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CHAPTER 1

THE CHALLENGE

e live in a country where the Christian faith is usually discussed, expe-

rienced and observed through the things we don't agree about. And as
you probably know, these places where we divergé often to lead to, shall we
say, “heated” arguments.

Protestant. Conservative. Mainline. Evangelical. Post-modem. Emergent. Neo-
Reformed. Neo-orthodox. Fundamentalists. Ancient Future. Neo-monastic.
Seeker Sensitive, Seeker Aware. Bible-believing. Charismatic. Dispensational-
ist. We could go on and on.

There are endless things that divide us: theologically, philosophically, practically.
Some of those divisions are very real and guite irportant.

For all of the things that divide us, we cannot deny that we are sensing and
watching some pretty seismic shifts happening in the world in which we live. And
for all that separates us, we are sharing that common expetience.

Recently, we commissioned a study to get to the heart of this. Our goal wasnt to
figure out what divided us. We wanted to figure out what we are all experiencing

together as orthadox Christian leaders. What are the questions that unite us?
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More specifically, apart from denomination, biblical hermeneutic, theologi-
cal framework or practical application, what are the things that are keeping all
orthodox Christian leaders awake at night?

We were not irying to find the Craedal statements that everyone agrees on. We
were digging for something visceral, something deeply emotional. What were
the questions that were so true, so deeply disturbing, so concerning, that they
sliced through all of the things that would normally divide us?

What are the questions that keep a¥f of us up at night?

What we found probably isn't that surprising, but the singular voice with which
these questions were asked was nothing short of stunning. These were the
questions:

*  What does the church of the future look like?
+ How do we reach people who don't know Jesus?

As we dug around, continued to ask questions, fistened and pieced together
what pecple were saying, another question surfaced.

it was a question that people danced through, tip-toed around, but never once
articulated explicitly. Yet so many of their responses indicated this was a ques-
tion that they desperataly neaded an answer to. It was the question that no one
was actually asking or had the courage to ask out loud. It is the question people
don't want to admit not having the answer to.

Yet it is the question thal everything else hinges on.

THE CHALLENGE

The answer leads to the future of the church. The answer teaches us how 1o
reach people who don't know Jesus. The answer is everything.

And yet, either we haven't realized we should be aslzing it or we can't seem to
push ourselves to agk the question. It's as if it's embarrassing to even ask. Isn't
this something we should have figured out by now? You could argue we are the
most educated people who have ever lived. Why are we wrestling with this ques-
tion, and why don't we have good answers for it?

This is the question.

How do we make disciples?

There Is Mo “Puaw 87

The problem is that most of us have been educated and trained to build, serve
and lead the organization of the church. Most of us have actually never been
trained 1o make disciples. Seminary degrees, church classes and training semi-
nare teach us to grow our volunteer base, form system and orgahizational struc-
tures or preach sermons on Sunday mormings and assimilate newcomers from
the Sunday service. As we look around as Chriétendom is crumbling and the
landscape of the church is forever changed, a stark revelation emerges: Most of
us have been trained and educated for a world that no lenger exists.

However, the call to make disciples still remains. It never wavers and never

changes. Make disciples.

Hers’s the thing that can be difficult to wrap our minds around: it you make
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disciples, you always get the church. But if you make a church,
you rarely get disciples.

{F You make
DISCIPLES, YU

ALWAYS GET THE Most of us have become quite good at the church thing. And

otusch. Bur 4 yet, disciples are the only thing that Jesus cares about, and
[F YOU MAKE A it's the only number that Jesus is counting. Not our attendance
CHURCH, YIU or budget or buildings. He wants to know if we are “making
RARELY GET disciples.” Many of us serve in or lead churches where we
DISCIPLES, have hundreds or even thousands «of people

showing up on Sunday. But we have to honestly answer this
question: Do their lives look like the lives of the people we see in Scripture? Are
we just good at getting people together once a week and maybe into a small
group, or are we actually good at producing the types of people we read about in
the New Testament? Have we shifted our criteria for a good disciple as someone
who shows up to our stuff, gives money and occasionally feeds poor people?

Efiective discipleship builds the church, not the cther way around. We need to
understand the church as the effect of discipleship and not the cause. If you set
out to build the church, there is no guarantee you will make disciples. It is far
more likely that you will create consumers who depend on the spiritual setvices
that religious professionals provide.

Now one of the buzzwords around today is the word “missionai.” People
want to create missional churches or missional programs or missional small
groups.

The problem is that we dont have a “missional” problem or a leadership

THE CHALLENGE

problem in the Western church. We have a discipleship problem. If you know
how to disciple people well, you will always gét mission. Always. You see,
somewhere along the way we started separating being “missional” from being a
disciple, as if somshow the two could be separateci. Pastors started saying they
didn't want to be inwardly-focu‘sed so thay stopped investing in the people in their
churches so they could focus on people outside their churches.

Granted, we should focus on people who don't know .
WWE G0 ¥ HAVE A

Jesus yet, but Jesus himself gave us the model for doing that: K .
) HISSITHAL

Disciple people. If you know how to actually make discipies,
you'll reach people who don't know Jesus. Because that's PaceLEm. e
simply what disciples do. That was Jesus’ whole plan. Ifyou |~ HWEA
disciple people, as these people do mission in their everyday BISCIPLEHIF
comings and goings, with the work and shaping of the Spirit, PROBLEM.

the future of the church will emerge.
It all starts with making disciples.

Jesus has not called you to build his church. In fact, in all of the Gospels he
mentions the church only two times. One time he mentions it, it's about conflict
resclution. The other time? To say that he wilf build his church. Our job, our only
job and the last instructions he gave us, was to make disciples. And out of this we
will get the church, Qut of this, the future will emerge, and out of this, there will be
a missional wave the likes of which we have never seen.

What we want to do in this book is give you the basics of how we have leamed
to disciple people over the past twenty-five to thirty years. We leamed to do this

in the crucible of post-Christian Europe where, in the place where many of these
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ideas and practices sprung up, less than 1% of people were attending church,
and a missional revolution began. What we have found, over and over again, is
that if you disciple people it will always lead to mission. We've seen this in Europe.
In Africa and South America, in Asia and yes...in the United States. Jesus’ model
for seeing heaven colliding into earth, for seeing the Kingdom of God advance in
community, for seeing the world put to rights and people becoming Christians,
was diséipleship. Period. That was his whole deal. So if you're counting converts,
budget or buildings first and foremost, you're not counting the things that Jesus
counted, and you're not counting the thing that will change the world: Disciples.

We want to be clear: We are not saying this is the only way to disciple people or
even the best way. This method has worked in shaping us, teaching us o be
learners of Jesus, and has now successfully shaped and fransformed communi-
ties all over the world. It isnt a perfect system because there are no perfect
systems (which is particularly true when you realize discipleship is a relationat
endeavor depending on broken people living in the grace of Godl). We humbly
offer this book and our journey as a possible way of moving forward and once
again taking serigusly the Great Commission of making disciples.

CHAPTER 2

~

Tie Jesus Mone

onty Robertts spent his yquth in the high prairies of the United States round-

ing up wild mustangs. He’d walch his abusive father tie the new horses to
a post with a bridie and rope, then frighten them with a blanket so they would
attempt to run away. By repeating this process over and over, his father was
eventually able to break the spirit of the horse and control it in any way he
wanted. He observed another popular way to break a horse was to tie it to a tree
or post and beat the harse until its will was broken and the horse would submit to
its master.

Watching this happen, Monty began to think there had to be another way to train
a horse, something that was more effective and more compassionate.

So he took to the plains.

Monty observed how the wild horses communicated with each other, particularly
observing the position of the lead mare of the herd as a new horse
attempted to join the herd. When a young stallion attempted to join the herd, the
lead mare would turn toward him, flatten her ears and look directly into his eyes:

the language and position of challenge. The stallion would stop his approach
toward the mare, adopting the position of a juvenile horse, a foal, by pawing the
ground and bowing in subrission. The mare would then turn her flank toward the




new horse and lift her ears, the offer of invitation. This was a powerful position of
vulnerability for the lead mare, as when she exposed her flank, she exposed the

part of her body that predators would always attack. it was a body position of
vuinerability and openness.

The young stallion, given this invitation, would inch closer to the lead mare.

Then the lead mare would tum towards the young stallion, flatten her ears and
make direct eye contact: Challenge again,

This process of invitation and challenge would be repeated untit the two would
eventually touch (an exhilarating moment called join-up), and at that paint, the
young stallion would be admitted to the herd.

Moty began axploring whether he could replicate the process of alternating
between invitation and challenge in training a horse. He found that when he
acted like a lead horse, the other horses adopted a submissive posture. When

he expesed his flank, the horse inched closer. He simply imitated what he saw

the lead mare doing.

Today, Monty can fully train even the mast abused horse in minutes, and when
the horses are brought irto the tralning ring, the process is deeply moving to
observe, His gentle “horse-whispering” is in marked contrast 1o his father's harsh
and abusive control.}

INVITATION ASD CHALLENSE

Perhaps we should take a step back at this point and consider what

16

Jesus was able to accomplish. in less than three years, he

was able to disciple a group of men, most of whom no one How oo e
else would have chosen, and taught them to DO and to|  CHLLENEE OF
BE like him in such a way that, when released, they would |  WHIT K WA
change the course of human history forever. A5HG THEM
INIT ABSOLUTELY
Now how was Jesus able fo do that in such awayttmhedfdn‘t ONERWHELY THEM?

break them and have them all running for the hills? How did the
challenge of what he was asking them not absolutely overwhelm them?

Simply put, Jesus was the ultimate horse-whisperer when it came to disciple-
ship. He was able to creats a discipiing culture in which thére was an appropriate
mix of invitation and challange in the way ha related to them. This is beautifully

ilustrated in Matthew 18 as Peter receives the revelation that Jesus is the Son
of God:

Jesus replied, "Blessed are you, Simon son of Jonah, for this was not
revealed to you by man, but by my Father In heaven. And | tall you that you are
Pater, and on this rockc | will build my church, and the gates of Hadas will not
overcome it | will give you the keys of the kingdom of heaven.”

—Matthew 16:17-18

In affirming Peter, Jesus is inviting him to draw closer. But Jesus takes it even
further. Jesus gives him the name “itle rock” (Peter, when translated from the
Greek word Fetras, means “litle rock”). At the end of the Sermon on the Mount,
in the Parable of the Wise and Foolish Builder, Jesus refers to himself 'as the
Petra.. the ‘big rock.” Jesus Is the big rock; Peter is the litie rock. Jesus is shar-
ing his covenant identity with Peter as a partner with God.2 The same relationship
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that Jesus has with his Father, Peter now has with the Father. Peter is being
invited into a deeper relationship with Jesus, so much so that Peter is also being
offered the ka)}s to the Kingdom and given access to Jesus' authority and power,
It must have been an incredible moment for Peter.

Yet only a few verses later, after having taken Jesus aside to suggest that he
stop speaking about dying in Jerusalem, Peter is massively challenged:

“You are a stumbling block fo me; you do not have in mind the things of God, but
the things of men.”
—Matthew 18:23

Time and time again in the Gospels, we see Jesus functioning as a classic
horse-whisperer, inviting his followers into an infimate relationship with him while
also initiating a direct challenge to behaviors he knew were either wrong or un-
healthy. He drew his disciples closer, loved them, but also gave them the op-
portunity to accept the responsibilities of discipleship.

“If anyone would come after me, he must deny himself and take up his cross and
follow me. For whoever wants to save his life will lose it, but whoever loses his
fife for me will find it.”

—Matthew 16:24-25

Invitation is about being invited into a relationship where you have access to a
person's life and all the vibrancy, satety, love and encouragement that reside
there. To learn from the places you clearly see Jesus at work in people’s lives,
which you can see only by having access to them. But by accepting that invita-
tion, you also accept the challenge that comes with it: The challenge to live inte
your identity as a son or daughter of the King.

18

THE JESUS MODEL

Jesus created a highly inviting but highly challenging

culture for his disciples to function and grow within. If we are lesis ae-
going to build & culture of discipleship, we will have to learn to ATED A HIGHLY
balance invitation and challenge appropriately. Jesus horse- § SUPPORTIYE
whispered to his disciples all the time, leading them around BUT HiGHLY
what we call the “Leadership Square” (see Chapter 8). CHALLENGING
Fundamentally, effective leadership is based upon an in- | (JTURE.

vitation to relationship and a challenge to change. A gifted
discipler is someone who invites people into a covenantal relationship with him
or her, but challenges that person to live into his or her true identity in very
direct yet graceful ways. Without both dynamics working together, you will not
see people grow into the people God has created them to be.

We use the following matrix 1o help leaders understand the reality of the types of
cultures we create in our churches:

HicH INvITATION

CrAPLAINGY CIUADRANT DISCIPLING QUADRANT

“EmPoweRED CULTURE"

Low HicH
CHaLLEnGE CHALLENGE

“Cozy CuLTure”

BoRING QUADRANT STRESSFUL CUADRANT

“ApaTHETIC CuLTURE" “D1sCOURAGED CuLTURE"

Low [nvmaTion

When looking at this matrix, we begin to understand why we've had such a
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difficutt time discipling people in our churches. For many churches, as they
seek to create comfortable environments in the form of worship services or
small groups, have lost their ability to challenge people in meahingfui ways.
Challenge may be given from the pulpit or stage on Sunday mormings, but chal-
lenge is always given best in the context of personal relationships.

Woe hava the ability to hear a difficult sermon and decide not to do anything about
it. Just because someone preached or taught on forgiveness doasn’t mean any-
one is holding us accountable to forgive people in the next week. If | don’t want
to do it, no one will know or say anything. The space is comfortable, inviting and,
by-and-large, anonymous. We can take what is said or leave it.

The same thing is true of most small groups. While small groups are excellent
at creating community and a warm, comiortable environment, they are not built
to also offer challenge. Small group leaders are supposed to be facilitaiors of
discussion and conversation, creating a culture where people who are new (and
perhaps not Christians yet) can immediately come in and feel safe. What new

person would fesl safe coming into a group where the leader challenges them

regularly? The new person didn't agree to that kind of relationship. So while
many churches say, “We do discipleship in our small groups,” the fact of the
matter is that their small groups are missing one of the main ingredients of a
discipling cutture: Challengs. We aren't saying that having environmental spaces
like small groups aren’t important; we’re simply saying discipleship as Scripture
defines it doesnt happen particularly well there.

Now here's the thing.

If we have churches with warm, cozy, comfortable, inviting environments, some-

20
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one is paying the price to make sure that happens. That

means for all of the invitation that is offered to a larga por- Mo one
tion of the people in a church, there is another group that is ALCIDEn-
shouldering all of the expectations and challenge of produc- ]  TALLY EREATES

v

ing that kind of atmosphere: Church leaders. Pastors. Staff. +  [ISUIFLES. 1
Diseipeestip 18
AN INTENTIONAL

PURSLNT..

Elders. Deacons. Board members. Volunteers. Whalever
your church has. Usually 15-20% of the people are doing
almost all of the work. Because of that, their experience is

extremely high on the challenge side of things but very low

on invitation. What space is there for these people to recaive

encouragement, rest, downtime and investment? Every week has to be bigger
and better than the last! So these people are constantly discouraged, frustrated
and stressed. Burnout is normal. There is a high degree of turnover.

It doesn't really matter which one of these two gquadrants you are currently
tunctioning in. Neither is the ideal way Jesus wants you to lead others. From
working with thousands of church leaders from all over the world, we have
observed one certainty—no one creates a discipﬂhg culture, modeled on the life
and ministry of Jesus, by accident.

No one accidentally creates disciples. Disc_;ipleship is an intentional pursuit.

Learning how to balance invitation and challenge appropriately in the lives of
those we are actively discipling will be a difficult task, but it will also be extremaly
rewarding. If you want to free people from the captivity of the client/provider rela-
tionship we've seen emerge in the church and create an “smpowsred/discipling
culture,” it must be viewed as a must-win battle, We should expect and appropri-
ately plan for some degree of failure, aim for “low control, high accountabiiity” and
invest all we have in creating empowered leaders who can function as producers

)

rather than consumers.

21




As G.K. Chesterton once said, “If a thing is worth doing, it is worth doing
badly.™ No one was born great at discipling people. 't takes time and practice.
You are, right from the start, going to be better at either invitation or challenge
and will need to leam how to do the other well. But because discipleship is worth
it, i's worth not being great at it from the start so we can leamn to do it well aver
the long haul.

Put simply, building a culture of discipleship is the only way that you will pro-
duce the kind of community that Jesus and the New Testament writers would
recognize as church. A dynamic living organism with sufficient organization to
enable it to function effectively, yet remaining an authentic community that is
full of the life of God. A community where hearts are open to the Lord, to one
another and to a world in need.

22

CHAPTER 3

Wiar 17 Means 7o Leasn

hat has really captivated us in this discussion of discipleship is the Greek

word for “disciple™ mathetes. When directly translated, it means Jearner.
Scripture really seems to be getting at something here, something about orient-
ing our lives around becoming lifefong leamers of Jesus. It is libarating to think
that, with God's Spirit, over llme; we can learn the ways of Jesus, deing the
things that he did while bécoming the same type of person. It deesn't happen
overnight, and the expectation of Scripture isn't that it happens overnight.

Now what's fascinating is when you really start 1o dig into the subject of leam-
Ing theory on how we as humans are hard-wired to learn to do things. What's
of particularinterest is how we see these things playing out in the Gospels over
and over again.

There seem to be three different ways that we learn, but unequivocally, we leamn
best when there is a dynamic interplay between all three at one time:

1) Classroom/Lecture passing on of information
2) Apprenticeship
3) Immersion
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Classroom learning is when information, processes and facts are taught from

teacher to student in the classic lecture satting. Appranticeship is whan some-’

one leams a certain set of skllls by apprenticing himself or herself to someone
who has already leamed the skills. Immersion is when someone is put into an
environment, setting or culture and learns by intuitively picking up what he or she
sees and experiences.

The classroom experience is based on passing on facts, thoughts, pro-
cesses and information.

A teacher in a high-school English literature class wants people to understand
James Joyce when they read Ulysses, so the instructor teaches on Joyce's stan-
dard kind of writing: Stream of Consciousness. A biclogy teacher wants his or
her students to understand how energy is manufactured on a cellular level so
the instructor teaches the different parts of the cell, spending a special amount
of time on the mitochondria.

We get this. We know this. We grew up in this. Information is passed on in a

rather didactic manner, from the lecturer to the students who are learning this
information.

However, we do recognize the limitations of this way of learning.

For instance, if you are learning to become a plumber, you can take hours upon
hours of classes, with scads of inforrnation on how plumbing systems work, how
to deal with leaky sinks and blocked pipes. There is a huge difference between
knowing about how to fix a pipe and actually fixing a pipe. At a certain point, the
head knowledge from the classroom isn't encugh.

24,
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+ This is why apprenticeship is so important for the process of
learning. ~ N

You dont simply leam to fix a sink by reading about it; you actually go out
and do it. Inevitably, however, you probably won't be able to fix everything on
your own or figure everything else out. That is why many professions have
apprenticeship programs as part of their process for employment. Essentially,
an apprenticeship is stating, “If you want to learn how to do this, you're going to
need someone to show you how to do it. Information is good, abstract theory and
concepts are incredibly helpful, but this actually has to work in the real world.”

So we have Master Plumbers. Master Electricians. We have developed a whole
medical learning experience where students don't simply go to medical school
and learn about surgery; they have residencies during which they apprentice
themselves to someone to learn to do what they do. | don’t know about you, but |
don’t want someone operating on me who has only head knowledge.

We have a friend who is a creative at an ad agency and had to go to film
schoot out in Los Angeles. The way he learned to shoot and edit video welt
was by working with someone who already knew how. Sure, he could have
holed up in a room with Final Cut Pro, a case of Red Bull and an Instruction
manual for six months, but ultimately, the best way for him to learn how to do it
was to apprentice himself to someone else.

In life, when we want 1o leam how to do something, we find someone with real

fiesh and blood and have that person teach us how to do what they do.

In many ways, the practice of apprenticeship is about investment Someone

25
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invests their time, energy, skills and Iife into ours, teaching us to do what they do.

+ The last way educators and soclologists say we learn is through
immersion.

If you want to understand this, just watch toddlers learn to talk. Exactly how did
they go from babbling nonsensical phrases to stringing together words and sen-
fences, asking questions and conveying thoughts and feelings?

There wasn't a class.

They really didn't apprentice themselves to anyone,

Over time....it just...happened,

Suddenly they can talkl

This process is called immersion and is the most subtle way of learning and
is obviously where our learming environments and personalities are powerfully
shaped. If you're a foreign exchange student, it is perfectly normal to tell hilarious

stories when you are back at the dorm with the other students. You're ieaming
by immersion.

“You'll never believe what | accidentally said today.”
“Are you serious? You really called them that?!”

“Yeah, well at least it wasnt as bad as that thing that happened a month ago. | had
no idea what that woman was saying, but she looked like she wanted to kill me.”

26
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But slowly, over time, those students become fluent in the language. This is the
power of immetrsion.

In gathering together a group of people who are competent at their craft or
skill, people In the process of learning the skill slowly lsam simply by being
immersed in the culture. It happens slowly, subtly, almost under the radar. But it
is happening. You learn things, pick up tricks of the trade, learn the language of
that culture simply by being in the middle of it. immersion teaches and shapes in
powerful ways that are sometimes hard to even see.

The key to immersion is having access lo the culture you ara hoping to shape
you e T T e T e T T
Districh Bonhoeffer has probably written more to help us understand the nature
of discipleship than anyone in the past few hundred years, particularly in his book
The Cost of Discipleship and his shor, but brilliant, book Life Together. However,
it is in studylng Bonhoeffer's actual life that much of his writings come alive.
Recently, Eric Metaxas released a new bicgraphy on Bonhoeffer. Consider this
quiote by Otto Dudzus, one of the men Bonhoeffer was discipling:

Whatever he had and whatever he was, he made that accessible to oth-
ers. The great treasure he possessed was the (;Jltwat—ed 'elnega‘nt', "h"ighly
éduéated, open-minded home of his parents, to which he introduced us.
The open evenings [his house was open for his disciples and family to
come, eat, play music and sing together, discuss, laugh, tell stories on
Friday nights] which took place every week had such an atmosphere that

they became a piece of home for us, as wall.4

27




BuiLpiNG A DISCIPLING CULTURE

Then, Metaxas notes:

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

This is what access looks like. This is how people learn, through immetsion, the
nuances of being a disciple. People are given access to a discipling culture.

Sociologists and education experts agree that learning best happens when
there is interplay between all ways of leaming. You have to learn the cold, hard
facts because they actually mean something and have practical implications. By
apprenticing yourself to someone, he or she teaches you how to take things that
arg only in your head and put them into practice in a way that produces some-
thing. You can go from poorly skilled to quite skilled falrly quickly by having an
excellent apprenticeship. And if you are able to combine those two things with an
immersion experience where the language, the nuances and the everyday uses
are leamed intuitively...well, that is & powerful combination.

Take leaming a foreign language, for example. What's the best way to leam it?
More than likely, it's going to be a combination of all three. You'll want to leam
the basics in a classroom setting before moving to Barcelona. Take Spanish 101,
102 and 201. Hire a tutor who is fluent and can work with you on the nuance of
the language. Finally, move to a culture where the language is fluently spoken,
and over time, probably over a two-year period, you yourself will become fluent.
it takes al! three methods of iearning.

28
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itis probably fairly obvious to see where all of this is leading, right?

As we know it today, discipleship is rnostly about that first kind of learning: the
classroom experience. And really, that's about it.

We learn from the pastor’s teaching on Sunday. We learn from Bible studies. We
go to Sunday School. We leam from small group discussion guides and DVDs.
We learn from reading books. We learn from taking classes at church.

Notice that all of this is completely information driven, in some sort of
classroom-esque experience. There is virtually no apprenticing happening in our
churches.

But shouldn't there at least be immersion happening? After all, we have millions
of Christians in the United States regularly gathering tagether. They come to a
worship service on Sundays. They gather as small groups, hopetfully they are
actually friends outside the émail group, and maybe they take a class every once
in a while. How is that not immersicn in a community? We tell people to join a
small group because that's where discipleship happens and where they can find
community. We're at least expecting some immersion to happen, right?

The hard reality is that immersion works on/y when paople are actually fluent in
something.

Far instance, & toddler is never going to learn English if she’s hanging out only
with people who don't know English themselves or if she hangs out only with
other toddlers, In other words, because most churches have so few actual
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disciples running around, there simply aren't enough disciples at churches to
create a quality immersion experience.,

The way most churches have structured the discipleship process, it is as if we
are saying, "If | can just get the right information into their heads, if they can just
think about it the right way, then thay will become more like Jesus.”

Right informationAeaching=right behavior=disciple.

So let's think about it practically: How successful has that been for ug?

Or think about it like this: Would you trust a doctor to perform open heart surgery
on you who has had only classroom experience and no residency? Yet that is
how we have structured our discipleship processes!

Most church leaders we know, after hearing this, usually say the following: “Well,

we can't be responsible for feeding them. They need to learn fo be self-feeders,
Thay have to be responsible for being disciples. | can't will it for them." There's

a little truth in that, but we think it fails 10 acknowiedge the complexity of .

the problem.

Getting people to a place where they can nourish thamselves with the Bible,
through prayer, community and other spiritual disciplines doesn't happen just
because we tell people that's how they can nourish themselves spiritually. That's
like telling third graders that in order to function in school they need to leam to
write in cursive but offer no in-depth way of teaching them to do this. And to be
clear, kids don't learn to write in cursive because the teacher gives a 30-minute
lecture on how to do it. One of the problems that occur when people become

30

WHAT IT MEANS TO LEARN

Chris}i'ans is that we either explicitly or implicitly give them a list of things to do
that we think will help them become “self feeders” (admittedly, we believe "seff-
feeders” is a terribly unhelptul term): '

1) Read your Bible

2) Pray

3} Tithe

4) Go to church services each week

5) Find a small group (or whatever your church does)

6) Tell your friends about Jesus

Think about it. Aren't we making some pretty gross assumptions here?

Why do we assume that by telling people to read the Bible that if they do it,
peopie know how to read Scripture well? Why do we think they know what in the
w0|:ld to do with this gigantic book that somehow brings us to the “Living Word™?

We tell people to pray. We teach sermon series on prayer. Maybe we teach
classes on prayer. But we iargst that Jesus' own disciples had no clue how to
pray like Jesus and they grew up in an incredibly immersive culture that was
focused on prayer. Something about the way Jesus prayed was so profound,
was 50 connective, visceral and iife—giving that they said, “Please, please teach
us to pray like you!” i’rayer should be the easiest example for us to understand
{Luke 11:1-2). We are asking people 1o talk 1o an inanimate object as if he were
right there! People really need help with this, and more than just a sermon, class
or book.

Why are we assuming that simply by giving people information (pray, read the
Bible, read doctrinal statements, be a part of a small group) they actually know
how to do it ar can figure it out by themselves? | can read a book on how to
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perform open heart surgery. If you go into cardiac arrest, do you want me to
operate on you?

We have become s0 acculturated in our Cartesian, Western world that we be-
lieve knowing about something and knowr'hg sdrnelhing are the same thing.
What we have managed to do is teach people about God. Teach them about
prayer. Teach them about mission. The point isn't that they would just know
about it but to know it.

We don't want to just know about God; we want to know God. In the same way
that we don’t want to collect random facts and nuances about our spouses, we
want to know them through and through. That's why Paul seems to give this gut-
tural cry: “l want to know Christ and the power of his resurrection and fellowship
of sharing in his sufferings.”

Discipleship isn't a random assoriment of facts and propositions and behaviors,
discipleship is something that is you to the core and is completely incarnated in
you. If it is information, it is information that has worked its way into you and is
now part of you, in the same way that John talks about the logos being wrapped
up in the person of Jesus: “The Word became flesh.” It goas from being informa-
tion to being knowledge.

Yet aimost all churches have built a whole discipleship process on that first style:
classroom teaching. Hear the sermon. Join the small group. Go to the member-
ship class. Read your Bible (hopefully you figure out how to do it). Go to class
201 or 301, and “yes, we have classes for that.”

Of course our churches aren't seeing the life, vibrancy and power we read in the
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Gosﬁﬁeis or in Acts. No one has a clue how to do the things that Jesus taught

" his d'isciples fo do! Most people know they should be doing these things. Most

people know these things are important. We would even guess that most want
to know how. But knowing | have a broken carburetor and need a new one isn't
the same as knowing how to put a new one in! In the same way, therg’s a big
difference between knowing forgiveness is central to Jesus’ message and actu-
ally going out and forgiving your dad for what he did to you when you were a kid.
Knowing something in your head alone is never what Jesus was after. The truth
of Scripture is meant o be worked out in us, not something that we hold as an
abstract reality.

Wae don’t want people 10 understand forgiveness or prayer or mission or justice
only intellectually. We want people who can forgive, who can hear and respond
to God, who actually know Him. We want people who have hearts that break for
our world and the people in it and do something about it. We want the kind of
people in our communities who resemble the people we see in Scripture.

Seripusly, just look at what Jesus did.

He called twelve guys to follow him and be his mathetes...his disciples...to be
leamers of him. People who would leam to do all of the things he does and some-
how learn to carry his very essence through the ongoing work of the Holy Spirit.

Now many of our sources for rabbinical practices don't really start to concretize
until the end of the first century, but it seems fairly reascnable to assume many
of thesa things were happening when Jesus was discipling his guys, so we know
disciples learned to do every fast thing that their Rabbi (teacher) did.
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How many steps did he take on the Sabbath? That's how many they would take.

How many hours did they memorize, ponder and meditate on Scripture each
day? That’s how many hours they would and it's how they would interact with
the sacred text.

How did they treat their wives? That’s how they would treat their wives.
How did they raise their kids? That's how they would raise their kids.

You get the picture. They were very detail oriented and quite precise, right down
to the length of their hair, prayer shawls, eating, sleeping and “bathroom” habits.
In almost every way that we can imagine, the life of the Rabbi was transferred
into their lives. Obviously, these disciples had their own personalities that shone

through, but this was the way it was done.

So when Jesus is asked by his disciples in Luke 11 to teach them how to pray
as he prays, this is not a strange request, In fact, their comment was, “Teach us
1o pray like you do; after all, John taught his disciples to pray like he did.” Jesus
didn't give them another sermon on prayer. He taught them to pray like he did.

This probably happened quite a lot.

They saw a life in Jesus that they wanted for themselves (even if at first they
didn't know this) and by their behavior seemed t0 say this: “If 1 do the things that
he does, | can feel fairly certain 'm going to have a good cutcome and rmy life
may actually lcok more and more like his.”
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Obvi_giusly, apprenticeship is happening here. You want to leam to be a plumber?
Find a Master Plumber and do what he does. You want 1o leam to be a disciple?
Find someone with the life that resembles the life of Jesus and do what he does.
This is what the disciples were doing.

We fhink Jesus understood what he was doing as well, and Matthew 11 indicates
this; “Come to me, all you who are weary and burdened and | will give you rest,
Take my yoke upon you and learn from me, for | am gentle and humbie in heart,
and you will find rest for your souls. For my yoke is easy and my burden is light.”

If you know first-century Palestine at all, you know that at least 80% of the
people were involved in farming. This was an agrarian-based economy, and
Jesus reqularly uses stories and motaphors that are drawn from this culture. This
passage is no different as he references & yoke in a way that people would easily

understand, as it was their normative experignce.

When it was time to plant the crops, you had to make sure the fields were plowed.
The massive, wooden plows were quite heavy, and usually only a team of oxen
was able to drag the plow through the field, tilling and preparing the soil for the
seed that would come next. Obviously, the team of oxen was pulling the plow
together and was held together by a yoke that bridled them.

What these farmers did was partner a young, very energetic ox with a much
older, seasoned ox that had piowed the fields for many seasons. The farmers
found that the younger ox would push quite hard at the beginning of the day,
using up all of his energy and would have nothing left for the second half of the
day. Remember, we're falking eleven- to twelve-hour work days. However, when
bridied with an older, more experienced ox, the younger ox would be forced to
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learn the rhythm and pace of the day. He couldn't run ahead because he was

bridled to the older ox. And so, eventually, the young ox learned the best rhythm
from the older ox so he could last for the whole day and was able to keep an
even, sustained pace. The rhyirﬂs__c_)f_[ijg weré passed from one to the other.
Eventually, the younger ox would grow clder, have more seasons under his met-
aphorical beft and would then be paired with a new, younger ox, and the cycle
would continue,

Eugene Peterson’s translation really lifts off the page, as it taps into this word
picture:

“Are you tired? Worm out? Bumed out on religion? Come to me. Get away with
me and you'll recover your life. I'f show vou how to take a real rest. Walk with
me and work with me—watch how i do it. Leamn the unforced rhythms of grace.
{ won't lay anything heavy or ill-fitting on you. Keep company with me and you'll
learn to live freely and lightly.”

—Luke 11:28-30 msa

When you see this picture that Jesus is referencing and then see how Jesus was
constantly teaching and showing his disciples how he lived, very clearly a high
lsvel of apprenticing was going on.

Jesus preaches the Good News, heals the sick, cleanses the lepers and drives
out demons. In Luke 9, he sends out the twelve to do the same. They've seen
him do this for months now. In Luke 10, he then sends out the seventy-two.
And now there’s aven coaching involved. The disciples almost seem astounded
that this stuff is working! “We know Jesus can do this, but seriously...us too?”
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* ity? The Kingdom of Ged! And if you do what! do, you can live
fully in that reality.” TO LIVE I THAT
REALITY.

WHaT [T MEANS TO LEARN

The_)f report back to Jesus that there was one spirit they were having issues with,
that wouldn't leave (Mark 9:17—29). You can almost see Jesus casually shrug his
shoulders and saying, “Oh yeah, that one...well, with that one you need fasting
and prayer before you deal with it.”

This is what apprenticeship locks and feels like.

And of course there is classroom leaming. Remember, the Sermon on the
Mount (which is basically Jesus' Teaching 101 on the Kingdom of God) is
directed to his disciples.

“Now when he saw the crowds, he went up on a mountainside and sat down, His
disciples came to him (some translations actually say, “those apprenticed 1o him
came to him") and he began lo teach them.”

—Mafthew 5:1

Jesus is constantly teaching his disciples. Always giving penetrating insights
from Scripture, thoughts on reality and the world we live in and speaking to the
character of his Father.

i
Teaching is incredibly important. Theology is incredibly impor- Tekce g
tant. Doctrine is incredibly important. THEDDEY

- WERE WAYS OF
But Jesus wasn't able to compartmenialize teaching, theol- DESCRISIMG

ogy, and docitine Into ethereal, cognitive realities. Teaching 4 REALTY a0 4

v

and theology were ways of describing reality, and then he
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So how was immersion happening?

The better question might be to ask when wasn't it happening. The disciples
were almost always with Jesus. But even the way in which Jesus allocated
his time gives us an important insight. Jesus had what many scholars call his
“Retreat Ministry,” a period of time that was dedicated completely to the disciples,
when he retreated to places the crowds would never follow, when the disciples
could be immersed in relationship and have complete access to him. Here's the
interesting thing: Most people think that at least eighteen months of Jesus' public
ministry was this time.

That means at least half of his time was spent with these twelve guys.

He believed so powerfully in discipleship that he basically put all of his eggs info
that basket. (It's worth noting that it paid off.)

Cften, immersion is about leaming the nuances and finer points of some-
thing. You learn big chunks of information in the classroom experience and
you leam how to develop specific skills in an apprenticing relationship, but with
immersion, you see how all of these things start to connect together in even the
smallest things.

There is an incredible example of immersion at work in the book of Mark, as
Jesus enters into his first week of ministry. He drops by Capernaum and does
things that seem normal to Jesus but extraordinary to everyone else: teaching
with confidence and authority they hadn't witnessed before, healing everyone
who asked, casting out evil spirits, healing Peter’s mother-in-law. Just an aver-
age day at the office for Jesus. And by the end of the day, word has gotten out
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intqkall of Galilee, and the house is flooded with every sick, battered and broken
parson in the vicinity. And Scripture says, even as the sun was now down...
he healed them all. Not a bad first day of ministry, to say the least. One might
say ravival had just breken out in Capernaum. Then something very interesting
happens.

Before the sun has come up, before it's even dawn, Jesus gets up earty and
goes to a spot by himself to grab some time resting and talking with his Father.
Apparently Peter and the rest of the guys get up, can't find Jesus {chances are
pretty good more people have arrived at Peter's in-laws’ place, waiting for Jesus
to do more teaching and healing), so they go to find him. They finally find him,
and Peter, probably pretty excited about his second day (what might Jesus do
for an encore?) says, “So, ummim, yeah...everybody is looking for you. Probably
might want to make our way back to the house now.”

And amazingly, Jesus's response is, "Hmmm. Yeah, | dont think so. Let's leave.
We've got other places to go.”

Seriously?

Now let's be honest here. f we had started something and there were
thousands of people _who just showed up out of nowhere {on the first day!),
wanting more and more of our time, if we had seen the things that Capemaum
had seen the day before, it's safe to assume we'd start a building campaign.
A podcast. A newsletter. A Twitter feed and a Facebook page. A blog. A new

website.

And. Jesus. Leaves.
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How did he know he was supposed to leave?

Well, early in the morning, before dawn, he got up and spent time with his
Father and then does something contrary to what seems fike the reasonable
course of action. When we think about it like this, it's kind of baffling that he
does this. What we see from Jesus is that success isn't thousands of people
and an evsr-'e_xp,a_mi_r-]gqhqrch. Success is obedience 1o what the Father asks,
Sometimes it comes with bigger churches, buildihdé and popularﬂyortmes
it doesn't. 's about obedience, Wa don’t decide what the Father does.

Clearly, Jesus saw Capernaum differently than we probably would have.

Notice we don't have any indication that Jesus says he got the instructions from
his Father; we can really only deduce this. Our guess is, as the disciples were in
an immersion experience with Jesus, they picked up on this, too. It was probably
small at the time, very subtle, but we're guassing they noticed. We're guessing it
further locked in their minds and their spirits what it meant to five in the Kingdom
of God.

Peter, in Acts 10, up on a rooftop resting and praying, receives very specific in-
structions about bringing the news of Jesus and his Kingdom to the Gentiles: a
man named Comelius. Since Peter was an orthodox Jew, this had to go against
every rationale and cultural fiber of his being. And yet...he went.

Paul, in Acts 16, is stuck in his journey to the Gentiles. Luke tells us:

They went to Phrygia, and then on through the region of Galatia. Their plan was
to turn west into Asia province, but the Holy Spirit blocked that route. So they
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wenr_ to Mysia and Iried to go north to Bithynia, but the Spirit of Jesus wouldn't
fet them go there either. Proceeding on through Mysia, they went down to the
seaport of Troas. That night, Paul had a dreamn: A Macedonian stood on the far
shore and called across the sea, “Come over to Macedonia and help us!” The
dream gave Paul his map.

—Acts 16:6-10 Msa

Both instances seem very similar to the one Jesus lived out.

There seemed to be an obvious course of action. Peter had a plan for reaching
the Jews, and Paul had a carefully constructed plan for his journey. And yet,
because Peter had leamed from Jesus and Paul from the early disciples how
to listen to and obey the voice of the Father, because they had leamed that the
Kingdom of God operates differently from what we are used to, they were able
to-respond.

They chose obedience over what was the most logical route.

Now we haven’t read a Scripture passage where Jasus articulates this lesson
exactly as we're sesing it here, though obviously there are many supporting pas-
sages. But it seems that in watching the life of Jesus and in watching the lives of
ather disciples (let’s not forget Paul spent guite a bit of time living with disciples
before he began his ministry), immersing themselves in the culture, language
and rhythms of these men and women, the disciples’ lives seemed to reflect the
life and ministry of Jesus in ways beyond sheer coincidence.
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CHAPTER 4

Buiomg 4 Distieung Cutruge

f you're anything like many of the leaders we work with, the more you baegin to

reflect and pray through this calling to make disciples, the more daunting the
challenge can feel. What we want to offer you is a clear road map toward com-
petent, effective discipleship and to help you develop a strategy for continuing
the process well into the future.

Let’s look at it this way.

In Malcolm Gladwell’s book Outliers, the central question is this: Why are some
pecple successful? He examines many of the factors that seem to contribute to
people being successful, but there was one thing he gels into, in particular, that
is of interest to us.®

Giladwell seeks to debunk the myth that some people are bomn genius-
e, and because of this can't help but become successful. He shows, with
wonderful stories and details, how this has played out in history. His equation for
--extracrdinary people goes something like this: Someone with a certain threshold

of competency {you don't have to be a genius) + the right set of circumstances +
10,000 hours of practice (which he guesstimates at about 10 years) = very high
chance of success. ’
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Mozart had a musically gifted father (right set of circumstanc-

IF THERE'S amy- . ) i

es) and was himself a musical prodigy (threshold of compe-
THAG ARY OF 5 tency). Mozart wrote his first symphony at the age of twelve.
SHOULD BECOME

But it wasn’t until he was twenty-two, ten years and 10,000
- war s 4 hours later, that he wrote his first symphony considered a
MAKING BISCIFLES | masterpiece.
WHD CAN MAKE Same with the Beatles.
DISTIPLES. Same with Michael Jordan.
Same with Bill Gates,

et

Even if you're lucky enough to be born a genius, you've still got to put in the time
1o learn and understand your craft, as well as walk into the right situation. What
we want 1o do is help you learn the craft of discipleship and encourage you to put
in the hours éﬁi“@_r—saverano_e‘ necessary to become great at it. After all, that's
what Jesus' last words 1 \;rgr-;going after: Make disciples. H there's anything any
of us should become great at, it's making disciples who can make disciples.

From our experience doing this, if you want make disciples, if you want to build a

discipling culture in your community, you are going to need three things:

1} Adiscipleship vehicle (we call it a Huddle)
2) People need access to your life (discipleship can't be done
at a distance) '
3) A discipling language {our discipling language is called LifeShapes)

Jesus’ model of discipleship was life on life but not everyone got equal

access to him. He chose a team of twelve men, but even within that team he
offered a deeper level of intimacy to Peter, James and John. Beyond the tweive
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were the seventy-two, then the one hundred and twenty, and then there were
the crowds. How did Jesus manage to balance his time and share his life with so
many people looking to him for guidance? How can we possibly do the same?

Put simply, we invite only a few people into a discipling relationship with us. If -
Jesus invited twelve people, we're going to assume right off the bat we cant do
as many as he did. And we invite these people into a HUDDLE.

A Huddle is the group of four to ten people you fee! God has called you to
specifically invest in, and you will meet with them regularly {(at least every other
week) to intentionally disciple them in a group setting. The best discipling rela-
tionships always have an intentional, “organized” component to them, as well
as a less formal, “organic” component. Having a regular Huddle meeting is the
“organized” component.

Ultimately, we are talking about creating a discipling movement in the place you
live. Huddles do not grow by adding new members; Huddles grow when mem-
bers of your Huddle start their own. Why do it this way? Because we take seri-
ously the principle that Jesus established: Every disciple disciples. You can't be
a disciple if you aren't willing to invest in and disciple others. That’s simply the call
of the Great Commission.

Practically, we've seen it play cut in what we call the 8:6:4 Principle.

Key x= HupoLE Leadens X= ALso LeaDe a HuooE
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In this picture, the senior leader gathers sight leaders, and aventually those eight
leaders Huddle six people each after an agreed period of time (often six to twelve
months). The forty-sight leaders in the second generation then Huddle four iead-
ers each once they are ready. if a third level of Huddles is established after twetve
to eighteen months, there could be upwards of 248 leaders being discipled.

Woe realize that theory like this often looks great on paper and doesn’t quite work
out like this in reality. And while it doesn't work exactly like thls in real life, even
¢ whe It does 17ea lite, ey

we are often surpnsed at how well it muhlpiles aver’ time when we  establish a dis-

cipling cu!ture and a vehicle to t transpon an agreed-on discipling language. For
1nstance we have a friend who started two Huddles two years ago. One Huddle
was part of his local church; the second was for pastors who were interested in
learning to Huddle. Two years later, after that small investment in the lives of
about ten people, more than seventy Huddles have been started and they keep
reproducing. That's the making of a movement,

Part 3 of this book is all about the details of what a Huddle is, how it works, how
you disciple people irt it and how o multiply them, so more on that later,

While a Huddle is an important part of discipling people, it isnt encugh. An
organic part of discipling people happens outside a Huddle. That means you

B
need to give these four to tan people muoh higher ACCESS to your Ilfe than

other people get or than you are probably accustomed to gIVirlg the peqplw

currently lead. You'll'heed to be strategic wrth your time if you are going to build
—

a d|smpllng culture that will bear long-term fruit. You will need to simplify your life

50 you have space for people to be invited into your life and home.

What might this look like?
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Honestly, it's usually just inviting them to join what you're al-
: Fok mmegson

T0 HAPPEN, WE

ready doing. Invite them and their family to have dinner over
at your house with your famity. We often forget that while we

Aj

p -

may not consider it “discipleship time” It doesn't mean we | MUST GIVE PEOPLE
aren't leaching people what it means to follow Jesus. If we ACCESS T DUR
have people over at our house, they are going to be intuitively EYERYDAY LIVES.

observing how we parent, how we love our spouses, how we

order our lives. We are immersing them in our lives, For immersion to happen
bt
we must give people access 1o our everyday lives.

That's why it is crucial that we have a life worth imitating! We are Inviting people
into our lives and asking them to imitate the parts of our life that look like Jesus.

Giving people access to our lives doesn't nécessarily mean we constantly sched-
ule additional time for coffee or drop everything for them at a moment's notice
{though depending on the situation, it could mean that). If someone is struggling
spiritually, invite him or her to go to the grocery store with you and talk with you
on the drive there and at the store as you shop. Fold the person into your normal
comings and goings. It doesn't have to mean more work; it means we are more
efficient and smart in how we use our time.

This is exactly what we see Jesus doing.

He ate. He taught. He laughed. He healed. He prayed. He told jokes. He told
stories. He visited friends. He fed thousands. He partied. He went to weddings.
He want to the local synagogues. He went on retreat with his disciples. Ha criad.
He went lo funerals. He gave advice. He answered questions. And in all of his
cumings and goings, his disciples watched him doing this and observed. They
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Burtrming a DisciprinGg CULTURE

We suggest that if you want to be a disciple, and if you want the peaple you
disciple to be able to disciple others who then disciple others, you will need to
follow the path of Information to Imitation to Innovation. Information is incredibly
important, but having it right in our heads isn't enough. We need to see how that
Information becomes knowledge and is incamated in the everyday life of an-
other person. We then aporentice ourselves to that person, learning not only the
information but also how to do what he or she does. And finally, after becoming
confident in knowledge and practice, we have the capacity to innovate new ways
of discipleship and mission.

Practically speaking, what does this look like? Well, let's give an example.
Most of us are probably people who believe reading scripture and certainly
having an intentional prayer time every day are fundamental components of be-
coming spiritually mature. But telling people to read and pray doesn't mean they
can do those things well. So what would you do if someone asked you how lo
read the Bible in a meaningful way and how to pray? Well, more than likely you’ll
take the person to the places in scripture that deal with this and maybe give him
or her a book or two that was helpful in shaping you (Information), but you'd
also teach him or her how you do it! You would show the person the way you've
learmed to do it, and for someone who doesn't know how, chances are good
he or she would start off doing it just like you do it (Imitation). Now that doesn't
mean that a littte ways down the road they won't branch out and discover ways
of doing this that might be mare suited to his or her personality (Innovation), but
the person is starting with a foundation they can build on. That is the process of
discipleship, and that is the path you can provide for people.

Above all else, know that good leaders always define their own reality. No
one else can build a discipling culture for you—it must begin in your own life
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and _fhen overflow into the lives of those you lead. You will not be the perfect
example, but you can be a living example. It will mora than likely be a difficult and
challenging task, but as we look at our own lives and then to the stories from the

leaders who have gone before us, we know that the prize is truly worth the price.
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