Lead Academy: Taster Days

Peter Neilson 30:30 Vision

- teamwork and raising up new leaders

Introduction

I believe in 30:30 vision.

According to Kate Tristram, Celtic scholar from Lindsfarne, the Celtic church flourished in that corner of Britain because the Celtic leaders of the time invested in 30 people over a period of 30 years. From that investment Celtic missionaries touched many parts of Britain.

Jesus had a 12:3 vision. In the words of Eugene Peterson, “Jesus spent three years with 12 Jews in order to win all Americans.”

Jesus went deep with the few and trusted God to go wide with the many. We tend to do wide with the many and trust God to deep with the few.

When I asked Chris what he wanted me to focus on, he suggested teamwork and raising up new leaders. Where do I turn for some wisdom on those key issues. I suggest that we turn to the Gospels and see how Jesus did it.

Read: Mark 1:14-20

“Follow me and I will make you fishers of men.” You do the following. I’ll do the making. Together we’ll do the fishing.

Christian leadership is about being a Christ-follower. Fast forward to the end of the Gospel narratives when Peter meets Jesus again on the beach at Galilee after the resurrection. The instruction is the same: “Follow me.” Peter will only lead others closer to Jesus and his way, if he is first of all a committed follower. 

Peter’s image of leadership has just been reshaped. He had lived with the dream of being a fisherman in the Kingdom –dreaming of the big catch. Jesus has just reframed his calling to be a shepherd feeding sheep. 

Q1: What are the images that shape our ideas of leadership? Who are our role models – living or dead, conscious or unconscious, real or imagined? What reframing is Jesus doing with us?

My training as a minster of the Church of Scotland included two and a half years at Dunblane Cathedral trained by The Very Rev John R Gray – a marvellous parish minister in the model of the 1950’s and 60’s. If you asked him about the shared ministry or the ministry of God’s people, he would be very dismissive: “They would make a dog’s breakfast of it!”

When I moved to my first parish in Mount Florida, Glasgow, I found myself ill-at ease with that model of ministry. I kept up his discipline of 40 pastoral visits a week and all the other challenging demands of parish ministry, but after six months I began training my elders – and kept up a process of training over the next ten years – until I had changed the culture of the church.

We involved people in worship – music, drama, puppets, praying, preaching. We shared out the pastoral work – an age care team to visit the housebound and a bereavement team to support the families of the 60 funerals per year which came with the job.

I loved John Gray and owe him more than I can say, but I used to dread the thought of him turning up on a Sunday and seeing what we were doing. He sat like a monkey on my shoulder, accusing me of making a dog’s breakfast of it.

But long before my formal training, I had seen another model of ministry. I came to faith in Christ at the age of 18. One year later, my minister (John R Lyall) asked me to lead worship while he was on holiday! Soon I was leading the Youth Fellowship and other roles. 

From the beginning of my Christian walk, I had been shown a model of ministry based on recognising potential and trust which drew out more from me than I knew was there. As my Ministry in Glasgow developed, those early experiences where given theological and practical support from the writings of John Stott, Michael Green, David Watson and Michael Harper. I believe in 30:30 vision.

Jesus’ Model

Let’s return to Jesus – and his first learning community of 12 people.

How did he build his team and equip them to be leaders when he was gone?

Six words:

Take

Teach



Test

Take


Teach



Trust.

Jesus took his disciples with him wherever he went.


Jesus taught them on the hoof, in public and in private.



Jesus then gave them a test run with a review.

Once they knew how to heal the sick and raise the dead, he took them on to the advance class – and took them on the way of the Cross.

Jesus told them than he was to suffer and die and took them with him to Gethsemane and the cross.


Jesus taught them about the meaning his death and the call to take up their cross and follow him.



After he had been through the Cross and Resurrection, and showed then that God had the last word, he trusted them to go into the world and make disciples, “teaching them to observe all that I have commanded you.” That assumes the same model of teaching:

Take

Teach



Test

Take


Teach



Trust.

We tend to teach, teach, teach, teach and hope for the best!

Take

John Gray taught me by taking me. He took me with him on hospital calls. I shared every funeral and wedding with him. I experienced suicides, traffic deaths, child deaths…. alongside the man who was a very special pastor to the bereaved.

Jesus took his disciples with him – to meet lepers and prostitutes and Pharisees; to mountain tops and Gardens to pray; to preaching and parties.

Leadership is relational. Leadership is about relationships that make a difference.  Leadership is a relationship – a relationship in which one person seeks to influence the thoughts, behaviours, beliefs or values of another person. (Walter Wright)
 

One of the younger leaders in Scotland today is Alan McWilliam, minister at Whiteinch – and now chair of CLAN gathering. Alan has many gifts and he has his faults and foibles as we all have. One thing I noticed about Alan as he was planting his new church in Whiteinch – he never went to conference alone. He always took people with him. 

Q 2: Who are we investing in? Who are we spending time with? Who are we inviting to walk alongside us? Who are we bringing with us to expose them to a wider vision? 

Teach

How did Jesus teach his disciples? How many sermons did he preach? The longest compilation we have is the Sermon on the Mount – and that only takes 15 minutes to read through! Jesus did not depend on long sermons to do the work of spiritual formation. Length does not equal depth – either depth of insight or depth of transformation

How did Jesus teach? He let them observe. He let them ask questions. He asked them questions? He told stories. Sometimes he gave very specific instructions. He confronted them.

There were times he taught about the task – “for this purpose have I come.” There were times he taught them as a group – “Love one another as I have loved you.” There were times he taught them as individuals: “Simon, son of John, Do you love me?”

Sir John Adair speaks of these three elements of team leadership, which need attention at different times: focus on the task, focus on the health of the group/team and focus on the individual.

I still recall the car journeys back from visits with John Gray. What did I see? What did I think? How did react? How would I deal with that situation?

How many of you have a spiritual director? 

A good spiritual director says little, but listens a lot. A good spiritual director asks questions that we would rather not ask ourselves. 

A friend recently attended the spiritual direction course run by Dr Larry Crabb in Colorado. The participants were arranged in triads and in turn they had answer the question: “What is your greatest fear?” Much our lives are arranged subconsciously around avoiding what we fear most. To know the fear and name it and then face it, may be our route to freedom. 

For me, it is fear of failure. That can create anxiety about the image I present or avoidance of situations where I might appear less than competent. For others is will be the fear of conflict or the fear of the unknown or the fear of boredom or fear of being tied down…

Whatever that fear is, it will be a hidden driver until it is named and faced. We need mentors/spiritual directors to keep us attentive to God. We need clusters of peers for support and accountability in our living. We need networks to stretch us in fulfilling our calling.

Q 3: How well do we know ourselves – or each other? Are we able to recognise our gifts and where we are victims of our gifts? What are the areas of vulnerability where we need each other to live with integrity? Who cares enough to confront us and challenge us?

Test

Jesus sent out the disciples on test runs – see Matthew 10 and Luke 10. He gave them a specific field of operation. He gave them precise instructions. He gave them authority to match their responsibility. He gave them space to review their experience. He challenged their over enthusiasm so that they did not go on an ego trip.

Training involves giving people space o try and fail. As we learn a skill be move through recognisable phases:

Unconscious incompetence – I have never driven a car and so I am not yet aware of what I do not know.

Conscious incompetence - I take first lesson and cannot coordinate my feet and hands.

Conscious competence - I begin to get the hang of it, but my knuckles are white on the steering wheel and I get nervous when somebody passes me.

Unconscious competence – I have been driving for years and I barely notice how my hands and feet adjust the gears and brakes as  manoeuvre the roundabouts and junctions.

At the early stages, I am very dependent on the instructor giving me step by step guidance on what to do.

As it approaches the driving test, I am on my own making my own decisions, but there is somebody assessing my competence.

Of course this assume an evolving relationship between leader and follower – a growing level of maturity in the follower who is willing to assume more responsibility.

Paul Hersey and Kenneth Blanchard have written about situational leadership which monitors the changing approaches of the leader depending on the maturity of the follower. Walter Wright adapts their business model to create the “empowering curve” – where the emotional dependency on the leader is low, but then increases as the trainee takes more responsibility and then falls away again as the trainee is given full authority to match his/her responsibility and takes on the task for which he/she is trained.

The cost to the leader is in that middle stage of high social/personal involvement. 

Other models point out the other cost – that somewhere in that learning curve, the competencies may be less than you want. When a task is delegated, it may be done less efficiently for a while. It takes patience and belief in the person to let them learn through the dip in that curve and then the competency rises and will hopefully exceed my competency.

Of course there are some times that the reason for delegation is because I need somebody to complement my skills. I always need a good “nuts and bolts” person around me. I have ideas and dream dreams. I need somebody to nail them to the floor.

Q 4: How good am I at delegating tasks? Do I delegate what I am not good at – and enjoy watching others flourish where I flounder? Am I ready to delegate some of the roles which I am good at for the sake of letting others become as good if not better than I am?

A number of years ago at the General Assembly, Ed White of the Alban Institute made two statements which have stayed with me:

1. Some people have 40 years of ministry. Others have one year of ministry 40 times over.

2. In order to grow in ministry, surround yourself with spiritual giants. The problem is that we prefer spiritual dwarves.

Take 2 Teaching 2

The Gospel of Mark splits somewhere around chapter 8 verse 31 when Jesus begins to speak of his suffering, death and resurrection. This is when the disciples become protective and puzzled. Famously, Peter is told: “Get behind me Satan.”

From this point on, Jesus teaches about taking up our cross, about losing our life to save it, about leadership as serving others not being served, about love as laying down our lives for our friends….

Jesus team was an extraordinary bunch of people. At one level, he sees in them potential that they could never see in themselves.

The erratic Peter becomes the Rock. John of the fiery temper becomes the apostle of love. Thomas the questioner becomes the icon of doubter turned believer. The women who were disregarded in the courts of law become the first witnesses to his resurrection.

Building a team is about recognising strengths and gifts and potential. Models such as Strengthfinder or SHAPE or Belbin’s eight roles of an effective team all help us to help others play in to their strengths.

However, along with every gift and personality type comes an ego! Teambuilding and team working is about learning to build each other up rather than seeing the team as arena in which any individual may shine.

Scott Peck writes in “The Different Drum” of how communities form:

1. First stage is pseudo community – where everybody is hail fellow well met and generally positive about everything.

2. The Second stage is chaos – when people begin to disagree or even dislike each other with all the conflict and games that people play to keep their end up.

3. The Third stage he calls “emptiness” – when we deliberately empty ourselves of our preconceptions of others, take away the labels and our expectations. A this stage we allow the other person to be who they truly are – we accept one another and work with one another.

4. The fourth stage he calls the gift of community – the sense that the togetherness we have is a gift rather than something we have created or earned.

The crucial stage is “emptiness” – which in Greek would be “kenosis” – which is one of the key theological terms to describe the “mind of Christ” in Philippians. 

Paul speaks of Jesus as the Son of God who though he was God did not grasp or hold on to that place as God, but instead “emptied himself” and became a man, a servant, humbled himself to death even death on a Cross.  

That was the way that Jesus took – and that is the way that Jesus took his disciples – and that is the way that Jesus taught his disciples…. the way that cuts across the trajectory of all our ego building ambitions and calls us to the downward journey of service and the way of wisdom that comes only through suffering.   

But Jesus could only teach that way because he took that way.

Q 5: Where am I being asked to empty myself of my ego, by ambitions and my power-trips? Where am I being asked to face up to my limitations and let go the illusions that have seduced me? Where am I being asked to step out of the limelight and let others take the stage? 

Only those who have travelled to the Cross can take others there, and only those who have been to the Cross can teach others about the reality of resurrection. Once we know the reality of resurrection, we will be able to let go the control and trust others to go where we can never go and do what we can never do.

Trust

That is the final word. Jesus stood in an upper room and sent his disciples out. He stood on a hill in Galilee and sent them into the world. He stood on the Mount of Olives and commissioned them as his witnesses.

He left. They stayed. Three years of training behind them. A life-time of service ahead of them. What a risk! What trust!

Vincent Donovan wrote that “ the last gift of the missionary is to leave.” He maintained that this was Jesus model and Paul’s model – and intensive time with a small group of people – and then to leave – trusting the people of God and trusting the Spirit of God.

Some Christian leaders have only realised how much control and distrust was in their souls when, for some reason, they have to give up a role or a position – often through illness or stress. And then they see the people in whom they have invested begin to take responsibility and discover capacities they never knew they had.

Q 6: Do you find it difficult to trust your people? Why is that? Do you find it difficult to trust the Spirit of God to work in your people in ways you could not imagine?

Songs and Stages

A number of years ago, I took singing lessons from a remarkable lady who was retired from the Royal School of Music and Drama in Glasgow. She taught me to breathe and how to place my voice - many of the techniques of singing. All she did was sit at her piano and show me what to do.

As I looked around her room I saw press cuttings and photos of people she had trained – now in Covent Garden, or Madison Square Gardens, or Sidney Opera House, or Moscow or Tokyo…..

And all she did was sit at her piano while they sang songs she would never sing on stages she would never walk.

That has been for me my model of ministry – to take, teach, test, take, teach and trust – trusting that others will sing songs I can never sing and walk in stages I will never walk…..in generations I may never see. 

That is my 30:30 vision!

� Wright, Walter C Jnr, Relational Leadership: a Biblical Model for leadership service, Paternoster Press, 2000, p 2





PAGE  
1

