ intends for every believer

Significant relationships (including one-to-one) occur best in the context of a
small group. Connecting people in a small group is not an optional subministry
of the church—it is essential for growth. Without this connection, people can, at
best, attend meetings, but they aren’t truly participating in church.

A small group of believers who love one another with God’s love will experience

the life Christ promised at the deepest level possible. This love radically transforms
them and demonstrates His power. A group that by design does not contribute to
this goal of spiritual maturity may well be a collection of Christians, but it is not

a successful small group.

A variety of small groups are necessary to meet the individual needs of believers,
as well as the diverse needs of the body as a whole. People can grow in Christ-
likeness, care for each other, and make a contribution in any group, whether it
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be a disciplemaking group, task group, nurture group, Christian twelve-step
group, counseling group, or any other type. However, ministries in a local
church that don’t have small groups built into their structure generally can’t
produce optimal life change for people looking to that ministry for growth and
service opportunities.

» Mobilize: Strategic Leaders

The most strategic person in the life-change process
of the church is the small group leader

The priority of church leadership is to help small group leaders succeed through
support and training. To that end, the best resources of the church should be
employed to make sure the small group leader has everything necessary for
effectiveness.

Small group leaders cannot flourish in a vacuum. Leaders need to band together
periodically with other leaders for encouragement and accountability (huddling).
Additionally, church staff and other leaders must provide training in skills nec-
essary for group life (skill training) and reminders of the purpose and goals that
drive the ministry (vision casting). Basic skills necessary for effective leadership
of a small group are the same whether one is leading a task group of volunteers, a
youth team, or a couples small group.

Leaders need oversight from coaches who can offer them encouragement and
accountability. Coaches should not violate an appropriate span of care (1 coach
for every 4-5 leaders). This holds true throughout the entire church—everyone
must be cared for by someone.

The ultimate goal of a leader is life change: to help group members grow in
Christlike character through learning, loving one another, and contributing of
themselves and their resources. Yet leaders must also help their groups grow in
size and eventually birth new groups. (We acknowledge that some groups are
closed to address specific issues or cover a specific curriculum.) The leader takes
responsibility for this growth by recruiting an apprentice, attending training,
and by planning for the eventual birthing process.

» Multiply: Span of Care

Groups must expand and multiply so that eventually
every believer can be connected to others

A small group does not ultimately exist for itself. Christlike people resist the
urge to be selfish—they desire to include other unconnected people in such a way
that they too may experience group life. Small groups therefore must have a viable
strategy for growth and reproduction so that someday everyone who gathers

as a part of the local church is included in some kind of identifiable relational
connection.

Apprenticeship fosters new leaders and must be an integral part of group life so
that emerging leaders continually gain on-the-job experience and can be ready to
lead groups of their own as soon as they are ready.
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“It was he who gave some
to be apostles, some to
be prophets, some to be
evangelists, and some to
be pastors and teachers,
to prepare God’s people
[average believers] for
works of service.”
Ephesians 4:11-12

Other Scriptures:

1 Corinthians 16:15-16
1 Thessalonians 5:12-13
Hebrews 13:7,17

“And the things you have
heard me say . . . entrust
to reliable men who will
also be qualified to teach
others.”

2 Timothy 2:2

Other Scriptures:

Matthew 9:36-38;
29:19-20
Acts 1:8
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“And the disciples were
filled with joy and with
the Holy Spirit.”

Acts 13:52

Other Scriptures:

Nehemiah 8:9-12
Acts 2:46-47; 8:4-8
Luke 10:17, 21

“A student is not above
his teacher, nor a servant
above his master. It is
enough for the student to
be like his teacher, and the
servant like his master.”
Matthew 10:24-25

Leading Life-Changing Small Groups

When a group gets too large, its leader cannot provide the care necessary for life
transformation of each individual. Though groups must grow, the appropriate span
of care of approximately one leader for every ten people needs to be maintained.
The next step for groups that grow above ten members is to birth new groups.

Success in leadership of a small group is ultimately seen in the viability of daughter
groups. The goal is not just to start a new group, but to birth a group that is healthy
and creates life change. The new group can only be considered viable if it even-
tually births a new group itself. In this model, a senior leader is someone who’s
birthed additional groups, which in turn have birthed new groups—in other words,
a leader with small group “grandchildren.”

» Means: Seek and Celebrate

Effective ministry happens in an atmosphere
of prayer and celebration

God is sovereign, and He sovereignly declares that we should pray. Great ministry
follows great praying—believers who talk to their heavenly Father receive because
they ask; when they knock, He opens. Leaders are to pray as Jesus prayed: pub-
licly as well as privately, authentically as well as powerfully, specifically as well as
continually. Those who seek God’s blessing on their work must seek His presence
in their work through prayer.

Observe, share, value, and celebrate God’s activity. A climate of fun and festivity
should permeate gatherings related to ministries.

Leadership successes should be a source of public as well as private rejoicing.
Small group gatherings do not take the place of many people coming together for
public exaltation of God, catalytic teaching of scripture, and telling stories about
what He is doing among the members of the church in small groups. What hap-
pens at the small group level should transform the large gathering, and vice versa.

Developing Fully
Devoted Followers

The ultimate purpose of small groups is to move people toward a greater relation-
ship with Christ and to transform them into His image. But often the question is
asked, “What does it mean to be like Jesus?” Below, you will see how we define a
follower of Christ in terms of the local church. As you read, think first about your
own development. Then, decide how you will develop as Christ followers in your
church.

» What Is a Disciple?

In the simplest form, a disciple is an apprentice to Jesus

At Willow Creek we define discipleship as “living as Christ would if He were in my
place.” Discipleship—in these broad terms—implies a life of transformation and
dependence on the Holy Spirit.
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» How Does a Disciple Function
in the Local Church?

With the definition of a disciple in hand, let’s describe the activity of one in and
through the local church. As one functions as a Christ-follower in church, one
becomes a “participating member” of that local body. A participating member at
Willow Creek (that is, a Christ follower or disciple) is described as one who is
maturing in grace, growth, group, gifts, and good stewardship. Our elders have
shaped them this way: grace, growth, group, gifts, and good stewardship.

Grace

Christ followers understand and have individually received Christ’s saving grace.
They have abandoned all attempts to earn God’s favor through accomplishments
of their own and find security only through Christ’s sacrificial death on their behalf.

n obedience to Christ’s comman ey have undergone water baptism as believers
In obed to Christ’ d, they h derg ter bapt bel ,
giving outward witness to the inner cleansing and renewal experienced in Him.

Christ followers also desire to extend the grace they’ve received to others through
personal evangelism and participation in the collective ministry of the church in
their community, their country, and around the world.

Growth

Christ followers know that the grace of God that saved them is only the beginning
of His work in them. They gratefully respond by actively pursuing a lifelong
process of spiritual growth in Christ and by seeking to become conformed to His
image. To this end, they consistently nurture their spiritual development through
prayer, worship, and Bible study.

They regard the Bible as the final authority in all areas that it teaches about and
desire to be wholly obedient to it. Christ followers honestly confront areas of
personal sin and engage the Holy Spirit’s power in seeking to turn from sin.

Group

A Christ follower honors God’s call to participate in community in order to grow in
Christlikeness, express and receive love, and carry out the ministry of the church.

For this reason, they give priority to attending the corporate gatherings of the
church for the purpose of worship, teaching, and participation in the sacrament
of communion, and are connected relationally to a small group for the purpose
of mutual encouragement, support, and accountability.

Christ followers also

e pursue Christ-honoring relationships at home, within the church, and in
the marketplace, and are committed to pursuing the biblical pattern of
reconciliation when conflict arises;

e support the leadership of the church and are biblically submissive to it;

e affirm and uphold the fundamental truths of Scripture (as summarized in
our Statement of Faith) and refrain from promoting other doctrines in ways
that cause dissension.

28

The individual appropri-
ation of the saving work
of Christ.

Ephesians 2:8-9

The ongoing evidence of a
changing life in pursuit of
Christlikeness.

2 Peter 3:18

Connections with others
in significant relationships.
Acts 2:46
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Serving Christ’s body

according to spiritual gift-

edness and passion.
Romans 12:6-8

Honoring God financially
through what we give
to the church and what
we keep.

Philippians 4:11-19

Leading Life-Changing Small Groups

Gifts

Christ followers recognize that the church is composed of interdependent members,
each uniquely gifted by the Holy Spirit for the purpose of building up the body
and furthering the ministry of the church. They therefore seek to discover, develop,
and deploy those God-given gifts and to seek a place of service within the church
with the support and affirmation of the body.

Good stewardship

Christ followers realize they have been bought with the price of Christ’s blood,
and that everything they are and have belongs to Him.

In light of this, they desire to be responsible caretakers of the material resources
with which God has entrusted them. They recognize the tithe (ten percent of
one’s earnings) as the historical standard of giving in Scripture. But, moreover, in
response to Christ’s abundant giving, they increasingly submit their resources to
His lordship and display a spirit of generosity and cheerfulness in supporting the
work of the church and reaching out, with compassion, to a needy world.

Vision for Small Groups

Here is our vision for the small group effort at Willow Creek:

To become a church where nobody stands alone.

We want our people to know that we want to become something—a place where
there is always a seat at the table of community. We are the body of Christ, the
family of God, a community of followers devoted to Christ and His cause. So
let’s get a better grip on what this “community” is and why we want to see the
entire church come together in little communities.

» Small Groups in the New Testament

Community is a theme that runs throughout Scripture. God has always been
calling out a people for Himself, beginning with Israel and continuing with the
church. Even when the Jews were dispersed among enemy nations during times
of captivity, they organized themselves into groups and ultimately formed syna-
gogues (Jewish communities of worship and teaching), where they could serve
one another and carry out their beliefs. It was natural, therefore, for Jesus to
develop a community of followers and for Paul, Peter, and other church planters
to start new communities wherever they went as they proclaimed the Gospel.
These new communities began as small groups, just as Jesus had modeled with
the twelve disciples (Mark 3:14; Luke 6:12-19).

Small groups were an integral part of the early church structure. They were small
enough to allow individual members to minister to one another, use their spiritual
gifts, and be discipled in the teachings of Christ. In addition, they were vibrant
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and life-giving communities where evangelism could take place as unchurched
people watched a loving and compassionate community in action. Small groups
not only built up the church as the first living examples of biblical community but
were vehicles for reaching a lost world for Christ.

» What Is Biblical Community?

Defining community may be more difficult than practicing it. So, for the sake of
simplicity, here is a broad working definition.

Definition of Biblical Community:

“Christian Community is the body of Christ expressing the life and

message of Christ to build up one another and redeem the world for

God’s glory.”

The new community that formed on the Day of Pentecost immediately began to
function in small groups. These groups wholeheartedly devoted themselves to the
teaching of the apostles, to fellowship with one another, to practicing the Lord’s
Supper together, and to praying for one another. These new communities were
characterized by mutuality, accountability, servanthood, love, and evangelism.

Small groups are a place of mutual ministry among members. Each member uses
spiritual gifts to serve other members in the body. Mutual ministry is a trademark
of a Christ-following community or small group.

A small group gathers together to provide fellowship and mutual support so that
the church can have an impact in their community. They encourage and build up
one another so that the body of Christ can be cared for and the world can be influ-
enced through their good deeds.

Small groups exist to teach the truth and develop future leaders who can shepherd
others and disciple them in the faith. For this purpose, each leader, or coach, has an
apprentice he or she is developing toward greater responsibility and leadership.

Mission, Values, and Vision matter. Making devoted followers of
Christ in a biblical community is the purpose of the church. Once this

is clear, you can begin to build a structure that will foster these ideals.
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“Every day they contin-
ued to meet together in
the temple courts. They
broke bread in their
homes and ate together
with glad and sincere
hearts, praising God and
enjoying the favor of all
the people.”

Acts 2:46-47

“Now to each one the
manifestation of the Spirit
is given for the common
good.”

1 Corinthians 12:7

“And let us consider how
we may spur one another
on toward love and good
deeds. Let us not give up
meeting together, as some
are in the habit of doing,
but let us encourage one
another—and all the
more as you see the Day
approaching.”

Hebrews 10:24-25

“And the things you have
heard me say . . . entrust
to reliable men who will
also be qualified to teach
others.”

2 Timothy 2:2
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Structure of Small Groups

A variety of small groups have been developed to accommodate the many needs
and levels of maturity of attenders of a local church. Groups typically form
around areas of affinity such as marital status, age, ministry, task, personal need,
life stage, et cetera. Though we recognize the autonomy and distinctiveness of
each individual small group, most groups can be characterized as one of the five

listed below.

Age/Stage Based Need Based Task Based Interest Based
Examples of Couples, Families, Recovery Groups, Food Pantry, Greeters, Sports,
Groups in this Category | Men’s, Singles, Women’s Grief Support, Vocal Teams, Computers,
Post Abortion, etc. Mission Teams, etc. Seekers, Bikers, etc.
Curriculum Chosen by leader/group Specified by staff Chosen by leader/group | Chosen by leader/group
Typical Lifespan 2-3 years; many Usually 9 weeks; As long as task is needed 1-2 years; many
of Group continue longer can be repeated continue longer
Meeting Frequency 2-3 times per month Usually weekly Usually weekly 2 times per month
Open Chair Yes — for entire Groups close Yes — but depends Yes — for entire
lifespan of group after 3rd week on nature of task lifespan of group
Seekers Welcome Yes Yes Yes (except Staff Teams, Yes
Elders, etc.)
Typical Focus Community, Healing, Comfort, Service, Community, Connection,
Study, Prayer Connection Prayer Community, Study
Role of Leader Connect people to Provide a safe place Complete the task Connect people to
community and the 5§ G’s in a crisis and care for members | community and the 5 G’s
Birthing Frequency Usually every 24 months;|  Not usually — group As often as task may Usually every 24
if apprentice is ready only lasts 9 weeks demand and apprentice | months; if apprentice
is ready is ready
Apprentice Yes Yes Yes Yes
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A Typical Small Group

X

(Leader of ten)

X a (Facilitator)

(Apprentice Leader)
(Recruiter)

(Coach)
(Observer)

(Babysitter)
(Children’s
( B ) Minister) (Seekers) S
[if needed]
(Open Chair)
(Hospitality ?
Person) (Growing
(Extra Care Disciples)
H Required
Person) G

ECR

© 1991 Carl E George, Used by Permission

Above you see a picture of the average community group. As mentioned earlier,
we use a small group model pioneered by Carl George and described in his book
Prepare Your Church for the Future. The group diagrammed above represents
the typical small group in George’s model. Certainly not all groups have the
makeup of the group pictured above; churches have adapted this model in vari-
ous ways, depending on the ministry and needs of its members. But this should
give you a general idea of what a typical adult small group looks like that prac-
tices the idea of the open chair and develops apprentice leadership throughout
the life span of the group.

Carl George uses the terminology below to describe various roles in a small
group. He uses this terminology so that various churches can talk about small
groups using the same language. However, each church usually has their own
names for the roles represented above. For example, those who would be identi-
fied as an “X” (a leader of ten) are called “small group leaders.” An “L” is an
overseer of up to fifty people, responsible for overseeing up to five small groups.
The “L” may be called a “coach.” Refer to the diagram as you study the follow-
ing definitions of each term.

2
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X

ECR

G

Open Chair

A small group leader of up to ten members. The Roman numeral
“X” (ten) is used to describe the span of care of the average small
group leader in a church. In order to honor this span of care, no
leader should care for more than ten persons.

This is an apprentice leader. Apprentices learn to lead by partici-
pating in a group led by a capable leader. In addition, rising
apprentices (RXa) may be present in a group.

This is a baby-sitter. Some groups use a baby-sitter on site to care
for children.

The role of the hospitality person (this may vary from time to time
in a group) is to provide a safe and caring environment for the
small group meetings.

This stands for “Extra Care Required.” Each of us, at one time or
another, becomes a person who requires extra care. Whether
because of family background, past history, or present crisis, the
ECR person needs a special dose of love and care from God and
from the group. Most groups have one or two ECR’s at any given
time.

This letter represents the growing disciples in a small group. These
are Christians who are maturing in their faith.

The picture of the open chair represents the desire in the church to
assimilate and include new people into the group structure. From
time to time, groups invite and assimilate new members so that
those who need and desire discipling and care can be incorporated
into group life.

Some groups are prepared to receive seekers. In such cases, group
leaders and members must be sensitive to the needs and spiritual
maturity level of a seeker.

This is a coach. Coaches typically oversee three to five small group
leaders. They are essentially responsible for a small group structure

that could include as many as fifty small group members. Coaches
visit groups from time to time to provide encouragement, support,
problem solving, and prayer.
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A Small Group Division

Small group leaders and coaches are not asked to minister on their own. We have
designed a structure in which leaders and coaches can be cared for as they care for
others. This structure is a “division” (or, in some churches, a “district.” A given
ministry area (e.g., Singles, Couples, Community Care, etc.) might have several
small group divisions within it. With few exceptions, each division is led by a Wil-
low Creek staff member whose job is to provide care and support to the volunteer
coaches and small group leaders in their division. Some division leaders are vol-
unteers. Some function as “Senior Coaches” who support other coaches

As the chart below indicates, an entire structure of support has been put in place
to make sure the small group leaders, or coaches, are appropriately cared for and
equipped for ministry. Every small group leader has a coach to support them.
Every coach has a division leader (a staff member) to support them. In larger
churches, a division leader may have a ministry director or area leader to support
them. Ideally, no coach should have more than five small groups to work with;
no division leader should have more than ten coaches to care for.

31

Area Leader
(Ministry Director)

Division Leader

Division Leader

Division Leader

Division Leader

N

%\

— Sy

Coach Coach Coach Coach Coach
Small Group Small Group Small Group Small Group Small Group
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Resources

Commonly Asked Questions
about Small Groups

Why use this small group model?

This model can be used to meet many key needs in the church: to
shepherd and care for the large numbers of attenders at Willow Creek,
to disciple people, to assimilate newcomers and connect them to the
church, to develop lay leadership and empower them for ministry,
and to “be the church” by creating small communities that encourage
one another in Christ.

Who is the most important person in this structure?

The most important person in the church varies depending on your
personal needs at any given time. For example, the most important
person in the church might be a youth leader for your son or daughter.
Or it might be a counselor for a particular personal need. Instead, we
refer to the most strategic people in the church. The most strategic
people in the church are the small group leaders and coaches who
effectively carry out the mission by shepherding members and devel-
oping future leaders. They are the “front-line” agents of life change
and have the greatest opportunity to affect the most people over the
longest period of time.
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What is the primary emphasis: discipling or providing care?

The answer is “Yes!” Both are needed, but vary in emphasis. We want
to disciple people—teach them the Scriptures, help them develop
spiritual disciplines, understand the Christian faith, and become
disciplers of others. But we also want to care for people—to pray for
them, encourage them, meet their needs for affirmation and accep-
tance. Thus we fulfill both the Great Commission (to make disciples
of all nations, Matt. 28:18-20) and the great commandment (to love
one another, John 13:34-35). “Intentional Shepherding” means we
provide care and discipleship.

Additional Resources

» Books

Building a Church of Small Groups by Bill Donahue and Russ Robinson
(Zondervan)

The Seven Deadly Sins of Small Group Ministry by Bill Donahue and
Russ Robinson (Zondervan)

The Power of Vision by George Barna (Regal)
An excellent resource that contains principles for every leader who
wants to develop a vision for life and ministry.

Prepare Your Church for the Future by Carl George (Revell)
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Do

Small Group
Leadership

We often say, “Leadership is the whole ballgame.” That is not to elevate leaders unneces-
sarily, because leaders are servants. But we know from Scripture and experience that very
little ministry is sustained for any period of time without a God-inspired leader to rally
people to the cause and encourage them along the way. Look at them—Abraham, Debo-
rah, David, Peter, Paul, Phoebe, Lydia, and the rest—and you will see that God works
through leaders to shepherd and mobilize His people.

Small groups need called and qualified leaders. In this section we want to help you under-
stand the incredible privileges—and responsibilities—associated with leadership. And we
want to help you gain clarity about what a small group leader is, what the leader’s ministry
looks like, and then how to do some “self-leadership” that will keep you growing and
effective. Let the adventure begin.
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The Call to Servanthood

In Scripture, ministry and service are the words that characterize leadership. The
one who is not willing to serve is not fit to lead. Jesus set the standard when He
said, “For even the Son of Man did not come to be served, but to serve, and to
give his life as a ransom for many” (Mark 10:45). Often leadership—even Chris-
tian leadership—is patterned after business or political models, which emphasize
the organizational component of leadership.

But look at the biblical pattern and you get an entirely different perspective. You
see that leaders are shepherds who guide and serve the flock, caring for and
developing those around them. Leaders pick up the servant’s towel (John
13:1-17) and model the life and leadership of Christ. Here are some of the char-
acteristics of leadership as defined and practiced in Scripture.

» Leaders Shepherd Others

Some of you have the spiritual gift of leadership; some of you are gifted to teach;
others have mercy gifts and discernment gifts. Regardless of your gift mix, all
small group leaders function as shepherds. Jesus called Himself the Good Shep-
herd—one who is concerned about the health of the flock.

Christ characterized his ministry in this way; “I am the Good Shepherd; I know
my sheep and my sheep know me” (John 10:14). He was willing to lay down His
life for the sake of the cause, for the love of the community. What does that look
like in small group terms? We will answer that and talk about how to shepherd
the members of your group in Part 6.

» Lcaders Work Together

Jesus called His followers into a community in order to develop them as leaders.
“He appointed twelve . .. that they might be with him and that he might send
them out to preach and to have authority to drive out demons” (Mark 3:14).
When it was time for them to participate in ministry, Jesus sent them out in
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“It takes a changing life
to change a life.”
Joe Stowell

Leading Life-Changing Small Groups

groups (the twelve apostles in Matthew 10) and in pairs (Luke 10:1). When
needs were prevalent in the early community, teams and groups were appointed
to provide gift-based servant leadership (Acts 6).

As you trace the development of the church, the leadership structure was always to
include a plurality of leaders. Paul appointed elders to lead the church once it was
established in any city, and he often worked with at least one or more partners in his
ministry efforts, including men and women in his leadership circle (see Rom. 16).

Small group leaders should model such leadership by working with one or more
apprentices, serving together in community. By doing so, we share leadership
and avoid the temptation to become the only one with a leadership role. Appren-
ticing will be discussed fully in Part 3.

» [.caders Are Lovers

You will never earn the right to fully lead those whom you do not love. Caring,
trusting relationships form the foundation for every vibrant community. Leaders
set the pace here, following Christ’s example (John 13:1). Love for God, the
church, for the small group, and for the lost are trademarks of growing leaders.
People tend to receive truth more readily—including correction or rebuke—
when you genuinely care for them.

Make it a point to understand the love languages of your people. Gary Chapman
lists these five areas of focus in the book, The Five Love Languages:

e Words of Affirmation
e Appropriate Touch

e Giving Gifts

e Acts of Service

e Time Spent Together

Get to know your people and genuinely express bold love to them. In most cases,
they will eagerly follow your leadership.

O=m Key objectives for servants who lead

¢ Shepherd them by modeling Christ’s care and sacrifice

¢ Share leadership and delegate authority

® Love them and lead them

Qualifications of Small
Group Leaders

Who is fit to lead a small group? There are usually two approaches to answering
that question, depending on one’s view of what a small group should be. Those
who view the small group as an all encompassing disciple-making machine want
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it to be led by the Apostle Paul or someone like church leader Priscilla. In their
view, groups must study the Bible, train members for the entire Christian life,
challenge them to missionary service, and cover every category of Christian the-
ology. On the other extreme are people who think anyone with a pulse and a tes-
timony can lead a little flock. Wisdom dictates that we must somehow communi-
cate the significance and seriousness of shepherding people toward growth in
Christ, but also realize that even gifted leaders need time to acquire all the skills
and discernment for effective leading.

We have identified seven areas to be considered when taking on the leadership
challenge or developing potential leaders. These qualifications should be viewed
as something to be aspired to, asking potential leaders if they are willing to grow
in each one. You may want to use this as a guide for your leadership. (As for
“minimum” requirements, we use our membership process to “pre-qualify” can-
didates for small group leadership because it reveals much about their hearts and
attitudes toward service in the body.)

» Connect with Christ

Every believer needs to connect daily with Christ, but this is especially true with
group leaders. From Christ we draw strength and hope, confidence and cleans-
ing. You lead best from an inner life that is growing and developing intimacy
with Christ. In so doing, you can call your group toward the same commitment.
Paul said, “Follow my example as I follow the example of Christ” (1 Cor. 11:1).
Spend time in God’s presence and fill your deep longings for Him when you suf-
fer or experience brokeness (Ps. 42:1).

» Pursue Your Calling

In Jeremiah 20:9 the prophet feels compelled by God to continue preaching the
difficult message he had to bring to the people. Listen to his words:

“But if I say, ‘I will not mention him or speak any more in his name,’
his word is in my heart like a fire shut up in my bones. I am weary of
holding it in; indeed I cannot.”

Jeremiah had a mission to accomplish even when he was tired or unsure of the

results. God had chosen him to speak His message, and Jeremiah could not hold
back.

Small group leadership will not likely call you to the same ministry of Jeremiah,
but it still demands a sense of calling—that God is in this, and He will sustain
you through times of struggle and difficulty. Your calling will bring you a confi-
dence and conviction that you are doing the right work.

» Guard Your Character

Connecting with Christ and staying true in your calling will certainly help with
this. But in addition, leaders must pay attention to the heart—to integrity.
Proverbs 4:23 exhorts the wise person to “guard your heart, for it is the well-
spring of life” (see also Matt. 12:35). Being truthful and trustworthy contributes
to a leader’s character; when trust is broken, it is difficult to restore.
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“Jesus chose to be alone.
These were times for
prayer, reflection or temp-
tation, times when God
and angels ministered to
him. These were times
when be invested in the
community of heaven so
that his community of
earth would so reflect his
heavenly connection.”
Gareth Icenogle,
Biblical Foundations
for Small Group Ministry
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Leadership is impossible apart from trust. Paul encouraged a young leader, Tim-
othy, to “set an example for the believers in speech, in life, in love, in faith and in
purity” (1 Tim. 4:12). He wanted him to maintain his integrity and to model the
Christian life for the rest of the church. You too must work to protect your heart
from thoughts, actions, and attitudes that will corrupt or harden it. Become will-
ing to engage in self-examination and peer examination. Ask people where you
have character weakness and strengths; evaluate your own heart before God and
with Scripture.

» Honor Your Compatibility

Some leaders are following Christ, pursuing their calling to ministry, and growing
in character but still feel frustrated. Perhaps they are in the wrong ministry. In

1 Corinthians 12:4-7 it is clear that each Christ-follower has a gift(s) for building
up the body of Christ. That gift—combined with unique God-given abilities, per-
sonality, and experiences—will flourish in some ministry areas and be stunted in
others. It is important for every leader to know the kind of small group ministry
that best aligns with how God made them.

Take time to assess whether you would fit best with adults or children, working
at a task or providing care to the hurting, leading a study group or a mission pro-
ject. Each of these is accomplished in community and needs gifted leaders to
bring their best to the effort.

» Develop Your Competence

There are core competencies required for every kind of work. Small group lead-
ers need relational and shepherding abilities or it will be difficult to guide a small
community. Paul wanted Timothy to work at his teaching, so that he would be a
competent communicator of God’s truth. He said, “Do your best to present
yourself to God as one approved, a workman who does not need to be ashamed
and who correctly handles the word of truth” (2 Tim. 2:15). Being good at your
ministry really counts.

To become competent means pursuing personal development and skill training
for the ministry in which you serve. Basic small group skills will be necessary
regardless of the kind of group you lead, but many areas will require specific
training as well. Identify your core abilities and then work hard to sharpen those
competencies while acquiring additional leadership skills.

» Maintain Your Commitment

Jesus said to His followers, “No one who puts his hand to the plow and looks
back is fit for service in the kingdom of God.” Those were hard words about full
devotion to an audience that did not understand the cost of following Christ and
the level of commitment He desires. Leaders prove their love for Christ by their
commitment to His followers (John 21:15-19).

It is easy to have group meetings—it is harder to make disciples. Small group
leaders serve in a spirit of commitment, not convenience. It takes courage,
resolve, and perseverance when you are disappointed or weary. Leaders need to
remain committed to the cause, to Christ, to the church, and to the people in
their group. Are you willing to do what it takes to effectively lead and care for
your people?
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» Increase Your Capacity

Burnout wipes out many well-intentioned leaders. Again, listen to Paul’s counsel
to Timothy: “Watch your life and doctrine closely” (1 Tim. 4:16). We need
sound doctrine and sound leaders—Ileaders who have energy to carry out the
ministry. Good leaders pay close attention to themselves—they watch their lives.
Are you emotionally, spiritually, and physically caring for yourself so that you
have energy—capacity—to lead your group?

Never sacrifice your life and family on the altar of ministry. God does not want
you frazzled and exhausted while you seek to serve others. Sure, there are sea-
sons of hardship and difficulty, but you cannot sustain a fruitful ministry amidst
frequent exhaustion and constant pressure. Here are some tips to help sustain
you and avoid burnout.

First, set boundaries around your time and priorities. Learn to say “No” regard-
less of the disappointment you might cause others. Second, create some margin
in your life. Plan some space into your schedule, three to four unscheduled
blocks of time for fun, friends, rest, and responding to the inevitable crisis.
Third, replenish your reserve. Practice solitude and take time for celebration. Fill
your tank with joy, rest, and extended community with God.

Leadership Assessment

We have included a “leadership inventory” for you to take from time to time.
Identify areas of strength and celebrate them. Take note of areas for improve-
ment as well. Use the chart below as a guide to determine where you might need
some focus or help.

1= needs significant improvement, 3=maintaining my present status, and 5= making
significant progress in this area.

Connect with Christ 1

Pursue Your Calling 1

Guard Your Character 1

Honor Compatibility 1

Develop Competence 1

Maintain Commitment 1
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Increase Capacity 1

Action Step: Based on the above assessment, where is God asking
you to focus some energy in the next season of ministry? In what

areas should you celebrate progress?
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“The spiritual leader will
choose the hidden path-
way of sacrificial service
and the approval of His
Lord rather than the
flamboyant assignment
and the adulation of the
unspirited crowd.”

J. Oswald Sanders
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Motives for Leadership

» Appropriate Motives for Leadership

Serve Christ

“Whatever you do, work at it with all your heart, as working for the Lord, not
for men, since you know that you will receive an inheritance from the Lord as a
reward. It is the Lord Christ you are serving” (Col. 3:23-24).

Bear fruit in your life

“This is to my Father’s glory, that you bear much fruit, showing yourselves to be
my disciples” (John 15:8).

Keep watch over (shepherd) others

“Keep watch over yourselves and all the flock of which the Holy Spirit has made
you overseers. Be shepherds of the church of God, which he bought with his own
blood” (Acts 20:28).

Be an example to the body

“Be shepherds of God’s flock that is under your care, serving as overseers—not
because you must, but because you are willing, as God wants you to be; not
greedy for money, but eager to serve; not lording it over those entrusted to you,
but being examples to the flock. And when the Chief Shepherd appears, you will
receive the crown of glory that will never fade away” (1 Peter 5:2—4).

Use your gifts to serve others

“It was he who gave some to be apostles, some to be prophets, some to be evan-
gelists, and some to be pastors and teachers, to prepare God’s people for works
of service, so that the body of Christ may be built up until we all reach unity in
the faith and in the knowledge of the Son of God and become mature, attaining
to the whole measure of the fullness of Christ” (Eph. 4:11-13).

Communicate the message of reconciliation

“...that God was reconciling the world to himself in Christ, not counting men’s
sins against them. And he has committed to us the message of reconciliation.
We are therefore Christ’s ambassadors, as though God were making his appeal
through us. We implore you on Christ’s behalf: Be reconciled to God. God made
him who had no sin to be sin for us, so that in him we might become the right-
eousness of God” (2 Cor. 5:19-21).

» Wrong Motives/Hindrances to Leadership

Self-exaltation

“Let another praise you, and not your own mouth; someone else, and not your
own lips.” (Prov. 27:2)
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To feel important or gain prestige

“We speak as men approved by God to be entrusted with the gospel. We are not
trying to please men but God, who tests our hearts. You know we never used flat-
tery, nor did we put on a mask to cover up greed—God is our witness. We were
not looking for praise from men, not from you or anyone else” (1 Thess. 2:4-6).

Because someone pressured you

“Be shepherds of God’s flock that is under your care, serving as overseers—not
because you must, but because you are willing, as God wants you to be”
(1 Peter 5:2).

Having a short fuse or exhibiting outbursts of anger

James tells us that human anger does not achieve the righteousness of God
(James 1:19-20). God’s work is accomplished by one who listens attentively,
speaks only when necessary, and is slow to anger. Leaders manage their anger or
channel anger appropriately. Anger is to be put aside or properly managed (Gal.
5:20; Eph. 4:31; Col. 3:8).

Unconfessed sin

We are commanded to confess our sins. John says, “If we confess our sins, he is
faithful and just and will forgive us our sins and purify us from all unrighteous-
ness” (1 John 1:9). Any sin that has control of us (Rom. 6:16) must be confessed
and brought under the lordship of Christ (Acts 2:38). If there is any outstanding
sin in the life of a leader and it is not dealt with appropriately, this could disqualify
a leader.

Biblical error or false teaching

Paul wrote Timothy and warned him to watch for false teachers who lead people
away from the words of the faith and of sound doctrine: “For the time will come

when men will not put up with sound doctrine. Instead, to suit their own desires,
they will gather around them a great number of teachers to say what their itching
ears want to hear. They will turn their ears away from the truth and turn aside to

myths” (2 Tim. 4:3-4).

Leaders are called and gifted of God to build into others, facilitate

their growth, and lead by example in obedience and character.

The quality of ministry is directly proportional to the quality of
leadership.
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“I believe it might be

accepted as a fairly reli-
able rule of thumb that

the one who is ambitious

to lead is disqualified as

a leader.”

A. W. Tozer
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Leadership
Responsibilities

The Small Group Leader’s
Commitment

Before a person can consider becoming a leader, some prior conditions must be
met. An application for small group leadership should be submitted to the ministry
leader or small group director. At Willow Creek, those who want to lead a small
group must be in complete agreement with the following statements:

e [ confess that Jesus Christ is my Forgiver and Leader (Savior and Lord).
e Iregard the Bible as the authoritative guide to my faith and life.

e ] am a participating member of my church.

e [ agree to come into the small groups leadership structure and fulfill the
requirements of a leader.

Small Group Leadership
Responsibilities

Effective Small Group Leaders focus on these four major tasks:

» Build a Leadership Team

Your leadership team should consist of you and at least one apprentice whom you
will mentor and train. (A host or hostess for group meetings may also be recruited).

1. Develop a clear vision for your group.

a. Know your purpose (Mark 3:14).

b. Communicate your passion to others (Neh. 2:17-18).
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2. Choose a person to develop as you lead your group (an apprentice).

a. Choose someone who has the desire to demonstrate the characteristics of
a small group leader and who desires to help others grow spiritually
(2 Tim. 2:2).

b. Include your apprentice in as many of your leadership activities as you
can. Spend time with this person to develop him or her (Matt. 4:18-22;
Mark 3:13=15; 2 Tim. 3:10).

3. Receive the training needed to lead a small group and continue growing spir-
itually as a leader.

a. Participate in:

e leadership huddles with your coach for information, problem solving,
support, leadership gatherings, and celebrations

e training events as needed or as recommended by your coach

e annual small group leadership retreat “And the things you have

b. Make sure you are spending consistent time in the Scriptures and in heardme say ... entrust

prayer (Ps. 1:1-3; Acts 1:13-14). You cannot give what you do not have. to reliable men who will
Only growing leaders produce growing Christians. Ask God to teach you also be qualified to teach

and give you a vision for your group. .
others.

c. Work through this book with your leader (coach, division leader, or min-

istry director). Paul to Timothy—

2 Tim. 2:2

» Connect People to Community

As the small group leader, you can facilitate self-disclosure, understanding and
application of Scripture, and mutual care and support.

1. Use the open chair to invite others to your group. There are many people
who are in relationship with your group members that are unconnected to
your church.

a. Introduce unconnected friends to each other.
b. Invite prospective new members to a social event with your group.

c. Determine how to incorporate new members into the group. You might
need to cast the vision that growth is healthy and normal for a good

group.
2. Create an environment that fosters authentic relationships.
a. Use ice breakers to create a fun and dynamic atmosphere.

b. Use appropriate self-disclosure exercises so people can get to know one
another.

c. Host some social gatherings or serving opportunities to promote friend-
ship-building and to create memories.

d. Promote and model accountability to the group and to one another.
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3. Design activities and Bible discussions that promote spiritual transforma-
tion and group relationships.

a. Choose curriculum that encourages discussions, not just answers to ques-
tions (refer to the material on Choosing and Using Curriculum in this
book for guidance).

b. Use stories to relate the text to people’s experience and needs.

c. Sub-group into smaller units so that everyone can participate, especially
if your group has more than six or seven people.

4. Share the responsibility of teaching, leading discussions, social time, prayer,
and serving with gifted members of your group. Don’t feel as though you
have to do everything. Involve your apprentice.

Some in your group might be more gifted than you in certain areas. Allow
them to exercise their gifts in the group, such as teaching, leading wor-
ship, leading prayer, organizing events, or providing care.

» Develop the Members of Your Group

It is your spiritual responsibility to care for and nurture your small group members
so they become fully devoted followers of Christ and participating members of
the church. Shepherd them with grace and skill.

1. Pray for each member of the group (Phil. 1:3-11; Col. 1:9-12).

2. Exercise caring oversight of your members (1 Peter 5:1-3). It means to be
concerned about the welfare of each member of your group just as you are
concerned about your own welfare (Phil. 2:4, 20-21).

3. Model Christlikeness to your group. Serve them as Christ served His follow-
ers with acts of kindness (John 13:1-5). Help them grow and encourage one
another to live each moment of life as Christ would.

4. Help members discover how to serve others using their gifts and developing a
servant’s heart (Eph. 4:12).

5. Help them to grow in the 5 G’s. Work to see Christ formed in them (Gal. 4:19).

» Multiply the Ministry

As God brings people to the group, it will be necessary to consider birthing a new
group in order to provide the appropriate span of care for each person and to
allow others in the church to experience life change. This should only be done
when you feel the group is ready to birth and when the apprentice is appropriately
trained.

1. Develop your apprentice by providing him or her with leadership responsi-
bilities and people to shepherd. It is likely that these people will join the
apprentice to form the nucleus of a new group.

2. Allow the apprentice to lead a sub-group during the meeting. This will give
them some experience and help prepare for birthing a new group.



Leadership Responsibilities

3. Encourage people to pray about who will be part of each new group.

4. Commission the new leader and group and celebrate the “new community”
that is launching!
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Build Leadership

e Guiding character
development

¢ Vision casting

* Knowing why and how to
develop an apprentice

* Mentoring
® Managing group logistics

® Modeling accountability

Connect People

e Planning a meeting

e Asking good questions

Leading discussions

Using the Bible in groups

¢ Choosing curriculum

group

e Evaluating progress

of responsibility on the job description.

¢ Opening a meeting creatively

® Praying creatively with the

O=m Key Skills for Small Group Leaders

Here are the four main categories of skill development and growth
for small group leaders. Examples of key skills are included under

each category. As you can see, these areas correlate with the areas

Develop Members

e Caregiving outside
meetings

e Building relationships

* Praying for members

e Resolving conflict

® Meeting special needs

e Serving together

e Practicing listening skills

® Promoting growth

Multiply the Ministry

e Filling the open chair
e “Fishing pond” activities
e The birthing process

* Minimizing the trauma of
birthing

e Subgrouping
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Personal

Growth

How to Study the Bible

Most Bible study methods emphasize what the Bible says and what the Bible
means. But most of the Bible, read in its context, has obvious truths to apply to
life. Spend most of your time in application. Limit your study time to a reason-
able passage and spend time meditating and praying about how to live the truth.
Discuss your thoughts with others who can spur you on to love and good deeds
(Heb. 10:24-25).

Here is a common approach to basic Bible Study that will help you personally as
you gain insight into Scripture.

» Observation (What does the text say?)

Use Several Translations “God’s Word illuminates.

Read the entire passage through several times. Try using several different trans- It penetrates our clouds
lations (NIV, NASB, TNIV, NK]JV, Living Bible, The Message, etc.) for a fresh of self-deception and
look at each passage. This will help you identify key words and develop insights

into the text shows things as they really

are. It takes courage to

Context step into the light in
this way.”
Answer the following in writing: y )
Jim Peterson
1. Who is writing/speaking and to whom? What is their relationship? Inifes A e leship

2. Whatis discussed? What is happening?

3. Where does the event/communication take place?

4. When does this take place relative to other significant events?
S

. Why does the speaker say what he does? (What problems were the recipients
facing?)

6. How does this passage fit into the context? (e.g., What comes before and
after? How is God using this to speak to me?)
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Structure

Examine the structure of the passage and make note of any significant connecting
words that help you understand the author’s argument (e.g., “therefore,” “but,”
“and,” etc.). Try to paraphrase the passage using your own words. Are there any
key words that help you understand the author’s emphasis?

Word study

List all key words of the passage and use a Bible dictionary, Vine’s Expository
Dictionary, Richard’s Expository Dictionary of Bible Words, or a good study Bible
like the NIV Study Bible to understand their meaning.

Questions
Write answers to the following as you read the passage:
1. What are the commands to obey?

2. What are the promises I can trust God to keep?

had

What do I'learn about God? about Jesus? the Holy Spirit? about my fellow
believers?

Are there any repeated words, ideas, themes?
Are there any comparisons/contrasts (e.g., “flesh” vs. “Spirit” in Rom. 8)?

Are there any lists (like fruit of the Spirit in Gal. 5:22-23)?

N ok

Are there any cause/effect relationships (cf. Rom. 10:14-18)?

» Interpretation (What message
does the text convey?)

Truths

List specific points of truth from your observation of the text. Bombard the pas-
sage with questions in relation to the meaning. Proceed verse by verse, recording
your understanding as you ask yourself questions like, “What does this mean?
Why is it important to understand this? How did this relate to the original audi-
ence? What is the opposite of this truth? When should this be applied? How
should it be applied in my life?”

Look up references to help you interpret the passage. Also, trust the Holy Spirit
as your teacher. Pray, asking Him to reveal God’s truth to you.

Commentaries

Consult any commentaries you can and write down insights they have that you
might have missed. Call wise teachers or leaders in the church to gain their per-
spective. Ask people in your small group to look at the passage with you.
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Theme

Write down in a sentence the main idea or point you think the author is trying
to get across. You may want to write down two or three main principles you dis-
covered that develop the theme.

» Application (Will I allow Scripture to
transform my life?)

Teaching

Ask, “How will this truth change my life, my church, my family, my work?”

Reproof

Ask, “Where do I fall short? Why do I fall short? How can we evaluate ourselves
asagroup?”

Correction

Ask, “What will I do about it? What will I correct? How will others help me
do this?”

Training in righteousness

Ask, “What practices, relationships, and experiences will I pursue so that I might
train myself to be like Christ?

Spiritual Practices

» Why Are Spiritual Practices
So Important?

The apostle Paul compares the Christian life to running a marathon. We run to
win, reaching forward to what lies ahead, always pressing on toward the goal for
the prize of the upward call of God in Christ Jesus. The runner, like the Christian,
has a goal, a strategy, and a finish line (1 Cor. 9:24-27; Phil. 3:12-14). A race
takes stamina, diligence, preparation, and discipline. If we were runners, we would
never attempt to enter a race without proper training. In training, we learn to
pursue certain practices that will enable us to endure the race.

In 1 Corinthians 9:24-27 Paul says, “Do you not know that in a race all the runners
run, but only one gets the prize? Run in such a way as to get the prize. Everyone
who competes in the games goes into strict training. They do it to get a crown
that will not last; but we do it to get a crown that will last forever. Therefore I do
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“All Scripture is God-
breathed and is useful for
teaching, rebuking, cor-
recting and training in
righteousness, so that the
man of God may be thor-
oughly equipped for every
good work.”

2 Tim. 3:16-17
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“... (spiritual disciplines)
are meant to bring the
abundance of God into
our lives. It is possible,
however, to turn them
into another set of soul-
killing laws. Law-bound
disciplines breathe death.”
Richard Foster
Celebration of Discipline
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not run like a man running aimlessly; I do not fight like a man beating the air.
No, I beat my body and make it my slave so that after [ have preached to others,
I myself will not be disqualified for the prize.”

Spiritual “disciplines,” or practices, will help you live the Christian life with
authenticity, stamina, and perseverance. Disciplines are practiced in preparation
for hearing God’s voice. They prepare you for the race you were intended to run.
Hebrews 5:8 say that Jesus “learned obedience from what he suffered.” Practicing
the disciplines prepares you to meet God and understand His will, to battle
temptation, engage in loving relationships, make wise and godly decisions, love
your family, and be a leader in your area of ministry. There is great joy in being
disciplined enough to finish the race. Paul wrote at the end of his life, “IT have
fought the good fight, I have finished the race, I have kept the faith. Now there is
in store for me the crown of righteousness, which the Lord, the righteous Judge,
will award to me on that day—and not only to me, but also to all who have
longed for his appearing” (2 Tim. 4:7-8). Like Paul, be a leader that finishes the
race well.

» What Are the Spiritual Disciplines?

Dallas Willard, in The Spirit of the Disciplines, and Richard Foster, in Celebration
of Discipline, have compiled a list of spiritual disciplines and practices they believe
were modeled in the life of Christ. These disciplines are typically organized into
two categories: the disciplines of abstinence (or “letting go”) and the disciplines
of engagement.

Disciplines of letting go

These practices allow us to relinquish something in order to gain something new.
We abstain from “busy-ness” in ministry, family life, and work. We stop talking
for a while to hear from God. We give up buying another material possession to
experience God more fully. First Peter 2:11 warns us to “abstain from sinful
desires, which war against your soul.” Identify what is keeping you from experi-
encing greater strength and perspective. Do you talk too much? Are possessions
controlling you? Are you too worried about what others think? Choose disci-
plines that will help you become more dependent on God.

Solitude—Spending time alone to be with God. Find a quiet place to be alone
with God for a period of time. Use the Bible as a source of companionship with
God. Listen to Him. Remain alone and still.

Silence— Removing noisy distractions to hear from God. Find a quiet place
away from noise to hear from God. Write your thoughts and impressions as God
directs your heart. Silence can occur even in the midst of noise and distraction.
But you must focus your attention on your soul. This could mean talking less or
talking only when necessary. And it could mean turning off the radio and the TV.

Fasting—Skipping a meal(s) to find greater nourishment from God. Choose a
period of time to go without food. Drink water and, if necessary, take vitamin
supplements. Feel the pain of having an empty stomach and depend on God to
fill you with His grace.
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Frugality— Learning to live with less money and still meet your basic needs.
Before buying something new, choose to go without or pick a less expensive
alternative that will serve your basic needs. Live a simple, focused life.

Chastity— Voluntarily choosing to abstain from sexual pleasures for a time
(those pleasures that are deemed morally right in the bond of marriage) to find
higher fulfillment in God. Decide together as a couple to set aside time to go
without sexual pleasures in order to experience a deeper relationship with God
in prayer.

Secrecy—Avoiding self-promotion, practice serving God without others knowing.
Give in secret. Serve “behind the scenes” in a ministry that you are assured few
will know about.

Sacrifice—Giving of our resources beyond what seems reasonable to remind us of
our dependence on Christ. Choose to give your time or finances to God beyond
what you normally would.

Disciplines of engagement

Dallas Willard writes, “The disciplines of abstinence must be counter-balanced
and supplemented by disciplines of engagement (activity).” It’s choosing to par-
ticipate in activities that nurture our souls and strengthen us for the race ahead.

Study—Spending time reading the Scriptures and meditating on their meaning
and importance to our lives. Scripture is our source of spiritual strength. Choose
a time and a place to feed from it regularly.

Worship— Offering praise and adoration to God. His praise should continually
be on our lips and in our thoughts. Read psalms, hymns, or spiritual songs, or sing
to God daily using a praise tape. Keep praise ever before you as you think of
God’s activity and presence in your life.

Service— Choosing to be a humble servant as Christ was to His disciples when
He washed their feet. Consider opportunities in the church and community to
serve. Learn to do acts of kindness that otherwise might be overlooked (help

someone do yard work, clean a house, buy groceries, run an errand, et cetera).

Prayer—Talking to and listening to God about your relationship with Him and
about the concerns of others. Find time to pray to God without the distraction of
people or things. Combine your prayer time with meditation on the Scriptures in
order to focus on Christ.

Fellowship— Mutual caring and ministry in the body of Christ. Meet regularly
with other Christians to find ways to minister to others. Encourage one another.

Confession—Regularly confess your sins to the Lord and other trusted individuals.
As often as you are aware of sin in your life, confess it to the Lord and to those
you may have offended.

Submission—Humbling yourself before God and others while seeking account-
ability in relationships. Find faithful brothers or sisters in Christ who can lovingly
hold you accountable for your actions and growth in Christ.
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Becoming a Contagious
Christian

One of life’s great thrills is to clearly communicate the Gospel and watch lost
people become disciples of Christ. To become an effective communicator of the
Gospel and to understand your personal evangelism style, we recommend the
Becoming a Contagious Christian book and training course available through
Zondervan. It would even be a great idea to take your entire small group
through this course!

In order to better equip you to share your faith, we have included some of the
basic concepts from that course below. You might say this information serves as
preparation for using the Becoming a Contagious Christian material. You will
have the basic concept and outline to use as a way to share your faith.

» Effective Communication of the Gospel

Evangelism should be natural

Some people think you need the gift of evangelism to be an effective communicator
of the faith. But the Scriptures are clear. Paul encouraged Timothy and the mem-
bers of the church at Ephesus to “do the work of an evangelist” (2 Tim. 4:5).
Once you understand your style of evangelism, you will be more effective doing
the “work of an evangelist.”

Your style may vary from that of someone else, but the responsibility to share
our faith rests with each of us. Some people use a confrontational style, some
intellectual, some relational. But whatever your style, remember to be natural
and to be yourself. The Becoming a Contagious Christian material will help you
identify your style and use it effectively.

Evangelism is relational

Begin by developing friendships with people far from God. Most of us need to
develop relationships with people prior to sharing the Gospel with them.
Again, the Becoming a Contagious Christian material will provide you with ways
to develop authentic relationships with lost friends and acquaintences.

Evangelism must be verbal

Romans 10:14 asks the question, “How, then, can they call on the one they have
not believed in? And how can they believe in the one of whom they have not
heard? And how can they hear without someone preaching to them?” Ultimately,
we must share Christ in a conversation where the facts of the Christian Gospel
are communicated either through our personal testimony, reading of Scripture,
or some other method.
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Evangelism is team-oriented

All evangelism must include the step of bringing someone to seeker events and
gatherings. Churches must mobilize all of the resources at their disposal to create
attractive, targeted events for seekers. You need not share your faith alone. Use
the resources of your church to help people hear the Gospel in a variety of forms
and presentations.

As an example of a conversation with a seeker, we focus on Jesus Christ in John 4,
as He meets the Samaritan woman at the well. As you read through this passage,
certain principles become obvious. Though Christ shared the Gospel in different
ways with different people, this is a good, basic example of the components
involved in articulating the Christian faith.

» Characteristics of a Christ-Centered
Evangelistic Conversation: John 4

1. vv.1-8: Jesus is culturally relevant.

a. Speak their language. In that culture, water was an important topic of
discussion.

b. Find a felt need. This woman was lonely and ashamed of her past life.
2. vv. 9-10: Jesus causes curiosity on the part of the listener.

a. Ask good questions, listen, don’t just talk, get the other person thinking
and talking.

b. In a sense, Jesus asked, “What do you think living water is?” Don’t
always be the one talking. Seekers are “turned off” by teachers who have
all the answers; listen to them and give them an opportunity to talk about
their concerns.

3. vv. 11-12: Jesus creates interest by offering solutions to peoples’ deepest needs.

The issue is the person of Jesus Christ. But people are focused on their
needs (in this case, water). Jesus finds common ground in the area of need
(water) and builds a bridge. Bridge-building is key to the development of
any trusting relationship.

4. vv.13-15: Jesus offers to meet a person’s need.

Jesus turns the discussion toward Himself as the solution to our spiritual
problem (sin). But the woman wants the solution without seeing the real
problem—sin. She is still focused on her felt need.

5. vv. 16-18: Jesus’ conversation leads to a personal conviction of sin.

We lead a person to the cross. It is there they see their sin before a holy
God through the convicting work of the Holy Spirit. Jesus led this woman
to a point of confrontation with her sin. The sin question is often a sticking
point, but if trust and openness exist, the issue can be raised.
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6. vv. 19-26: Jesus desires people to become followers, not “religious” people.

a. They might ask, “Will I have to give up drinking?” Moral conduct follows
a changed heart. This woman at the well tried to talk “religion,” while
Jesus focused on the relationship between God and people.

b. The focus is on being a true worshiper of God—in a relationship with
Him, not following a set of rules.

c. When Jesus reveals himself as the true Messiah and Savior, the woman
follows Him (4:39 ff).

For a full discussion of this passage see Lee Strobel’s book Inside the Mind of
Unchurched Harry and Mary.

» Important Verses for Evangelism

God desires a personal relationship with you

“Then Jesus declared, ‘T am the bread of life. He who comes to me will never go
hungry, and he who believes in me will never be thirsty’” (John 6:35).

“Whoever believes in me, as the Scripture has said, streams of living water will
flow from within him” (John 7:38).

“The thief comes only to steal and kill and destroy; I have come that they may
have life, and have it to the full” (John 10:10).

Sin keeps us from a personal relationship with God
“For all have sinned and fall short of the glory of God” (Rom. 3:23).

“For the wages of sin is death, but the gift of God is eternal life in Christ Jesus
our Lord” (Rom. 6:23).

IN CHRIST JESUS
OUR LORD

FOR THE THE FREE GIFT
WAGES OF SIN OF GOD IS
IS DEATH ETERNAL LIFE
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You must receive Jesus Christ as your Forgiver
and Leader

“Yet to all who received him, to those who believed in his name, he gave the right
to become children of God” (John 1:12).

“If you confess with your mouth, ‘Jesus is Lord,” and believe in your heart that
God raised him from the dead, you will be saved” (Rom. 10:9).

“For it is by grace you have been saved, through faith—and this is not from your-
selves, it is the gift of God—not by works, so that no one can boast” (Eph. 2:8-9).

If you trust Christ personally, your eternity is secure

“And this is the testimony: God has given us eternal life, and this life is in his Son.
He who has the Son has life; he who does not have the Son of God does not have
life. I write these things to you who believe in the name of the Son of God so that
you may know that you have eternal life” (1 John 5:11-13).

The Prayer Life of a Leader

» An Outline for Prayer—ACTS

Effective leaders have vital prayer lives. Here are some guidelines to help you
become a more effective leader and person of prayer. We’ve found them to be
useful and powerful principles.

We’ll begin by giving you a basic outline for praying, then some principles for
prayer from Romans 8, and then some prerequisites for answered prayer.

A Adoration (Psalm 100)

Practical Suggestions:
1. Choose one of God’s attributes; praise Him for his character.

2. Paraphrase a psalm.

3. Pray back a psalm.

C Confession (1 John 1:9)

Practical Suggestion:
Take an inventory of yesterday. Is there anything there that displeases the Lord?
Make a list, then destroy it.
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T Thanksgiving (Luke 17:11-19; 1 Thess. 5:16-18)

Practical Suggestion:
List your blessings using the following categories:

1. Spiritual
2. Relational
3. Material
4

. Physical

S Supplication (Phil. 4:6-7; 1 John 5:14-15)

Practical Suggestion:
Categorize your needs under the following headings:

1. Major concerns
2. Relational

3. Physical/material
4. Spiritual

5. Character

Listen quietly—wait for the Spirit to lead and guide. (For more on this, see Bill
Hybels’ book, Too Busy Not to Pray).

» Four Principles of Prayer: Rom. 8:26-29

Romans 8:26-29 gives us some insights into prayer. As you read the passage and
meditate on it, you will find some of the principles listed below. God certainly
answers prayer, but not always in the way we expect. This information will help
you understand how God responds to prayer.

1. The Holy Spirit helps us to know what and how to pray (v. 26).
2. The Holy Spirit intercedes on our behalf (v. 26).

3. God hears our hearts more than the words in prayer (v. 27).

4

. Prayer is always answered (vs. 28—29), though not always according to our
agenda. Bill Hybels has coached many people about God’s four basic
responses to our prayers.

No— Your request is not in God’s will
OT: 2 Sam. 12:15-16,22-23
NT: Matt. 26:36-39
Slow—7Your request is not God’s will at this time
OT: Gen. 15:2-6;21:2
NT: John 11:3, 6, 14-15, 17, 4344
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Grow—Your motives are wrong
OT: Num. 14:26-45
NT: James 4:3
Go—Your request, timing, and spiritual condition are okay . .. Yes!
OT: 1 Kings 18:36-39 (cf., James 5:17-18)
NT: Acts 12:5-7, 1217

» Prerequisites for Answered Prayer

Though it is clear from Scripture that God always answers our prayers in some
manner (as we mentioned above) there are also some guidelines for effective
praying. Certain practices or attitudes can hinder your prayers and, in such cases,
God will not respond to them. The passages below help us understand that we
must be in a right relationship with God and with others in order for our prayers
to be effectively heard by God.

Harboring unconfessed sin will put a barrier between you and God (Ps. 66:18).
God hears the prayers of those who obey His commands (1 John 3:22-23).
God will not hear prayers that have wrong or selfish motives (James 4:3).

We are instructed to pray according to His will, not according to ours
(1 John 5:14-15).

When we pray, we are to ask in faith. Unbelief is a barrier to answered prayer
(Mark 11:22-24).

An ongoing abiding life in Christ (having regular fellowship with Him) will allow
your prayers to be heard. However, when fellowship is broken, so is commu-
nication with God (John 15:7).

Sometimes we don’t have answered prayers because we do not ask. We are to
pursue appropriate requests regularly and bring them to God (Luke 11:9).

Praying in the Spirit (that is, under the control of the Holy Spirit) is also a pre-
requisite. We must also persevere in our praying (Eph. 6:18).

If you do not forgive someone for wrongs that person has done to you, then God
says He will not forgive you. Restored and right relationships are essential
for open communication with God (Matthew 6:14-15;
Mark 11:25).

We are to pray with thankful hearts. Those of us who come before God without
a spirit of thankfulness will find our prayers are not heard (Phil. 4:6).
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“Reduced to its simplest
terms, to be filled with the
Spirit means that, through
voluntary surrender and
in response to appropri-
ating faith, the human
personality is filled, mas-
tered, controlled by the
Holy Spirit.”
J. Oswald Sanders
Spiritual Leadership

Leading Life-Changing Small Groups

O=m Key Points to Remember about Prayer

e Pray to God about everything (Phil. 4:6-7)
e Pray consistently (1 Thess. 5:17)

* Pray according to the name of Jesus—that is, the will of Jesus
(John 16:24)

e Pray with bold confidence (Heb. 4:16)

Spirit-led Leadership

A common characteristic of great leaders in the Scriptures is that their lives and
ministries were led by the Holy Spirit. In Ephesians 5:18-20 Paul says, “Do not
get drunk on wine, which leads to debauchery. Instead, be filled with the Spirit.
Speak to one another with psalms, hymns and spiritual songs among yourselves.
Sing and make music in your heart to the Lord ...” One who is intoxicated with
wine lives irresponsibly before God and others. By contrast, one who is filled
with the Holy Spirit leads a responsible, Christ-honoring life characterized by
authentic relationships with God and others.

How can you live a life in the Spirit? Or better said, how can you be continually
led by the Holy Spirit? As a leader, you must allow the Holy Spirit to have His
way in your life. This will empower your leadership and will result in your hav-
ing the fruit of the Spirit.

Remember, according to Jesus in John 16:5-135, the Spirit is your helper, your
guide, and your teacher for truth. Here are some ways to be sure that you are fol-
lowing in the way of the Holy Spirit:

» Keep in Step with the Spirit

This is the Bible’s way of saying “conduct your life in obedience to God” (Gal. 5:25).
Keeping in step with the Spirit means allowing Him to control you as you read
Scripture, pray, and hear the voice of God. By submitting your will to God’s will,
the Spirit can control more of your life and direct your path.

» Devote Yourself to the Word of God

Scripture is clear in this regard. Ephesians 5:17 says, “Therefore do not be fool-
ish, but understand what the Lord’s will is.” The Spirit of God uses the Word of
God to empower the people of God to do the works of God.
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» Set Your Mind on the Things
of the Spirit

Romans 8:6-9 tells us, “The mind of sinful man is death, but the mind controlled
by the Spirit is life and peace; the sinful mind is hostile to God. It does not submit
to God’s law, nor can it do so. Those controlled by the sinful nature cannot please
God. You, however, are controlled not by the sinful nature but by the Spirit, if
the Spirit of God lives in you. And if anyone does not have the Spirit of Christ, he
does not belong to Christ.” Since the Spirit of God already dwells in you, you
simply need to yield yourself to Him and allow Him to take control of your life.
Focusing on the things of the Spirit means paying attention to God-honoring
relationships, decisions, conversations, thoughts, and activities.

Galatians 5 explains that a life lived in the Spirit, with obedience to Christ’s
commands, will yield the fruit of the Spirit—love, joy, peace, patience, kindness,
goodness, faithfulness, gentleness, self-control (vv. 22-23). However, when we
are not yielded to the Spirit, we either quench the Spirit (1 Thess. 5:19) by ignoring
the Word of God, or we grieve the Spirit (Eph. 4:30) by bringing resentment and
anger to relationships. Sin always pours water on the fire of the Holy Spirit.
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By applying the principles we’ve just discussed, you can live a Spirit-filled life and allow God
to work through you to be an effective leader. To learn more about the work of the Spirit in
the life of the leader and in the life of other believers, bere are some passages you might want
to read. It would be great to work through some of these as a small group to encourage others
to live a life in the Spirit.

The baptism of the Holy Spirit (1 Cor. 12:13)

The indwelling ministry of the Holy Spirit (Rom. 8:11; 1 Cor. 3:16; 2 Tim. 1:14)

The filling ministry of the Holy Spirit (Acts 4:8; Acts 4:31; Eph. 5:18)

The convicting ministry of the Holy Spirit (John 16:7-11)

The regenerating ministry of the Holy Spirit (John 3:3-6; Titus 3:5-6)

The reassuring ministry of the Holy Spirit (1 Cor. 2:12-16; 1 John 4:13; 5:7)

The sanctifying ministry of the Holy Spirit (Rom. 8: 11-12; 2 Cor. 3:18; 2 Thess. 2:13)
The teaching ministry of the Holy Spirit (John 16:13; 1 Cor. 2:13)

The intercessory ministry of the Holy Spirit (Rom. 8:26)

The empowering ministry of the Holy Spirit (Luke 4:14, 18—-19; Acts 1:8; Rom. 15:13, 19)
The comforting/helping ministry of the Holy Spirit (John 14:16; 16:7; Acts 9:31)

The believer’s responsibility to be filled with the Holy Spirit (Gal. 5:16-26; Eph. 5:18)




Resources

Commonly Asked Questions
about Leadership

Do I need to have the spiritual gift of leadership to be an
effective small group leader?

No. The Bible refers to most church leaders as shepherds. Shepherding
gifts usually involve encouragement, exhortation, and the ability to
give guidance or direction. Also, some leaders who have the gift of
leadership would not be good small group leaders. Small group lead-
ership requires certain relational skills and a certain temperament.
Some leaders are gifted to have a “prophetic” type of leadership or
to lead large groups of people by casting vision and proclaiming truth.
Such leaders usually make average small group leaders. You should
be asking yourself questions about your desire to shepherd people,
your abilities to build relationships, your heart for people, and your
desire to develop skills that would enable you to lead a small group
of people.

What is the best way to make sure I am growing and challenged
as a leader?

Certainly, you must be regularly involved in prayer and in reading
Scripture. But a leader must also have relationships in which he or
she is held accountable for spiritual growth and maturity. These
relationships will develop in your small group, with other leaders in
your huddle, and with ministry leaders in your area of ministry. But
it is your responsibility to take the initiative and step toward creating
mutually encouraging relationships with people. A leader cannot
expect to sit back and wait for others to come and seek relationships.
Leaders must initiate them. That is part of being a leader.
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What if I don’t currently possess the many qualities listed
for competent spiritual leadership?

None of us possesses all of the qualities of Christian leadership in
their fullest sense; each of us is growing toward Christlikeness. It is
most important that you understand the areas in which you need to
grow and are working with your caregiver or ministry leaders on a
plan to help you grow in those areas. Remember, you’ll want to
grow in character and in competence—both are essential for
quality leadership.

Additional Resources

» Books
On Leadership:

Everyone’s a Coach by Don Shula and Ken Blanchard (Zondervan)
“Whether you are a CEO of a company, a Cub Scout leader, a supervi-
sor with four people reporting to you, or a parent, you have the
potential to help others become winners in life,” says co-author
and seasoned motivator Ken Blanchard. He and Shula share five
proven secrets anyone can use to become a great leader.

Leaders by Warren Bennis and Burt Nanus (Harper and Row)

Bennis and Nanus focus on managing yourself and the leader, creat-
ing vision, communicating your vision, developing trust, and
organizational management. It is a book that emphasizes strate-
gies for personal and organizational leadership.

Leadership is an Art by Max DePree (Doubleday)

DePree is a Christian in the marketplace. He was formerly CEO of
Herman Miller, Inc. Fortune magazine said his company was
one of the ten best managed in America. He brings great princi-
ples of leadership for personal growth and for application in the
marketplace.

The Making of a Leader by Robert Clinton (NavPress)

Probably the best current book on Christian leadership. Clinton
emphasizes the six stages of leadership development, and he
establishes checkpoints to clarify where you are in each stage of
the process. Also very helpful for maturing new leaders under
your care.
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Spiritual Leadership by J. Oswald Sanders (Moody)
Sanders writes that spiritual leadership is the blending of natural
and spiritual qualities. His book is a Christian classic. Though
a little dated, and written primarily to men, it is a thorough,
biblically principled book on Christian leadership.

Using the Bible in Groups by Roberta Hestenes (Westminster)
A classic on how to do group Bible study and discussion.

On Prayer:

Lord, Change Me! by Evelyn Christenson (Victor)
Prayer by Richard Foster (Harper SanFrancisco)
Power Through Prayer by E. M. Bounds (Moody)
Too Busy Not to Pray by Bill Hybels (InterVarsity)

On the Holy Spirit:
Flying Closer to the Flame by Charles Swindoll (Word)
Keep in Step with the Spirit by J. I. Packer (Revell)

On Evangelism:

Becoming a Contagious Christian by Bill Hybels and Mark Mittelberg
(Zondervan)

How to Give Away Your Faith by Paul Little (InterVarsity)
Out of the Saltshaker by Rebecca Pippert (InterVarsity)

On Spiritual Disciplines:

Celebration of Discipline by Richard Foster (Harper SanFrancisco)
The Life You've Always Wanted by John Ortberg (Zondervan)

The Spirit of the Disciplines by Dallas Willard (Harper SanFrancisco)
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Developing
Apprentice
Leaders

Now that you have a clear picture of the roles and responsibilities of a small group leader, it
is time to build your leadership team. In order to assure that “nobody stands alone” in
your church, more groups will be needed—and that means more leaders. You were given a
leadership baton to run with, and the time will come for you to pass it to another. That per-
son (or people) will be your apprentice. He or she will learn leadership lessons from you
and in practical on-the-job experiences in the small group.

Mutual leadership is a biblical pattern and a practical necessity. In this part you will discov-
er how to identify and develop your apprentice(s), giving him or her the skills and experi-
ences needed to move forward. You will learn to delegate significant responsibilities to the
person you are developing. And one day you will see the fruit of your labors as you watch
new leaders emerge from your group to shepherd others in the church. In this way you can

continue building a community to reach a community.
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Apprentice
Development

Identifying Apprentice
Leaders

» Why Do I Need an Apprentice Leader?

The vitality and effectiveness of any local church is directly related to the quality
of its leadership. The meta-church small group model emphasizes the ongoing
development of leaders in the body. It is the responsibility of the church to identify
and develop new leaders so that the mission of the Gospel can be accomplished
and so that people can be shepherded. Jesus modeled this with the twelve disciples,
and Paul exhorted Timothy to do the same (2 Tim. 2:2). We at Willow Creek are
firm believers in the Ephesians 4:12 concept of mobilizing and building up the
body of Christ so that each member can accomplish the ministry God has given
him or her. It is the duty and privilege of all small group leaders to train up a new
generation of leaders and to pass the baton effectively. The future hangs in the bal-
ance. So work together as a team—Ileaders, coaches, division leaders, ministry
directors—to continue to raise up new leaders for service in the kingdom.

Apprentice development uses the principle of multiplication. For
example, an effective evangelist who reaches 1,000 people a day
for Christ will win the world to Christ in 13,515 years. But a very
effective discipler who teaches or trains two people a year to reach
others for Christ has the potential to spread the message to the

world in 33 years. As we continue to multiply ourselves, we multi-

ply our ministry as well.
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» Who Finds Potential Apprentices?

Two-thirds of group leaders find their own apprentice leader. Approximately
one-third are found in cooperation with a coach, division leader, and others in
your area of ministry.

» How Do I Spot a Rising Apprentice
Leader?

A

. Look for group members who take the group seriously.

Consider those people who challenge your leadership. These may be potential
leaders who are frustrated because they have no opportunity to lead.

Look for gifted people whom you can recognize and affirm.
Pray regularly for new apprentices (Luke 6:12-16).
Look for people who embrace the small group vision.

Observe people in your ministry as they perform tasks or work with people.
Give them additional ministry opportunities and responsibilities to see if
perhaps they have some leadership potential.

Try to look for people who exhibit the following spiritual, emotional, and
social qualifications:

e Spiritual qualifications
Do they see God working in their life?

Are they self-feeders? (Do they consistently spend time nurturing their
own spiritual growth through time in God’s Word and in prayer?)

Are they eager to learn? (Do they actively participate in spiritual discus-
sions?)

Do they share the vision of small groups?
e Emotional qualifications
Are they secure enough to be vulnerable and honest with the group?

Are they emotionally stable? (Are they aware of their own strengths and
weaknesses and not subject to mood swings that affect the group dynamic.)

How do they respond to confrontation and character development?
Defensively? Responsively?

e Social qualifications

Do they openly participate without domi- God’s method for
nating? (If this is an issue, how did they accomplishing His
respond to confrontation on the issue?) .

plan is people—

Are they able to listen to others in a
caring way?

humble, Spirit-led

Are they able to facilitate discussion? people.
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» How Do I Overcome the Objections
of Potential Apprentices?

Typical objections to apprenticing include:

1.

“Tjust don’t have the time.” Remember, people make time for those things
they count as important. Share the importance of apprentice leadership in
the body of Christ. Cast a vision for the life change that can occur as they
rise to the occasion and accept the challenge of leading a group with you.

“I don’t have the gift of leadership.” Encourage people by reminding them
that leadership is mostly character. It takes time to develop character and
competency (skills). If you believe someone has the basic character qualities
of a potential leader, remind them that you will make sure they get the
appropriate training they need to be effective.

“I’m not the leadership type.” At this point you need to simply explore what
the person means by “leadership type.” Perhaps they have a definition of
leadership that is not biblical. Perhaps they view a leader as someone who is
in charge and in control, as opposed to someone who can facilitate life
change by caring for, shepherding, discipling, and loving others.

» How Do I Confirm That I Have the
Right Person as a Potential Apprentice?

1.
2.

Make sure they meet your coach.

Have them meet with your division leader or ministry director (staff
member).

. Make sure you check with others who have ministered with this person or

who know this person.

Confirm that they have a teachable spirit and are willing to learn.

» What If I Have Trouble Finding
an Apprentice?

Never neglect the role of spiritual warfare in recruiting apprentice leaders.
Remember, the Evil One is not pleased when we develop new leaders who can
impact the body of Christ and reach the world for Christ. Prayer is essential in
choosing your apprentice. Though coaches and other ministry leaders will help
function as quality control managers, the role of the Holy Spirit and prayer are
essential. Remember, apprentice formation is as important as the work of evan-
gelism because this person will go on someday to create group life and ultimately
reach more people.
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» What Information Does a Potential
Apprentice Need?

The basics

1. Help them understand the job description of a leader. Make sure to assure
them that they are not expected to fulfill the job description requirements to
the same degree as a leader would. Remember, they are a developing
(apprentice) leader.

2. Give them a clear picture of the time frame for apprentice development.
Apprentices require approximately 12—-18 months before leading a small
group on their own. However, this varies depending on the needs of a given
ministry and the maturity of the apprentice.

3. Explain that adequate training and resources are available for their growth
and encouragement.

4. Make sure they understand clearly the vision and values of the small group
ministry. They should attend the required training events of the church. And,
if they are not yet affirmed as participating members, they should do so
immediately with their coach/leader.

» If I Become an Apprentice,
What Can I Expect?

For a clearer picture of the pathway from apprentice to leader, carefully read the
information below. The journey from apprentice to leader is one of the most
exciting and challenging experiences in the body of Christ. In your development
as an apprentice, you will need to pay attention to certain rules of the road,
rights of passage, and responsibilities that are expected of you.

Rules of the road (qualifications)

Small group leadership is essentially the combination of character and skills.

Character Skills
Must be developed Can be provided
Takes time Take practice and time

Can disqualify you from leadership Can delay you from leadership

Involves your relationship to Involve your relationship to a task
God/others

Is an inward measure Are an outward measure

Is tested in adversity, but developed Are practiced in quiet times but tested

in the quiet in adversity



Apprentice Development

Biblical guidelines for character and skills

Baseline Character Baseline Skills

Mark 10:35-45 (servanthood) 1 Tim. 3:1-7 (able to teach and manage
responsibilities)

John 13:34-35 (love) Titus 1:9 (able to stand up for sound doctrine)

1 Tim. 3:1-7 (integrity) Rom. 12:8 (lead with diligence)

Gal. 5:22-23 (fruit-bearing) 1 Peter 5:1-4 (shepherd with eagerness)

You are not expected to have developed all of these character traits by the time
you become a small group leader. However, make it your aim to develop them as
you mature in Christ.

(At Willow Creek, we use our Participating Membership curriculum and process
to assess baseline character and readiness to lead.)

The rites of passage (stages of apprentice development)

The three stages of apprentice development mirror the stages of early life. We’ve
called the steps dependence, independence, and interdependence, and they mirror
the states of infancy, adolescence, and adulthood. As an apprentice, you may
experience it this way:

1. Dependence (infancy)

You explore leadership

You learn all you can

You become an observer

You rely on the leader

You develop a servant’s heart

You exhibit strong dependence on the group
2. Independence (adolescence)

You feel you can lead better than the leader can

You think you don’t need the group

You think you don’t need the leader

You are learning the leader’s role

Warning: Though this is a normal stage in development, it is also the most
dangerous, for this is the time you think you are better than your leader and
that you can easily lead the group. This feeling should be an indication that
you’re ready to take more responsibility for the group and share more
directly in the leadership of it. Your goal is not to stay in this stage of inde-
pendence. In Christ, we are to become mutually dependent on one another.
You must seek to move toward the third stage—interdependence.
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3. Interdependence (adulthood)
You have earned the respect of the group
You respect the group
You need the group to affirm your leadership
The group needs you
You work as a team with your leader
You share ownership with your leader
You have combined the servant’s heart with the leader’s role

Note: Just at this time you may be preparing to birth. Don’t be surprised if
feelings of ambivalence, uncertainty, fear, and inadequacy arise. This is normal
and healthy. As a matter of fact, these feelings will give you the kind of humility
you need to become a leader. That they come is an indication to you that you
are ready to birth and ready to be challenged in your spiritual growth.

The Four Responsibilities
of an Apprentice Leader

1. Love. Love and support your leader and your group, doing all you can to be
an example of the love of Christ for your people. Take an active role in loving
and caring for them. Work with your leader to share the span of care.

2. Learn. Learn from what your leader does and from what your leader does
not do. Talk with your leader and debrief each meeting, discussing the pros
and cons of the process. At this point, leadership is both caught and taught.
Also, take advantage of skill training as it is offered or recommended.

3. Lead. Ask your leader to give you experience leading the group in various
ways. Begin by leading the prayer time or one or two discussion questions.
Over time, work to take more ownership and leadership in the group. You
become a better leader by practicing leadership skills in a “live” setting.
Now is the best time to do that. You should be leading 12—18 months after
you first become an apprentice. Take advantage of this time to grow and
master a variety of skills.

4. Look. Throughout your ministry as an apprentice you ought to be looking
for an apprentice as well. Ask yourself questions like:

e  Who looks like they might have leadership potential?
e Who has a servant’s heart?
e Who is willing to learn?

e With whom do I spend time at church that is not involved in the small
group system?
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Developing
an Apprentice Leader

» As an Apprentice or Leader, I Need to
Develop an Apprentice Leader—Any Tips?

1. Work through this book with your apprentice. Select various sections, and
discuss how you can apply the principles and information to your group.

2. Continue to model small group leadership to your apprentice. Your example
is probably the only example of small group leadership that most apprentices
have ever seen.

3. Allow your apprentice to lead. Continue to delegate areas of responsibility
to your apprentice.

4. Take turns with your apprentice regularly evaluating one another. When your
apprentice leads a portion of the meeting, make sure you provide him or her
with feedback. But also allow your apprentice to do the same for you. Create
a list of questions or areas on which to evaluate one another.

5. Pray regularly with your apprentice for his or her personal needs and min-
istry development.

6. Help your apprentice determine what types of skill training would best fit in
this stage of development. Work with your coach to direct your apprentice
to the right training classes or training opportunities.

7. Bring your apprentice with you whenever you are involved in ministry. If
you are going to visit someone who is sick, bring your apprentice. If you are
planning to attend a huddle meeting, make sure your apprentice comes with
you. Remember to involve your apprentice in meetings with your coach.
When your coach visits your group, make sure the coach spends time with
your apprentice.

8. Help your apprentice find a new apprentice. Remember, you can never have
too many apprentices and, in order to birth, each of you will need to identify
a new apprentice leader.

9. Consider using the “Apprenticeship Planner” that follows. This will help
you think through how you will work with your apprentice in each month.
As you can see, the planner is broken down into four main sections: (1) the
apprentice’s involvement in meetings, (2) their work with members, (3) per-
sonal development, and (4) long-term planning and goals. Sit down each
month with your apprentice
and work through a planner

like this. Remember, above all things. ..

10. Walk them through the process “Be shepherds of God’s flock that is under your care, serving as overseers—
of becoming a participating not because you must, but because you are willing, as God wants you to be;
member of the church. not greedy for money, but eager to serve; not lording it over those entrusted

to you, but being examples to the flock™ (1 Peter 5:2-3).
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Apprenticeship Planner

Month

Meetings

Members

Personal Development

Long-Term Planning




73

Resources

Commonly Asked Questions
about Apprentice Leadership

What if my apprentice decides not to be an apprentice anymore?

This does happen from time to time. It’s best to contact your coach
and determine a strategy. You will probably need to find a new
apprentice. Ask ministry leaders for help in identifying candidates.
Remember to appropriately process the resignation of your appren-
tice with your group. Sometimes a member can feel shamed or inad-
equate because they no longer want to be an apprentice. Let them
know that you support them and will encourage them to grow in
Christ. Help the group understand that it is God who ultimately
makes these decisions and moves in the hearts of men and women.

How many apprentices should I have in a group?

Basically, you can have as many as you’d like. Some groups are filled
entirely with apprentices. We call these “turbo groups.” They usually
last about six months, at which time they give birth and each appren-
tice goes on to lead a small group. It is best in most groups to have at
least two apprentices. This allows for unforeseen circumstances (such
as job transfers, apprentices who decide to step down, or appren-
tices that encounter great family difficulties or crises and must put
their leadership development process on hold). In essence, you can
never have too many rising leaders in your group.
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If I am an apprentice and my leader isn’t giving me any leadership
opportunities, what should I do?

First, speak directly with your leader. Be loving, but be direct. Let
your leader know you are anxious to develop some leadership skills.
Ask if you can lead a particular part of a meeting. Ask if you can
accompany your leader on any ministry trips they take (such as a
hospital visit or interview). If the leader does not respond over time,
it would be helpful to contact your coach.

What if the apprentice becomes a more capable leader of the group
than the original leader?

From time to time this circumstance arises. Sometimes a leader
chooses an apprentice who is actually quite gifted at being a small
group leader. It is best to work this situation out with your coach,
who can recommend any number of solutions, including subgroup-
ing, birthing more quickly, or forming two new groups and seeking
new apprentices for each. In any case, it’s best to resolve this with
your coach and ministry leaders. It just may mean that you are gifted
at identifying and developing great leaders!

Additional Resources

» Books

Biblical Foundations for Small Group Ministry by Gareth Icenogle

(InterVarsity)

Icenogle has developed a sound and inspiring theology of small
groups, tracing Jesus’ ministry with the twelve disciples. A great
book for leaders who need a firm biblical understanding of
groups and leadership development.

The Coming Church Revolution by Carl George (Revell)
This book outlines a strategy for developing leaders in the church.

Connecting by J. Robert Clinton and Paul D. Stanley (NavPress)
This book focuses on various kinds of mentoring relationships and
how to develop them.
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Group Life

Once you have a clear vision for group ministry and what it takes to be a leader and
develop an apprentice, you can begin to focus on group life. In this part we help you under-
stand what makes a group a community. We begin with common values that shape the
group and how people will relate to each other in community. Then we describe group for-
mation—how to create and cast a vision for your group, the major components of group
life, communication, the life stages through which you will pass, and how to design a
covenant that seals your commitment to one another.

Group life—in meetings and between them—is what people are searching for. They want to
be understood, cared for, and developed. For this to become a reality, leaders need to create
a group environment that will meet these needs and move members toward Christlikeness.
Getting this part right will lay the groundwork for conducting life-changing group meetings

that achieve the goals and purposes God has for your small group.
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Group Values

Key Small Group Values

All groups operate according to certain values and expectations. Often these go
unspoken or unwritten. In order to foster open communication and clarity about
the purpose and values of the group, it is important to get your core values in
writing. Below you find values that are key for small group relationships. This is
only a sample set of values. You and your group should create your own list with
the kinds of values central to your group. Again, consider your ministry when
deciding on the right approach for your group. The important thing is that your
members are committed to growing in interpersonal relationships and maturity
in Christ.

1. Affirmation. It is important to create an atmosphere where group members
affirm and encourage one another, build each other up in Christ, and help
each other grow.

2. Availability. Group members and their resources should be available to each
other. People’s time, attention, insight, as well as material resources, must be
made available to each other in order to meet needs and serve one another.

3. Prayer. Prayer is valued in group life. The group comes together before God
to praise, ask, confess, and thank Him for all He has done. Prayer encour-
ages group members to be humble, knowing that all comes from God. In
prayer, they also feel valued and come to understand their own worth. As
you see God move to answer the prayer concerns of your members, the whole
group will be very encouraged.

4. Openness. Openness in the relationships within the group promotes honesty
and an ease of sharing feelings, struggles, joys, and hurts. Reaching the goal
of authentic relationships begins with being open with each other and by
opening the group to new members.

5. Honesty. The desire to be honest with each other is critical to authentic rela-
tionships. In order for trust to be built among the group members, they must
speak the truth in love, so that “we will in all things grow up into him who is
the Head, that is, Christ” (Eph. 4:15).

7

“In order to see I have to
be willing to be seen. If
a man takes off his sun-
glasses I can bear him
better.”

Hugh Pratter
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6. Safety. Honest, open relationships must be guarded with an agreement of
safety—that what is said in the group will remain confidential, that opinions
will be respected and differences will be allowed.

7. Confidentiality. As part of the concept of safety, confidentiality promotes
openness by promising that whatever is shared within the confines of the
group will not be repeated elsewhere.

8. Sensitivity. A commitment to sensitivity to the needs, feelings, backgrounds,
and current situations of other group members will help build relationships
in the group.

9. Accountability. In authentic relationships, accountability is voluntary sub-
mission to another group member(s) for support, encouragement, and help
in a particular area of your life, giving them some responsibility for assisting
you in that area.

10. Evangelism. As a group, evangelism is being committed to expanding the
community of believers through such things as sharing your faith, using the
“open chair” to invite people into the group, or other types of outreach.

11. Multiplication. Having your group grow and eventually birth a new group
enables the group to carry out the vision of seeing more people connected in
Christian community, growing in their relationship with Christ.

O=m Key Small Group Values

Affirmation Confidentiality
Availability Sensitivity
Prayer Accountability
Openness Evangelism
Honesty Multiplication

Safety
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Casting a Vision for
Your Group

A vision is inspiring. It is a picture of a preferred future—what you want to
become. A vision should be compelling and something around which your group
can rally. For example, a vision statement for a group might be something like
this:

To become a Christlike community of faith that is growing spiritually through
study of the Word, growing relationally through mutual service and caring,
growing emotionally through honest and vulnerable communication, and growing
numerically by adding two people to our group this year.

» A Vision Statement Must Be:

1. Concise. It takes work to get a vision statement that can be stated in a sentence
or two. But this also forces a group to choose very specific words to define the
vision. Long, drawn out vision statements are hard to remember and difficult
to communicate.

2. Clear. Make sure your vision has clarity and is easily understood. For
example, in the vision statement above, it is clear that the group wants to
grow personally and in numbers as a group.

3. Consistent. Is the vision consistent with the overall mission of the church?
Your vision statement for your group should somehow relate directly to the
purpose of the church.

4. Compelling. Is your vision statement something you can sink your teeth
into? Is it something worth rallying around? Does it reflect the passion of
the group?
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“Vision for ministry is a
reflection of what God
wants to accomplish
through you to build His
kingdom.”
George Barna
The Power of Vision
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5. Easily communicated. Can the members of your group communicate the

vision? The vision should be worded in such a way that the phrases or words
are easily spoken and remembered. The vision statement above is organized
around the concepts of spiritual growth, interpersonal growth, emotional
growth and maturity, and numerical growth.

. Collaborative. Was the vision statement developed in collaboration with the

group? It is key that you work with your group members (or at least the regular
attenders in some ministries) to develop a vision statement that reflects the
values of the group as a whole. The more that people own the vision, the more
they will make a commitment to it. Remember, the Scripture says, “Without
vision, the people will perish.” Without a vision, the people in your group
will wander aimlessly and sense a lack of purpose.

Developing Objectives
for Your Group

Planning for Life Change  pae.

Leader:

We Want Our GTOMP to Be ... Describe a picture of what you want your group to

look like in four to six montbs. Jot down action steps
and target dates for completing those steps.

Matum'ng Specifically, in months, we would like to see our group ...
Spiritually
As a leader, I will take these steps:
By the following date:
Growing Specifically, in months, we would like to see our group ...
Relationally

As a leader, I will take these steps:

By the following date:
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Planning for Life Change (continued)

We Want Our Group to Be ... Describe a picture of what you want your group to
look like in four to six months. Jot down action steps
and target dates for completing those steps.

months, we would like to see our group ...

Fosterin g Specifically, in

Safety

As a leader, I will take these steps:

By the following date:

months, we would like to see our group ...

Generatin g Specifically, in
Excitement

As a leader, I will take these steps:

By the following date:

months, we would like to see our group ...

Welcomin g Specifically, in
Outsiders

As a leader, I will take these steps:

By the following date:

months, we would like to see our group ...

Preparin g Specifically, in
to Birth

As a leader, I will take these steps:

By the following date:
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Essential Components
of Group Life

Though there are many different kinds of groups, all groups share some common
components and group processes.

There are six essentials that every group should strive to embrace. Whether you
are leading a task group, a children’s group, a home group for adults, or a sup-
port group, these components frame the context for your small group experi-
ence. Groups may emphasize some of these six components more than others,
depending on the focus of the group. But all six should be present in the life of a
small group.

1. Pursue spiritual transformation. When the truth of Scripture meets the lives
of group members, the opportunity for transformation exists. Some groups
focus only on doctrinal truth and Bible study, while others primarily share
needs and concerns. Groups seeking to be transformed into the image of
Christ must read, study, and speak the truth and apply it to life. Such groups
ask, “How will we change or respond to the truth that has been studied and
discussed?” Don’t settle for gaining information—pursue transformation.
Allow the Holy Spirit to work the truth into your heart to produce lasting
change and growth.

2. Practice intentional shepherding. “Do we concentrate on care-giving or dis-
cipleship?” The answer is “Both!” Groups that help one another grow while
also providing care for people in need will rarely have attendance problems.
When we care for one another we declare that the church is a family. When
we disciple one another for ministry and growth, we are equipping soldiers
for the battle. Every leader must face the tension of how much effort to place
on caring for people and how much time developing them. Intentional shep-
herding occurs when leaders encourage group members to consistently prac-
tice both. The Scripture says, “Encourage one another and build each other
up” (1 Thess. 5:11).

3. Build authentic relationships. Groups often struggle to define their
relational purpose. “Do we concentrate on building friendships or do we
focus on accountability?” The answer is “Yes!” It is both. We all want
friends—people to laugh and cry with, people to socialize with, people to
simply “hang out” with. But friendship without accountability produces
little spiritual growth. Good friends really care about us, challenge our
thinking, and remind us to maintain our commitments. A great example of
this dynamic is found between Jonathan and David (1 Sam. 20) and between
Jesus and His disciples (John 15:9-17).

4. Encourage healthy conflict. No one enjoys conflict. In fact, most of us will
do anything to avoid it, hoping the problem will go away. The real question
is, “How do we deal with relational problems without destroying the com-
munity we are trying to build?” Some people consistently respond with
kindness when there is a relational breakdown. They hope that treating the
offender nicely—and never pointing out the offense or pattern of sin—will
somehow erase the problem. Others prefer head-to-head confrontation,
eagerly pointing out someone’s error and demanding repentance and contri-
tion. Kindness and confrontation, when working together, promotes recon-
ciliation and creates an environment for facing difficult issues with truth and
grace (Eph. 4:25-32).
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5. Perform loving service. Humility and spiritual growth are fostered when you
serve others. Groups that serve together tend to form stronger bonds of
community than those who merely meet for Bible study and prayer. Some-
thing amazing happens when groups serve together in loving relationships.
Community is developed and the task is accomplished. Task-focused groups
will need to emphasize community-building and home groups will need to
identify ways to serve those outside the group or outside the church.

6. Accomplish a divine purpose. God has called us to love one another (John
13:35) and to reach out to a lost world (Matt. 28:18-20), which requires a
group to create intimacy while practicing openness. Remember that there
are still many in your church and outside its walls that need a loving commu-
nity. If we hoard what we have, or fail to love one another as brothers and
sisters, we fail to achieve what God has commanded.

When small groups seek to weave all six of these components into the fabric of
the community experience, God seems to pour out His love and blessing upon
everyone. It is an amazing thing to watch.

Communication
in a Small Group

Communication is essential to developing healthy relationships, healthy families,
and healthy churches. Communication is also essential in small groups. Without
proper communication with God and with others, your group will become stag-
nant and superficial. The following four channels of communication (adapted
from Ralph Neighbor) characterize a healthy small group.

1. God to group. People want to hear from God. They seek His will and desire
to hear His voice. Take time in your group to be silent and to read the Scrip-
tures. Listen as the Holy Spirit works through the Word of God to convict
you and challenge you. Listen for the still, small voice of the Lord as He
communicates His purpose for your group or for a particular meeting
through the Spirit, through others, and through His word.

2. Group to God. We not only hear from God, we respond to Him. A response
can take the form of a prayer, a praise, a reading of Scripture back to God, a
song, or a quiet devotion that expresses feelings to God.

3. Group member to group member. Vulnerable, authentic, truthful communi-
cation among group members will enable your group to become a powerful
vehicle for life change. Groups grow when members express feelings, words
of encouragement, or hurts to one another. Remember, Jesus said, “You will
know the truth, and the truth will set you free” (John 8:32). Groups charac-
terized by truth-telling are groups that experience freedom in Christ. When
members speak loving, caring truths to one another, groups avoid becoming
superficial and pretentious.
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4. Group to world. It is our responsibility as believers to take the message of
Christianity to a lost and dying world. As groups, we proclaim the truth as
we have opportunity to speak with unchurched people. We proclaim the
truth both verbally and through our deeds. Reflect on how your group will
take action to take the message of Christianity to your community and to

the world.

Stages of Group Life

Groups, like all living organisms, move through stages of development. This
chart will help you prepare for each stage. Often leaders take the blame for
changes in group dynamics that are, in reality, simply the result of a shift in
development of the group cycle. Use this chart to take a “snapshot” of your
group, and to plan a strategy for moving productively through each stage. (This
chart is adapted from the Small Group Leader’s Handbook by InterVarsity).

Helping Group Members Process Growing Pains

Confrontive

Stage Formation Exploration Transition Action Birthing Termination
# Mectings 4-6 6-10 4-8 1224 4-8 2-6
Per Stage
How will we do this?
Are we really open What can we Did we grow?
, Who is in DoIfit here? with each other? . Will we survive? Ve Brows
Member’s . s accomplish . What did we learn?
. the group? How is our group Will this group How will I
Questions - . o together? WillTjoin
Do I like my group? doing? accomplish its . we change? 5
S Will we take another group?
mission? .
the risk?
Grief
X Excitement Comfortable Tegse Eager Enthusiasm Respect.ful
Member’s A Anxious Open Reflective
. Anticipation Relaxed . Loss
Feelings Impatient Vulnerable o Thankful
Awkwardness Open . Anticipation
Doubtful Supportive Sad
Fear
Express feelings Express concerns Show love
Member’s Gather information | Give information | Provide feedback Use my gifts Accept reality Express thanks
Role about others Accept others Express frustration | Take ownership Discuss changes Affirm
Accept challenges Give blessing relationships
’ Caring Affirmation Confront Challenge Listen actively Review
Leader’s Feedback Affirm Acknowledge
Clear Encourage . . Reflect
Response Acceptin Warmth Challenge Guide feelings Respond
pung Modeling 8 Release Affirm members P
. Generate trust Provide Provide service Cast vision
Communicate . . opportunities . Celebrate
, L Discuss values self-disclosure . Pray for birth . ;
Leader’s vision e . Clarify goals Give Gifts
. Facilitate Re-examine . : Create sub-groups .
Role Promote sharing . . Begin seeking . . Communion
relationships covenant . Communicate with .
Define goals ; 2nd apprentice . Bring closure
Create covenant Be flexible apprentice
Celebrate results
Events Topics Personal Fhoughts Group relationships Peop 164 Relationships
Content of . People Feelings Leadership
. Topics Tasks - People
Communication Facts Group Values God’s work Vision God’s blessines
God’s nature God’s plan God’s desires &
. Speculative
. .. Assertive . . .
Responsive Descriptive . Cooperative Interactive Reflective
Style of ; Argumentative . . .
N General Social L Interactive Confrontive Understanding
Communication . Directive . .
Brief Explanatory One-way Two-way Expressive Affirming
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Small Group Covenants

Covenants are expressions of group values, expectations, or behaviors for which
we hold ourselves mutually accountable. We enter into covenant relationships
based on commitment and mutual acceptance. Covenants are based on love and
loyalty, and are only valid if all parties seek to fulfill the covenant obligations. In
some cases, one party may choose to keep a covenant despite the unfaithfulness
of the other party (as God often did with Israel). Thus, covenants are binding
agreements that can create trust and build community. Not all groups create a
written covenant, but most groups have at least unwritten values or expectations
that are understood by the group. When you develop a written covenant (consult
your ministry leadership regarding this), use the following guidelines to help you
in the process.

o=m Keys to Forming Covenants

1. The values around which a group makes a covenant must be generated
by the group, not imposed by the leader.

2. Group covenants should always be in the form of “we” statements.
But they must be affirmed by each individual.

3. Covenants must be reaffirmed on a periodic basis so that members
remember their commitment to one another.

4. Covenants should be created around logistics and values that support
group goals and purposes.

Logistics Values

e where and when we will meet e open chair

* how often we will meet ® accountability
® who is responsible for leading ® openness

e who will handle refreshments e confidentiality
* attendance expectations ® acceptance

5. Covenants must be formed over time through a process that involves
everyone. For an example of how that process might look, we have
included a sample.
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» A Process for Making Covenants That
Create Community

Meeting #1—Hand out a 3 x 5 card and ask group members to write two or
three values/behaviors they expect from others in the group.

Meeting #2—The leader compiles a list of values from the last meeting and puts
them all on a sheet of paper. Ask the group to break out into subgroups of two to
three people and rank the values, identifying the top five.

Meeting #3—The leader presents the top values compiled from the previous
week and presents a final list of the top five to seven values. (You really don’t
want more than five to seven. Most groups can’t remember more than that, so
try to focus on the key ones.)

Have each subgroup write a statement for one or two of the values, present it to
the group for clarification, and then present it again in final form. This may take
two or three meetings, but it will be worth it.

Meeting #4—The leader hands out the final list of values with a two- or three-
sentence explanation of each. Every member signs the covenant, agreeing to
operate by these values.This entire process can take two to three meetings, or
you can spread it out over more meetings as the group desires.

Note: A sample covenant is shown on the next page. Feel free to copy it and use it
as a framework to develop your own.
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Sample Small Group Covenant

Leader Apprentice(s)

1. The purpose(s) of our groupisto...

2. We will meet for weeks, after which we will evaluate our direction.

O8]

. We will gather from to , and we will arrive on time so
we can start and end on time.

We will gather at (place).

We will connect with Christ and one another by ... .
We will develop and grow by ...
We will serve the church and the world by . ..

® N & oA

We will agree to the following primary values for our group:

Participation: Everyone is given the right to their own opinion, and “dumb ques-
tions” are encouraged and respected.

Confidentiality: Anything of a personal nature that is said in the meeting is never
repeated outside the meeting.

Open chair: The group stays open to new people as long as they commit to the
covenant. The process for filling the open chair in our group will be . ..

Group birthing: At the appropriate time, this group will begin the birthing
process by ...

Apprentice leader(s): We will strive to identify and develop the apprentices in our
group by ...

Other:

9. We will seek to share some or all of the following roles and responsibilities:
leader, apprentice(s), subgroup leaders, host/hostess, prayer coordinator,
event planner, administrator, service project coordinator, et cetera.

/
/

(please sign and give a copy to your coach or director)
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Commonly Asked Questions
about Group Life

What if the values of members in our group differ from mine
as the leader?

In order to develop a close-knit or cohesive group, people must learn
to compromise. It is important for you, as a leader, not to impose your
agenda upon the group. It is better to agree on a few shared values
and generate trust in the group than to impose a broader set of values
and offend members of the group. Certainly, there are at least two or
three core values everyone can agree upon. Begin with those, and you
will begin to create trust. Once trust is established, you can begin to
encourage the group to consider other values as you cast the vision
for the direction of the group.

My group seems to bounce back and forth between different stages.
Is that normal?

The chart that discusses the stages of group life is simply there to
give you a feel for the kinds of activities and actions that take place
within each stage. Actually, it is very normal for groups to move
back and forth through various stages or even to cycle through the
entire list of stages more than once. As groups move to deeper levels
of maturity and action, they tend to repeat the stages of exploration,
transition, and action. Talk with your coach to determine useful
ways to work with your group through each stage.
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Additional Resources

The Big Book on Small Groups by Jeffrey Arnold (InterVarsity)
This book provides a very good basic overview of small groups.

Community That is Christian by Julie Gorman (Victor)

This is an exhaustive and comprehensive study of small groups. It is
recommended for the serious student of small group life who
wants to dig further beyond the basics of small group leading
and small group structure.

How to Lead Small Groups by Neil McBride (NavPress)
Chapters 3,4, and 5 are quite helpful for leaders who are seeking to
better understand how groups form and grow through various
stages of development.

Life Together by Dietrich Bonhoeffer (HarperCollins)
A must-read for anyone who is serious about the call to Christian
community.

Small Group Leaders Handbook (InterVarsity)
This book is written by a small group and is helpful for articulating
the stages of small group life and for providing some ideas and
activities for how to run your group.

Transitions by William Bridges (Addison Wesley)
This is a secular book that addresses the issue of personal transitions
and life stages. The principles discussed in the book can also be
applied to organizations or groups.
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Conducting
Meetings

Small group meetings can be exciting or frustrating—often at the same time! When you
consider all the personalities and dynamics represented in a group, the possibilities are end-
less. Whether you experience chaos or community may depend on any number of factors,
some of which you cannot control. But there are many things you can do to invite the pow-
erful work of the Holy Spirit among your people in a meeting.

In this part we will help you prepare for a meeting and understand the various group
dynamics that are present. There are a number of skills you’ll need for leading a group
effectively throughout its duration. But don’t be overwhelmed. You don’t have to master
them all right away. We have also included some materials to help you put these leadership
skills into practice. And, finally, we have some tools you can use to evaluate your group
and your leadership, providing you with the feedback you need along the way. So get ready
to turn small group meetings into exciting moments where you witness Christ at work,
building His church.
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Meeting Preparation

As a leader, some focused, hard work on meeting preparation and planning will
make your group much more effective and successful. Preparation accomplishes
three things:

e Communicates to members that you have a sense of direction and
leadership.

¢ Gives the group confidence in your overall leadership.

e Allows you to alter the course of a meeting (if necessary) because you
are able to make choices regarding what issues you will cover during
the meeting.

» Setting the Stage for an Effective
Meeting

1. Carefully think through the Meeting Planner worksheet (described below).
2. Make sure everyone knows where and when the meeting takes place.
3. If you have a host or hostess contact him or her about details for the meeting.
A host or hostess should:
e Create a warm, caring atmosphere
e Make sure refreshments, seating, et cetera, have been accounted for

e Greet people as they enter the room
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» Meeting Planner and
Meeting Preparation Checklist

On the following pages you will find two tools that will help you structure your
next meeting. The first tool is the Meeting Planner.

The Meeting Planner takes you through a process of thinking through the overall
purpose of your group.

The Meeting Preparation Checklist uses the acronym P.L.A.N., which stands for
¢ Point
e Logistics
e Activities
® Needs

Once you have used the Meeting Preparation Checklist a few times, you will be able
to plan a meeting as you think through P.L.A.N. in your head. The Preparation
Checklist is fairly self-explanatory. If you have further questions on how to use it
or how it applies to your particular kind of group or ministry, consult your coach
or ministry leaders.

Meeting Planner

Leader: Meeting Date:

Agenda

Start Finish Item Who




Preparation

Meeting Planner (continued)

Desired Qutcome

I want my group members to KNOW... I want my group members to FEEL ...

I want my group members to DO ... I want my group members to PLAN ...
Post-Meeting Summary Attendance:

AGENDA PERSONAL STORIES
What worked well? Things we celebrated:

What was weak? Concerns:
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Meeting Planner

Leader: Bob and Mary Smith Meeting Date: April 20
Agenda
Start Finish  Item Who
7:00 | [ 7:15 Ice Breaker Bob
7:15 7:20 Pray For Mtg. Sue (apprentice)
7:20 8:10 | study & Discussion Mary
8:10 | [ 8:25 |  petponow Bob
8:25 | | 8:35 PIaPnrfjeer'chice Joe (apprentice)
8:35 8:45 | open Chair Ideas All
8:45 | | 9:00 | _Refreshments Petersons

Notes:
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Meeting Planner (continued)

Desired OQutcome

I want my group members to KNOW...

The Spiritual Gifts
List in Romans 12,
1Cor.12,Eph. 4

I want my group members to FEEL ...

Prized by God
and Each Other for
Their Uniqueness

The Gift Assessment
in the Network
Handbook

I want my group members to DO ...

Post-Meeting Summary

AGENDA

How They Expect
to Begin Using
Their Gifts

I want my group members to PLAN ...

Attendance: L

PERSONAL STORIES

What worked well?

The Gift Focus—
the Group was really
ready for thisl!

Things we celebrated:

Sheila's new role in our
High School Ministry

What was weak?

The Icebreaker—
too light for this
group's stage

Concerns:

Ken & Rita seemed
pre-occupied —
make appt. for a lunch
with them

e
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Meeting Preparation Checklist—P.L.A.N.

P — Point What will the meeting accomplish?
D Write out KNOW, FEEL, DO, PLAN statements

D Werite out the meeting agenda on meeting planner

= oo

— Logistics Is the setting for the meeting prepared?
Seating

Distractions eliminated (phones, noise, people)

Open chair in place

Temperature

Lighting

Refreshments

Background music during arrival

Childcare arrangements

Location of future meeting(s) set

— Activities What will happen during the meeting?
Come up with ice breaker/group mixer
Special skill training
Group prayer
Game/social activity (make sure you have any materials needed)
Develop an agenda
Bible discussion time

Announcements to be made

— Needs What’s bappening in group members’ lives?
Unresolved problems between members
Financial needs
Tough decision to make
Health concerns

Family issues

oldddd0z Oodddo0o00D » o0l ddooood
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Choosing and Using
the Right Curriculum

Choosing a curriculum can be an overwhelming task considering the number of
options now found in bookstores. The Choosing a Curriculum flowchart on the
next page was designed to help you sift through the myriad of materials to find
something your group needs.

» A Few Tips About Curriculum

1.

Curriculum should never “drive” a group. It is a mistake to forfeit opportu-
nities for extended prayer or service, or to cut short a necessary community-
building activity because “we have to get through the curriculum.” Remind
group leaders that Jesus did not say, “Go therefore into all the world and
complete the curriculum!” Your goal is ultimately to make disciples—Christ
followers—who are obedient to Jesus, yielded to the Spirit, and loving
toward others.

. Never substitute a curriculum for the Bible. Curriculum and study guides

should be used to enhance the group’s purpose and move people into the
Scriptures.

. Don’t feel obligated to finish all the questions. Competent leaders know

what questions to use and how many of them to use. If a curriculum has too
many questions, then choose a few good ones (five to seven questions at
most). Many times, two to three good questions followed by the right kind
of group process are more than enough. Better to have a great discussion
grappling with a few good questions than answering all the questions at a
superficial level. The goal is to actively engage people with the truth of God’s
Word as it relates to their own heart and growth.

. Make sure the curriculum is “group friendly.” Many small group studies are

designed for understanding the Bible, not building relationships or generat-
ing a deep sense of community and caring. Look closely at not only the ques-
tions but also the process. Does the curriculum allow for lots of interaction?
Does it ask personal disclosure questions that challenge people to open up
and share their lives? Or is it filled with content-based “what” questions,
often ignoring personal “why” questions.

. An application section that simply asks, “How would this apply to your life?”

is weak. But if the writer asks questions like, “It’s clear from this passage we
need to share our faith with others. And it is clear that we all know how and
that it would please God. But let’s talk about why it is so hard for you and me
to start spiritual conversations with seekers. Are there fears or other barriers
you face in communicating the Gospel? How does it feel when you picture
yourself talking to an unsaved person about Christ?” These questions will
get at people’s motives, thoughts, feelings, and needs. Only then can we truly
encourage and pray for one another.
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Curriculum
Flow Chart

What Is the Best

Curriculum?
Scripture Passage
Topic-centered / Issue-centered
Book of the Bible
Church-provided Study
Book with Study Guide
Curriculum Series
Sermon-based Study

What Is Our Purpose?
¢ Bible Knowledge
e Spiritual Disciplines
* Strong Relationships T Where Is the Group
¢ Care-Giving Spiritually?
o Processing Life’s Issues o Seekers
e New Believers
¢ Maturing Believers
* Mixed

\

What Are Our Key Needs?
¢ Discipleship

* Encouragement

¢ Obedience

e Marriage Enrichment

¢ Knowledge

What Is Our Current Focus?
e Service
¢ Gender Issues
What are our limitations? e Workplace
e Time ® Marriage
e Location l.———] * Understanding Scripture
e Size of Group e Relationship Building
¢ Duration of Group

» Key Questions when Choosing
a Curriculum

What is our purpose?

Each group has a purpose, and the curriculum should support the purpose. This
purpose may change as the group moves through seasons of growth, maturity,
and experience. If a group starts out as a grief support group for people who
have lost loved ones, the curriculum should reflect that purpose. But as people
move through the stages of grieving, a leader may see that the group members
need to understand more about God. As a result, a curriculum on the attributes
of God may be appropriate.

Where is the group spiritually?

It is wise to take the spiritual pulse of your group to determine the level of cur-
riculum appropriate for it. If the group is dominated by seekers, then make sure
the questions are basic. Listen without making judgments, don’t appear to have
all the answers all the time, and deal with the issues facing them as seekers. Allow
them to process information, ask hard questions, and raise objections. Use a
Bible version that is easy for them to read and use. The Journey, a seeker Bible
from Zondervan, is a great Bible for this kind of group.

New and growing believers can handle more difficult Bible discussions and are
more willing to tolerate religious jargon. Even so, try to avoid using a lot of
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religious terminology. While believers who have been around the church longer
may feel comfortable with terms like redemption or justification, avoid using
them too much with newer Christ followers unless you expect to spend the time
to adequately explain what those terms mean.

What are our key needs?

This question relates to the purpose question but allows a group to tie in real
needs with the purpose of the group. For example, a couples group may desire
growth in marriage relationships. But they may actually be in a serving group
designed to help meet needs at a local homeless shelter. As couples, they could
meet for thirty minutes prior to serving together for a brief study and discussion
about marital issues.

What is our current focus?

Sometimes we choose a curriculum based on needs but fail to consider the long-
range vision for the group. Your group may be currently completing a study on
Christianity in the workplace. Now some in your group want to study Galatians.
Why? How does this fit with the overall group direction for the coming year? Are
there elements in Galatians that would be appropriate to focus on, or would it be
better to study this book when it makes more sense in the life cycle of the group?

Try to provide a flow unless the situation absolutely dictates an abrupt change in
focus. For example again, let’s suppose your group is completing a personal growth
curriculum like Honest to Gods¢, by Bill Hybels, which has a study guide in the
back. Now, it might be appropriate to identify one of the areas covered in that
book and do an extended series or study on it. The section on finances and money,
for instance, could be expanded to deal with using finances in a compassionate
way toward the poor. This would be a great step toward casting a vision for serving
others, and would not appear as an abrupt curriculum change.

What are our limitations?

Don’t waste your time looking at curriculum designed for a two-hour study when
your group only has 40 minutes to meet each week. Make sure you have consid-
ered the time, location (are you in a distracting environment?), and size of group
(four people can deal with more questions than nine people can, assuming you
want to allow everyone to participate).

Should you do a long series on an issue, or should it only require just two to three
weeks? If you are starting groups out of an event (like a women’s retreat), then
ask for no more than a six-week commitment from groups. Pick a shorter, topical
curriculum (Serendipity Bible studies are an example). But if you have a two-year
leadership development group, you can engage in a longer process. The Walking
with God series by Don Cousins and Judson Poling is ideal for this.

What is the best curriculums?

Once you have chosen your curriculum, remember that it is your servant, not your
slave. Use it to help people grow. Regularly evaluate and adjust your expectations.
Set it aside if it gets in the way. Focus on biblical truths and life change, and you
won’t be disappointed. Regardless of your approach—Scripture study, topical,
or sermon questions—you won’t go wrong if you apply truth to life.
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Group
Dynamics

When conducting a meeting, it’s important to always be aware of the dynamics
of a group. This requires paying attention to the kinds of roles people play in
groups, their individual learning styles and personalities, and their spiritual gifts.
The interaction of these factors makes each group unique.

Group Roles

Often members take on certain roles (sometimes consciously and sometimes
without really knowing they are doing it). People will take on different roles at
different stages of your group. Below are some supportive and destructive group
roles you might want to be aware of.

Supportive roles

1. Information seeker—asks other members to tell more of their story.
2. Opinion seeker—takes an active interest in what others in the group think.

3. Initiator—offers new ideas, new ways of doing things. Often sets the pace in
a discussion.

4. Elaborator—wants more than just the facts in a story. Adds “color” to the
discussion.

5. Tension-reliever—often uses gentle humor to relieve tense situations. Uses
“identification” to keep the tense person from feeling alone: “I understand.
I feel that way many times myself.”

6. Reviewer—tends to provide summary statements and clarity statements.

7. Consensus seeker—looks to see what the group is thinking and whether or
not there is agreement on issues or decisions.

8. Encourager—finds ways to build up others in the group.

9. Standard-bearer—holds forth the values of the group and defends them.
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Destructive roles

1. Aggressor—insults and criticizes others. May show strong jealousy.

2. Rabbit chaser—consistently focuses on stories or issues irrelevant to the
topic at hand but very exciting to them.

3. Recognition seeker—tends to focus primarily on his or her own achievements
or successes.

4. Dominator—monopolizes group interaction. Tries to control discussions.

5. Special-interest advocate—tends to focus on personal pet peeve regardless
of the topic or direction of discussion.

6. Negativist—might be a perfectionist who is never satisfied with anything.
Quick to point out the “down side” of any issue or topic.

7. Quibbler—focuses on details. Often loses the forest for the sake of the trees.

8. Practical joker—rather than using humor positively, tends to distract people
with jokes and comments. This is often a defense mechanism and is used
whenever a discussion gets too personal.

Your job as a leader is not to “peg” each person in order to figure out what their
role is. Roles may change from time to time. You simply need to be aware that
these kinds of roles exist in a group. Listen to each person with a sensitive spirit
and heart. Ask probing questions that help get behind each role. If you have
problems working with any one particular type of person in your group, consult
your coach or ministry leaders for ways to solve the problem and deal with the
relationship.

Learning Styles

Adult educators and trainers often refer to certain “learning styles.” There are
three major types of learning styles utilized by members of your group. An effec-
tive leader should use a variety of presentation and discussion techniques in order
to communicate effectively to each learner.

» Visual Learners

These people respond well to charts, diagrams, and other visual stimuli. They tend
to like handouts and enjoy parables and stories. They are visual thinkers; that is,
they respond well to word pictures and to stories that are vivid and descriptive
and allow them to “picture” what is happening.

Tips for the leader: Use handouts, newspaper articles, story boards, paper and
crayons, and objects to keep the attention of your visual learners.
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» Auditory Learners

Auditory learners enjoy learning by hearing. They would rather be in a discussion
on an issue than read a book about it. Some of them may be avid readers, but in
general, they would rather listen to a story than read one.

Tips for the leader: Use subgroups to allow full participation by all members in

discussions. Allow members of your group to respond verbally to questions and
decisions. Use background music during prayer times or at the beginning of the
meeting.

» Kinesthetic Learners

These folks like to touch and feel things. They like to participate in the action.
They learn by doing. While a visual learner might be motivated to help the poor
by seeing a picture of the poor in an issue of Newsweek, the kinesthetic learner
would be motivated by a field trip to the inner city.

Tips for the leader: Utilize objects and experiences for your group. Plan outings
and events that allow people to experience truth in action. Allow kinesthetic
learners to learn by trial and error, rather than by simply telling them the answer
to something.

Personalities—God
Made Us All Different!

The purpose of this book is not to help you identify each person’s personality in
some technical sense. Rather, please understand that people in your group are
“wired” differently. Again, please do not spend a lot of time trying to “peg” each
person in your group to a particular personality name or style. Simply be aware
of the tendencies of each personality that might be in your group.

Below is a series of questions you might ask as you think of each member of
your group.

1. Do they tend to be more introverted or extroverted?

Does extensive interaction with people tend to energize them (extroverted)
or drain them (introverted)?

2. Do they experience life with their senses or more intuitively?

Do they make insightful judgments about the way life is and how it functions,
or do they tend to seek experiences where they can taste, touch, feel, smell,
and hear what is happening around them?

3. Do they initially process information and decisions with their head or with
their heart?

Some people are more logical and cognitive (head), while others are feelers
who tend to respond more emotionally (heart).
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Do they approach life in a structured or unstructured fashion?

That is, are they more likely to plan out each day of a family vacation before
they leave the house, or are they more likely to rent a car and decide along
the way?

Group Exercise:

Why don’t you give these questions to the members of your group?

Ask them to identify themselves in each of these four questions.
Then discuss it as a group. Not only will you have a lot of fun, but

you will learn a lot about one another and learn to respect the

unique way in which God has designed each of you.

Helping Members Use Their
Spiritual Gifts in Your Group

Here is a process for helping people deploy their spiritual gifts in your small group.
It will help the group function more effectively and allow each member to grow
and mature in their area of giftedness.

1.

Cast a vision for mutual ministry. Together you should read and study
Ephesians 4:11-13 and 1 Corinthians 14:26. Help your group understand
the value of serving together and serving one another.

Help members identify their gifts. Spiritual gift assessment tools like
Zondervan’s Network training course will help people identify their gifts. Go
through this material as a group or ask your church to hold a Network seminar.

. Discuss giftedness with each other. Ask group members to explain their gifts

to the group and how they might use them to encourage other members of
the group.

Serve in areas of giftedness. Allow people to serve according to areas of
giftedness and passion within your small group.

Consider ministry opportunities. Discuss ministry opportunities within the
group that will utilize people’s giftedness.
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Here are some group activities that can be shared by members of

your group, depending upon their gifts and desires.

¢ Leading discussions * Visiting members who have

o needs or who are ill
e Social time

i ® Preparing for group meetings
e Prayer time

® Maintaining calendars and

¢ Phone calling schedules
* Keeping the group roster * Keeping a list of birthdays of
members

® Maintaining a list of serving

opportunities in the church e Keeping a list of members’

¢ Organizing group outreach children’s birthdays

e Hosting the group * Choosing curriculum

e Providing feedback and

¢ Becoming an apprentice _
evaluation

¢ Leading worship

e Writing notes and cards

This is just a partial list, but it should belp you and your group share

the responsibilities of group life together.

» The Role of the Holy Spirit
in Group Dynamics

We have already seen how the Holy Spirit has gifted each member of the group
so that the group functions as a body. However, He also works in other ways.
He guides people and teaches them from the Word. He also can work through
promptings and experiences. As a group leader, be sensitive to the working of the
Holy Spirit as He moves among group members. Here are a few suggestions that
will help you be open and sensitive to His leading.

1. Pray that the Holy Spirit would do His work of conviction and teaching
during your group meeting.

2. Asaleader, be sensitive to group consensus. If the group senses there should
be a change in direction, this may be the voice of the Spirit. Do not automati-
cally assume your agenda is the right agenda.

3. Ifyou sense a strong conviction from the Spirit of God to discuss a certain
matter or issue, feel free as the leader to tell this to the group. Do not use it in
such a way as to force the group to agree with you. Rather, simply explain that
you sense God wants you to share some feelings or issues. Then allow the group
and the Word of God to be your guide as to how you might move forward.
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4. Allow time for the Holy Spirit to work. Sometimes it is best to wait if there
is not consensus on an issue. Ask members to pray consistently throughout
those weeks and to seek the will of God. Allow the Spirit of God to work
within people over time.

Remember, the Holy Spirit wants to edify and unite a group. That does not mean
all members will agree on all issues. However, it does mean that members of the
group should be willing to submit to one another as they seek consensus, under-
standing that this consensus is likely the result of the Spirit of God working among
them to develop community and mutuality. In all cases, verify or compare prompt-
ings of the Spirit through the clear teaching of the Bible. Where the Word of God
is clear, obey. Where the Scriptures are silent, seek the will of God and the group
consensus as each person submits his or her agenda to Christ and is willing to
compromise for the sake of the group.
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“While they were wor-
shiping the Lord and fast-
ing, the Holy Spirit said,
‘Set apart for me Barn-
abas and Saul for the
work to which I have
called them.” So after
they had fasted and
prayed, they placed their
hands on them and sent
them off.”

Acts 13:2-3
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Ice Breakers and
Group Openers

Using group openers is a basic, yet essential, small group skill. Icebreaker ideas
and share questions are designed to facilitate discussion about members’ personal
lives and to help them open up more freely. They are not designed for simple yes
and no answers.

Use discretion with these questions and statements. Some will evoke deep and
serious responses. Others are light and funny. If your group is new, you should
probably use questions and icebreakers that focus on information about people’s
lives (where they grew up, where they went to school, how they came to your
church, where they work, what they think about certain events in our culture, et
cetera). As intimacy develops in a group, begin to challenge people with more in-
depth questions that evoke feelings, thoughts, and insights.

What is your favorite movie and why?

If money were no problem, and you could choose one place in the world to travel
for a week, where would that place be and why?

Write down your two most favorite summer activities. Pair off and share those
activities with one another, explaining why they are your favorites.

Who is your number one advisor in life and why?
One of my biggest pet peeves is

People might be surprised to find out that I

You have three wishes. What would you wish for?

If you suddenly lost your eyesight, what would be the thing you missed seeing
the most?

What is the most daring thing you have ever done? What made it so daring?

My favorite way to waste time is
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You have one minute to speak to the entire nation on national television. What
one or two key things would you like to tell them?

What’s the story behind the longest time you’ve gone without sleep?

What were the circumstances that surrounded your first kiss?

Who is the most famous person you’ve known or met? How did it happen?
When I dated, I was considered because

If you could do one miracle (other than make the whole world Christian), what
would you do? Why?

What do you miss most about childhood?

What’s the biggest lie you ever told?

If given a choice, how would you choose to die? How do you not want to die?
What is your biggest fear about death?

If you could go to college (again), what would you study?

What’s the worst storm or disaster you’ve been in? What was it like?
Decribe the most boring day/event/period of time you can remember.

What day of your life would you most like to relive? Why?

What’s the smallest space you’ve lived in? What was it like?

I was (or would have been) voted “most likely to” in high school?
Just for the fun/thrill of it, before I die I’d like to

My number-two career choice would be

As a time traveler, I would most like to visit because

What has been one of the greatest adventures you have ever been on?

If I could invent a gadget to make my life easier, I’d invent something that would
because

Next year looks better to me because

Next year may be a problem because

[ am most like my mom in that I

[ am most like my dad in that I

I wish before I got married someone had told me

I have never quite gotten the hang of

I’'m a bundle of nerves/all thumbs when it comes to

[ will probably never , but it would still be fun if I could.

What are a couple of things you remember about your grandparents?
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What does your name mean? Why were you named that?
What is one of the most memorable dreams you have ever had?

If you were going to leave the world one piece of advice before you died, what
would you say?

If you were to describe yourself as a flavor, what would your flavor be?

What was the best gift you ever received as a child?

If you could raise one person from the dead, who would you raise and why?
Who was one of the most interesting persons you or your family ever entertained?
What is the nicest thing anybody ever said about you?

What one thing would you like your obituary to say about you? Why?

What is your favorite city? Why?

Where do you go or what do you do when life gets too heavy for you? Why?
Which do you value most—sight or speech? Why?

When you were growing up, who was the neighborhood bully? What made that
person so frightening?

What is your fondest memory of a picnic? Why was it so special?

What is the best news you have heard this week? The worst news?

What was one of the worst things your brother or sister did to you as a child?

If your house were on fire, what three items (not people) would you try to save?
What was your first job? What do you remember most about it?

Who was the best boss you ever had? What made him or her so good?

When you were a child, what did you want to be when you grew up? What did
your parents want you to be?

If you could choose one different way to do your wedding (parachuting while
reciting your wedding vows, holding the service underwater, et cetera) what
would you choose?

Who was your hero when you were growing up? How did you try to imitate him
or her?

If you could go on national television and warn your countrymen to avoid three
things, what would you say?

What was your worst boss like?
I suspect that behind my back people say I'm because

Tell the group briefly the story of your wedding day. (If you warn them in
advance, each couple can bring their pictures to share with the group.)
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Tell the group what’s been happening in your life lately using the following cate-
gories: something old, something new, something happy, something blue.

Why do you sin? (No simplistic answers allowed!)
In what area of your life would you like to have greater peace? Why?

If you could someday have a worldwide reputation for something, in what area
would you like that to be? Why?

What is one of your biggest fears about the future?

Using a fruit or vegetable as a metaphor, how would you describe your life this
week (dried fig, ripe cantaloupe, smashed banana, et cetera)?

What do you like best about children? Why?
Of the things money can buy, what do you long for the most?

If you had to go to prison for a year, what do you imagine would be the hardest
part of that experience? Why that?

Describe a grade school teacher that made a big impression on you (for good or ill).

You have been granted one hour with the president of the United States. What
would you ask? What would you like to say?

You have been given a year sabbatical from work. You can’t go more than 150
miles for any one period of time. What would you do?

Break your life into three equal segments. What was the most significant event
from each of these periods of time?

Have each person in the group answer for every other member of the group: “I

am so glad God made you because that aspect of who you are is

»

Something I have from my childhood I’ll probably never give up is
because .

The most useless thing in my/our house is but it’s still there because

The thing in my wallet/purse that tells the most about who I think I really am is
because

When you were a child, what was your favorite time of day? Day of the week?
Time of the year? Why were these favorites?

In general, people worry too much about
[ want to be taken more seriously in the following area:

An emotion I often feel but don’t usually express is
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Facilitating
Dynamic Discussion

» Four Facilitator Actions
A leader ACTS to facilitate discussions by
e Acknowledging everyone who speaks during a discussion

Even if several people speak at once, make sure to recognize each one. Also,
respond to laughter or a groan or a deep sigh—remember, 90 percent of
communication is nonverbal.

e Clarifying what is being said and felt
Say, “Let me see if [ understand what you are saying.”
e Turning it back to the group as a means of generating discussion

Don’t be the answer person. Ask, “What do others of you think about
what was just said?”

e Summarizing what has been said

Offer statements like, “So far it seems like we have been saying . ..” or
“Nancy, could you try to summarize the key components of the discussion
so far?”

» Questions

Another key to facilitating dynamic discussions is generating the right kinds of
questions and offering appropriate responses. Here are some guidelines for the
kinds of questions and responses that would help your group engage in meaning-
ful, challenging discussions.

Opening Questions

Use an opening question to help the group warm up to each other, get to know
one another better, and to let them hear their own voices. Opening questions are
speculative and thought-engaging, preparing group members’ minds and hearts
for the topic to be discussed.

You may want to broach the topic of discussion with a short, creative illustration
or story that will answer the question, “Why do [ want to discuss this topic
tonight?” (examples can be found on the previous pages).

Examples:

“What do you look forward to as you grow older?”

“What is it that often drives us to fear intimacy with one another? What can we
do as a group to diminish this anxiety?”
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Launching questions

Knowing the goal of the discussion, the group leader prepares launching questions
designed to generate group interaction and feedback. These questions are typi-
cally designed to answer the question, “What do I know, what do I feel, what

should I do?”
Examples:

“What do we learn from seeing the obstacles Joseph faced and how we over-
come them?”

“After hearing tonight’s discussion, we all agree that we are somewhat ‘stuck.’
What steps can we take to develop greater trust levels with each other?”

“What do you think was going through Peter’s mind at this time?”

Some questions do not necessarily launch a discussion, but they do solicit
responses and feedback. There are two kinds of launching questions: those that
are leading and those that are limiting.

Leading questions usually produce a short answer.

Examples:

“Would you be tempted in this situation?”

“Do you agree or disagree with this statement?”

Limiting questions indicate that you have a specific answer in mind. They do not
promote much discovery. However, they can help clarify facts.

Examples:

“What three commands do we find in this passage?”

“What two things does Paul say we must do?”

Guiding questions

Even the most well-prepared leader will need to spontaneously guide discussion
at times.

Examples:

Rephrase the question: “You seem to be asking, ‘How can we develop trust as
agroup?’”

Personalize the question: “How would you respond to Jesus if He asked you
that question?”

Test for consensus or decision: “Are we saying that everyone must obey this
command?”
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Summarizing questions

Summarizing after a series of questions allows the leader to acknowledge group
members’ contributions while maintaining biblical integrity and direction.
Examples:

An affirming comment can be made with good eye contact and a smile by saying,
“Thanks for sharing that” or “That’s a good point” or “Okay, that is a
response worth considering; are there other thoughts as well?”

A summarizing response might be, “So what we see in this passage is...”

Application questions

The goal of the small group study is not just information but transformation.
The leader can help members apply what they have learned by asking applica-
tion questions.

Examples:

“What changes will you make this week as a result of our discussion tonight?”

“What difference does this make to you and me?”

» Responses

How you and other members of the group respond to questions or statements
will either foster or fizzle discussion. Here are some tips on how to respond
appropriately to questions or comments made by group members.

Affirming responses

These responses acknowledge each person’s value. They promote intimacy and
openness. Such responses send a strong signal to group members, telling them
they have been heard, understood, and respected.

Examples:

“Iunderstand this sharing is painful for you. I am feeling very sad for the way
you were treated by your boss this week.”

“Bob, I realize you want to talk, but it is important that we listen to what Steven
has shared, and attempt to come alongside him during this critical time of
decision for him.”

Participatory responses

These responses invite others to join in the discussion. They not only affirm a
participant’s sharing, but also invite others to engage in the process. Participa-
tory responses do not isolate group members by shaming, embarrassing, or
lecturing them.
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Examples:
“How have others in the group dealt with grief you have experienced?”

“Sam, that was a terrific insight; could you share how you came to that
realization?”

“Bob has shared some deep feelings tonight. How might others of you have
responded to a similar confrontation at work?”

Paraphrasing or “going deeper” responses

Paraphrasing allows you to repeat the thoughts of others and enables them to
share more deeply. It summarizes what has been heard and allows the group to
explore personal feelings, thoughts, and actions.

Examples:

“June, if I heard you correctly, I believe you stated something similar to what
Keri shared last week. Do you share the same feelings as Keri on this matter?”

“That was a very painful episode in your childhood, wasn’t it, Greg? How did
you deal with it? How do you face it today?”

“It is exciting to be part of a victory like you shared, Sharon. How does that
impact your relationship with your husband, Scott?”

These kinds of responses—affirming, participatory, and paraphrasing—will
enable you to value your members while encouraging them to express feelings,
thoughts, and personal concerns.

» The Dynamics of Effective Listening

Active listening involves not only what you hear, but also what you say. This means
actively engaging with the person who is speaking, setting aside your personal
agenda, and keeping yourself from distracting thoughts (particularly thinking
about what you are going to say next!). Here are some tips for active listening.

What you say

1. Invite comments from the group

2. Empathize with people’s emotions

3. Explore their statements, seeking more information
4

. Clarify what has been said

What you hear

1. Verbal: the content of what is said. Sometimes we are so interested in what
we are about to say that we fail to hear the simple facts in a discussion. As
you listen, focus on people’s names, events, dates, and other specific infor-
mation that is being shared.
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2. Nonverbal: how the content is expressed. Here you are listening for con-
gruity; that is, do the nonverbal messages match the verbal messages? Listen

for this in three areas:

e Facial expressions. When someone says “I’'m okay,” does their facial
expression actually communicate “I’m a little sad”?

e Tone of voice. Listen for tones of sarcasm, anger, sadness, enthusiasm,

hesitancy, fear, et cetera.

* Body movements and posture. Are arms and legs crossed and closed? Are
people fidgety or relaxed? Does their posture indicate interest or boredom?
Remember, you can “hear” a lot just by watching people’s actions.

Here are some differences between active and passive listening. As a leader, how

would you rate yourself?

anger

Listener communicates “I don’t care.”

Listening Skills
Passive vs. Active Listening
Passive Listening Active Listening
Attitude Rejecting, critical Receptive, accepting
“I'mreally not interested.” “I really want to bear.”
Focus Me—what [ want to say Other person—you think
“What do 1 think?” about what others are saying
“What does he means”
Response This is what I’ve been Clarifying first what you have
thinking heard the other person say
“I think you should ...” “You think ...” “Do you feel?”
Message What you said isn’t You heard both the feeling
important and the need in the message
“I didn’t really hear what you said.” “I beard what you said.”
Results Speaker experiences frustration, Speaker is willing to

compromise or tell more

“Listener says, “I care about
what you said.”

This would be great material to review with your group, especially if it is just starting.
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Group Prayer

» What Can I Do to Facilitate Meaningful
Prayer in my Group?
Model it

1.

2.

Be a person of prayer yourself—pray for your members and for who might
fill the open chair, asking God to give you His direction in leading the group.

When you do pray out loud in the group, keep your prayers honest, authen-
tic, and from your heart.

. Basic guide for group prayer:

e Short prayers create safety
e Simple prayers are direct and honest
e Spirit-led prayers rely on God’s power

e Silent prayers are okay for anyone, especially newcomers

Keep it Safe

. Don’t call on someone to pray unless you’ve asked permission beforehand

(or you know them well).

Don’t expect everyone to pray every time.

. Try to avoid praying in a circle. Allow members to pray one at a time as they

feel led.

Respect the intimacy level. As the group grows in deepening relationships, a
sense of safety will foster more genuine prayer.

Be clear on who will close the prayer time.

Guide the prayer

Rl

Give general guidelines, but let the Holy Spirit lead.
Avoid lengthy discussions on prayer.
Include prayer each time you meet.

Use a variety of praying methods.
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» What Happens When Groups
Commit to Pray for One Another?

® Your relationship with Christ and each other will deepen. You will experi-
ence spiritual growth.

e There is less chance of burnout as you put problems in God’s hands and
trust members to His care.

® You allow the Holy Spirit to work in your group so your time together is
filling and refreshing.

e He will answer your prayers in amazing ways, and your faith will increase.

» Creative Ideas for Group Prayer

> v

10.

11.

12.

Pray through a psalm out loud together.
In a couples group, have spouses pray for each other.
Vary prayer time between the beginning, middle, and closing of the meeting.

Pick a portion of Scripture to pray for one another during the week (Col. 1:9
and Eph. 3:14-19, are examples).

Pray through your church’s prayer requests given in the bulletin or program
each week.

. If someone is in crisis, stop and pray for them right then.

. Pray for the church, a country, a family in need, specific seeker-oriented

events, or any area for which your group has a passion.

. Do a study on prayer. Highly recommended: Praying from God’s Heart by

Lee Braise, or Prayer by Richard Foster, or Too Busy Not to Pray by Bill Hybels.

. Is there someone in your group with the gift of faith or encouragement? Ask

that person to be the prayer coordinator who writes down requests each
meeting and keeps track of answers. If a group member has an emergency,
they can call the prayer coordinator, who will notify all the other members
to pray for them.

Praise can be a part of intercession. Is a member in the midst of struggle?
Praise God in the struggle (see Psalm 13).

Have each member write down requests for the week on a piece of paper. Fold
the piece of paper and put it in a hat. Pass the hat, each member agreeing to
pray for the person they pick and to call to encourage them during the week.

To cut down on the time your group spends talking about prayer requests,
give everyone a 3 x 5 card to write down prayer requests for the week and
have them exchange cards with another member of the group.



Skills

13. We need to voice our requests from God’s perspective and will (Jn 16:23-24).
The next time you are asked to pray for an event, for someone’s salvation or
health, stop and ask your heavenly Father, “What are Your desires, and what
can I pray that will cause Your desires to take place?”

» What to Pray for Others:
Colossians 1:9-14

Intercessory prayer can be defined as asking God to act on behalf of someone else.
Sometimes we don’t know how to pray for our friends and family (or even those
who have hurt us), yet we know we should. Paul gave us a pattern of prayer in
Colossians 1:9-14 to follow when we pray for others. Read this passage and
try using it as a pattern the next time you pray. Watch how God answers.

Pray that
1. they will understand God’s will
2. they gain spiritual wisdom
3. they live a life pleasing and honoring to God
they do kind things for others
they know God better and better
they are filled with God’s strength
they endure in patience

they stay full of Christ’s joy

Yo X N R

they always be thankful

10. they recall God’s forgiveness of their sins

» Biblical Examples and Styles of Prayer

The Lord’s Prayer, which serves as a basic model for us (because it includes several
kinds of petitions), and some prayers from Scripture give a wealth of methods, or
styles, for moving your group to deeper levels of praying.

» Kinds of Prayer

Opening “Hear our prayer...” (Neh. 1:11; Ps. 5:1-3)
Adoration “Hallowed be your name . ..” (Deut. 10:21; 1 Chron.
29:10-13; Ps. 34:8-9)
Affirmation “Your will be done ...” (Ps. 27:1; Isa. 26:3;
Rom. 8:38-39)
Group Needs “Give us this day ...” (Ps. 7:1; Neh. 1:11; Matt. 7:7-8)
Confession “Forgive us our debts ...” (Ps. 51; Matt. 18:21-22;

1 John 1:9)
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“For this reason, since the
day we heard about you,
we have not stopped
praying for you and ask-
ing God to fill you with
the knowledge of his will
through all spiritual wis-
dom and understanding.
And we pray this in order
that you may live a life
worthy of the Lord and
may please him in every
way: bearing fruit in
every good work, grow-
ing in the knowledge of
God, being strengthened
with all power according
to his glorious might so
that you may have great
endurance and patience,
and joyfully giving thanks
to the Father, who has
qualified you to share in
the inberitance of the
saints in the kingdom of
light. For he has rescued
us from the dominion of
darkness and brought us
into the kingdom of the
Son be loves, in whom we
have redemption, the for-

giveness of sins.”
Colossians 1:9-14
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“But when we pray, gen-
uinely pray, the real con-
dition of our heart is
revealed; this is as it
should be. This is when
God truly begins to work
with us. The adventure is
just beginning.”

Richard Foster

Prayer

“Confrontation is not a
matter of tact, diplomacy,
and smoothness of
tongue. It is basically sim-
plicity of speech, empathy
in attitude, and honesty in
response.”

David Augsburger

Caring Enough

to Confront

Leading Life-Changing Small Groups

Renewal (protection) “Lead us not into temptation ...” (Ps. 137:7;
John 15:7-11)

Thanksgiving “Give thanks to the Lord ...” (1 Chron. 16:34; Ps. 75:1;
Rev. 11:17)

Blessing “The Lord bless you and keep ...” (Num. 6:22-27; Ps. 1:1)

Commissioning “Go therefore and make disciples . ..” (Matt. 28:18-20;
Acts 1:8)

Healing “The prayer of faith will make well . ..” (James 5:13-16;
Ps. 6:2;41:4)

Warfare “Get thee behind me, Satan ...” (Matt. 4:10; 16:23)

Benediction/Closing  “May the grace of the Lord ...” (2 Cor. 13:14;

Eph. 3:20-21)

Conflict Management

As relationships in groups deepen, conflict is inevitable. A group that experiences
no conflict among members is probably either a brand-new group or a group
that has not pursued authentic relationships. Let’s look at some biblical princi-
ples for conflict management and then at some effective conflict management
strategies for small group leaders.

The Bible differentiates between quarreling and constructive conflict. Quarreling is
negative because it refers to vain arguments or disagreements for the purpose of
promoting self-worth or causing division. James 4:1-3 asks us, “What causes
fights and quarrels among you? Don’t they come from your desires that battle
within you? You want something but don’t get it. You kill and covet, but you can-
not have what you want. You quarrel and fight. You do not have, because you do
not ask God.” This kind of quarreling is not pleasing to God. Paul told Timothy the
same thing in 2 Timothy 2:24, which says, “The Lord’s servant must not quarrel.”

However, there is much admonition in Scripture for leaders to use constructive
criticism and exhortation in order to bring about spiritual growth. In 2 Timothy
3:16 this is referred to as “rebuking,” and in other places as “admonition” or
“exhortation.”

» Biblical Principles

for Conflict Management
The distinction between quarreling
and constructive conflict

Quarreling (James 4:2) Constructive Conflict (Matt. 5:23-26)

seeks win/lose leads to win/win

tends to divide/choose sides seeks reconciliation/choose steps

exaggerates strife speaks truth in love
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is an end in itself is a means to an end
tears down clears path toward something better
usually has a hidden agenda is only about what is in the open
comes from a person pushing brought about by necessity in
an issue community
is a battle is work
is usually hard is usually hard

©=m Key Scriptures for Conflict Management

Speak truth in love (Eph. 4:15, 25)

Mirror rather than try to change people’s feelings (Rom. 12:15;
1 Cor. 12:26)

Seek to edify and be gracious (Eph. 4:29-32)

Express real emotions, but do not sin (Eph. 4:26-27)

Settle private disputes privately (Matt. 18:15-17)

Do not keep a record of wrongs (1 Cor. 13:5)

Think before you speak (Prov. 15:23, 28)

Do not return insult for insult (1 Peter 3:8-9)

Check your motives for conflict (James 4:1-2; Prov. 13:10)

Pursue peace and edification in relationships (Rom. 14:19)

Avoid needless quarrels (Prov. 20:3; 2 Tim. 2:24)

Remember group members’ interests as well as your own (Phil. 2:4)

» Strategies for Managing Conflict

There are several approaches to conflict management, each having its own benefits.
In small groups, however, the strategies of compromise and collaboration are
probably the most effective.

Avoidance

Avoidance is an effective strategy to use with conflict when

e the issue is trivial
e the situation will take care of itself
* saving face (yours or someone else’s) is important

e time is limited
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“Life without confronta-
tion is directionless,
aimless, passive. When
unchallenged, human
beings tend to drift, to
wander or to stagnate.
Confrontation is a gift.”
David Augsburger

Leading Life-Changing Small Groups

Avoidance is not an effective strategy to use with conflict when
e the problem is important
e the problem will not resolve itself (and may worsen if neglected)
e credibility would be lost by avoidance

e there is a larger, underlying issue that is important to address

Competition
Competition would be an effective strategy to use when
® a competitive interaction would result in a better solution

® you want one person/position to prevail over another but you cannot
declare your sympathies publicly

e the issue outweighs the relationship

e encouraging competition will clarify the issue and expose weak spots
Competition is not an effective strategy to use when

e long-term relationships are important

e conflict is likely to become personal rather than remaining issue-oriented

e itis important to avoid a win-lose situation or public defeat

Accommodation
Accommodation is an effective strategy to use with conflict when

e the relationship is more important than the task

e the issue is trivial

e small concessions will reap further gains (i.e., choose your battles)
Accommodation is not an effective strategy to use with conflict when

e your actions could be interpreted as being condescending

e its use would set an unwise precedent

Compromise

Compromise is an effective strategy to use when
e there is no simple solution
e both parties have strong interest in very different facets of the problem
e there is not enough time for a truly collaborative solution

e the situation is not critical and an adequate solution is good enough
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Compromise is not an effective strategy to use when
¢ a dangerous precedent would be set by failure to hold one’s ground
e an optimal resolution is possible

® itis important to avoid concessions of any kind

Collaboration
Collaboration is an effective strategy to use when
e the task and the relationship are both very important
e the time, information, and willingness to collaborate are present
e the outcome is exceedingly important
e sufficient trust exists between the parties
Collaboration is not an effective strategy to use when
e time, trust, and resources are not available

e the issue is not worthy of the investment of time, energy, and resources

» Care-fronting: The Creative Way
Through Conflict

In his book Caring Enough to Confront, David Augsburger describes an approach
to conflict management called “care-fronting.” Below is a synopsis of that strategy.

Incorrect thinking about caring:
“Caring” is a good word when confronting is absent

There is a time for caring, and a person should care when care is called for. But
caring dare not be contradicted by any mixture of confrontation. To care genuinely,
candor and confrontation must be forgotten, at least for the moment. When
someone cares deeply about another, they cannot confront, because hurting that
person is the very last thing they want to do.

Incorrect thinking about confronting:
“Confronting” is a bad word when compared to caring

There is a time for confronting, and a person should confront when confronta-
tion is required. But confronting must not be contaminated by any admixture of
caring. To confront powerfully, care must be laid aside. When someone is angry,
they should confront. To talk of caring at a moment like that would be false.
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“...if you had a tumor
and your doctor, having
examined you, had deter-
mined that it was malig-
nent, would you want
him to ignore telling you
the hard truth? . .. If we
want the truth from those
who watch over our phys-
ical condition, how much
more should we want the
truth from those who
watch over our souls.”
Chuck Swindoll
Dropping Your Guard

Leading Life-Changing Small Groups

Correct thinking about caring
and confronting: “Care-fronting”

Together, the words care and confronting provide the balance of love and power
that lead to effective human relationships. Unfortunately, the more common
practice is to keep these distinct and separate.

Care-fronting offers genuine caring that bids another grow. To care is to welcome,
invite, and support growth in another. It offers real confrontation that calls out
new insight and understanding. To confront effectively is to offer the maximum
of useful information with the minimum of threat.

Care-fronting unites love and power and unifies concern for relationship with
concern for goals. This way, one can have something to stand for (goals) as well
as someone to stand with (relationship) without sacrificing one for the other, or
collapsing one into another. Thus one can love powerfully—and be powerfully
loving. These are not contradictory; they are complementary.

» Expressing Anger in Groups

There are two ways of expressing anger in groups. “I” messages are clear and
confessional. The person using “I” messages owns their anger, responsibility, or
demands without placing blame. “You” messages are most often attacks, criti-
cisms, labels, devaluation of the other person, or ways of fixing blame.

When angry, attempt to give clear, simple “I”” messages.

Following are some examples of “I” and “You” messages.

“I” Messages “You” Messages

[ am angry. You make me angry.

I feel rejected. You’re judging and rejecting me.
I don’t like the wall between us. You’re building a wall between us.
I don’t like blaming or being blamed. ~ You’re blaming everything on me.
[ want the freedom to say yes or no. You’re trying to run my life.

I want respectful friendship with
you again.

You’ve got to respect me or you’re not
my friend.

Building Relationships

» Relationship-Building Exercises

The purpose of these exercises is to build the relationships in your group by
encouraging fun, communication, honesty, transparency, authenticity, and shared
experiences. As relationships grow, community will be enhanced.
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With all these exercises, please remember:
e Know your goal.

e Think through the group size and break it down into smaller groups if
necessary.

® Make sure you allow enough time for everyone and don’t shorten the
time required.

¢ The leader must participate like everyone else.

e Let the Spirit move and don’t get in the way. Be discerning about when to
step in or redirect and when to just be quiet. Face the awkwardness of the
expression of emotions.

“He is able” celebration

Ask your group members to bring to your next meeting a tangible item that repre-
sents how God has proven Himself able in their own lives recently. Ask them to be
prepared to explain how God has been able, and how that item represents God’s

ability to act and bless.

e It should be a physical item that they can hold up and talk about
¢ They should talk about their own experience (not someone else’s)
e Ask them to relate a recent experience that they have had

At the meeting, let each person relate their story. You may wish to close this time
by all singing the song, “He Is Able.”

Variation: “God Answers Prayer” celebration

“Remember when”

In the Scriptures, we often see God’s people recounting the past experiences they
have had or remembering God’s deeds. This can be done in a variety of ways.

¢ Remember how you first heard about Christ

¢ Give your testimonies

e Remember times when God answered prayer

¢ Remember when God brought you through a difficult situation

e If your group has been together for a while, remember things you have
been through together, and what they meant to you

e Retell the story of first coming to your church and explain what the
church has meant to you

This experience builds a sense of “history” with your group if you’ve been
together for a while. Recounting God’s character or your experiences can be a
prelude to a time of worship.
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Two truths/Omne lie

Give everyone in the group a sheet of paper and a pen or marker. Have everyone
write down two true things about themselves and one lie. These can be in any
order. (Have them write big enough so the paper can be shown and seen around
the room.) Then have someone read their three items. Everyone must guess which
item is a lie. The person then reads each item and explains why it is a truth or a
lie. Have everyone take a turn.

Questions in a hat

Before your meeting, fill a hat (or bowl) with opener questions on individual pieces
of paper (one question on each piece of paper). Have at least as many questions
as there are people in the group. Vary the depth of the questions to be appropriate
for your group. Add the following “special” things on separate pieces of paper
and put them in the hat:

“Pass to the Right”
“Pass to the Left”
“Boomerang (back to you)”

At the beginning, state that everyone always has the right to “pass” on any ques-
tion (to put people at ease and not feel put on the spot). Someone (let’s say Mary)
picks a question out of the hat. Mary can ask anyone in the room (but just one
person) to answer that question. She asks John. After John answers the question,
he then picks a question and asks anyone in the room except Mary, and so on.

If you pulled the “Pass to the right” or “Pass to the left” pieces out of the hat,
save them and use them when you are asked a question. If you use a “Pass to the
right,” then the person on your right must answer the question. If you have the
“Boomerang,” then the person who asked you the question must answer it. (Of
course, anyone can pass if they wish.)

“Who am 12”

During the week before your meeting, collect one unknown fact about everyone
in the group. This should be something the group members will not mind being
told. The leader types a list of these facts (including one for himself/herself).
Enough copies are made so everyone has a list.

At the meeting, the lists are handed out. The objective is to find out which fact
matches which person. You may approach someone and ask about only two items
on the list. (“Are you the one who. ..” If not, then “Are you the one who ...”).
After two inquiries, you must move on to someone else.

After a time limit (or as soon as someone gets them all), the game stops and you
read through the list, identifying everyone.

Draw a time line of your life

Give everyone a long sheet of paper and pens or markers. Have each group
member draw a time line of his or her life, showing three to five major life events.
The number of events can vary, depending upon how much time you have. Then
let each explain what he or she drew.
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Draw a self-portrait

Give everyone a large sheet of paper and markers or crayons. Have each person
draw a self-portrait. Collect all the self-portraits, hold them up one by one, and
guess who each represents. When you figure out who it is, have that person tell a
little about themselves.

Introductions

When introductions are needed, instead of everyone introducing themselves, let
someone else in the group introduce them. If it is a couple’s group, have the
spouses introduce each other. This can be very affirming.

Videos

Videos can be used for times of worship, praise, or singing. Or use a home video
camera to film “A Day in the Life” of a group member.

Subgrouping

If your group is large enough, break them up into smaller groups, even pairs, for
various activities. This is especially useful for times of prayer, sharing on a per-
sonal level, allowing relationships to deepen, and dealing with sensitive subjects.

Attributes of God
Ask, “What attribute of God has been especially meaningful to you lately?” (For
example, “I really appreciate God’s faithfulness to me because . ..”)

Have the leader and each person in the group talk about this.

Variation: Don’t talk about it—go right to prayer and pray through it.

Their names in a verse

The leader, ahead of time, picks a topic, and chooses verses on that topic—one
verse for each member of the group and for him- or herself. During prayer time,
have each person read his or her assigned verse with their own name in it and
pray through that verse.

For example, the topic is “God’s love for us.” Verses chosen could be Psalm13:5-
6, John 15:9, Romans 5:5, etc. One of the group members reads aloud Psalm 13:5-
6: “But I, Sandy, trust in your unfailing love; my heart rejoices in your salvation.

[ will sing to you Lord, for you have been good to me.”

Serve each other

Look for opportunities to serve each other outside of group time. This will really
go a long way in developing your relationships with each other. How about

® painting a room in someone’s house
¢ doing a large cleaning project

¢ bringing meals when help is needed
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Serving others together

Look for opportunities to serve as a group, providing help, support, or
encouragement to someone else. Here are a few things you can do:

* help a needy family or person(s)
e serve at church for a special event (i.e., childcare for Easter service)

¢ look into an international ministries opportunity

Celebrate

Search for things to celebrate: groups starting, birthing, growing; personal
accomplishments; the end of a season of your group; a successful experience. Be
creative in the way you celebrate. Enjoy being together!

“It’s a wonderful life”

In advance, the leader secretly asks three close friends (may include the spouse)
of each group member to write out what the world would be like if that person
had never been born. Before reading these aloud, the leader cues up the scene
from the classic movie when George Bailey tells the angel it would be better if he
had never lived, and the angel Clarence has an idea to show him how the world
would have suffered.

After viewing the video, read the three letters aloud for each person. Allow time
for the group to comment.

Gauges

Each person is given a white sheet of cardboard. These have been prepared in
advance with the following categories on the left margin:

Emotional (Am I in touch with my feelings?)
Relational (What is the quality of my family relationships
and friendships?)

Physical/Recreational  (Am I bealthy? Am I having any fun?)
Ministry Fulfillment (What is my joy level in ministrys)

Spiritual (How honest and growing is my relationship with
God these days?)

Colored pieces of tape or colored markers are then made available. Each person
takes time to analyze each dimension of his or her life and put a piece of tape or
wide band of color next to each gauge. Colors have the following meanings:

Green  Iam flourishing in this area.
Gray  Iam doing okay; nothing too great, nothing too bad.
Yellow Thave growing concerns for this area. Caution!

Red I am in trouble in this area. It requires serious attention and correction.

Then each person holds up their card and explains the gauges.
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Hot seat

The leader calls each group member, one at a time, to sit on a seat in the room,
facing everyone. Then the person on the hot seat chooses a question from a pile
and answers it. Members of the group pose follow-up questions or discuss the
person’s responses for the next three to four minutes.

Sample questions for the above exercise might include:
What is your favorite book of the Bible and why?

Fill in the blank:

Lately I am becoming more

The feeling that best describes where I am at right now is

If there was one person in the world that I could spend a day with, that would

be .

Group member appreciation night

Each member of the group has a piece of paper with their name at the top of it.
Lines are drawn on the paper to create enough boxes for all of the people in the
room. At the top of the sheet is the sentence, “I appreciate this person because
he/she . ..” Pass these sheets around the room, asking each member to complete
the sentence by filling in one box. After all the sheets have been passed to everyone
in the room, return the sheets to their owners. Then have members share what
impresses them most about the affirmation they received from others in the group.
(This should take approximately 30—45 minutes.)

Life story

Over the period of several weeks, each member of the small group can be assigned
to spend fifteen minutes telling his or her life story. Then, fifteen minutes of dis-
cussion and interacting can occur. The point of the exercise is to find out exactly
where people have come from. Often, it is hard to appreciate people until we
understand their past and some of the significant events in their lives.

Group communion service

The purpose of this is to share in the Bread and the Cup as a small group. This
can be an incredibly meaningful experience.

Each person, one at a time, personally serves another group member. (You can
assign whom they will serve in advance or simply move around the circle.) As you
serve one another, make appropriate comments about the love of Christ, specifi-
cally for that individual. When you are completed, the group closes in a time of
prayer and/or worship.

Three key material possessions

Set up the scene as follows: Explain to the group that they have just discovered a
major fire in their home. Assuming they have been able to safely get their family
out, what three material possessions would they take with them from their

131



132

“We are living in an era
when the art of conversa-
tion is almost a thing of
the past . .. Yet at the
same time, there is a
growing hunger for close-
ness, for being known
and understood.”
Jerry Jones
201 Great Questions
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burning home? Have members explain why they would take the items they
chose. Then generate a discussion to discover the value behind each of these pos-
sessions and why we hold certain possessions so dear.

Group photo

The purpose of this exercise is to have each member take a “picture” of the
group. In other words, have each person draw or describe what the group looks
like using a word-picture. For example, the group could be described as any of
the following:

¢ A hospital (a place where wounds are healed)
e A gasstation (a place to be refueled spiritually)
e A fortress (a safe place where struggles can be shared)

¢ A battleground (a place where we can work on who we are becoming
in Christ)

e A mountaintop (a place to gain perspective and be encouraged)
¢ A valley (a place of discouragement and trial)
e A carnival (a place for fun, enthusiasm, and excitement)

These are just some examples, but have members either draw or describe the
kind of group environment they need or see.

Fill in the blank

Ask various members of the group the following “fill in the blank™ questions:

1. Tomorrow, something I will most likely take for granted is

2. Last year at this time I never would have thought God would

3. The person I am most thankful for this year is because he/she

4. One specific attribute of God which I most appreciate is that He is

5. God used the following people to enrich my life this past year:
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. T'want to specifically thank the Lord for giving me the gift of ,

so I can use it to serve Him and the church.

Considering the standard of living of most of the world’s population, [ am
rich because I have these material blessings:

. My God is

. If T could stand up and shout anything to the rest of the body tonight, I

would tell them that:

» Ideas for Worship

. Listen to or sing along with a worship tape.

. Walk through a nearby park or forest preserve and praise God for His

creative power.

. Ask your group to think of the names of God that are found in Scripture.

Ask each member to tell why that name is important, and pause to give God
glory for who He is.

. Ask members to select a favorite psalm or Scripture passage that focuses on

who God is or who Jesus is. Read it aloud and then pause to pray.

. Have each member write prayers of worship and praise to God. Ask them to

share them with the group. Think of this as writing a letter to God.
Go to a worshipful Christian concert or church service together.

Have members in your group use their video cameras (if they have one) to
record images of things that cause them to think about God or to want to
worship Him. View them together as a group. Pause to reflect upon who God
is and what He is doing in your lives.

» Social Activities

A O i i

Eat meals together.

Play sports together.
Take a retreat as a group.
Go to a park.

Go to a concert.

Go to a lake/beach for the day.
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7. Go to someplace special at Christmas time.
8. Go to a pumpkin patch at Thanksgiving.
9. Have a fall harvest party.

10. Watch a video together and critique it.

11. Make popcorn, ice cream, or pizza together.

12. Brainstorm with your group some fun things to do.

» Qutreach

1. Pray for someone to fill the open chair.
Pray for different parts of the world that need Christ.
Pray for a missionary from the church.

Plan a trip to the inner city.

hA S

Gather materials or gifts together to present to an orphanage in America
or Mexico.

Have a potluck dinner and invite visitors.
Have a Superbowl party or Oscar night and invite neighbors.

Adopt a child through World Vision and support that child financially.

o N

Plan to bring friends to a seeker service.

10. Take the Becoming a Contagious Christian training course together.

Troubleshooting Tips

Creating safe places where life change can be maximized is not easy. Sometimes
it’s reassuring to know that all small groups undergo some type of relational
difficulty. If group members expect to grow, people will have to be vulnerable.
Anyone who has ever led or been a part of a nurturing small group will tell you
that where people are emotionally transparent, problems will come to the surface.
When they do, it’s the leader’s job to help steer the group in the right direction.

Two principles guide a leader’s attempts at successful troubleshooting. First, any
solution must promote the health and wholeness of the individual. Second, any
resolution must also promote the health and wholeness of the total group.

The following troubleshooting tips were garnered in part from discussions with
seasoned small group leaders. They should go a long way in helping your group
deal with problem situations with grace and insight. Remember, no technique is
100 percent successful in solving the difficulties your group may encounter, but
with prayerful attention, sensitivity, and caring interaction using one or more of
these tips, your group has a good chance of not only making it through your par-
ticular barrier, but realizing true community and maturity on the other side of it.



Skills 135

» Issue #1—
The Overly Talkative Member

If not moderated properly, what often begins as a trickle of friendly patter can
turn into a virtual flood of words. The Talker is rarely shy, and usually very
uncomfortable with long periods of silence. Typically, what’s behind this need to
fill in the pauses is the fear of intimacy or personal disclosure. The Talker is very
quick to move on an item and can very easily unsettle a group’s pacing if there is
not some type of sensitive intervention. Here are some tools that you may find

helpful.

Establish ground rules for your group

e Set the rule that no one can speak a second time unless everyone who wants
to talk has had a chance to speak. Often in the case of a Talker who is mar-
ried, the spouse is silent or appears introverted. Use the situation to your
advantage. Each person may speak a second time only after their spouse has
been given an opportunity. You would be amazed at the positive response
from overrun mates.

e Make (or reiterate) the rule that no one can overrun someone else while
they are speaking (translation: “NO INTERRUPTING!”).

¢ Go systematically around the group, allowing each person a chance to
talk. Remember at the onset to be sensitive with members who are either
unaccustomed to or feel uncomfortable with speaking in a group setting.

e Assure the talkative member privately that you value his or her sharing
but that you wish to hear other people’s comments as well. In front of the
group, state that you would like to hear more about the person’s items of
interest after the meeting.

e Agree at the beginning of the meeting to save some issues for the end, after
everything else has been discussed (this only works after you have seen the
Talker verbally camp on certain subjects repeatedly).

e Here’s a creative solution: throw a football or some other object around
the room. Only the person with the object in his or her hand has the right
to talk in the group.

e During the discussion, simply interject and sensitively direct a question to
another person.

Meet individually

¢ Spend some one-on-one time with the Talker. Attempt to ascertain the
driving issues that are making it necessary for the person to dominate the
meeting.

e Firmly and sensitively confront the person in private. Begin with the positive
contributions the person has made in the group and the need for others to
be given the opportunity to make a similar impact. Use the confrontation
time as an important affirmation moment as well.
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e Ask for the Talker’s help in drawing others out. Suggest he or she end his
or her comments with a question like, “So what do the rest of you think?”

» Issue #2—The Answer Person

For too many years within the Christian community, spiritual fruitfulness has been
wrongly determined on the basis of how much you know. This measure stands in
sharp contrast to the biblical notion that “fruit” for the believer is defined by what
you do and by who you are. Because of this misinterpretation of Jesus’ teaching,
knowledge has preceded action on the list of preeminent Christlike virtues. It is
not hard to see, then, why many sincere group members see nothing wrong with
throwing around easy answers, simply quoting a Bible verse, or becoming wrapped
up in some minute theological trivia having nothing to do with the group discus-
sion. These group members are often argumentative and have very little tolerance
for outside interpretation of feelings or biblical passages. They often will go to
great lengths to make sure their opinions are heard and validated.

Answer people all too quickly dismantle safe places. Other members should not
have to experience the pain of non-attention, judgment, or an argumentative
spirit. Here are some helpful ways to provide what the Answer person needs and
keep the group process on track.

Take action during the meeting
e Backtrack to the original idea, question, or thought shared.

® Refocus on the passage or material being used and collect more information
from everyone; then summarize.

e Lovingly redirect the discussion to the other group members: “What do
the rest of you think of this passage?” or “How do the rest of you feel?”

e Affirm what is right about the “always right” person’s answers, but look
for other points of view.

Be a model of true empathy yourself so the Answer person can see a better
way to help others.

Remind the group of the importance of silence.

Avoid arguing about who is right or wrong.

Before the meeting, share how “pat” answers or oversimplified responses
make others feel. Ask the group to monitor themselves. Do not feel afraid
to call members on this after you have set the ground rules.

Direct the group to prayer.

Speak to the Answer person

e Ifit’s a continuing problem, talk with the person outside the group.
Describe to them what their sharing in this manner does to the group. Tell
the truth in love.
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e Affirm the person for what they do know, but also let them know how
their knowledge may not be what is needed or appropriate.

e Let the person know they need to let the communication of others stand
on its own without judgment or immediate correction.

e Ask the insensitive member to share more feelings rather than thoughts

(“I think ...”).

e Ask the Answer person to help summarize or rephrase points of the
discussion.

e Attempt to find out from the person privately what drives him or her to
always appear “in the know.”

» Issue #3—
The Member with an Agenda

All of us struggle from time to time with the issue of wanting to maintain inordinate
control over aspects of our lives. Groups can become the arena where our sinful
power struggles play out. Some individuals will be especially prone to repeatedly
trying to prove themselves and will try to redirect some facet of group life their
way for no apparent reason other than their own preferences.

A person presenting this problem leaves telltale language clues. Look for phrases
such as “yes, but” or “Well, I think.” Often this person is critical of the group
process, even with items considered tabled by the group. Here are some hints to
aid you in dealing with this individual.

Reaffirm group covenants while you’re all together

e Reaffirm, recast, reestablish, challenge, redefine—use whatever word
you want—but remind everyone of the agreed upon guidelines for group
involvement.

® Discuss these standards with everyone in the group to affirm the purpose
and values of the gathering.

Speak to the person with the agenda
¢ Confront the person privately and attempt to discern the underlying problem.

e Suggest that the person work with the other members to find a proactive
solution that solves the problem yet doesn’t violate the boundary estab-
lished by the group.

» Issue #4—Superficial Discussions

Beginning relationships often have a period where facts are shared more easily
than feelings. Not much is bartered in terms of emotional risk and therefore not
much is gained at this stage. Early on, this surface-level communication is normal
and shouldn’t be cause for alarm.
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Often though, a group struggles to break through the strong ice of superficiality
and go deeper, even after many meetings. This hesitation can be the result of a
leader’s direction, or because someone else is impeding progress in group mem-
bers’ bonding. Whatever is keeping the group in a “functionally frozen” mode,
you can easily prepare yourself to handle this problem.

Surface communication can also be a sign that you are attempting to go too deep
too fast. Mentally take a step back and ascertain whether this is so. If you sense
you have gone too quickly, admit your error and be willing to proceed at a more
realistic pace. By humbling yourself in this way, you model vulnerability rather
than harming the relational chemistry of those gathered. Your openness actually
works to center the focus and unite the participants for future growth together.

Improve your questions

¢ By far, the number one way to open up a group is to lead by example.
“Speed of the leader, speed of the team,” could easily have been first pos-
tulated in a small group. Usual rule of thumb is to speak as deeply and
openly as you would like the others to share.

e Have specific applications and questions. Don’t be afraid to challenge
the group.

o Ask “feeling” questions rather than just “opinion” or “fact” questions.

e Where appropriate, be more directive. Sometimes ask closed-ended ques-
tions that will elicit specific answers rather than open-ended questions.

e Restate and rephrase the question. Often silence means group members
are simply unsure of what was asked of them. (Silence may also indicate
they’re thinking, not that they’re reluctant.)

Create a safer climate

e During initial minutes of the meeting, remind members of confidentiality
guidelines.

e If your group is too large, break into smaller sub-groups.

e Contact the group members outside of the meeting to see if anything could
have made the questions easier to answer.
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Meeting
Follow-Up

Gaining Feedback
for Your Ministry

The purpose of all feedback and evaluation is improvement and increased effec-
tiveness for your ministry. Gaining feedback from others about your leadership
and about your group is designed to help you build on your strengths and buttress
your weaknesses.

We have designed three tools that will help you evaluate and improve your small
group ministry. The tools are described on the chart below and samples are
included. (These are provided though you could design your own. You don’t
need a lot of forms to be effective but it helps when trying to assess and record
group progress.)

Tools for Evaluating Your Ministry

Form Purpose Requl'red Completed How often
or Optional by
To summarize meeting
Touching Base activity, apprentice
(TB) form development, future . Apprentice
i R Monthl
plans, specific prayer equired and/or Leader onthly
(Meetings) requests and
celebrations
Leader Feedback To help leaders build
and Development on strengths and Ontional Apprentice, Members, As desired
improve areas requir- p or Coach (at least
(Leader) ing skill development twice per year)
Planning for .
Life Change To help groups discuss . Leader and group .
their growth and Optional together Every six months
(Group) maturity as a group
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Touching Base—Small Group Summary

Leader Month Year
Apprentice Leader! Coach
Apprentice Leader? Division Leader/Ministry Director

Instructions: Leaders, please fill out this form each month. Keep your copy, then pass a copy on to your Coach or Ministry Director.

Attendance Record
Meetings:| Date 1 | Date2 | Date3 | Date 4 Summary
Total Attendance (total # at meeting) AVG=
Primary Care Attenders AVG=
First Time Visitors AVG=
Guest (ex: Coach, div. leader, friend of member) TOT=
Regular Attenders Absent AVG=

Has anyone left your group over the past month? [_] Yes [_] No If yes, please provide their name and reason for leaving.

Name Reason for leaving

ACtiUity Summary Briefly describe what your group did this month; include in-group, out-of-group, and one-on-one activities.

Next S teps What are your plans for the group for the next month? What are you doing to develop your apprentice(s)? Have you
identified any potential apprentices?

] ust To Let You Know... Is there anything you’d like to celebrate? Do you have any problems, prayer requests, or ques-
tions? (Note: For urgent problems or prayer requests, please call your Coach or division leader.)
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Leadership Feedback and Development (Part 1)

From:

Please note: This tool is designed to evaluate for the purpose of encouragement,
not to judge for the purpose of condemnation.

Leadership during meetings

1. On a continuum, how would you rate the leader’s style of communication
during the meetings? Mark with an “X”:

Pure lecture Pure discussion
On the scale above, mark with an “O” where you would like the leader to be.

2. On a continuum, how would rate the leader’s control of the flow of the
meetings? Mark with an “X”:

Autocratic/Control Collaboration/Relaxed
On the same scale above, mark with an “O” where you would like the leader to be.

3. On a continuum, how would you rate the group members’ overall participa-
tion in discussions? Mark with an “X”:

A vocal minority Balanced participation
What, if anything, could the leader do about the balance of participation?
4. How did the leader handle the different elements of the meeting?
e Starting on time
® Homework review (if applicable)
e Scripture explanation or teaching

¢ Discussion portions

Helping to make personal applications

Ending on time
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1.

Leadership Outside the Meetings (Part 2)

What experiences with the leader outside the regular meeting times have
been especially valuable to you?

. What aspects of the leader’s life do you most need (want) to observe so you

can see a godly example?

. What steps could your leader take beyond leading the regular group meet-

ings to help you grow (be specific)?

Comment on the leader in the following areas:
* Availability outside of group times

e Approachability and concern

e Accountability and being firm, if necessary

* Sensitivity and compassion

. Is there any other feedback you would like to give the leader?
. Are there issues that are unresolved or require attention?

. What affirmation can you give the leader—what aspect of the whole small

group experience has been especially meaningful to you?

. How will you pray for the leader?
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Planning for Life Change Date:

Leader:

How Are We Doing?¢

Evaluation Scale
3 Doing well; pleased with results
2 Going in the right direction; see areas for improvement

OM?’ G?’OMP IS. oo 1 Struggling; need help

M . Group members are spiritual self-starters and are actively developing their rela-
atumng tionship with God. They are participating in the church through the use of their
> o spiritual gifts and material resources.
Spiritually
Comments:

Group members are actively building relationships with each other both inside

Growz.ng and outside of group setting.
Relationally

Comments:

I:I The group is a safe place where all members willingly share their thoughts and
feelings in a straight forward and transparent manner.

Fostering

Safety

Comments:

Group meetings are full of life and energy. Members look forward to coming

Generatzng and consistently mention how the group meetings are one of the highlights of
. their week.
Excitement

Comments:

Group members invite unconnected people. The open chair is utilized, and new

“ elcomlng members are being brought into the group at a rate of at least two regular
. d attenders per every 24 meetings.
Outsiders

Comuments:

The group embraces the value of needing to birth, and new leaders (appren-
I:I tices) are being recruited and developed to ensure healthy daughter groups.

Preparing
to Birth

Comments:
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Resources

Commonly Asked Questions
about Conducting Meetings

How long should a good meeting last?

Long enough to engage the group; short enough to create a longing
to return again. Don’t feel like you have to bring every meeting to
perfect closure. Let members leave a meeting with some unanswered
questions. It will keep them interested for days!

Where is the best location for our meeting?

It depends on the purpose. Ask yourself, “Where can we meet to
make this a memorable time and fulfill our purpose?” Variety keeps
a group fresh. A change in location will often produce a change in
attentiveness, participation, and openness.

Additional Resources

How to Lead Small Groups by Neil McBride (NavPress)
Chapter 7, “Evaluating Your Group,” has some helpful information
and important questions for any group leader to think through.
Though the evaluation methods discussed are not the same as
ours, the material is thought-provoking.

Small Group Leader’s Handbook (InterVarsity)
Chapter 12 is an excellent chapter for group activities and ideas.
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Shepherding
Members

Once you begin having meetings, developing relationships, and engaging in the community-
building process, you will need some help in two areas: providing caring support for your
people as they encounter struggles and giving them some guidance for pursuing spiritual
growth. That is what shepherding is about—responsive care and intentional development.

In this part we provide you with a Shepherding Plan and some guidelines on how to use it.
Then we focus on your role as an encourager and caregiver, with emphasis on creating a
caring environment in the group so you don’t have to carry that burden alone. Then we
supply a few tips for responding to those care needs that are beyond your group’s ability to

handle.

This is some of the most rewarding ministry in small group life—developing people toward
full devotion while providing a safe and loving place for them when they face life’s inevitable
struggles and challenges. Your group will remember these moments for many years.
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Making
Disciples

Group-Based Discipleship

Discipleship is often misunderstood as a primarily one-on-one adventure. But in the
New Testament, making disciples has always been a group event. As we stated
earlier, the Scriptures rarely record Christ meeting with fewer than three of the
twelve disciples. One-on-one disciplemaking in the context of group life protects
the newer disciple from becoming a clone of any one member. It allows disciples to
grow in Christ by experiencing the teaching, mentoring, love, encouragement,
exhortation, and giftedness of many brothers and sisters in Christ.

So when do we do one-on-one ministry? As we look at one-on-one encounters
between Jesus and Peter, Paul and Timothy, and Paul and Silas, it is clear these are
leadership development relationships, not basic discipleship. It is important to
spend time training rising leaders. However, most of the time you can accomplish
disciplemaking goals through group-based discipleship. Ministry in and through
groups and teams more adequately reflects the New Testament model (Mark 3:14;
Matt. 10:5-42; Acts 13:2; Acts 16:1-5) and creates an environment of mutual
support, ministry, accountability, and training.

Promoting Spiritual Growth

Spiritual growth is a process that requires time and a willing spirit. It results from
the work of the Holy Spirit, obedience to Scripture, intimacy with Christ, and
having experiences (especially adversity) and accountable relationships in com-
munity. As a group leader, you do not cause spiritual growth, but you can create
an environment that promotes and facilitates such growth. That’s why we have
stressed the importance of using the Word of God in your group, teaching your
group to pray, understanding the role of the Holy Spirit in your group, and the
need to build authentic, lasting relationships with members.

One of the best ways to foster the spiritual growth of group members is to gauge
the group’s spiritual growth using the 5 G’s. As previously noted, The Five G’s—
grace, growth, group, gifts, and good stewardship—reflect a discipleship process.
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A Shepherding Plan has been developed using these Five G’s so that you can
“grow your group” in Christ. As you work through the Scriptures and questions
together, this Shepherding Plan becomes a disciplemaking tool.

Use the worksheet and chart below on a quarterly basis to help you develop a
strategy for facilitating spiritual growth in your group members. Sit down with
each member of your group and help them identify areas of spiritual growth that
need attention (such as Bible study, prayer, relationships, past wounds, serving,
and good stewardship). Then, as you meet with individual members over the life
span of the group, follow up with them by using this tool to help you remember
your goals and guidelines for group growth.

Small Group Leader Shepherding Plan

Leader’s Name

Quarter: 1 2 3 4

Group Development Plan

Questions Quarterly Plan

Grace
To experience and
extend saving grace.
(2 Cor. 5:18-19)

Who can we pray for to receive
Christ?

How can we encourage and equip
each other to extend saving grace to
our families, friends, coworkers,
neighbors, or world for Christ?
How can we team up in our evange-
listic efforts?

Growth
To grow in having Christ

spiritually formed in us.
(Heb. 10:24-25)

What are the practices, experiences,
and relationships that will help
form Christ in our group?

What will we study to form Christ
in each other?

How can we foster participation in
worship together?

Groups
To shepherd one
another in loving,
authentic community.

How can we better love, care for,
and be the body of Christ to one
another?

How can we foster greater authen-
ticity, vulnerability, and openness?
What’s the next step in extending

(Gal 62) or multiplying our loving commu-
nity to others?
Gifts * How can we serve the body of

To discover, develop, and
deploy our spiritual gifts to

Christ together?

How can we help develop and
deploy each other’s spiritual gifts?
What church “household chores”

serve the body of Christ. can we help with as a group?
(Rom. 12:6-8)
Good Stewardship * How can we encourage each other

To steward our time and

treasures for God’s redemptive

purposes in our church,

community, nation, and world.

(Matt. 25:40)

to better steward our time and
money?

How can our group extend com-
passion locally and globally?
What unique personal, spiritual,
or material resources do we have
to share?
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Using the Shepherding Plan

1. Build arelationship. The first step in developing people is getting to know “It is our responsibility as
them. Jesus first chose the twelve to be with Him (Mark 3:14) and then to send
them out to do ministry. You will not be able to fully engage with every mem-
ber of the group in a one-on-one basis. After meeting for a few months you the possible impact of our
will begin to identify a few people who are ready and eager to be developed.

Christians to tune in to

words in every situation

Look for people who: and to select only those
Show eagerness in discussions that reflect a sensitivity to
Are willing to make time to be with you the needs of others.”

Take the group seriously Larry Crabb
Encouragement

Express a willingness to change and grow

As you build a relationship, determine their love language (as described in
Gary Chapman’s book The Five Love Languages)

® Appropriate Touch

® Words of Affirmation
® Meaningful Gifts

* Acts of Service

® Time Spent Together

You can meet as often as you’d like with someone. Twice a month is a good
average, but really varies by person. Use your home as a place to meet with
people over meals between meetings. Take people with you on errands or
connect with them around church services.

2. Discern the needs. As you begin to meet with people from the group, try to
assess what their development and care needs might be. Ask them what they
envision themselves to be one year from now. Discuss their family, their rela-
tionships, and their work. Begin to love them and for who God made them
to be. Appreciate their unique calling and gifts. Begin to ask questions con-
cerning their goals for growth.

e What kind of heart, skills, and attitudes do they want to develop?

e Where is there pain or fear?

e What are their hopes and desires?

e What are they reading?

® How do they learn something new (reading, observing, experiencing)?
e What do they do for fun?

3. Develop a plan. Now you can meet together and determine how you can
help them move forward. Decide on a few objectives or practices or experi-
ences that will foster spiritual growth. Set a few expectations (account-
ability) for follow-through. Determine a time and place to meet again to
assess progress and identify sticking points.
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Here is where the Shepherding Plan can be used most effectively. On the far
right side of the plan, across from each of the five “G” words, is a place to
list possible action steps. Focus on one or two areas and begin to determine
where the person would like to be in two to three months. Then suggest
resources to help get them there.

Tips and Clarifications for
Using the Shepherding Plan

e This plan is compatible with our 5G developmental framework and may

not reflect your church’s strategy and language. Feel free to adapt the ideas
and questions to your setting.

Don’t try to cover all five areas every time you meet with someone. Usually
people can only work on one or two areas at a time. You want to start
with smaller steps so a sense of accomplishment can prevail

These conversations can be vulnerable and awkward at first. Many people
have never been asked questions like this about their spiritual growth.

This tool is designed to assess the group as a whole on a quarterly basis. It
can (and should) be used with individuals, but that does not mean you
must always be the person who meets with them. Your apprentice can
begin to use this, and group members can do this in pairs.

The process is more important than filling out the chart. The goal is to
prompt self-examination and submission to the work of the Spirit in the
life of each person.

People develop at different speeds and learn in different ways. This plan is
not going to be used the same way with everyone.

Prayer is essential to shepherding. You want to approach people with
God’s heart and wisdom, not your agenda for their life. Interceding on
their behalf and praying with them will deepen your relationship.

Remember that they are responsible for their own growth, not you. Your
job is to ask questions, make suggestions for next steps, and link people to
resources (and other people) that can help them.

Avoid becoming a counselor (in the professional sense) and try not to
“fix” people. Only God can do that anyway.

Consider using the plan with more than one person at a time, especially if
you are developing an apprentice. Watching you in the process will show
the apprentice how to ask developmental questions.

Finally, always find something to affirm and encourage in the lives of your
people, especially if they feel like they are not living up to their own expec-
tations for growth.
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Encouraging
Group Members

Encouragement takes place when your love meets a member’s fear. Everyone
has fears or disappointments or confusion about life. When we show others that
we truly love them in the midst of their pain, we are providing encouragement.
Proverbs 18:21 tells us that the tongue has the power of death and life. Encour-
aging words bring life; shaming or harsh words bring death. Your job as a leader
is to bring words of life to people who are feeling the sting of death emotionally.
Listen to the instructions of Paul in Ephesians 4:29: “Do not let any unwhole-
some talk come out of your mouths, but only what is helpful for building others
up according to their needs, that it may benefit those who listen.” Encourage-
ment is a community builder.

» Tips for Becoming an Encourager

1. Beslow to speak (Prov. 12:18; 13:3; James 1:19). A great way to encourage
members is to listen to their stories with attentiveness and caring. Do not
try to fix things quickly or give glib, pat answers to their problems or issues.
Simply listen.

2. Exercise sensitivity. The Bible reminds us that our speech should be seasoned
with salt. Our words should be filled with grace (Eph. 4:29) and should
mimic those of Jesus who came in grace and truth (John 1:14).

3. Show kindness when you speak. Words of gentleness are soothing and tender.
Truth does not always have to be delivered from a rifle barrel. Truth spoken
gently is more readily heard and more easily obeyed.

» Pitfalls to Avoid When Trying
to Be an Encourager

1. Defensiveness. Don’t try to justify yourself. Simply listen to what others are
saying and try to clarify what is being said.

2. Sarcasm and criticism. Sometimes humor gets out of hand. Remember that
people are easily wounded with words (Prov. 15:4).

3. Correction. Don’t tell people that their feelings are wrong or inaccurate or
say to someone, “You shouldn’t feel that way.” The point is, they do feel
that way, and you need to listen carefully to determine why they have the
feelings they are experiencing.

4. Advice-giving. Avoid giving answers before having really investigated the
questions. Advice-giving can be patronizing and can shut down communica-
tion. Quick advice often ignores the real problem.

Real encouragement requires active listening. It means fully engaging with another
person and participating in their pain and frustration. As you listen carefully, you
will be able to bring words of encouragement and comfort and hope to people in
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your group. Remember, the Scriptures are full of exhortations and commands to
build up and encourage one another. The following “one anothers” of the New
Testament reveal the heart of God and His desire for His people to develop deep,
caring relationships with one another. As you study them, reflect upon how you
might incorporate them into your group’s activities.

Some of the “One Anothers” of the New Testament

Be at peace with one another (Mark 9:50)

Love one another (John 13:34)

Be devoted to one another (Rom. 12:10)

Honor one another (Rom. 12:10)

Live in harmony with one another (Rom. 12:16)

Stop passing judgment on one another (Rom. 14:13)

Accept one another (Rom. 15:7)

Instruct one another (Rom. 15:14)

Greet one another (Rom. 16:16)

Serve one another (Gal. 5:13)

Carry one another’s burden (Gal. 6:2)

Be patient, bearing with one another in love (Eph. 4:2)

Be kind and compassionate to one another (Eph. 4:32)

Forgive one another (Eph. 4:32)

Speak to one another with psalms, hymns and spiritual songs
(Eph. 5:19)

Submit to one another out of reverence for Christ (Eph. 5:21)

In humility consider others better than yourselves (Phil. 2:3)

Teach one another (Col. 3:16)

Admonish one another (Col. 3:16)

Encourage one another (1 Thess. 4:18)

Build one another up (1 Thess. 5:11)

Spur one another on toward love and good deeds (Heb. 10:24)

Do not slander one another (James 4:11)

Don’t grumble against one another (James 5:9)

Confess your sins to one another (James 5:16)

Pray for one another (James 5:16)

Clothe yourselves with humility toward one another (1 Peter 5:5)




Providing
Care

Caregiving and Shepherding

Giving care is part of the role of being a shepherd. God expects us to give the
kind of care that He Himself would give to His flock. This is clear from Ezekiel
34:1-16, in which God rebukes the shepherds of Israel for not giving appropriate
care to the flock. As you study the passage, you see that God desires shepherds to

e feed the flock

® lead them to rest

e seek the lost

e bring back the scattered
® bind up the broken

e strengthen the sick

Being a shepherd is an awesome responsibility. That is why we have limited the
leader’s span of care. If you have too many people to care for, you will eventually
burn out. How much care do you provide and how often? There are three levels
of fundamental caregiving: primary care, mutual care, and backup care. Crisis or
emergency caregiving is discussed in the next section.

» Primary Care

Primary care is the normal, regular attention and support that a small group leader
is expected to provide for group members. Sometimes people belong to more than
one group. In such cases, ask them to identify where they expect to receive primary
care. Such care includes prayer support, phone calls, encouragement, visiting the
sick, and finding resources that will meet group members’ care needs.

153



154

Leading Life-Changing Small Groups

» Mutual Care

Mutual care is what group members give to one another. It is not possible (nor
expected) for a small group leader to provide all the care for all the members of
the group. It is the goal of a small group to provide mutual, interactive care for
one another. This kind of care includes taking meals to families with new babies,
visiting those in the hospital, and providing prayer and assistance with other
needs. Such care enables us to fulfill the commandment in Galatians 6:2, where it
says, “Carry each other’s burdens, and in this way you will fulfill the law of
Christ.”

» Backup Care

Your first line of defense, or backup care, is your coach. If your coach is unavail-
able, contact your division leader or other church leader. Together you can work
out a “care strategy” for the particular need that you are seeking to meet. In
other cases, contact your pastor or pastoral counselor for guidance. Larger
churches may have a “community care” ministry that can provide additional
support to small group leaders and coaches.
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Responding
to a Crisis

Crisis Caregiving

From time to time in a small group, an emergency or crisis may occur. As a small
group leader, others will look to you in times of crisis.

» Handling a Crisis

In cases of impending physical danger
Contact the police immediately. Such crises would include:
e Life-threatening situations
e Severe accidents or emergencies
e An attempted suicide or threatened suicide
e Present threats of violence by a person to him- or herself or to others

Though it is very unlikely that you would ever experience any of these in the
context of a group meeting (or even with members of your group), please be aware
of the possibility and know that you should contact the police immediately.

Other serious situations

If you have a serious situation that may require further help and guidance to
address (e.g., child abuse or neglect, spousal abuse, et cetera), contact your
coach and church immediately for help in discerning the severity of the crisis and
for assistance in reporting the incident to the proper authorities (if needed).

Remember, in most situations, your first point of contact should be your coach.
If your coach is unavailable, contact your division leader or other ministry leader.
But if there is any threat of violence or danger, call the police immediately.
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» Supporting vs. Counseling

As a small group leader, you are expected to provide support and encouragement
to members of your group. However, you are not trained to be a professional
counselor, so you should not assume such a role. Instead, your responsibility is
to provide opportunities for your members to receive the appropriate care they
require. Situations that may require professional help:

e Serious marriage problems

e History of past abuse

¢ Addictions

e Severe personality disorders

e Mental disorders or dysfunctions

If you should encounter anything that resembles the examples above, contact your
coach to see what steps should be taken. Together you can determine a plan for
encouraging a group member to participate in counseling or another type of help.
Never contact a church leader directly and give a member’s name to them. In such
cases, it is imperative that you do not violate a person’s right to confidentiality.

Just because you think someone is in need of counseling does not mean they will
be willing to participate in counseling. Work with your coach and with ministry
leaders at the church to determine how to approach an individual with the sug-
gestion of counseling or other help.
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Resources

Commonly Asked Questions
about Shepherding Members

What if I am not competent to meet the needs of my group?

All too often, leaders feel obligated to meet every members’ need.
And when they fail, they feel guilty. You will often need the support
of your coach, the staff, and other group members in order to meet
members’ needs. Let it be a team effort!

My personality type does not do well with confrontation. What do 1
do?

One way or another, you will have to face the truth. Ignoring an
unpleasant situation will only make it worse. Stuffing feeling and
emotions will eventually lead to an emotional blowup. Better to
enter the tunnel of confronation voluntarily, choosing your words
wisely, to remedy the situation before things get worse.

Does an official membership program belp the small group
ministry?

Interestingly, we have found a small group ministry enhances the
membership efforts of the church. Small groups are a strategic place
to cast vision and ask for commitment. Our entire membership
process has been decentralized to the small group leaders and
coaches, under the supervision of the elders. Small group members,
we’ve discovered, are the most commited people at our church as
evidenced by their service, attendance, giving, and participation in

the life of the body.
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Additional Resources

Caring Enough to Confront by David Augsburger (Herald Press)
Encouragement by Lawrence Crabb Jr. and Dan B. Allender (Zondervan)
Lifestyle Discipleship by Jim Petersen (NavPress)

Shattered Dreams by Larry Crabb (Waterbrook)

Telling Each Otber the Truth by William Backus (Bethany House)
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Multiplying
Your
Ministry

As your group begins to mature and your apprentice develops leadership skills, it is time to
share what you are experiencing so others can enjoy community life. By inviting others to join
your group and training your apprentice, you are creating an environment for multiplication.

To help you in this process, we have given you resources for filling the open chairs that
remain in your group. We also help you prepare the group for the birthing process, includ-
ing vision-casting, birthing strategies, and how to connect with the new group after the birth
has taken place. We want to help you overcome any fear you might have about this process.
It can be difficult—but it is very rewarding. New people will find a seat at the table of com-
munity, those God has designed for leadership will find a place to serve, and your group will
gain the satisfaction of bearing fruit that lasts. It really is a win-win-win situation! So take

courage and trust God for the results.
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Adding
embers to
Your Group

Group Multiplication

» God and the Open Chair

Since the beginning of time, it has been God’s desire to create a people who would
have fellowship with Him for all eternity. Though He enjoyed perfect fellowship
as a tri-unity (Father, Son, Holy Spirit), God’s desire was to expand that commu-
nity to all who put their faith in Him. From Genesis to Revelation, we see God’s
heart in reaching people and including them in this new community:

The promise of a Messiah (Gen. 3:15)

The promise to Noah (Gen. 9:8-17)

The promise to Abraham to make him a great nation (Gen. 12:1-5)
God’s promise to make the Israelites His people (Ex. 6:7)

God’s promise to David of an eternal kingdom and a place for God’s people to
dwell (2 Sam. 7:1-17)

God desires to be known among all nations of the earth (Ps. 67)
The invitation for all to come and be part of God’s community (Isa. 55:1-3)

The promise of a Messiah who would become known throughout the earth
(Mic. 5:2—5)

God will be known among all the nations of the earth (Zeph. 3:8-10, 20)

The invitation for all to come and receive Christ (Matt. 11:28-30)

The command to make disciples of all nations (Matt. 28:18-20)

The promise that all who believe will become part of a new community (John 3:16)
The power of the Holy Spirit will enable all to witness for Christ (Acts 1:8)

The world will not hear the Gospel unless we take it to them (Rom. 10:14-15)
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As you can see, our God has been inviting people into His “open chair” for cen-
turies. This is evident in a personal way in the life of Jesus. Jesus used the concept
of the open chair to develop relationships with Nicodemus, the woman at the
well, the woman caught in adultery, and the twelve disciples—and His invitation
continues today. Andrew opened the chair for Peter, Barnabas opened the chair
for Paul, and Paul opened the chair for Timothy. Part of discipleship is opening
the chair to those who are not involved in biblical community. This includes
seekers, fringe Christians, and committed believers who are seeking fellowship.

» Filling the Open Chair

Many of you may be asking, “How do I fill the open chair?” Here are some steps
to think through and a chart that will help you brainstorm the names of people
who could potentially be added to your group.

Step 1: Before you begin inviting new members

A. Involve everyone in the process. Everyone in your group should consider
how to invite someone to the group.

B. Teach and discuss the open chair with your group.
C. Regularly pray for God to fill the open chair.

D. Develop a list of potential members (use the chart that follows).

Step 2: How to invite new members

A. Allow them to meet other members of the group before they ever attend a
group meeting.

Explain the vision of your group to the potential member.
Ask them to pray about joining the group.

Develop relationships prior to the group meeting.

m O 0w

Allow them to attend a few meetings before they have to make a final
commitment.

Step 3: After new members attend the group
A. Affirm the newcomer and the one who brought him or her.
Have everyone briefly retell their own stories.

Celebrate what is happening in your group.

Reaffirm the covenant.

m Y 0O =

Don’t add people too quickly. Allow the group to assimilate new members
and to grow together for a season before inviting additional people.

Note: This is a general process for inviting people to groups. Consult your
ministry leaders to determine whether all components of this process apply to
your particular kind of group. (For example, seeker groups would use a different
method of inviting people into a group, and a task group may have specific
guidelines that relate to accomplishing the task.)
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Where do I find potential group members?

h AR

Friends
(lost people
you know)

Factory
(your job)

Fishing
Ponds
(fun places to
meet new people)

Fellowship
(the church)
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» Conversations With
Prospective Group Members

Getting to know someone in a short time is not easy. Even people who make a
living doing this sort of thing will tell you it takes years to develop the skills
necessary to pick up accurately on the strengths and weaknesses of the people
they’re trying to get to know. What’s more, in a small group, success hinges on
being able to find affinity—something in common—among group members, not
just whether the people are “good people.” Although identifying affinity is a sub-
jective and “gut-feeling” type of process, there are some basic questions that can
be asked that bring out potential affinity. Questions that foster friendship based
on shared interests can be grouped into four broad areas:

1. Background

2. Joband family

3. Interests and hobbies
4. Spiritual appetite

Below are some examples. As you meet with potential members, don’t feel pres-
sured to use all of these questions. Pick the ones you feel comfortable with or
that best suit your needs. You might even want to write your own or rephrase
these into your own words.

Background

1. How did you happen to come to the church?
Where did you go to church before coming here?

Are you from the area? Where did you go to school?

el

What was your church background growing up?

Job and family

1. What do you do for a living? What did you do before your current job?
Do you enjoy your current position? If not, what’s your dream job?
What’s your schedule like? How busy are you with your job?

How long have you been married? Do you have any children? If so, how many?

hA S

How would you describe your relationship with your spouse? How do you
stay connected on a daily basis?

3

What has been the most challenging thing about being married (or single)?
7. What has been the most rewarding thing about being married (or single)?

8. Tell us about your extended family. Do you see your parents much? How
many brothers and sisters do you have?
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Interests and hobbies

1. What do you like to do with your free time? Do you have any hobbies?
What do you like to do when you go out?

What do you do to relax?

Sl

Is there any new sport, activity, or hobby you would like to learn?
Spiritual appetite

1. Have you ever been in a small group before, here or at another church?
What did you enjoy about it?
Why are you looking to join a small group?

How are things going spiritually? How’s your walk with God?

What do you think you can bring to the lives of others in the small group?

hA S

What are your expectations for the group? What do you want to see accom-
plished?

6. Where do you hope to be spiritually at the end of this group?

Please note the design and progression of these questions. Direct inquiries into
spiritual specifics or a person’s walk with God can be threatening. Consequently,
start out asking the simple, nonthreatening questions first. These will loosen
them up, and will probably loosen you up too!

As conversation flows, mentally note what you are feeling about the conversa-
tion as well as what they are saying. Their body posture, tone of voice, facial ges-
tures, or glances at a spouse, all create reactions within you that can help you see
if there is affinity. When some people are getting to know someone else, they err
on the side of making judgments too quickly and consequently don’t really hear
what that person is saying. Others suspend judgment almost to a fault and don’t
acknowledge their true feelings, possibly missing the fact that they just may not
care for the person. Even people with affinity have relational difficulties (think of
you and your spouse!). Don’t think you are being “exclusive” (in a negative
sense) when you add people to your group with whom you have affinity.

Affinity simply refers to “those things we have in common that
draw us to one another.” It does not mean “likeness”—uwe are not

looking for people just like us. We are trying to see if there are any

common experiences or interests that we share so we can begin to
develop bealthy relationships.
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“Every time I have an
experience like that [talk-
ing to a seeker], I think

of the privilege, the
adventure, the high
stakes, of sharing God’s
truth with people who are
spiritually confused. They
matter to God; may they
forever matter to this
church.”

Bill Hybels
Rediscovering God

Leading Life-Changing Small Groups

» Inviting Seekers to Small Groups

Some groups are not prepared to receive seekers. At particular stages either the
nature of the material being studied or the personalities of members of the group
prohibits them from effectively welcoming seekers. If your group desires to open
up to seekers, you may want to work with your coach to help prepare your
group for this process. For example, you would want to be sensitive in the fol-
lowing areas when inviting seekers to a group meeting or to a social event:

¢ Focus on the needs of the seeker, not your personal agenda.

e If you discuss a Bible passage, use a version of the Scripture that is seeker
friendly (the Message, TNIV, and Journey Bible are good examples).

e Stay away from religious lingo or religious clichés such as “Hallelujah,”
“Amen, brother!” or terms like, “Lamb of God” or “I’m just trusting in the
Blood.” Such terminology is biblical but unfamiliar to seekers and might
scare them away because they will feel like they don’t fit in the group.

e Focus on relevancy. Don’t get too caught up in theological arguments or
distinctions. Stick with the basic truths of Scripture.

¢ Allow seekers to make comments that might appear strong or opinionated.
Don’t argue with them. Thank them for their input and help the group
respect a seeker’s questions or point of view. Listen more than you talk!

e Keep prayers simple. Use normal, conversational language when speaking
to God. Help a seeker see that prayer is simply talking with God and not
some religious jargon.

e Don’t shy away from hard issues or places where even some believers have
doubts. Be honest. Be truthful. Don’t be afraid of speaking biblical truth—
just be sure to allow dialogue and to explain unfamiliar Bible terms or
concepts.

These are just a few tips to give you an idea of sensitivities you need to have
toward seekers. Some seekers might fit better in a seeker-targeted small group
because of the nature of their questions. Many will feel welcome in a typical group.
Before inviting seekers to any group, devise a strategy that would best serve the
seeker and the group.
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irthing

Birthing is the term used for the process of group multiplication. The analogy of
birthing is appropriate. Just as physical birthing involves pain, separation, and
some sense of sadness for what has been lost, so does birthing a group. But it also
involves celebration, joy, and appreciation for the new life that has been given
and for what has been gained.

Tips to prepare you for birthing

hA S

10.

Cast a vision for birthing from the onset of the group.

Include this goal in your covenant.

Prepare the apprentice for inevitable group leadership.

Help the group understand that their purpose is to give life to other groups.

Help the group catch a vision for those who are not yet in Christian
community.

Begin the process of subgrouping for some part of every meeting several
months before birthing. This means that the apprentice leader and the leader
each take members of the small group and meet with them separately. This
often occurs in two rooms of the same house. However, it allows group
members to begin to feel the process of separation from other group mem-
bers or from the apprentice.

The leader and apprentice should each be seeking new apprentices in prepa-
ration for birthing.

. New apprentices and members should be brought to the subgroups.

Begin meeting as subgroups for the entire meeting time.

At the time of birth, celebrate the beginning of a new group.
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Day of Birth

Like any birthday, this is a time for celebration. As the new group begins to final-
ly separate from the existing group, it’s time to gather together and celebrate new
life. Here are some ways to celebrate the joys and experience the sadness of a
group birth on the day of birth.

1.

2
3.
4
5

10.

Have a time of celebration for the birth.

. Hold a time of prayer as you commission and bless the new groups.

Recognize and affirm the new leadership in each group.

. Allow members to express their feelings of celebration and sadness.

. Plan a time when the two groups will come together again to reunite (proba-

bly in four to six weeks).

Have a time of communion together and share the victories and blessings of
the previous group.

Spend time praying about the future of both groups and what God might do
to help each grow spiritually and numerically.

. Have each member write a letter to the rest of the group expressing their

feelings of thankfulness and respect.

. Take pictures or videos of the groups as you prepare to birth.

Set a schedule for a few planned social events together in the future so that
the group reunites on a regular basis.
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Types of Births

Below you’ll find a chart explaining four types of birthing possibilities.

Birthing New Groups
Original Group New Group

Leader Apprentice becomes Leader Original Leader leaves
Births Out Finds new Apprentice ||||* \ Finds new Apprentice
Same Members Finds new Members
. Leader stays Apprentice leaves,
Apprentice Find A d ”“» ( becomes new Leader
Births Out el new Apprentice \ Finds new Apprentice
Same Members .
Finds new Members
Apprentice leaves,
Leader stays becomes new Leader
Core Group Finds new Apprentice | |“» / Finds new Apprentice
Births Out Some Members stay \ Some Members follow
Some new Members added Finds additional new Members
R —
“Turbo” All Members are Apprentices , Apprentice becomes
All Members who start new group individually | |“* ' new Leader
Birth Out or in pairs \ Finds new Apprentice

Leader starts new group Finds new Members

Apprentice becomes Apprentice becomes

new Leader
Finds new Apprentice
Finds new Members

new Leader
Finds new Apprentice
Finds new Members
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Reducing the
Trauma of Birthing

To reduce the trauma of birthing;:

1. Talk about the goal of birthing from the beginning. Talk about birthing
often and optimistically. If birthing is sprung on the group, they will resist.

2. Set up the apprentice to succeed by giving him/her leadership opportunities.
3. Honor “core units” of two or three who cannot be split up.

4. Allow for “gestation” by letting the “baby” develop an identity within the
“mother” (meet in separate rooms in the same house for a period of time).

5. Have a “birth party” when the actual birth occurs.

6. Allow for “nursing”; periodically getting the two groups together after
the birth.

7. Encourage grief work.
8. Prepare to strategically add new members to your group.

9. Celebrate “grandchildren”—groups developed out of the group you
birthed!

10. Meet with individual group members after a group has birthed in order to
process the birth on a one-to-one basis.

Birthing Follow-Up Care

Once the new group has birthed out of the existing group, both groups should
spend a meeting or two processing what has taken place. This will help groups
officially separate and yet express feelings and sadness about the birthing
process. Also, you should begin to pray about new members for the groups. Take
a few meetings to reorient as a group, but then begin the process of prayerfully
filling the open chair and inviting people into this new community. Remember,
this group is now a new group, because it is not the same as it was before. Lead-
ers must give particular attention to group members during this time, as they
may be experiencing feelings of sadness, frustration, or loss.
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Commonly Asked Questions
about Multiplying Your
Ministry

How long should it take for my group to birth?

Groups birth at various rates. The key to birthing is not the number
of meetings as much as it is the preparation of the apprentice leader.
Groups are ready to birth when apprentices are ready to lead and have
identified a new apprentice for themselves. A group will birth any-
where from 9 to 36 months. But birthing will vary by ministry and
by group depending on how often the group meets, the readiness of
the apprentice, and the nature of the ministry.

What if our birth is not successful?

From time to time some births are not successful. That is, it is difficult
for the new group to get started. In such cases, work closely with
your ministry leaders and determine what is the best solution. Things
in life don’t always work out perfectly, and the same is true of small
groups. Spend time in prayer asking God to give you wisdom for

the situation.
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What if  want seekers in the group and the group doesn’t want them?

The best way to destroy a group—and damage seekers—is to bring
them into it when the group is not prepared to receive them. This
could also seriously damage a seeker’s opinion of your church. If
you, as a leader, are very anxious to work with seekers (and feel gift-
ed in this area), then you might think about developing an appren-
tice who can take over your group as you birth out to lead a seeker-
targeted group.

How important is evangelism for small groups?

Evangelism is an important part of the normal Christian life and,
therefore, is important in small groups as well. However, that does
not mean that each group becomes a seeker-targeted small group. As
mentioned above, some groups do well to invite seekers and can
handle them with the appropriate care and concern. Other groups
need more time before doing so. The important thing is that each
member of the small group understands how to effectively explain
the Gospel and “owns” the value of evangelism. The group may
simply decide to pray for and support one another in individual
evangelistic efforts with neighbors or coworkers. At least expose
everyone to the Becoming a Contagious Christian training course
and learn how to best spread the message of Christianity based on
each person’s own personality and gifts.

What if I have trouble finding members for my small group?

First, talk to your ministry leaders. Your ministry may have “fishing
pond” events where people seeking group life will gather. If you
make the effort to attend such events, you will have a good chance of
meeting some people (“fishing”) who would fit into your group. Take
advantage of the events sponsored by your ministry for meeting new
people. In addition, talk to your division leader or ministry director
and ask if there are any persons who have contacted them and are
interested in small group life.

Houw is affinity determined?

The word affinity does not mean “likeness.” Affinity simply means
there is enough in common between two people that a relationship is
likely to occur. This common ground may be life-stage, number of
children in your family, age, similar ministry interests, similar work
interests, similar problems or needs, or similar hobbies and interests.
Affinity is not a principle that is designed to exclude people. Rather, it
is a principle to honor because it exists in reality. People tend to
organize themselves around those with whom they feel comfortable.
While it is admirable to want to reach out to all people, it is impor-
tant to recognize that people tend to “connect” based on affinity.
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What about those people who have trouble connecting to the church
and don’t seem to have affinity with others?

There are always a few people who have difficulty developing rela-
tionships. This may be for a variety of reasons. Perhaps they don’t
know anyone because they just moved into the area, or perhaps
they’ve had difficulty with social skills or are very introverted. This
does not mean they can’t participate in small groups. Talk with your
ministry leaders to find ways to incorporate such people into your
group. As a church, try to provide enough events and activities within
each ministry so that different kinds of people can find a place to
belong. You don’t want anyone to fall through the cracks. If you
know of someone who has difficulty connecting to a small group,
contact your ministry leaders and discuss a strategy for helping them
get involved.

Additional Resources

P ———

Becoming a Contagious Christian (book and training materials) by Bill
Hybels and Mark Mittelberg (Zondervan)

Evangelism as a Lifestyle by Jim Peterson (NavPress)

This is a great book for helping people develop relational skills as
lifestyle evangelists. Peterson’s book discusses a process to help
people build relationships in which they can ultimately share
their faith.

Out of the Saltshaker by Rebecca Pippert (InterVarsity)
This is another great book for how to be salt and light in the world so
as to impact people with the Gospel.

Nine Keys to Effective Small Group Leadership by Carl George (Kingdom)
Carl George discusses ministry multiplication and adding new mem-
bers to groups.
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This section is targeted at those who lead the small group ministry in the church. But it is very

helpful for small group leaders as well. Every leader should have an understanding of how
their group fits into the overall strategy and vision for the church. This section will provide a
clearer picture of what you are building together.

To help you get started we will cover the key questions you need to ask, the phases through
which you will pass as you build it, some pointers on leader training, and a tool for evaluating
your progress. It is essential that you get your senior leadership team together to work through
these questions and strategies. The small group ministry will not reach its potential without a
collaborative effort by lay and staff leaders. The time you invest will pay off in changed lives
for years to come.

(For a more thorough explanation of what it takes to develop this in a local church, please
refer to the book Building a Church of Small Groups.)
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Getting
Started

“How do we get started?” is a question many people ask after they see the value
of doing ministry together in groups. It is not difficult to get a few small groups
started, but it takes wisdom and planning to prepare for success. Many churches
don’t plan for success. The question you must address is, “What do you do when
small groups work and more people want to be in them and leaders need addi-
tional training?”

There is a big difference between starting “small groups” and starting “a ministry
based on small groups.” Refer to the introduction to jog your memory about the
difference between a church “with” small groups and a church “of” small groups.

If you want to get a single small group started, refer to Part 4, where we discussed
the essential foundations of a group: having a vision, setting goals, forming a cove-
nant, and agreeing on values. Part 7 will help you find new members, and Part 3
will help you in identifying and developing an apprentice leader, someone you
can disciple into leadership.

But if you want to build a church or an entire ministry using small groups as the
foundation and main vehicle for accomplishing your mission, there are many
more things to consider.

Eight Key Questions

Often churches eager to develop a new ministry focus primarily on the future—
the vision, outcomes, staffing, budgeting, materials, and all the other resources
necessary to “get the job done.” But before moving ahead to consider the kind of
church you’d like to be, it is essential to have a clear understanding of the kind of
church you are. Here are some key questions to consider:
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» From Where Have We Come?

Trace your history to clarify your heritage, past values, attendance trends, and
the stages through which your ministry has progressed over the years. Take some
time to evaluate your history in light of some of these categories:

e Teaching topics

Staff changes
® Major events in the church

® Major events in the world

Changes in demographics

e Crises and tragedies

e Styles of ministry

* Budgets

¢ Previous reactions to change

e Ministries started and ended

e Experience with Small Groups

This exercise will be of great benefit to understanding who you are as a church
because it will provide a meaningful review of your past, allow you to learn from
successes and failures, and bring newer members up to speed with some of your
more seasoned veterans. It also will allow you to celebrate what God has done
so that you can begin to pray about what He will do in the future. Have older
members tell stories about each of the phases your church has gone through.
You will honor your past and create a greater sense of unity.

» Where Are We Today?

Now begin dialogue about present ministries, staff, vision, and effectiveness.
This is simply an extension of the previous exercise. What is it that you are doing
right now as a church and how do you gauge your success in doing what God is
asking you to do? What is your present structure or model for ministry (large
worship gatherings, Sunday school, adult Bible fellowships, classes, small
groups, informal groups, associations, et cetera)? Why do you have each of these
ministries? Are they effective?

» What Are Our Core Values?

Every church has a set of values by which it functions. Sometimes these are well
understood and clearly articulated; in other churches, they are unwritten but
understood by insiders. For a church to move ahead toward the process of imple-
menting a small group model, you must first determine what values are central
to your ministry. Then you can determine whether small groups will reinforce
those values.

Some values that merit discussion by your leaders are:
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e Building relationships. Caring about others and seeking to know and
understand them.

¢ Loving lost people. Since all people matter to God, lost people are close to
His heart.

¢ Truth-telling. Graciously and lovingly speaking truth to one another, not
hiding issues, harboring resentments, spreading gossip, or avoiding
healthy conflict.

® Mutual ministry. Everyone shares together in ministry; it is not for just a
few paid professionals. Honor the priesthood of all believers.

¢ Accountability. Committing to one another to practice integrity and moral
discipline, allowing a brother or sister in Christ to inquire about each
other’s conduct and progress in carrying out responsibilities or behaviors.

e Commitment. Following through and owning responsibility for the mission.

Whatever you choose as core values for your church, be certain they are biblically
based, well articulated, agreed upon by all senior leadership, taught, and modeled.

Now you can determine whether shaping a ministry around small groups will
help you instill and uphold such values.

» Who Influences Decisions
in Our Church?

Since this small group ministry is going to be a major initiative of your church,
you want to make sure the vision, values, history, and current reality are under-
stood and embraced by as many key decision influencers as possible. These
people are those who are often sought after when considering any major deci-
sion at the church. In some cases, you will need their approval (elders, special
committees, boards). In other cases, you will need their agreement (key volun-
teers, major donors, long-term members).

Caution: We are not talking about politics here. But you do need to be wise about
change, and the way it takes place. If certain people tend to influence decisions,
direction, and strategy in your church, it is wise to communicate with them,
respect them, and seek to gain their blessing on your efforts. You must go about
this with absolute integrity and without manipulation.

Some of these people are not in formal positions of authority in the church, but
may be married to people who are. Or perhaps they helped start the church
through their generosity and care deeply about its direction. Bring these people
into your process as counselors and advisers. Seek out their wisdom, listen to
their concerns, give attention to the problems they raise, thank them for caring
enough to work it through with you.

Also realize that no matter what you do, some people just won’t get on board. Be
sure God is calling you and others to make the move to small groups, because if
you are not sure, you will give up in the face of some disagreement or adversity.
If it is the consensus of the senior leadership to move ahead, do so. Continue to
love and communicate with those who will not support your efforts. Invite their
critique. But also continue to fulfill your God-given mission. Change always
creates some level of conflict or disagreement. Expect it, prepare for it, pray
through it, and move ahead wisely.
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» How Will We Craft and Articulate
the Vision to Our Key Leadership?

Once you have consensus on the general direction and values, set out to get a
vision statement in writing. This will keep you focused and provide a tool for
articulating your vision to those whom you lead. Include the biblical basis for
your vision and values. For a sample, refer to the Willow Creek Statement in
Part 1. Take your time crafting your vision statement. Include many people’s
input and feedback. You want consensus from a large group of leaders so that
as many people as possible “own” the vision.

As you go through this process, remember to consider what you want to avoid
and what you want to preserve before addressing what you want to achieve.
People feel safer talking about the future after you have assured them you want
to keep worthwhile values from the past and are concerned about avoiding
unnecessary problems in the future.

» What are Potential Resources
and Possible Barriers?

What resources exist for you to implement small groups? Some may have to be
developed along the way, but below are some categories to consider. Each of
these categories may be a resource or a barrier depending on whether you have
sufficient amounts of each.

Leaders or potential leaders

Finances—budgeted or outside donors

Training and curriculum materials

Audio-visual equipment for training and for presentations

Staff—amount of time each staff member can devote to group development
Consultants—experts from within the congregation and outside it

A forum for dialogue and exchange—a regular place or meeting to evaluate
results and handle difficulties

Facilities for training and for meetings—off campus is best, but some groups will
need to meet on-site

» How Should We Repurpose
or Rearrange Existing Meetings
to Include Group Life?

Depending on your existing meeting and service schedule, you may want to
leverage those meetings for training and vision-casting. Many of your volunteer
leaders and potential leaders are already committed to the church in various
activities. Adding more training events and meetings to their schedules could
overwhelm them.
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Here are a few suggestions to help you:

1. Plan training or short meetings before or after existing services. Ask child-
care workers to work an extra 20-30 minutes one Sunday morning service
per month, and have small group leaders come for training during that
time. This will allow you to deliver very focused, specific training and to
communicate important information to your leaders without asking them to
make another trip to church.

2. Change the focus of a Sunday evening or midweek service to accommodate
small group issues and leadership topics. A sermon series could focus on any
of the following topics:

® Building lasting relationships

e Truth-telling

e Handling conflict

e Making fully devoted followers

e Using your gifts to impact others

e The “one anothers” of the New Testament
* Intercessory prayer

These topics will benefit the entire body, but leaders will be able to take the
topics and apply them in terms of their groups. In essence, it will provide a
level of skill training. Provide a handout for leaders that can be used in their
groups later that week.

3. Redesign some Sunday school classes around leadership training issues. Tar-
get a class for leaders of groups. Have leaders bring potential leaders to the
class. Run the class as a “model group” as well as a teaching and training
event. This kind of a class will have additional impact if the senior pastor or
other key leader teaches it from time to time.

4. Add or include a group time or community-building time to existing board
and committee meetings. This will help senior leadership model group life
for the congregation, give them a taste of group life, and help them build a
stronger team. As these men and women see the value of group life and how
it can enhance their efforts, they will be more supportive of the church
moving in the direction of groups as a means of doing ministry.

» What Are the Implications
for Our Staff?

Initially, if a church is committed to becoming a church of small groups, each
staff member will have to direct time and energy toward the development of
groups. This can be achieved by growing into small group ministry, not going
into small group ministry.

Each year for 3—5 years replace 20 percent of a staff member’s job description
with small group development responsibility. It looks like this:
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Year 1-80% current, 20% groups
Year 2-60% current, 40% groups
Year 3—-40% current, 60% groups

This pattern allows a gradual move into small group emphasis by each staff
member. It does, however, assume a few key factors:

e Twenty percent of current responsibilities must be dropped so that time
can be spent building groups. So this can take place, you must help staff
prioritize ministry responsibilities.

® Volunteers may have to be recruited to be part of the staff team. This is
usually very healthy since many staff view themselves as doers of ministry
instead of releasing ministry to others.

e Assmall group involvement increases, staff will understand how mobilizing
groups into areas of vital ministry actually helps get more done than if the
staff member were doing it alone. Groups become a way of doing the min-
istry tasks that the church must accomplish while paying attention to the
building of little communities where life change can occur.
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Ministry

Four Phases

Many churches, including Willow Creek, made some mistakes by moving into
the small group model too quickly. Fortunately, we were able to make adjust-
ments, but some ministries failed because churches decided to go into small
groups instead of grow into them. Pulpit announcements, launching too many
groups too soon, not planning for success, and not allowing time for the training
and development of future leaders can stifle attempts at developing groups. It is
better to move in phases, if possible.

» The Modeling/Turbo Phase

In this phase, church leaders (preferably including the senior pastor) lead one or
two small groups. These groups should be filled with other potential leaders,
people who have never experienced a vital small group, and a few people who
have had less-than-desirable group experiences. Take the time necessary to
model the vision and values you want for these groups. Experiment, take risks,
invite feedback, and make changes. Along the way, you may have to break a few
paradigms.

Each person has a different picture come to mind when they hear the words
“small groups.” Here are a few:

1. Content-intensive Bible study: Groups filled with informational discussions
about Bible doctrines, interpretations of the second coming, and a focus on
being right. Lots of notebooks, reference books, Greek studies, word study
books, and other materials.

2. Therapy group: Groups where people come just to get their own “stuff”
fixed or discussed. Little interest in giving to others, studying the Word, or
growing spiritually.

3. Social gathering: Groups where people hang out together, have refresh-
ments, share a few prayer requests, and plan the next event. The focus is on
Betty’s new drapes, Bob’s new car, Alaine’s new roommate, and the latest
box office hits.
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4. Religious discussion: Groups where people debate lots of religious issues but
never get at the truth of Scripture. Discussions focus on near death experi-
ences, angelic revelations, what all religions have in common, and the latest
spiritual experience of a member.

The above misperceptions is why modeling is so critical. Regardless of someone’s
background, they need to see exactly what you expect from a small group. Empha-
size the distinctives your church wants to highlight. Show people how certain
small group values are lived out as you

e fill the open chair by inviting newcomers

e train your apprentice leader(s)

e reach out to seekers who don’t know Christ

e prepare to birth new groups from your group
¢ handle conflict and struggles

e celebrate life change

¢ have fun

® bring variety to a meeting

e serve together

The very fact that you are in the process of developing a group will earn you the
respect of others and the right to champion the vision.

Turbo Groups

Turbo groups are an intensive expression of the Modeling/Turbo Phase. The dif-
ference is that turbo groups are filled almost exclusively with apprentice leaders.
It is a turbocharged small group designed to intentionally develop and release
leaders, thus starting several new groups at once as it births. The group leader
trains apprentices for a season by modeling and teaching the group values and
group process. At the end of the turbo group, everyone “births” and forms their
own groups. We recommend this include at least 10-15 meetings. A turbo group
should allow apprentices to

e practice leadership skills

e find their own apprentice(s)

e invite people to the group

e subgroup into groups of three to five for prayer and leadership development
® observe and practice healthy group dynamics

Turbo groups are great for speeding up the process of leadership development.
But be careful to take the time necessary to actually develop these potential lead-
ers, giving them the experience they need along the way. If this process is accel-
erated too quickly, you can be in big trouble when you turn these leaders loose.
Remember, lots of future group members’ lives are at stake. Taking time to train
leaders sufficiently in the beginning will avoid a lot of problems down the road.
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» The Pilot Phase

With the Pilot Phase, all members know they are in a pilot group experience. You
start by asking a handful of well-trained leaders to lead small groups for 12-16
meetings. (It is good to go for 12-16 meetings so that groups get beyond the
“honeymoon” stage and have some conflict.) After the final meeting, the groups
pause for evaluation and feedback. Pilot groups still model and teach the core
values you have decided upon, but they are not specifically designed to birth
until feedback has been gathered.

The Pilot Phase is a great time to experiment. You have permission to fail because
everyone knows it is a pilot and that they’re going to have important impact in any
changes that need to be made. During this phase you will want to meet very regu-
larly with leaders. And leaders must be willing to push the groups a little. Because
the number of meetings is limited, you want to make sure leaders use it well.

» The Start-Up Phase

Once a church has done some of the groundwork listed above, it’s time to launch
the small group ministry more broadly. But this does not mean it is time to “go
public.” A premature announcement inviting everyone to join a small group is
not a good idea. Not only will it create ministry chaos for the staff, it will cause
you to put people into leadership prematurely and will frustrate members who
try to get into groups but cannot find one that has room for them.

In the Start-up Phase you are still operating mostly by word of mouth to advertise
the small group ministry. Leaders and apprentices (having completed a turbo- or
model-group experience) are now asked to recruit members to their groups. Each
leader and apprentice team will recruit at least six people before beginning a group.

Before entering the Start-up Phase, make sure the leadership training process is
firmly in place. Without this, you are setting leaders up for failure. Pay attention
to these details:

1.
2.

Location. Where is the best place for a creative, dynamic training session?

Time. What is the best time for your leaders? Will you offer multiple sessions
for them to choose from?

Materials. Don’t give leaders poor quality materials to pass out. If you expect
their best, give them your best. Use a good printer and copier, even if you have
to do it somewhere other than the church.

. Duration. This depends on how often leaders gather for training. If every six

weeks, then take about two hours, provide a snack, and include huddle time
with their coaches (overseers) or staff. If weekly, keep it to 30-40 minutes.

Senior leadership. Involve the pastor and elders often so that leaders know
they are at the center of what’s happening. Value leaders by investing in
them and providing them with current, up-to-date information about the
church and ministry efforts.

Coaches. Begin to identify potential “shepherds of the shepherds” who will
care for leaders as your ministry grows. Don’t overlook this, or you will
have too many leaders under one person’s span of care.
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» The “Going Public” Phase

If you have successfully completed the phases above and are preparing to de-
velop coaches for your leaders, then you are ready to go public with the ministry.
Granted, many may already know about it. (Hopefully they have been hearing
stories from pilot groups and small group leaders and can’t wait to get into a
group!) Before actually announcing that the church is now going full swing into
a small group ministry that encompasses the entire church, make sure you have
considered these issues:

1.
2.

Are there enough open chairs in existing groups to accommodate new people?

Are you identifying coaches who will provide care and support to small group
leaders? Remember, to honor span of care for coaches, you need one coach
for every five small groups. Staff and elders can initially serve as coaches, but
ideally you want coaches to “come up through the system” after having led
and birthed a group themselves.

. Are you prepared to look for new leaders among those who express an interest

in joining a group? Many good leaders are reluctant to come forward to
lead. Be ready to challenge them.

. Do you have a “holding tank” ready if you are overwhelmed with requests?

These are classes where people can experience a small group format before
actually joining a group. These classes allow you time to find some more leaders
and provide a place for people who are waiting to get into groups.

Are you prepared to pay the price? Your church will never be the same. There
will be great challenges and issues to address (most of which are the products
of success). Stay committed to the vision. Everyone in key positions of staff
and volunteer leadership must be “on board” before you launch.

. How will you mark and celebrate success? Story-telling is one of the most

effective means to continue spreading your vision and strategy.
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Leader training is key to the long term success of small group ministry. Your
ministry reproduces itself through the ongoing development of leaders, so those
leaders had better be equipped.

There are two primary ways in which small group leaders are trained for ministry—
decentralized training which takes place outside the formal training classes, and
centralized training provided by trainers. Let’s talk about these two methods.

Decentralized Training

» On-The-Job Training

Apprentice leaders learn by observing and experimenting in the context of real
group life. This can be the most effective kind of training. Its effectiveness depends
largely on the relationship between leader and apprentice, and between appren-
tice and coach. Coaches who visit groups can provide tips and encouragement to
rising apprentice leaders, and leaders can walk alongside apprentices to give them
feedback, allow them opportunities to lead meetings, and encourage apprentices
as they grow into leadership roles.

» Huddle-Based Training

The huddle is an opportunity for leaders to gain informal, need-based training
from coaches. In a huddle, coaches (who in most cases have discernment and
greater experience) provide counsel and mentoring to leaders under their care.
Tips and ideas are exchanged, problems are addressed, and resources are provided.
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» Ministry-Based Training

In churches with multiple ministry areas (singles, student, programming, men’s),
those ministries will provide targeted, focused training that has application to
the unique components of that ministry. For example, the student ministry direc-
tor may decide to bring in a specialist from the congregation or the community to
train small group leaders to better understand the needs and struggles of students
in today’s culture.

» Self-Directed Learning

Leaders take advantage of tapes and books and other handouts from a “leader’s
library,” a place where they can access information and resources for training.

Centralized Training

Centralized, church-directed training takes place on the church campus (or other
designated location), where leaders can gather with pastors and ministry direc-
tors for specific instruction. This is an ideal setting for role play, demonstration
of skills, vision casting, case study, and video presentation. Most centralized
training should take place at the beginning stages of leadership. After that, lead-
ers will move to more decentralized methods where they can self-select the learn-
ing and training they need.

Make sure you create an exciting and dynamic environment. Use lectures mini-
mally but effectively. Keep the training interactive.

» Questions to Answer
Before Conducting a Church-Based
Training Event

Is it personal?

Many training programs are designed around a curriculum. But we feel training
programs must be designed around the leader. Begin with a definition or picture
of what kind of person a successful small group leader needs to be. Consider
both character and skill development. Once you have listed a set of characteristics
and skills, identify a set of absolute minimums—core skills and behaviors with-
out which small group leaders cannot or should not lead a group. Then begin to
develop materials and training guidelines for these core skills, shaping them into
your required or foundational training for all new leaders.

Key Question: Is our training material designed to benefit the learner or the
teacher?
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Is it biblical?

Because we are working with small groups as a structure within the church, the
temptation is to focus on group dynamics and skills. These are essential and should
never be dismissed as optional. However, do not neglect the incorporation of
solid biblical material and teaching for your leaders. The Scriptures are funda-
mental for giving your people a Christ-centered vision for leadership, relation-
ships, community, and shepherding. Use key passages like Ezekiel 34, Matthew
10, Luke 10, and John 10 for shepherding and leadership development. Help
leaders understand their role as ministers of the Gospel using Ephesians 4, and of
the need for humility and servanthood using John 13 and Philippians 2.

Use the Bible to transform leaders, not simply inform them. Cast a biblically based
vision for leadership and present biblical values and guidelines for ministry.
Combine that with skill training for caregiving, conducting life changing meetings,
launching creative Bible discussions, listening, intercessory and group prayer,
and spiritual gifts assessment and deployment, and you will have a powerful
training program.

Key question: Will leaders feel they have been fed and encouraged in a way that is
consistent with Scripture?

Is it developmental?

Design and organize your training and teaching in such a way that leaders feel
they are making progress. In the early days, Willow Creek provided a menu-based
training program. Leaders took what they needed to help them with their groups.
But we failed to organize it in a way that not only met felt needs (like solving group
conflict) but also taught them in areas of growth (like becoming a shepherd). The
“menu” method can only provide options—it will not help a leader determine
which is the best choice.

A developmental approach not only offers an array of training materials and
support, it provides a plan for leaders that helps them determine goals and guide-
lines for personal growth. Since not everyone is the same, the plan must be flexible
and yet include much of the basic training all leaders need. After the required
foundational training, provide leaders with a system of training that helps them
make wise choices. At Willow Creek, we rely on the small group coaches to work
with their leaders using a leadership development plan to recommend training
options for their people. This accountability and mutual support provides a
framework for choosing and using the appropriate training depending on each
stage of group development.

Key question: How will our leaders grow as a result of this training?

Is it inspirational?

Some training can be like going to the dentist. It’s difficult, takes a lot of time,
and the main reason you go is because you have to. (Your teeth will eventually
fall out if you don’t.) Many people can begin to enjoy going to the dentist. He’s
friendly, spends focused time with them, recommends reasonable steps to take to
keep hygienically healthy, asks personal and family questions, and always greets
them enthusiastically. Training can be that way too.
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Remember, most people who lead groups have already been through some type
of training for their jobs—and a lot of it resembled a talking head telling them
information and giving out a lot of handouts for three-ring binders that will sit
on a shelf (next to the other nine binders from other training programs). So “train-
ing” is often perceived as tedious.

But imagine coming into a room that is well-lit and decorated creatively with col-
ored papers or balloons. Mints and candies are on all the tables and light refresh-
ments are available. Be creative with the set-up of your presentation. Instead of
simply standing behind a podium or in front of a chalk board, try using a table
with your materials on it. Use overheads, video, flip charts, and slides. Have fun.
Incorporate some creative icebreakers and relationship-building games. Speak
with enthusiasm and passion. All this will help create an inspiring and motivating
atmosphere that says “This isn’t business as usual.”

Key Question: Will leaders be motivated by the training?

Is it relational?

Much training methodology is designed around the higher educational models
of learning, namely, the classroom experience. Relational training involves
participatory learning. Groups and teams are more conducive to experiential
learning modes that allow learners to experiment with new skills, gain feedback,
process information with other learners, and develop peer-level relationships
with other leaders. It takes more work to build training into a group-based
design, but the results are worth it.

Key Question: Is group interaction and learning taking place?

Is it applicational?

Does the training experience easily lend itself to immediate and fruitful applica-
tion in the next group meeting? Remember, leaders are often thinking about the
issues immediately facing their groups. Like most adult learners, they are not
interested in training that might help them eight months from now. It must apply
to group life today or it will not seem relevant.

In foundational or required introductory training, it is fine to provide members with
a broad array of basic training. But focus on core essentials and do not overwhelm
them with “all the training they’ll ever need” in the introductory session.

Key Question: Will leaders use it this week?

Is it transformational?

Many training processes focus on skill acquisition or the communication of
information. But the ultimate goal of training is a transformed leader—not just a
more skilled leader or a more knowledgeable leader. Training processes and
events must change the heart of a leader so that the leader becomes an agent of
the work of the Holy Spirit. If the previous six questions have been successfully
addressed, the transformation question almost answers itself. In other words, if
training is personal, biblical, developmental, inspirational, relational, applica-
tional, it will be transformational.
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The goal of the trainer is to provide a feedback loop to discern whether any change
has indeed taken place. This can be done in several ways. First, as coaches or
overseers visit groups and work with small group leaders, they may be able to
discern changes in behavior and attitude directly related to a training experience.
Second, ask leaders for feedback on any given training experience. Immediate
reaction-level feedback can provide some indication of change, or a simple ques-
tionnaire or feedback form accomplishes this as well.

Focus groups can also be helpful. Schedule focus groups for six to ten weeks
after the training experience and ask participants to reflect on their experience
and how it has (or has not) affected group life and leadership. (This will also give
you a feel for how much material or skills leaders actually retain or use.) All of
these types of feedback will dramatically improve how and what you deliver in
training experiences for your people.

Key Question: Did learners actually change behavior or attitudes because of
this training?

Points to Remember

e Keep training sessions focused on one or two key skills
e Use all the creativity at your disposal
e Always start and end on time

¢ Gain feedback from learners

® Make training accessible and enjoyable

With these guidelines and principles in action, you will have a quality and effective
training process in place.
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Checkpoints Along the Way

Every ministry must pause and ask the questions, “Are we really effective? Is our
ministry making an impact? Are we really stewarding the resources God has
given us with wisdom? Are our people growing to be more like Christ, acting as
He would in their place?”

» How Are Our Groups Doing?

In starting and developing a ministry that uses small groups as the primary vehicle
for delivering care, truth, and service to the body of Christ, there are some tools
for evaluating the growth and progress of members and leaders.

For example, at Willow Creek we have designed the Shepherding Plan found in
Part 6 of this book. The Shepherding Plan is designed as a leadership develop-
ment and discipleship tool for group leaders. The Five G’s (grace, growth, group,
gifts, good stewardship) provide a grid for giving feedback to group members.
But we can also ask the question, “How are our groups doing in 27,
filling the blank in with each one of the Five G’s. Using the Shepherding Plan on a
quarterly basis allows us to take a “snapshot” of groups and provide members
with meaningful feedback about their growth in Christ. It can be used to assess
individual groups or evaluate the entire ministry

» How Are Our Leaders Doing?

In Part 5 of this book you will find a Leader Feedback and Development form.
You could design your own or simply copy this one. If you really want to know
how your leaders are doing, then do three things:

1. Visit each group 2-3 times per year.

2. Give group members the Leader Feedback and Development tool and ask
them to provide meaningful, constructive feedback for their leaders.

3. Collate feedback from visits and tools to determine leader progress and needs.



Evaluating Your Church’s Small Group Ministry

Don’t forget that the process of evaluation and feedback is scary for many
people. It is important to convey that your goal is development, not criticism. If
groups can do this on their own, it becomes a community-building experience.
Leaders hear what is working and what needs attention, and can be affirmed and
yet challenged. Leaders should discuss the feedback with their coach who will be
able to provide them with suggestions and encouragement.

» How Are Our Meetings Going?

Another form we have used at Willow Creek is the Touching Base tool in Part 5.
Again, you will probably want to design your own, but this kind of tool will give
a comprehensive overview of the ministry at your church in a given month or
quarter. Ask leaders to fill it out every month at their huddle meeting and give it
to their coach. It will become an ongoing “journal” of the group, a kind of group
history. This information can be compiled to give a picture of the ministry at any
given time. Though numbers certainly don’t tell the whole story, they can be an
important indicator of group health and progress. The Touching Base form will
also reveal trends in the ministry. Are there enough apprentices being developed?
How often are groups being visited? How often are groups using the open chair
to invite new people? How many groups have stopped and why?

In addition to using these two tools, we recommend getting some discussion
groups together once or twice a year. Gather a few members from each of your
small groups and ask them how things are going. (Make sure a non-staff person
facilitates this discussion. People will be more open if staff or their small group
leader is not present.) Also, you will want to gather leaders and coaches together
for their own focus groups. They will provide you with valuable feedback, giving
a clear picture of reality. Allow them opportunities in their groups or huddles to
discuss their “sticking points.” Listen to them without being defensive or judg-
mental. Aim for understanding and clarity.

Most importantly, make changes or improvements based on the leaders’ feedback,
and let them know it! Sometimes it’s easy to gather data or information and never
tell people how we used it. As a result, people feel devalued and unheard. But
if you can show people that their input matters—that it has influence and is
heard—you will gain their respect and loyalty. Your leaders don’t expect you to
be perfect, but they do want to know you are listening and working to develop
them as people.

If you don’t take the time to ask these questions, you will never know how your
ministry is really doing. You may resort to pretending all is well. As a result,
groups become less effective, newcomers remain unconnected, disciples are not
made, improvements are not implemented, and lives go unchanged. Ultimately,
the church—the bride of Christ—is inadequately shepherded. All because we
are unwilling to ask hard questions and make necessary changes.
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Resources

Commonly Asked Questions
about Starting Small Groups

How much will it cost to launch this ministry?

It depends on whether you want to build a church on small groups
or simply add groups to your program. We have found it worth the
investment to allocate significant resources to the training, develop-
ment, and growth of group life throughout the church. Be prepared
to change your budget, staffing, and support systems to make small
groups productive.

How long will it take?

As long as is required to help everyone find a group and get connect-
ed to a loving shepherd. Only God knows that one.

Additional Resources

Building a Church of Small Groups by Bill Donahue and Russ Robinson
(Zondervan).
This covers the major steps needed to launch and develop the entire
small group strategy.

The Change Agent by Lyle Schaller (Abingdon)
This is a classic and thorough book on change in the church. A must-
read if you’re serious about major transitions.

The Coming Church Revolution by Carl George and Warren Bird (Revell)
George’s chapters on change and transition are valuable for the
development of a new small group ministry.

The Seven Deadly Sins of Small Group Ministry by Bill Donahue and
Russ Robinson (Zondervan).
This trouble-shooting guide identifies 7 major obstacles you’ll face
when you build a group ministry and provide tools and
resources to move forward.
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Willow Creek Association

Vision, Training, Resources for Prevailing Churches

This resource was created to serve you and to help you build a local church that prevails. It is just one
of many ministry tools thatare part of the Willow Creek Resources* line, published by the Willow Creek

Association together with Zondervan.

The Willow Creek Association (WCA) was created in 1992 to serve a rapidly growing number of
churches from across the denominational spectrum that are committed to helping unchurched people
become fully devoted followers of Christ. Membership in the WCA now numbers over 10,000 Mem-

ber Churches worldwide from more than ninety denominations.

The Willow Creek Association links like-minded Christian leaders with each other and with strategic
vision, training, and resources in order to help them build prevailing churches designed to reach their

redemptive potential. Here are some of the ways the WCA does that.

¢ Prevailing Church Conference—an annual two-and-a-half day event, held at Willow Creek
Community Church in South Barrington, Illinois, to help pioneering church leaders raise up a
volunteer core while discovering new and innovative ways to build prevailing churches that reach

unchurched people.

¢ Leadership Summit—aonce-a-year, two-and-a-half-day conference to envisionand equip Chris-
tians with leadership gifts and responsibilities. Presented live at Willow Creek as well as via satel -
litebroadcast to over sixty locations across North America, thiseventis designed toincrease the lead-
ership effectiveness of pastors, ministry staff, volunteer church leaders, and Christians in the

marketplace.

* Ministry-Specific Conferences—throughout each year the WCA hosts a variety of conferences
and training events—both at Willow Creek’s main campus and offsite, across the U.S. and around
theworld—targeting churchleadersin ministry-specificareas such as: evangelism, thearts, children,
students, small groups, preaching and teaching, spiritual formation, spiritual gifts, raising up

resources, etc.



* Willow Creek Resources®—to provide churches with trusted and field - tested ministry resources
insuchareasasleadership, evangelism, spiritual formation, spiritual gifts, small groups, stewardship,
student ministry, children’s ministry, the use of the arts—drama, media, contemporary music—

®

and more. For additional information about Willow Creek Resources® call the Customer Service

Center at 800-570-9812. Outside the U.S. call 847-765-0070.

» WillowNet—the WCA'’s Internet resource service, which provides access to hundreds of tran-
scripts of Willow Creek messages, drama scripts, songs, videos, and multimedia tools. The sys-
tem allows users to sort through these elements and download them for a fee. Visit us online at

www.willowcreek.com.

* WCA News—a quarterly publication to inform you of the latest trends, resources, and informa-

tion on WCA events from around the world.

* Defining Moments—a monthly audio journal for church leaders featuring Bill Hybels and other
Christian leaders discussing probing issues to help you discover biblical principles and transfer-

able strategies to maximize your church’s redemptive potential.

* The Exchange—our online classified ads service to assist churches in recruiting key staff for min-

1stry positions.

* Member Benefits—includes substantial discounts to WCA training events, a 20 percent dis-
countonall Willow Creek Resources”, access toa Members-Only section on WillowNet, month-
ly communications, and more. Member Churches also receive special discounts and premier ser-

vices through WCA'’s growing number of ministry partners—>Select Service Providers.

For specificinformation about WCA membership, upcoming conferences, and other ministry services

contact:

Willow Creek Association
P.O. Box 3188, Barrington, IL 60011-3188
Phone: 847-570-9812
Fax: 847-765-5046
www.willowcreek.com



The Seven Deadly Sins of Small Group Ministry
A TROUBLESHOOTING (GUIDE FOR CHURCH LEADERS
BiLL. DONAHUE AND RuUsS ROBINSON

[t's one thing to start a small group ministry. It's another to keep
the groups in your church healthy and headed in the same direc-
tion. Whatever your church’s approach may be—whether it is a
church with groups or of groups—sooner or later, as a leader, you'll
need to do some troubleshooting. That’s when the expert, to-the-
point guidance in this book will prove its worth.

In The Seven Deadly Sins of Small Group Ministry, what would
THE take you years to learn through trial and error is distilled into some

SEVEN
DEADLY SINS.

NI i knowledge they've gleaned from working inside Willow Creek

of the most useful information you can find. Drawing on the

MINISTRY Community Church, from consulting with hundreds of churches,
and from conducting conferences and seminars worldwide, small
group experts Bill Donahue and Russ Robinson furnish you with
proven, real-life solutions to the knottiest problems in your small
group ministry. This is no theory—it’s hands-on stuff you can read

and apply today.

The Seven Deadly Sins of Small Group Ministry is indispensable
for every small group director, church staff, ministry leader, and senior pastor. It’s strong medicine for the
aillments that threaten the small groups in your church.

Hardcover ISBN: 0-310-24706-3

PICK UP A COPY TODAY AT YOUR FAVORITE BOOKSTORE!
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Building a Church of Small Groups

A PLACE WHERE NOBODY STANDS ALONE
BiLL DONAHUE AND RUSS ROBINSON

How can church become a place where nobody stands alone?
Through small groups! Like nothing else, they provide the kind
of life-giving community that builds and empowers the body of
Christ and impacts the world. At Willow Creek Community
Church, small groups are so important that they define the core
organizational strategy. Bill Donahue and Russ Robinson write,

--..“.‘

BllIlDIN CHIIRCH

“We have gone from a church with small groups ... to being a
church of small groups.”

Building a Church of Small Groups unpacks the "0 I: S M A I- I- G R 0 u P s

* vision
* values
* strategies

alone

required to integrate small groups into your entire ministry.

Part one presents the theological, sociological, and organizational BILLDONAHUE RUSSROBINSON

underpinnings of small groups. You'll discover why small groups,
as reflections of God’s communal nature, are so vital to church health.

Part two moves you from vision to practice. Here 1s how to develop thriving small groups based on
authentic relationships, where truth and life intersect, conflict leads to growth, and skilled leaders help
group members mature into fully devoted followers of Christ.

Part three shows you how to identify, recruit, and train group leaders and provide them with long-term
coaching and support. Finally, in part four, you'll learn how to deal with the critical process of change as
your church develops its small group ministry.

Hardcover ISBN: 0-310-24035-2
PICK UP A COPY TODAY AT YOUR FAVORITE BOOKSTORE!
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Morelife-changing small group
discussion guidesfrom Willow Creek
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Walklng with God Serles
DoN CoUSINSAND JUDSON PoLING

This series of six guides (and two leader’s guides) provides asolid, biblical program of study for all of
the small groupsin your church. The Walking with God Seriesis designed to help lead new and young
believersinto adeeper personal intimacy with God, while at the same time building a strong foundation in
the faith for all believers, regardliess of their level of maturity. These guides are also appropriate for indi-
vidua study. Titlesin the series are:

Friendshipwith God: Developing Intimacy with God: 0-310-59143-0
Thelncomparable Jesus: Experiencing the Power of Christ: 0-310-59153-8
“FollowMe!”: Walking with Jesusin Everyday Life: 0-310-59163-5
Leader’'sGuide1: 0-310-59203-8
Discovering Your Church: Becoming Part of God’sNew Community:  0-310-59173-2
Building Your Church: Using Your Gifts, Time, and Resources: 0-310-59183-X
| mpacting Your World: Becoming a Person of I nfluence: 0-310-59193-7
Leader’'sGuide2: 0-310-59213-5

LooK FOR THE WALKING WITH GOD SERIES AT YOUR LOCAL CHRISTIAN BOOKSTORE.
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Continue the Transformation

Pursuing Spiritual Transformation

JOHN ORTBERG, LAURIE PEDERSON, AND JUDSON POLING
At o

Experience a radical change in how you think and how you live. Forget about trying hard to be a better
person. Welcome instead to the richly rewarding process of discovering and growing into the person God
made you to be! Developed by Willow Creek Community Church as its core curriculum, this planned,
progressive small group approach to spiritual maturity will help you:

* Become more like Jesus * Recapture the image of God in your life ¢ Cultivate intimacy with God
* Live your faith everywhere, all the time * Renew your zest for life

Leader’s guide included!
Fully Devoted: Living Each Day in Jesus’ Name 0-310-22073-4
Grace: An Invitation to a Way of Life 0-310-22074-2
Growth: Traiming vs. Trying 0-310-22075-0
Groups: The Life-Giving Power of Community 0-310-22076-9
Gifts: The Joy of Serving God 0-310-22077-7

Giving: Unlocking the Heart of Good Stewardship 0-310-22078-5

LOOK FOR PURSUING SPIRITUAL TRANSFORMATION AT YOUR LOCAL CHRISTIAN BOOKSTORE.
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Bring your group to a deeper level of interaction!
Inter Actions Series
BiLL HYBELS

Help your small-group members help each other develop into fully devoted followers of Christ. InterActions discussion
guides ask for a deeper level of sharing, creating lines of accountability between individuals and moving your group into action.
Each book presents six thought-provoking sessions specifically designed to build on the dynamics and interplay of small groups.

Authenticity: Being Honest with God and Others 0-310-20674-X
Character: Reclaiming Six Endangered Qualities 0-310-21716-4
Commitment: Developing Deeper Devotion to Christ 0-310-20683-9
Community: Building Relationships Within God’s Family 0-310-20677-4
Essential Christianity: Practical Steps for Spiritual Growth 0-310-21317-7
Evangelism: Becoming Stronger Salt and Brighter Light 0-310-20678-2
Freedom: Breaking the Chains that Bind You 0-310-21717-2
Fruit of the Spirit: Living the Supernatural Life 0-310-21315-0
Getting a Grip: Finding Balance in Your Daily Life 0-310-21318-5
Jesus: Seeing Him More Clearly 0-310-21316-9
Lessons on Love: Following Christ’s Example 0-310-20680-4
Marriage: Building Real Intimacy 0-310-20675-8
Overcoming: Applying God’s Power Where You Need It Most 0-310-21717-2
Parenthood: Rising to the Challenge of a Lifetime 0-310-20676-6
Prayer: Opening Your Heart to God 0-310-21714-8
Psalms: Deepening Your Relationship with God 0-310-21318-5
The Real You: Discovering Your Identity in Christ 0-310-20682-0
Serving Lessons: Putting God and Others First 0-310-21315-0
Transformation: Letting God Change You from the Inside Out 0-310-21317-7
Transparency: Discovering the Rewards of Truth-Telling 0-310-21715-6

LOOK FOR INTERACTIONS AT YOUR LOCAL CHRISTIAN BOOKSTORE.
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Continue butlding your new community!

New Community Series

BiLL HYBELS AND JOHN ORTBERG
with Kevin and Sherry Harney

If you appreciate not having to choose between Bible study and building community, then you'll want
to explore all eight New Community Bible study guides. Delve deeply into Scripture in a way that
strengthens relationships. Challenging questions will encourage your group members to reflect not only
on Scripture but also on the old 1dea of community done in a new, culturally relevant way.

Each guide contains six tansforming sessions—filled with prayer, insight, intimacy, and action—to help
your small group members line up their lives and relationships more closely with the Bible’s model for

the church.

Exodus: Journey Toward God 0-310-22771-2 Philippians: Run the Race 0-310-22766-6
Parables: Imagine Life God’s Way 0-310-22881-6  Colossians: Discover the New You 0-310-22769-0
Sermon on the Mount': Connect with God 0-310-22884-0 James: Live Wisely 0-310-22767-4
Sermon on the Mount*: Connect with Others 0-310-22883-2 1 Peter: Stand Strong 0-310-22773-9
Acts: Build Community 0-310-22770-4 1 John: Love Each Other 0-310-22768-2
Romans: Find Freedom 0-310-22765-8 Revelation: Experience God’s Power 0-310-22882-4

LoOOK FOR NEW COMMUNITY AT YOUR LOCAL CHRISTIAN BOOKSTORE.
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Tackle the tough questions!
Tough Questions Series

(GARRY POOLE AND JUDSON POLING
Foreword by Lee Strobel

Tough questions. Reasonable questions. The kinds of ques- P
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tions that require informed and satisfying answers to challenges
against the Christian faith.
Each guide within the Tough Questions series spends six

—— sessions dealing frankly with a specific question seekers and
‘| believers often ask about Christianity. These thought-
provoking discussions will help your group find answers and

TOUBH e
QUESTIONS ~ .
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TOUGH -
QUESTIONS ™7

573 discover how reasonable the Christian faith really is.

How Does Anyone Know God Exists?
0-310-24502-8
What Difference Does Jesus Make?
0-310-24503-6
How Reliable Is the Bible?
0-310-24504-4 TousH

QUESTIONS == o
rtinis 1

e How Could God Allow Suffering and Evil?
0-310-24505-2
Don’t All Religions Lead to God?

0-310-24506-0

\ %\ ' Do Science and the Bible Conflict?
\ 0-310-24507-X
. AT Why Become a Christian? m roRy ool
0-310-24508-7

glﬂsl‘rlufn;lg :."_,v Tough QueStionS Leade’r)s Gu’lde :U‘!EEIEI(‘! :‘Ar—‘ Dt

- 0-310-24509-5

Look FOR Tough Questions Series AT YOUR LOCAL CHRISTIAN BOOKSTORE. TOUGH
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. AND EVIL? .
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The Connecting Church

Beyond Small Groups to Authentic Community
FOREWORDS BY LARRY CRABB, GEORGE GALLUP JR., DALLAS WILLARD

RANDY FRAZEE

The development of meaningful relationships, where every
member carries a significant sense of belonging, 1s central to what
it means to be the church. So why do many Christians feel
disappointed and disillusioned with their efforts to experience
authentic community? Despite the best efforts of pastors, small-
group leaders, and faithful laypersons, church too often 1s a place
of loneliness rather than connection. : g

| BEYOND SMALL GROUPS TO

Church can be so much better. So intimate and alive. The pEATTETICEMI Y 68

Connecting Church tells you how. The answer may seem radical ' ' '
today, but 1t was a central component of life in the early church.
First-century Christians knew what it meant to live in vital
community with one another, relating with a depth and
commitment that made “the body of Christ” a perfect
metaphor for the church. What would it take to reclaim that

kind of love, joy, support, and dynamic spiritual growth? Read
this book and find out.

Hardcover ISBN: 0-310-23308-9

FOREWORDS BY

LARRY CRABB » GEORGE GALLUP JR. » DALLAS WILLARD

PICK UP A COPY TODAY AT YOUR FAVORITE BOOKSTORE!
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Willow Creek Association
Small Group Conference

A PLACE WHERE ...
NOBODY STANDS ALONE!

Small groups, when they're working right, provide a place where you can
experience continuous growth and community. A deeper level of commu-
nity, modeled after the church in Acts 2—where believers devoted them-
selves to Christ's teachings and to each other.

If you'd like to take the next step in building that kind of small group com-
munity for yourself, or for your church, we'd like to help.

The Willow Creek Association (WCA) leads an annual Small Groups
Conference that draws thousands of leaders from around the world to its
main campus just outside Chicago, Illinois. The WCA also offers a variety
of regional small group training events and resources.

To find out more about WCA small group ministry training events and con-
ferences, call (800) 570-9812, or visit our web site www.willowcreek.com
and click on “conferences.”
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We want to hear from you. Please send your comments about this
book to us in care of zreview@zondervan.com. Thank you.
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About the Publisher

Founded in 1931, Grand Rapids, Michigan-based Zondervan, a divi-

sion of HarperCollinsPublishers, is the leading international Christian
communications company, producing best-selling Bibles, books, new
media products, a growing line of gift products and award-winning

children’s products. The world’s largest Bible publisher, Zondervan

(www.zondervan.com) holds exclusive publishing rights to the New
International Version of the Bible and has distributed more than 150
million copies worldwide. It is also one of the top Christian publish-
ers in the world, selling its award-winning books through Christian

retailers, general market bookstores, mass merchandisers, specialty

retailers, and the Internet. Zondervan has received a total of 68 Gold
Medallion awards for its books, more than any other publisher.
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Share Your Thoughts

With the Author: Your comments will be forwarded to
the author when you send them to zauthor@zondervan.com.

With Zondervan: Submit your review of this book
by writing to zreview@zondervan.com.

Free Online Resources at

www.zondervan.com/hello

r

Zondervan AuthorTracker: Be notified whenever your
favorite authors publish new books, go on tour, or post
ab " update about what’s happening in their lives.

Daily Bible Verses and Devotigns: Enrich your life
T with daily Bible verses or devotions that help you start
every morning focused on God.

5” Free Email Publications: Sign up for newsle ers on
fiction, Christian living, church ministry, parenting, and
more.

Zondervan Bible Search: Find and compare
Bible passages in a variety of translations at
www.zondervanbiblesearch.com.

Other Benefits: Register yourself to receive online

benefits like coupons and special offers, or to participate
in research.
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