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	Leader’s Guide

How to use “Practical Ministry Skills” by Building Church Leaders in your regularly scheduled meetings.


Welcome to Building Church Leaders: Your Complete Guide to Leadership Training. You’ve purchased an innovative resource that will help you develop leaders who can think strategically and biblically about the church. The material comes from respected thinkers and church leaders selected by the editors of Leadership Resources and Christianity Today International.

“Practical Ministry Skills” is completely flexible and designed for easy use. Each theme focuses on a practical area of church ministry and comprises brief handouts on specific aspects of that ministry. The handouts give a succinct and practical overview of the issues most relevant to your goals. You may use them at the beginning of a meeting to help launch a discussion, or you may hand them out as brief primers for someone new to a particular ministry.


This specific theme is designed to equip your leaders to train and nurture others through mentoring relationships. You may use it either for a group training session or to give individually to people involved in leadership development and discipleship training. Simply print the handouts you need and use them as necessary.


For example, to reflect on how two pastors see the mentoring groups they’ve started, read “A Course in Leadership Training” (pp. 3–4) and “Mentoring That Produces Mentors” (pp.5–6). To consider specific applications of mentoring to leadership training, see “Creating a Lasting Influence” (pp. 12–13). For advice on finding the right person to be in a mentoring relationship with, read “Making a Good Match” (pp. 17–18). 


We hope you benefit from this theme as you invest in relationships that will train leaders and draw them closer to the church’s true leader, Jesus Christ. 

Need more material, or something on a specific topic? See our website at www.BuildingChurchLeaders.com.

To contact the editors:



E-mail
BCL@christianitytoday.com


Mail
Building Church Leaders, Christianity Today International




465 Gundersen Drive, Carol Stream, IL 60188
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	A Course in Leadership Training 

Why and how this pastor started taking mentoring seriously.

Galatians 4:19 


Gordon MacDonald remembers the moment he caught a vision for mentoring leaders: “I visited the United States Military Academy as a speaker in cadet chapel. Their mission is ‘to educate, train, and inspire’ leaders for the U.S. Army. It got me wondering: what is the equivalent in the church where I pastor? The truth was that we weren’t doing that.” 

Along with his wife, Gail, Gordon began a group called LDI, Leadership/Discipleship Initiative. Group members were handpicked for having demonstrated the character of Christian leaders, and they were invited to covenant for a one-year relationship with the MacDonalds and 11 other leaders. Here’s the plan they followed.

Whenever I talk about this, people want to know more, because they realize the importance of mentoring for a church’s long-term future. How do you train tomorrow’s Christian leaders? 

These were our goals for each group: 

· To identify people with potential to influence others if they were well coached.

· To accelerate their spiritual growth, so that they would become strong, self-nourishing followers of Jesus.

· To give them a robust experience of Christian community.

· To demonstrate what it means to feel called and gifted and to discover that there is no greater joy than to be caught up in God’s purposes. 

In terms of people, we were looking for: 

1. People who were teachable, asked good questions, took seriously the Christ-following life, and went a bit out of their way to grow spiritually. 

2. Essential social skills. People who showed respect and regard for others, not so argumentative or abrasive or touchy that they didn’t fit well with others.

3. People who would not simply sit for an entire evening saying nothing. We wanted “players” unafraid to mix it up, experiment with ideas, and venture opinions.

By May or June, we usually had a list of 20 people that we had observed, prayed over, and quietly tested a bit. Then we would invite them all to our home for dinner. Before the evening ended, we came to the “ask.” After a few days of consideration, 12-14 usually said yes. Age, gender, and marital status took a backseat to the importance of keeping the covenant to attend every week for 40 weeks and to be fully present at each meeting.

A Year in the Life

Each year’s group begins in mid to late September. In the first weeks we teach the group how to read analytically. Many Christ-followers are fearful of reading material that provokes the mind and heart. And we found that too many jump to conclusions and opinions before they really have pushed themselves to learn what the author is trying to say. Only after you’ve taken the time to understand what the author is truly saying, we teach LDIers, can you afford to offer your evaluation of what has been said. 

From there Gail has taught each group the Myers-Briggs Temperament Indicator, which helps people understand how different we are from each other. We study spiritual disciplines; we try to master the Bible’s teaching on spiritual giftedness. Throughout these studies, we try to teach the practical skills of influence and leadership. Not a little of that is done by modeling—the way meetings are led, for example.

Much of this has not been done through a lecture method—so easily the instinct of preachers like myself. Learning and growing, we became convinced, came through group discovery and dialogue. 

Many of our readings come from Scripture. Each group studies about 20 biblical leaders and uses the text to discover what various leaders look like. Later in the year they move on to great leaders of the Christian faith. 

At the midpoint of each year, every LDI person learns to write his or her story. This is a gigantic challenge. Gail and I set the pattern. And as we do, we leave very little out so as to demonstrate what vulnerability and transparency look like—where God shakes things up and orders our paths. 

The result of storytelling? A growing bond that beats anything I’ve ever seen in larger church life. After every story, there are questions and conversation. Finally, the storyteller is invited to the center of the room where, surrounded by the others who lay hands upon that person, there follows about 30 minutes of the most moving praying I’ve ever heard. Many learn how to pray with power during those prayer times.

What Would We Not Change?

First, LDI works best when it is team taught. The teaching partner doesn’t have to be a spouse, but team leadership is key. 

Second, it’s vital to make clear that LDI is a priority. We would rather a person say no to our invitation than to say, “I can be there 75 percent of the time.” A group always (always!) suffers when one of its members is inconsistent. 

Third, we’ve tried LDI in the church building, and we’ve tried it in the home. A home—preferably the leader’s home—is, without a doubt, the best environment for this. 

Finally, we have known from the beginning that each LDI group has to reach a terminus point. Believe me, no one—in any year!—wants that moment to come, but it must, and we accept that. 

My greatest regret LDI-wise? That we didn’t have the wisdom to start earlier. I should have insisted that something like LDI be in my job description: that 20 percent of my pastoral time each year be invested in 15-20 people. Give me a dozen or so people each year (well, give them to Gail and me), and we’ll pour whatever we’ve got into them.

—Gordon MacDonald is editor at large of Leadership and lives in New Hampshire.

Excerpted from our sister publication, Leadership journal, © 2008 Christianity Today International. For more articles like this, visit www.leadershipjournal.net
Discuss

1. Does our church take leadership development as seriously as the military? Should we?

2. Does our church have a culture that would support a program like this?

3. What would be the long- and short-term effect of an LDI in our congregation?

	[image: image4.jpg]



	Mentoring that Produces Mentors

How one leader structures his three-year mentoring and discipleship program.

Proverbs 27:17 


Dave Roadcup invited six seniors at Ozark Bible College to join him in a yearlong discipleship endeavor. That was in 1978. I was one of the six. His classroom was everyday life. Dave, his wife, and their children made sure the door to their home was always open. Best of all, Dave took us with him—just him. He would say to one of us, “Let’s grab a Coke and catch up!” 

It’s been more than 20 years since Dave took us on that first group, and he has never stopped discipling. Recently I asked him how many men he had discipled over the years. He estimated 160.

Yet one of Dave’s greatest joys is hearing the news that another discipleship group has been birthed by someone he discipled. About 15 years ago, when I became senior minister of a church in Kansas, I invited six men join me in a three-year discipleship relationship. This time, I got to make the call to Dave.

Each week, I meet with my group for Bible study, prayer, and sharing. Those weekly meetings are important to growing our friendships, but I also keep in mind some long-term goals. I ask myself, “Does this move us closer to developing mature disciples, qualified to teach others?”

A three-phase, three-year process I developed through leading several discipleship groups helps me maintain focus upon the goal. Here’s my outline:

Year one. In that first year, we focus on building deep relationship by sharing our stories—our successes and failures. We then focus on the basics of the Christian walk: prayer, spiritual gifts, and studying the “one another” texts. We discuss challenging articles from Christian periodicals, and sometimes read a book together. I’ve found Bill Hybels’ Too Busy Not to Pray and Gordon MacDonald’s Ordering Your Private World good for the first-year discipleship group.

Year two. The second year is the year of depth. By this time, we’ve grown to trust each other, allowing the possibility of accountability, in-depth study, and intimate prayer. This is the heart of discipleship, when a kind of deep growth occurs that may not be possible in the average small group.

This process begins to bloom early in that second year when we introduce prayer partners to the group. Even in the presence of friends who have grown to trust and love each other, some personal matters are hard to reveal in a group setting. So we pair off for part of each meeting and focus on more intense accountability.

The meetings with prayer partners are guided by personal spiritual goals. We commit these goals to writing at the beginning of the year and revisit them at least twice monthly, encouraging complete honesty. Kyle and Dwayne, for example, might agree to call each other early each morning, making sure the other is starting the day in prayer. Or Chris might call Randy on Wednesday to ask if Randy confronted the person he needed to at work.

The in-depth studies we take on in that second year and the prayer partner teams combine to make the second year a time of exciting spiritual growth.

Year three: The third year is the year of outreach. We focus on how to multiply the discipleship group experience so others can get in on it. I don’t lead many meetings during the third year, but step back to allow these other men opportunities for leadership.

I also expose the men to every type of small group leadership, from planning, to discussion, to handling conflict.

For example, in my current group we just finished a nine-week emphasis on prayer, during which each member led the group for a night. Then, we applied what we learned by conducting a prayer walk through a local shopping mall. The additional step of planning applicable activities helps us think outside our comfortable little group and prepare us for multiplying new discipleship groups.

Watching the Effect Multiply

When we get to the fourth year, it’s time for the men to begin their own branches of the discipleship tree, to begin leading new groups themselves. The six men I previously led paired into three teams, I took on a new group, and our discipleship tree grew from one branch to four.

We wrote down the names of 36 men in our church that we considered spiritually hungry candidates for the new groups. Of them, 35 agreed to explore joining a group and 34 committed for at least a year.

Our whole congregation felt the spiritual impact of having more than 30 men in discipleship relationships. Men I’d never heard from before were calling me at the office and asking Bible questions. People who had problems with commitment in the past were signing on to do needed ministry.

Perhaps my favorite response was the conversations I had with the wives of the men who were in discipleship groups. The growth was evident not only in the men’s increased involvement at church, but also in their Christlike attitudes at home.

I’m now in my 24th year of discipling. I’m still amazed at the impact of carving out three to five hours of my week to invest in the long-term growth of a few hungry individuals.

—Rick Lowry is pastor of community life at Crossroads Christian Church in Evansville, IN.

Excerpted from our sister publication Leadership journal, © 2003 Christianity Today International. For more articles like this, visit www.LeadershipJournal.net
Discuss

4. What advantages do you see in the group mentoring approach described above?

5. How would our church be different if our leaders adopted this approach to mentoring and discipleship?

6. Would you be interested in a three-year mentoring relationship? Why or why not?
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	Building Confidence Through Mentoring

Help a new leader step out on his own by using these practices.

2 Timothy 2:1–2


Some Christians never gain confidence in their own thoughts. They always need a strong teacher to clarify and give them truth. No one has helped them become confident enough to stand on their own.

They need to discover the kind of teacher who lives out the Hebrew word for teacher, morah. It comes from the same root as torah, "the way." A morah is one who teaches by pointing out the way. That's the type of teacher a mentor is: one who walks with the student part of the way, then stops and points out the rest of the journey. "You can figure it out from here," he says. "You go the rest of the way yourself."

This means being an encourager, offering affirmation and praise. As a mentor, I don't want to tell people what God's will is for them; I want them to discover it for themselves. And that happens best, I've noticed, when I affirm what's going right with a person.

Express encouragement regularly. A young lawyer in a class I taught wrote a paper on 1 Corinthians 15. He didn't just parrot back my lectures, however. He went beyond what I had taught, doing his own study and making his own breakthroughs. He grappled with issues we hadn't discussed in class; he dared to draw his own conclusions. It occurred to me as I read his work that I was learning from this student. So on his paper, along with his grade, I wrote a note saying his ideas had inspired me.

Sometime later he told me that little note had bolstered his confidence to work through his own thoughts and draw his own conclusions. I had confirmed that his thinking was sound, that his ideas were exciting and helpful to me. He began to have the confidence that he could teach. That’s the power of encouragement.

Build trust. People are vulnerable about things most precious to them. So poets don't want to share their poems with someone bored by poetry; musicians don't enjoy playing their compositions for someone who doesn't care for their style of music.

So I can encourage another in the things that matter only if the person will share what's important to him with me. That means I have to attend to the slow business of building trust. And that involves listening with interest to what the person shares with me and affirming the good in what they say and do.

Gradually the person I'm mentoring will share deeper thoughts and talk about their more exciting dreams. And that's when my encouragement will really count.

Don't qualify the affirmation. I meet many people who are discouraged because what personal encouragement they have received has been qualified: "Yes, that's true enough. But you forgot about this." 

Instead of encouraging with one comment and undermining with the next, I look for ways to give simple, direct affirmations without the "buts," without having to add anything. "You know," I'll say, "you're doing some very good thinking about this." Period. I simply affirm the people for what they're doing right. Since the people I mentor are serious about their walk with Christ, I know in most cases they'll eventually figure out where they fall short. In the meantime, I'm giving them confidence that when they do see a shortfall, they'll be able to do something about it.

Confront only when you've earned the right. I've been working with a young man for whom I have a great deal of respect. He has tremendous potential. But there is one area of his life in which he has been unrealistic: he has not been responsible in the financial support of his marriage. He's had trouble finding and keeping a job because he has set his sights way too high. 

I had been encouraging him for months, trying to discern the direction God is calling. But at that point, if I said nothing about this problem, I would have become co-dependent to him, enabling his destructive patterns. So I had to help him see he needed to get a job: wait on tables in a restaurant or sweep floors—anything. He needed to do something now for the sake of his wife and family, but also for himself.

I couldn't have done that at the beginning of our relationship. And I can't do that in every mentoring relationship I have—sufficient trust has not been established. But since I've been this man's friend for some time now, and since I've done nothing but encourage him up to this point, I've earned the right to tell him what I think he ought to do.

A mentor, then, offers encouragement, and sometimes direction, so that the person mentored can move ahead on his own with confidence. The goal of a mentor in medicine, for example, is to help another acquire the courage and independence of thought to do surgery without needing the mentor looking over his or her shoulder. The goal in Christian mentoring is to help people discern and follow the will of God on their own.

—Earl Palmer is senior pastor of University Presbyterian Church in Seattle, WA.

Excerpted from Mastering Teaching, © 1991 Christianity Today International. For more articles like this, visit www.CTLibrary.com
Discuss

7. How has encouragement played a roll in your development as a leader?

8. What will be difficult about working these values into you mentoring?

9. What is it like being corrected by someone who has not earned your trust? How does that compare to being corrected by someone you do trust?
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	Developing the Relationship

Four principles that will help guide your mentoring relationships.

Deuteronomy 3:27–28


Each mentoring situation is unique, but there are several things that have helped me consistently develop meaningful relationships with those I mentor.

Create encounters. I can’t be a mentor unless I have contact with people. I deliberately become a part of small groups so that I might meet people whom I can mentor. I watch for people who make the effort to reach out to me. Often, those encounters lead to mentoring relationships. 

Fade into the relationship. Naturally, I can’t just announce to a likely candidate, “I’m your mentor. I’m going to shape your life.” Instead, I’ve learned I have to send signals that let a person know his life will be safe with my molding it, because in the end, it’s the person who has to trust me to be a mentor. 

Mentoring, like most relationships, is something that deepens gradually.

Offer regular check-ins. Mentoring is rarely an intense relationship. I don’t have a list of people I contact each week, week in and week out. It’s more of a natural interaction with people when I happen to see them. Still, I have to make the effort to stay in touch, so I want to give people opportunities to check in, to tell me how they’re doing and what they’re thinking about.

Fade out of the relationship. Mentoring is not a therapeutic relationship. I think of it more as an ongoing, highly flexible relationship, checking in with another human being, possibly for the rest of life.

There are different levels of involvement, however. And over time the intense mentoring will give way to less regular, more infrequent meetings. If I have a good mentoring relationship, even if I haven’t seen the person for months, we check in with each other in a matter of minutes: I find out quickly what the person’s thinking, where he’s growing, where he’s hurting.

Consequently, I have never become overloaded with mentoring relationships, because, while some are relatively intense for a time, they don’t remain that way. There are waves of involvement, where some get a great deal of personal attention and others do not.

—Earl Palmer is senior pastor of University Presbyterian Church in Seattle, WA. 

Excerpted from Mastering Teaching, © 1991 Christianity Today International. For more articles like this, visit www.CTLibrary.com
Discuss

10. Are you comfortable with mentoring a relationship in which the structure is set (as in, with the principles above) but the specifics are not? Why or why not?

11. What groups or activities are you currently in that you could reframe as “encounters”?

12. Which of the four principles above do you think you need to develop? 
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	The Heart of a Mentor

This leader didn’t have the personality of a mentor, but he made up for it in passion and commitment.

Philippians 2:22


How did an awkward loner raise up a generation of passionate ministers who changed a nation?

“Proud, imperious, fiery-tempered; a solitary individual, eager for friendship, whom others avoided because of his conceits, eccentricities, and barbed words.” This is how Charles Simeon’s biographer describes the great minister and mentor. Yet during his lifetime (1759–1836), he did more than any other to awaken churches in England. Over some 54 years, 1,100 young ministers sat with him on Sunday evenings, absorbing his passion for Christ, taking it to cold pulpits, and igniting parishes across the country.

When we turn to the “secrets” of Simeon’s effectiveness as a mentor, we collide with a vexing fact: his personality. How could such a man mentor others well? Let me suggest five characteristics that made him—and could make you—a great mentor. 

1. His love for his students was genuine and sacrificial. Simeon called his meetings with the students he mentored “a foretaste of heaven.” One student, Thomas Thomason, wrote to a friend, “Mr. Simeon watches over us as a shepherd over his sheep. He takes delight in instructing us, and has us continually at his rooms. His Christian love and zeal prompt him to notice us.”

2. He exemplified a high—and realistic—view of the calling. Simeon believed that of all vocations, the ministry is most difficult, “because it requires such self-denying habits and spiritual affections. The responsibility that attaches to it is such that no man would dare to take it upon himself, if he had not a promise of peculiar assistance in the discharge of it.”

He counseled divinity students that they must have an internal call, which would come not as a revelation, but “partly from a sense of obligation to him for his redeeming love, partly from a compassion for the ignorant and perishing multitudes around us, and partly from a desire to be an honored instrument in the Redeemer’s hands.” He knew that only such a call could carry students being mentored.

3. He offered practical help at great personal cost. Simeon did not limit his care to the weekly discussions. “As soon as he was convinced that a young [person] had true potential and was fully committed to Christ,” said Hopkins, “there was nothing he would not do for him. He longed to provide in his own person what he himself had so grievously missed when he was in their position—a wise, experienced, and kindly person to turn to for advice and encouragement. So he made himself as accessible as he possibly could.”

One of the most important helps Simeon gave protégés came after they left Cambridge. In that day, clerical positions were bought and sold, often given to unqualified and irreligious sons descended from medieval landlords. Many “Sims” got their divinity degrees but found themselves unable to secure a pulpit.

Simeon, wealthy from both family money and the sales of his sermon outlines, addressed their dilemma directly: he bought them coveted “clerical positions in the burgeoning urban areas. Soon many of his fervent pupils found themselves preaching in influential city parishes long accustomed to slumber under the ministry of untalented leaders.”

4. He encouraged balance in ministry. Out of concern for their intellectual, spiritual, and physical health, Simeon imposed on his “Sims” a regimen of hard work, careful study, obedience to the university rules, and above all, exercise. Yet he counseled moderation even in these disciplines. He urged them, “Don’t let Satan make you overwork—and thus put you out of action for a long period.”

To an aged bishop he wrote this congratulation: “It requires more deeply-rooted zeal for God to keep within our strength for his sake, than to exceed it. Look at all the young ministers: they run themselves out of breath in a year or two and in many instances never recover it. Is this wise?”

5. He grew in his willingness to be corrected. Perhaps the most important aspect of Simeon’s character as mentor—certainly one most noted by his gownsmen—was his willingness to acknowledge his own faults and accept correction. This humility did not come naturally, but he developed it as he matured.

Thomas Lloyd, though five years younger than Simeon, proved himself a good friend by pointing out honestly some of the pastor’s failings. In response to one such observation, Simeon wrote a letter thanking him “most sincerely for your kind observations respecting misguided zeal” and expressing the hope that he might improve.

His biographer offers a thoughtful conclusion, “As he grew older, although eccentricity and punctiliousness remained, humility and love triumphed over pride and harshness, so that during the latter part of his life there can have been few men who had more friends.”

Or disciples.

—Chris Armstrong is associate professor of history at Bethel Seminary in St. Paul, MN.

Excerpted from our sister publication Leadership journal, © 2003 Christianity Today International. For more articles like this, visit www.Leadershipjournal.net
Discuss

13. Have you ever been mentored (or seen someone else mentored) by an unlikely mentor?

14. How can we begin to cultivate the kind of character Simeon exemplified?

15. Rank these five traits in the order that you feel you would need to do the most work.
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	Creating a Lasting Influence

How these senior leaders are creating a legacy by identifying and training new leaders.

Deuteronomy 1:38


All church leaders, especially pastors, face the issue of raising up leaders within the congregation to enable long-term ministry vitality. Leadership editors Marshall Shelley and Eric Reed met with two pastors, Stuart Briscoe and Bob Russell, who successfully mentored their replacements. 

Who tends to get overlooked in the search for leaders?

Briscoe: Young people. Leaders don’t have to be gray-haired. Many twenty-somethings are very capable. And the way our ministry teams are set up, our junior high ministry has kids involved in leadership from the beginning. Even at that age, leaders emerge. Keep an eye on them.

Russell: Perhaps the most important thing we could say to churches without leaders is, “Go out and win some.” If you can find people gifted to lead and win them to Christ, in time they will become leaders in the church.

What clues suggest a person is capable of greater leadership?

Russell: We have a volunteer leader development program that puts people to work in various ministries, like an internship. We watch for their work ethic, their love for the Lord, whether they’re doctrinally straight, and whether they have a passion for a particular ministry. And “chemistry” is important.

Briscoe: The first thing I look for is spiritual maturity. Then, in order of priority, I look for: a genuine love for people, a servant spirit, and team play. If those things are clearly discernable, they are already influencing others. Then it’s a matter of giving those who have proved themselves in small things opportunities to prove faithful in larger things.

How do you spot maturity “in the wild”?

Russell: I’ll tell you how I don’t try to spot it—by résumés or interviews. I’ve given up on that. I’m too easily snowed. People with tremendous charisma can use that for God’s glory, but many times they’ve never developed beyond that.

Rather than looking for a particular leadership trait, we have to ask, “What’s happening under this person’s influence?” We’ll be less likely to look at outward appearances and less likely to overlook the person of character.

Each of you mentored someone who has succeeded you (or will) as pastor. What did you first see in them?

Briscoe: Very early on, my successor, Mel Lawrenz, showed remarkable maturity and intelligence. In his twenties he was a godly young man with a steady, level personality. I saw in him things I lacked myself. I admired his analytical abilities. I respected him.

How did you describe your relationship?

Briscoe: Mel did everything with me. Any meeting I was in, he was in. Any discussion I was having (except for personal counseling), he was in. We spent hours together talking over ministry, pastoring, caring for people. And we always shared what we were reading. 

It was easy in the ordinary course of events to understand his heart, to hear his issues, to get into his mind, and all the time, he was doing the same with me. We learned about each other. Such “mentoring” has been both mutual and unintentional.

Russell: Dave and I communicate constantly. We meet each week to talk about the upcoming sermon and to evaluate the previous week’s. At first, Dave was really reluctant to critique me. He’d only tell me what he thought was good. Finally, I said, “I appreciate your encouragement, but if you don’t give me any suggestions, you’re not helping.”

How has your mentoring changed over the years?

Russell: My image of mentoring was setting up a breakfast every week where you sit down and pour your life into this person. I tried that once. It didn’t work.

Eventually I started inviting people to things I was already doing. I’d say, “I’m going to a speaking engagement. Would you like to ride along?” There might be two or three people riding with me, but that satisfied a need for them.

When I see a young person really desires to be mentored, I’ll say, “Why don’t you come to our Thursday sermon-review meeting? Don’t say anything unless you’re called upon. When the meeting is over, you have to leave because we have other things to discuss.”

When the young disciple gains a level of trust, I say, “I’m going to let you come to a staff meeting. You’re going to be exposed to information that needs to remain confidential. Break that trust, and you won’t be coming to any more meetings.”

The postmodern generation desires genuineness, nothing phony. When they get to see things as they really are, they feel a part of the team; when they’re exposed to the inner workings of the church, it satisfies that need.

I’ve learned a lot more in informal settings than I did when somebody said, “We’ll meet for an hour so I can teach you a few things.” The exposure to a leader in action is more meaningful than structured teaching.

Do you give your successors freedom to fail?

Russell: To learn leadership, you need a lot of leeway. Otherwise, they’re just going to do it like you want it done. The only time I’ll step in is if I see a mistake will really wound him or damage the congregation. Then I’ll say, “I’m not going to let him make that mistake.”

Briscoe: We need to give our young leaders a safety net by selecting which opportunities they undertake. We also need to do damage control when they fail. I’m not going to allow a new leader to self-destruct in public. 

Excerpted from our sister publication Leadership journal, © 2003 Christianity Today International. For more articles like this, visit www.Leadershipjournal.net
Discuss

16. How has mentoring leaders occurred in this church in the past?

17. Are there young leaders in our church, perhaps people who are still students, whom we should mentor?

18. How would our congregation receive young leaders who were being mentored by senior leaders or members of the pastoral staff?

	[image: image9.jpg]



	How To Be an Effective Mentor

What a mentor actually does

1 Timothy 6:11–16


A mentor is “a brain to pick, an ear to listen, and a push in the right direction,” according to The Uncommon Individual Foundation, an organization devoted to mentoring research and training. But what does a mentor actually do? Let’s explore the responsibilities:

Set the tone. Once contact is made between mentor and pupil, it is up to the mentor to create an environment in which trust blossoms. One way to deepen that trust is simply to tell your story. 

In general, mentoring should take place in an informal setting. Some pupils become like another member of the mentor’s family. Other times a mentor will simply invite a pupil along on ministry occasions. “One of my mentors took me on pastoral visits,” says Randy MacFarland. “I learned important things just by going along.

Clarify expectations. A safe place for this kind of learning requires three things: openness, hospitality, and boundaries. Mentors do not want pupils to expect too much or too little. Both problems can be avoided if expectations are discussed openly. Everything from “Is there homework?” to “Who pays for coffee?” should be agreed upon ahead of time so there will be mutual understanding. 

After establishing those dynamics, try to agree on meeting length, frequency, time, place, purpose, and level of accountability. Pray together and commit to praying for the relationship between meetings.

Sharpening Your Skills

Once the relationship is established, the mentor does several things.

Maintain trust. After trust is established, it must be maintained. This means being honest, open, and transparent. It also means maintaining appropriate confidentiality. It may take months for pupils to open up, but it takes only a minute to shut them up with inappropriate sharing.

In addition, mentors learn as well as teach. Mentoring relationships are not one way. While it’s true that one has more experience, the “life sharing” goes both directions. Thus, an additional responsibility of a mentor is to accept the pupil’s influence. This too builds trust.

Have an agenda. At the top of your plan should be the pupil’s questions. But be flexible enough to recognize teachable moments. Jesus engaged his pupils in hours of debriefing after healings and miracles and public debates. If mentors today send pupils on risk-taking, faith-stretching, kingdom-building adventures, there will be plenty to talk about!

Offer your network. Much of effective ministry is not what you know but whom you know. If the pupil asks, “Who knows something about this?” and you don’t, then your assignment is to find out who knows somebody who knows how to help.

Provide perspective. By virtue of their extra years, mentors have something pupils do not: experience. A mentor should therefore offer pupils the gift of perspective. That’s one of the most valuable things a mentor can do—keep things focused on why we’re doing what we do and whom we’re doing it for.

Asking good questions. One of the most important duties of a good mentor is to ask the right questions. A mentor is not “the answer person,” but rather, the one who gets the pupil to do helpful self-reflection.

Sometimes questions identify a deeper issue. Other times questions lead to personal fears that need to be confronted or assumptions that need to be challenged. “Once a mentor picks up the threads in someone’s life, you can really offer help,” says MacFarland. The key is to listen for cues that will help you understand your pupil. 

Pushing in the right direction. Mentors often nudge their charges in directions that feel uncomfortable at first. As MacFarland says, “One of the life-long lessons in the Christian life is learning dependence upon God. Taking risks and working outside of our previous experience promotes growth and dependence upon God.”

Trained to confront. A final skill mentors should hone is the skill of correcting. Mentors are like mirrors helping pupils see what’s preventing them from being all that God wants them to be. “I’m not going to attack their character,” says one mentor. “I just want to hold up the mirror and say, ‘Do you see this?’”

If the mentor has built a relationship of trust and safety, the pupil is more inclined to accept correction. They will think, My mentor cares for me so I can hear what they’re saying.
Another mentor describes correction this way. “I want to ‘make a clean wound.’ A clean wound is direct, not though the backdoor, a subtle dig, circuitous, or sarcastic. Those are jagged wounds. Clean wounds heal, jagged wounds don’t.”

Willing to proceed slowly. Mentoring is not for the impatient. While it is one of the most effective means of developing effective Christians, it is also time consuming.

“In a culture that presses for instant results by following a few key principles,” says MacFarland, “the mentoring process can seem slow. But there is no shortcut for equipping people to become theologically astute, godly in character, and competent in ministry.”

—Erik Johnson is a counselor and conflict mediator who lives in Bellingham, WA.

Excerpted from our sister publication Leadership journal, © 2000 Christianity Today International. For more articles like this, visit www.Leadershipjournal.net
Discuss

19. With the definition of “a brain to pick, an ear to listen, and a push in the right direction,” who are (or have been) the mentors in your life?

20. Have there been any life stages or events that made you wish you had a mentor?

21. What are some risk taking activities that a mentor could use to challenge a pupil? 
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	When You Don’t Have All the Answers

This mentoring strategy guides people to devise their own plays.

Ephesians 1:11–14


Discipleship. Mentoring. Coaching. Each of these has particular distinctive traits. In this article, Chad Hall explains what coaching brings to the table. When you’re mentoring and don’t know what comes next, consider trying out the skills of a coach.

There is a lot of talk today about life being a journey rather than a destination. Many leaders have abandoned the notion that one ever “arrives.” This makes books, conferences, and other products that promise once-and-for-all solutions appear obsolete and arrogant. The art of coaching helps people find the road signs to where their journey is headed. It does not prescribe a single solution for every situation. Thus, coaches must be artful in skills of discovery, rather than experts over a body of knowledge.

Coaching Skill 1: Listening

One of the first leaders I coached was a pastor in the midst of a vocational crisis. When he came to me, I told Carlos to tell me what was happening that ushered in his crisis. Still hesitant about being coached, Carlos asked if our sessions would require him to relive all the pain that had brought him to his present crisis. Would he have to spill his guts, perhaps while lying on a sofa? 

I assured Carlos that as his coach, I would not be listening as a counselor or therapist. The purpose of my listening would be strategic. I would listen to help him discover what meaningful actions he could take to improve his situation. Coaching is distinct from therapy in that it focuses on how the present can shape the future. Therapy and counseling usually focus on how the present has been shaped by the past.

As Carlos began telling his story, he focused upon his desire to serve a church with a contemporary style. But as he talked, it became apparent that this was not his real need; his deeper desire was to be part of a healthy ministry team. This was a huge insight for him, and it came by simply giving him the space to talk though what he really wanted.

Coaching Skill 2: Inquiring

Coaching is an art of constructive dialogue, and it involves a lot of questions. Carlos was delighted when I told him this. “Good,” he said, “because I have lots of questions, and I’m really hoping you have some answers for me.” I reminded Carlos that it would do little good for him to ask questions. I wasn’t the one with answers.

Coaches ask questions to help clients discover the answers. Coaching assumes the person closest to the problem typically has the best answer, but he or she cannot get to it without help from someone skilled in asking the right questions. This is a departure from the kind of mentoring that typically delivers answers based on stories and experiences. 

My first coaching session with Carlos involved a series of inquiries.

Q (me): It sounds like your current situation is really draining you. Rather than focusing on the negative, describe a time when you were at your best.

A (Carlos): In my previous position, I helped lead a team that put together a community outreach ministry using sports. It was a huge success, and I had a lot of fun doing it. I felt like I really flourished there.

Q: What three words best describe what you loved about the experience?

A: Team. Outcome. Freedom.

Q: Would you like to have more of those three in your future?

A: Certainly. I think those three words really sum up what I long for, and what is missing in my current ministry.

Q: What are your options for having more team, more outcome, and more freedom in your future?

A: Well, either I change my current church, or I find another place of service within the church.

Q: Which of those two do you think is the better option?

A: I’m really not sure.

Coaching Skill 3: Truth-Telling

When a coaching session hits a real sticking point, the coach may choose to stop listening, stop asking, and just tell it as he or she sees it.

I affirmed Carlos’s desire to pray about what to do in his situation, but I reminded him that he had been praying about his decision to leave the church for some time. I believed he needed to take a more specific approach. I encouraged him to prayerfully consider which context would be the best for him to experience team, outcome, and freedom.

I also suggested Carlos connect with one additional person who could help him answer his dilemma. He concluded that only his senior pastor would be the right person. Carlos set up an appointment with the pastor, and was prepared to simply ask him if he should stay or leave the church.

Coaching Skill 4: Affirming

Coaching is not coaching unless action is taken. Admittedly, it may require a lot of courage to take the prescribed course of action. People are often slow to take action, especially when it involves risk. Most are looking for outside help and are accustomed to doing what someone else suggests. By acting upon his or her own discoveries, the client must take ownership of the outcome.

This is why the coach’s affirmation is so critical. For Carlos, I recapped our conversation and the discovery that he truly wanted team, outcome, and freedom. I summarized how his need for these three things had led him to the decision to talk with his senior pastor.

Carlos and I had two more coaching sessions. In the end, Carlos began a new direction for his ministry. The actions were simple, but he admits he would not have found the courage to take them without our coaching relationship.

—Chad Hall, an executive coach, was founding pastor of Connection Church in Hickory, NC.

Excerpted from our sister publication, Leadership journal, © 2005 Christianity Today International. For more articles like this, visit www.Leadershipjournal.net
Discuss

22. Have you ever been coached—either formally or informally? Describe your experience.

23. What advantages do you see to this method of mentoring?

24. Have you ever been on the receiving end of truth telling in a way that helped you take steps forward? What happened?
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	Making a Good Match

A recipe for strong and healthy mentoring relationships. 

1 Corinthians 4:17


Mentoring is a one-on-one relationship between a mentor and pupil for the specific and definable development of a skill or an art. The study of mentoring can be organized, but the application cannot. Effective mentoring has no set formula. It's a living relationship and progresses in fits and starts.

It is not difficult to make a list of desired characteristics in a mentor. However, like characteristics of a leader, they are in combination and mix, not equally balanced qualities. Each of these ingredients, however, in some degree should be in a mentor:

1. Mentor and pupil must share a compatible philosophy. Our goals and methods are really an expression of our philosophy. If the goal is to be Christian, then the philosophy must be built on divine principles. To me, wisdom is the knowledge and application of scriptural principles, not the citing of verses or telling of stories, but the application of the principles.

2. The mentor should be knowledgeable in the subject and objective in his criticism. The mentor should not counsel in matters in which he is not expert or pass judgment in subjects beyond his limitation.

It is important that the mentor on occasion say, "I don't know. I've had no experience with that." It is good when he has a broad network of knowledgeable friends who might be helpful on such an occasion.

3. The mentor must genuinely believe in the potential of the pupil. A mentor cannot do serious thinking about the needs of the learner, or spend the necessary time, without believing in that person's potential. A mentor isn't doing what he's doing to be a nice guy. There may be times when the learner loses confidence in himself, particularly after a failure, and he will need the mentor to restore his confidence.

4. A good mentor helps define the goal and the plan. Choosing a specific goal is the key to doing many other activities. The goal defines the discipline, creates the energy, and gives the measure of progress. Sometimes a person will say, "I know where I want to go, but I don't know how to get there." I have found it much easier to work out the map once you know the destination. 

Paul J. Meyer, creator of Sales Motivation Institute, spent the day with me when he was a young salesman going over the four-step program he had for his life. I was so impressed I asked him for a copy, and he gave me the original, written on a piece of yellow paper, which I still have. In our original conversation, he said that after you set the specific goal, you work the plan, then forget the goal, and develop enthusiasm for the plan, knowing if you work the plan you will reach the goal.

5. The chemistry must be good. The first evidence of effective mentoring is clear communication. Each must clearly and easily understand the other. Before I start to work with someone, I will check this by talking a few minutes and then ask the person to repeat what I've said. Sometimes I'm amazed at what I hear. It's difficult to work well together unless each communicates well with the other.

Communication, to me, is understanding, not agreement. I hear people say that the problem is a lack of communication when it may be genuine difference of opinion. No amount of communication will change that.

6. The mentor needs the experience and originality to develop options rather than decisions. Some individuals with whom I work initially become frustrated that I only give them options—and not advice—from which they can choose.

If I give advice, then I'm taking over their responsibility for their decision-making, and that is not my function. The mentor must never take over the decision-making responsibility for the individual. A good mentor is not a quick-fix artist.

7. The mentor must be able to commit to a person and a situation. Once I was involved in a land development requiring large amounts of money from a New England bank. The loan officer was careful in exploring all the details. He explained, "Don't think I'm being too careful. I don't want to get you halfway across the river." When we commit to be a mentor, we commit to taking the person all the way across. That will take time and thinking. I must be willing to take a phone call any time it comes from a pupil in need.

8. The mentor must be given permission to hold the pupil accountable. The pupil must give this responsibility to the mentor. This helps keep the pupil from becoming resentful, quietly rebellious, or hostile.

I tell one of my pupils that accountability is like a tail on the kite—it keeps things from darting around. Accountability is not control. In mentoring it is pointing out objectively what is happening and asking if that is what the pupil wants. At no time should the mentor take over control of the other's life. The mentor is a counselor, not a boss.

—Fred Smith was a longtime business leader and advisor to church leaders and ministries.

Excerpted from our sister publication Leadership journal, © 1999 Christianity Today International. For more articles like this, visit www.Leadershipjournal.net
Discuss

25. Describe a time in which you were being mentored, either formally or informally, and you noted the importance of one of these characteristics?

26. Which of these skills comes to you most naturally? Which will you need to work on?

27. Do you think that a mentoring relationship should acknowledge these rules at the outset or let them sink in over time?
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	Further Exploration

Books, downloads, and resources to equip mentors.


BuildingChurchLeaders.com. Leadership training resources from Christianity Today International.

-“Mentoring” Assessment Pack

-“Leading from Your Strengths” Training Theme & PowerPoint

-“Mentoring” Training Theme & PowerPoint

-“Training New Leaders” Training Theme & PowerPoint

-“Embracing Spiritual Leadership” Survival Guide

LeadershipJournal.net. This website offers practical advice and articles for church leaders.

As Iron Sharpens Iron: Building Character in a Mentoring Relationship by Howard Hendricks. Sees friendship as the basis of mentoring and shows how to find spiritual challenge and accountability in our friends. (Moody, 1999; ISBN 978-0802456267)
Authentic Spiritual Mentoring by Larry Kreider. This book provides a vision and some practical tools for equipping all believers to serve as mentors to others, especially those who are new to Christian faith. (Regal, 2008; ISBN 979-0830744138)
Finding a Spiritual Friend: How Friends and Mentors Can Make Your Faith Grow by Timothy Jones.  A wise and gentle book about how to develop “spiritual friendships.” (Upper Room, 1998; ISBN 978-0835808576)
Leading with Integrity: Competence with Christian Character by Fred Smith. A profound book by the man that Zig Ziglar calls “my friend and mentor” and “the wisest and most effective teacher I’ve ever had.” (Bethany House, 1999; ISBN 978-1556619717)
Mentoring: Confidence in Finding a Mentor and Becoming One by Bobb Biehl. Biehl, an organizational consultant, describes the mentor-protégé relationship. (Broadman & Holman, 1997; ISBN 978-0805463477)

Revolution in Leadership: Training Apostles for Tomorrow’s Church by Reggie McNeal. McNeal understands the changes happening in the church and how leaders’ approach must change, too. (Abingdon, 1998; ISBN 978-0687087075)
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