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  The North American church is in desperate need of this book. For at least fifty years, leadership in the church has been functionalized and depersonalized into programs that have steadily eroded the very core of the Christian life, which ought to be a life of trinitarian-shaped intimacy and community. This work is the antidote for that damaging trend. As I read what Randy Reese and Rob Loane have provided in these pages, I silently imagine a contrasting scenario that makes clear, in a negative way, just how critical this book is for the Christian community, its lay leaders and its clergy. This scenario causes me to appreciate how significant this book’s impact can be.




  In my scenario I substitute “athlete” for “Christian.” Between the lines I imagine myself as young, wanting in the worst way to be an athlete, a basketball player. When the announcement is posted for tryouts for the basketball team, I am ready and eager, my imagination fired up. From that moment on, my coach will be the key leadership person in everything I do.




  In contrast to the kind of leadership development I read about in Deep Mentoring, I see myself with my friends gathered in a room with a movie screen. Every day the coach shows up (he never learns our names), directs us to set up chairs and take our places with notebooks. We suit up and he instructs us in the skills we need to acquire to play the game: dribbling, passing off, lay-ups, free throws. He explains the history of the sport, makes sure we know the rules of the game and shows us video clips of various players to inspire us. Then, after an hour (he is very punctilious about the hour), we are dismissed. We shower and go home. We never handle a basketball, never set foot in a gymnasium, never play the game together. But we know the rules and can talk a good game.




  I’m exaggerating, I know—but not as much as many may think. The language of telling people what to think and what to do dominates most leadership paradigms in the church, with very little, if any, mentoring attention given to the actual details of being a Christian in the home and workplace.




  There are, however, serious efforts being made up and down the line to “re-dig the wells the Philistines have filled” and to recover a leadership of companionship and a spirituality of relationship. They are making a difference. Deep Mentoring ranks among the very best of what is being done—a skillful, imaginatively written and strategically placed blessing for all of us who care about the actual nuts-and-bolts living of the Christian life in these times.




  Eugene H. Peterson




  Professor Emeritus of Spiritual Theology




  Regent College, Vancouver, B.C.
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  We are grateful for the company of such good people who have helped make this book move from an idea and challenge to a published work. We are well familiar with our own shortcomings to be able to pull this sort of thing off on our own, and so we want to say thank you to those who have provided timely wisdom, encouragement, resources and perspective along the way.




  We want to especially thank Dr. J. Robert (Bobby) Clinton for his decades of research, teaching and mentoring. His painstaking work of noticing the detail of God’s shaping activity in the lives of hundreds of people has lent validity to his leadership emergence theory. He is a rare person who knows how to notice, listen and prescribe what is timely for one’s development as a follower of Jesus and for maturing in the work of leadership. It is a hard thing to entrust others with your life’s work. Thanks, Bobby, for entrusting us to do what we could.




  Such a project is boosted when foundations believe in the need for good resources. We want to thank the Tyndale Foundation and the Kharis Foundation for their gracious support and foresight of a completed work when it was just an idea.




  The board and staff at VantagePoint3 have been supportive and gracious for us to step away from our regular responsibilities in order to stay focused and get the manuscript done. Thanks Curt, Rich, John, Pam, Doug, Vic, Gerry, Lavern, Jamie, Kay, Brian, Emily and Jessica for your belief in us.




  We are grateful for the sharp pencil of Gary Deddo and the rest of the InterVarsity Press team and for their belief that the concepts and approach in Deep Mentoring could provide a timely help to learners in the broader Christian community. Thanks for taking the risk.




  We also want to make special mention of those who have given us timely insights to help strengthen Deep Mentoring. Doug McConnell, for your initial challenge to write the book, and for your gentle-yet-firm accountability. Bob Freeman, for your confirmation that the book was heading in the right direction. James Houston, for being our guide on the journey, helping us catch glimpses of the mystery and love of God through the way you live. Eugene Peterson, for your teaching and prophetic voice, and for emphasizing the importance of the way we do what we do in Jesus’ name.




  I (Rob) recognize that the time invested a decade ago with the Joshua Foundation for Christian Mentoring has been so instrumental to my own thinking, writing and living. Much of its influence echoes throughout this book. I am so grateful to the Lord for the many gifts of family and friendship along the way. Chief among these gifts is my wife, Sarah. Thanks, Sarah, for the way you surprise me and notice me and love me so generously. It is such a good journey together. I love you.




  I (Randy) love the way I am loved by my wife, Susan, and my son, Liam. Other than my salvation in Christ, they are the best gifts my life has received. Susan, you continue to be the “real deal” of what it means to live and love well. Thanks for grinding my coffee beans. Liam, you’re the man! Thanks for not thinking I’m too weird for staring at the mystery of who you are.
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  A walloping great congregation is fine and fun, but what most communities really need is a couple saints. The tragedy is that they may well be there in embryo, waiting to be discovered, waiting for sound training, waiting to be emancipated from the cult of the mediocre.




  —Martin Thornton, Spiritual Direction




  God is in the business of raising up leaders and intervening in their lives to develop them for carrying out his purposes. Jesus still calls people to follow him and influence many others.




  —J. Robert Clinton, Leadership Emergence Theory




  Sometimes it’s not the what that we are after, but the how and the who.




  I (Randy) learned the importance of this in my early years apprenticing to become an electrician. The plan was to take over my step­father’s electrical company. I had gotten a taste of the electrical trade doing odd jobs around the shop after high school was out each day and during the summer months. Becoming a journeyman electrician seemed an appealing vocation. What made the choice seem like a sure thing at the time came in large measure from what I had noticed about the electricians lives. During coffee breaks I would hear them talk to one another, from what seemed to be a place of confidence and enjoyment about the complex electrical challenges they were up against that day. There was no shortage of solutions given amid the coffee and apple fritters, along with a good dose of teasing and laughter. The trade seemed to pay decently too, which made the choice all the easier.




  There was a certain pride for the trade that I learned while being apprenticed under what I considered some of the best electricians in Western Canada. I had come to respect, and also fear a bit, Gordy Heron, Mike Muse, Frank Lecce, Bernie Epp and Wayne Guigon. They all possessed a remarkable ability to draw out of me what they somehow seemed to know was there. They saw in me an ability to become good at a craft they had mastered. Although there was much to get done and many deadlines to meet, there always seemed to be time to show me the right way to make the electrical connections, debrief what I had learned and invite me to participate with the them on more advanced and higher voltage assignments.




  The way I learned was through careful apprenticeship—with them, four years’ worth, not given to haste or oversight. I learned the way they learned. Several years later I have come to realize that what has stuck with me from my apprenticeship with Gordy, Mike, Frank, Bernie and Wayne was not what but how they taught me. They were concerned about developing good electricians, and I had become empowered to be one of them because of their careful attention.




  I have long since hung up my electrical tool pouch (except for when the word gets out among friends that I used to do that sort of work), but the concern for how we invest in the formation of others has stuck with me and is a significant piece of my own sense of calling.




  Other vocations in which an apprenticeship of sorts is required practice a similar passing-it-on approach for the craft they belong to—fishing, nursing, teaching, cooking, plumbing, masonry and cabinetmaking, to name a few. New learning methods may help, but a quicker way seems absurd to those women and men who are gifted in the art of passing on their trade to others. Sometimes there are simply no shortcuts to learning. And sometimes the most effective way to learn a craft well is to have someone pass it on to you.




  I was out for an early morning run in August 1995, anticipating the important day ahead, the day I would get to meet the faculty at Fuller Seminary. This was an important thing given the fact that I needed a faculty person to sponsor me into one of their doctoral programs. A few years earlier I had read a book called The Making of a Leader by J. Robert Clinton, and I was hopeful that somehow I could get to frame a doctoral study under his mentorship.




  On my run I prayed one of those pushy sorts of prayers, the kind where you know you’ve hit the end of yourself and there is nothing in you to make it work. It has to be done by a gust of the Spirit. And so I prayed, “Lord, today we are to meet the faculty at a luncheon. If possible, could you please put me at the same table as Dr. Clinton? Amen.”




  I showered and headed to Fuller. The class I had just before noon ran late, and consequently I was then late in getting to the luncheon with the faculty. The room was packed, and I became disappointed. I thought I had lost my chance to meet Dr. Clinton. I picked up my sub sandwich, bag of chips and drink, and wove my way through the crowded room to the table in the back corner with one chair remaining. An elderly gentleman stood up, held out his hand and greeted me, “Hello. I’m Dr. Robert Clinton, who are you?”




  I sat down staring at him but not saying a word. Clinton looked at me and said, “Young man, are you okay?” I then rather sheepishly introduced myself to “Bobby” and his good wife, Marilyn, and asked, “Do you mind if I share with you my prayer from this morning?” After I told the story, Bobby said, “Well Randy, I believe this morning you had a type 1, awe-inspiring destiny process item.” I was glad he could not see the words in my head at the time. But I knew as awkward as his tag phrase seemed, he nailed my experience right on the head!




  After the luncheon, Bobby asked if I could give him a ride home, where we could visit more about what I wanted to study. For some reason he reminded me of Don Buhr, a mechanic I used to work with in the Yukon, a tough character who always had a half-used oil rag hanging out of his back pocket, and an expert mechanic. Bobby took me to his office and showed me his “hero board,” which had on it a mixture of old pictures of men and women, most of whom I did not know but wanted to get to know, as he described their influence on his life. He then asked me who my heroes were, what concerned my heart and what I wanted to do about it.




  At the end of an hour or so visit, Dr. Clinton said to me, “I like your story, and see the Lord has given you something significant to be about. I think you need to study with me. Would you mind if I became your sponsor mentor into the doctoral program?” To which I replied, “I would like that very much.”




  Much of the formational concern reflected in this book has grown out of the relationship that began that day and developed as Dr. Clinton walked alongside me, apprenticing me in my doctoral work in the area of Christian leadership development. And it is his research and guidance that has provided an underlying structure for our discipleship and leadership development processes at VantagePoint3.




  A couple decades before that August luncheon, J. Robert Clinton was first grabbed by Hebrews 13:7-8: “Remember your leaders, those who spoke the word of God to you; consider the outcome of their way of life, and imitate their faith. Jesus Christ is the same yesterday and today and for ever.” In light of the many contemporary leadership examples of failure around him, these words deeply concerned him. They drew him into a comprehensive study of the life stories of thousands of leaders, men and women who influenced people toward God’s purposes.[1] Clinton’s studies drew on biblical examples, historical figures and contemporary lives. Through the use of grounded theory, Clinton distilled from their stories common themes and patterns that seemed to reflect God’s shaping activity in their lives. In his research he remembered their unique stories and considered the outcome of their way of life.




  What Clinton found to be true and hopeful is that God is deeply concerned with our formation and is creative enough to use the varied circumstances of our lives to shape us into who he wants us to be and what he wants us to do. His work has helped us see how our unique life stories matter to God, and that it is within our story and in light of the stories of those around us where God matures us. Also hopeful and timely about Clinton’s findings is that they affirm that we become good at the leadership formation of others by paying attention to and joining in what God is already up to in peoples’ lives. And the way we do this is by coming alongside others as a guide and a friend.




  Sometimes it’s not just the what that we are after but the how and the who.




  Our Context and Concerns




  We come to you from a few contexts and with a few experiences along the way. At the present time we “hang our hats” at a ministry called VantagePoint3, where we are committed to providing churches and organizations transformative processes that help them foster depth in and empowerment of their adult believers. A secondary context for Randy has been teaching from time to time in the areas of leadership development and change in a doctoral program at Fuller Seminary, and in the past he has served in pastoral roles in local churches, as well as teaching and administrative roles at Sioux Falls Seminary. For a number of years Rob served at Biola University as a resident director and then instructor of Bible and spiritual formation classes. Those experiences, along with his time at Joshua Foundation for Christian Mentoring, has stirred a concern for finding simple and creative ways to deepen people’s spiritual conversations with one another. Over the years we have taught each other what it means to walk in honesty and hopefulness as we follow Jesus; even more important, we have learned a good deal about friendship.




  Much of our VantagePoint3 work has involved finding ways to integrate spiritual formation, leadership development and adult learning dynamics into learning processes that help others pay attention to the good work God is up to in their lives and in the lives of those they walk with in their local communities. We recognize a growing need across the landscape of the larger Christian community, a need often heard while having a cup of coffee with a local pastor in Edmonton or while listening to an amazing servant of the Lord who stewarding the missiological burn in his soul while living and learning in Turkey, or even while sitting across from a college student who is trying to make honest sense of her emerging adult faith. So many people are longing to mature and serve in Jesus’ name, but even beyond that they also desire to learn how to teach others to go and do likewise. The potential is astounding. Listening to these men and women, and the many others like them living in North America and across the globe, has led us to believe that paying attention to the formation of others is a lifelong work, which holds in tension our growing with our serving—our followership and our leadership. The Spirit’s faithful shaping work in our lives seems to be concerned with both ends of the tension.




  We are also convinced that leadership development in Jesus’ name is a slow and deep work. Amid the hectic pace of normal life and ministry today, the thought of slowing down in order to pay attention to the formation of others is a hard sell. We want the brightest and the best to be able to hit the ground running. And even if we do invest in them developmentally, it is mainly so we can get more mileage out of them. Sadly, many well-intended servants of the Lord are so driven to get things done for God that they neglect both themselves and the people they serve. It is no wonder that many followers of Jesus today feel as though they have been reduced to “functionaries for God,” as James Houston puts it.[2] Such discoveries can be so very confusing, even despairing. But there are many others who are in search for better and more faithful ways to invest deeply in others. Their lives seem to challenge the more conventional understandings of Christian leadership. Much more than simply getting done what needs to get done as efficiently as possible, they care deeply about who people are becoming along the way. Listen in on some of their stories and challenges:




  Kim Cho represents a large mission agency seeking to reach out to Muslims in various places of the Arab-speaking world. Her mission requires people with a strong sense of calling and a willingness to sacrifice in order to serve remote regions in foreign lands. No one could accuse Kim of having a small vision to help fulfill the Great Commission. She has, however, had some painful lessons in learning that as grand as her vision may be, it will be short lived unless she invests in the ongoing care and development of those who follow her.




  Keith represents a church in small-town Iowa that has exponentially grown in numbers over a relatively short amount of time. Keith knew the system would feel the stress of the growth unless they found a way to identify and invest in the leadership development of their people. The investment has not only strengthened the system but has precipitated a wave of ordinary people leading various ministry endeavors.




  Pam represents someone who has a deep concern for the spiritual formation of her community. She was well schooled in knowing the importance of adult discipleship, but needed to find a process to help facilitate the learning. Pam also needed to find a way to invite the people to realize they too could become change agents in the various contexts God has placed them. For many of the people in her community, the notion of leadership conjures up more negative perceptions than positive.




  Chris represents someone known for his uncanny ability to “call out” people from within his local congregation. He believed in them, and did his best to encourage them to live more fully for Jesus. Helping people believe in themselves was a good start. What Chris needed was a way of understanding how to walk a little farther down the road with them in their learning. He was in search of a careful approach in order to appropriately prescribe learning that would be timely for their development and growth.




  Carla represents a small mission organization with a big impact. Carla’s heart is full of love and courage as she goes to high-risk areas around the globe in order to rescue those who are marginalized and in danger. Carla has identified a handful of other women to join her “dispersed order.” Other than provide her small team with plenty of places to serve, Carla knows it will be important to find ways to pay attention to their formational needs. Carla knows her time in this particular work will be limited, and wants to see the work continue and expand through them.




  Kent and Mike represent a tag-team pastoral effort in a church that has gone through some remarkable transformation over the past twenty years. By using a seeker-sensitive strategy they grew the church to over sixteen hundred people. Then they encountered Dallas Willard, who asked them a series of simple yet pointed questions: “What kind of people are you developing?” “Are they more loving, kind, joyful?” “What kind of life are you inviting people to?” Their honest response of no sent them on quite a trajectory—growing the church from over 1,600 to around 750. Willard has been mentoring them in a fuller understanding of the Great Commission, especially the “teaching them to obey everything I’ve taught you” part. Their depth, however, is in much better proportion to their width.




  Jorge represents a “big L” type leader who years ago felt led to pastor a small, declining church. Over the past decade the church has turned around to become one of the fastest growing churches in Lima, Peru. Jorge has spotted a number of church planters from within the congregation who have been able to replicate what he has done. Jorge—a gifted leader—has largely built the success of the ministry around his abilities and charisma. He knows leadership development is important, and that’s why he’s kept it focused on future church planters. However, taking the time to invest in the growth of others in the congregation seems too costly and may jeopardize the momentum they are experiencing in reaching out to the community with the gospel.




  These stories reflect the need and central concern of this book. We trust that because you hold this book in your hands you too share a similar need and concern for your own context. How can we participate in the deepening and empowering of those given to the work of leadership? We are careful in our use of words like leader and leadership, mainly due to the negative connotations these two words have acquired in recent years. The overuse of these words has also precipitated premature questions like, Am I or am I not a leader? or What exactly is good leadership? For our purposes we will suspend judgment on who is or isn’t a leader and come at it from the assumption that although some do possess a special gift of leadership, we want to offer hope to a wider group of us who desire to be faithful to Jesus, who believe we have been given something unique to be and do, and who know that in order to do what we have been given to do it will involve serving and influencing others toward a more hopeful way.




  In recent decades there has been much discussion about the shortage of leaders: “We need more leaders.” “If only we had a real leader.” “Where can we find good leaders?” “Why are people running the other way from leadership positions?” “How do we develop leaders?” These statements or questions have been volleyed around in a variety of settings. We believe that one of the primary causes of this leadership struggle is the failure to notice those around us. Too many of us have been looking for “the leader” to come riding in on a white horse to rescue us, all the while overlooking the many lives right in front of us.




  This book is for those who want to learn ways to notice and walk alongside others who want to grow into maturity in Christ (Eph 4:13) and to live more fully into the hope and invitation of Ephesians 2:10: “We are what he has made us, created in Christ Jesus for good works, which God prepared beforehand to be our way of life.”




  At some point in our faith journey we wake up to the fact that God has already been at work in our lives, loving us, preparing us and realigning us toward a way of life and service that befits who we really are. Then the questions become, What are those good works God has given me to do? and Does my way of life reflect those good works? If we need more influencers, they are right before us. And therein lies the challenge and the problem. Paying attention to those persons before us will confront our own paradigms of how we do ministry, as well as the organizational systems around us.




  At the close of the two-day retreat, Autumn approached me (Randy) to express her gratitude for the solitude time woven into the schedule. Sometimes it’s hard to be still with eighty-five others. I was both encouraged and saddened at her story. Her life of twenty-eight years had already seen too much for one person. A mixture of neglect, abuse, poor choices in her later teens and a surprising turn toward being caught by God’s love. “I was captured by a love that changed everything.”




  Autumn shared how grateful she was for learning at her church that she not only could be used by God for some good things but should be expecting God to do so. Her heart broke for young teenage mothers who were left to fend for themselves and their new babies. Her pastor thought it would be a no-brainer for the senior pastor and others on the leadership council to bless Autumn’s proposal for a new ministry through the church to care for these neglected women and babies. Continuing to tell me the story, Autumn had a puzzled look on her face as she said, “The leadership of the church felt like my idea didn’t fit within the existing ministries of the church, and encouraged me to get connected to a social agency in the city who did that sort of thing.”




  Autumn followed her heart and began to care for those who needed her love and attention. Others noticed Autumn’s work and offered space, supplies, education and finances to help her out. Some confirmed a similar beating within their hearts and joined the effort. Even the local media did a feature segment on the evening news about Autumn’s story and the twenty-two young mothers and babies being cared for.




  Not doing a very good job of holding back the tears, Autumn said, “I never thought God would be so good to me. To trust what was in my heart seemed so small and insignificant, almost embarrassing to say out loud. I am so glad I listened and followed.” Our conversation ended with her sharing how her senior pastor contacted her after he saw the news clip that one night. Autumn said, “He congratulated me and asked if I would be interested in having my ministry become a part of the church. I told him thanks, but for now, things seemed to be going okay.” I found myself grateful for the Lord’s working in and through Autumn, and disappointed at the shortsightedness of her senior pastor.




  Are we noticing others within our contexts, and how are we approaching their learning and formation? Are we making related decisions based primarily on expediency and efficiency for the sake of the mission? What might happen if we approached people in our contexts with a genuine concern to invest in them as persons—in the learning they may uniquely need in order to be true to the beating within? Noticing God’s good work in others will challenge our way of doing things for God. Like you, we have noticed how little attention has been paid to apprenticing others like Autumn to do those “good works . . . God prepared beforehand to be [their] way of life” (Eph 2:10).




  There is a need for a subtle but critical paradigm shift—moving from an enlisting way of ministering in our communities to more of an investing way of ministering. So much of our leadership culture is dominated by the need to enlist volunteers for the various activities of the church. This sort of work begins with “a slot to fill” and then the hard recruiting work of finding people to fill those many slots, whether they are ushers or Sunday school teachers or building committees members. The work of enlisting others will always be part of our leadership culture, but what if our primary attention was given to people investment?




  Investing suggests we need to begin with paying attention to and honoring the good work God is already doing in people’s lives. And then we ask, What does this person need in order to grow more fully into a kingdom way of life? It suggests an equal if not greater concern for the kingdom work they are designed for than the work we ourselves may have been given to do. In fact, deepening and empowering others may well be the more mature work we have been invited to consider (Eph 4:12). We know these people when we run into them. They are persons who help us discover more of who we were meant to be because they have taken the time to notice. If we move intentionally in the investing direction, not only will the nondevelopmental nature of our organizations and churches surface, but our imagination and energy for who we could become and what we could do in Jesus’ name will be ignited.




  What Is This Book About?




  The last thing the planet needs is another book about leadership. Much has already been written. This book, however, is about leadership formation. It is an invitation to cross the bridge from leading others to developing others as leaders, and to do so by noticing the already-present shaping activity of the Spirit of God in the lives of persons in our communities. We can learn from those leaders who have come before us. Their stories can teach us about the journey of faith and what it means to finish well. This book is designed to help us see and embrace our role as a guide alongside others in their formation.




  We are fundamentally concerned with how we can better partici­­pate with God in the work of leadership formation. Consequently, when we approach the work of developing leaders from a Christian vantage point, we discover that before we start talking too quickly about notions of leadership, discipleship is the first order of business. In fact, it may well be the same sort of work. With this in mind, our work has a broader application than for just the obvious leader types. It also includes those who might never have considered themselves leaders, but who, in their more honest moments, confess a desire deep within to be faithful to do the good works God has been stirring within. So our concern for leadership development finds itself squarely rooted in the ongoing process of making disciples.




  We also share a deep concern with the means we use to develop others, as well as the ends or goals of their formation.[3] In this respect, we must pay attention to how Jesus developed others. He had a way of stopping the music in order to notice someone, or seizing a teachable moment on the way to somewhere, or giving to others a work to do long before they were “ready.” But he was always with them in the everyday curriculum of their life stories. Our life stories are sacred because they are written in partnership with God’s Spirit. We become aware of their holy significance when we come to see them as a gift from God to be stewarded, enjoyed and celebrated. Frederick Buechner puts it this way, “I think of my life and of the lives of everyone who has ever lived, or will ever live, as not just journeys through time but as sacred journeys.”[4]




  Learning from those who have come before us will help us in our efforts to faithfully walk alongside others. It is here that J. Robert Clinton’s research will prove to be very instructive. We are grateful that he has given us permission to utilize his research and theory throughout this book. In both unpacking and applying the theory we don’t want to lose the richness of the whole by looking too closely at the parts, as can sometimes become the case when we discover a new map, typology or system. We can at times try to corset everything and everyone into the new thing we have discovered. Developmental maps and models can have a valuable place in walking alongside others. Maps can be helpful in finding our way. But the real deal is to visit the places the map describes.




  Clinton’s “leadership emergence theory” is a map that invites us to consider the “something more” that God may be doing with, among and through us. We have utilized leadership emergence theory as an undergirding framework for our own ministry at VantagePoint3, where a primary focus has been in the deepening and empowering of adult believers. Although Clinton’s study was primarily focused on the lives of persons in vocations of ministry (pastors, missionaries, denominational leaders, biblical leaders and leaders from various cultural backgrounds), we have applied his theory for lay leadership development and have found it applicable in the leadership formation of over seven thousand people. Our hope is that you will find his theory helpful for your own context and purposes.




  Developmental theories and maps serve a vital purpose, but what we desperately need more of today are wise men and women who are willing to become guides for others along the way. They are people who have had the courage to walk faithfully and honestly ahead of us, and can help us explore the places the map describes. The essence of a guide is to ensure that others will follow in a manner appropriate for their learning and the journey ahead. Not all have the confidence or courage to be a guide, and some have falsely believed they can get people “there” by simply telling them where and how to go, and what to watch out for as they do. So much of what passes for leadership development today lacks interpersonal investment, life upon life. Simply telling others where they must go won’t cut it. The journey must be shared. Guiding requires a mentor’s heart. We desire to help you not only become a better guide but to pay attention to certain conditions or dynamics that can help cultivate an environment conducive to the growth, change and empowerment of others.




  The Structure




  Our learning together will be divided into three parts. The first part, “Noticing God’s Already-Present Action,” responds to the question, How are we noticing people in our midst? Chapter 1, “Paying Attention,” explores four conditions we may find ourselves in as we claim to do God’s work, and how the simple act of noticing can cause a timely realignment in how we do what we do in Jesus’ name. Chapter 2, “A Storied Way,” discusses how we are shaped by God throughout our lives. Each of us possess a wonderful and purposeful story in which we can learn more fully who God is, who we are and what God has given us to do in his kingdom. We can discover much if we take the time to edit our lives.




  Part 2, “Learning from Those Who Have Come Before Us,” addresses the question, What can we learn from those who have come before us? Chapter 3, “Foundation: A Beginning,” explores the critical importance of the “once upon a time” of our life stories. Some of us don’t recognize the importance of the early chapters and God’s sovereign presence in our lives until we are well into the story. Our beginnings are where our character is formed. Chapter 4, “Preparation: Finding Our Way,” describes how we grow through exploration and discovery of how God has gifted and is shaping us for service. Chapter 5, “Contribution: Leading Out of Who We Are,” invites us to consider one of the more pivotal discoveries of our formation—that God is more concerned with our being (our character) than our doing (our competencies and achievements). This paradigm shift provides us a fresh set of lenses through which to hone in on our service. The leadership we provide derives from a deepened character, a renewed sense of the power of the Spirit and a more focused fit between our calling, giftedness, responsibility and context of service. Chapter 6, “Multiplication: Finishing Well,” allows us to consider how endings have the power to ask fresh questions of beginnings. Our time spent shifts toward investing in the formation of others—noticing and calling out the good work God has been doing in the lives of those around us, and, as appropriate, teaching them what we have learned from a lifetime of faithful service in Jesus’ name.




  Part 3, “Guiding the Formation of Others,” surfaces the question, How can we become guides alongside others in their formation? Chapter 7, “Imitating Jesus’ Way with Others,” invites us to see the life of Jesus Christ as the unique model worthy of imitation. Does our way of doing ministry line up with the manner in which Jesus walked with his apprentices? To imitate Jesus’ way of forming the next generation of followers and leaders, we would do well to learn how to be a guide—a mentor for others. Chapter 8, “Christian Leadership Formation: The Nature of Our Work,” our final chapter, invites us to consider the nature of our leadership-formation work. We will discover that when we are concerned with the formation of others, ours is a deepening work, a particularizing work, a hospitable work, a patient work. Process must come alongside content if our desired goals are transformation, faithfulness and empowerment in Jesus’ name.




  An Invitation




  From the ministry contexts we have served over the past years, we have developed the following convictions, which will be woven throughout the book. We invite you to consider them as you continue to be faithful to the good work God is doing in your own life and as you consider the formation of others.




  Shape the person and you stand a much greater chance of shaping everything else. This was a challenge given to us by James Houston, founder and chancellor of Regent College in Vancouver, as we began our work. After a dozen or so years of experience, we have noticed time and again how change in a small group of people begins to leak out and impact their local community.




  Discipleship and Christian leadership development are inextricably linked and together make a slow and deep work. Those who promise impressive growth through simple and easy steps are simply selling an illusion. Some things simply cannot be learned quickly. Apprenticing people toward Jesus’ way eventually establishes what it means for them to influence others toward God’s purposes. In this regard, discipleship and leadership development are seamless.




  Igniting a grassroots renewal is possible. Although there are important things to be said for vision from the top or a “speed of the leader, speed of the team” approach, if we desire the work of the Spirit in our midst these are sometimes overrated. Igniting more people toward an Ephesians 2:10 way of life will precipitate significant movement in a local setting. Beware of lighting fuses.




  A Christian approach to leadership formation requires a ministry of paying attention. If it is true that God uses people, events and particular circumstances over time to shape us, our role in guiding others toward growth and maturity becomes a ministry of noticing where God is at work and then partnering with him in the learning endeavor.




  Conditions can be cultivated in order for local communities to become significant places of learning and growth. Although formal education is important, it is not the only means of learning. Igniting a thirst for learning happens when we help people make a connection between truth and life—in the ordinary places where life is lived.




  As you continue to read you will no doubt “find yourself” in the following pages. A story will recall one of your own. A principle will cause you to think about your own formation or lack thereof. But we also want you to keep in mind those persons who are under your care, influence and tutelage. How will you invest more particularly in their formation?




  As you sink into the book we hope that (1) the ministry of paying attention would become for you a primary way of how you do what you do, (2) you will become more aware of the lessons learned from those who have come before us, and (3) you will value the role of being a guide for the leadership formation of those in your setting. They and we need you.




  Come to me, all you that are weary and are carrying heavy burdens, 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. (Mt 11:28-30)
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  Paying Attention
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  From the time we were children we were told to “pay attention,” as if this were the simplest thing in the world. But in fact attentiveness is one of the most difficult concepts to grasp and one of the hardest disciplines to learn. For we are very distractible people in a very distracting world.




  —Leighton Ford, The Attentive Life




  What do you think? If a shepherd has a hundred sheep, and one of them has gone astray, does he not leave the ninety-nine on the mountains and go in search of the one that went astray?




  —Matthew 18:12




  The emergence of a leader is a life-time process in which God both sovereignly and providentially is active in the spiritual formation, ministerial formation, and strategic formation of a leader. All of life is used by God to develop the capacity of a leader to influence.




  —J. Robert Clinton, Leadership Emergence Theory




  In 1905 the Grand Trunk Railroad was beginning to wend its way through southeastern Saskatchewan. Along the newly laid tracks, one particular community was given the name Ituna; today it has a population of around seven hundred. It is said that Ituna got its name because the letter “I” was next in the alphabet—the last few communities had already been named Fenwood, Goodeve and Hubbard. It is also believed that Ituna got its name from Rudyard Kipling’s story “Puck of Pook’s Hill.” In that story, Kipling tells of a wall built by the Romans to keep out the Scots. The wall spanned what is now the English countryside from Segedunum on the east coast to Ituna on the west, and still exists today. In any event, the hardworking and rugged Itunians appreciate the peculiar history of their town’s name.




  The railroad brought with it opportunity for Anglo-Saxon and Ukrainian settlers to clear the bush and squat on the land with the hope of someday making a livelihood from their new farms. Purchase of the land was made official when the settlers could put up a building or two within three years and come up with the $10 to pay for their 160 acres.[1]




  Many of those early farms remain in the same families that had the courage and fortitude to settle the land all those years ago. These are hardworking folks who still pride themselves on an honest day’s work and a type of farming that keeps the land clean. Their commitment to farming and their love for the land has also brought with it a lifestyle of simplicity and frugality. All this may sound admirable, but a visit to the local coffee shop and some discreet eavesdropping would reveal fatigue with the farming way and hope that someday a stroke of luck might come along—often expressed as a hope for the winning ticket in “Lotto 649.” The stories of complaint turn into stories of dreaming—dreaming of what life and farming would be like if “only luck would come our way.”




  Recently, on some of the same family farms in the Ituna area, mining companies were given permission to do exploratory testing for various types of underground mineral deposits. These mining prospectors soon became the brunt of much coffee shop banter, conversations which were mainly a mixture of disbelief and offense that someone from outside Ituna could tell them something new about their land. However, these conversations soon took on a different character when, to the utter shock of the farmers, the mining prospectors discovered diamonds on their properties.




  There are seasons in our lives when, like those Ituna farmers, we find ourselves wondering, Is this as good as it gets? Or from time to time we may hold onto a secret wish: If only luck would come my way. Our lives are often lived in the tension between being dutiful to what we have been given to do (raise kids, till the land, pay the bills, etc.) and dreaming for another way of life that is more true to what we hope our life could someday become by God’s grace. In Ephesians 2:1-10 the apostle Paul addresses this hope for another way of life. He shares some very good and “lucky” news with the community in Ephesus. He writes that they have been delivered from the life that they once lived, a way of life that really was death (v. 1). But now God has “made us alive together with Christ” (v. 5). He then elaborates on this new way of life:




  By grace you have been saved through faith, and this is not your own doing; it is the gift of God—not the result of works, so that no one may boast. For we are what he has made, created in Christ Jesus for good works, which God prepared beforehand to be our way of life. (vv. 8-10)




  God had already deposited something greater under the surface of their lives. These gracious deposits included first and foremost a salvation to a restored and ever-growing relationship with God—a relationship that would have implications for every aspect of their lives. Second, these gracious deposits included a promise of being uniquely designed by God to participate in the work he does, the good works which were to become our way of life.




  It is sadly misguided to think of these good works as being primarily of concern for apostles, pastors or missionaries. This Ephesians 2:10 way of life is good news for all followers of Jesus. You have been created for good works. Consider how this is such good news for those persons in your setting or sphere of influence, those who are wondering, struggling, maybe even yearning to believe that there might be so much more going on in their lives beyond what they experience on the surface. We enter a whole new dimension of development when we begin to care deeply about inviting others into a personal exploration of how God has been graciously preparing them for a good works way of life. We each would do well to become prayerfully attentive to this question, How might God want us to invite others in our midst to dig below the surface of their lives and discover what is already there? If we had the courage to do so, our efforts would most surely bring with them an alignment toward a new way of life for these folks and for our community—a good works sort of life as surprising as diamonds in Ituna.




  But so long as our leadership formation lacks this below-the-surface exploration work, it makes sense that we will then continue to struggle in our efforts. Why is it that in so many pockets of the church (broadly speaking), it’s a struggle to get people below the surface and empowered to live an Ephesians 2:10 way of life? We don’t have to poke around too much in this regard before we begin to sense that something is not quite right.




  An Absence of Noticing




  When things go unnoticed for too long, bad things begin to happen. A leaky roof turn into a major repair of an entire wall; unattended weeds eventually squelch the growth of the vegetables; a “not that big-a-deal” lump over time becomes cancerous; an undisciplined child later in life lacks a healthy sense of boundary and hurts others; another great work opportunity equates to high blood pressure and joyless life; one more late-night meeting away bears the fruit of a distant spouse. Time has a way of forcing things to get the attention they need. Many in our culture have lived with a deep sense of unnoticedness for too long. And it is time for us to take notice.




  Jesus tells a story of a person who was traveling from Jerusalem to Jericho. Along the way the person gets attacked, brutally beaten, robbed and left on the side of the road to die. Three people traveling the same road come across this dying man. The first two, as Jesus tells it, are ostensibly good, righteous people in their community who, when seeing the man, “pass by on the other side.” But the third person, a Samaritan, a hated outsider in that neck of woods, sees the man on the side of the road, feels compassion for him, reaches out and rescues him, providing all that he needs and more (Lk 10:29-37).
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