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PART 1
UNDERSTANDING DISCIPLESHIP



CHAPTER 1
THE CHALLENGE




We live in a country where the Christian faith is usually discussed, experienced and observed through the things we don’t agree about. And as you probably know, these places where we diverge often to lead to, shall we say, “heated” arguments.
Protestant. Conservative. Mainline. Evangelical. Post-modern. Emergent. Neo-Reformed. Neo-orthodox. Fundamentalists. Ancient Future. Neo-monastic. Seeker Sensitive. Seeker Aware. Bible-believing. Charismatic. Dispensationalist. We could go on and on.
There are endless things that divide us: theologically, philosophically, practically. Some of those divisions are very real and quite important.
For all of the things that divide us, we cannot deny that we are sensing and watching some pretty seismic shifts happening in the world in which we live. And for all that separates us, we are sharing that common experience.
Recently, we commissioned a study to get to the heart of this. Our goal wasn’t to figure out what divided us. We wanted to figure out what we are all experiencing together as orthodox Christian leaders. What are the questions that unite us?
More specifically, apart from denomination, biblical hermeneutic, theological framework or practical application, what are the things that are keeping all orthodox Christian leaders awake at night?
We were not trying to find the Creedal statements that everyone agrees on. We were digging for something visceral, something deeply emotional. What were the questions that were so true, so deeply disturbing, so concerning, that they sliced through all of the things that would normally divide us?
What are the questions that keep all of us up at night?
What we found probably isn’t that surprising, but the singular voice with which these questions were asked was nothing short of stunning. These were the questions:
• What does the church of the future look like?
• How do we reach people who don’t know Jesus?
As we dug around, continued to ask questions, listened and pieced together what people were saying, another question surfaced.
It was a question that people danced through, tip-toed around, but never once articulated explicitly. Yet so many of their responses indicated this was a question that they desperately needed an answer to. It was the question that no one was actually asking or had the courage to ask out loud. It is the question people don’t want to admit not having the answer to.
Yet it is the question that everything else hinges on.
The answer leads to the future of the church. The answer teaches us how to reach people who don’t know Jesus. The answer is everything.
And yet, either we haven’t realized we should be asking it or we can’t seem to push ourselves to ask the question. It’s as if it’s embarrassing to even ask. Isn’t this something we should have figured out by now? You could argue we are the most educated people who have ever lived. Why are we wrestling with this question, and why don’t we have good answers for it?
This is the question.
How do we make disciples?
THERE IS NO “PLAN B”
The problem is that most of us have been educated and trained to build, serve and lead the organization of the church. Most of us have actually never been trained to make disciples. Seminary degrees, church classes and training seminars teach us to grow our volunteer base, form system and organizational structures or preach sermons on Sunday mornings and assimilate newcomers from the Sunday service. As we look around as Christendom is crumbling and the landscape of the church is forever changed, a stark revelation emerges: Most of us have been trained and educated for a world that no longer exists.
However, the call to make disciples still remains. It never wavers and never changes. Make disciples.
Here’s the thing that can be difficult to wrap our minds around: If you make disciples, you always get the church. But if you make a church, you rarely get disciples.
IF YOU MAKE DISCIPLES, YOU ALWAYS GET THE CHURCH. BUT IF YOU MAKE A CHURCH, YOU RARELY GET DISCIPLES.




Most of us have become quite good at the church thing. And yet, disciples are the only thing that Jesus cares about, and it’s the only number that Jesus is counting. Not our attendance or budget or buildings. He wants to know if we are “making disciples.” Many of us serve in or lead churches where we have hundreds or even thousands of people showing up on Sunday. But we have to honestly answer this question: Do their lives look like the lives of the people we see in Scripture? Are we just good at getting people together once a week and maybe into a small group, or are we actually good at producing the types of people we read about in the New Testament? Have we shifted our criteria for a good disciple as someone who shows up to our stuff, gives money and occasionally feeds poor people?
Effective discipleship builds the church, not the other way around. We need to understand the church as the effect of discipleship and not the cause. If you set out to build the church, there is no guarantee you will make disciples. It is far more likely that you will create consumers who depend on the spiritual services that religious professionals provide.
Now one of the buzzwords around today is the word “missional.” People want to create missional churches or missional programs or missional small groups.
The problem is that we don’t have a “missional” problem or a leadership problem in the Western church. We have a discipleship problem. If you know how to disciple people well, you will always get mission. Always. You see, somewhere along the way we started separating being “missional” from being a disciple, as if somehow the two could be separated. Pastors started saying they didn’t want to be inwardly-focused so they stopped investing in the people in their churches so they could focus on people outside their churches.
Granted, we should focus on people who don’t know Jesus yet, but Jesus himself gave us the model for doing that: Disciple people. If you know how to actually make disciples, you’ll reach people who don’t know Jesus. Because that’s simply what disciples do. That was Jesus’ whole plan. If you disciple people, as these people do mission in their everyday comings and goings, with the work and shaping of the Spirit, the future of the church will emerge.
We don’t have A “missional” problem. We Have A discipleship Problem.




It all starts with making disciples.
Jesus has not called you to build his church. In fact, in all of the Gospels he mentions the church only two times. One time he mentions it, it’s about conflict resolution. The other time? To say that he will build his church. Our job, our only job and the last instructions he gave us, was to make disciples. And out of this we will get the church. Out of this, the future will emerge, and out of this, there will be a missional wave the likes of which we have never seen.
What we want to do in this book is give you the basics of how we have learned to disciple people over the past twenty-five to thirty years. We learned to do this in the crucible of post-Christian Europe where, in the place where many of these ideas and practices sprung up, less than 1% of people were attending church, and a missional revolution began. What we have found, over and over again, is that if you disciple people it will always lead to mission. We’ve seen this in Europe. In Africa and South America, in Asia and yes … in the United States. Jesus’ model for seeing heaven colliding into earth, for seeing the Kingdom of God advance in community, for seeing the world put to rights and people becoming Christians, was discipleship. Period. That was his whole deal. So if you’re counting converts, budget or buildings first and foremost, you’re not counting the things that Jesus counted, and you’re not counting the thing that will change the world: Disciples.
We want to be clear: We are not saying this is the only way to disciple people or even the best way. This method has worked in shaping us, teaching us to be learners of Jesus, and has now successfully shaped and transformed communities all over the world. It isn’t a perfect system because there are no perfect systems (which is particularly true when you realize discipleship is a relational endeavor depending on broken people living in the grace of God!). We humbly offer this book and our journey as a possible way of moving forward and once again taking seriously the Great Commission of making disciples.



CHAPTER 2
THE JESUS MODEL




Monty Roberts spent his youth in the high prairies of the United States rounding up wild mustangs. He’d watch his abusive father tie the new horses to a post with a bridle and rope, then frighten them with a blanket so they would attempt to run away. By repeating this process over and over, his father was eventually able to break the spirit of the horse and control it in any way he wanted. He observed another popular way to break a horse was to tie it to a tree or post and beat the horse until its will was broken and the horse would submit to its master.
Watching this happen, Monty began to think there had to be another way to train a horse, something that was more effective and more compassionate.
So he took to the plains.
Monty observed how the wild horses communicated with each other, particularly observing the position of the lead mare of the herd as a new horse attempted to join the herd. When a young stallion attempted to join the herd, the lead mare would turn toward him, flatten her ears and look directly into his eyes: the language and position of challenge. The stallion would stop his approach toward the mare, adopting the position of a juvenile horse, a foal, by pawing the ground and bowing in submission. The mare would then turn her flank toward the new horse and lift her ears, the offer of invitation. This was a powerful position of vulnerability for the lead mare, as when she exposed her flank, she exposed the part of her body that predators would always attack. It was a body position of vulnerability and openness.
The young stallion, given this invitation, would inch closer to the lead mare.
Then the lead mare would turn towards the young stallion, flatten her ears and make direct eye contact: Challenge again.
This process of invitation and challenge would be repeated until the two would eventually touch (an exhilarating moment called join-up), and at that point, the young stallion would be admitted to the herd.
Monty began exploring whether he could replicate the process of alternating between invitation and challenge in training a horse. He found that when he acted like a lead horse, the other horses adopted a submissive posture. When he exposed his flank, the horse inched closer. He simply imitated what he saw the lead mare doing.
Today, Monty can fully train even the most abused horse in minutes, and when the horses are brought into the training ring, the process is deeply moving to observe. His gentle “horse-whispering” is in marked contrast to his father’s harsh and abusive control.1
INVITATION AND CHALLENGE
Perhaps we should take a step back at this point and consider what Jesus was able to accomplish. In less than three years, he was able to disciple a group of men, most of whom no one else would have chosen, and taught them to DO and to BE like him in such a way that, when released, they would change the course of human history forever.
HOW DID THE CHALLENGE OF WHAT HE WAS ASKING THEM NOT ABSOLUTELY OVERWHELM THEM?




Now how was Jesus able to do that in such a way that he didn’t break them and have them all running for the hills? How did the challenge of what he was asking them not absolutely overwhelm them?
Simply put, Jesus was the ultimate horse-whisperer when it came to discipleship. He was able to create a discipling culture in which there was an appropriate mix of invitation and challenge in the way he related to them. This is beautifully illustrated in Matthew 16 as Peter receives the revelation that Jesus is the Son of God:
Jesus replied, “Blessed are you, Simon son of Jonah, for this was not revealed to you by man, but by my Father in heaven. And I tell you that you are Peter, and on this rock I will build my church, and the gates of Hades will not overcome it. I will give you the keys of the kingdom of heaven.”
—Matthew 16:17–18
In affirming Peter, Jesus is inviting him to draw closer. But Jesus takes it even further. Jesus gives him the name “little rock” (Peter, when translated from the Greek word Petras, means “little rock”). At the end of the Sermon on the Mount, in the Parable of the Wise and Foolish Builder, Jesus refers to himself as the Petra … the “big rock.” Jesus is the big rock; Peter is the little rock. Jesus is sharing his covenant identity with Peter as a partner with God.2 The same relationship that Jesus has with his Father, Peter now has with the Father. Peter is being invited into a deeper relationship with Jesus, so much so that Peter is also being offered the keys to the Kingdom and given access to Jesus’ authority and power. It must have been an incredible moment for Peter.
Yet only a few verses later, after having taken Jesus aside to suggest that he stop speaking about dying in Jerusalem, Peter is massively challenged:
“You are a stumbling block to me; you do not have in mind the things of God, but the things of men.”
—Matthew 16:23
Time and time again in the Gospels, we see Jesus functioning as a classic horse-whisperer, inviting his followers into an intimate relationship with him while also initiating a direct challenge to behaviors he knew were either wrong or unhealthy. He drew his disciples closer, loved them, but also gave them the opportunity to accept the responsibilities of discipleship.
“If anyone would come after me, he must deny himself and take up his cross and follow me. For whoever wants to save his life will lose it, but whoever loses his life for me will find it.”
—Matthew 16:24–25
Invitation is about being invited into a relationship where you have access to a person’s life and all the vibrancy, safety, love and encouragement that reside there. To learn from the places you clearly see Jesus at work in people’s lives, which you can see only by having access to them. But by accepting that invitation, you also accept the challenge that comes with it: The challenge to live into your identity as a son or daughter of the King.
Jesus created a highly inviting but highly challenging culture for his disciples to function and grow within. If we are going to build a culture of discipleship, we will have to learn to balance invitation and challenge appropriately. Jesus horse-whispered to his disciples all the time, leading them around what we call the “Leadership Square” (see Chapter 8). Fundamentally, effective leadership is based upon an invitation to relationship and a challenge to change. A gifted discipler is someone who invites people into a covenantal relationship with him or her, but challenges that person to live into his or her true identity in very direct yet graceful ways. Without both dynamics working together, you will not see people grow into the people God has created them to be.
JESUS CREATED A HIGHLY SUPPORTIVE BUT HIGHLY CHALLENGING CULTURE.




We use the following matrix to help leaders understand the reality of the types of cultures we create in our churches:

When looking at this matrix, we begin to understand why we’ve had such a difficult time discipling people in our churches. For many churches, as they seek to create comfortable environments in the form of worship services or small groups, have lost their ability to challenge people in meaningful ways. Challenge may be given from the pulpit or stage on Sunday mornings, but challenge is always given best in the context of personal relationships.
We have the ability to hear a difficult sermon and decide not to do anything about it. Just because someone preached or taught on forgiveness doesn’t mean anyone is holding us accountable to forgive people in the next week. If I don’t want to do it, no one will know or say anything. The space is comfortable, inviting and, by-and-large, anonymous. We can take what is said or leave it.
The same thing is true of most small groups. While small groups are excellent at creating community and a warm, comfortable environment, they are not built to also offer challenge. Small group leaders are supposed to be facilitators of discussion and conversation, creating a culture where people who are new (and perhaps not Christians yet) can immediately come in and feel safe. What new person would feel safe coming into a group where the leader challenges them regularly? The new person didn’t agree to that kind of relationship. So while many churches say, “We do discipleship in our small groups,” the fact of the matter is that their small groups are missing one of the main ingredients of a discipling culture: Challenge. We aren’t saying that having environmental spaces like small groups aren’t important; we’re simply saying discipleship as Scripture defines it doesn’t happen particularly well there.
Now here’s the thing.
If we have churches with warm, cozy, comfortable, inviting environments, someone is paying the price to make sure that happens. That means for all of the invitation that is offered to a large portion of the people in a church, there is another group that is shouldering all of the expectations and challenge of producing that kind of atmosphere: Church leaders. Pastors. Staff. Elders. Deacons. Board members. Volunteers. Whatever your church has. Usually 15–20% of the people are doing almost all of the work. Because of that, their experience is extremely high on the challenge side of things but very low on invitation. What space is there for these people to receive encouragement, rest, downtime and investment? Every week has to be bigger and better than the last! So these people are constantly discouraged, frustrated and stressed. Burnout is normal. There is a high degree of turnover.
No one Accidentally creates Disciples. Discipleship is an intentional Pursuit..




It doesn’t really matter which one of these two quadrants you are currently functioning in. Neither is the ideal way Jesus wants you to lead others. From working with thousands of church leaders from all over the world, we have observed one certainty—no one creates a discipling culture, modeled on the life and ministry of Jesus, by accident.
No one accidentally creates disciples. Discipleship is an intentional pursuit.
Learning how to balance invitation and challenge appropriately in the lives of those we are actively discipling will be a difficult task, but it will also be extremely rewarding. If you want to free people from the captivity of the client/provider relationship we’ve seen emerge in the church and create an “empowered/discipling culture,” it must be viewed as a must-win battle. We should expect and appropriately plan for some degree of failure, aim for “low control, high accountability” and invest all we have in creating empowered leaders who can function as producers rather than consumers.
As G.K. Chesterton once said, “If a thing is worth doing, it is worth doing badly.”3 No one was born great at discipling people. It takes time and practice. You are, right from the start, going to be better at either invitation or challenge and will need to learn how to do the other well. But because discipleship is worth it, it’s worth not being great at it from the start so we can learn to do it well over the long haul.
Put simply, building a culture of discipleship is the only way that you will produce the kind of community that Jesus and the New Testament writers would recognize as church. A dynamic living organism with sufficient organization to enable it to function effectively, yet remaining an authentic community that is full of the life of God. A community where hearts are open to the Lord, to one another and to a world in need.



CHAPTER 3
WHAT IT MEANS TO LEARN




What has really captivated us in this discussion of discipleship is the Greek word for “disciple”: mathetes. When directly translated, it means learner. Scripture really seems to be getting at something here, something about orienting our lives around becoming lifelong learners of Jesus. It is liberating to think that, with God’s Spirit, over time, we can learn the ways of Jesus, doing the things that he did while becoming the same type of person. It doesn’t happen overnight, and the expectation of Scripture isn’t that it happens overnight.
Now what’s fascinating is when you really start to dig into the subject of learning theory on how we as humans are hard-wired to learn to do things. What’s of particular interest is how we see these things playing out in the Gospels over and over again.
There seem to be three different ways that we learn, but unequivocally, we learn best when there is a dynamic interplay between all three at one time:
1) Classroom/Lecture passing on of information
2) Apprenticeship
3) Immersion
Classroom learning is when information, processes and facts are taught from teacher to student in the classic lecture setting. Apprenticeship is when someone learns a certain set of skills by apprenticing himself or herself to someone who has already learned the skills. Immersion is when someone is put into an environment, setting or culture and learns by intuitively picking up what he or she sees and experiences.
• The classroom experience is based on passing on facts, thoughts, processes and information.
A teacher in a high-school English literature class wants people to understand James Joyce when they read Ulysses, so the instructor teaches on Joyce’s standard kind of writing: Stream of Consciousness. A biology teacher wants his or her students to understand how energy is manufactured on a cellular level so the instructor teaches the different parts of the cell, spending a special amount of time on the mitochondria.
We get this. We know this. We grew up in this. Information is passed on in a rather didactic manner, from the lecturer to the students who are learning this information.
However, we do recognize the limitations of this way of learning.
For instance, if you are learning to become a plumber, you can take hours upon hours of classes, with scads of information on how plumbing systems work, how to deal with leaky sinks and blocked pipes. There is a huge difference between knowing about how to fix a pipe and actually fixing a pipe. At a certain point, the head knowledge from the classroom isn’t enough.
• This is why apprenticeship is so important for the process of learning.
You don’t simply learn to fix a sink by reading about it; you actually go out and do it. Inevitably, however, you probably won’t be able to fix everything on your own or figure everything else out. That is why many professions have apprenticeship programs as part of their process for employment. Essentially, an apprenticeship is stating, “If you want to learn how to do this, you’re going to need someone to show you how to do it. Information is good, abstract theory and concepts are incredibly helpful, but this actually has to work in the real world.”
So we have Master Plumbers. Master Electricians. We have developed a whole medical learning experience where students don’t simply go to medical school and learn about surgery; they have residencies during which they apprentice themselves to someone to learn to do what they do. I don’t know about you, but I don’t want someone operating on me who has only head knowledge.
We have a friend who is a creative at an ad agency and had to go to film school out in Los Angeles. The way he learned to shoot and edit video well was by working with someone who already knew how. Sure, he could have holed up in a room with Final Cut Pro, a case of Red Bull and an instruction manual for six months, but ultimately, the best way for him to learn how to do it was to apprentice himself to someone else.
In life, when we want to learn how to do something, we find someone with real flesh and blood and have that person teach us how to do what they do.
In many ways, the practice of apprenticeship is about investment. Someone invests their time, energy, skills and life into ours, teaching us to do what they do.
• The last way educators and sociologists say we learn is through immersion.
If you want to understand this, just watch toddlers learn to talk. Exactly how did they go from babbling nonsensical phrases to stringing together words and sentences, asking questions and conveying thoughts and feelings?
There wasn’t a class.
They really didn’t apprentice themselves to anyone.
Over time … it just … happened.
Suddenly they can talk!
This process is called immersion and is the most subtle way of learning and is obviously where our learning environments and personalities are powerfully shaped. If you’re a foreign exchange student, it is perfectly normal to tell hilarious stories when you are back at the dorm with the other students. You’re learning by immersion.
“You’ll never believe what I accidentally said today.”
“Are you serious? You really called them that?!”
“Yeah, well at least it wasn’t as bad as that thing that happened a month ago. I had no idea what that woman was saying, but she looked like she wanted to kill me.”
But slowly, over time, those students become fluent in the language. This is the power of immersion.
In gathering together a group of people who are competent at their craft or skill, people in the process of learning the skill slowly learn simply by being immersed in the culture. It happens slowly, subtly, almost under the radar. But it is happening. You learn things, pick up tricks of the trade, learn the language of that culture simply by being in the middle of it. Immersion teaches and shapes in powerful ways that are sometimes hard to even see.
The key to immersion is having access to the culture you are hoping to shape you.
Dietrich Bonhoeffer has probably written more to help us understand the nature of discipleship than anyone in the past few hundred years, particularly in his book The Cost of Discipleship and his short, but brilliant, book Life Together. However, it is in studying Bonhoeffer’s actual life that much of his writings come alive. Recently, Eric Metaxas released a new biography on Bonhoeffer. Consider this quote by Otto Dudzus, one of the men Bonhoeffer was discipling:
Whatever he had and whatever he was, he made that accessible to others. The great treasure he possessed was the cultivated, elegant, highly educated, open-minded home of his parents, to which he introduced us. The open evenings [his house was open for his disciples and family to come, eat, play music and sing together, discuss, laugh, tell stories on Friday nights] which took place every week had such an atmosphere that they became a piece of home for us, as well.4

Then, Metaxas notes:

Even when Bonhoeffer went to London in 1944, his parents continued to treat these students like family, including them in the larger circle of their society and home. Bonhoeffer did not separate his Christian life from his family life. His parents were exposed to other bright students of theology, and his students were exposed to the extraordinary Bonhoeffer family.5

This is what access looks like. This is how people learn, through immersion, the nuances of being a disciple. People are given access to a discipling culture.
Sociologists and education experts agree that learning best happens when there is interplay between all ways of learning. You have to learn the cold, hard facts because they actually mean something and have practical implications. By apprenticing yourself to someone, he or she teaches you how to take things that are only in your head and put them into practice in a way that produces something. You can go from poorly skilled to quite skilled fairly quickly by having an excellent apprenticeship. And if you are able to combine those two things with an immersion experience where the language, the nuances and the everyday uses are learned intuitively … well, that is a powerful combination.
Take learning a foreign language, for example. What’s the best way to learn it? More than likely, it’s going to be a combination of all three. You’ll want to learn the basics in a classroom setting before moving to Barcelona. Take Spanish 101, 102 and 201. Hire a tutor who is fluent and can work with you on the nuance of the language. Finally, move to a culture where the language is fluently spoken, and over time, probably over a two-year period, you yourself will become fluent. It takes all three methods of learning.
It is probably fairly obvious to see where all of this is leading, right?
As we know it today, discipleship is mostly about that first kind of learning: the classroom experience. And really, that’s about it.
We learn from the pastor’s teaching on Sunday. We learn from Bible studies. We go to Sunday School. We learn from small group discussion guides and DVDs. We learn from reading books. We learn from taking classes at church.
Notice that all of this is completely information driven, in some sort of classroom-esque experience. There is virtually no apprenticing happening in our churches.
But shouldn’t there at least be immersion happening? After all, we have millions of Christians in the United States regularly gathering together. They come to a worship service on Sundays. They gather as small groups, hopefully they are actually friends outside the small group, and maybe they take a class every once in a while. How is that not immersion in a community? We tell people to join a small group because that’s where discipleship happens and where they can find community. We’re at least expecting some immersion to happen, right?
The hard reality is that immersion works only when people are actually fluent in something.
For instance, a toddler is never going to learn English if she’s hanging out only with people who don’t know English themselves or if she hangs out only with other toddlers. In other words, because most churches have so few actual disciples running around, there simply aren’t enough disciples at churches to create a quality immersion experience.
The way most churches have structured the discipleship process, it is as if we are saying, “If I can just get the right information into their heads, if they can just think about it the right way, then they will become more like Jesus.”
Right information/teaching=right behavior=disciple.
So let’s think about it practically: How successful has that been for us?
Or think about it like this: Would you trust a doctor to perform open heart surgery on you who has had only classroom experience and no residency? Yet that is how we have structured our discipleship processes!
Most church leaders we know, after hearing this, usually say the following: “Well, we can’t be responsible for feeding them. They need to learn to be self-feeders. They have to be responsible for being disciples. I can’t will it for them.” There’s a little truth in that, but we think it fails to acknowledge the complexity of the problem.
Getting people to a place where they can nourish themselves with the Bible, through prayer, community and other spiritual disciplines doesn’t happen just because we tell people that’s how they can nourish themselves spiritually. That’s like telling third graders that in order to function in school they need to learn to write in cursive but offer no in-depth way of teaching them to do this. And to be clear, kids don’t learn to write in cursive because the teacher gives a 30-minute lecture on how to do it. One of the problems that occur when people become Christians is that we either explicitly or implicitly give them a list of things to do that we think will help them become “self feeders” (admittedly, we believe “self-feeders” is a terribly unhelpful term):
1) Read your Bible
2) Pray
3) Tithe
4) Go to church services each week
5) Find a small group (or whatever your church does)
6) Tell your friends about Jesus
Think about it. Aren’t we making some pretty gross assumptions here?
Why do we assume that by telling people to read the Bible that if they do it, people know how to read Scripture well? Why do we think they know what in the world to do with this gigantic book that somehow brings us to the “Living Word”?
We tell people to pray. We teach sermon series on prayer. Maybe we teach classes on prayer. But we forget that Jesus’ own disciples had no clue how to pray like Jesus and they grew up in an incredibly immersive culture that was focused on prayer. Something about the way Jesus prayed was so profound, was so connective, visceral and life-giving that they said, “Please, please teach us to pray like you!” Prayer should be the easiest example for us to understand (Luke 11:1–2). We are asking people to talk to an inanimate object as if he were right there! People really need help with this, and more than just a sermon, class or book.
Why are we assuming that simply by giving people information (pray, read the Bible, read doctrinal statements, be a part of a small group) they actually know how to do it or can figure it out by themselves? I can read a book on how to perform open heart surgery. If you go into cardiac arrest, do you want me to operate on you?
We have become so acculturated in our Cartesian, Western world that we believe knowing about something and knowing something are the same thing. What we have managed to do is teach people about God. Teach them about prayer. Teach them about mission. The point isn’t that they would just know about it but to know it.
We don’t want to just know about God; we want to know God. In the same way that we don’t want to collect random facts and nuances about our spouses, we want to know them through and through. That’s why Paul seems to give this guttural cry: “I want to know Christ and the power of his resurrection and fellowship of sharing in his sufferings.”
Discipleship isn’t a random assortment of facts and propositions and behaviors, discipleship is something that is you to the core and is completely incarnated in you. If it is information, it is information that has worked its way into you and is now part of you, in the same way that John talks about the logos being wrapped up in the person of Jesus: “The Word became flesh.” It goes from being information to being knowledge.
Yet almost all churches have built a whole discipleship process on that first style: classroom teaching. Hear the sermon. Join the small group. Go to the membership class. Read your Bible (hopefully you figure out how to do it). Go to class 201 or 301, and “yes, we have classes for that.”
Of course our churches aren’t seeing the life, vibrancy and power we read in the Gospels or in Acts. No one has a clue how to do the things that Jesus taught his disciples to do! Most people know they should be doing these things. Most people know these things are important. We would even guess that most want to know how. But knowing I have a broken carburetor and need a new one isn’t the same as knowing how to put a new one in! In the same way, there’s a big difference between knowing forgiveness is central to Jesus’ message and actually going out and forgiving your dad for what he did to you when you were a kid. Knowing something in your head alone is never what Jesus was after. The truth of Scripture is meant to be worked out in us, not something that we hold as an abstract reality.
We don’t want people to understand forgiveness or prayer or mission or justice only intellectually. We want people who can forgive, who can hear and respond to God, who actually know Him. We want people who have hearts that break for our world and the people in it and do something about it. We want the kind of people in our communities who resemble the people we see in Scripture.
Seriously, just look at what Jesus did.
He called twelve guys to follow him and be his mathetes … his disciples … to be learners of him. People who would learn to do all of the things he does and somehow learn to carry his very essence through the ongoing work of the Holy Spirit.
Now many of our sources for rabbinical practices don’t really start to concretize until the end of the first century, but it seems fairly reasonable to assume many of these things were happening when Jesus was discipling his guys, so we know disciples learned to do every last thing that their Rabbi (teacher) did.
How many steps did he take on the Sabbath? That’s how many they would take.
How many hours did they memorize, ponder and meditate on Scripture each day? That’s how many hours they would and it’s how they would interact with the sacred text.
How did they treat their wives? That’s how they would treat their wives.
How did they raise their kids? That’s how they would raise their kids.
You get the picture. They were very detail oriented and quite precise, right down to the length of their hair, prayer shawls, eating, sleeping and “bathroom” habits. In almost every way that we can imagine, the life of the Rabbi was transferred into their lives. Obviously, these disciples had their own personalities that shone through, but this was the way it was done.
So when Jesus is asked by his disciples in Luke 11 to teach them how to pray as he prays, this is not a strange request. In fact, their comment was, “Teach us to pray like you do; after all, John taught his disciples to pray like he did.” Jesus didn’t give them another sermon on prayer. He taught them to pray like he did.
This probably happened quite a lot.
They saw a life in Jesus that they wanted for themselves (even if at first they didn’t know this) and by their behavior seemed to say this: “If I do the things that he does, I can feel fairly certain I’m going to have a good outcome and my life may actually look more and more like his.”
Obviously, apprenticeship is happening here. You want to learn to be a plumber? Find a Master Plumber and do what he does. You want to learn to be a disciple? Find someone with the life that resembles the life of Jesus and do what he does. This is what the disciples were doing.
We think Jesus understood what he was doing as well, and Matthew 11 indicates this: “Come to me, all you who are weary and burdened and I will give you rest. Take my yoke upon you and learn from me, for I am gentle and humble in heart, and you will find rest for your souls. For my yoke is easy and my burden is light.”
If you know first-century Palestine at all, you know that at least 80% of the people were involved in farming. This was an agrarian-based economy, and Jesus regularly uses stories and metaphors that are drawn from this culture. This passage is no different as he references a yoke in a way that people would easily understand, as it was their normative experience.
When it was time to plant the crops, you had to make sure the fields were plowed. The massive, wooden plows were quite heavy, and usually only a team of oxen was able to drag the plow through the field, tilling and preparing the soil for the seed that would come next. Obviously, the team of oxen was pulling the plow together and was held together by a yoke that bridled them.
What these farmers did was partner a young, very energetic ox with a much older, seasoned ox that had plowed the fields for many seasons. The farmers found that the younger ox would push quite hard at the beginning of the day, using up all of his energy and would have nothing left for the second half of the day. Remember, we’re talking eleven-to twelve-hour work days. However, when bridled with an older, more experienced ox, the younger ox would be forced to learn the rhythm and pace of the day. He couldn’t run ahead because he was bridled to the older ox. And so, eventually, the young ox learned the best rhythm from the older ox so he could last for the whole day and was able to keep an even, sustained pace. The rhythms of life were passed from one to the other.
Eventually, the younger ox would grow older, have more seasons under his metaphorical belt and would then be paired with a new, younger ox, and the cycle would continue.
Eugene Peterson’s translation really lifts off the page, as it taps into this word picture:
“Are you tired? Worn out? Burned out on religion? Come to me. Get away with me and you’ll recover your life. I’ll show you how to take a real rest. Walk with me and work with me—watch how I do it. Learn the unforced rhythms of grace. I won’t lay anything heavy or ill-fitting on you. Keep company with me and you’ll learn to live freely and lightly.”
—Luke 11:28–30 msg
When you see this picture that Jesus is referencing and then see how Jesus was constantly teaching and showing his disciples how he lived, very clearly a high level of apprenticing was going on.
Jesus preaches the Good News, heals the sick, cleanses the lepers and drives out demons. In Luke 9, he sends out the twelve to do the same. They’ve seen him do this for months now. In Luke 10, he then sends out the seventy-two. And now there’s even coaching involved. The disciples almost seem astounded that this stuff is working! “We know Jesus can do this, but seriously … us too?” They report back to Jesus that there was one spirit they were having issues with, that wouldn’t leave (Mark 9:17–29). You can almost see Jesus casually shrug his shoulders and saying, “Oh yeah, that one … well, with that one you need fasting and prayer before you deal with it.”
This is what apprenticeship looks and feels like.
And of course there is classroom learning. Remember, the Sermon on the Mount (which is basically Jesus’ Teaching 101 on the Kingdom of God) is directed to his disciples.
“Now when he saw the crowds, he went up on a mountainside and sat down. His disciples came to him (some translations actually say, “those apprenticed to him came to him”) and he began to teach them.”
—Matthew 5:1
TEACHING AND THEOLOGY WERE WAYS OF DESCRIBING REALITY, AND THEN HE SHOWED HIS DISCIPLES HOW TO LIVE IN THAT REALITY.




Jesus is constantly teaching his disciples. Always giving penetrating insights from Scripture, thoughts on reality and the world we live in and speaking to the character of his Father.
Teaching is incredibly important. Theology is incredibly important. Doctrine is incredibly important.
But Jesus wasn’t able to compartmentalize teaching, theology, and doctrine into ethereal, cognitive realities. Teaching and theology were ways of describing reality, and then he showed his disciples how to live in that reality. “What is reality? The Kingdom of God! And if you do what I do, you can live fully in that reality.”
So how was immersion happening?
The better question might be to ask when wasn’t it happening. The disciples were almost always with Jesus. But even the way in which Jesus allocated his time gives us an important insight. Jesus had what many scholars call his “Retreat Ministry,” a period of time that was dedicated completely to the disciples, when he retreated to places the crowds would never follow, when the disciples could be immersed in relationship and have complete access to him. Here’s the interesting thing: Most people think that at least eighteen months of Jesus’ public ministry was this time.
That means at least half of his time was spent with these twelve guys.
He believed so powerfully in discipleship that he basically put all of his eggs into that basket. (It’s worth noting that it paid off.)
Often, immersion is about learning the nuances and finer points of something. You learn big chunks of information in the classroom experience and you learn how to develop specific skills in an apprenticing relationship, but with immersion, you see how all of these things start to connect together in even the smallest things.
There is an incredible example of immersion at work in the book of Mark, as Jesus enters into his first week of ministry. He drops by Capernaum and does things that seem normal to Jesus but extraordinary to everyone else: teaching with confidence and authority they hadn’t witnessed before, healing everyone who asked, casting out evil spirits, healing Peter’s mother-in-law. Just an average day at the office for Jesus. And by the end of the day, word has gotten out into all of Galilee, and the house is flooded with every sick, battered and broken person in the vicinity. And Scripture says, even as the sun was now down … he healed them all. Not a bad first day of ministry, to say the least. One might say revival had just broken out in Capernaum. Then something very interesting happens.
Before the sun has come up, before it’s even dawn, Jesus gets up early and goes to a spot by himself to grab some time resting and talking with his Father. Apparently Peter and the rest of the guys get up, can’t find Jesus (chances are pretty good more people have arrived at Peter’s in-laws’ place, waiting for Jesus to do more teaching and healing), so they go to find him. They finally find him, and Peter, probably pretty excited about his second day (what might Jesus do for an encore?) says, “So, ummm, yeah … everybody is looking for you. Probably might want to make our way back to the house now.”
And amazingly, Jesus’s response is, “Hmmm. Yeah, I don’t think so. Let’s leave. We’ve got other places to go.”
Seriously?
Now let’s be honest here. If we had started something and there were thousands of people who just showed up out of nowhere (on the first day!), wanting more and more of our time, if we had seen the things that Capernaum had seen the day before, it’s safe to assume we’d start a building campaign. A podcast. A newsletter. A Twitter feed and a Facebook page. A blog. A new website.
And. Jesus. Leaves.
How did he know he was supposed to leave?
Well, early in the morning, before dawn, he got up and spent time with his Father and then does something contrary to what seems like the reasonable course of action. When we think about it like this, it’s kind of baffling that he does this. What we see from Jesus is that success isn’t thousands of people and an ever-expanding church. Success is obedience to what the Father asks. Sometimes it comes with bigger churches, buildings and popularity. Often times it doesn’t. It’s about obedience. We don’t decide what the Father does.
Clearly, Jesus saw Capernaum differently than we probably would have.
Notice we don’t have any indication that Jesus says he got the instructions from his Father; we can really only deduce this. Our guess is, as the disciples were in an immersion experience with Jesus, they picked up on this, too. It was probably small at the time, very subtle, but we’re guessing they noticed. We’re guessing it further locked in their minds and their spirits what it meant to live in the Kingdom of God.
Peter, in Acts 10, up on a rooftop resting and praying, receives very specific instructions about bringing the news of Jesus and his Kingdom to the Gentiles: a man named Cornelius. Since Peter was an orthodox Jew, this had to go against every rationale and cultural fiber of his being. And yet … he went.
Paul, in Acts 16, is stuck in his journey to the Gentiles. Luke tells us:
They went to Phrygia, and then on through the region of Galatia. Their plan was to turn west into Asia province, but the Holy Spirit blocked that route. So they
went to Mysia and tried to go north to Bithynia, but the Spirit of Jesus wouldn’t let them go there either. Proceeding on through Mysia, they went down to the seaport of Troas. That night, Paul had a dream: A Macedonian stood on the far shore and called across the sea, “Come over to Macedonia and help us!” The dream gave Paul his map.
—Acts 16:6–10 msg
Both instances seem very similar to the one Jesus lived out.
There seemed to be an obvious course of action. Peter had a plan for reaching the Jews, and Paul had a carefully constructed plan for his journey. And yet, because Peter had learned from Jesus and Paul from the early disciples how to listen to and obey the voice of the Father, because they had learned that the Kingdom of God operates differently from what we are used to, they were able to respond.
They chose obedience over what was the most logical route.
Now we haven’t read a Scripture passage where Jesus articulates this lesson exactly as we’re seeing it here, though obviously there are many supporting passages. But it seems that in watching the life of Jesus and in watching the lives of other disciples (let’s not forget Paul spent quite a bit of time living with disciples before he began his ministry), immersing themselves in the culture, language and rhythms of these men and women, the disciples’ lives seemed to reflect the life and ministry of Jesus in ways beyond sheer coincidence.



CHAPTER 4
BUILDING A DISCIPLING CULTURE




If you’re anything like many of the leaders we work with, the more you begin to reflect and pray through this calling to make disciples, the more daunting the challenge can feel. What we want to offer you is a clear road map toward competent, effective discipleship and to help you develop a strategy for continuing the process well into the future.
Let’s look at it this way.
In Malcolm Gladwell’s book Outliers, the central question is this: Why are some people successful? He examines many of the factors that seem to contribute to people being successful, but there was one thing he gets into, in particular, that is of interest to us.6
Gladwell seeks to debunk the myth that some people are born geniuses, and because of this can’t help but become successful. He shows, with wonderful stories and details, how this has played out in history. His equation for extraordinary people goes something like this: Someone with a certain threshold of competency (you don’t have to be a genius) + the right set of circumstances + 10,000 hours of practice (which he guesstimates at about 10 years) = very high chance of success.
Mozart had a musically gifted father (right set of circumstances) and was himself a musical prodigy (threshold of competency). Mozart wrote his first symphony at the age of twelve. But it wasn’t until he was twenty-two, ten years and 10,000 hours later, that he wrote his first symphony considered a masterpiece.
IF THERE’S ANYTHING ANY OF US SHOULD BECOME GREAT AT, IT’S MAKING DISCIPLES WHO CAN MAKE DISCIPLES.




Same with the Beatles.
Same with Michael Jordan.
Same with Bill Gates.
Even if you’re lucky enough to be born a genius, you’ve still got to put in the time to learn and understand your craft, as well as walk into the right situation. What we want to do is help you learn the craft of discipleship and encourage you to put in the hours and perseverance necessary to become great at it. After all, that’s what Jesus’ last words were going after: Make disciples. If there’s anything any of us should become great at, it’s making disciples who can make disciples.
From our experience doing this, if you want make disciples, if you want to build a discipling culture in your community, you are going to need three things:
1) A discipleship vehicle (we call it a Huddle)
2) People need access to your life (discipleship can’t be done at a distance)
3) A discipling language (our discipling language is called LifeShapes)
Jesus’ model of discipleship was life on life but not everyone got equal access to him. He chose a team of twelve men, but even within that team he offered a deeper level of intimacy to Peter, James and John. Beyond the twelve were the seventy-two, then the one hundred and twenty, and then there were the crowds. How did Jesus manage to balance his time and share his life with so many people looking to him for guidance? How can we possibly do the same?
Put simply, we invite only a few people into a discipling relationship with us. If Jesus invited twelve people, we’re going to assume right off the bat we can’t do as many as he did. And we invite these people into a HUDDLE.
A Huddle is the group of four to ten people you feel God has called you to specifically invest in, and you will meet with them regularly (at least every other week) to intentionally disciple them in a group setting. The best discipling relationships always have an intentional, “organized” component to them, as well as a less formal, “organic” component. Having a regular Huddle meeting is the “organized” component.
Ultimately, we are talking about creating a discipling movement in the place you live. Huddles do not grow by adding new members; Huddles grow when members of your Huddle start their own. Why do it this way? Because we take seriously the principle that Jesus established: Every disciple disciples. You can’t be a disciple if you aren’t willing to invest in and disciple others. That’s simply the call of the Great Commission.
Practically, we’ve seen it play out in what we call the 8:6:4 Principle.

In this picture, the senior leader gathers eight leaders, and eventually those eight leaders Huddle six people each after an agreed period of time (often six to twelve months). The forty-eight leaders in the second generation then Huddle four leaders each once they are ready. If a third level of Huddles is established after twelve to eighteen months, there could be upwards of 248 leaders being discipled.
We realize that theory like this often looks great on paper and doesn’t quite work out like this in reality. And while it doesn’t work exactly like this in real life, even we are often surprised at how well it multiplies over time when we establish a discipling culture and a vehicle to transport an agreed-on discipling language. For instance, we have a friend who started two Huddles two years ago. One Huddle was part of his local church; the second was for pastors who were interested in learning to Huddle. Two years later, after that small investment in the lives of about ten people, more than seventy Huddles have been started and they keep reproducing. That’s the making of a movement.
Part 3 of this book is all about the details of what a Huddle is, how it works, how you disciple people in it and how to multiply them, so more on that later.
While a Huddle is an important part of discipling people, it isn’t enough. An organic part of discipling people happens outside a Huddle. That means you need to give these four to ten people much higher ACCESS to your life than other people get or than you are probably accustomed to giving the people you currently lead. You’ll need to be strategic with your time if you are going to build a discipling culture that will bear long-term fruit. You will need to simplify your life so you have space for people to be invited into your life and home.
What might this look like?
Honestly, it’s usually just inviting them to join what you’re already doing. Invite them and their family to have dinner over at your house with your family. We often forget that while we may not consider it “discipleship time” it doesn’t mean we aren’t teaching people what it means to follow Jesus. If we have people over at our house, they are going to be intuitively observing how we parent, how we love our spouses, how we order our lives. We are immersing them in our lives. For immersion to happen, we must give people access to our everyday lives.
FOR IMMERSION TO HAPPEN, WE MUST GIVE PEOPLE ACCESS TO OUR EVERYDAY LIVES.




That’s why it is crucial that we have a life worth imitating! We are inviting people into our lives and asking them to imitate the parts of our life that look like Jesus.
Giving people access to our lives doesn’t necessarily mean we constantly schedule additional time for coffee or drop everything for them at a moment’s notice (though depending on the situation, it could mean that). If someone is struggling spiritually, invite him or her to go to the grocery store with you and talk with you on the drive there and at the store as you shop. Fold the person into your normal comings and goings. It doesn’t have to mean more work; it means we are more efficient and smart in how we use our time.
This is exactly what we see Jesus doing.
He ate. He taught. He laughed. He healed. He prayed. He told jokes. He told stories. He visited friends. He fed thousands. He partied. He went to weddings. He went to the local synagogues. He went on retreat with his disciples. He cried. He went to funerals. He gave advice. He answered questions. And in all of his comings and goings, his disciples watched him doing this and observed. They were immersed in a life with Jesus. It should come as no surprise, then, that we see them doing the exact same things in the book of Acts.
Discipleship didn’t stop simply because it wasn’t “intentional discipleship time.” That kind of compartmentalizing is detrimental to the discipleship process. You are inviting someone into your life to learn how you follow Jesus in all aspects of your life. Giving people access to your life is a necessary component to making this happen.
Lastly, you will need an agreed-on DISCIPLING LANGUAGE that you will teach the people in your Huddle who will build this discipling culture. As we will explore in more detail in Part 2 of this book, language creates culture. We will share with you the language we have developed to create this culture and, in Part 3, explain how to best teach and use this language in a Huddle.
In conclusion, this is how discipleship works, in its simplest form:

As we have already discussed, most of Western culture lives in the Information part of this triangle, believing that Information without Imitation can lead to Innovation. However, Jesus taught his disciples, asked them to imitate his life and then said, “You will do greater things than me.” So when we read the book of Acts, we see the early church doing so many things exactly as we see Jesus doing them. But then we also see the early church taking those foundational things and innovating on them. Jesus’ example showed that having the right information was important, and next came competency in using that information, seeing it in the life of another and imitating that person. Only when we achieve a base level of competence in using Information and Imitation can Innovation flourish.
We suspect that given the current climate of the church most Christian leaders are very leery of Imitation and apprenticing themselves. Why? There are probably many reasons, but one is because we’ve seen “cloning” happen within the church. Certain churches are particularly famous, and suddenly everyone is copying what they do, producing less effective, cloned versions of the same church. What inevitably happens for these churches searching for the “as long as it works” answer is that eventually it stops working as well as it once did. However, because they lack the foundational Information for forming the original practices, the churches are unable to successfully innovate what they are doing.
What many have done is jump from ditch to ditch. Rather than taking a posture of learning through Information and Imitation and then Innovating in their own context, they’ve decided that unless they come up with it themselves, they are selling out. Instead of finding and learning the tried-and-true practices for discipleship and mission, they try to re-invent the wheel.
We suggest that if you want to be a disciple, and if you want the people you disciple to be able to disciple others who then disciple others, you will need to follow the path of Information to Imitation to Innovation. Information is incredibly important, but having it right in our heads isn’t enough. We need to see how that Information becomes knowledge and is incarnated in the everyday life of another person. We then apprentice ourselves to that person, learning not only the Information but also how to do what he or she does. And finally, after becoming confident in knowledge and practice, we have the capacity to innovate new ways of discipleship and mission.
Practically speaking, what does this look like? Well, let’s give an example. Most of us are probably people who believe reading scripture and certainly having an intentional prayer time every day are fundamental components of becoming spiritually mature. But telling people to read and pray doesn’t mean they can do those things well. So what would you do if someone asked you how to read the Bible in a meaningful way and how to pray? Well, more than likely you’ll take the person to the places in scripture that deal with this and maybe give him or her a book or two that was helpful in shaping you (Information), but you’d also teach him or her how you do it! You would show the person the way you’ve learned to do it, and for someone who doesn’t know how, chances are good he or she would start off doing it just like you do it (Imitation). Now that doesn’t mean that a little ways down the road they won’t branch out and discover ways of doing this that might be more suited to his or her personality (Innovation), but the person is starting with a foundation they can build on. That is the process of discipleship, and that is the path you can provide for people.
Above all else, know that good leaders always define their own reality. No one else can build a discipling culture for you—it must begin in your own life and then overflow into the lives of those you lead. You will not be the perfect example, but you can be a living example. It will more than likely be a difficult and challenging task, but as we look at our own lives and then to the stories from the leaders who have gone before us, we know that the prize is truly worth the price.



PART 2
LIFESHAPES | OUR DISCIPLING LANGUAGE



CHAPTER 5
LANGUAGE CREATES CULTURE




Sociologists say that language creates culture. Now, language is the way that we communicate, verbally and nonverbally. In the book Essentials of Sociology, the authors write:
A common language is often the most obvious outward sign that people share a common culture … For this reason, groups seeking to mobilize their members often insist on their own distinct language … and according to some linguists, languages not only symbolize our culture but also help create a framework in which culture develops, arguing that grammar, structures and categories embodied in each language influence how its speakers see reality. For example, because Hopi grammar does not have past, present and future grammatical tenses, Hopi speakers think differently about time than do English speakers (italics added).7

The idea that language creates culture may sound strange, but it’s quite intuitive when we start to see it all around us.
In all reality, it is not terribly difficult to create a corporate culture. We develop a whole system of language revolving around the central beliefs that we have. So because we want a polite, courteous, busy, productive, clean-cut and respectful culture, we develop a language around that. There are ways that you address your superiors that are acceptable and ways that are not. There are ways that you treat your co-workers and ways you don’t. Certain clothes are okay while others aren’t. Certain work hours are required. There is an acceptable general physical appearance. Desks must have a certain kind of order to them. Corporate culture has “corporate speak”: words, phrases and TPS reports that are a sort of agreed-on language. Everyone knows the language, and everyone uses the language.
When people share all these things and have them all in common, a culture is created. The language does not have to be completely verbal, for as we know, much of our communication is nonverbal.
It wouldn’t be difficult to create a violent culture. We’ve seen that happen in the mid-nineties as the East Coast/West Coast rap wars were raging. It sounds elementary, but that was a culture created out of a shared language that simply became more and more violent as the culture and worldview were strengthened and solidified.
We know what it’s like to create a religious culture. Most churches have developed a whole language that is particular to the church world that some people are fond of calling “Christian-ese.” We have developed a religious language rather than a spiritual or discipling language. We use words that no one outside of church uses. We know religious spaces have certain rules, certain decorum and certain dress codes.
WE ARE CREATING A CULTURE, EVEN IF IT’S UNINTENTIONAL. THE QUESTION IS, DO WE LIKE THE CULTURE WE ARE CREATING?




The French language has a certain romance and sophistication to it, and so French culture has the air of romance and sophistication.
So as we consider the church, we must examine the agreed-on language we are using and how it is creating the culture we have. As has been said before, “We are perfectly suited to get exactly what we are getting.”
We are creating a culture, even if it’s unintentional. The question is, do we like the culture we are creating?
The reality of our church communities is that we simply do not have a shared language in which we can create a discipling culture. If we are to give our lives as living examples and create an environment for people where we can disciple them, we have to have an easily transferable language that we can pass on.
This language should be the DNA of Jesus’ teachings, Scripture, leadership, mission and discipleship. The language should be shared by you and the people you are discipling, and eventually, by everyone in your church community. If we want to create a culture of discipleship, we need a language to support it.
One of the reasons we have seen so much success discipling people is we have an agreed-on language. The language we use, called LifeShapes, is a collection of eight shapes with each shape representing a foundational teaching of Jesus or principle from his life and is one that I (Mike) started developing in the early 1980’s. Over the past thirty years these shapes have become fully formed into this language.
Now if you are anything like most leaders, you may have just rolled your eyes a bit. Shapes? Seriously? Shapes?! You have got to be kidding. We know.
WHY ARE IMAGES SO EFFECTIVE AS A DISCIPLING LANGUAGE?




Your thoughts probably drift to what feels like yet another church program, fad or campaign. But we would humbly submit that when people learn this discipling language within the context of a discipling relationship in a Huddle … something starts to happen: People’s lives begin to look like the lives of people we see in Scripture. Because above all else, Huddles aren’t a program; they are life-on-life discipleship. Transformation actually happens. Perhaps the real question is this: Why are images so effective as a discipling language?
So let’s explore that and dive into it a bit. What is the following image?

For most of us, “Mickey Mouse” immediately comes to our mind. So what about this? How many of these questions do you know the answer to:
 
	Who first drew Mickey Mouse?
	What is the name of his company?
	What is your favorite movie of this company?
	What about your favorite character?
	What is your favorite song from one of these movies?
	Sing the song.
	If you wanted to visit Mickey’s home on the East Coast, where would you go?
	If you wanted to visit Mickey’s home on the West Coast, where would you go?
	The company that created Mickey bought a computer animation company a few years ago. What’s the name of the company?
	What movies has the company animated?
	Which one was your favorite?
	What was your favorite character?

We could go on and on. We could do that for hours, and you could probably answer most if not all of the questions.
Here’s what we need to understand: When Jesus taught, he was living in an oral culture. Most people were illiterate and books were very expensive, so information was passed on from person to person and generation to generation through the oral tradition. People in Jesus’ time had an unbelievable capacity to hear and remember.
Over time, the oral culture gave way to a written culture where large amounts of information were passed on through books. Because of this, people’s brains were wired a certain way, and people were able to read and remember a large amount of information by reading it.
In the past hundred years, however, we have entered into an image-based culture, and we store large amounts of information, stories and data by attaching them to images. Our brains are literally wired differently than they were a hundred years ago. Our memories are stored and encoded in ways that they weren’t in either the oral or written cultures. (How’s that for world history in three paragraphs or less?)
Because of this, the idea of attaching the teachings of Jesus and Scripture to a few basic images is perfectly in line with how our brains are already hardwired.
With the Mickey Mouse example, it’s as if that one image is a type of rabbit hole that goes deeper and deeper. Now you are probably more than capable of taking these sociological principles and creating your own sticky, reproducible language for discipleship. However, what we have done is spent more than thirty years creating, tweaking, refining and putting this language in a post-Christian context, making the language as sticky and reproducible as possible. You see, for LifeShapes, it is as if each shape is a rabbit hole. You enter into it, and it seems small enough, easy to understand, but it takes you deeper and deeper into Scripture, the life of Jesus and the Gospel. Therefore, we can layer and add more and more information, adding depth to people’s understanding of what it means to be a disciple and to live in the reality that is the Kingdom of God. The shapes serve as a beginning, as a kind of entrance to the rabbit hole, but certainly not the end. So what, you may ask, do these shapes encompass? Well, here’s a first look at them. After a year in a discipling relationship in a Huddle, this is what we’d want people to know, and this is what we’d want people to be able to do:

LEARNING CIRCLE: SEEING SPIRITUAL BREAKTHROUGH
Learn to be disciples by becoming life-long learners of Jesus. The key to this is learning to always listen to the voice of God and respond. We want people to know about God and the history of our faith, but we also want them to know God. As Paul says, “I want to know Christ, and the power of his resurrection and the fellowship of sharing in his sufferings.” This is the foundational shape and one every Huddle returns to as we continually ask, “What is God saying to me, and what am I going to do about it?”8

HEXAGON: PRAYER
Learn to pray using the Lord’s Prayer as the template that leads to a substantial relationship with the Father. In doing so, we also learn the importance of the Trinity and see the work of the Holy Spirit in our world, connecting us with the Father.

TRIANGLE: DEEPER AND BALANCED RELATIONSHIPS
Learn to live in deeper relationships that are balanced between our life with God, life within the church and life with people who don’t know Jesus yet.

SEMI-CIRCLE: RHYTHMS OF LIFE
Learn a rhythm of rest and work, daily, weekly and annually. This means learning to pray and read Scripture every day in a meaningful way, as well as taking a weekly Sabbath that recreates us and other individual and corporate spiritual disciplines.

SQUARE: MULTIPLYING DISCIPLES
Learn the process Jesus used for discipling people, where you are in that process, and how to begin looking toward discipling people yourself.

PENTAGON: PERSONAL CALLING
Learn the Fivefold Ministries found in Ephesians 4, understanding the unique way God has shaped you and what this means for your personal calling as a missional disciple.

HEPTAGON: COMMUNAL LIFE AND HEALTH
Learn to live in, participate and contribute to the spiritual family of which you are a part.

OCTAGON: MISSION THROUGH PEOPLE OF PEACE
Learn to step out into bold mission by identifying People of Peace and helping them live in the spiritual breakthrough God has prepared for them. Learn what the Gospel is and a simple and clear articulation of it that can be shared with People of Peace.
Each shape serves as a kind of portal or rabbit hole, with an endless number of Scripture passages, stories or practices attached. Let’s be clear: The biggest question about someone isn’t whether he or she could teach for five hours on a silly shape. The question is, does his or her life actually embody and incarnate the shape and Scripture teaching, and can this person multiply that into someone else’s life? That was Jesus’ criterion and so it is ours as well.
Remember, you may be someone who has advanced training or theological education, but most of the people in our churches do not. These simple shapes that form a discipling language give people handles for their own life, as well as the ability to remember and teach them to the people Jesus is calling them to disciple. It’s never just about us. Are we giving the people in our communities (laity) the tools they need to disciple people and lead out into mission? Those are whom this language is for.
For each chapter in the rest of Part 2, we will go in depth on each shape, beginning with the foundational shape of the Learning Circle. In addition, while we believe this text is the foundational resource for learning the language of LifeShapes, some people are stronger audio learners, and so for their benefit we have provided a link in the footnotes for audio downloads for each shape.9
Lastly, on a very practical note, if you are a pastor, we highly recommend you not teach LifeShapes in a sermon series. If you do this, you will be subtly telling your community that this is just another program, but more importantly, it’ll come across as more information for them to engage or ignore. The best way to teach LifeShapes is in the context of a Huddle where you have all three types of learning functioning together. We’ve learned this the hard way and seen other pastors make this mistake. Learn from our mistakes!



CHAPTER 6
CONTINUOUS BREAKTHROUGH




THE CIRCLE
After John was put in prison, Jesus went into Galilee, proclaiming the good news of God. “The time has come,” he said. “The kingdom of God is near. Repent and believe the good news!”
—Mark 1:14–15
Jesus called people to follow him, calling those people disciples, or literally “learners.” As you read this book and use the accompanying Huddle Guide, you will be introducing your key leaders to the foundational vocabulary upon which you can build a discipling culture. The call to be a disciple involves a daily process of laying down our lives to follow Jesus. However, many leaders struggle to confidently recognize the Lord’s voice and often have no means of knowing when God is at work in their lives. The Circle will help you and your Huddle learn from the situations and issues that arise in daily life.
KAIROS INTERRUPTED
There are several words in the Greek language which translate into the English word for time. Chronos is the one we would find most familiar, meaning successive or sequential time, the kind of time you find on your wristwatch.
Another is kairos, meaning an event, an opportunity—a moment in time when perhaps everything changes because it is the right time. A kairos moment is when the eternal God breaks into your circumstances with an event that gathers some loose ends of your life and knots them together in his hands. In kairos moments, the rules of chronos time seem to be suspended.
Kairos
Events Can Be Positive or Negative
Do you remember the day you were married? How about the birth of your first child? Think about a favorite vacation you took with your family. These are all kairos moments where you cherished every minute. Some kairos events, however, leave an impact because of their tragic consequences—the death of a loved one, a divorce, an argument with a co-worker, the horrific events of September 11, 2001. Kairos events are rarely neutral.
Kairos
Moments Can Be Recognized by the Impact They Leave on You
Perhaps you announce a building project at your church. Instead of the expected enthusiastic response, you are greeted with silence and stares. After the service, the people shuffle out quickly. You notice the whispers and the fingers pointed back at you. You feel anxiety and fear. You are passing through a kairos moment. Your emotions are often a great indicator of kairos events, and it is often the negative events producing negative emotions that present the greatest potential for growth.
KAIROS IS WHEN THE ETERNAL GOD BREAKS INTO YOUR CIRCUMSTANCES WITH AN EVENT THAT GATHERS SOME LOOSE ENDS OF YOUR LIFE AND KNOTS THEM TOGETHER IN HIS HANDS.




Kairos
Events Signal Opportunities to Grow
This growth occurs on an individual level and on a corporate level. Perhaps you and your team are experiencing a kairos event even now: changes in your staff, loss of a facility, unexpected growth. Or perhaps there was a kairos event in your past—one that might serve as an entry point into the learning process. As you and your Huddle learn to recognize kairos moments as God’s interventions, you will be able to enter the Learning Circle, and experience growth. You will be able to seize these opportunities and celebrate the kingdom life this process brings.
What does the Bible say about a lifestyle of learning? As a matter of fact, Jesus’ very first teaching was on this subject.
“The time has come. The kingdom of God is near. Repent and believe the good news” (Mark 1:14–15).
This verse, which could be called a summary statement of the teaching of Jesus, says a lot more about learning than first meets the eye. In essence, Jesus is saying a great opportunity is available: God’s kingdom is within reach for all of us. The kingdom of God is near means that if you reach in the right direction, your hand will disappear through the curtain of this world and reappear in the reality of the next world. There is a portal in time that we can’t see, and the in-breaking of God’s presence is about to take place. The Learning Circle suggests a framework by which we can process what God is saying to us in the kairos event and learn how to respond in a way that enables us to grow in our discipleship.
The Circle shows us:
 
	what it means to live a lifestyle of learning as a disciple of Christ;
	how to recognize important events as opportunities for growth;
	and how to process these events.

We leaders tend to be an analytical lot. We tend to think of our journey of faith as linear; it has a starting point (salvation) and an ending point (heaven).

Scripture would seem to indicate that a disciple’s relationship with God is more dynamic. Let us suggest another picture. Here is a believer, walking what he considers to be a straight, linear path. Perhaps he has a purpose in mind; perhaps he is just walking in the direction he thinks is best. Then, seemingly out of the blue, a kairos moment (X) takes place.

He can react in many different ways. He can keep walking, ignoring the open door for growth. He can stop. He can go backward. Or he can enter the Learning Circle. Jesus extends a great opportunity to anyone who would seek to know him and follow him. God’s kingdom is within reach—but to access it we need to go through the process of repentance and belief.
When a kairos moment occurs, we often want to study all the events that led up to it with the hope of preventing a similar thing from happening again. But we are looking through the wrong end of the telescope. Instead of looking back, we need to look forward to the growth we can experience because of what has happened. Kairos moments are God-given opportunities to enter into a process of learning kingdom living.
KEYS TO THE KINGDOM
“The time has come,” [Jesus] said. “The kingdom of God is near. Repent and believe the good news!”
—Mark 1:15
The Circle represents our journey into the kingdom of God. To enter the kingdom, however, we must go through a process of repentance and belief. The process can be difficult and challenging and, more often than not, painful. It is through this process we learn how to lay down our lives and pick up the cross.
What propels us into this learning process is a kairos event. As we discussed previously, it can be positive (a promotion at work) or negative (getting laid off from your job). It can be big (your wedding) or small (a date night with your spouse). Generally speaking, kairos moments are not neutral, as they leave an impression on us. But when a kairos moment occurs, we must decide to enter the Circle. From the moment we do so, we are in a learning mode.
Two key words in the Mark passage help define the learning process: repent and believe. You will remember that the word repent is from the Greek metanoia, meaning to change one’s mind. As church leaders, we often encounter strong resistance when we say repent because of its unfortunate association with negative messages of condemnation without grace. Our people will respond differently when they realize that metanoia simply means a change of heart that shows up in a lifestyle or behavior change. Walking as a disciple of Jesus means constantly growing and changing inwardly as you take on more of the character of the Teacher. Change is not an option: it is a vital part of the life of a follower of Jesus. Once we change on the inside, the new attitude will affect our outward actions.
Where kairos is an event word—something that has a beginning and ending—repentance (metanoia) is a process word, as is believe (pistis). The Circle is a process, a way of living that does not have a specific beginning and ending. One does not become a disciple of Jesus and stand still; discipleship is a lifestyle of learning. And this learning begins with a change of heart.
ENTERING THE LEARNING CIRCLE
Having experienced a kairos event in our lives, we then begin the process of learning from it. There is another well known learning circle that involves just three steps: observe, reflect, and act. The LifeShapes Circle has uniquely expanded this to six. There are three parts in the repent process (observe, reflect, and discuss) and three parts to the believe process (plan, account, and act).
The first part of the repent process is observation. To change our lives, we need to observe where we are. When a kairos moment stops us in our tracks, this is the time to observe our reactions, our emotions, our thoughts. We must be honest in our observations—see things as they are—if we are to change inwardly.

Once we observe our condition, we need to reflect. Reflect on what? Reflect on our observations. We need to ask ourselves why we reacted as we did, why we feel as we do, why a certain event brought these emotions to the surface. Asking questions is a great way to reflect. Again, our answers must be honest if real change is to take place. (By the way, introverts will find this stage more natural than extroverts as it requires spending time alone in reflection.)
If observing and reflecting are to lead to lasting change, we must invite others into the process with us. For repentance to take hold, we’ve got to share it with someone else. It is important that we have others in our lives we can discuss our observations and reflections with, and who will be honest in their response to us. Huddle functions as the context for confession, a place of honesty where we are able to challenge each other, share our struggles and experience God’s grace and forgiveness. These are trustworthy friends, who will stand with us, pray with us, fight alongside of us, but will not flatter us with empty words. “Therefore confess your sins to each other and pray for each other so that you may be healed”(James 5:16).
Repentance is necessary if we are to grow as disciples, but it is not always easy. Facing our failings, our pain, and our fears is something we want to put off, like a trip to the dentist or bathing the cat. As we step into the process of observing, reflecting on, and discussing our sins and shortcomings with others, we are not only opening up the ugliness of our lives for others to see, we are opening it up for us to see.
In a culture where our disciples look to our example and where our own pride often gets the best of us, we find ourselves running away from the sins and faults of our lives and toward the goal of fixing the problems in the lives of others. This is the picture that many of us paint rather than simply becoming authentic in our relationship with God.
The image of a leader who is constantly trying to flee from his anguish and fear, hoping that if he runs far enough or flies fast enough, he can somehow make it all go away is not the image of repentance that we are called to embrace. Dr. Larry Crabb writes, “A spiritual community consists of people who have the integrity to come clean. It is compromised of those who own their shortcomings and failures because they hate them more than they hate the shortcomings and failures of others, who therefore discover that a well of pure water flows beneath their most fetid corruption.”10
What a great picture of discipleship: abandoning ourselves to the forgiveness of God, walking in his grace, and creating a safe place within our church communities for others to do the same. This only comes, however, if we are willing to walk first in the footsteps of repentance. Leaders define culture. If you want your Huddle members to be honest and vulnerable about their lives, it will invariably start with you.
FINDING YOUR WAY AROUND
What good is it, my brothers, if a man claims to have faith but has no deeds? … … faith by itself, if it is not accompanied by action, is dead. But someone will say, “You have faith; I have deeds.” Show me your faith without deeds, and I will show you my faith by what I do.
—James 2:14; 17–18
JUST BECAUSE WE GO THROUGH A KAIROS MOMENT DOES NOT MEAN WE LEARN ANYTHING.




Just because we experience something—in other words, just because we go through a kairos moment—does not mean we learn anything. And repenting will not by itself bring about change. Repentance is only the first part of the Circle. Stopping after we repent only invites the experience to return and makes it harder to repent the next time.
After recognizing the issue, assessing why it happened, and discussing it with someone else, in the process of rethinking and repenting before God, we must move to the left side of the Circle and begin believing change is possible. Faith is the second half of our Circle, the next process in the lifestyle of discipleship.
“Faith,” says the writer of Hebrews, “is the substance of things believed.” It is not simply a nice belief, but a substantive display of belief. Faith that cannot be seen, writes James, is no faith at all. Faith is action, and right action will take us into the kingdom. There are some who say that faith is spelled R-I-S-K. We disagree. If you are acting in faith, you are simply doing what you know God wills to be done. There is no risk in doing God’s will. (There is, however, great risk in ignoring God and doing what we want to do.) If you need an alternative spelling for faith, you can use these four letters: S-U-R-E.
Just as there are three spokes in the wheel of repentance (observe, reflect, discuss), there are three spokes for faith. The first is to plan. On the basis of our observation, reflection, and discussion, we need to make a plan to lead our inner change.

For example, if your growing credit card debt has finally escalated to the point of crisis and, in reflecting on the cause, the Lord reveals an emptiness or void you are trying to fill through shopping, have a strategy for recognizing the feelings that lead to binge shopping and for reacting in the proper way. Or if God has shown you that you need to respond with more encouragement to a staff member, develop concrete plans of when and how. Planning nearly always involves seeking the kingdom of God first, no matter what the issue. Most of us find that ultimately our kairos events lead us to discover we have used someone or something as a substitute for God. If shopping is your substitute, make a plan to buy only necessities, to pay only cash, and then to let the Lord fill the emptiness within.
If a plan is to succeed, it is important to have at least one person hold us accountable to it. We need to externalize the things that have been going on internally. Change doesn’t happen in private. Being afraid to share with someone else because you think your thoughts or feelings are too private will keep you from growing and changing. All the mistakes the heroes in the Bible made are eternally public. Just think how Peter feels today seeing people read and discuss how he denied Jesus. Accountability is important to Jesus, shown by his sending out the disciples in groups of two. Sharing your inner thoughts and outward failings with another person may be hard at first, but it is ultimately necessary if we are to grow. The Circle will not turn correctly if one spoke is left out or broken off. We cannot skip accountability and still say we are disciples of Christ. It is that simple.
BEING AFRAID TO SHARE WITH SOMEONE ELSE BECAUSE YOU THINK YOUR THOUGHTS OR FEELINGS ARE TOO PRIVATE WILL KEEP YOU FROM GROWING AND CHANGING.




Once a plan is made and a relationship of accountability established, the natural reaction is for action to take place.
Faith always comes to the surface and always produces action. It cannot be contained. Thoughts and intents that are held within and not acted upon are not faith, no matter what we like to say. (“My faith is personal” is a favorite. But that is a self-contradicting statement. Faith is always acted out, never kept bottled up within.)
THE CIRCLE ON THE MOUNT
Here is a biblical example of the Circle. Jesus and his followers are just wrapping up a long day. He goes up on a hillside and teaches what we now call the Sermon on the Mount. In this day long teaching, Jesus outlines the radical lifestyle that he calls his followers to adopt. He talks about such things as murder, adultery, divorce, lying, revenge, loving your enemy, giving to the needy, prayer and fasting, and the love of money. As the people listen, they probably begin experiencing the kind of internal pressure that leads to a kairos event. (When this occurs, it can lead to anxiety and worry.) So Jesus addresses the situation.
“Do not worry about your life, what you will eat or drink; or about your body, what you will wear. Is not life more important than food, and the body more important than clothes?” (Matthew 6:25). An event has taken place. It causes worry, anxiety and stress. The disciples need to learn about the problem of worrying from this event so Jesus begins with observation.
“Look at the birds of the air; they do not sow or reap or store away in barns, and yet your heavenly Father feeds them” (Matthew 6:26). Having revealed what is happening in his followers’ hearts, Jesus takes them through the process that will set them free. First he tells them to look at the birds. No doubt this makes them wonder. Jesus is leading his disciples to observe their own lives by having them look at something else they can understand. The birds of the air do not sow or reap or store away in barns, and yet their heavenly Father feeds them. This is a simple, straightforward observation, and it helps the disciples recognize their own fears and lack of faith. Likewise, observing our kairos event leads to examining ourselves.
Reflection begins when Jesus asks, “Are you not much more valuable than they?” (Matthew 6:26). This, of course, is a rhetorical question to which the answer is yes. (Asking questions is the best way to facilitate reflection.) Birds are valuable, but we are more valuable. Jesus is helping the disciples put things into perspective.
Reflection leads to conversation and discussion. “Who of you by worrying can add a single hour to his life? And why do you worry about clothes?” (Matthew 6:27–28). There is no record of a discussion between Jesus and his disciples at this point, but the usual method for teaching in that day was question and answer. Discussion was a basic part of the learning experience; therefore, it is safe to assume this teaching included discussion that Matthew chose not to record. People need to talk things over with others in order to find clarity. We try to change the things we worry about, but Jesus says the person who worries is the one who needs to change. Change happens to us when we try to answer searching questions such as “Why am I worrying about this when I know God is in control?”
MAKING PLANS ON THE BASIS OF THE KINGDOM, IN RIGHT RELATIONSHIP WITH GOD, MEANS THE WORRIES OF TOMORROW NEED NOT DOMINATE US.




“But seek first his kingdom and his righteousness, and all these things will be given to you as well” (Matthew 6:33). How do we build a life that is not based on worry but founded on faith? This verse illustrates the importance of planning. Planning is built around a vision. We plan to attain something. Jesus tells us to make plans to seek his kingdom and his righteousness. Righteousness means right relationship. Making plans on the basis of the kingdom, in right relationship with God, means the worries of tomorrow need not dominate us. God will take care of everything—including us! This is the essence of our vision: to make Jesus the true Lord of our lives.
To conclude this message, Jesus tells us we should be accountable for the way we live, speak, and think. “Do not judge, or you too will be judged” (Matthew 7:1). Don’t live your life continuously calling other people to account for their actions. Instead, live your life in the recognition that you will be called to account. Hypocrites look for faults in others and miss their own faults. Jesus calls us to be accountable to one another.
He then tells a story of two men building houses—one on sand, the other on rock. We often place the emphasis of this story on building our own houses, or lives, on Jesus our Rock. But what Jesus emphasizes is hearing his words and acting on them. The wise man listens to what Jesus says—and then acts upon it.
LIVING LIKE A SLINKY
Once you are aware of the Circle—and put it into practice—your life can look like a Slinky, a series of loops held together by time. Each time round the Circle means you have grown a little more and taken on a little more of the character of Christ. Our lives are really about events connected together over time and our response to these events. The correct response—repent and believe—leads us more fully into the kingdom. Skipping one or more of the steps in the Circle means you will more than likely continue to struggle over and over again with the same issue.
SKIPPING ONE OR MORE OF THE STEPS IN THE CIRCLE MEANS YOU WILL MORE THAN LIKELY CONTINUE TO STRUGGLE OVER AND OVER AGAIN WITH THE SAME ISSUE.




How do we take up the cross and become wholly devoted students following Jesus? Surrender to the process of change. Embrace the fruit of the Spirit he wants to grow in our lives. And when it gets hard to face the issues of sin that will ultimately surface in your life, push through. Don’t turn back and look for relief from the internal struggle. The rewards will be great if you and your Huddle persevere. In fact, once you have tasted of the goodness of the Lord, like the man who found the pearl of great price, you will sell everything you have to keep it and know it more fully. Following are examples of Jesus and the disciples employing the Circle.
The Epileptic (Matthew 17:14–21; Mark 9:14–29)

The epileptic seizure (kairos)

Unbelieving and perverse generation! (observe and reflect)

Lord, why couldn’t we drive it out? (discuss)

This kind can only come out by prayer (plan)

Mustard seed principle (account/act)

Forgiving Wrongs (Matthew 18:15–20; Matthew 18:21–35)

A wrong is done, a resentment remembered (kairos)

If your brother sins, go to him (observe and reflect)

Lord, how many times? (discuss)

Therefore, forgive your brother from the heart (plan, account, act)

A Mother’s Request for Status (Matthew 20:20–28)

Coming to Jesus with request (kairos)

When other disciples hear this they are indignant (observe and reflect)

Jesus calls them together for teaching and discussion (discuss)

Not so with you! (plan)

Whoever wants to be first must be a slave to all (account and act)

The Rich Young Man (Matthew 19:16–29)

Conversation (kairos)

When the disciples hear, they are astonished (observe and reflect)

Who can be saved? (reflect)

We left everything; what will there be for us? (discuss)

If you leave houses, family, fields (plan, account, act)




CHAPTER 7
DEEPER RELATIONSHIPS




THE TRIANGLE
When Jesus came to the region of Caesarea Philippi, he asked his disciples, “Who do people say the Son of Man is?” They replied, “Some say John the Baptist; others say Elijah; and still others, Jeremiah or one of the prophets.” “But what about you?” he asked. “Who do you say I am?”
—Matthew 16:13–15
Who is Jesus to you? How you answer that question has more to do with the growth of your church than any strategy or plan. Living out the answer in front of your Huddle and the wider community is equally important. The lifestyle of Jesus was thoroughly consistent. His followers could see it operating on a daily basis. As we take up the challenge to become disciples of Jesus—and to train those in our Huddles to do the same—we need to model our lives after the Master. Jesus lived out his life in three relationships: Up—with his Father; In—with his chosen followers; Out—with the hurting world around him. This three-dimensional pattern for living a balanced life is evident throughout Scripture. It can inform us in how to experience fruitfulness in our ministry, our relationships, and our personal spiritual walk. We see these three dimensions in Jesus’ lifestyle throughout the Gospels. Let’s take a look at one passage in Luke 6.

JESUS GOT UP
One of those days Jesus went out to a mountainside to pray, and spent the night praying to God.
—Luke 6:12
PRAYER WAS AS FUNDAMENTAL AN ELEMENT IN THE LIFE OF JESUS AS BREATHING. HE INHALED HIS FATHER’S PRESENCE SO HE COULD EXHALE HIS FATHER’S WILL.




Jesus prayed regularly. On this occasion he went up the mountain to pray and spent the whole night praying. Mark tells us that when the disciples got up in the early morning, Jesus had already gone out to pray. Luke tells us that he could often be found in lonely places praying. Prayer was as fundamental an element in the life of Jesus as breathing. He inhaled his Father’s presence so he could exhale his Father’s will.
Jesus was in constant contact with his Father, whom he spoke of in a very personal, intimate, and familiar way. The source of Jesus’ fruitfulness was in his Up relationship with the Father. Jesus did what he saw the Father doing. Jesus also introduced his disciples to this very personal relationship with God, calling us into the same kind of intimacy with the Father that he himself has always known. We are to live out the reality of that relationship always.
Our Up relationship with Jesus is how we abide in him. As his disciples, we are to model our lives after our Master. We (the branches) must abide in him (the Vine) if we are to produce fruit (John 15). Our efforts are worthless if we do not have the Up in our lives. We will be fruitless without it—there is no other way.
JESUS INVITED OTHERS IN
When morning came, he called his disciples to him and chose twelve of them, whom he also designated apostles: Simon (whom he named Peter), his brother Andrew, James, John, Philip, Bartholomew, Matthew, Thomas, James son of Alphaeus, Simon who was called the Zealot, Judas son of James, and Judas Iscariot, who became a traitor.
—Luke 6:13–16
Jesus came back from his time of prayer described in Luke 6 and he called twelve of his followers into his first “huddle.” Mark gives us a clearer picture of this group’s purpose. “He appointed twelve—designating them apostles—that they might be with him and that he might send them out to preach” (Mark 3:14).
Jesus selected these twelve specifically so he might be with them, spend time with them, and build strong relationships with each of them over the three years he had his public ministry. But this was not just a “seminary setting.” Jesus came as a human being and showed us the way human beings are to live out their lives in society with others. From the crowds who followed him, he had seventy-two followers he sent out on kingdom business (Luke 10). From that wider circle, he chose the Twelve, and within that inner circle, he had three close friends—Peter, James, and John. Jesus shared food with these friends, laughed with them, and met their families—in other words, he “did life” with his chosen circle. This was the “In”-ward dimension of his relational life.
JESUS REACHED OUT
He went down with them and stood on a level place. A large crowd of his disciples was there and a great number of people from all over Judea, from Jerusalem, and from the coast of Tyre and Sidon, who had come to hear him and to be healed of their diseases. Those troubled by evil spirits were cured, and the people all tried to touch him, because power was coming from him and healing them all.
—Luke 6:17–19
Jesus never lost sight of his Father’s vision—to reach out to a dark and dying world. Jesus prayed to his Father before calling a team of people to share in the kingdom work. Jesus chose from the larger crowd of disciples a group who would become his friends, and he lived out his life in their presence. But he also walked among the crowds—teaching, feeding, healing, comforting. Jesus did not wait for the spiritually dead to come to him. He went to them and ministered to them at their point of need—and his critics hated him for it.
IF WE DO NOT HAVE ALL THREE ELEMENTS OF THE TRIANGLE—THE UP, THE IN, AND THE OUT—WE ARE OUT OF BALANCE, AND WE WILL WOBBLE THROUGH LIFE




We were created to be three-dimensional beings; when one dimension is missing or is suppressed, the other two do not work as they should. If we do not have all three elements of the Triangle—the Up, the In, and the Out—we are out of balance, and we will wobble through life. If you’ve ever driven a car with tires out of balance, you know what we mean. It’s not only a bumpy ride but eventually there will be a blowout—it can be downright dangerous. Jesus’ model of a balanced life for leaders is also the model needed for a healthy church.
TWO-DIMENSIONAL CHURCHES
Most churches are strong in only two of the three elements—Up, In, and Out. Every church experiences seasons when one or two dimensions receive more emphasis than the others. It is more likely, however, that a church reflects the dimensional strengths of its leadership. So if, as a church leader, you lack balance or you attend to one discipline more than another, it is likely your church will be out of balance as well. But Jesus does not want us to settle for two out of three when his perfect plan is for us to live in balance, with all three dimensions fully functioning. Jesus showed us how and calls us to live in the fullness of three dimensions. Let’s take a look at some common two-dimensional types of churches.
Up and Inners
Churches that have traditionally emphasized gifts and the ministry of the Holy Spirit have been very strong torchbearers in the areas of Up and In. These churches have helped to usher in modern worship, with emotionally charged music and introspective lyrics. They have also encouraged conversations with God, talking directly with him as well as listening to his responses. Receiving a “word from God” emphasizes the Up.
These churches also do a good job building community. Small groups based on common interests come naturally in this setting. Bible study (Up) and fellowship (In) go hand-in-hand in such places. Those on the outside, however, often express how hard it is to be accepted by an established small group. As for the worship itself, people can come and go and remain anonymous. The more exciting and elaborate the worship, the larger the crowd that gathers. And the larger the crowd, the easier it is to attend without commitment. Thus, churches that traditionally stress an emphasis on the gifts and ministries of the Holy Spirit can be said to have strong Up and In relationships, but often are weak in the area of Out.
Up and Outers
There is another group of churches that is very committed to the Upward aspect of the Triangle. Churches that have traditionally emphasized the importance and inerrancy of the Scriptures have helped to make the Bible available to the widest audience possible through readable translations and practical, expository teaching. From these churches we have also learned much about prayer, as they emphasize the verse “Ask and it will be given to you; seek and you will find” (Matthew 7:7). While the expression looks different than our first group, they have a strong Up dimension.
This group of churches also is concerned about reaching outside the church walls to the surrounding community. Outreach campaigns and witnessing seminars are held regularly in these churches, enabling us to take the Gospel to the lost. You also will find strong global support of mission work, both through significant financial contributions and by supplying missionary workers. People in these churches often spend their vacation time participating in short-term mission trips. Out is a real strength for them.
The Inward area of relationship, though, is not so strong in these churches. It may seem that attendance at a small group Bible study is more duty than desire. Self-sacrifice is rightly emphasized, but it somehow seems to also apply to self as it relates to those who belong to the church. “We” is not as important as “they,” so the In is out of balance.
In and Outers
Then there are the churches, many of which are part of older, mainstream denominations that stress the importance of incarnational ministry. These churches often are found in the heart of our cities, perhaps even the only church within the city limits. They do a wonderful job caring for the hurting and lost, providing levels of help that community agencies cannot. Many people are attracted to these churches as safe havens from the dangerous environment that surrounds them. These churches are very strong in both In and Out relationships. Like our first two groups of churches, these brothers and sisters also are out of balance in their ministry. The emphasis on our revelatory God is not a strength. Prayer is often rote rather than a personal petition. Scripture reading is part of the service format, but is not often expounded. For these churches, Up is the weak link.
EVALUATING YOUR CHURCH
Take a moment to consider your church. Are you strong in proclaiming the Word, in prayer, in worship? This is your Up relationship. How are you in building community, listening, and responding to the needs of those committed to your church? This is In. Do you take the Gospel outside the walls of your church to the community? This is Out. Using this diagnostic, in which of these three areas is your church the strongest? The weakest? Acknowledging where you are out of balance is the first step toward Alignment.
You can do the same when evaluating ministries within your church. Let’s say one of your Huddle comes to you questioning why his or her small group is not growing. Use the Triangle as a diagnostic tool to discern where there may be a weakness in the small group. Ask the leader to evaluate for you, on a scale of 1–10, how their group is doing in Up. Do they have a regular time of worship? Do they spend time studying Scripture together? Do the same with In. How are they doing listening to one another’s needs, and then setting about to meet those needs? Then comes Out. On a 1–10 scale, how are they in reaching those outside of their small group? Do they have a way of intentionally sharing the Gospel? If the group is healthy, they will be above 7 in all three areas. If they come in at 6 or less in any area, time and effort may be required to bring the group into proper balance.
There is no secret formula to church growth. All healthy churches, small groups, and ministries grow. To be healthy, you must be in relational balance as pictured in the Triangle: Up-In-Out. It really is that simple.
What’S UP?
With what shall I come before the Lord and bow down before the exalted God? … He has showed you, O man, what is good. And what does the Lord require of you? To act justly and to love mercy and to walk humbly with your God.
—Micah 6:6, 8
When Jesus calls his disciples, he invites them to walk with him. “Come, follow me” (Mark 1:17). The indication is that Jesus is walking, and we are to walk with him. Here we have, in one verse, the summation of what is expected of us as followers of Jesus. It is a lifestyle of balance in our relationships: Up, In, and Out.
“Act justly”—Out
“Love mercy”—In
“Walk humbly with your God”—Up

START WALKING
Jesus has invited us to walk with him. This is not just about talking with God. Micah does not read, “talk humbly with your God.” We have somehow boiled down the Upward dimension of relationship to only talking and listening to God. If our relationships with others, especially those most significant in our lives, were defined only by talking with them, those relationships would be rather limited. The same holds true in our Upward relationship with God. We can’t just talk it out—we need to really walk it out with him. Walking with Jesus should be a joy, not a duty.
WALKING WITH JESUS SHOULD BE A JOY, NOT A DUTY.




Frank Laubach, a missionary to the Moslems of the southern Philippines in the early twentieth century, resolved to pursue the kind of daily intimacy Jesus modeled for his followers. As an ordained minister, he confessed to being ashamed that he had often overlooked the joy of sharing God’s presence. His writings encourage us to get to know “the invisible Companion inside you.” “God,” he wrote, “is infinitely more important than His advice or His gifts; indeed, He, Himself, is the great gift. The most precious privilege in talking with Christ is this intimacy [that] we can have with Him. We may have a glorious succession of heavenly minutes. How foolish we are to lose life’s most poignant joy, seeing it may be had while taking a walk alone!”13
Walk with Jesus. Invite him to be a part of your everyday life. Let him accompany you as you drive, as you work, as you play. If we are to really be in relationship with him, wouldn’t that include our “regular” life as well as those times we set aside as spiritual? Teach your people to be full participants in their own faith journeys as well as the journey you are on together.
THE LOOK OF UP
We were created to be actively engaged in the Upward dimension of a balanced life. A.W. Tozer expressed it this way: “God formed us for His pleasure, and so formed us that we as well as He can in divine communion enjoy the sweet and mysterious mingling of kindred personalities. He meant us to see Him and live with Him and draw our life from His smile.”14 Can you remember God’s smile? If we have not experienced it recently, we may be at a loss to tell others how they can also experience it. How do we do this in our lives? How do you model this with those you are discipling? It would seem that if the chief end of man is to glorify God and enjoy him forever, today’s church is spending a disproportionate amount of time on the first half of that statement and giving little attention to the second half. Many Christian leaders fall into the trap of being so ministry-focused that they spend too little time enjoying God. Sermon preparation takes the place of delighting in his presence. Prayer is something done mainly for the benefit of others, and the familiarity of worship may not necessarily breed contempt but indifference.
CAN YOU REMEMBER GOD’S SMILE?




We understand completely how that can happen. But we also know that a church without Up is a church lacking in vision and purpose. The good news is that this is not your responsibility alone. As you model this principle with your Huddle and encourage the wider community to also have a walking, talking connection with Christ, as well as balance in the other two dimensions (In and Out), you will find your leaders unity of purpose and strength of vision increasing.
THE POWER OF UP
Today’s unchurched are not so much rejecting Christ as they are suspicious of Christians. Churches that practice the presence of God have great appeal to a generation that is hungrier than ever to know and be known by a God worthy of reverence. Donald Miller, in his book Blue Like Jazz, relates the following story illustrating the powerful influence that really knowing Jesus can have.
A guy we know named Alan went around the country asking ministry leaders questions. He went to successful churches and asked the pastors what they were doing, why what they were doing was working. It sounded very boring except for one visit he made to a man named Bill Bright, the president of a big ministry. Alan said he was a big man, full of life, who listened without shifting his eyes. Alan asked a few questions. I don’t know what they were, but as a final question he asked Dr. Bright what Jesus meant to him. Alan said Dr. Bright could not answer the question. He said Dr. Bright just started to cry. He sat there in his big chair behind his big desk and wept.

When Alan told that story I wondered what it was like to love Jesus that way. I wondered, quite honestly, if that Bill Bright guy was just nuts or if he really knew Jesus in a personal way, so well that he would cry at the very mention of His name. I knew that I would like to know Jesus like that, with my heart, not just my head. I felt like that would be the key to something.15

Like so much of the life of discipleship, the principle of living in intimacy with Christ is simple yet hard. You can invite God into any part of your day. Truth is, he’s there already and it is rude to ignore his presence. He’s never too busy to talk with you, he enjoys the same things you enjoy, he wants to be a part of your life—he really does.
LIVING IN INTIMACY WITH CHRIST IS SIMPLE YET HARD.




BALANCING OUR IN RELATIONSHIPS
One of those days Jesus went out to a mountainside to pray, and spent the night praying to God. When morning came, he called his disciples to him and chose twelve of them.
—Luke 6:12–13
Jesus understood the need of every human being for relationship. We long to belong. The need for healthy relationships with other believers in the body, the Church, is another aspect of the Inward dimension of the balanced life. It is foundational to the building of a discipling culture, the training and sending out disciples who can make disciples. It is in the In relationship that Jesus modeled the skills his followers would need to grow the Church. As Jesus is our model, we are to follow his lead in the area of covenantal relationships with one another. Covenant is an underlying principle in Scripture. From the covenant with Abraham in Genesis 15 to the new covenant sealed with the blood of Christ, we are constantly reminded that God has a covenant, or contract, with us. But the idea of covenant is much more than just a contract. It is a gracious commitment, fully identifying with one another, sharing all possessions, loyal no matter the cost. This relationship is expressed in the very nature of God becoming incarnate. This Inward relationship—living in love with one another—is the only identifying mark Jesus said Christians were to have. “By this all men will know that you are my disciples, if you love one another” (John 13:35).
THIS INWARD RELATIONSHIP—LIVING IN LOVE WITH ONE ANOTHER—IS THE ONLY IDENTIFYING MARK JESUS SAID CHRISTIANS WERE TO HAVE.




A CULTURE OF DISCONNECTION
If Jesus, the most brilliant leader of all time, placed a priority on relationships, what can we learn from his example? A healthy, relational balance is essential to effective leadership. We were created to be in relationship, to live in society with others. The smallest indivisible unit in the kingdom of God is two. We do not function well when we are left to ourselves. Jesus practiced this principle in his own life, and he taught it to his disciples. He did not send the disciples out alone to do the work he taught them. Even when Jesus sent for a donkey, two disciples were dispatched to lead the animal back. Jesus’ followers were not meant to be Lone Rangers. (Even the Masked Man had the faithful Tonto as his partner.)
In our world today, the ‘In’ relationships are breaking down at ever increasing rates. We are a nation of fractured families, disenfranchised friends, and increasingly independent individuals. Reality TV lets us experience living life together by proxy. Many faith communities have become little more than gatherings of isolated individuals, while the number of online communities continues to grow. Loneliness has been described as “epidemic.” We are a society of disconnected people longing for connections.
WE ARE A SOCIETY OF DISCONNECTED PEOPLE LONGING FOR CONNECTIONS.




You don’t have to look far to know this is true. People in your community are in pain because they do not have a strong In aspect in their life. Our culture will continue to try to fill the void if we don’t. “The affirming message of the gospel is that God wants to aid and guide us in the struggle to be human and invites us into a relationship with him. The Bible also teaches us that we find ourselves and true fulfillment not in isolation, not even as we engage with one another, but rather when we relate to God through one another. The challenge for the church is to emphasize the communal nature of the Christian faith and to commit to authentic expressions of that nature.”16
JESUS WASN’T WORRIED ABOUT BEING FAIR
Let’s increase the challenge; fundamentally, you can’t model for others what you personally are not experiencing. Do you have close friends you can be completely open with? Many of the pastors we work with have been burnt in the past and have concluded that the safest option is not to have close friendships with those they lead. This is not a solution, scar tissue, left unattended, creates complications that lead to great sickness and pain. We need to go to God for healing from wounded relationships, then move on. We cannot stay away from close friendships just because we have been hurt.
Pastors and ministry leaders are sometimes the loneliest people in the church. We have bought into the false idea that we must maintain a professional distance from those in the congregation. We also don’t want to be accused of “playing favorites.” Look once again at Jesus and his relationships. He had three very close friends—Peter, James, and John. What did the other nine think of this? Apparently, Jesus didn’t care what they thought. And what did the seventy-two think of the twelve? Jesus had a closer relationship with the twelve than the seventy-two, but again, he doesn’t try to be “fair.” He needed close friends in his life and did not shy away from inviting the three, then the twelve, into a tighter circle than others. As a Christian leader you cannot escape the human need for close relationships just because others might be jealous. If you are going to preach the In aspect of life, you need to model it by inviting others into a discipling relationship with you.
‘JOIN ME, THE KARMA ARMY’
In case you think we are carrying this “life together” bit too far, let us tell you about what happened when a single Englishman got an idea.
Danny Wallace was between jobs—having recently left a position as a producer for BBC-TV in London—when he learned his great-uncle, Gallus Breitenmoser, had passed away at the age of ninety. Danny went to Switzerland for the funeral, and while there heard about the crazy idea his great-uncle had pursued.
Following World War II, Gallus had grown tired of living in his city, where there was much gossip and slandering, and wanted to do life with others who would work and live together out of respect for one another. He owned some land, so he decided to start a community farm, hoping to attract one hundred others to live with him.
He got only three.
After a week, he gave it up. But for the rest his life, his family talked about Gallus and his crazy idea. They were still laughing about it at his funeral. This was the first Danny had heard of his great-uncle’s quest for community. And the more he thought about it, the more Danny wanted to see if he could collect people together today. In a tribute to Gallus, Danny placed a small ad in a small London newspaper. It read:
Join Me. Send one passport-sized photo to … (and he gave his address)
A few days later, Danny received a letter from Christian Jones, who included a photo of himself as well as a menu from an Indian restaurant in his part of London. Danny had his first joinee. He put up a web site, and in a short time had 101 joinees, surpassing his great-uncle’s goal. Why had people joined? There were no meetings planned, no tasks to accomplish. So far, people had just been asked to send in a photo. That’s it. Within weeks, more than one hundred people had done so. They signed up for a group for no other reason than to belong.
Danny was astounded and a bit put out. His joinees now expected him to give meaning to this community. But it had no purpose … until Danny came up with one. He sent an e-mail where he revealed the plans for the collective. They would be called the Karma Army, in which their purpose was to undertake one random act of kindness every Friday, now to be known as Good Fridays. The Karma Army had its marching orders. A joinee would buy a sandwich and give it to a stranger on a bench. Others bought newspapers and gave them to those sitting in the park. Lunches were bought, groceries were carried, and lawns were mowed: all done freely because they were part of the Karma Army.
Join-Me.co.uk is now the Web site where people can go to become part of the Karma Army. It continues to grow worldwide in spite of the fact that there are no club dues, no regularly scheduled meetings, no rules and regulations to follow. Or, perhaps it is growing because there are none of these things.
PEOPLE ARE STARVING FOR COMMUNITY. SO HUNGRY, IN FACT, THAT THEY WILL JOIN OTHERS SIMPLY BECAUSE THEY ARE ASKED TO.




People are starving for community. So hungry, in fact, that they will join others simply because they are asked to. Where is the church with this hunger going on around us? Why do we not ask others to join us? Danny Wallace and his Karma Army get it—we must have the In as part of our lives to be balanced and whole. And if Christians are not going to lead the way, then the Karma Army will.
BALANCING OUR OUT REACH
Jesus lived a three-dimensional life. First, he did nothing apart from his Father. He called a team of people together to be his friends in the kingdom community he was building. Having communicated with the Father (Up) and gathered these friends (In), Jesus then moved (Out) into the crowd and did the work of the kingdom—proclaiming the Good News, challenging injustice, teaching the people, healing the sick, and revealing the love of the Father to the world. Most of the people you lead will eagerly practice the Upward dimension of the relationship triangle. They may even be willing to work harder on their relationships within their close circle—the Inward dimension. However, the thought of giving expression to their faith in relationships outside of their comfort zone may be a frightening idea.
One of the most obvious areas of seismic cultural change is in outreach. In the past, nonbelievers clearly identified the church as the place to go for answers to spiritual questions. Many of our current models of evangelism are still based on that premise. Unfortunately, many of these methods are still navigating by landmarks that are no longer there: a shared moral code, childhood exposure to church, a common spiritual language. We continue to offer answers to questions that most unchurched people are no longer asking. Today we have a generation of nonbelievers that might not ever enter the doors of a church unless they have already had a positive encounter with a Christian in the world. The idea of evangelism frightens many Christians. They rarely see outreach modeled in a way that they feel capable of doing. That is why their evangelistic efforts are usually confined to bringing a friend or colleague to church in the hope that a professional Christian will share the Gospel with them. But once Jesus’ strategy of outward relationships is explained, that fear often vanishes. When they are encouraged to look for people they naturally connect with and build relationships with them, sharing the Gospel message seems much more possible.
TODAY WE HAVE A GENERATION OF NONBELIEVERS THAT MIGHT NOT EVER ENTER THE DOORS OF A CHURCH UNLESS THEY HAVE ALREADY HAD A POSITIVE ENCOUNTER WITH A CHRISTIAN IN THE WORLD.




We don’t have to force ourselves on the unsuspecting: we can make a connection with a person God has already prepared.
THE UNCOMFORTABLE BALANCE
Jesus said he would make us fishers of men. In Jesus’ day, fishing was done primarily with nets, unlike our recreational method of hook and bait. The men worked cooperatively to lower the nets into the waters, dragging them through the sea toward the boats, where they could be hauled onboard. Dragnet fishing indiscriminately gathered in fish of all sizes, along with a good bit of sea debris. The keen eyes of the fishermen were then set to sort through the catch. It was grueling work but the fishermen never expected the fish (or just the right fish) to jump into their nets. If we simply stay in our safe zones—our church, our small group, our Christian sub-culture—we will not be where the lost are. We have to leave our comfortable settings and get out where there are people who do not yet know that God loves them so much he cannot stop thinking about them. We must have an outward relational dimension in our lives that draws others in.
LIVING OUT OF
PURPOSE
Let’s revisit Danny Wallace and his collective known as Join Me. Within a relatively short time, several thousand joinees sent their photos to Wallace to become part of this collection of diverse individuals from all over the world. Each joinee had an upward relationship with Danny, whether they met him at a pub in London or on his American book tour, or only communicated with Danny via e-mail. In any case, there was an active Up element with the creator/visionkeeper. (Note: Individuals who don’t know our transcendent God often default to another human to fill the need for the Up relationship.)
Of course, the In dimension was seen in their Join Me gatherings. Sometimes these were planned events, but most of the time it was just a spontaneous get-together at a pub or coffee shop. New friendships were made between former strangers.
But Join Me would not have lasted had the members not found a purpose, a cause, a way to reach out to those not in their collective. Danny realized this and created the Karma Army. Joinees are all encouraged to sign Good Friday agreements, promising to carry out at least one random act of kindness to a total stranger every Friday. Danny paints this picture of Good Fridays:
All over the country, little things were happening … little moments of joy in towns and cities across the land. Little events that were brightening up people’s lives, even if it was for just a few seconds. Pints were being bought for strangers. Shopping was being carried. Cups of tea paid for. Boxes of chocolates handed out in the streets. Flowers deposited at old people’s homes. Cakes left on doorsteps. Sure, none of these events was world-changing, but they were … well … life-affirming, somehow. Strangers being nice to strangers. For no reason whatsoever.

All over Britain, and, in fact, all over Europe now, thousands of people are sticking to their Good Friday agreements and carrying out their little acts of kindness, for no reward or personal gain other than the warm glow they get for having done one. The Karma Army is non-religious. It is non-political. It is about walking into a pub, buying a pint, putting it on a stranger’s table with a nod, and walking away. It’s about offering someone your [newspaper] on Sunday when you’ve finished with it. It’s not about being thanked, or getting any credit, or going to heaven. It’s not about changing humanity; it’s about being human.17

Danny Wallace and his joinees get it. We do not encourage all the things they do. Yet it seems to us that they are doing what the body of Christ is supposed to be doing. They have seen that life only works when all three dimensions of relationship are present. They have Up, In, and Out all in place in their lives. We are all made to have a relational balance in our lives. Somehow, Join Me has stumbled onto this where many churches today haven’t. Operating in all three dimensions may not come naturally, but it is how God made us to function. If it does not come naturally; it must be done intentionally. We have to make a commitment and effort to have Up, In, and Out in balance. When one dimension is missing or is suppressed, the other two do not work as they should. Up, In, and Out provide three-dimensional balance in the relationships that make up your life and the life of your community in the same way Jesus modeled for us while here on earth. Our intention should be to live all three dimensions in our lives. When we do, we will experience fruitfulness.
OPERATING IN ALL THREE DIMENSIONS MAY NOT COME NATURALLY, BUT IT IS HOW GOD MADE US TO FUNCTION. IF IT DOES NOT COME NATURALLY; IT MUST BE DONE INTENTIONALLY.







CHAPTER 8
RHYTHM OF LIFE




THE SEMI-CIRCLE
The very first commandment given to us by God was to “be fruitful and multiply.” We were not created just simply to exist. Our Creator expects us to produce an increase. Jesus told a story about three servants, each given an amount of money from their master. Two of the servants worked with the money to create a good return on their investments, while the third—called wicked and lazy when his master heard his story—sat on the money and did not produce an increase. The two who returned more than they started with were rewarded, while the one who gave back only what he was given was punished. Clearly we are not to be lazy and wicked servants; we were made to bear fruit.
But does this mean we are to be workaholics? Apparently many Christian leaders think so. Statistics bear the results of the work round-the-clock attitude many pastors have adopted. Studies suggest that more than a thousand pastors quit their churches every month. If this is not evidence of an epidemic of vocational burnout, we don’t know what is.
PRODUCTIVITY, STRESS, AND MEMORY FOAM
We all have stress in our lives, but it is not always bad stress. Stress, as we recall from our high school physics class, is simply force applied to an object to change its shape or course. Stress fractures occur when the object is unmoving or unbending. The right amount of stress on a violin string creates a beautiful note. Too little stress results in a maddening buzz; too much stress produces a shrill off-key sound. We can’t—and shouldn’t—try to avoid stress. It is part of life. But we are not made to bear too much stress. Studies estimate that forty-three percent of adults suffer adverse health effects from stress, and stress-related ailments account for seventy-five to ninety percent of all doctor’s visits.11 It is estimated that the number of stress-related deaths in the UK to be 180,000 each year. Why do we stand for this level of stress in our lives?
WE HAVE BECOME HUMAN “DOINGS” RATHER THAN HUMAN “BEINGS.”




This pressure-filled lifestyle is just as prevalent among Christians. We may proclaim, “Cast your cares on him, for he cares for you,” but we don’t live it ourselves. We quote from Matthew, “My yoke is easy and my burden is light,” but we continue to pack heavy burdens on our backs. Something has gone very wrong.
God designed us to be productive. But we build our identities around our activities. We are not living in the truth of who God created us to be. We have become human “doings” rather than human “beings.” We need a biblical framework for a rhythm of life that allows us to be fruitful in balance with being at rest. We need to be secure in who we are, based on what Christ did for us on the cross and the very great promises we have that we are loved and accepted by him. We must stop striving to gain the acceptance of others by what we do, leading to a driven lifestyle.
We see in Scripture a pattern of life we are destined to live from the time of our birth. We can see it in the lives of Adam and Eve before the fall, and we see it lived out on a daily basis by Jesus. This is the pattern of life we call the Semi-Circle, so called from a picture of a pendulum swinging in a natural rhythm.

Then God said, “Let us make man in our image, in our likeness, and let them rule over the fish of the sea and the birds of the air, over the livestock, over all the earth, and over all the creatures that move along the ground.” So God created man in his own image, in the image of God he created him; male and female he created them. God blessed them and said to them, “Be fruitful and increase in number; fill the earth and subdue it. Rule over the fish of the sea and the birds of the air and over every living creature that moves on the ground.” Then God said, “I give you every seed-bearing plant on the face of the whole earth and every tree that has fruit with seed in it. They will be yours for food. And to all the beasts of the earth and all the birds of the air and all the creatures that move on the ground—everything that has the breath of life in it—I give every green plant for food.” And it was so. God saw all that he had made, and it was very good. And there was evening, and there was morning—the sixth day. Thus the heavens and the earth were completed in all their vast array. By the seventh day God had finished the work he had been doing; so on the seventh day he rested from all his work. And God blessed the seventh day and made it holy, because on it he rested from all the work of creating that he had done.
—Genesis 1:26–2:3
The Lord God took the man and put him in the Garden of Eden to work it and take care of it.
—Genesis 2:15
Then the man and his wife heard the sound of the Lord God as he was walking in the garden in the cool of the day, and they hid from the Lord God among the trees of the garden. But the Lord God called to the man, “Where are you?”
—Genesis 3:8–9
We see in Genesis that on the sixth day, God created man in his image. We need to stop here and consider the word image—it is very important in our understanding of the Semi-Circle. To us, image brings the idea of a reflection in a mirror or a portrait reflecting the likeness of someone. If a picture taken by a photographer shows a person’s face, we say it is a good image of that person. But these thoughts would not have been in the mind of those who first heard these words. When Moses first composed these words, there were no mirrors, no portrait painters, and no one-hour photo labs. In those days, a person would get a reference point for how he or she looked by looking at others. But this is not the meaning of the image spoken of in Genesis 1. A better word would be imprint or impression. It is the picture of God leaving his handprint on us when he fashioned us from clay. There is an indentation on us that can only be filled by the hand of God. Yet from the fall of man onward, we have been pulling away from the touch of our Creator, trying to fill the imprints with all sorts of insufficient fixes. This was seen from the very beginning with the first man and woman—our ancestors.
Have you seen memory foam mattresses? You can place your hand on the top of the mattress, and the imprint made stays there for some time. This is an impression that can only be totally filled with the hand that made it. This is the same with us. We have an impression in our lives that can only be filled by the hand that made it. (But the impression God puts on us never fades away.)
WORKING TO BE HUMAN
God is walking in the garden he created in the cool of the evening. He desired the company of those he made, Adam and Eve. The indication from the text is that this was a regular event, a routine in their daily lives. At the end of the day the Lord would turn up and expect his beloved ones to be there to go on a stroll with him. God made himself visible each evening so Adam and Eve could feel connected to their Father. It was a daily reminder that God’s hand filled the imprint on each of them. This was how it was meant to be between the Creator and the created since the beginning of our time. This time of retreat and rest following a day of labor was not an optional “if you have time but if not don’t worry about it” event. It was built into us. It is how God created us to live.
But on this evening our fore parents failed to show up. They were hiding from the Hand that alone could fill them and make them feel complete. After a confrontation with God, they were cursed to work among thorns and thistles, sweating in the heat from backbreaking labor. But this is not how it was supposed to be.
Work itself is not a curse. Before the fall, before Adam and Eve decided to go it alone without the hand of God in their lives (this phrase takes on a whole new meaning when you picture the imprint of God on us, doesn’t it?), God had given them instructions on how to care for the garden. Work was assigned before the fall. We were designed for intentional activity to produce a sense of fruitfulness in our lives. This leads us to several conclusions.
1. Unemployment causes our lives to fall below what is standard. When people become unemployed, it’s as though they have fallen from their God-given call to lead productive lives. That’s why people struggle so much when they lose their jobs. The focus of productivity and fruitfulness in their lives is lost; it’s as though they stop being fully human. No wonder depression often accompanies unemployment.
2. There is no such thing as retirement. If you leave your job voluntarily, it will not be long before you begin feeling the onset of depression. No amount of golf or fishing can take the place of being fruitful. And don’t even get us started on sitting all day in front of the television. If you stop all productive activity in your life, you are pulling away from your God-designed calling. You cannot live a successful life as a human. In fact, many people die within a year or two of retirement because they cease to be fruitful. In the movie Secondhand Lions, Hub and Garth (played brilliantly by Michael Caine and Robert Duvall)—brothers and former fighters in the French Foreign Legion—have retired to Texas. When fiery, hot-tempered Hub overexerts himself he suffers a blackout spell that lands him briefly in the hospital. After checking Hub out, the brothers stop at a diner and order barbecue. Garth begins probing to see what is bothering Hub.
WE WERE DESIGNED FOR INTENTIONAL ACTIVITY TO PRODUCE A SENSE OF FRUITFULNESS IN OUR LIVES.




Garth: “What’s the matter, brother? Are you afraid of dying?” Hub: “Hell, no, I’m not afraid of dying.” Garth: “Then what is it?” Hub: “I’m afraid of being useless.”12
It is not until Hub finds a new purpose—raising his great-nephew, Walter—that he recovers his will to live.
3. There must be work in heaven. If you were counting on sitting in an endless church service, sorry. There was work before the fall; therefore, there must be work after the redemption. This life is a foreshadowing of the real life yet to come.
Work is a strategic part of human existence. We are to live productive lives or we will fall away from our God-given calling and the standard of basic humanity. We were created on the sixth day of creation in order to work. But even more important is what happened on the seventh day.
God created man and woman on the sixth day, setting them in a garden full of wild, wonderful creatures and delicious foods. He gave them instruction on caring for the animals and plants in the garden. He told them to be fruitful. But on the first full day of existence for Adam and Eve, God rested. All of creation took a well-deserved break in activity. This was our first full day, a day of rest. Then the work began. From this we see an important principle of life: we are to work from our rest, not rest from our work.
MURDER, ADULTERY, WORKAHOLIC
Rest is God’s healthy starting point for us. We are human beings, not human doings. This is the order God has established for us: rest, then work. But we have it backward. We pride ourselves on our strong work ethic, even using it as a sign of godliness. The true sign of godliness—imitating God—is to pattern our lives after him. And for God, rest is vitally important. As a matter of fact, rest from our activities is listed in God’s Top Ten. The commandment to keep the Sabbath is right up there with “don’t kill,” “don’t steal,” and “don’t commit adultery.” In other words, being a workaholic is, to God, just as bad as being a murderer or adulterer. Rest is not an option if we are to walk in the lifestyle of a disciple.
Since our first experience as created beings with our Creator was a day of rest, we see that in order to fulfill our calling to be fruitful, we must start from a place of rest. Resting in God—abiding in his presence—is the only way we can be successful in what he has called us to do. Yet how many of us schedule days of rest and relaxation on the calendar before we schedule meetings, conventions, and other days of work? Is this challenging to you?
You are facing pressure to be successful in your ministry. You are searching for ways to grow your church, build your business, reach more people with the Good News. This is good—you are meant to be fruitful. God wants your ministry to grow more than you do. Growth is a sign of life. But in order to be productive, as God wants you to be, you must live in the rhythm of the Semi-Circle.
THE PENDULUM SWING
Imagine a pendulum swinging in rhythm—back and forth, to and fro. The shape created by this swinging pendulum is a Semi-Circle. At one end of the pendulum’s arc is fruitfulness. At the other end is abiding. We can’t have one without the other. We abide in Christ, then go forth to bear fruit. We bear fruit; then we are pruned back and enter a time of abiding. Rest, work, work, rest. It is a rhythm we see in nature as well.
“I am the true vine, and my Father is the gardener. He cuts off every branch in me that bears no fruit, while every branch that does bear fruit he prunes so that it will be even more fruitful. You are already clean because of the word I have spoken to you. Remain in me, and I will remain in you. No branch can bear fruit by itself; it must remain in the vine. Neither can you bear fruit unless you remain in me. “I am the vine; you are the branches. If a man remains in me and I in him, he will bear much fruit; apart from me you can do nothing. If anyone does not remain in me, he is like a branch that is thrown away and withers; such branches are picked up, thrown into the fire and burned. If you remain in me and my words remain in you, ask whatever you wish, and it will be given you. This
is to my Father’s glory, that you bear much fruit, showing yourselves to be my disciples.

Fruitfulness happens in stages and seasons: abide, grow, bear fruit, prune, abide. This is the rhythm of the swinging pendulum, the Semi-Circle. It’s really all about timing. We cannot bear fruit if we do not spend time abiding. But we cannot simply stay put in the abide mode, for a branch that does not eventually bear fruit will be cut off and cast into the fire.
It’s interesting that nowhere in this text is growth mentioned. Growth seems to be a result of the right rhythm being established. Growth is not the same as bearing fruit. Sometimes we mistake spiritual growth for the fruit itself. This is not the case. We must grow before we can see fruit. An apple tree, for instance, does not bear fruit for three years. Grape vines are pruned back and forced not to bear fruit for two to three years so that their root systems can be established. Growth must happen before fruit is produced. And growth comes from knowing how to abide.
GROWTH MUST HAPPEN BEFORE FRUIT IS PRODUCED. AND GROWTH COMES FROM KNOWING HOW TO ABIDE.




PERMISSION TO BE UNPRODUCTIVE
Let’s take a closer look at the first-century process of growing grapes. At the time of Jesus’ incarnation, a vine would be cultivated, planted, and left to grow for three years before being allowed to bear fruit. Every time it tried to bring forth a bunch of grapes, it would be cut back. After the third year, the grapes would be allowed to grow on their own. By then the branches were strong enough to support the weight of the grapes without breaking. After the harvest, the branches were pruned back for a time of nourishment and rest before the fruit-growing season began again.
Bearing fruit is the most natural thing in the world for a branch. It doesn’t do it by straining to push out a grape. Looking at our lives, however, it would seem producing fruit-making disciples is strenuous. If fruit bearing is not coming naturally in our lives, could it be that we have not spent the proper season abiding? Could it be that we are overgrown branches, too weak to support a single grape, let alone a bunch? Pruning is not the fun part of life. We seldom see churches displaying banners advertising “40 Days of Pruning,” or small groups practicing “pruning yourself to a better life.” But if a grapevine is not pruned regularly, the branches grow spindly and weak. There is no abiding time when they gain their strength for the growing season.
We need to learn when it is our pruning time. This seems unproductive at first glance. After all, aren’t we supposed to be pressing forth with all of our energy to do the work of the kingdom? In a word, no. We are supposed to pattern our lives after that of Jesus. It is not our energy and determination that impresses God, it is our living in the manner he made us that will produce the fruit he intends for us to bear. Pruning is not automatic for the branch. Left to its own plans, it would continue to grow, increasing in size but decreasing in strength, endurance, and health until it would be unable to hold the fruit it is intended to bear.
We need to have times of pruning in our churches, times when most, if not all, activity ceases. Times of rest and abiding. This runs contrary to principles taught in most church growth courses and seminars. How can one grow a church larger by shutting it down for a season? Yet that is exactly what happens at many of the churches where we have discipled the leaders and introduced them to the principles of the Semi-Circle. We encourage them to stop all small groups and to drastically scale back the worship service. Often there is just a simple time of singing and a brief word of encouragement shared. Many of the members go away on holiday or spend more time with friends and family. It looks to many like nothing is happening. But in this time of abiding, great strength is given to those who do the teaching, singing, and serving throughout the rest of the year. Without a time for their spiritual ground to lie fallow, there would be a very poor harvest in the year to come.
WE NEED TO HAVE TIMES OF PRUNING IN OUR CHURCHES, TIMES WHEN MOST, IF NOT ALL, ACTIVITY CEASES. TIMES OF REST AND ABIDING.




From abiding we grow, from growing we bear fruit, from bearing fruit we are cut back. This is the pattern of the Semi-Circle. When the Lord is moving you into a time of pruning and abiding, surrender to him. There is much grace to be found in the place of abiding.
YOUR PERSONAL STYLE OF REST
Before you and your Huddle members begin to practice the rhythm of the Semi-Circle, it is important to discover how you rest. We don’t all rest in the same way. Recognizing whether you are an introvert or extrovert is the first step in learning how you rest. Introverts and extroverts are refreshed and energized by different types of rest.
Extroverts prefer to direct and receive energy from the external world of people and activity. Introverts on the other hand prefer to direct and receive and energy from the internal world of thought, reflection, and ideas. The following analogy may be helpful: Extroverts are by nature, “solar powered,” their preferred energy source being external to themselves. Introverts on the other hand are more “battery powered,” they prefer to recreate internally and away from external stimulation.
Introverts and extroverts process information in their preferred worlds. Extroverts love to think out loud—it is often only when all the words are out there that they can begin to formulate what they really think. Most extroverts know moments in their lives when they have thought out loud and really wished they could rewind history! Extroverts give breadth to life, they tend to know a lot of people and delight in trying a wide variety of hobbies. An extrovert’s idea of a relaxing weekend would often include entertaining friends and lots of social interaction.
On the other hand, introverts like to process information in their preferred internal world. If you are going to get the best out of an introvert you often have to give them time to process away from the crowd. They tend to prefer written communication as it allows them to craft their response and only to press the send button when they are sure it reflects their considered response. Introverts give depth to life, usually preferring a small number of significant friendships. When they are among people they know well and feel comfortable around they often become gregarious and sociable. Attending social events where they don’t know people well is invariably hard work for introverts, there being little chance of establishing deep friendships in such a short period of time. When they discover a hobby that fascinates them, introverts will often devote the time required to master it, spending their lives becoming more and more expert in their chosen interest. Introverts recreate on their own or with a small number of people they know well. They often enjoy reading and watching a good movie.
When it comes to knowing how to rest, understanding how God has created us makes all the difference. If you are an extrovert, don’t expect to come away from a quiet evening spent by yourself all refreshed. You will be pining for interaction with others and may actually feel more worn out from being without human contact. Of course, we are to set aside time to spend with the Lord alone. And as we get to know him more intimately, these times will be the most refreshing of all. But there is grace in being who God made us to be. If a cookout with friends is your way to relax, by all means fire up the grill. If you are an introvert needing to recharge, don’t feel guilty saying no to the cookout invite from people you don’t know well.
WHEN IT COMES TO KNOWING HOW TO REST, UNDERSTANDING HOW GOD HAS CREATED US MAKES ALL THE DIFFERENCE




RHYTHM IN ACTION
God’s intention is for us to have rhythm at every level in our lives.
Days
Each day should have structure to enable rest and work, relationships and recreation. We need to work out a healthy pattern that prioritizes our life’s circumstances. This framework is the order of our day, our personal disciplines. We often encourage leaders to break the day down into eight hours of sleep, eight hours of work, four hours engaging, and four hours disengaging.
Weeks
The seven days of the week give the next level to work out our rhythm. This will involve at least one day for rest and others for work. Our weekly routines should make way for special family members, church, and neighbors God calls us to love as ourselves.
Months
These longer periods give another level to develop variety and contrast—the Semi-Circle in action. Again, a conscious effort is necessary to plan and establish biblical patterns of work and rest so that a dull routine does not take over. Regular times of celebration and retreat should be scheduled so they are not forgotten.
Seasons
These are the phases of a year that enable us to rest for a longer time. Seasons are built into God’s creation. We need to build similar seasons into our lives. Seasons include adolescence and adulthood; singleness and marriage; parenthood to empty nest. Working at a new career may require more of your time than a job you have been doing for a number of years. In each of these seasons, you must find time to abide and work.
A CONSCIOUS EFFORT IS NECESSARY TO PLAN AND ESTABLISH BIBLICAL PATTERNS OF WORK AND REST SO THAT A DULL ROUTINE DOES Not TAKE OVER.




HOW JESUS RESTED
We can find biblical examples of the Semi-Circle in the lives of many in both the Old and New Testaments. Jesus lived the principles of the Semi-Circle in his life. If we are to be his disciples, we would do well to follow his example of abiding and fruit bearing. Jesus practiced a rhythm of life. He knew how to order his time in terms of being with his Father and doing the work of the kingdom.
Resting Through Extended Times of Retreat 
(Mark 1:12–13)
Before Jesus began his ministry, he went out into the desert for forty days where he was tempted by Satan but made strong in the Spirit. He was alone, away from people, spending time with God. He knew exactly what he needed to do. He knew where he needed to start. He spent time retreating with his Father. The very first thing he did before he could begin his ministry was retreat. Jesus came out of the desert full of the Holy Spirit.
WE ALL NEED TIMES OF EXTENDED RETREAT, RESTING IN THE PRESENCE OF GOD, FOCUSING ON HIM.




What does this say to us? We all need times of extended retreat, resting in the presence of God, focusing on him. Like Jesus, at the start of a new ministry or task or phase in our lives, we need to spend concentrated time receiving power and strength from the Father and sifting our motives.
Regular Daily Times of Quiet Resting with the Lord 
(Mark 1:35–39)
In this passage we read that Jesus got up early in the morning to go to a solitary place to pray. He was about to begin his second day of ministry and crowds had already gathered, but Jesus got up early to slip away. Before doing anything else, before starting his day, he rested in the presence of his Father and talked with him. A leader’s demand for our time and energy will always exceed our capacity, working harder and longer is not the answer. Jesus said “I only do the things I see my Father doing.” He didn’t get a three year download to his Outlook calendar at his baptism, rather, each morning he had to retreat and establish the priorities for that day.
Teaching the Disciples to Rest 
(Mark 6:30–32)
When you look at the pattern of life the disciples began to develop, it’s clear that Jesus was trying to teach them the same thing. In this passage, the disciples gathered around Jesus, reporting back to him all that they had done after returning from being sent out in Mark 6:7. So many people were coming and going that they didn’t have a chance to eat. Jesus told them to follow him to a quiet place where they could rest and eat. All this happened in the midst of what we would call revival. Jesus made rest a priority, and we are to follow his lifestyle.
Other biblical examples of Jesus following the Semi-Circle’s pattern of rest and work are as follows:
JESUS MADE REST A PRIORITY, AND WE ARE TO FOLLOW HIS LIFESTYLE.




 
	Mark 2:13—Jesus is alone at the lake before teaching
	Mark 3:7—Jesus withdraws with his disciples
	Mark 3:13—Jesus goes up the mountainside and calls his disciples
	Mark 4:35—Jesus leaves the crowds by getting into a boat
	Mark 5:1—Jesus at the lake/hillside
	Mark 5:21—Jesus crosses the lake to the other side again
	Mark 6:45–46—Jesus sends his disciples ahead, dismisses the crowd, and goes up a mountain to pray




CHAPTER 9
MULTIPLYING LIFE




THE SQUARE
Jesus called them together and said, “You know that those who are regarded as rulers of the Gentiles lord it over them, and their high officials exercise authority over them. Not so with you. Instead, whoever wants to become great among you must be your servant, and whoever wants to be first must be slave of all. 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 10:42–45
Jesus’ leadership style provides us with powerful tools for leading our people through the current challenges of cultural change. The old adage that “as the leaders go, so goes the Church” is true. Leadership “Jesus style” is not about position, as we can see from the passage in Mark 10, but about how we relate to one another. Our priority as leaders should be to live out a transformed life in front of those we seek to lead. To do this, many of us will have to change our leadership style.
MANAGED TO DEATH
Our culture, and as part of it the Church, has developed into a management-oriented society. We want to manage growth, manage productivity, and manage human resources. In times of crisis, however, people do not turn to managers for help. In those times, we need leaders. In times of war, soldiers do not follow a manager. In a hospital ER, it takes a leader to make split-second decisions that will save a life.
The Church is crying out for leaders who model a life worth imitating. Dan Kimball puts it this way: “Leadership in the emerging church is no longer about focusing on strategies, core values, mission statements, or church-growth principles. It is about leaders first becoming disciples of Jesus with prayerful, missional hearts that are broken for the emerging culture. All the rest will flow from this, not the other way around.”18
We need leaders who will step out of “managing church” and make discipling others their primary objective. The time has come to humbly acknowledge before God that we have failed to train men and women to lead in the style of Jesus. Whether through ignorance or fear, we have taken the safe option, training pastors to be theologically sound and effective managers of institutions rather than equipping them with the tools they need to disciple others.
A SQUARE MODEL FOR LEADERSHIP
There is a great need to restore and encourage leadership in our culture, including the Church. And the Church is the best place to offer a genuine model of leadership. We have Jesus’ example to learn from and to share with the rest of the world. When we take on the lifestyle of Jesus as a leader, those outside the Church will see and respond. This is not just a message to senior pastors—
Jesus calls us all to be leaders. The commission to go and make disciples is a call for leaders—you are leading when you are making a disciple.
YOU ARE LEADING WHENEVER YOU ARE MAKING A DISCIPLE.




Jesus was the best leader the world has ever seen. He was also the greatest leadership trainer or discipler. If we follow his example and his teachings, we can be the leaders God intends us to be. Jesus’ leadership is seen in four stages or phases, thus we use a Square to help easily recall the following principles. Each phase of leadership (or side of the Square) naturally leads to the next.
Stage One
“The time has come,” he said. “The kingdom of God is near. Repent and believe the good news!” As Jesus walked beside the Sea of Galilee, he saw Simon and his brother Andrew casting a net into the lake, for they were fishermen. “Come, follow me,” Jesus said, “and I will make you fishers of men.” At once they left their nets and followed him. When he had gone a little farther, he saw James son of Zebedee and his brother John in a boat, preparing their nets. Without delay he called them, and they left their father Zebedee in the boat with the hired men and followed him.
—Mark 1:15–20
This passage describes Jesus’ encounter with his first disciples. It does not appear that Jesus chooses these men on the basis of their resumes or their spiritual gift inventories. He simply offers them a relationship with himself and a vision to follow. Their enthusiasm fuels their confidence and immediately they step out, put down their nets, and follow him. They are confident but incompetent—they have no experience to base their confidence on. Are they scared? Probably. Had they known what awaited them on their journey, would any of them have started? Who can say? Yet into that situation, Jesus speaks clearly and directly, drawing them in. Jesus is directive and not particularly democratic. He doesn’t begin with consensus-style leadership. He doesn’t try to get any of these fishermen to agree with his strategy and tactics. He doesn’t call for a vote on his teaching of the kingdom. He simply says, “Come, follow me, and I will make you fishers of men.” This is very straightforward language. It is not the language he uses later on in his ministry; this is only used at the beginning. He leads by example, going about the land preaching, healing, casting out demons—while the disciples follow along, watching and observing it all.
Disciple Style
D1—Confident and Incompetent
 
	High enthusiasm
	High confidence
	Low experience
	Low competence

At the outset, if you are a follower, there will be highs and lows. The first stage in development happens when you encounter a new idea, a new phase, or a new purpose in your life. It could be a new approach to work, a new team at work, a new small group, and so forth. Certain characteristics identify this particular stage. You feel confident and somewhat emboldened because of the new vision that has been shared. Yet you lack competence because you have never had this experience before. For example, do you remember your first day in college or the first time you preached a sermon? No doubt you were excited—leading to confidence—and felt ready to take on the world. Soon, however, you began to feel the lack of experience and competence. Enthusiasm will only take you so far.

Leadership Style
L1—Directive
 
	High direction
	High example
	Low consensus
	Low explanation


 The disciples followed Jesus at the beginning of his ministry as an answer to his call to them. He was directive in his leadership. At the outset of something new, be it a new Huddle, new team, new worship service, or new task, we should be directive in our leadership. This means announcing a clear direction and walking confidently, not being pushy or unpleasant. The followers are enthusiastic and wanting to do the right thing. Remember, managers do things right while leaders do the right thing. This is a time when an example needs to be set consistently.
This poses a problem for some people. Our system today holds directive leadership to be suspect. We have a legacy within recent memory of directive leaders who have been tyrants, who have manipulated their followers’ lives for evil intents. Also, our Western independent mind-set automatically questions directive authority. We live in a democratic society and often think we need to carry this through in everything we do.
Yet when we start out on a new trail, we need a strong, confident leader to show us the way. There will be a time for consensus, for gathering and listening to opinions from those who follow you, but that time is not at the beginning.
If you are to lead as Jesus did, you must do so with firmness and confidence. Jesus did not take a vote of his disciples as to where he should go next. He did not commission a survey of the people’s felt needs. He started with the kind of confidence and directness we often lack.
It is imperative to recognize what the beginning of leadership requires. Jesus revealed this in his character and his style of leadership. Are we better leaders than he? Resist the urge to endlessly explain what you are doing or to get feedback from those following. Lay out your plan and stick with it. If people want to follow you, they will. If not, they can get on board somewhere else.
This is why Jesus said that leaders must be broken, humble servants. If you start out as a directive leader, but are not humble, you will soon find you are walking alone. There are times that a leader must take a stand and walk by himself, but not because of arrogance. Remember that as a leader you are simply a representative of the Good Shepherd.
Stage Two
“Do not be afraid, little flock, for your Father has been pleased to give you the kingdom. Sell your possessions and give to the poor. Provide purses for yourselves that will not wear out, a treasure in heaven that will not be exhausted, where no thief comes near and no moth destroys. For where your treasure is, there your heart will be also.”
—Luke 12:32–34
Eventually the disciples become aware that they really have no idea what they are doing. The pressure begins to mount from outside as well as from within—the confidence of these previously successful entrepreneurs hits rock bottom. Worse yet, they suddenly realize they are following a man who is totally opposed by everybody in charge. This man they are following is seen as a curse to leaders of society and the disciples are guilty by association.
The disciples aren’t having fun anymore! They start questioning and doubting their call and their decision to follow. We see this in Luke, chapters nine through twelve. At this point Jesus begins saying, “I’ll do, but you help.” He sends them out to do things he has been doing while they watched: preaching the Gospel, healing the sick, casting out demons. They are laboring in ministry while opposition from the Herodians and the Pharisees increases. The disciples feel overwhelmed; their early confidence is lost and they fall into despair. They fear for their very lives. Notice that with Jesus’ leadership style, experience comes before explanation. He tells the disciples, “Do not be afraid of those who kill the body and after that can do no more. But I will show you whom you should fear: Fear him who, after killing of the body, has power to throw you into hell” (Luke 12:4–5). They’ve just had a near-death experience at the hands of the Pharisees. Jesus comes in behind this experience with an explanation of why they do not need to fear these events. He gives them these instructions: “Do not be afraid, little flock, for your Father has been pleased to give you the kingdom. Sell your possessions and give them to the poor. Provide purses for yourselves that will not wear out, a treasure in heaven that will not be exhausted, where no thief comes near and no moth destroys. For where your treasure is, there your heart will be also” (Luke 12:32–34).
In essence, Jesus is telling them to let go of their old securities. He wants them to find their security in him. To this point, they probably thought they were going to bring in this kingdom of God. Now they’re unsure whether anyone could bring it in. They’re scared. Jesus reminds them it is all about grace. It’s not what they can do for God, it’s what God can do through them. They need to understand that the kingdom of God is given, not earned; received, not taken. They can’t do the work of the kingdom themselves. The kingdom comes only by grace, not works. They begin to learn and believe this.
THE KINGDOM OF GOD IS GIVEN, NOT EARNED; RECEIVED, NOT TAKEN.




Jesus adapts his directive style of leadership to more of a coaching style, appropriate to this new situation. Key to this is the way he shares his vision and grace with the disciples. He also looks for ways to spend more time with them. He becomes their shepherd, demonstrating the Father’s grace and love. They begin going to faraway places just to get away from people. Jesus spends more time alone with his followers in order to relieve their fears and help them focus on what it means to live a kingdom life.
Disciple Style
D2—Unenthusiastic and Incompetent
 
	Low enthusiasm
	Low confidence
	Low experience
	Low competence

Stage two is the most important in the development process for a disciple. This is when the excitement begins to die down and the feelings of incompetence and inexperience come to the forefront. Disappointments pile up; expectations are not fulfilled. It is hard to realize you really can’t do what you are called to do. Opposition and difficulty begin to be overwhelming. You forget the vision and begin questioning how much you really understood it to begin with. There are no highs to balance the lows. You realize you aren’t equipped for the mission and soon descend into the deep pit of despair.

What we tend to do at this point is try to regain the enthusiasm experienced in the D1 stage. Many of us go back and forth from D1 to D2, then D1 and D2 again and again. Instead of allowing God to take us completely through the vulnerability of D2, we choose to ignore it and go back to the feelings we had in the D1 phase. Soon we crash back into D2 again. If we do not have a leader to take us through D2, we will bounce back and forth between enthusiasm and despair, with the two coming at ever closer intervals. We must receive the grace that comes only by fully experiencing the D2 phase.
Building a discipling culture is an incredibly attractive vision for leaders and not difficult to sell. However D2 is inevitable, you will be tempted to give up and return to your previous model of doing church. Without an L2 leader who is prepared to offer you time, vision, and grace you will not make the turn into D3. It doesn’t matter how gifted you are or how successful you have been in the past. This is one of the reasons we strive to build 3D Communities; it’s always easier for leaders to journey together as a band of brothers, learning from each other’s successes and failures!
Leadership Style 
L2—Visionary/Coach
 
	High direction
	High discussion
	High example
	High accessibility

The second stage is the testing point of any leader. During this stage, the leader should clear his or her schedule and spend time down in the pit with the individual or team going through D2. Leaders need to be there to offer God’s grace and encouragement. At this point, there is a ladder the leader can offer to bring his disciples out of the pit. The two rungs on this ladder are grace and vision.

It is when a disciple is in the time of discouragement and despair that vision is critical. Vision is needed when you don’t know what you are looking at or looking for. Painting a vision for followers does not mean glossing over the hard truth. It simply allows the disciple to say, “Okay—this is what I signed up for. It is about God’s kingdom, not my comfort. Let’s go.”
In this stage the leader needs to talk through the idea of grace, the concept that we can only continue on by God’s grace, not by lifting ourselves up by our bootstraps. Grace is an incredibly difficult concept for us as humans to grasp.
We all like to think that it’s up to us to pull it off. It’s not up to us—we are simply following God’s directions to accomplish his purpose. He will always accomplish what he wants done. It is amazing what happens when a leader can take a person or group out of his own striving and into a place of resting in grace. Their confidence begins to grow because they are seeing it is God’s work by grace, not their work by their own effort.
GRACE IS AN INCREDIBLY DIFFICULT CONCEPT FOR US AS HUMANS TO GRASP. WE ALL LIKE TO THINK THAT IT’S UP TO US TO PULL IT OFF.




In addition to testing the competence of a true leader, these first two steps are critical to the growth of a disciple. However, the journey and relationship between leader and disciple does not end here; if it does, the leader has failed in his ability to disciple, and the disciple himself will suffer the consequences of being inadequately equipped. As leaders, we must learn to move our disciples, as Jesus did, into a new phase of confidence and experience.
THE LANGUAGE OF LEADERSHIP
The goal of spiritual leadership,” wrote John Piper, “is to muster people to join God in living for God’s glory.”19 To meet this goal, we need to pattern our leadership after Jesus as he mustered his disciples in living for God’s glory. Let’s continue our look at how the four stages of discipleship match up with the stages of leadership modeled by Jesus.
Stage Three
“My command is this: Love each other as I have loved you. Greater love has no one than this, that he lay down his life for his friends. You are my friends if you do what I command. I no longer call you servants, because a servant does not know his master’s business. Instead, I have called you friends, for everything that I learned from my Father I have made known to you. You did not choose me, but I chose you and appointed you to go and bear fruit—fruit that will last. Then the Father will give you whatever you ask in my name. This is my command: Love each other.”
—John 15:12–17
Jesus begins to use their time away from the crowds to teach his disciples. This produces in them a renewed confidence based on experience. In this phase we see a period of growth. This is a time marked by “You do it, I’ll help.” Jesus did not begin his ministry by calling the disciples with this kind of message, because it would not have motivated them to follow. They needed to go through the pressures, discouragements, and threats until they reached their low point. Once there, they would cleave to Jesus and to one another. There would be consensus.
A FRIEND IS ONE WHO EMBRACES A COMMON OBJECTIVE AND AIM, ONE WITH WHOM LIFE IS SHARED.




Jesus now says to them, “You are my friends.” Until now, the disciples had been like hired hands, doing what they were told without really seeing the big picture. But now they were called Jesus’ friends. A friend is one who embraces a common objective and aim, one with whom life is shared. At this point, relationships begin to get warm. They have communion together. They laugh more. It feels very different from phases one and two. They love to hang out together, share the workload, linger after teaching sessions to discuss what they have heard and what it means. During this phase, Jesus has all the time in the world for them.
Then he drops a bombshell. He tells the disciples he will be leaving them soon. He says he is going to prepare a place for them in the Father’s house, and that they know how to get to where he is going. The disciples are confused. Thomas speaks for them all and says, “We don’t know where you are going, so how could we know the way?” (John 14:5). Jesus answers with perhaps the defining statement of all of mankind’s existence: “I am the way, the truth and the life” (John 14:6). But they still don’t get it. They are happy where they are and don’t want this wonderful time to end. All that pain and suffering, and now this. The disciples thought they had endured the hard times and had arrived. It could even be said they were overconfident.
For instance, James and John, the sons of Zebedee, ask to sit to the right and left of Jesus in his glory (Mark 10:37). They have a lot to learn about servant leadership, hence Jesus’ response, “Whoever wants to become great among you must be your servant, and whoever wants to be first, must be slave of all” (Mark 10:43–44). James and John are thinking of where they will sit in the kingdom; they believe they have arrived. Jesus talking about going away doesn’t fit this scenario. Jesus, though, is preparing them for the final phases.
Disciple Style 
D3—Growing Confidence
 
	Increasing enthusiasm
	Growing experience
	Intermittent confidence
	Growing competence

When disciples are in stage three, the concept that sets them free is “God is in charge.” They have to acknowledge grace and begin to work it into their lifestyle. This is not easy for most of us, but it is the one thing that will move us on to growth and maturity. It is the one thing that will move us out of the childish ways that blow us in every wind of doctrine, that lead us to grasp at any new thing that comes along. Going to this conference, buying that new book, listening to a new tape, jumping around from church to church—all can be substitutes for growing into the disciples God intends for us to be. We can escape out of that trap and move into a gradual growing process as the Lord works his grace into our hearts. As we walk out the lessons learned in stage two, we once again grow in confidence and find that our enthusiasm is increasing. Because we are beginning to act on what we have learned, we have more experience, and this also helps our confidence and enthusiasm.

At this stage the disciples were spending a lot of time with Jesus. Growth and development as a person is mirrored by a growth in intimacy. There is a growing intimacy between those being led as well as between the follower and the leader.
Leadership Style 
L3—Pastoral/Consensus
 
	Lower direction
	Higher consensus
	High discussion
	High accessibility

In stage three, strong friendships have been formed between the leader and those he or she is leading. Time spent with the disciples has helped create an intimacy they had not previously felt with Jesus. He calls them his friends at this stage. This is the kingdom in action.

But as soon as this phase gets underway, and the disciples feel that all is well in the world, Jesus starts talking about leaving them. The disciples don’t want this to happen. They begin flirting with D2 again. This will most likely happen with those you are leading. Yet you must now trust that your followers have the vision; they know the direction they are to be going. As leader, you have changed dramatically from a directive style to gathering consensus. Many leaders make the mistake of starting in this phase, trying to have a democratic style from the beginning. This will not work. The followers have to pass through stages one and two before they have the experience and vision to make their opinions worth considering. If you give decision-making ability to a disciple too soon, both the leader and the follower will soon be off track. Each phase must be allowed to run its full course.
Stage Four
Then Jesus came to them and said, “All authority in heaven and on earth has been given to me. Therefore go and make disciples of all nations, baptizing them in the name of the Father and of the Son and of the Holy Spirit, and teaching them to obey everything I have commanded you. And surely I am with you always, to the very end of the age.”
—Matthew 28:18–20
Sure enough, Jesus is taken away. He is arrested, tried, crucified. He comes back again, yes, but this time as the resurrected Lord. In his resurrected state, he doesn’t hang around with them all the time like he did before. He just turns up every so often and in the most surprising ways. They have all the doors and windows locked and all of a sudden Jesus is there. They are scared and Jesus says, “The next time we meet will be in Galilee.” So they all go off to Galilee. They search and look, but no Jesus. Not knowing what to do next, they go back to the only other thing they do know: fishing. In the morning, after a fruitless night of not catching fish, they see someone on the beach. Guess who it is?
Jesus is preparing the disciples to spend less time with him. He is reducing their hours of contact with him because he is now delegating authority. He is giving them the job he had done; they are to become his representatives. In this last phase they are now empowered with confidence and competence as a result of their deeper relationship and ministry experience with Jesus.
So we have seen from the very first phase where Jesus says, “Come, follow me” to the last stage where he says, “Go out into all the world and do what I have taught you to do.” As the disciples grow and change through each stage, so his leadership style adjusts accordingly. He has taken them through a process of development to equip them for their new task—taking the Gospel into the world.
Disciple Style 
D4—The End Is in Sight
 
	High enthusiasm
	High confidence
	High experience
	High competence


When this stage is reached, the high enthusiasm is not just froth-and-bubble excitement. It has deep roots in confidence, brought about by a strong feeling of competence. There is knowledge of God’s Word and his grace. The continual hearing of Jesus’ teaching and putting it into practice sends roots down deep, strengthening the disciples against life’s inevitable storms.
Their confidence is in God, not themselves. They no longer rely on themselves; they trust God to complete what he starts. At this point, Jesus says, “Go and do what I have done—make disciples like I have.”
Leadership Style 
L4—Delegation
 
	Low direction
	High consensus
	Low example
	High explanation

Growth has taken place through the third stage, experience has been gained, and confidence that once was lost now has begun to return. The team now has competence. The leader takes into account what the team thinks and seeks to build consensus. The leader is also lower on example, because at this stage the disciples should be doing the work. It is now time for delegating authority and responsibility. Good leaders always get people to the stage where they are ready to accept delegated responsibility. Delegating to disciples before this stage is a recipe for disaster. They may think they are ready, but until they have been completely through the first three stages, they are not.

Leaders must always be looking to give away their jobs to people who can do it as well or better than they. This calls for a level of intimacy between the leader and disciple that does not last. The leader begins to disengage; the disciple now becomes a leader. The closeness remains and is no longer defined by the amount of time spent together but by the openness with one another.
Stages of delegating responsibility:
 
	Stage One—I do, you watch
	Stage Two—I do, you help
	Stage Three—You do, I help
	Stage Four—You do, I watch

LOOK DEEPER
Aside from the Scriptures we have looked at in our discussion of the Square, there are many other examples in the Bible of these principles of discipleship and leadership being lived out. For instance, look at the relationship between Mordecai and Esther. Esther grows in wisdom and maturity as the story unfolds, and by the end is able to make important decisions and take initiative, whereas at the beginning she was heavily dependent on Mordecai as her mentor.
As a leader, it is your responsibility to look inward on yourself and on your capacity to put these principles into practice. Take time to observe how Jesus and the great leaders of the Bible illustrated the process of the Square and compare that to your own discipleship abilities. By making an honest assessment of yourself, you can begin taking the necessary steps toward building a Christ-like leadership character.



CHAPTER 10
PERSONAL CALLING




THE PENTAGON
The cultural shifts of the past several decades have permeated the Church, and consumerist demand from members upon their leaders is ever-increasing. Leading a church can become such a heavy burden that many pastors leave their churches and forsake their calling. While the Bible clearly defines roles within the Church, the mission of the Church was intended to be shared by the whole body. A healthy church builds a discipling culture and equips all members to participate in the missional work to which God has called them.
This next shape—the Pentagon—may at first feel threatening to some pastors and leaders because it will require a change in thinking about who your Church really belongs to. Church leadership based on high control is not at all attractive to the emerging generation. For the next generation, the journey of faith in community will not be about doing church but about being the Church. One writer puts it this way: “If we can’t live the sacred journey with Christ daily and are not actively drawing others into that journey—way outside the worship center or sanctuary and outside our stained-glass or silk-plant ghettos—we can’t expect to do it in an hour on Sunday morning or Wednesday night.”
The Pentagon can be great news to you and your ministry. It may feel a little strange at first, but give it a chance—it will soon feel very comfortable because the Pentagon is about unleashing the members of the body to function at their full potential. When we know what we have been designed for and called to do, we can save ourselves a lot of effort and striving in areas we were not built for.
If we know who God has made us to be, we can stop trying to be someone we are not and let go of the stress that comes with living that kind of life. When we are walking the path God has called us to walk, we will discover grace beyond our expectations to succeed. God has buckets full of grace to pour out on us—but we have to be standing where the downpour is occurring. And that place is where He has designed us to fit. Think of a person who struggles with math in school. He forces himself to pay attention to the teacher, and just doesn’t get it when formulas are explained. He has to constantly rework his homework, and if he gets a correct answer on a quiz, it is most likely to have been a guess. Now, how would this person fare as an engineer? Would he do good work? Would he even enjoy the job? If you strive and struggle in a particular area of ministry and find it produces more stress than fruit, perhaps it’s time to step back and examine your gifts. Discovering and acknowledging who God has made you to be will ensure you are standing directly under the bucket of grace, not beside it, and that you get a healthy soaking of grace, not just a little splash.
IF WE KNOW WHO GOD HAS MADE US TO BE, WE CAN STOP TRYING TO BE SOMEONE WE ARE NOT AND LET GO OF THE STRESS THAT COMES WITH LIVING THAT KIND OF LIFE.




A SPIRITUAL GIFT IS NOT YOUR MINISTRY
Several New Testament passages speak of gifts for the church, including 1 Corinthians 12, Romans 12, 1 Peter 4, and Ephesians 4. Most of us have been taught that God has given us one or several of the gifts listed in these passages, that these gifts are “ours.” There is, however, an important distinction between spiritual gifts and roles as mentioned in Scripture. A spiritual gift is not a ministry in itself. Rather, it is a tool to use for the job at hand. The job is the role or function one is called to. To help in differentiating the gifts from a specific role, it is important to look at the context in which each passage was written.
Both 1 Corinthians 12 and Romans 12 contain a list of gifts. What is often overlooked is that Paul wrote these letters to different churches facing different problems. He wrote to each of these bodies to teach them about grace and how to apply it to their particular situations.
Paul wrote 1 Corinthians to address problems and issues arising from this church’s gatherings. Paul was teaching the Corinthians what their corporate worship should look like. In chapter 12, he explains that they should expect the Holy Spirit to be present in power, and to do certain things. The key word to understanding how the Holy Spirit works is “manifestation” in verse 7. In Greek, the word is phanerosis, meaning the revelation or enlightening that God brings. The English word we use for this has its roots in the Latin for “the dancing hand.”
This is what we’re trying to get at: The dancing hand of the Holy Spirit falls on certain individuals during a gathering, causing them to exercise one or more of the gifts—wisdom, words of knowledge, tongues, prophecy, and so on. Anyone can receive any of the manifestations, or the dancing hand, of the Spirit mentioned in 1 Corinthians 12. Paul was saying that in corporate worship the Spirit will fall on certain individuals, giving them gifts for the moment. These are not permanent roles; we do not possess these gifts as our own “ministry.” The key to the gifts is the Spirit moving as a dancing hand within our gathering, dispensing grace as it is needed.
Similarly, Romans 12 must be examined within the context that this passage was intended. Paul was trying to help the Church in Rome get past the growing rivalry and division that existed between Jews and Gentiles. The Church was struggling with ethnic division and, because of this, not functioning as a single, united church. Paul pleads with them, in view of everything he has shown them about God’s mercy and grace, to live sacrificial lives. He wants them to stop arguing and start living their lives for one another. Sacrifice and service are the context of this passage. Paul gives some practical examples: If your gift is teaching, stick to teaching. If your gift is to give aid to those in need, keep your eyes peeled for opportunities. This is not meant to be an exhaustive list of roles within the Church, merely a few examples to make a point.
Both Romans and 1 Corinthians were written to specific churches facing specific problems and circumstances. The book of Ephesians, though, was not written to just one church for a special moment in time, but for all the churches in Asia Minor. Ephesians is a memo of sorts to many churches. It doesn’t address specific problems but outlines foundational teachings for how a church should function. In this letter, Paul shares what the roles of all believers are to be within the Church.
THE FIVEFOLD MINISTRIES ARE FOR EVERYONE
But to each one of us grace has been given as Christ apportioned it … 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 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.
—Ephesians 4:7, 11–13
“But to each one of us …” It has been a traditional teaching that the fivefold ministries in this passage are five roles for leaders in the Church. But that is not what the verse says. “To each one” refers to every member of the Church, not just leaders. What the Bible says is that each one of us has received a portion of grace in one of five roles. That grace has come to us in the form of a call to be one of five types of people. There is no mention of leadership in this passage, so we can see that this is not just for those who have been ordained or have been through seminary. The fivefold ministries in Ephesians 4 are for “each one of us.”

“. .. grace has been given as Christ apportioned it.” The fivefold roles apply to all members of the body of Christ in varying degrees. What Paul is saying is that Jesus, by the gift of his grace, has empowered and equipped each of us for service. We have all been given different-sized portions of grace and anointing. We each receive part of the whole. Christ’s ministry fully demonstrates all five roles of apostle, prophet, evangelist, pastor and teacher. We, as members in his body, receive one of these five appointments, relying on one another for those areas we are not gifted in.
“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 for works of service, so that the body of Christ may be built up.” These five gifts of grace seem to be the elements needed for preparing people for service and building up the Church. Each person receives a portion of grace to fulfill a ministry role as an apostle, prophet, evangelist, pastor or teacher.
“Until we all reach unity in the faith and in the knowledge of the Son of God and become mature, attaining to the measure of the fullness of Christ.” When each person is working, by grace, in the role given by the Holy Spirit, the result is unity in faith, a continual growing in the personal knowledge of Jesus and maturity or wholeness, which all lead to the fullness of Christ. When we look at each part of the passage in context, it becomes clear that the gifts mentioned in Ephesians 4 are roles or functions given to each believer, and that the gifts mentioned in 1 Corinthians and Romans are tools to enable every believer to function more effectively in his or her role.
Let us look in more detail at each of the five roles as we see them in Ephesians 4. Then we will help you to identify your base and phase ministries and look at how best to utilize them.
Apostle
From the Greek apostolos meaning “one who is sent out.” Apostles are visionary and pioneering, always pushing into new territory. They like to establish new churches, ministries, non-profits, Kingdom-minded businesses or initiatives. They come up with innovative means to do kingdom work.

 
	Biblical examples—the Twelve, Paul, Priscilla and Aquilla.
	Jesus’ example—Jesus was the one sent by God (John 3:16).
	Apostles enjoy dreaming, doing new and challenging tasks, change.
	Secular examples—entrepreneurs, explorers.
	• Core question Apostles ask: Are we leading the people of God to their destiny?
	Characteristics of immature Apostles: They are unable to distinguish between the constant flood of good and innovative ideas they have and the God-ideas that are being given to them. It’s about an inability to discern. They try out something new every week, never really develop any of their ideas and jump from one project to another. After a while, people stop following Apostles because they have a hard time staying focused on the task at hand, and people refuse to give their time and energy to something they know could change due to any whim of an immature Apostle.

PROPHET
One who hears and listens to God (prophetes); the Prophet foretells and tells forth revelation from God. Often Prophets are able to stand back from circumstances to get a clear picture of what is happening and therefore see creative solutions and develop a vision for situations others don’t see. Prophets understand the times and what people should do.

 
	Biblical examples—Anna and Simeon in Luke 2 as they prophesy over the infant Jesus. Agabus in Acts 11:28 and 21:10 when he predicts a famine and prophesies about Paul. Philip’s daughters in Acts 21:9 were all known as prophetesses.
	Jesus’ example—Every word spoken from the mouth of Jesus was revelation from God. Jesus often foretold events such as Peter’s denial and the details of his own death. He, himself, is the fulfillment of Old Testament prophecy concerning the Messiah such as found in Isaiah 53.
	Prophets enjoy being alone with God, waiting, listening.
	Secular examples—people who speak out their perceptions. They’re often creative types, musicians, and artists.
	Core question Prophets ask: Are the people of God hearing his voice and responding appropriately?
	Characteristics of immature Prophets: While they have a natural gift to “see beyond” what most people can see, immature prophets make two fundamental errors. First, if they sense God is saying something, they provide the interpretation themselves and don’t release the prophecy to a community of people outside of them. Just as Paul said, the prophet will give their sense, but it’s up to the community to weigh and give an interpretation. The Prophets’ job is to share, release what they’ve received, back away and then see what other people make of it. The proper path goes like this: Revelation to Interpretation to Application. An immature Prophet, having received some sort of revelation, wants to go straight to Application. This is incredibly harmful and not the pattern that Scripture gives us. Second, Prophets assume they are always right. The problem is that often times they are right, and this builds a false sense of confidence that they get it 100 percent of the time. Because of this, they can become arrogant, haughty and overly critical. In contrast, a mature Prophets are actually quite humble because they know that any revelation they receive isn’t their own and they entrust it to the community.

EVANGELIST
One who brings good news and shares the message readily (euanggelistes). Evangelists love spending time with non-Christians and often remind other Christians that there are non-Christians still out there in the world. Evangelists are not necessarily all like Billy Graham; they may be “people gatherers.” Evangelists know the Word and can make it relevant to non-Christians.

 
	Biblical examples—Philip in Acts 8:12. The people believed Philip when he preached.
	Jesus’ example—Jesus embodied the Good News. He was the Good News. We can see Jesus as Evangelist in John 3 with the Samaritan woman at the well.
	Evangelists enjoy discussion and sharing their point of view. Wherever they go, they seem to draw others into discussion about Jesus. Evangelists are passionate about sharing the Gospel. They are not timid about their faith and seem to easily share with others regularly.
	Secular examples—salesmen, politicians, public relations reps.
	Core question Evangelists ask: Are new people entering into the Kingdom of God?
	Characteristics of immature Evangelists: Like immature prophets, there are two things Evangelists typically do that can be truly harmful. First, they present a reductionist Gospel that’s all about getting people out of hell, that while important, doesn’t always include Jesus’ invitation to grace-filled discipleship and the availability of the Kingdom that was his central message. When they do this, they make faith and Christianity all about the afterlife and less about what happens here on earth. This is terribly destructive. Second, many immature Evangelists can have sort of a “Love you and leave you” strategy. Once you’ve “crossed the line” into becoming a Christian, they make the world’s fastest baton pass-off to the local church or a small group and are never heard from again. They move on to the next person. Now this isn’t to say that Evangelists need to be there forever, but someone who is just starting the discipling process shouldn’t have a jarring experience. Being a disciple is about relationships and immature Evangelists can make a bad first impression when it comes to how Christians exist in relationships.

PASTOR
One who shepherds God’s people (poimen), who cares for others with a tender heart. One who sees needs, provides comfort and encourages others. Pastors spend most of their time with other Christians. Pastors can easily empathize with others and exhibit lots of patience with those in need.

 
	Biblical example—Barnabas in Acts 15:36–41. Barnabas clearly demonstrates a pastoral heart in his defense of Mark.
	Jesus’ example—In John 10, Jesus refers to himself as the Good Shepherd who has come to lead his people.
	Pastors enjoy one-on-one chats and showing hospitality. They get burdened by others’ problems and have a knack for speaking the truth in love. Pastors are good listeners and are easy to talk to and share inner feelings with.
	Secular examples—counselors, social workers, nurses and anyone in the care-giving professions.
	Core question Pastors ask: Are the people of God caring for and showing compassion for people?
	Characteristics of an immature Pastor: Pastors love nothing more than being with people in the midst of their brokenness, pain and suffering. However, Pastors can have a really difficult time in moving people from that stage to one where they are seeking healing, transformation and redemption. Immature pastors sometimes don’t have the confidence to push or challenge people to move forward, to take a step forward into the Kingdom, for fear that the person will be angry with them. The mature Pastor can live in this tension while the immature counterpart stays a mile away from it and lets people sit in their brokenness far longer than should happen.

TEACHER
One who holds forth the truth and is excited by it (didaskalos). The Teacher looks for ways to explain, enlighten and apply truth.

 
	Biblical example—Apollos in Acts 18.
	Jesus’ example—he was often referred to as Teacher or Rabbi. His “students” often remarked that his teaching was different because he taught with authority.
	Teachers enjoy reading and studying the Bible and helping others to understand it.
	Secular examples—lecturers, trainers, school teachers.
	Core question Teachers ask: Are the people of God immersing themselves in Scripture and incarnating it?
	Characteristics of an immature Teacher: The good thing about Teachers is their profound love of Scripture. The bad news is that Scripture can be the end rather than God. Immature Teachers tend to forget that Scripture is a thing that brings us to God. Scripture isn’t the point. God is the point. They can suffer from Bibliolotry in which they idolize Scripture and put it over their relationship with the living and breathing God that we come to know by means of reading and incarnating Scripture. There are few things more beautiful than watching a Teacher learn from a Prophet because the Teacher’s ability to teach goes to a new level as all of his or her teachings drive people to the arms of the Father. In addition, immature Teachers can rely on their own intellect to “wow” people rather than on the authority that is given from Scripture and from the Holy Spirit. People commented about Jesus that his teaching possessed an authority that they didn’t see in the Teachers of the Law and the Pharisees. Likewise, the writer of Hebrews says, “Remember your leaders, who spoke the word of God to you. Consider the outcome of their way of life and imitate their faith.” A Teacher’s authority doesn’t come from how smart he or she is but from the Word of God and the power of a transformed life. An immature Teacher often forgets this.

BASE AND PHASE
Each of us has a base ministry that represents one of the fivefold ministries in Ephesians. We believe that God gives each of us this ministry and it is ours for life. Hence, we call this our “base ministry.” However, there are also particular periods when God leads us to discover and understand the other ministries for a brief time. This is what we call our “phase ministries.” We all have our base and at least one phase ministry at any given time. For example, the Lord may call you to teach a class on reading the Bible that you may not necessarily feel most comfortable with. Perhaps your base ministry is a Pastor, but you sense God calling you into a “phase” of being a Teacher. Your base ministry will be the one that refreshes you, the one you are most passionate about. The Lord, however, will mature you by taking you through the other ministries in phases. Many have experienced the Lord making their base ministry more rounded as they experience phases in the other areas. What God seems to be doing by allowing you time in the phase ministries is to strengthen your base ministry. By taking you out of what you’re most comfortable with, he is also shaping your character, which expands your capacity to serve the body of Christ and the world he so loved.
BY TAKING YOU OUT OF WHAT YOU’RE MOST COMFORTABLE WITH, HE IS ALSO SHAPING YOUR CHARACTER, WHICH EXPANDS YOUR CAPACITY TO SERVE THE BODY OF CHRIST AND THE WORLD HE SO LOVED.




So one way of understanding base and phase is learning that our base is something that we do naturally, but God still gives us seasons when we have a phase of another ministry to learn the basics of it. One of the things that I (Mike) noticed when I was a young man in my 20’s was that I had different seasons of trying new things. I’d have a year or two when I went through a season of immersion into Evangelism, but eventually, the grace ran out and I just started something new. Then I’d have a season where I apprenticed myself to someone who was very Prophetic and learned a lot about what it is to act out of that Prophetic ministry, but the grace ran out and I started something new. This happened over and over: God would lead me into a season of learning a different ministry, in which I spent a good amount of time in that phase, but I kept returning to starting new things, which was my base ministry. I just couldn’t help myself. Well, as it turns out, there was a reason for that. I’m an Apostle. I start new things. But I’m a far better and more well-rounded Apostle because I had phases in the other four base ministries.
Our general observation is that we enter into phases for one of two reasons. First, we have a clear sense that God is asking us to learn a ministry we don’t yet have access to or aren’t competent in yet. So while we both are Apostolic in nature, it is crucial that we also know how to be an Evangelist when the situation arises. Being an Apostle isn’t an excuse for not fulfilling an important part of the Great Commission. I may not be as good as a natural Evangelist, but I spend time in a phase so I have at least a foundational level of competence in that ministry. So of course we are all called to be witnesses to the Good News, regardless of whether we are natural evangelists. Second, we enter into a new phase when circumstances arise that immerse us in a phase ministry we are unfamiliar with, but need to have access to in order to accomplish the work God has called us to. An example of this might be someone with a Pastor base who has been serving as a Discipleship Pastor at a local church stepping into a Teaching role because the Senior Pastor stepped down. Someone needs to teach, you’ve been put in the role, and now you have a quick learning curve!
What some people have wrongly assumed is that they should only operate out of a place of absolute strength when it comes to base ministry. “I’m an Apostle. I’m only going to do things that reflect that ministry.” However, Paul clearly does not see it this way. When he says, “and become mature” in Ephesians 4:13, he is referencing the individual arriving at a threshold of maturity but also referencing the various ministries. Maturity, at least as Paul is defining it in this passage, seems to be an individual having a measure of competency in each ministry, “so that we will no longer be infants.”

What we end up with is a spiritual formation process that leads us from infancy to maturity, but only when we have spent a phase within each ministry that is not our base. Spending time there, in a place that isn’t our natural place of strength, gives us access to these phases at other times when we will need them. What we soon see when we reach maturity is that we are constantly faced with situations in which God is asking us to do his work in the world and our base ministry is insufficient. While we will certainly be far off from the person of Jesus, God is able to use the seasons of life where we have spent extended phases learning a different ministry to use us in that specific situation. A warning: It is easy to fall into the trap of feeling as though you need to excel in all five ministries all the time. But this only leads to burnout and a failure to focus properly on your base ministry. Worse still, you will not be making room for others around you to explore their base ministries. What happens when grace for your phase ministry has been used up and it’s time to return to your base? Generally, you will know you have run out of grace. Energy and enthusiasm dry up. You see less blessing and less fruit from your efforts, even though you are working at the same intensity level. Eventually you will experience less peace about what you are doing. You will have less joy in the task. Your thoughts turn to doing what you really love and what comes naturally for you. Going back to your base ministry is the only thing that gives you a sense of peace.
WHAT WE END UP WITH IS A SPIRITUAL FORMATION PROCESS THAT LEADS US FROM INFANCY TO MATURITY, BUT ONLY WHEN WE HAVE SPENT A PHASE WITHIN EACH MINISTRY THAT IS NOT OUR BASE.




Again, we do need to learn a basic level of competency in each ministry, even as we will spend more of our life in our base ministry. So we are not all called to be Pastors, but we are all called to care. We are not all called to be Teachers, but we are all called to hold out the Truth. We are all responsible for learning how to listen for God’s voice, something that comes more naturally for the Prophet. We are all called to share the Good News with others, but this takes all those who are not called to be Evangelists out of their comfort zones. And we are not all Apostles, but must all learn to walk out into what God calls us to do. We are the body of Christ, which means that together, we represent the ministry of Jesus who was the embodiment of all five ministries in Ephesians 4. He is the perfect presentation of the ministry of the Spirit. By experiencing all five areas of ministry, whether as a base or a phase, we grow more into the likeness and character of our Master.
Once you have explained that every member of the body is equipped with one of the fivefold ministries as a base, the first question that will arise will be, “How do I know what my base gift is?” We have included a tool in the Appendix—the Fivefold Ministries Questionnaire—to help determine your gift. You can also download a PDF version at the 3DM website www.weare3dm.com or go to www.fivefoldsurvey.com to take the survey online. Feel free to use this as you like; it is but one way to determine one’s ministry role.
HOW TO FIND YOUR BASE
Take a look at your own personality—a true, honest look. Are you an introvert or an extrovert? This has nothing to do with how confident you feel or how sociable you may appear. Being an introvert does not equal lacking confidence. And not all extroverts feel confident all the time, even though they may appear so on the outside. Being an introvert or extrovert has to do with the world you find most appealing and where you recharge. It can also indicate your base ministry gift.
Extroverts think by talking things through with others. Being in the company of others and participating in group activities refresh an extrovert. The extrovert tends to work well with things that are immediate and can be seen quickly. Extroverts think out loud and are often more comfortable ad-libbing and speaking off the cuff. While not universally true, it would be fair to say that for the most part, Apostles and Evangelists tend to be more extroverted.
Introverts think by internally processing things. Introverts are refreshed and recharged by spending time either alone or with a small number of people they know very well. Introverts are committed to depth, and most of the great writers, painters and composers have been introverts. Introverted preachers are often comfortable offering their thoughts to a wider audience only when they have had time to prepare and feel that what they are sharing is as good as they can get it. The vast majority of Prophets are introverts, and more Pastors and Teachers have a natural preference for introversion. This is not, of course, a clear-cut way to define one’s ministry. Consider yet another lens from which to look, the continuum of pioneers and developers.
ARE YOU A PIONEER OR A DEVELOPER?
Your reaction to or excitement over a new project or task can shed light on your base gifting. We call the two end points on this scale “pioneer” and “developers.” Pioneers, for example, enjoy change and find the stress of doing new things exciting rather than threatening. Pioneers are committed to flexibility; instability does not frighten them. They reach out beyond their current experiences and relationships to discover new frontiers and challenges. Pioneers often find themselves bored and frustrated by the discipline necessary to sustain what has been established. They love to make breakthroughs and are always looking for the next frontier to explore and tame.
Developers are invariably committed to continuity, stability, and conservation. They prefer to grow and develop plans rather than scrap what they have and start over with something brand new. They are great at implementation and processing; they like to see things through to the end. Developers are the steady, solid backbone of most communities. They like to know what to expect, and they feel most comfortable when things are moving smoothly according to plan. Instability can cause great discomfort for developers.

All through history there has been interplay between pioneers and developers. A look at American history reveals a continuing balance between those who go forth to explore new territory and those who follow to build houses, stores, schools and churches in these newfound places. Unfortunately, the two do not always exist well together. The pioneer gets bored and restless if asked to stick around to help paint and decorate the buildings once they are up, and the developer may not relish the thought of going to live in the wilderness in the same way the pioneer does.
Both pioneers and developers, however, are vital and mission critical. Without the pioneers, we will never find the next frontier. We will not reach beyond what we have already achieved. Pioneers are always looking beyond what we have already received to what lies ahead. Without the developers, we would never keep the frontier that was won by the pioneers. The pioneers will have pushed on to new territory, leaving the recently discovered land barren. Developers must come to build and occupy, to maintain and to increase through steady, deliberate efforts.
Pioneers look ahead to the frontier and seek to break new ground by putting visionary ideas into practice. Developers consolidate the frontier that has been won by the pioneer and play an equally important role in the continued health of the land. In church terms (generally speaking), the pioneers would be the Apostles, Prophets and Evangelists. Pastors and Teachers tend to be of the developer nature.
Any healthy church needs pioneers and developers, yet the tension between the two must be understood and managed to keep from being swallowed by division. Pioneers naturally want to move into new ways and ideas to advance the kingdom. Pioneers are willing to take risks to join the Lord in new endeavors, often long before the developer even knows the Lord is moving in that direction. Off goes the pioneer, with excitement that cannot be contained, but that disturbs the developer who is still working to maintain and see greater life in the places we already have… “There’s still so much that needs to be done here” is the developer’s life motto. Developers look to put down roots while pioneers are hacking through dense jungle growth in the search for new territory. Many churches split, not because of theology, but because they don’t understand the interplay between pioneers and developers. In some churches, the pioneers are driven away by developers who do not want to explore anything new and gain new territory for the Kingdom. In others, pain is caused by pioneers who are not patient enough to wait for developers to catch up with them. There needs to be mutual respect, admiration and acceptance of the role each of these play in the church.
WITHOUT PIONEERS, WE WILL NEVER GAIN NEW TERRITORY FOR THE KINGDOM. WITHOUT DEVELOPERS, WE WILL NEVER KEEP THE TERRITORY THAT WAS WON.




Without pioneers, we will never gain new territory for the Kingdom. Without developers, we will never keep the territory that was won.
We need both.
THE CONTINUUM … GET FLEXIBLE
Using the lenses of pioneers and developers, or introverts and extroverts, is not an exact science, and we must be careful not to box anyone into an identity they are not comfortable with.
Testing comes into our lives to make us more flexible, to stretch us out of our comfort zone. God stretches us by taking us into territory where we do not naturally feel comfortable. Moving in a direction that is not to our natural liking (a pioneer acting as a developer, for instance) brings about maturity. We do not grow by staying in our comfort zone. Character and maturity are developed by moving away from our natural preferences. Once this period of testing is over, we then find relief by falling back on that for which we are gifted, our base ministry. If we never move into a phase ministry, however, we will not grow.



CHAPTER 11
DEFINITIVE PRAYER




THE HEXAGON
One day Jesus was praying in a certain place. When he finished, one of his disciples said to him, “Lord, teach us to pray, just as John taught his disciples.” He said to them, “When you pray, say: ‘Father, hallowed be your name, your kingdom come. Give us each day our daily bread. Forgive us our sins, for we also forgive everyone who sins against us. And lead us not into temptation.’”
—Luke 11:1–4
The disciples—those whom Jesus called to be his full-time students—learned practical faith by watching Jesus in action. And, as we see throughout Scripture, Jesus spent much time in prayer. They recognized that Jesus’ Up relationship with his Father through prayer was key to his fruitfulness in his ministry and relationships. Thus, when the disciples came to Jesus and said, “Lord, teach us to pray,” we can assume they had been watching and listening to Jesus pray. There was something about the way their teacher went about prayer that was different and caused them to want to pray in the same way.
In the classic book With Christ in the School of Prayer, author Andrew Murray notes, “Jesus never taught His disciples how to preach, only how to pray.” Perhaps, having done life with Jesus, they understood better than we that prayer is what believers need most to be effective disciples of Christ. In fact, Andrew Murray issues this challenge to us: “What think you, my beloved fellow-disciples! Would it not be just what we need, to ask the Master for a month to give us a course of special lessons on the art of prayer?”20
Asking for a model of prayer was the next step in the disciples’ spiritual growth. Jesus told them, “When you pray, pray like this.” He did not give them several methods to choose from—he gave them one model to follow. It has only six parts to it, but it covers everything Jesus taught us about kingdom life:
Our Father in heaven, hallowed be your name,
your kingdom come, your will be done on earth as it is in heaven.
Give us today our daily bread.
Forgive us our debts, as we also have forgiven our debtors.
And lead us not into temptation,
but deliver us from the evil one.
—Matthew 6:9–13
As discipling leaders, we also have people watching us closely. Those in our Huddle will learn from us and imitate our example. What will they learn about prayer by watching us? Much, if we model the prayer Jesus taught. When we pray the six phrases of the Lord’s Prayer, we are planting the seed of kingdom life in our hearts. This seed will sprout and grow, and the fruit will be meditative prayer, intercessory prayer, contemplative prayer, and so forth. Notice we said “model the prayer …” Jesus only taught one method of prayer. If we or any other person were telling you, “This is how you should pray …” you could easily reply, “Well, I’ll consider your thoughts, but I’m sure there are many other ways to do it.” But when Jesus, the Lord of all says, “Pray like this,” we need to pay attention and do just as he says. The Hexagon invites us to go back to Jesus to learn the art of true prayer.
God is most interested in relationship—an open, ongoing relationship that Scripture often describes as “walking with God.” Life is a process of learning to walk with God, learning to relate and communicate with God. How we interact with God is vital for our lives. Thus, when Jesus is teaching his followers to pray, he is showing them how to walk with God. If walking with God truly is what our lives are all about, praying the way Jesus shows us is a major part of our life.
The Lord’s Prayer as taught by Jesus contains six elements. When we learn to pray these segments in the right way, we also will be learning to align our lives with God’s will for us.
THE HEXAGON IN THE LORD’S PRAYER
Our Father in heaven. Jesus begins his prayer with a simple word that embodies an important relational concept: Father. Jesus uses the Aramaic word Abba, an informal name we often translate as Daddy. It’s an intimate name for our intimate God. None of us will dispute that Jesus could legitimately start a conversation with the Almighty with such a familiar term. Yet how often do we fail to remember that in this prayer Jesus is teaching that all believers have the same right of relationship he enjoys? This relationship also transcends physical presence. God was just as much Jesus’ Father during their physical separation—God in heaven and Jesus on earth—and he is just as much our Father now as he will be when we join him in heaven.
Hallowed be your name. God is very close and yet he is very different. We offer respect to our Father and our God for he is holy, with no darkness or sin. We pause to acknowledge that he is what we long to be. Our spirits yearn for this God-likeness to be a reality in us so that God’s glory is revealed to others here on earth.

Your kingdom come, your will be done on earth as it is in heaven. Here Jesus says, “Yes, you’ve been fully adopted into God’s family. You have every right to be talking to him but do you realize who your Daddy is? He’s the King!” Not a king, the King. So we say, “I want what you want, Daddy. Your kingdom is an awesome kingdom of light and love, and I want your kingdom to advance in this world of darkness and hate. My desire is the same as your desire: to see everyone come out of this world of sin and into your kingdom of forgiveness. I want your rule to advance and be known in this world.”

Give us today our daily bread. As humans, we are needy beings. In prayer we can admit those needs. We have physical needs—food, shelter, clothing—that must be met daily. We need health in our bodies. We have spiritual and emotional needs—hope, someone to love, faith—that also must be cared for daily. We need strength in our spirits. All of this is included in “daily bread.”

This is where we pull a chair up to our Father’s table. We acknowledge that he has the means to feed us—whatever our hunger is. We go to him with our most basics needs anticipating he will feed us from his bounty. We ask because it demonstrates not only our need, but our trust in his provision for us.
Forgive us our debts, as we also have forgiven our debtors. God has given us territory that is ours, and his provision within that territory is full and without want. Yet for some reason we often stray from our land and try to take what is not ours. We trespass into our neighbor’s land and incur a debt we cannot pay. When we transgress against another we are saying, “God, what you have given to me is not enough.” And for this we must ask forgiveness. We need to be aware that God has set a path for us; he has called us and given us a destiny. In this prayer we are asking God to help us not to stray from his place within his kingdom. And when other people stray from their path onto ours, hurting us and abusing us and causing us pain, then we need to forgive them as God has forgiven us. “Keep us, Lord, from being indebted to you in withholding forgiveness from others.”

Lead us not into temptation. Up until now, the prayer has been dealing with our relationship with the Father and with those around us. Here the prayer changes, now dealing with us going out into the world with the message of God’s love and forgiveness. “When you take us out into the world, Father, to do your bidding, to advance your kingdom, give us the strength to be in the world but not of the world.”

And deliver us from the evil one. Our souls have an enemy, and his devices of evil include temptation to participate in that evil. If we are led astray by his temptations, eventually we will end up in his hands. The evil one comes only to steal and to kill, says Jesus. He wants to steal our health, steal our joy and our love. If he is successful in his endeavors, we will enter into an eternal death in which we will forever be separated from the love of Christ. We are praying that God would keep us safe as we venture through life in the Lord’s service.

As you study each section of the prayer you will to see that it is a framework in which to pour all of the thoughts and concerns of your life. The following section will help guide you with some practical steps on how to use this prayer for your own life and teach it to those your Huddle. You’ll also see how this model for prayer can add a new dimension to the prayer life of your community. You can take the thing most burning in your heart at the moment and pray through it using this prayer. Jesus teaches us as the model. In doing this, you are communicating with God as he has taught us to. It really is that simple.
YOU CAN TAKE THE THING MOST BURNING IN YOUR HEART AT THE MOMENT AND PRAY THROUGH IT USING THE PRAYER.




By saying that there is only one prayer model given to us by Jesus, we do not mean to say that we pray these exact words and no more. When we say this model is simple, we do not mean that it is shallow. We must have a growing understanding of the six aspects of this prayer. We cannot remain static in our grasp of how Jesus taught us to pray—where there is no movement, there is no life. Too many churches have lifeless times of prayer, led by those who have remained in the shallow end of the pool. The model for prayer taught us by Jesus is shallow enough for a baby to bathe in and deep enough for elephants to swim through. What a marvelous paradox!
THE MODEL FOR PRAYER TAUGHT US BY JESUS IS SHALLOW ENOUGH FOR A BABY TO BATHE IN AND DEEP ENOUGH FOR ELEPHANTS TO SWIM THROUGH. WHAT A PRAY THROUGH THIS PRAYER, WATCH




PRAYING THE HEXAGON
As you pray through this prayer, watch and wait—anticipate that God wants to speak to you through one of these areas. Picture the prayer as filling a bottle. You can apply it to your life in two ways. The first is to take your requests and drop them into the bottle. Pray through this model prayer with your request in mind, and see where it sticks. For instance, you can pray for your day:
“Father, I know you are my caring, loving heavenly Father. You rule over all and will watch over me today from your throne in heaven. Let your glory be seen in all I do today. I want your rule and will to be done in all of my thoughts and actions today. Please provide for all of my needs today—spiritual, physical, financial.”

Here is where it sticks: you begin to think about the drawer full of bills you need to pay, but you are not sure where the money is going to come from. You spend your time in prayer seeking God for the “daily bread” to pay your debts. This is the point in praying through the Lord’s Prayer that you stop; you realize that it is the area of your life that you and God need to walk through together today. Tomorrow the stopping point might be for forgiveness or for help in times of temptation. Each day will have at least one place that sticks out and grabs you as you pour your prayer from the bottle.
The second way to use this model prayer is to pour it out over each request. If someone you know is sick and asks you to pray for them, you can pray like this:
“Father, your reign in heaven extends down to our residence here on earth. Let your glory be seen in the life of my friend. In your kingdom there is no sickness, no pain. Let your kingdom come in my friend’s life and body today. Providing our daily bread and our daily provisions includes having a healthy body so we can do all of your will, so please give my friend a healthy body today. Forgive my friend, as he forgives others, knowing that unforgiveness in our spirits can cause our bodies to react as well. Let him not be tempted to turn from you, his Healer, in this time of need. And protect him from the principalities and powers that want to cause him harm.”

As you continue practicing the prayer, it becomes much easier to invite the Holy Spirit to prompt you to “stick” on one area at a time, whether you are praying for yourself or someone else. For instance, as you pray through the Lord’s Prayer, perhaps you will think, “I am really having a problem with so-and-so in my small group. He has stomped in my garden over and over again. He is out of his territory and into mine. Nevertheless, I forgive him, Lord, just as you forgive me when I stomp in someone else’s garden.” Perhaps you will stop on “your kingdom come, your will be done” as you consider what is going on in our world. You may be thinking of an atrocity done to people in another country. You say, “Lord, this does not look like your kingdom. Hate, not love, is reigning there, and that is not right. Let your kingdom rule be seen right now in that situation, and let love—which I know is your will—be felt by those people.”
There are several more ways we find it helpful to use the Lord’s Prayer to deepen our communication with the Father. As you reflect on these methods, no doubt you and you and your Huddle will come up with more.
HOW DEEP DOES THE HEXAGON GO?
Take one phrase per day from the Lord’s Prayer and focus on it for your prayer time. Spend one day just thinking about what calling the God of the universe Father really means. If he truly is your Father, what responsibilities does he have toward you? What do you have in your relationship with him? What does it mean that he is in heaven? Reflect on Dallas Willard’s words: “Heaven is God breaking into our reality.”
EACH DAY, PRAY THROUGH ONE OF THE PHRASES. USE THAT PHRASE TO PRAY FOR THE NEEDS IN YOUR LIFE AND IN THE LIVES OF THOSE AROUND YOU.




Each day, pray through one of the phrases. Use that phrase to pray for the needs in your life and in the lives of those around you. If you feel you have reached the bottom of that phrase, that there is no more for you to get out of it, dig some more. Each of the six segments of this prayer is bottomless.
Another way to better understand the Lord’s Prayer is to see it as a circular prayer; each phrase is fully developed by all of the others. Take one phrase, place a colon after it, and then continue with the other phrases. Ask, how is this part of the prayer fully articulated in the rest of the prayer. For instance, take “your kingdom come, your will be done”:
“Give us today our daily bread.” It is God’s loving desire to meet all of our needs. In his kingdom, there is no want.
“Forgive us our debts.” In God’s kingdom, our sins are washed away, never to be revisited.
“As we also have forgiven our debtors.” As we walk in the grace of God’s forgiveness, we will forgive others. Freely we have received, freely we give. This is a law of kingdom life.
“Lead us not into temptation.” It is God’s will that we walk the path he has laid out for us. In his kingdom, we will be fulfilled by all he has for us, and will not turn aside for a lesser, temporary fix.
“Deliver us from the evil one.” The kingdom of God is all light; in it, darkness disappears. Principalities and powers that haunt us have no power in God’s kingdom.
“Our Father in heaven.” The kingdom is ruled by a king—and the King is our dad! We can feel right at home in the kingdom. We are not strangers, but sons and daughters. We belong in God’s kingdom.
You can do this with any of the phrases in the Lord’s Prayer. Put a colon on the end, and keep reading the rest of the phrases. Consider how that segment is played out in your life in the light of the rest of the prayer.
Let us suggest one final way to dig deeper into Jesus’ model for prayer. We’ve mentioned praying until the Holy Spirit stops you. Using this method, focus on where you are stopped, and use your “sticking point” as a starting point. Ask yourself, “To what extent have I chosen to act like God in this area?” If you focus on “daily bread,” think about how you are taking God’s place and are striving to meet your own needs. Then look left and right, as it were, at the other phrases. How are you supplanting God in these areas? This can lead to a time of repentance, cleansing us from the toxins that build up in us when we assume God’s role.
These are just a few ways to explore these six short phrases Jesus gave us as a model for our prayers. As you can see, there is no end to how we can walk and talk with God using this model. As you begin using the principles of the Hexagon in your personal prayer life, you will no doubt uncover many other ways to apply this model. We encourage you also to begin teaching these principles in your Huddle and allow them to cascade to the wider church family through the 8:6:4 discipling strategy. We believe you will see exciting changes in your own prayer life and that of those you lead.



CHAPTER 12
SPIRITUAL HEALTH




THE HEPTAGON
As you come to him, the living Stone—rejected by men but chosen by God and precious to him—you also, like living stones, are being built into a spiritual house to be a holy priesthood, offering spiritual sacrifices acceptable to God through Jesus Christ.
— 1 Peter 2:4–5
Church health and growth is all about life—the body of Christ being an organism rather than an organization. And life gets messy sometimes, doesn’t it? So it’s easier for us to deal with organizations because we can control organizations. Think of it this way: organisms are to organizations what the horse is to the cart. Many churches “put the cart before the horse,” building facilities and programs before they have adequately taken care of the needs of the people. It’s not the cart that will get things moving—it’s the horse that provides the power to move the cart. We need to feed and care for the horse, but instead our energy goes into the cart, so the horse ends up too weak to pull the cart. There are other analogies that can be drawn from this metaphor. Like organizations, carts have interchangeable parts—if a wheel breaks, you can replace it. The parts of an organism are inextricably interdependent.
We are told in Scripture that we have life in the Spirit, but what does that really mean? Jesus gives us pictures of this life through many of his stories and teachings that deal with biological life. Life in the Spirit resembles organic life, just on a different plane.
Jesus started off his ministry by clearly declaring what he came to do. He was here to help us understand our covenant identity as sons and to plant the kingdom of God into our hearts, literally to inaugurate the rule of God in our lives. To show us what the kingdom life looks like, Jesus used stories involving snapshots from ordinary life: agriculture, parents and children, the relationship between friends, money matters, coins that are lost, sheep that are found.
When you track these stories through Scripture you find that Jesus often relies on the subject of biological life. The kingdom of God is a seed, it is the sowing of seeds on various soils, it is a vineyard. Take this beyond the Gospels to the rest of the New Testament. What is the community of believers called? The body of Christ. God often uses biological life as a metaphor for what he wants our lives, and the lives of those we lead to look like.
THE SEVEN SIGNS OF LIFE
Biology—the study of life and all living organisms. In school you probably learned about the seven processes of life that identify all living organisms. These seven signposts of life are:
	Movement 	Growth 
	Respiration 	Reproduction 
	Sensitivity 	Excretion 
	Nutrition 	  

And these make up our seven-sided shape, the Heptagon—seven signs of life in the kingdom of God. These seven processes can be a useful diagnostic tool for assessing the spiritual health of those you disciple and the ministries they lead.
MOVEMENT: SHOW YOU’RE NOT DEAD

Movement is an indication of life and usually occurs in response to stimuli. Consider animals in the wild. They prefer to lie in the cool shade of a tree or in a den dug into the ground. But when threatened by a predator, they move—quickly. And when they are hungry or thirsty, they must move to hunt or they will die. Animals move when stimulated by an outer (danger) or inner (hunger) force. Plants exhibit movement through growth, so the effect is sometimes so slow it is hard to detect.
The Old Testament is a series of stories about patriarchs, prophets, and people on the move. We see this principle at work in Exodus 14: the children of Israel have left Egypt, but hesitate at the crossing of the Red Sea. Behind them lies a life of slavery to Pharaoh, but before them they see only a very, scary unknown. They stop moving. How much easier it seems to stand still in what we know, regardless of how unfulfilling, than to move into the unknown!
You would think that seeing Pharaoh’s army rushing after them would be sufficient stimuli to get them moving again, but they allow fear to paralyze them. Their leader tells them to stand firm, but God says, “Move on!” It is not until they get moving again that they see the miraculous power of God in their midst.
The alive disciple is a disciple on the move. God uses many different methods to stimulate movement—his Word, his Spirit, and sometimes persecution—because his desire is to see his followers reaching out to our dying world. What about you? Are you moving? Don’t be afraid to move on, even if you don’t know yet where you will end up.
RESPIRATION: BREATHING GOD’S BREATH

Respiration is not synonymous with breathing. Every cell in your body has a powerhouse called the mitochondrion that releases energy. This is respiration. The powerhouse is dependent on oxygen that is brought into the body through breathing. So breathing is absolutely necessary for respiration, and the respiration process is essential for energy to be released for the body to function. A living organism cannot “make” energy, it can only release it.
Breathing may be natural for most living organisms, but for many humans in the Western world, breathing correctly is a dying art (no pun intended). Several studies indicate that our ability to breathe effectively has significantly diminished over the last few decades, resulting in loss of vitality and quality of life. In general, we are bad breathers and it’s killing us.21
Bad breathing can be the result of many factors: illness, lack of exercise, fear, pollution. Sometimes it’s just us holding our breath—like a child throwing a temper tantrum—in a vain attempt to exert control. In the same way, many of us are bad spiritual breathers. Just as our breathing oxygen releases energy in our bodies, God’s breathing into us releases the energy of his Spirit in our lives. When we breathe deeply of the breath of God, we discover that the energy of God to complete the task at hand is released within us.
As Christian leaders we need to encourage our people to breathe deeply again. Ole Hallesby says that prayer is to the soul what breathing is to the body. Prayer is the breath of God filling us up again. What might be making your disciples breathless, robbing them of vitality? How can you encourage them to practice a life of prayer—inhaling God’s Spirit and exhaling his will? God wants the very power of heaven to be loosed in our lives, and it comes by spiritual respiration.
SENSITIVITY: THE PENTAGON AT WORK

Your body is not a bunch of independent parts randomly stuck together. It all works as one unit. The first function we looked at was movement. We said that living organisms move according to stimuli. Sensitivity is what enables the body to sense the stimulation and know that it must move. Thus, sensitivity plays a vital role in life.
Sensitivity is vitally important to the life of any Christian community. There is sensitivity to sight, hearing, touch, smell, and taste and these are reflected through the fivefold gifts Paul mentions in Ephesians 4—what we refer to as the Pentagon.
A healthy, living community needs disciples who are sensitive to the needs and pains of others, believers who can laugh with those who laugh and cry with those who cry. This is the sensitivity of touch and is found in believers whose base ministry is pastor. We also need those who are sensitive to sight, in this case foresight given by God. These are the prophets.
We need people who will be sensitive to hearing others, listening actively, and then instructing them on how to proceed. These are our teachers. Those sensitive in speech, being gifted to share the Good News on any occasion, are the evangelists. And those who can sniff out staleness and know it is time to move forward are the apostles, sensitive to the move of God to explore new territory for the kingdom. God wants us all to be sensitive to his stimuli so that we will move and act as he directs.
GROWTH: THE INEVITABLE RESULT OF A HEALTHY LIFE
Growth is a natural process of living things. It is an expression of life. Are you growing? Sometimes it is hard to tell. We don’t see growth every day. It comes through the natural rhythms of life. But growth must always be occurring in a living being. When you stop growing, you die. It’s that simple.

What about you and the leaders in your Huddle? Are you still growing? It’s a good question to ask because anything that stops growing will eventually die. As a Christian leader, you must constantly be aware of who or what is showing signs of no growth and thus decay and death. As we see in the Semi-Circle, growth takes place as we swing in the rhythm between abiding and fruitfulness.
We are not told to work for our growth. God is the one who causes us to grow. (Look at 1 Corinthians 3:6–9 and Colossians 2:19.) But there are things we can do to create a growing environment, both individually and corporately. As a matter of fact, if the other six aspects of the Heptagon are operating properly, growth will occur spontaneously. So let us move on to reproduction.
REPRODUCTION: CREATING THE FUTURE
Reproduction is different from growth in that it is a multiplication of a life. All living things reproduce by bringing together two disparate elements and then fusing them together into a new element. A sperm and an egg, living cells unto themselves, come together to form a new life, in appearance like that of the “donors” of the sperm and egg. Reproduction has taken place.
In our role as leaders, God takes the raw materials of our lives and fuses them with the heart of a disciple who is open to receive the investment we are making. By his grace we are able to multiply our lives into others. As we multiply our lives into those imitating us and encourage them to repeat the investment process with their own Huddles, something wonderful begins to happen.

Reproduction is a sign of life. There seems to be a mechanism within the created order that prevents unhealthy specimens from being multiplied. The unhealthy ones generally don’t multiply; it is the healthy that carry on the species. It is the goal of a species to create a healthy next generation, the most important target of their lives. For leaders, creating a healthy next generation is the most important challenge we have.
If we look at Europe, children, teenagers, and young adults don’t attend church any longer. Why is that? It is because Christians in Europe have forsaken the reproduction of themselves into a new generation. There really is not a “next generation” of Christians in Europe. Perhaps it is because the older generations of Christians were not healthy. God is doing new things—sparking new growth and raising up new leaders committed to costly discipleship. Our primary cry must be for the leaders to come. We must say with the psalmist, “Don’t let me die, Lord, until I speak of your power to the next generation” (Psalm 71 paraphrase). It is possible! There are a growing number of leaders around the world who are rediscovering the joy of ministry as they disciple others using LifeShapes and variations on the 8:6:4 Huddle principle. Reproduction is the definitive signal that you are alive!
FOR LEADERS, CREATING A HEALTHY NEXT GENERATION IS THE MOST IMPORTANT CHALLENGE WE HAVE.




EXCRETION: A CLEANSED LIFE

“Okay,” you say, “I can see how the other six biological processes can be applied to the discipleship process but not excretion. That’s just gross!” Well, you would be wrong. We see this natural part of life in the proclamation Jesus made at the beginning of his ministry: “Repent and believe the Good News.”
Every heart builds up a collection of junk throughout the day that needs to be emptied through the process of repentance. If we do not get rid of these sins, they will act just like toxin does in the human body, causing illness and, eventually, death. Jesus made it clear: Forgive others so God can forgive you. Research is now showing that unforgiveness causes increased blood pressure, hormonal changes, cardiovascular disease, and impaired brain functions, including memory loss. Not excreting what others have done to us is just as unhealthy as not getting rid of our own sins. If you don’t excrete in your natural life, aside from looking really nasty and feeling very uncomfortable, you will die. That’s just a medical fact. Toxins build up within you and cause vital organs to stop working. Eventually your entire body shuts down—permanently. The writer of Hebrews calls these toxins building up within us “the root of bitterness.” We are told to remove it—rip it out.
FOR CHRISTIANS, EXCRETION COMES IN THE FORM OF REPENTANCE AND DISCIPLINE.




For Christians, excretion comes in the form of repentance and discipline. Oswald Chambers says that “The entrance into the Kingdom is through the panging pains of repentance crashing into a man’s respectable goodness,” and that it is the Holy Spirit “who produces these agonies.”22
In some cases, church discipline requires that an unrepentant brother be expelled, as Paul instructs the Church at Corinth, in order to give him the opportunity to come back to the life of faith. Whether in our individual lives or in the lives of our churches, we must not embrace wickedness, and we cannot accommodate sin in any form. It must be excreted for us to remain healthy.
NUTRITION: THE OBEDIENCE DIET
Finally, we have nutrition. All living things must take in nutrients or they will die. In this era of carb-free this and fat-free that, we have an even greater awareness of what proper nutrition is. For the spiritual diet, there is but one main course.
“I am the bread of life,” declares Jesus. To live, we must dine on his words, his actions, his commands. We can break this down even further. When Jesus met with the woman at the well (John 4), his disciples had gone off to a nearby village to buy food. When they came back, they offered some to Jesus.
“I have food to eat that you don’t know about,” he said. The disciples wondered just where he got this food and what it was. Perhaps they were jealous, thinking it was probably better than what they had to eat. Then Jesus spelled it out clearly for them. “My food is doing the will of my father,” he told them. Obeying God is our nutrition. When we obey the commands of Jesus, our souls are fed. We feel full and fulfilled.

Without nutrition, you will die. There is no way around that. Without the right kind of nutrition, you will die slowly. In the same way, leaders die if there is not a regular feeding on Jesus, the very Word of God. We must clearly and consistently proclaim his teachings. But we can’t stop there. We must obey his commands to get our fill of nutrition vital for our growth. There it is—the Heptagon.
WHEN WE OBEY THE COMMANDS OF JESUS, OUR SOULS ARE FED.




A HEALTHY SELF-EXAMINATION
So now the question is, what do we do with the Heptagon? Knowing that Jesus often used biological illustrations in his storytelling does not mean we will automatically apply the teachings to our lives and the lives of those we lead. We must make a conscious effort to compare our lives with the healthy life described by Jesus. Today’s leaders are giving birth to the leaders of tomorrow. Many leaders are in the transitional phase of birthing a discipling culture, often the most painful and discouraging phase. It is important during this time of transition to monitor closely the vital signs of those you are discipling. The seven signs of life represented by the Heptagon can help you do just that.
Doctors say that most cancers can be completely cured if they are found in time. Thus, we are taught how to check our bodies for potential signs of cancer or other disease so we can catch it, cure it, and continue living. Just as we conduct self-examinations on our physical bodies, we need to perform self-exams spiritually. The seven processes of the Heptagon make a thorough exam possible. Go through each of the seven processes of life in this way, “checking your own pulse.” When you find an area you have been neglecting, give it more attention. Don’t wait until disease sets in and you need emergency-room care. Teach these principles for a vital life to those you disciple. If every follower of Jesus were to maintain all seven functions of life in their spiritual life, there would be no need for pastors to be counselors. Imagine that!
GROWTH CYCLE OF CHURCH GROUPS
God has designed us to live as social creatures, so it would be difficult for us to be living beings in any genuine sense without authentic community. It would appear from a study of the Scriptures that we can draw certain conclusions about groups, their sizes and functions, and how we as leaders should build community. Scripture is also instructive on how the proper use of groups can alleviate the overwhelming burden of ministry so many pastors are experiencing.
Moses’ father-in-law replied, “What you are doing is not good. You and these people who come to you will only wear yourselves out. The work is too heavy for you; you cannot handle it alone.”
—Exodus 18:17–18
Ever feel like Moses in this passage? Trying to lead a consumer-driven, staff-driven, program-driven church organization is a sure prescription for burnout. Like all good father figures, Jethro tells his son-in-law Moses, “Hey, man! You can’t do it all and you can’t do it alone. For your sake and the sake of your people, you need to try something different. God’s got a better plan.” Yes, God has a plan for the healthy distribution of leadership among groups and it looks something like this:
Nation
Tribe
Thousands
Hundreds
Fifties
Tens
Twos and threes
Jethro advised Moses to establish leaders of thousands, hundreds, fifties, and tens along with the leaders of the twelve tribes. Above the twelve tribes was the nation of Israel itself led by Moses under God’s authority. Following Jethro’s advice, Moses identified qualified and equipped men (vs. 21) over these various size groups. The tens may have represented the average expected size of the nuclear family at that time and for that culture, but in today’s society the smallest group would be a couple formed by marriage.
From any reading of the books of Moses, we can see that the national and tribal leaders of Israel were already in place, and marriages were happening all the time. What Moses had failed to recognize was that there was a need for a more complete infrastructure of leaders and groups in order for the people of God to be in effective relationship with God himself, with each other, and with the world at large.
Interestingly, Jesus seemed to follow a similar pattern: he sent out disciples in pairs (obviously not married pairs). He called together a team of twelve out of a team of seventy-two. Then on the day of Pentecost, there were about 120 waiting as Jesus had instructed for the promised Holy Spirit, after which the Church had thousands in its community. These may have been organized naturally along ethnic lines. This would provide one explanation for why the apostles had to intervene to make sure that the least prominent group within the Church had a fair share of the church’s resources (Acts 6).
It is not our intention to argue for an overly tight application of these insights into the development of Christian community, but to offer a reflective tool as we seek to develop living communities within our shifting western culture. One of the kingdom tasks assigned to God’s people is to rebuild human community wherever we can. Again, our experience leads us to conclude that this will involve the emergence of a spectrum of groups in different shapes and sizes. If we are to be strategic as leaders, we need to know where to begin. Many sociologists and anthropologists think that the most important component of human society is the extended family.
ONE OF THE KINGDOM TASKS ASSIGNED TO GOD’S PEOPLE IS TO REBUILD HUMAN COMMUNITY WHEREVER WE CAN.




Our experience confirms that churches should focus on the development of “clusters,” or “Mid-Sized Missional Communities,” the extended family-size group between twenty and seventy. To do this we will need to disciple leaders who carry this vision and are capable of overseeing these groups and the longrange task of rebuilding our communities and culture. A discipling culture is one typified by “Low Control” and “High Accountability.” Huddle provides the perfect context for high accountability; your leaders will feel empowered to push out kingdom boundaries if they know they have a safe place to return to on a regular basis. Life in community is what the Church is all about. Looking at your ministry in the light of the Heptagon helps identify trouble spots before they become full-fledged illness and incurable disease. As we maintain openness to the Holy Spirit, the bringer of life, we will exhibit more of the life that he brings.



CHAPTER 13
RELATIONAL MISSION




THE OCTAGON
After this the Lord appointed seventy-two others and sent them two by two ahead of him to every town and place where he was about to go. He told them, “The harvest is plentiful, but the workers are few. Ask the Lord of the harvest, therefore, to send out workers into his harvest field. Go! I am sending you out like lambs among wolves. Do not take a purse or bag or sandals; and do not greet anyone on the road. When you enter a house, first say, ‘Peace to this house.’ If a man of peace is there, your peace will rest on him; if not, it will return to you.”
—Luke 10:1–6
The destiny of the Church is directly tied to how passionate she remains to her mission. In past decades, our zeal to fulfill the Great Commission has often led to the great omission—we’ve made converts without making disciples fully trained and equipped in all Jesus taught. As the Church, we are all to participate in God’s command to go and make disciples according to the model that Jesus has given us.
How we approach outreach in today’s culture has fallen under scrutiny in recent years, and rightly so. Many of the techniques that have worked in the past are obviously not working as well anymore.
We’ve already stated that Jesus was the wisest man that ever lived, as well as the best leader and teacher. It just makes sense that he would also be the best at evangelism. In his book Permission Evangelism, Michael Simpson looks at Jesus’ interaction with the rich, young ruler (Mark 10) and sums it up this way:
“Christ was evangelizing, but it sure doesn’t look like the way most people do it today. Even though it says Jesus loved him, he stood there and let the man walk away. Why did Christ not follow him when he walked away? Why didn’t he try harder when this man seemed so eager? Why didn’t Jesus ‘get him saved’ before addressing this difficult area of his life [his riches]?

Christ didn’t run after the rich young ruler because he knew the young man’s heart wasn’t ready. Jesus knew and let him walk. Jesus never ran after anyone. Instead, he made himself available to those willing to wholeheartedly seek the Way to God, the Truth about God, and the Life found in God.”23

Our eighth shape, the Octagon, is about sharing the Good News in the same way that Jesus did and as he taught his disciples to do. Don’t let the fact that our Octagon has eight sides put you off. We are not going to load you down with eight major theological lessons or eight principles you need to memorize. The Octagon has one key message: find the Person of Peace.
PERSON OF PEACE
As Jesus commissioned the seventy-two disciples to go ahead of him, proclaiming the coming of the kingdom of God, he gave them directions for how to proceed.
“When you enter a house, first say, ‘Peace to this house.’ If a man of peace
is there, your peace will rest on him; if not, it will return to you”
—Luke 10: 5–6
Jesus’ message to his disciples then, and to us today, is that as we are walking in this world, we are to be on the lookout for a Person of Peace. Who is this Person of Peace, and how do we recognize him?

Very simply, a Person of Peace is one who is prepared to hear the message of the kingdom and the King. He is ready to receive what God will give you to say at that moment. This should be our prayer as we venture forth each day. “Lord, bring into my path today a Person of Peace, and give me the grace to speak your words to this person.” One who is not a Person of Peace will not receive what you have to say. We are not to belabor the issue.
A PERSON OF PEACE IS ONE WHO IS PREPARED TO HEAR THE MESSAGE OF THE KINGDOM AND THE KING.




Jesus says to shake the dust off your feet and move on. No amount of coercion on our part can make someone become a Person of Peace. This is the job of the Holy Spirit; he alone can prepare a heart to hear the Gospel. Our job is to have our spiritual eyes open, looking for a Person of Peace to cross our paths. Perhaps this concept will make more sense as we see it modeled by Paul when he went out on his mission trips.
HOW PAUL FOUND THE PERSON OF PEACE
We read in Acts 16 that Paul, along with Silas, Timothy, and Luke, made plans where to go next, but were “kept by the Holy Spirit from preaching the word in the province of Asia.” They then turned toward Bithynia, but once again the Spirit kept them from going there. Then in the night Paul had a vision of a man in Macedonia crying out for help. Right away they packed up and set out for Macedonia.
Once they arrived in the Macedonian city of Philippi, Paul set forth to find a Person of Peace, someone prepared to receive the Word of God. It was the Sabbath, and Paul knew he would find devout Jews and “God-fearers” (Gentiles who worshipped God and adhered to the Jewish scriptures) by the river praying as the custom was. When they found a group of women there, Paul—a rabbi by training—assumed the role of a teacher and sat down.
As he proclaimed the Gospel, the Lord opened the heart of one woman, a dealer in purple cloth named Lydia. Paul recognized that she was a Person of Peace for that moment. We don’t know what he said to her, or her exact words in response. We do know that she and her household were all baptized into the faith, and Paul and his friends stayed with Lydia while they continued to plant a church in Philippi.
They stayed in Philippi long enough that they became regulars at the riverside prayer meetings. One time as they were heading for the river, a slave girl possessed by a demon spirit followed them shouting, “These men are servants of the Most High God, who are telling you the way to be saved.” Surely this must be a Person of Peace! This was an open door for evangelism if ever there was one, right?
Paul did not see it that way. He commanded the evil spirit to leave the girl, which it did immediately. The problem was the girl, under the influence of the evil spirit, could tell the future and was being used by her masters to make large amounts of money. Now her masters were furious that their way to wealth had been torn out from underneath them. They dragged Paul and Silas before the magistrates, and the apostles were beaten and thrown in prison.
Once again, even in the confines of these circumstances, Paul was on the lookout for a Person of Peace. This time, it came in the form of the jailor who guarded them. You are familiar with the story: around midnight, as Paul and Silas were singing worship songs, an earthquake shook the prison so that all the chains were loosed and all the doors flung open. The jailor thought the prisoners must have escaped and, saving his commanding officer the trouble, set about to take his own life.
“Don’t harm yourself!” shouted Paul. “We are all here!”
“Sirs, what must I do to be saved?” cried the jailor.
IT IS NO GOOD TRYING TO FORCE OPEN DOORS THAT GOD HAS NOT OPENED, AND WE MUST NOT BE DISTRACTED SO THAT WE MISS THE DOORS HE HAS OPENED.




As Paul was present in the jail (not by his choice, but there he was), the person God had prepared presented himself, and Paul walked through the open door.
The Person of Peace is someone God has prepared for that specific time. It is no good trying to force open doors that God has not opened, and we must not be distracted so that we miss the doors he has opened. This really is exciting news. Even in the most important task we have been given, the assignment to go and make disciples, God does most of the work. Our main job is to walk through life with our eyes open and our ears listening to the Spirit as he reveals to us the Person of Peace he has prepared.
EMPOWERING EVANGELISM
Our outward relationships are not just to be occasional outreach projects or evangelism programs. We are to live a lifestyle of mission, evangelism, and service. Jesus explained his mission imperative to his disciples as “the reason I have come” (Mark 1:38). He spoke of sending his followers as the Father had sent him (John 20:21), commissioned them as disciple-makers (Matthew 28:19), and described them as his witnesses in continually-expanding spheres until their message reached the ends of the earth (Acts 1:8). In every account of Jesus addressing his disciples (the twelve and the seventy-two), he recounted their mission. This biblical strategy for evangelism is the focus of the Octagon.
PERCEIVING THE PERSON OF PEACE
There are seven other principles in our model but the Person of Peace is the key so let’s take a look at five things to keep in mind as you look for the Person of Peace before we move on.
Time
Jesus preceded his sending the disciples with an exhortation that there are specific times and places the harvest is ripe (John 4:34–38). He links this discernment with an observation: lift up your eyes. Not every section of society, sub-culture, or individual is equally ready and open to the Gospel. In some contexts we need to sow, while in others we should be prepared to reap. Part of our mission task is to have God’s perspective showing us where there is a spiritual openness. Remember what we learned with the Triangle: before we can have an outward relationship, we must have the upward connection.
Every Christian community is to be involved in both sowing and reaping. Many of our current ways of doing church might make us uncomfortable with what Jesus is telling us here. Jesus says we should be glad to invest in a harvest even though the benefit of our labor might go to the church down the street. If our mission is the expansion of the kingdom, it shouldn’t matter who reaps the benefit of our labor. As kingdom workers, our job is to learn to discern the season of each person’s soul. Is it sowing time or reaping time?
AS KINGDOM WORKERS, OUR JOB IS TO LEARN TO DISCERN THE SEASON OF EACH PERSON’S SOUL.




Team
Our inward relationships lead to our outward ministry. We are not called to go it alone, as we have seen in our discussions of the inward dimension of the Triangle and in our discussion of the contrast between organizations and living organism (Heptagon). The mission-minded church will develop a team model for evangelism.
There are good reasons for this even apart from the fact that it is the way Jesus did it. In our culture today, longing to belong makes authentic community a very powerful drawing force. Just as in the times of the early Church, unbelievers are compelled to check out the message of such groups. This principle can be seen in the ministry of Paul. He is constantly referring to his teammates—Barnabas, Silas, Timothy, Titus. Jesus’ presence is promised wherever two or three believers are together (Matthew 18:20).
Target
Jesus was very strategic in his outreach. He knew he could not be everywhere at once, and neither could his disciples. He focused their outreach on the lost sheep of the house of Israel (Matthew 10:6) and warned them against being distracted by those not ready to receive their message (Luke 9:5 and 10:4). In mission and evangelism we should look for people who are open to us and our message. We should concentrate on these receptive People of Peace, and not force dialogue or relationship where they do not naturally flow.
Task
The assignment for the disciple is to share the Good News of the kingdom with the Person of Peace, whenever and wherever that person is found. How do we recognize the Person of Peace? According to the instructions Jesus gave his disciples in Matthew 10 and Luke 10, the Person of Peace will:
 
	Welcome you. If he does not, you are to “shake the dust off your feet” as you leave his home. (Matthew 10:14)
	Listen to you. Those who listen to you are listening to Jesus. (Luke 10:16)
	Serve or support you. We must allow a Person of Peace to serve us. (Matthew 10:10)

Many of those we lead feel very uncomfortable when they hear the word evangelism—perhaps guilty. However, Jesus simply said to look for people who want to listen to you—people you will encounter in your everyday walk. This is something they can do within their existing contacts and relationships. There is a great burden lifted from our people as we share with them God’s part in the process.
Trouble
If the teacher is not received, said Jesus, the students should not expect a warm welcome either. As we go out into the world looking for the Person of Peace and sharing the Good News of the kingdom of God, we must expect trouble in our lives. There will be many who are not yet ready to hear the message, and they will react strongly against what they perceive as intolerance or insensitivity on your part. It is not an “if” but a “when” as to this happening.
Our mission to the world has not changed. What we need now is to express it in such a way that everyone in your Huddle and wider community feel empowered to participate. Many Christian leaders spend their entire lives within the confines of the church campus and wonder why they see little breakthrough in the area of evangelism. Leaders define culture and as such, your disciples and the Huddles they lead will imitate what you actually do, not necessarily what you teach.
Let’s look at the final seven principles in the Octagon, aiming to build and equip our people for this mission.
PRESENCE: JESUS IS WHERE YOU ARE

Presence evangelism occurs when you are present in a situation or with an individual or group. Where you are is always an opportunity to model Jesus, acting as he would act, speaking as he would speak. As you show kindness and speak encouragement, a Person of Peace may become evident to you. Perhaps you are in a committee meeting and you speak in a positive way where others are complaining. After the meeting another committee member comes up to you and thanks you for remaining positive. This could be a Person of Peace making himself known. An opportunity to share why you are upbeat is open to you because you are present. As the wise man said, “Wherever you go, there you are.” And wherever you are may be an opportunity to meet with a Person of Peace.
PASSING RELATIONSHIPS: THE SPRINT

People we meet only once or twice are what we would call passing relationships. The clerk at the gas station. A stranger standing in line at the bank. The person we happen to sit next to on a plane. Most likely, even if they show themselves to be a Person of Peace at that moment, we are not going to lead them into a personal relationship with Christ in our brief encounter. But we may be used to take them closer to that point. Paul said that some plant, some water, and God gives the harvest (1 Corinthians 3:6). In a passing relationship, you may be called on to plant a seed or to water what has already been planted. Just because you do not see the end result does not mean you are not a vital part of the process.
PERMANENT RELATIONSHIPS: THE MARATHON

Permanent relationships are those in your family and with close friends. If a passing relationship is like a sprint, permanent relationships are a marathon. You are with these people often, and for extended periods of time. It is important that you do not force the Gospel message when this person is not ready. You may have to wait for a long time before he or she is a Person of Peace for you, but until that time their heart is not ready to hear you. It seems we have the hardest time sharing our faith with those closest to us. Perhaps this is in part due to our impatience. We want so much for them to live in the incredible kingdom life we are experiencing that we rush them before God has prepared them to hear us. Pray, wait, and watch. God is never in a hurry, and he is never late.
PROCLAMATION AS IDENTIFICATION

Most pastors love opportunities to proclaim the Gospel to those who are not believers. Weddings and funerals are two gatherings of nonbelievers with whom we can share a salvation message. This is fine, as long as we understand we are not going to convince those who are not ready to receive. That is not how it works. Our proclamation should be used to identify those who are Persons of Peace, then enter into relationships with them, or connect them with others who can walk with them in the initial stages of discipleship. This is what evangelism really is: inviting a person to walk the walk of faith, not just pray a prayer.
PREPARATION: MOVING PEOPLE ALONG THE SCALE

Preparation is similar to cultivating soil and planting seed in advance of the harvest. Often our words will be one turn of a person’s soil. Another comes along and, sensing an opportunity with a Person of Peace, turns the soil once again. The next week, the soil gets turned over one more time. Then yet another comes and plants seed. A few more come and water the seed. None of these individual workers see what the others have done, and perhaps none will be there for the harvest. But all have had a hand in making a disciple.
Dr. James F. Engel (Wheaton Graduate School) developed a model that is helpful for those engaged in the communication of the Gospel. Known as the Engel Scale, this model gives insight into the decision-making process of the unbeliever. On this scale, a person who asks forgiveness of sin and is born again spiritually would be at the “zero” point of the scale. To the right of this point are positive numbers—+1, +3, +5, etc. As the disciple grows and matures in his walk, he progresses to the right of the scale.24
To the left of zero are corresponding negative numbers. A person who is open to listening to your experiences with God and is asking questions about the kingdom could be said to be a -1. This is a Person of Peace. Someone who is not interested at this time in spiritual matters could be a -5. And the one who would rather knock your teeth down your throat than hear about Christ is a -10. If, in the preparation phase of the Octagon, you move a person from -5 to -3, is this not evangelism? We may not be there for the “zero hour,” but we will have been used by God in the process.
POWER: AWE AS EVANGELISM

Jesus often used demonstrations of the power of God to identify the Person of Peace. Praying for the sick and seeing a miraculous healing will often reveal a Person of Peace, whether the one prayed for or simply one watching. Our God is, truly, an awesome God. He will do things to create awe in those who have yet to commit their hearts to him. We do not create these miracles, nor can we box God up and manipulate when and where miracles will occur. All we can do is be ready when they do happen. The Person of Peace for our life may be revealed at that moment, and we should be ready for this time.
PERCEPTION: FEELING THE TEMPERATURE

Perception is what Peter Wagner called “testing the soil.” We need to be spiritually perceptive to situations and circumstances, as well as to individuals, in order to identify the Person of Peace. For instance, in a presence evangelism setting, you are golfing with three other men you just met on the first tee. As you complete your round and are shaking hands after the eighteenth hole, ask yourself, “What was the temperature of the soil? Was it hot, warm, or cold?” If the temperature was cold—none of the men exhibited any signs of being open to you sharing the Good News with them—move on. Shake the dust from your cleats, as it were, and wish them well. But if you sense any warmth in the soil, pursue a further relationship with that person. He is a Person of Peace for you. The eight principles of the Octagon provide a comprehensive but not exhaustive approach to evangelism that, along with the other LifeShapes, have proven to be incredibly effective teaching tools.



PART 3
USING HUDDLES TO DISCIPLE PEOPLE
Note from the authors: One other caveat we’d like to make: Our advice is to resist the urge to start a Huddle because you’ve read this material on how to lead one. The only way to lead a Huddle successfully is to first be in one. Our experience is that people often assume that if they can read a book on the matter or have a short conversation with someone, they can now perform what they’ve just read or heard about. There are times when this is true and times when this isn’t true. Leading a Huddle is a time when you will need more than a book to help you develop the necessary skill-set. In the same way that you would not want a person performing open heart surgery on you because they once read a book on it, our position is you wouldn’t want someone discipling you and shaping you to be like Jesus because they read a book on it. You want someone who has been discipled in how to disciple! If you are in a church community that has Huddles and you aren’t in one, ask one of the leaders if you can be discipled in a Huddle. If you are in a church that doesn’t have Huddles yet and you’d like to pioneer that in your context, we offer coaching Huddles at 3DM that you can be a part of. You can get more information on Coaching through our website (weare3dm.com).



SECTION 1 I Key Concepts
What is a Huddle?
How is it different than a small group?
Why do Huddles work?
Spiritual Formation Process:
In depth: Language—Rhythms—Boldness in Mission—Leadership
Over the course of one year: Form vs. Formula
SECTION 2 I Launch Guide
Before your Huddle begins
Your first 10-12 Huddles
After your first 10-12 Huddles
Teaching Mission in Huddles
After you’ve taught all the shapes
SECTION 3 | Sample Huddle Outlines
The Circle
The Semi-Circle
The Triangle



SECTION 1
KEY CONCEPTS




WHAT IS A HAUDDLE?
 
	A place to directly disciple your current or future leaders in mission and discipleship
	A place to give and receive encouragement and accountability
	For a group of 4 to 10 people (we recommend starting with four to six people)
	Regular and consistent in their rhythm of meeting (at least every other week)
	Led by the Huddle leader
	Something you are invited into by the leader—this is not something people bring a friend to. If you lead a Huddle, then it is your Huddle, and you set the terms, including who you have chosen to disciple and invite.
	A privilege, not a right
	Relaxed and fun—laughter should happen regularly!
	Dependent upon openness and honesty within the life of the Huddle
	Helps people answer two questions each time they meet: 
1. What is God saying to me? 
2. What am I going to do about it?
	For a season only, not forever—we tend to ask people to commit for a year at a time. Obviously, your current leaders remain in Huddles for as long as they are leading people, but you will want to shake things up from time to time.
	Measured by growth in maturity and fruitfulness of members
	Something that multiplies over time, as members start their own Huddles

HOW IS IT DIFFERENT FROM A SMALL GROUP?
Huddles do have a few similarities to small groups; most notably, they are similar in size (four to ten people), meet regularly and at the same location. However, there are some key differences as well.
Differences:
 
	Huddles are not open to “the public.” They are a group of people who are committed to attending each Huddle and are invited to be a part of the group by the leader. Huddles don’t grow by adding more people to an existing Huddle. Huddles grow when current members start a Huddle of their own.
	Huddle leaders act as the primary disciplers of the members of the group, not as facilitators. They are giving their lives as something worth imitating, giving their members access to all parts of their lives. Huddle leaders are inviting the members of the Huddle to imitate the parts of their lives that look like the life and ministry of Jesus.
	In small groups, creating a warm, friendly environment with few-to-no challenges is the most important thing as new people might be attending. In contrast, the job of the Huddle leader ultimately isn’t to create the warmest, most comfortable environment. The leader’s job is to create an environment that is a safe place to be honest, but one of accountability, learning, encouragement and challenge. It is not uncommon for a Huddle leader to say something that might be difficult for someone to hear, but it is said in love for the sake of transformation.
	People miss small groups if things come up or perhaps people may not feel like attending that night. In Huddles, the expectation is that you never miss a Huddle unless it is absolutely unavoidable. Huddle leaders hold their members accountable to this expectation.
	Small groups often revolve around particular curriculums, DVDs or a very specific Bible study theme/topic often decided by the group as a whole. The direction and trajectory of Huddles are guided by where the Huddle leader feels the Holy Spirit is leading the group and by the particular kairos moments the people within the group are experiencing.

WHY DO HUDDLES WORK?
Learning
As we have previously discussed in this book, through the relationship of a Huddle leader and the members of their Huddle, people are able to learn through classroom teaching, apprenticeship and immersion.
Language
Huddles work because people are slowly learning an agreed-upon discipling language that not only will they be able to teach others but also is shaping and transforming who they are. The language isn’t just head knowledge; the language is becoming incarnated into who they are. Within the group, it is creating a culture of continual maturation as people become more and more like Jesus. They are orienting themselves to becoming lifelong learners of Jesus.
Multiplication
From the beginning, Huddle members know that one day they will start a Huddle of their own. One of the non-negotiables that Jesus makes clear in his last words is that disciples make disciples. So Huddle leaders tell members from the beginning that the expectation is that in 6-12 months they will start one of their own. Now we won’t tell people they have to start a Huddle or when they have to start it; God will make it clear when. But they know the expectation heading in.
As you might expect, this puts a bit of pressure on Huddle members.
We have found this to be good pressure. What it says is that my spiritual health and maturity affect not only me but also the people I will soon be discipling. People often become stunted in their spiritual development if they assume it is only affecting them (though this is never really the case), but knowing that other people are depending on them changes the game in their minds and makes them take their own spiritual development more seriously.
High Commitment
As you are probably picking up, a Huddle is high commitment. This is one of the reasons a Huddle is so successful in discipling people. When the bar is raised, people either bow out or step up. Most of the time people step up. It is our experience that people want to grow but are unable to will themselves to transformation. They need relationships and structures that keep them accountable and moving toward Jesus. They also know the only way this can happen is with high commitment.
Group Learning
Huddles work because they expose people to the learning of a group rather than only one-on-one mentoring. What a member gets to see is not only how the leader is discipling them, but also how the leader is discipling other people as well. Because each person is different, different skills and practices are needed to disciple various personality types. Discipleship in a committed group of people allows people to learn how they will disciple other people in the future who aren’t like them. Such committed discipleship also allows what is being spoken into the life of another person to possibly be true of you as well.
Furthermore, it adds a layer of accountability that is unique to group settings. If each time the Huddle meets you are the only person who doesn’t follow through with what you say you are going to do, you begin to feel the pressure of your actions. The advantage of the group setting is that it is easier not to follow through when there are only two people in the discipleship relationship. When you inject another 5-8 people into it, the group dynamic helps people take accountability more seriously.
Time
The fact of the matter is that we only have so much time in each day and each week, and we need to use that time wisely. We have found that regular, one-on-one mentoring can work sometimes, but it can be very time-consuming to do this with more than just a person or two. Huddles allow us to disciple a good number of people while still being wise with one of our most precious resources: our time. Rather than having eight one-on-ones each week for an hour each (for a total of eight hours per week), a Huddle allows you to disciple, say, eight people every other week in one two-hour meeting. Huddles work because they allow the maximum amount of investment in a group of people without taking too large of an investment of regularly scheduled time.
Balance of Invitation and Challenge
Jesus was skilled at discipling people because he understood invitation and challenge.
He invited people into a covenant relationship with him, and they had access to everything.
Jesus also had a clear vision of who God had created the disciples to be.
Jesus knew they were adopted sons of his Father and that meant their identity was royal. That meant their role, their purpose in life, was to represent their Father (the King) in this world, exercising his authority and power. The challenge is to live into this identity and into this calling; to live into the reality of the Kingdom of their Father.
Huddles work in this way because once people experience invitation and challenge, it’s addictive. Why would you want to leave that kind of relationship? Someone who cares enough about you to give you all of their life, but loves you enough to take you to the place where you live out of your true identity … even when getting you there may be hard sometimes. This allows the person to live out of a place of security rather than insecurity. They aren’t questioning your motives for bringing the hard truth. That person knows you are committed to them for the long haul.
Our experience is that many people (though not all) experience more spiritual growth and breakthrough in their first 6-9 months of Huddle than in their previous five years. When people have this kind of growth, they are ruined for life. They can’t go back to a place where they aren’t experiencing both invitation and challenge. They want that kind of discipling environment and relationship.
Continued Investment
Once you begin a Huddle of your own you continue to be in a Huddle. As you invest, you can continue to be invested in. Typically speaking, most people experience the most spiritual transformation not when they are first being discipled, but when they start discipling people themselves. We believe that any time you intentionally release a leader to influence, lead and disciple others, this must be done in a system of accountability. Huddles work because every person who Huddles others is also being Huddled.
SPIRITUAL FORMATION PROCESS
Phase One Language
As we have already discussed, language creates culture, and we believe LifeShapes is a powerful discipling language. It’s important to understand here that this language lays the foundation for everything else. It helps establish the biblical world view of Jesus and gives people a lens to see the world in the way that Jesus did. What Huddle does is slowly teach people this language. The first few months of Huddle are similar to learning Spanish 101 and 102. You have to know some of the nouns and pronouns and how to conjugate verbs before you can really start to immerse yourself in the language and become fluent in it. It’s all about the basics.
Learning the basics of the language is key, particularly as people are learning to engage the two central questions:
1. What is God saying to me?
2. What am I going to do about it? This is foreign for so many people. Most people don’t even know how to hear and discern the voice of God, much less respond to it.
We clearly see Jesus establishing this foundation of language. On the first day of his ministry, he introduces the idea of the Kingdom, and very soon after that he delivers the Sermon on the Mount, exploring more fully the reality of the Kingdom of God. Everything that Jesus teaches, every story he gives and every action he makes is wrapped up in the language of the Kingdom of God.
Phase Two Rhythms
This phase is about learning the rhythms of life that Jesus talks about in John 15, how there is an ever-swinging pendulum between rest and work that was written into our bodies from the creation of the world. Jesus is trying to draw out this principle: We are designed to work from a place of rest, not rest from work.
He makes it quite clear that real rest is found in him being connected to his Father. It is in times of rest that we not only receive the Father’s life and energy, but we also hear his voice.
Because so few people have ever been able to sustain daily or weekly rhythms, it usually takes months for this to happen in the lives of the people in your Huddle. Most people, in order to do this, need to start getting up early every day and spending time in Scripture and prayer (though this isn’t how everyone will function and that should be okay). It isn’t law and certainly some people don’t start their day this way, but for us it’s been a general observation. This tends be a hard adjustment for most. You will likely find that most people don’t get up at the same time and rarely go to bed with any consistency.
This isn’t an easy process. It will be something the people in your Huddle struggle with. Undoubtedly, they will want to give up. And as the person discipling them, remember, you lay down your life to get them through this. If they can’t get these rhythms down, our enemy will render them virtually ineffective because he has cut off their source of life and energy: the Father.
They will want to give up during this phase, but give them a tremendous amount of grace and keep reminding them why they are doing this. One helpful tidbit: We’ve found it helpful in our Huddles to text them each day, for six weeks straight, the passage of Scripture you’re reading as a way of holding them accountable. We’ve found that if we can win this first, all-important battle of the day, the other battles of the day go our way a lot easier.
The same goes for taking a day off (Sabbath), an important weekly rhythm. You have to give a massive challenge and a massive invitation for them to make this happen in their lives. They might fail more at this than they do in their daily rhythms. Many people are addicted to work, to e-mails and to doing, doing, doing. It’s so very difficult in our culture to take a whole day off. But you have to help them fight for it, and the best way to do that is to model it in your own life. Invite them and their family to spend their day off with you and your family. Show them what it’s like and why it’s such a beautiful thing.
Phase Three Boldness in Mission
Very clearly, we are to be about our Father’s business. We are the agents of the Kingdom. We definitely have an interior world, but as we become deeply connected to the God of mission, we respond in kind since we have been made in the same image. We carry his authority and have been told to exercise his power. So every day, there is a mission.
What a Huddle allows you to do is disciple your members in such a way that they integrate the mission into their way of seeing the world and balancing their relationships. It isn’t that you necessarily take your Huddle out on a mission together (though you can certainly do this); it’s that you hold them accountable to living out the out component of Jesus’ life through concrete, actionable plans. Every disciple is missional. It’s part of the deal! Most of us simply don’t live that way.
Now, when we first start interacting with this, there will be some timidity to it. More than likely, we will stick to the “People of Peace” (see the Octagon, Chapter 13) that we know well, and in front of whom we won’t risk embarrassing ourselves. But what happens when we sense we are supposed to pray for someone we don’t know? Or ask someone we have only met once a personal question? Or ask for healing for someone we just passed on the street? Maybe spend time in Section 8 government housing where people have to choose between buying food or paying rent? Or make a spiritual insight into someone’s life that you know very well and are scared what they may think of you afterwards?
If you are anything like us when we were first starting out, the thought of this petrifies you! But we can’t read Scripture and not think that God isn’t preparing people for us to be present with others and for a specific purpose. This third phase is an exercise in learning boldness and walking in the economy of a different kind of kingdom.
Does that mean you don’t engage in a mission in the previous two phases? Of course not. It simply means that as people learn the language, as they have rhythms of listening to the Father regularly governing their lives, out of the overflow will be an increased intentionality, authority and boldness that weren’t present before. It starts from the inside of you and works its way out.
Now something very beautiful starts to emerge in this phase, something Alan Hirsch calls communitas. In The Shaping of Things to Come, Hirsch describes communities that are deeply formed through a uniform and profound experience.25
A few examples of communitas: Hostages are with people they have never met, share five days together, but an unmistakable bond and kinship are formed through that harrowing experience. The former hostages stay close for years after the crisis. A college basketball team plays, trains, practices and strategizes together for months, hoping to make it to the Final Four of March Madness. The shared experience forms something deep between the players.
It is one thing to form a community. It is something entirely different to form communitas.
Bill Easum comments, “Christianity is concerned with the unfolding of the Kingdom of God in the world, not the longevity of organizations.”26
Study after study have confirmed that groups that try to start with a goal of a community, and hope somehow to move toward a mission, almost never get there. A mission must be the organizing principle of the group. When we start with a mission, we always get a community, because we band together for a common goal, because we’ll need to care for one another in the midst of the battle of the mission.
In fact, studies have shown that groups with a mission focus cared for one another better than those with a community focus. Why?
Because these groups have developed communitas. In this Third Phase, Boldness in Mission, communitas starts to develop.
Phase Four Leadership
One of the stated expectations of a Huddle at the very beginning of Phase One is that if you’re in a Huddle, you will start one of your own someday. This is how we keep the gospel imperative of the Great Commission: Make disciples who then make disciples who then make disciples. A Huddle isn’t just for our sake (though we receive great spiritual benefit from participating).
If we receive anything, it’s so we can give it away. Once people know the agreed-on discipleship language, their lives are evidence of this, and when they have sustainable rhythms in their lives and are learning to boldly enter into mission, then the expectation is that they will begin a Huddle (or another missional/discipling endeavor) of their own. Every disciple leads someone, even if it’s just four people.
Spiritual Formation Process While there isn’t a formula, there is a form
What is the general path that allows people to learn and incarnate these principles over the course of a year in a Huddle?
 
	Use the first 5-6 Huddles on the Learning Circle. This is the foundational shape and the one that is returned to in every Huddle to come as we learn to hear God’s voice and respond to it.
	Observe and discern through the Spirit where God is shaping this group of people:

a. If they are struggling with Identity, spend several Huddles on the Twin Triangles of Covenant and Kingdom (see Mike Breen’s Covenant and Kingdom: The DNA of the Bible*)


b. If they are struggling with being over-scheduled, exhausted, stressed or tired, spend several Huddles using the Semi-Circle.


c. If they are struggling with prayer and connecting with their Father, use the Heptagon for several Huddles.


d. If they are struggling with surface relationships or living isolated lives, use the Triangle for several Huddles.



	After the Circle, the best introductory shapes for spiritual formation are the Twin Triangles, Triangle, Semi-Circle and Heptagon. Continue to observe and discern how the Spirit is shaping the group and use these shapes in the order that seems appropriate to how God is shaping the group. The object isn’t to get through these four shapes as quickly as possible, but to learn them in such a way that they become incarnated into the lives of the Huddle members.
	Once the Huddle members really seem to be living into the Circle, Twin Triangles, Triangle, Heptagon and Semi-Circle, they will start to see a good amount of spiritual transformation. They will also be living out a sustainable spiritual life without the extremes of “off” and “on.” You will notice that the members of the Huddle are becoming much more alive and healthier people.
	Once you are confident in this, teach the Pentagon for several Huddles, helping people identify which of the fivefold ministries God has created them to be (their Base gifting), how they are already naturally living it out and what Phase God is currently leading them into.
	Teach the Heptagon and teach them how this is playing out in the spiritual family they are a part of. Help them assess how they can contribute more fully to the life of their Missional Community.
	Teach the Octagon for several Huddles, helping them identify the People of Peace in their life who are spiritually open and how they can more fully invest in those relationships so God’s Kingdom can break through into their lives.
	In this process, it’s important to leave space for the Spirit to deal with things as they come up and not try to plow through in teaching a new shape when there’s more immediate work that God is trying to accomplish.
	It is often helpful to return and review shapes between learning new ones, as well as simply returning to the Circle for a Huddle, and leaving it open for people to answer what God is saying to them and what they are going to do about it.
	At the conclusion of every Huddle, regardless of the shape, each Huddle member should be able to clearly articulate, 1) What is God saying to me, 2) What am I going to do about it in the next 2 weeks?

* Although the twin Triangles of Covenant and Kingdom are not LifeShapes, you will find them hugely important in discipling people. We recommend picking up the book specifically on the DNA of Covenant and Kingdom.



SECTION 2
LAUNCH GUIDE




BEFORE YOUR HUDDLE BEGINS
 
	If at all possible, make sure you’ve had a chance to participate in a Huddle before you begin leading your own. Don’t assume that because you have led a small group in the past that you can easily lead a Huddle. They are vastly different. The best way to learn to lead a Huddle is to be in one.
	If you’re a pastor, don’t teach a LifeShapes sermon series. It will be in one ear and out the other of the people who hear it. The power of LifeShapes is when they are actively applied in someone’s life in a small, committed community.
	Obviously this book, Building a Discipling Culture, is the foundational text for the language of LifeShapes, but additional resources are the audio files you can download with extended teachings for each of the shapes that are quite helpful. You can visit www.weare3dm.com for these teachings.
	Really ask God who should be in your Huddle. Spend at least 3–4 weeks praying about this. The inclination will be to think strategically. That’s fine. Think strategically. But don’t let strategy interfere with who God wants to be in your Huddle. God will often surprise you with who he brings into the Huddle and who doesn’t end up being part of it. Look for the People of Peace whom God has prepared for your Huddle. That’s who you want. Maybe write down the people who would be obvious choices first. Then, come back a week later and ask God to give you a few people who wouldn’t be obvious choices.
	More than likely, you will run into a few skeptical people when discussing Huddles. If they are massively cynical about Huddles and you find yourself trying to prove that a Huddle is of value, just pass on them for the time being. It’s difficult to actively disciple someone who is cynical. There’s a good chance that person will come around, but it will be the transformed lives of the other people in your Huddle that convince them. There are plenty of people who are looking for people to invest in: Find those people.
	Make sure the people in your future Huddle know the enormous commitment level: specifically about keeping the Huddle time sacred on the calendar. You put a Huddle on the calendar, and then schedule the rest of your month. Obviously, you don’t want to say it quite so forcefully because they won’t understand the importance of it from experience yet. Let them know it’s okay to miss a Huddle for unavoidable things, but being tired, busy or stressed isn’t a good reason to miss. They will always be at least one of those three things (if not a combination of them).
	A Huddle is all about investment. You are investing your life into theirs. This is, essentially, what you are saying to them: “I want to invest my life into yours and the places that look like Jesus, copy those things. The rest, well, that you can scrap!” This is a profound thing because most people either 1) have never thought they were worth investing in or 2) all investment was tied to what they could produce or give back to the organization. In other words, oftentimes they felt like they were being used. You are offering them something beautiful: an invitation to your life.
	Don’t oversell yourself as the Huddle leader, especially if this is your first time leading a Huddle. Just as there is a learning curve for the people in your Huddle, there will be a learning curve for you. Make sure they know this will be a journey, a learning process, for you and for them. They are learning how to be discipled, and you are learning to disciple. Remember the quote from G.K. Chesterton: “If it’s worth doing, it’s worth doing badly.” Leading a Huddle is a skill you have to learn and develop like anything else in life. No one was born a great Huddle leader. You will be naturally more skilled at either invitation or challenge and will have to concentrate on improving the other. You have to put in time and effort and have patience. There will be times when you don’t feel like you’re doing well at leading your Huddle. That’s normal! Pray more, stick with it, get coaching from a strong Huddle leader, and over time you will develop the skill set.

YOUR FIRST 10-12 HUDDLES
 
	Your sweet spot for a Huddle meeting is going to be right at 1.5 hours, 2.0 at the longest. The purpose of a Huddle isn’t to get out every feeling that someone has. It isn’t group therapy (we aren’t knocking therapy, it’s just that a Huddle isn’t that place). The purpose is to process what God is saying to you and how you should respond. If someone is dealing with a strong emotional reaction to an event, that emotion was produced by either a kairos or string of kairos moments. We are looking to process these moments and the invitation to walk more fully in the Kingdom, not to simply get out what we feel. A Huddle has the ability to help you process what God is saying to you and, over time, do so with a quicker and more discerning eye.
	Take 10-20 minutes in the beginning as people are arriving to hang out and catch up. We’ve always found it quite helpful to have food and drinks available. It helps to create a safe, warm environment. Help people understand this isn’t time they want to skip, but part of the Huddle experience.
	Even when teaching a new shape, try to never teach longer than 12-15 minutes. You want to give them enough so they have a significant kairos, but not so much that they zone out or become overwhelmed. Many times, you won’t have to teach more than five minutes to get people to the place God has for them.
	Just because you have a Huddle doesn’t mean there needs to be a teaching. There will be many times when processing people’s kairos moments are more than enough.
	This will probably be your biggest learning curve: You have to keep one eye on what a person is saying and another on what God’s Spirit is saying. In this way, a Huddle is very much prophetic in nature. Again, this is something that you can learn to do, but it will take some time. To help with this learning curve, write notes as people talk. What phrases pop up? What verses from Scripture? A story? An image? A metaphor? What’s the central theme of what they are saying? This is an easy way to learn to keep both eyes open. You may also want to carve out 15 minutes before people arrive when you can be silent and listen to God, pray for the people in your Huddle and ask God’s Spirit to be present with you.
	We have found it helpful to teach the Circle first, the Semi-Circle second, the Triangle third and, after that, whenever a new shape is appropriate (the Sample Huddle Outlines will go into more detail about how you might teach these and how long we spend on each so that the language is learned). But again, your Huddle might be different, and a different order might be appropriate. There is no magic formula to this.
	We strongly recommend you take your first five to six Huddle times to focus only on the Circle. We also suggest dedicating one of these Huddles to teaching the Covenant and Kingdom Triangles after Huddle members are familiar with the Circle in order to see what the kairos moment produces and then take it around the Circle. While not in the LifeShapes catalogue, it is immeasurably helpful as it really helps paint the reality of scripture and the world we live in. Furthermore, all the LifeShapes are built on the principles of Covenant and Kingdom and flow out of them.
	Do not rush through the LifeShapes. There is no prize for getting done with the shapes. You’ll want to resist the urge to view the shapes as curriculum. Your job as the Huddle leader is to see the shapes incarnate themselves into the people you are discipling. This takes time and does not happen overnight. Slower is better.
	If you sense that someone should be prayed with after sharing and making their plan, pray for them right then. Don’t just say you’ll pray for them. Do it then!
	Do not assume that because you have taught it once, you have taught it for the last time. Remember, language creates culture. This culture is established when 1) they can teach you the shapes and the language becomes “everyday language” and 2) their lives look like the shapes have been incarnated. So take your time. For example, after the third or fourth Huddle, have one of them teach the Circle to the group as if they were the Huddle leader. In doing this, you are once again planting the seed that one day, they, too, will be Huddle leaders.
	Bring challenge early in the Huddle experience. The longer you put it off, the harder it will be. By bringing challenge early, you set the tone for what kind of group it is and how it is vastly different from other groups people have joined. Obviously when you give challenge, it needs to be with a strong measure of humility and said in a way that is meant to build the person through the challenge rather than embarrass or break them. Sometimes, challenge happens best outside of the Huddle. You’ll want to discern the best place to give it.
	Not everyone gets equal time. Some people are having more significant kairos moments than others, and so more time is needed to dig into that. That’s fine. That doesn’t mean there isn’t equal learning. From the beginning, make sure people know this. They should be thinking about how what is being said provides insight into their lives and what they might be saying if they were the Huddle leader. The learning doesn’t stop just because they aren’t the one talking.
	When your Huddle is just beginning, very rarely let other people interject with their own thoughts or opinions. We know. This comes off as harsh, doesn’t it! Here’s the thing: They will be invited and welcomed to interject when they know the language and their lives show it. Explain this to your Huddle. Go back to the Square as you think about this one. (Turn to the chapter on the Square as a reference for the rest of these comments.) In D1, an L1 leader needs to be very directive. No one knows what they are doing! They have to be told what to do: they are excited, but have very low competency and an exaggerated sense of confidence. In D2, the L2 leader has to coach quite a bit and still be very directive. The Huddle members are hitting a wall, can’t get through it, and only you can get them past it. For instance, if they are just starting to do missional engagement, they probably won’t be terribly good at it in the beginning and will want to give up. D1 and D2 are where the first few months of your Huddle will be as most people will quickly learn the language, but it won’t be bearing much fruit in their lives yet because they don’t have the sustainable rhythms of the Semi-Circle. However, in D3, the L3 leader builds consensus, invites people in and asks for their opinions. This is a critical turn in Scripture when Jesus says in John 15, “I no longer call you servants but friends!”
	In the first few Huddles, help them in the process of what God may be saying to them and what a plan might be. You want to do this plainly and with lots of humility. Maybe you can say it like this, “Well, it sounds to me like God might be saying. How would you feel about doing as your plan? How does that strike you? Does that hit you as true? Am I off on that one?” By you helping them along the first few times, you’re giving them a real-life example of what it should look like. But always give it with humility because you could have missed it. Be open to the fact that you could be wrong!
	At the conclusion of a Huddle, make sure each person can answer these two questions: 
1) What is God saying to me? 
2) What am I going to do about it?
	It is very important that they are able to articulate what God is saying to them on their own (not just what you said) and the plan. Have them write it down. Once everyone has done this, have each person quickly read it back. Doing this for the first four to five months will help in changing the way they think and respond.

AFTER YOUR FIRST 10-12 HUDDLES
 
	There will more than likely be a gap between when you teach the Circle, Semi-Circle, and Triangle and the other LifeShapes. However, there is also a good chance you will need to teach the Hexagon (the six phrases of the Lord’s Prayer) in order to help people learn to pray as they are engaging in their daily rhythms. These four shapes usually give you the foundation you need to build on to move out of the first two phases of a Huddle.
	If the four phases of a Huddle are language, rhythms, boldness in a mission and leadership, it’s pretty easy to evaluate where people are by looking at the Square. Are they unconsciously competent in teaching the shapes? Are they hitting a wall with boldness in a mission? Have they even received a prompting to lead anything yet? You get the picture. Knowing where people are will help you discern as you pray where God wants you to take your Huddle.
	You can use the Learning Circle as a way to use Scripture in your daily rhythms (see the Sample Huddle Outlines for more notes on this).
	You can teach the Square to the whole group or individually as they need it. If you do it individually, people will need it at different times based on where they are tracking spiritually.
	Start actively training your Huddle members to be Huddle leaders. As someone is sharing, ask someone else randomly, “If you were the Huddle leader, what would you say right now?” This wakes everyone else up, but it also gets the wheels turning in their brains about what they would say to each person. This is a big piece of a Huddle: You’re also in a Huddle to learn how to lead a Huddle for other people! Maybe every once in a while have each person take notes as everyone shares as if they were the Huddle leader to practice “seeing with both sets of eyes.”
	There’s the potential to get addicted to being directive and everyone liking the insightful comments you provide that cut them to the core. The point isn’t that people see you figure out what God is saying to them; the point is that you teach them to do this for themselves and others. Don’t stay as the L1/L2 leader but for so long. As soon as you can, invite people into the conversation. We can’t overemphasize the importance of this point.
	Once you feel like your Huddle is through the first two phases (Language and Rhythms), give everyone a copy of Building a Discipling Culture and have everyone read a chunk of it between each Huddle. Then, discuss it for a few minutes to start the Huddle. By doing this, you are: 
1. Giving them a chance to refresh their memory and go deeper with each shape. 
2. Reminding them that mission is the point of all of this as they will soon be leading a Huddle of their own.
	Teach the Pentagon, Heptagon and Octagon as seems appropriate for your Huddle. Does it seem like some people in your Huddle aren’t dealing well with something toxic in their life (anger, bitterness, etc.)? Well, the Heptagon is all about organic health. It’s the tool you use to evaluate how healthy you or your community is. Are people really starting to delve into their identity as they are thinking about a mission? Teach the Pentagon. It’s all about personal calling. Are people asking questions about how to do evangelism and a mission? The Octagon is the shape of choice. Feel out where your group is. Pray about where God needs your group to go. Teach the shape that will help you get there. But again, the goal is to let it sink in and become part of you.
	Remember, when leading a Huddle, you’re teaching the Huddle members the very basics of following Jesus, and the big goal is getting them to a place where they can give their own lives as a living example by leading a Huddle of their own.

TEACHING PEOPLE TO DO MISSION IN HUDDLE
The following are a few examples of how you can use Huddle as a missional training ground for the people you are discipling:
 
	Have everyone come to Huddle at the normal place, but have each person bring $5. (They don’t know why.) Each person is then assigned to go spend that money at a restaurant/coffee shop somewhere, buy a drink, ask the Holy Spirit to reveal to them a person of peace and have ONE substantive conversation in that one hour they are there. Doesn’t have to be Jesus related … but something deep. Then, the whole Huddle gathers at a place after that to process and go around the Learning Circle as they enter into the kairos that has been created.
	Go out for dinner one night with your Huddle and everyone brings his or her Persons of Peace. Process the night through the Learning Circle in the next Huddle.
	Have everyone in the Huddle bring their families (if applicable) and invite Persons of Peace with their families and go to the park for a cookout and family games.
	Have every person in the Huddle share your communities’ language for the gospel with one person of peace they are close to. Have them explain to the POP that they are simply practicing and are neither asking for or expecting a response. Have the POP give feedback. Did it make sense? What questions would they have? Did they feel pressured? Process in Huddle.
	Have the Huddle regularly serve with the poor and regularly process in Huddle.
	Move into bolder expressions of mission with your Huddle. Set up a “Free Prayer Table” on the sidewalk of a crowded street or shopping center and offer free prayer to people as they pass. Process the kairos in Huddle.
	Have everyone in the Huddle commit to praying for one specific Person of Peace every time they are in Huddle and have them commit to pray frequently in their own prayer times until they see breakthrough. Process the kairos of frustration and breakthrough in Huddle.
	Have everyone in the Huddle meet during lunch on a workday and go to a place where people are and engage in random acts of kindness. Process the kairos in the following Huddle.
	Have the Huddle meeting in a public place like a restaurant or coffee shop and use the time to pray for people in the place, asking for the Holy Spirit to show someone who is a Person of Peace and engage appropriately.
	Use one of your Huddles as a time to practice sharing the gospel in a relational way. Allow time for feedback, encouragement, coaching and critique.
	Use your Huddle time to explore the differences between Persons of Peace who are passing relationships (meet them randomly) and permanent relationships (they are a regular part of your life). How is mission done with the Octagon with these different types of POPs?
	Have everyone in your Huddle knock on five doors of people living around them bringing cookies and engage in conversation. Follow up with a dinner invitation if the relationship seems ready. Process the kairos in Huddle.
	Have everyone in the Huddle ask God: 1) what missional context they should be trying to reach into, and 2) what the gospel touch point is for that missional context. Share in Huddle and then have their plans respond appropriately.

AFTER YOU’VE TAUGHT ALL THE LIFESHAPES
Because a Huddle isn’t based on a set curriculum, from the very beginning (and after you have taught LifeShapes), you’ll need to rely completely on the Holy Spirit’s guiding of where your Huddle is going (generally) and what each specific Huddle should be about (specifically).
You’ll want to spend time before each Huddle praying and asking God what this specific Huddle time needs to be about. Is it about building faith? Character? Skills? How does God want you to go about doing that? Often Huddles will come out of what God is teaching you. You have walked through a door that God has led you through, experienced breakthrough and then you pass it on to those in your Huddle.
There are three different kinds of Huddle experiences:
Faith Huddles—Each person brings a kairos and the Huddle helps them determine what God is saying to them and what they will do about it.
Character Huddles—Use the character questions that come with the Triangle (see the Appendix for this set of questions) to help lead a balanced life of integrity.
Skill Huddles—Allows you to teach and hone a particular skill in your Huddle members. This could be listening to the voice of God, prayer, casting vision, mission, Huddle leadership, honing invitation and challenge, etc. Any skill set that Jesus used, we want to be able to pass on to those in our Huddles.
The following are just a few ideas for what you can do once the shapes have been covered:
 
	How are you doing? How’s what you’re leading doing? Mine out the kairos.
	Give a mini-teaching for five to ten minutes of a kairos you’ve had and what God has been saying to you. Then ask them what kairos this has produced in them. This is a great practice to get into. What you will quickly discover are the breakthroughs God is giving you in your life, by sharing it with them and creating a kairos for them, God will often give the people in your Huddle the same breakthrough.
	Revisit any of the shapes and come at it from a fresh perspective. Mine out the kairos by digging into what kairos moment was produced by revisiting that shape, what God might be saying and how they might respond.
	Have everyone bring a Scripture that has stuck with them for the past two weeks. Mine out the kairos.
	Start it this way: “God, who is your Father, is so close to you that you can almost touch him. He loves you. He wants good things for you. What do you want to ask your Father?” Mine out the kairos.
	Go on a mission together. Mine out the kairos afterwards.
	No doubt you’ve noticed how each of these ultimately leads back to mining out a kairos. Remember, disciple in Greek means learner. By constantly coming back to these two questions through the use of kairos moments, we are allowing God to shape us into life-long learners. God is always speaking. We are always responding.




SECTION 3
SAMPLE HUDDLE OUTLINES




QUICK NOTE
These outlines are meant to be a guide, not a curriculum. They are one person’s notes on how he led his first few Huddles. Hold these outlines in your hands loosely, and don’t cling to them. These are meant only to give a little more flesh and blood so we can take the concept of leading Huddle from the theoretical to the practical. The outlines cover several Huddles for the Circle, Semi-Circle, and Triangle, but none of the other five LifeShapes.
This is deliberate.
By reading and using these outlines, you will see patterns in the flow of a Huddle and how teaching happens in Huddle as well as discussion and accountability. Once you get a sense of that, you won’t need outlines from anyone else. If you know the LifeShapes well, are willing to grow in your abilities as a Huddle leader, are willing be held accountable for the Huddle you’re leading and really listen for God’s voice to lead your Huddle, you’re good to go.
A. THE CIRCLE (SEE CHAPTER 6 ON THE CIRCLE)


Example of a first Circle Huddle:
Pre-Huddle: food and drinks.
Opening prayer.
Objective: If you make disciples, you get a church. If you make a church, you don’t always get disciples. The only number that Jesus is counting and the only thing he talks about in his last instructions are disciples. The Greek word is mathetes, which means learner. However, this word doesn’t refer just to someone who can remember information; someone who becomes a lifelong learner, mathetes is someone who is always changing, growing, stretching and becoming more like Jesus. Jesus is literally suggesting that you can do everything that he does; you just have to learn it.
To become disciples, we really need a common language, something we can all understand and reference. (Spanish 101, 102 and 201 for example: You go to Barcelona and have a lot more fun if you know the basics of the language, but you become fluent once you are in Barcelona.) We become fluent when we are on a mission.
Shapes as a language: This isn’t a way to teach and apply thousands of biblical principles. Rather, these notes are designed to form you into a lifelong learner by linking Jesus’ key discipleship principles to memorable, easily explained images … shapes! Disciples are those who have a new framework of truth, enabling them to build biblical principles into their lives and grow together in authentic community. This is the whole point of the shapes. We can make disciples who, because they have an easily understood language that is making them more like Jesus, can in turn make disciples themselves, thus building a community (the church) in the process.
Introductions: Have everyone introduce themselves with their name and a brief answer to this question: Where are you today in your journey with Jesus?
Layering information: We’re starting with the Circle today, and I’m going to give you the very basics of it.
But as we meet more and more, I’ll continually give you more information about various shapes, adding to your depth and understanding. I’m going to give you just enough information for you to understand and apply to your life.
Read: Mark 1:14–15.
Explain
kairos
and
chronos
time: Use the speed bump and brick wall example. Kairos moments are opportunities (and can be anything—lyrics, Scripture, a conversation, looking at the sunset, a car accident, self-realization about something, anything) to step more fully into the Kingdom of God—this place where God’s reality and our reality are colliding. Much of what I’ll be working with you on is teaching you to see these moments that are happening all around you.
So we have this moment, this opportunity to step more fully into the Kingdom. How do we do that?
Exactly as Mark writes—repent and believe? That sounds nice, but how do we do that? What does that practically look like?
Walk through Circle: Observe, reflect, discuss (this is repent and leads us to the answer to this question: What is God saying to you?). Plan, account, act (this is believe and leads us to the answer to our second question: What are you going to do about it?).

These two fundamental questions of Christian spirituality allow us to be changed from the inside out: What is God saying to me? What am I going to do about it?
So what does this look like in action? (Walk through a kairos
moment of your own through the Circle for them. Allow some vulnerability and let them clearly see how this plays out in a real-life example.)

Helpful tips:
 
	At this point, look at the time. You need to evaluate how large your group is and how much time you’ve taken up. You do not want your first Huddle to last longer than two hours total. So evaluate how much time you have left and decide if you have enough time to allow everyone to talk. If you don’t, let the group know that only a few will be sharing this time. Another way of doing this is grouping people with similar themes together and working with two to three people at a time, rather than one person at a time.
	Before starting, read Psalm 139:23–24 a few times as a prayer and ask the Holy Spirit to work and be present.
	Explain that part of stepping into kairos moments is cutting through the clutter and learning to do it quickly: “This is a specific moment in time, not your whole life story, just one moment. Jesus has given it to you for a specific reason. So I’ve got a timer that I’ll be watching that will go off at ten minutes. My goal is to teach us to walk through the whole Circle in ten minutes. Not because you aren’t worth more time, but because this is how we can learn to think through the moments God is giving us. Now I am going to guide the conversation, and those of you who aren’t talking yet, just listen because what I’m saying to this person will often have as much to do with you as it does for them. You can learn just as much by listening.”
	Walk through the Circle with each person, obviously pointing out each step in the Circle. Make sure everyone knows exactly what God is saying to him or her and exactly what his or her plan is.
	Have each person write down their plan in a journal or Huddle Guide (if you’ve purchased from 3DM or created your own). You’ll be asking them about their plan at the beginning of the next Huddle. • Remind them you will meet every two weeks and give them the next date.

Closing prayer: Ephesians 3:14–21.
Example of Second Circle Huddle
Have people be ready with a kairos moment from the previous week when they come to the Huddle. Send them a text or e-mail to have this ready. In addition, mention this in the previous Huddle.
Pre-Huddle:
 
	Food/drinks, time to informally talk.
	Go around the group. What were their plans? Did they do them? How did their plans go? Remind everyone again about what layering information is.

Give them an outline of the night: 1) Hear back on how the plans went, 2) delve deeper into why we always report back on plans, and 3) discuss the Circle.
So here is our underlying premise: We want to find out how Jesus did things. Assume he is better at it than we are. Do what he did. It’s that simple. So how did Jesus make disciples? Well, he developed this pattern for his disciples:
 
	Get a group together (the call of the twelve).
	Determine a language that supports what will be happening in the future. He introduces the concept of the Kingdom of God and keeps coming back to it over and over again and then gives specifics (Sermon on the Mount). Pretty much everything that Jesus teaches from that point on just goes back to those original principles.
	Allow his disciples to watch and get in on the daily workings of his life and rhythms.
	Send them out to do the same! (Read Luke 9:1–6).
	They come back and talk about what happened. “Wow! This stuff actually works. We can do it too! But this one spirit we couldn’t drive out? What about that?” Jesus tells them that this particular spirit can be cast out only with prayer and fasting. So they go back, report, share their experiences, get coaching and advice.
	He sends them out again.
	They come back and talk again.
	(This pattern continues.)

Our Huddle will do the same thing. We will be spending many of our first Huddles doing what Jesus had his disciples do: learn a new language. (Use the learning Spanish and Barcelona example again.) We want to find out how Jesus did things. Assume he is better at it than we are. Do what he did.
The Circle
Review: Read Mark 1:14–15. So there is chronological time, but there’s also another kind of time called _______? (kairos)
Explain:
 
	What is a kairos moment? (Have them answer.) God’s future has burst forth into the present, and the invitation is to live in God’s future more and more now.
	Tell a story: Francis Schaeffer and the two snowflakes at Le Brie:

Schaeffer would take his disciples to the peaks of the Alps and show them two rivers: the Rhone and the Rhine. To the left was the Rhone, the dirtiest river in the world and to the right was the Rhine, the cleanest river that goes by beautiful French countryside and ends up in the balmy Mediterranean. As the snow fell on the ridgeline, he would say that each snowflake would end up in one of these two rivers. If it went left of the ridgeline, the Rhone. If it went right, the Rhine. A kairos is a lot like this: there is a razor’s edge, a decision to engage with how God is breaking into our life or not to. Up until now, up until Mark 1, we could only go left. But now we can choose to go right. Kairos moments are like these snowflakes. There are many of them, and we choose what we do with them. Do we ignore them (and thus the snowflake going left) or do we engage with them to discover what God is trying to say (and thus the snowflake going right)? We choose every day.
Now we can choose what to do with these moments. You have the opportunity to live in and engage with an entirely different reality or shrug it off like you always have.
So if you want God’s future, what do you have to do? Repent. Believe.
But these words come with some baggage, don’t they? They almost sound ugly because of what they come with now. They don’t even mean what they originally meant anymore.
Repent means metanoia: to change your mind, to completely and fundamentally shift the way you think about something. This is an inner change that leads to an outward reality. Generally, we understand repentance as something we change or correct outside. But real repentance is a change in our inner being.
A good male example of this: Correcting looking at porn doesn’t change the fact that you still objectify women and are constantly dominated by your darker desires. (Jesus with cleaning the inner cup rather than just the outside. Luke 11:37–44.) If you get the inside right, the outside will follow.
A good female example of this: We often assume losing weight, being trim and looking as good as possible will make us feel better about ourselves and more valuable. While being healthy is important, being diet/weight obsessed doesn’t deal with our core issue: We are insecure about who we are and care quite a lot about how people perceive us.
Believe means pisteuo: certainty, foundational, solid. This is an active transformation. This is a certainty that has developed within ourselves so strongly that it produces an outer action. (Believe can be used interchangeably with faith.) When we say believe, we don’t mean hope. Hope is about aspirations, but it isn’t always grounded in certainty. Belief is a response to an inner change. Belief is always action-oriented. We set our alarm in the morning because we believe/have faith that the sun will rise and a new day will dawn. Belief/faith is about certainty stemming from our inner core thoughts.
But look what we have done. We’ve reversed the two! We’ve said repentance is about changing your outer behavior and belief is something that is private, inward, something you believe, like some random facts in the sky.
But repentance and belief are connected. Jesus says to transform the inside and then the outside falls in line because we are now fundamentally different on the inside.
So to live in God’s future, to step more fully into a kairos moment, we are asking God to fundamentally change the inside of us so that it produces an action. That’s why these two questions are so central: What is God saying to me? (This will help change the inner parts of me.) And what am I going to do about it? (The inner change has to produce an action!)
Quickly review the Circle:
 
	Walk each person through the Circle with a personal kairos.
	Have all members fill out the pages in their Huddle Guides saying exactly what God is saying to them and exactly what they are going to do about it (the plan).


Closing prayer: Ephesians 3:14–21.
Example of third Circle Huddle
Communicate to everyone ahead of time to have a positive kairos moment ready to share.
Pre-Huddle: Informal social time with food and drinks.
Give them the outline for the night: 1) Shape review, 2) reflection on plans, 3) kairos moments and 4) closing thoughts.
Review Circle: Have people in the group draw and explain; do your best not to help.
Reflection time: How did your plans go in the past two weeks? (Each person shares; ask and prod as necessary.)
Pray: Psalm 139:23–24.
Explain: Everyone shares a positive kairos moment and you can walk through the Circle with them. Start with a kairos moment of your own and walk through the Circle with it.
Everyone shares. Use each positive moment as a time to affirm who they are in Christ. We are God’s kids, he’s our daddy, he wants to give us the very best kind of gifts (from James 1:17, “every good and perfect gift is from above” and from Matthew 7:7–12, “if you, who are sinful know how to give good gifts to your kids, how much more will your Father in heaven know how to give the very best gifts to his?” verse 11).
In the Circle, we are trying to answer two questions with these positive kairos moments: What is God affirming in you? What should you do about it to live more fully in this affirmation? (the plan).
Closing thoughts on imitation: Read 1 Corinthians 4:14–17 (from The Message version): I’m not writing all this as a neighborhood scold just to make you feel rotten. I’m writing as a father to you, my children. I love you and want you to grow up well, not spoiled. There are a lot of people around who can’t wait to tell you what you’ve done wrong, but there aren’t many fathers willing to take the time and effort to help you grow up. It was as Jesus helped me proclaim God’s Message to you that I became your father. I’m not, you know, asking you to do anything I’m not already doing myself. This is why I sent Timothy to you earlier. He is also my dear son, and true to the Master. He will refresh your memory on the instructions I regularly give all the churches on the way of Christ (msg).
Look, you’ve had plenty of people slap you down, plenty of people tell you only when you are wrong. You need someone to invest everything they have into you. Discipleship happens only when someone says this: “Imitate my life.”
 This is what Paul says in another place: “Do exactly as I do just as I imitate my behavior from Jesus.”
So like Paul, we need someone to imitate, someone to see the life of Jesus in real flesh and blood. We don’t need a perfect example; we need a living example. We struggle with this for two reasons:
 
	Culture: Language is what creates culture. You can quickly build a culture of violence and creativity or a corporate culture if you have the language to build it (by language, we mean verbal and nonverbal). Sadly, most churches simply don’t have a language (and thus a culture) to create an environment for discipleship. We don’t know how to talk about it. That’s what we are doing in these early Huddles: giving you an easily understood, transferable language that we can all understand. We are creating a culture where discipleship can happen.
	Confidence: At some point, we have to deal with the fact that we are all mixed bags. Some things are worth copying, and some things aren’t. We have to get to a point where we can disciple people; we have to believe our lives are worth copying. Would it be a good thing to copy my life? We have to confidently give ourselves as the living example of the thing we’re speaking about.

I’m saying this to you for two reasons:
 
	I picked you for a reason. You’re in this Huddle for a reason. I need you to understand this clearly: I am committing to you that I will invest my life, as much of me as I can, into you. You guys are my number one priority. Nothing in my ministry life is more important than you. And here is what I’m asking of you: Whatever parts of me that clearly resemble Jesus, I want you to imitate. Do as I do just as I’m imitating someone else’s life, too.
	Begin to wrap your mind around and orient yourself to the idea that at some point, you will be giving your life to someone to imitate. You will be the living example. That may not be next week, that may not be six months from now, but being a disciple means you are discipling others.

Closing Prayer: Ephesians 3:14–21.
B. THE SEMI-CIRCLE (SEE CHAPTER 8 ON THE SEMI-CIRCLE)


Example of the first Semi-Circle Huddle
Pre-Huddle: informal social time with food and drinks.
Give them the outline for the night: 1) Review plans, 2) learn the SEMICIRCLE, and 3) reflections on the Semi-Circle.
Have all members talk about how their plans went and make sure they followed through thoroughly. Introduce this time by saying this:
1) I want you to give an account for the plan we came up with last time.
2) Give us an example of one place where you’ve failed/slipped in the past two weeks.
Pray: Psalm 139:23–24.
Explain: Tonight, I’m going to teach the Semi-Circle: This will be a big learning day. I know we’ve talked about support and challenge as well. I feel like I should be up front with you and say that the kairos you’re going to be experiencing today is going to be one of challenge. This will probably squeeze you.
 
	Read John 15:1–8.
	Give the context of these verses:

a. Every Hebrew has a vine.


b. The vine grows for three years. They keep pruning so no fruit comes, and then cut the vine back to within a millimeter; the vine grows over the branch, creating a stump; then the branch spends three years being nourished and growing in strength (this is called the abiding time).


c. As soon as fruit comes (and it is gigantic and can last on the vine for six months), it is pruned again.


d. Vines develop this rhythm: Abide for a year, then comes a fruitful season; abide for a year, then comes a fruitful season …



	And this is the fundamental rhythm that Jesus says his disciples are to have, because if we don’t have an abiding time, we can’t produce the fruit as we’re called to do.
	This is the argument Jesus makes to us:

We are called to bear tons and tons of fruit.


We can’t bear fruit unless we spend time abiding (not bearing fruit).


Therefore, in order to bear tons of fruit we must abide in the vine, being nourished and strengthened.



	Ordering of Creation from Genesis 1:

a. God makes man and woman in his image.


b. They get their marching orders: Work! Be productive!


c. God rests on the seventh day.


d. If man is made in God’s image, who else would rest? Adam and Eve!


e. So mankind’s very first waking day after getting their marching orders is rest!



	The fundamental revelation Jesus is bringing to John 15: We are created to work. But we are designed to work from rest; not rest from work.
	Draw the Semi-Circle and talk about the seasons with the pendulum. What happens when we push the pendulum and keep it towards work? Eventually, we crash. We don’t rest; we recover. We don’t vacation; we recuperate. It isn’t an accident that our best ideas always come on vacation! We finally have enough space for our mind to breathe new ideas.
	And here’s the thing; it is only in rest that we receive revelation—every child of God’s birthright—the ability to hear God’s voice, to be able to answer the question, “What is God saying to me?”
	We want to develop these rest and work rhythms yearly, weekly and daily.

What is rest? We are asking the question, “What is it that recreates me? What gives me energy? What things reconnect me with myself, to God, to the people I love?” Rest is about learning to play! Rest allows us to see the gifts God has given us (the best gifts being our relationships) and then the ability to enjoy them. And we should note that rest will look different for everyone. We are all re-created in different ways.
From this nourishing energy our work can flow, rather than pushing and pushing and pushing. By operating from rest, we work from the Lord’s energy and not our own.
We do know that God takes this pretty seriously. In the Ten Commandments, not taking a day off puts you in the same lots as adulterers, murderers, porn addicts, etc. Because not resting is a type of suicide, it’s a stripping of humanity, and it’s destroying the image we were made in.
 Have a moment of silence for people to hone in on one point that struck them.
Have each person share the point that hit him or her the hardest. As the members share, help them develop a prayer they can pray over and over and over each day to bring them to a big kairos moment that you’ll discuss during the next Huddle.
Explain that in the next Huddle, you will begin to help them construct a sustainable daily and weekly rhythm for each one.
Closing Prayer: Ephesians 3:14–21.
Example of a second Semi-Circle Huddle
Pre-Huddle: informal social time with food and drinks.
Review the Semi-Circle.
Talk about the fundamental need to develop a rhythm of life based on resting first. Share how your life has changed by making this rhythm the dominant reality of your life. Give some real details and a picture of the life you are now living by doing this. If we want to be disciples, this is a nonnegotiable; Jesus really makes that crystal clear. Now that doesn’t mean we have to nail it and swallow the whole elephant at once, but we do need to start the journey.
Have each person share again what stuck out to them the week before and the prayer they were praying in the past two weeks. Listen to what surfaced. Walk through the Circle with them and land on a very solid plan on how to start living in this rhythm of life.
 
	Daily rest means we need to at least spend some amount of time reading Scripture and in intentional prayer, gathering the energy and life of that abiding time in the Father as we get our “marching orders for the day,” using his breath, not ours.
	Weekly rest means we have a whole day where we do not do work (of any kind). That whole day is a day of play, a day to be enjoyed. Don’t check your e-mail. Turn off your cell phone. If you had to design a perfect day, what would it look like? Then make it happen each week. This is a day of play.
	Yearly rest means scheduling vacation on our calendar before we schedule anything else. It means vacationing in a way that allows us to get off the workhorse and rest, relax, settle, reflect, wind down and enjoy the people we love.

Talk about how you will be contacting them frequently (maybe even every day) to check in and give encouragement and accountability to follow through with this. Do not worry about the prayer “working” or even feeling rested right now. Let’s start with the rhythm, and we’ll tweak it once it’s set.
Give a strong, encouraging word about how you believe in them and all of the life this is about to open for them.
Closing Prayer: Ephesians 3:14–21.
Example of another Semi-Circle Huddle
We’d use this after a few Huddles during which members are grappling with their new rhythms, once they begin to set in. More than likely, your members will be running into some brick walls with their rhythms, so don’t overload them too much. Use this as they begin to make the turn into finding workable, sustainable rhythms. If your Huddle is doing well, you probably won’t need a Huddle like this right now.
Pre-Huddle: informal social time with food and drinks.
Accountability: How have your daily and weekly rhythms been going? (Everyone shares honestly.)
Explain: Tonight, I want to teach you an incredibly practical way to read Scripture. In fact, if I were to teach someone how to read Scripture that had never picked up the Bible, I’d really do two things: a) teach them about Kingdom and Covenant and b) teach them the Circle.
“Why don’t we take a minute and think about a passage of Scripture that was a kairos moment for you.”
 
	Observe: Of the Scripture you read this morning, which verse(s) stuck out? What grabbed you? What rose to the surface of your spirit? This is the kairos moment. Read your verse.
	Reflect: Why? Why this verse? Why does it speak to you more than the others? (Honesty is very important here.)
	Discuss: What does this verse say about my life? My relationship with God? With my husband or wife? The way I live? What truth is it speaking into my life? What should I start? What should I stop? What does God need to affirm about me? Is this verse speaking to Covenant? To Kingdom? How would a Father use this verse to speak to me? Specifically, what is God saying to me?
	Plan: Just today, not tomorrow or the day after that, just today, how should I live because God has spoken this to me? What’s my plan for the day going to be in the next fifteen waking hours?
	Account: Well, this conversation is happening with two people: you and God. You are asking God (prayer!) to hold you accountable to follow through on your plan for the day. You are asking that when you start to step outside the plan, His Spirit would check your spirit.
	Act: Go into the day and do as you’ve told God you would do.

Have one to two other people give you a Scripture and walk around the Circle with them.
“Because you have started to build some sustainable rhythms in your life, here is what I want you to do to enhance them:
The Plan: Every single day (including weekends), as you are doing your daily rhythms in the morning, reading Scripture and praying, I want you to write down the following things and bring them to our next Huddle:
 
	Write down the specific kairos verse(s) that stood out.
	Write down specifically what God is saying to you (in one succinct, short sentence).
	Write down your plan for the day.”

Have everyone verbally agree. Give examples of what this has done for you (because you need to be doing this before you give it to anyone else).
Closing Prayer: Ephesians 3:14-21.
C. THE TRIANGLE (SEE CHAPTER 7 ON THE TRIANGLE)


Example of a first Triangle Huddle
Pre-Huddle: informal talking with food and drinks.
Review: Have someone fill in the Circle on a whiteboard with the help of the group, and then the Semicircle. Remind them that they will want to know this well enough that they can easily explain it to someone else and walk them through it.
Give each person thirty seconds to talk through how their plans went from the previous Huddle.
Teach the Triangle:

So if we are to become like Jesus, it’s important to understand the intricacies of his life. And as we study and learn from him, we clearly see three dimensions emerge that his life revolved around. You could say that he had three great loves and he was constantly attending to these loves, allowing him unbelievably deep relationships:
 
	UP (toward God, his daddy, his Father)
	IN (toward his disciples, the body, the church)
	OUT (toward the world); we see Jesus’ heart breaking in two places for the world: for people who didn’t know God, who weren’t in relationship with him, and for people who were experiencing injustice and being stripped of human dignity, stepping against systems of injustice.

Tent analogy: You need all three rods to have a tent stand up well as they pull against each other. Pull one rod out, and the tent starts to fall in; pull two out, and it collapses. We are called to have the same three great loves as Jesus. That means we have to attend to all three dimensions: UP/IN/OUT.
Churches reflect this as well. Most are good only at one, very few are good at two, and you almost never see a church good at all three. Why is this? It’s pretty simple. Churches clearly mirror their leaders. One leader put it this way: I won’t elevate a leader until I’m ready to see ten more of them running around.
Maxim: We replicate who we are.
Churches, over time, resemble their leader, just as worship teams, over time, resemble the worship leader, just as small groups, over time, resemble their small group leader. We have to embrace this idea of the three great loves, the UP/IN/OUT, if we want the people we lead to be healthy, vibrant disciples, as well as ourselves!
So let’s move into a time of reflecting on this.
Pray Psalm 139:23-24.
Let’s spend a few moments in silence. Why don’t we each identify which of the three dimensions of UP/IN/OUT we feel we are strongest in and weakest in.
Have everyone share for each of these.
Bearing in mind your weakest, turn to your Huddle Guide. After the Triangle there is a list of questions for each dimension. Go to the Character Questions of the one you are weakest in (UP, IN or OUT) and take a few minutes to read through the questions. (These questions are also located in the Appendix of this book.)
Pray Psalm 139:23–24 again.
What I want you to do is identify which question you’d least like to answer.
Have each person share his or her question. Then, one by one, have everyone explain why he or she least wanted to answer that particular question and then the kairos moment of this question. Walk through the Circle with them, producing a plan and answering the two fundamental questions.
Closing Prayer: Ephesians 3:14–21.
Examples of future Triangle Huddles
Have all members pick the dimension in their life in which they are strongest. Have everyone look at the Skills Questions (see page 247 in the Appendix for these questions) that people regularly go over for that specific dimension. Which question, if they were leading a group, would they feel most comfortable answering? Why? Mine out the kairos. Use this as an opportunity to start thinking and talking about the future. Create a plan where they use the kairos as a means to start dreaming what leadership for them could look like.
Have all members bring a calendar of their next two weeks and look how they have scheduled their weeks. Do they show a balance of UP/IN/OUT? What do they need to subtract? What do they need to add? How could they continually keep their lives balanced this way?
 Have each person decide which dimension of UP/IN/OUT he or she is strongest in. Look at the Character Questions for that dimension and have each person find the question that gives him or her the most joy because he/she is doing it well. Have each person talk about that. Mine out a kairos moment from this and use it to affirm them and produce a plan that continues this affirmation.
Spend some time before the Huddle praying and discerning one Character Question God wants you to bring to the group to discuss. (See page 247 in the Appendix for these questions.) What does this say about the group? About the individuals? About what needs to be affirmed or challenged? Mine out a communal kairos moment, discern what God is saying to the group and have a plan that everyone in the group is held accountable to.



APPENDIX 1
Triangle Questions For UP/IN/OUT



 
UP QUESTIONS
Character Questions for UP:
Do I make enough space for prayer?
What situation or what person is weighing on my heart?
Am I noticing God’s strength and power more and more in my life?
Do I still feel pleasure?
Am I living in a state of peace?
Am I afraid or nervous?
Am I obedient to God’s prompting?
Skills Questions for UP:
Do I sense peoples’ lives in my group pointing more towards God?
Do I find it easy to receive guidance for the next step in the life of my group?
Do I find it easy to talk to a whole group in front of everyone?
Can I teach effectively using God’s word?
Does my group share the vision God has given me?
IN QUESTIONS
Character Questions for IN:
Do I love the people in my community? Am I resting enough? How are my relationships with my friends? Am I experiencing intimacy in relationships? Do I keep my promises?
How easy is it for me to trust people?
Am I discipling others?
Is my family happy?
Am I sleeping/eating well?
Am I making myself vulnerable to others?
Skills Questions for IN:
Do members of my group feel cared for?
Am I effective at resolving conflict?
Do I take on the discipline of confrontation?
Is my group living as a community?
Have I defined my own boundaries well?
Am I flexible?
How are my weaknesses as a leader compensated for by others?
How do I cope with overly dependent people?
How do I cope with controlling group members?
Are there difficulties in my relationships with co-leaders / assistant leaders?
OUT QUESTIONS
Character Questions for OUT:
Do I have a heart for people not living in the story of Jesus?
How often do I share my faith?
Do I leave time for relationships with non-Christians?
Do I have a vision?
Am I dying to success?
Am I proud of the gospel or ashamed?
Am I a servant?
Do I intentionally spend time with the poor?
Do I find it easy to recognize people of peace?
Can I take risks?
Am I generous with my finances to those who don’t have enough?
Skills Questions for OUT:
Is my group growing?
Am I too controlling as a leader?
How welcoming is my group to new people?
Can all group members identify at least one “person of peace”?
Am I using leaders in my group effectively?
Do I find it easy to multiply groups?
Are those I am discipling turning into effective leaders?
Is my group effective in regularly doing “OUT” activities?
Does my group have a specific “people group” in mind?



APPENDIX 2
Fivefold Ministries Questionnaire



 
FIVEFOLD MINISTRIES QUESTIONNAIRE
Read through the statements and decide as honestly as you can whether they apply to you often, sometimes, or rarely, and check the appropriate box. Do not linger on each item, as your first thought is likely to represent the most accurate response.







 
FIVEFOLD MINISTRIES SCORE SHEET
 
	On the following page, place a check for each item number for which you answered “often” or “sometimes.” (The “rarely” answers are not counted but you may wish to use the column marked “rarely” so as to keep tabs on which answers you have transferred from the question sheet.)
	Note that some questions occur more than once in the columns below.
	Finally, add up the number of “often” checks, double the answer, and add to the number of checks for “sometimes.”
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To read additional books by Mike Breen and the 3DM team, here are two more books we highly recommend. You can find them at www.weare3DM.com
Covenant and Kingdom
For many, Scripture falls into much the same category as Shakespeare: valued and enjoyed, but seldom understood. It is not, however, out of reach. The ability to identify the main themes of any passage is a skill you can learn, even as you seek to apply its truth to your own life. This book will teach you to see Covenant and Kingdom (the two mathemes of scripture) in every passage and verse of the Bible, teaching you to undestand the sacred book in your hands.

Launching Missional Communities: A Field Guide
This is a book about where Missional Communities came from, how they developed and how your community can begin launching Missional Communities, using them to see people who don’t know Jesus begin the journey of discipleship. It is a practical, insiders look, giving you the tools to make MCs come alive in your church. If you want to know how to launch, sustain, disciple people and multiply Missional Communities, this book is for you.

Now available on Kindle and iPad.
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