Form leaders and multiply

In a nutshell:One of the greatest joys of leading a small group is raising up a new leader. The second greatest joy is seeing your group multiply into two. Not only is this greatly joy-bringing, but it is kingdom-advancing. And it is easier to do than you think. But a few skills must be learnt, and of course, we need to pray, pray, pray. 

Why do we apprentice?

We believe that the best way to develop leaders is through ‘apprenticing’ – which simply means that leaders, even ones with very limited experience, are the most suited to make new leaders, and to do it ‘on the run’. 

There are four reasons for this:

It’s biblical

Throughout the Bible we see examples of leaders apprenticing those who would follow in their footsteps. Moses apprenticed Joshua. Elijah apprenticed Elisha. Paul apprenticed Timothy. In fact, one of the most frequently cited scriptures on the subjects of apprenticing and discipleship comes from Paul's second letter to Timothy: 

"And the things you have heard me say in the presence of many witnesses entrust to reliable men who will also be qualified to teach others." 2 Timothy 2:2 

Perhaps the clearest example of apprenticing is that of Jesus and the twelve disciples (the word "disciple" literally means learner/follower). Jesus never did ministry alone. His disciples were always with him, watching, learning, and listening; he involved them in everything he did. He saw beyond his three years of public ministry and knew that success was not merely doing ministry. Success was handing off the ministry and the responsibility for it to the group coming behind him. 


It’s strategic

If our mission is to help people follow Jesus by growing in love for God, for each other and for outsiders, and we believe that real life change happens best in the context of committed relationships, then we need more small groups! If we are to stay true to our mission and follow through with our strategy, then we must create space for more people to experience authentic community and spiritual growth. But the reality is that the biggest limitation to group multiplication is a shortage of qualified group leaders. 

But where do we find them? The answer is that we have already found them - they are sitting in our groups as members, waiting to be developed into group leaders. And the best way we've found to transform a group member into a group leader is through apprenticing. 

It’s practical

Apprenticing isn't dependent on you being an expert at something; it's not dependent on you knowing enough. It's not dependent on you knowing all there is to know, and it's not dependent on you knowing more than everyone else about a particular area. Intentional apprenticing is simply being willing to tell somebody what you do know. “I don't know much, but I'll tell you everything I know. And what I don't know, you'll have to find out from somebody else.”

There's another key benefit to this approach. Not only does apprenticing develop the apprentice, it also grows the leader who apprentices. There's nothing like being asked to teach someone everything you know to make you take stock of just what it is that you do know. The process gives you incentive to organise your knowledge and put it down on paper, which forces you to solidify it in your mind. As you begin to entrust responsibility to your apprentices and they bring their knowledge, talent and experience to bear upon what you've shared with them, they will find new and better ways to lead, giving you the opportunity to learn from them and expand your own knowledge and skills. That's what we call a win-win situation. 

It’s reality

If you were to ask 80% of people who currently are leaders of some sort how they began to lead they will answer the same thing: ‘Another leader asked me to lead.’ This is the simple reality: it takes leaders to call forth leadership in others!

What is an apprentice?

Simply put, an apprentice is someone who works with another in order to learn. In the context of small groups, an apprentice is a potential-leader-in-training, and apprenticing is the practice of involving people in ministry for the purpose of training them to possibly lead their own group one day. 

The word, apprentice, may be helpful or unhelpful to you depending on what you associate the word with. If the word is unhelpful to you, then come up with your own word, whether it is assistant, helper, intern, leader-in-training or whatever. 

Since the role of the apprentice is derived from the role of the group leader, we must ask the question, "What is a group leader?" First, let's dispel some misconceptions that are commonly held by potential apprentices (and more than a few group leaders), and then we'll briefly look at what a group leader is supposed to be. 

A group leader is NOT a scholar/expert

While many group leaders may have strong backgrounds in biblical knowledge or ministry experience, this is by no means a requirement for the role. And since a know-it-all leader can hamper the group's growth, leaders who have the most knowledge or experience may have to take extra care not to play the role of the scholar/expert. 

A group leader is NOT a teacher

Some leaders may have sought the group leader position because they enjoy teaching and/or imparting their wisdom to others, and thought that small groups provided the best opportunity to do so. Since groups are not a teacher-driven environment, but rather an environment where a facilitator encourages all members to contribute, even those who are gifted teachers may find that they have to let go of a God-given desire and ability to teach others for the good of the group. 

A group leader IS a shepherd

The best group leaders are the ones who understand where the group is supposed to go, guide and care for the group members, and monitor and protect the health of the group. 

A group leader IS an investor in people

Groups are about doing life together; a good group leader is someone who is intentional about building relationships and creating environments where group members experience authentic community and spiritual growth. 

With those parameters in mind, we can better understand the role of an apprentice:

· An apprentice is not someone who has it all together. 

· An apprentice is not merely an assistant to the group leader.

· An apprentice is someone who has caught the vision of what groups are all about. 

· An apprentice is a potential leader-in-training. 

A short note about couples

We believe that couples should lead together. So although we will continue to speak in this document singularly about ‘the apprentice’ please understand that in the case of a couple this includes both husband and wife.

Identify potential small group leaders

In looking for a potential apprentice, it is important to remember that you are not looking for someone who can lead a group tomorrow. You are looking for a teachable group member who has the potential to be a great group leader in the future. There are five C's that will assist you in prayerfully considering who in your group may be a good apprentice leader. These five C's are detailed below: 

Character

First and foremost, it is important to determine if your potential apprentice has established a personal relationship with Christ. Has your potential apprentice been growing in a relationship with Christ for over two years? 

Recognizing that character is what makes a leader worth following, is your potential apprentice someone worth following? Are you comfortable with your potential apprentice's moral authority to model for other group members what it looks like to be in a growing relationship with Christ? In the case of a couple, is the marriage relatively stable and healthy?

Competence

Is your potential apprentice someone who is teachable and able to learn how to lead a group? Does your potential apprentice have the relational skills to lead a group effectively at some point in the future? Have you seen your potential apprentice display leadership skills (i.e., facilitating group discussions, planning socials, providing care, etc.) in your group? 

Culture

Is your potential apprentice a member of our church, or will he or she agree to pursue membership? Does your potential apprentice recognise the leader's role as a facilitator, not a teacher? Is your potential apprentice committed to the leaders, the vision, the values and the ventures of our church? 

Chemistry

Have you been able to connect relationally with your potential apprentice? 

Have you seen your potential apprentice connect with the other members of your group? Are you comfortable with your potential apprentice's ability to gather people, and to warmly and healthily relate to others? 

Confirmation

You need to speak to the rest of your community of leaders, and the eldership couple who oversee your community before inviting them to be your apprentice. They may know something about the person you are exploring that you do not. Making decisions like this in team is much wiser.

If you cannot say yes to all five C’s they are not ready to be invited to be apprenticed. 

What if there is more than one person who is a potential apprentice? This is a wonderful ‘problem’ to have. In fact, praise God! A bit more on this later.

Recruit potential small group leaders

How you recruit is very important. It sets the tone for the rest of their development.

Why did Matthew follow Jesus? Because Jesus invited him. Jesus didn't ask for volunteers to be his disciples. He picked them. He made a general call for people to believe in and follow him, but he handpicked his successors. 

The first thing before officially inviting someone to be an apprentice / intern is to speak to the eldership couple who oversees your community. Only once there is some agreement about a person are you ready to invite them.

The act of inviting people to leadership - if done well - can communicate that they are valued and respected, a message that creates a solid foundation for their development. Consider the following invitation to leadership: 

"We've talked about this group multiplying into two new groups in August. As I have spoken to some other small group leaders in our community, and as I have spoken with the elders who oversee our small group, we have all agreed that we can really see you leading one of those groups; you really 'get' what groups are about, and I think you bring a lot to the table. So I'd like you to prayerfully consider being the apprentice leader for the duration of this group in order to prepare you to lead your next group."

The invitation is also your first big opportunity to cast vision for what apprenticing and group leadership are all about. Share the passion you have for your role and why you do what you do. Share with them why you think their gifts are well suited to the role. Most potential apprentices are going to have some reservations about becoming group leaders; chances are they don't feel qualified to lead a group. Your invitation is an opportunity to address their concerns, while also building them up, and it also provides an opportunity for communicating the expectations for both group leaders and apprentices. 

Another thing that will help people respond to this invitation to lead potentially in the future, is getting another small group leader or elder (who have got to know this person a little) to speak to them too.

To a large degree, their understanding of what group leaders are supposed to be, is governed by what they see you doing. If the two of you are gifted in different ways, and they don't feel like they would be good at the things they see you do well, they may not think they're well suited for group leadership. This gives you a great opportunity to discuss what a group leader is and is not. Once they understand the role, they may still be a little bit overwhelmed, but at least they will know what is expected of them. 

Now, if you have taken this strategic view of recruitment, you will have begun the development process by:

· Teaming with other leaders in identifying their potential, and inviting them;

· Affirming their value and leadership skills; 

· Casting vision for both the group leader and apprentice roles; and 

· Communicating what is expected of them as apprentices. 

· And if they have accepted your invitation to leadership, they will be ready to embrace the rest of the development process. 

If possible recruit two or more apprentices at the same time
An experience many people have had is that they spend all their time and energy investing in one potential leader, and then something goes wrong, and just when they need to multiply another leader has to be chosen. 

Another wonderful thing that happens is that your group grows so radically that it can be multiplied three ways, and not just two.

A good way of dealing with both the above possibilities is, if possible, to invite two or more people to be your apprentices in leading the group at the same time. Say to them, 

‘Only God at this stage knows who will get to lead the other group when we multiply, but I think both of you would be great. Besides, even if you don’t lead then, you can be the apprentice in one of the two groups that come out of the multiplication. So your turn will come. Just entrust your heart to God, and deal with any insecurity and competition. Let’s team together for the glory of God.’
Model small group leadership to your apprentice

The apprentice's understanding of what group leadership is all about is based largely on what the apprentice sees the leader doing. This dynamic can be leveraged to build your apprentice's group leadership skills if you are strategic and intentional about the way you lead. There are two critical elements to strategic modeling: demonstration and explanation. 

Demonstration is fairly straightforward; it's simply showing them how to lead by watching you. Everything you do as a group leader (the way you lead discussions, how you demonstrate authenticity, how often you interact with group members outside the group meeting) communicates a lesson about group leadership. The key to effective demonstration is to think through what lesson you want to communicate and act accordingly. For example, it may be your natural tendency to allow the discussion time to run long; but since you want to demonstrate the value of honouring time commitments you finish the discussion even though you had more questions planned. 

Explanation involves directly communicating with your apprentice about the principle that you are modeling. For example, if you want to model a sensitive response to tough questions, you may want to say to your apprentice, "Tomorrow night's discussion is probably going to provoke some emotional response from Kelly, since she recently lost her stepmom who wasn't a Christian. I'd like you to listen to how I respond to her comments and questions, and you and I can talk later about why I responded like I did." This helps the apprentice pay particular attention not only to what you do, but also to your method or approach, and it allows you to focus attention on the specific skill or principle that you are modeling. And by making it a priority to talk about what was or will be modeled, you create opportunities for the apprentice to ask questions or provide feedback. 

In order to put the demonstration/explanation strategy into practice, you'll need to know what it is you want to model. One way to do this is to periodically spend some time focusing on self-assessment. Ask yourself what you have learned about group leadership that would be helpful to your apprentice and how you might model that. Some group leadership practices you may want to model, for example, are: 
· Facilitating discussion - in particular, how to listen more than you talk; how to engage the introverts or rein in the dominant personalities. 
· Investing in group members - spend extra relational time with your apprentices and pray both with them and for them. 
· Choosing an apprentice - ask them whom in the group they would ask to apprentice. 

Involve your apprentice more and more

Simply modeling - even intentional, strategic modeling - is not enough to prepare your apprentices for group leadership. In order to build both their competence and their confidence, they will need to practice leading a group. We learn how to lead by leading, in much the same way we learn how to swim by swimming. They will need opportunities to put into practice what they have learned through your modeling. And the best way to prepare them is to involve them actively in the leadership of your group. Here are some time-tested tips for involving your apprentices: 

Start small

The life cycles of most groups provide numerous opportunities for your apprentices to take on leadership responsibilities. You can start by asking them to take the lead of a specific area or project, such as: planning a social, leading the Challenging Conversation, or leading the Prayer Encounter. 

Build up

As they show they're ready, invite them to play an increased role in leading the group. You might give them the chance to run the entire group gathering instead of just one part. Present them with the opportunity to direct the group through a key discussion or transition, such as selecting the next theme / topic you want to explore, or discussing next steps toward group multiplication. Involve them in major decisions or conflict resolution, as appropriate. When you visit another small group (more about this in the section on ‘Find your strength and support in team’) this is the person who will oversee the whole night. 

Provide and invite feedback

As they take on responsibility, give them feedback on how they're doing (make sure that you give them more affirmation than` criticism). Just as important, invite them to give you feedback. Ask them how you did; what went well, and how you could have done it better. 

Encourage training and connecting with other leaders

Most importantly, start taking them to the gathering of small group leaders that you team with. Take them with you to the termly Core Leaders Forum, and the Cape Relating Leaders. Sign them on to the next Small Group Leaders Training. Do all you can to connect them to other leaders, not just yourself. It may also be valuable to send them to visit the group gatherings of other small groups that are very healthy, so that they can be exposed to leadership styles, and group dynamics other than your own.

Spend more time with them than anyone else in the group

Just think how much time Jesus spent with the twelve leaders he was training. This is the most strategic use of your relational time and energy. A great thing to do is also to meet regularly with them to pray for the rest of the group.

For many group leaders, involving their apprentices is the most challenging part of the apprenticing process, because they feel a tremendous sense of ownership of and responsibility for their groups, and they are hesitant to entrust that responsibility to someone else. The key is to remember that success is not just a job well done or more people under your care; success is another competent leader who is ready to take your place. And the only way they can become as competent as you are is by getting the same opportunities to lead that you have had.

Why move a group towards multiplication?

Group multiplication is the intentional process of ending one group after 12-24 months (hopefully) by forming two or more groups. 

We multiply for a few reasons:

1) What we have is too good to keep to ourselves

As an act of love for outsiders, we pay a price (of embracing a measure of change) so that others can enter into the joy of growing in love for God, for outsiders and for each other in the committed relationships of a small group.  It is also an act of obedience if we think that Jesus commanded us to live for others, and for the sake of the Gospel.

2) It is the best way to form healthy new groups

Our experience is that the best way to form new groups that are most likely to be healthy and grow themselves is to multiply one healthy group. Having said that, from time to time, it is possible to plant a new group from scratch. But this is only possible when very pioneer-type, gathering-type people step out to do it. 

3) It has the power to change the world

God told Adam and Eve to change the face of the earth through ‘being fruitful and multiplying.’ A little bit of Maths shows that one group becomes two, becomes four, becomes eight, becomes sixteen, becomes thirty-two. Now imagine an ideal world where a multiplication happens every 18 months. That means that one group becomes thirty-two in just seven and a half years. Now imagine that original group refused to multiply. Scary. 

4) It keeps things fresh

The reality is that all groups end. People move, schedules change, singles
 marry, and all of this leads to attrition. The old saying "familiarity breeds contempt" can ring true in group life as well. After a certain point, the law of diminishing returns kicks in. But if groups intentionally multiply at or near their peaks, they will finish strong and carry that momentum into the next generation of groups. 

How to move a group towards multiplying

Have a plan

It can take time not only for group members to buy into the idea of multiplication, but also to implement some of the steps that lead to successful multiplication. For this reason, last-minute multiplication rarely works. Take some time early in your group's life cycle to determine what steps will set your group up for multiplication and plan when those steps should be implemented. 

Cast vision for multiplication

Introduce the concept early in the group's life cycle. Talk about multiplication regularly throughout the life of your group; this will reinforce the idea that your group's goal is to multiply. Ask your group members who they're investing in for the sake of eternity; this will demonstrate that you value multiplication. 

Anticipate the pushback and use it recast vision

The more your group members value their small group experience, the more they are likely to resist the idea of multiplication. Group members who are experiencing authentic community for the first time are often the most resistant to multiplication. And yet, the fact that they value their small group is the best advertisement for the importance of multiplying. Remind them that the reason they have had this opportunity is because someone else valued group life enough to multiply and create space for them. Ask them, "Who in your sphere of influence would you like to experience what you have enjoyed? Who will create space for them in community?" 

Assure people this is not the end of relationships

The biggest hindrance in people’s minds to multiplication is that they feel that the relationships will end. This needs to be corrected by saying this: ‘When we multiply it is not our relationships that will end! They will carry on if we want them to. It is just that we will have to hang out with them another time in the week. Besides our groups will still do stuff together from time to time.’

Remind people of the four reasons for multiplying mentioned above. 

How to lead up to multiplying a group

· Once your group is consistently twelve and you have an apprentice who is willing and ready, then plan a date for multiplication party (with the help of the small group leaders you team with). Let everyone know this date.

· Invite the eldership couple who oversees your community of small groups to lead the evening.

· Along with your apprentice(s) and with the confirmation of some of the other small group leaders that know your group, and the eldership couple that has been designated to your community, create two lists of names. The keys to dividing the people are as follows:

· Pray for God’s wisdom. 

· Make sure that both groups get equal portions of the more spiritually mature and reliable people. If there is imbalance let it be in favour of the new group leader. 

· Try let people go with the leader they have most chemistry with.

· Generally, don’t break up a person who has only connected meaningfully with one person from that person, since they may not come again.

· Try divide guys and girls, extroverts and introverts evenly. 

· Two weeks before the multiplication share the first draft lists with the people and ask them to come speak to you if they want to find out more, or express a concern. 

· On the week before multiplication release the final lists. And at the end of the night, separate the two groups to pray towards the multiplication. 

· Tell everyone to invite people to the multiplication party, since it is a great opportunity to recruit new people. Make plans for the food. 

How to run the multiplication party 

(this is for the overseeing elder or eldership couple who will officially ‘multiply’ the two groups on the night)

· The elder or eldership couple will oversee the multiplication moment.

· Welcome all, say grace, and feast on food to great music. Let there be lots of laughter. 

· Call everyone together.

· Freshly and briefly explain the vision for small groups again, and explain why these groups are multiplying. Be aware of unchurched people who may be there. 

· Congratulate all the group members for reaching the goal of multiplication. Congratulate the group leader for leading the group so well. Celebrate the group itself and the connections that have been made, and the growth that has happened.

· Then call up the leaders of the two new groups and, with the laying on of hands, pray for them and commission them for the task ahead. Share any prophetic words you sense for them (it would be good to wait on God beforehand for these and to have written them down).

· Then call up the two groups to circle their leader and call them to entrust their loyalty and followership to that leader. Ask them to do what Hebrews 13:17 says: ‘To make it a joy for them to lead you.’ 

· Then encourage the two groups to huddle-prayer. If there are visitors you hang with them, making them feel welcome and not left out during this time.

