
 

 

 

 

 

 

 
7 SHARED LEADERSHIP 

 

Carol Krau and Kwasi Kena 

Background reading: 
Bearing Fruit, by Lovett H. Weems Jr. and Tom Berlin 

Supplemental Reading:  

Heartbeat! How to Turn Passion into Ministry in Your Church, by 
Charles Arn 

 

Handouts: 
Holy Imagination 

Excite Laity about Ministry 

“So That” Mission Discernment Process (Homework) 
Team Worksheet 

Team Worksheet Example 

 

For this module you will also need downloaded copies of the:  

Spiritual Gifts Interview Method Handout 

http://equippedforeverygoodwork.files.wordpress.com/2011/09/spiritual-gifts-interview-method.pdf 

Spiritual Gifts Inventory Key and Definitions (pages 3—5 of the Spiritual Gifts Handouts PDF 

http://equippedforeverygoodwork.files.wordpress.com/2010/11/spiritual_gifts_handouts.pdf)  

 

Goals: 
By the end of Module 7, participants will have learned how to do the following:  

1. Lead experiential Bible study using the Holy Imagination Bible Immersion Process 

Supplies Needed: 

LCD Projector, Speakers, and Screen 

Newsprint   

 

Video Clips:  

 Opening Ourselves to Grace, part 4 

 Introduction to Spiritual Gifts (online 

at http://bit.ly/Qgi7S or at 

http://www.umc.org/site/c.lwL4KnN

1LtH/b.1355371/k.9501/Spiritual_Gif

ts.htm). 

 Intro to GBOD Webinars 

1

http://equippedforeverygoodwork.files.wordpress.com/2011/09/spiritual-gifts-interview-method.pdf
http://equippedforeverygoodwork.files.wordpress.com/2010/11/spiritual_gifts_handouts.pdf
http://bit.ly/Qgi7S
http://www.umc.org/site/c.lwL4KnN1LtH/b.1355371/k.9501/Spiritual_Gifts.htm
http://www.umc.org/site/c.lwL4KnN1LtH/b.1355371/k.9501/Spiritual_Gifts.htm
http://www.umc.org/site/c.lwL4KnN1LtH/b.1355371/k.9501/Spiritual_Gifts.htm


 

2. Help people discover their spiritual gifts and graces through the Spiritual Gifts Interview method 

3. Explain why character, competencies and contribution are essential to the development of 

effective leadership 

4. Provide appropriate types of support for the development of effective traditional leaders and 

entrepreneurial leaders 

5. Build ministry teams by matching people’s gifts and graces with missional priorities  

6. Understand the benefits of shared leadership between clergy and laity 

 

[9:00 am] 

Introduction to Module 7 

All modules will follow the format introduced in the first session:  Loving, Learning, and Leading. 

1. In the segment titled Loving, we will begin our meeting with a biblical immersion experience 

followed by a time to check in with one another. 

2. The second section, Learning, will focus on understanding shared leadership and exploring ways 

to develop shared leadership in the local church. 

3. In our final segment, Leading, you will be invited to support and develop traditional and 

entrepreneurial leaders, and to develop ministries that fulfill the stated mission of your local 

church. 

[9:10 am] 

Loving 

 

Our incubator is designed to be a spiritual formation and learning group. Each gathering provides an 

opportunity for us to care for and encourage one another to live as faithful followers of Jesus Christ. As a 

reminder, according to our covenant sharing is voluntary (not mandatory) and anything shared with the 

group is kept in strict confidentiality. At this point in our process do we need to add or revise anything 

about the covenant?  “Do we agree to live according to our covenant?” 

[Responses as needed] 

 

Biblical Immersion Experience 
[45 minutes]  

Handout:  Holy Imagination 

(Reading:  Mark 2:1-12) 
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Preparation  

 FOR THIS EXERCISE YOU WILL NEED ONE OR MORE VOLUNTEERS DO THE FOLLOWING THINGS: 

1. Facilitator—introduces the process and shares instructions. 

2. Reader – reads the Bible passage three times. Use different translations. 

3. Roving Report—interviews members of the affinity groups to discover the responses of the 

people. 

You will also need several different Bible translations.  The passage to be read for this biblical 

immersion is Mark 2:1-12 

The Process 

First Reading: Before reading the Bible passage the first time, invite the listeners to simply close their 

eyes and listen to the reading.  

After reading the passage the first time, pause and allow the listeners to reflect on what they heard for 

about a minute. 

Second Reading: Invite the listeners to allow their imagination to place them into the action as a 

participant. In short, invite them to imagine that they are experiencing the action as one of the Bible 

characters—animate or inanimate. For example, you may be Peter walking on the water or you may be 

the boat from which the disciples watched Peter.  

After reading the passage the second time, pause and allow the listeners to reflect on what just 

experienced for about a minute. 

Third Reading: Invite the listeners to go deeper. They should “become” that character, experiencing 

the passage through their five senses. What are they seeing, hearing, tasting, feeling, or smelling? Climb 

into the mind of the character. What are you thinking? What emotions are you feeling? 

After reading the passage the third time, pause and allow the listeners to reflect what they are thinking 

and feeling as that character. 

 

Small Group Process 

After the last silent reflection, invite the listeners to identify the various characters in the Bible passage. 

Then ask them to identify the character they identified with during the readings. Group all like 

characters together. Then give them ten-fifteen minutes as a group to discuss their experience as that 

biblical character. When sharing, listeners should remain in character and use “I statements.” I felt…I 

saw…I thought. 
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Roving Reporter 

Involve the entire group in sharing their experience by having the assigned roving reporter interview a 

representative from each group to get their firsthand account of the action in the passage. Encourage 

everyone to freely share their opinions – again in character, by using “I statements.” 

If time allows invite the large group to discuss what they learned and how they may apply anything 

learned in their personal lives or in the life of the congregation. Could this become a Bible study? How 

does dramatizing a Bible study differ from other methods? How might you use this process to help you 

to prepare a sermon?  

After each affinity group responds to the reporter, ask the large group the following questions: 

1. What lessons about lay leadership can we learn from the friends of the paralyzed man? 
2. The friends used “creative problem solving” to overcome the obstacles standing between 

them and helping their friend.  
A. What were the pros and cons of their creative problem solving?   
B. When engaging in ministry, does your local church culture encourage or discourage 

laity to initiate creative problem solving? Explain.  
3. What does this passage teach us about shared leadership? 

Remember to De-role 

At the end of the experience ask each listener to “de-role” by saying the following. “I am not _________ 

(name of character they were). I am____________ (their name). This signals that the person has come 

out of character and the exercise is over. 

 [10:00 am] 

 

Formation Questions:   
Remind participants of the options they may choose when 
invited to share: you may respond to the question, decline 
comment by saying “pass,” or delay comment by saying “pass 
for now,” which means you would like the group to invite you 
to speak a little later.  When all have finished, close in prayer. 

1. Using mutual invitation, ask the group these questions:  

Since we last met, how have you experienced the 

presence of God?  

2. Report on the progress made in your congregation(s) 

on Module 6 Homework Assignments.  (See sidebar for 

reminder.) 

3. What are you learning about being a spiritual leader? 

 

Homework Reminder 
Don’t forget the homework you have 

for Module 6: complete the 5 Key 

Elements Grid based on your 

perception and vision for your local 

church. Pray over that last column, 

asking God to help open your mind and 

heart to discern who might be key 

persons to help lead your church to a 

more generous future! 
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[Break until 11:15 am] 

Learning 

Read the following quote (also found on the PowerPoint slide): 

“A church that does not use teams will suffer. Specifically, its leaders will be burned out, the church’s 

capacity to minister effectively will be limited, its pastor will become either a cult hero or blockage to 

the ministry process and the ministry will become less participative.” 1 

Think for a moment about what comes to mind when you hear the word “committee.”  

(Invite responses.)  

Now think about what comes to mind when you hear the word “team.”  

(Invite responses.)  

Would you rather serve on a committee or on a team?  

(Allow a few responses.) 

Teams are another way of talking about shared leadership. In this learning section we will be exploring 

the benefits of shared leadership between clergy and laity, as well as considering some of the ways in 

which we develop shared leadership. 

As we begin the learning section on shared leadership, let’s view a brief clip from Opening Ourselves to 
Grace. After a short introduction to this section of the DVD, Grace Bradford, a laywoman from the 
Baltimore-Washington Annual Conference, shares an experience she had and the questions that grew 
out of that experience. As you watch the clip, think about how Grace’s story may or may not be similar 
to the experiences of laity in your congregation. 
 

 
Show video clip from Opening Ourselves to Grace, Part 4  
Start at the beginning of Part 4 and end with Grace Bradford’s story (first story in the section). 

 
Discipleship has become a complex subject in our church.  What does it mean?  Who is a disciple?  Just 
how far does this call to discipleship go?  We live in times where the UMC is not of one mind about 
something considered so basic to Christianity.  Allow adequate time to discuss discipleship, and our 
general confusion about discipleship.   The theological leanings of your congregation are not as 
important as making a commitment to understand what Jesus meant through the lenses of Scripture 
and the historical record of Christian tradition across the ages.  Use these questions to guide your 
discussion. 
 

                                                             
1
 The Power of Team Leadership, George Barna, Water Brook Press, 2001, p. 28 
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Discussion questions:  
For Pastors: 

1.  Why do you think Grace became so uncomfortable when she saw that the other members of 
the study group had not thought of themselves as disciples? 

2. Which aspects of discipleship are people in your congregation confident about?  Which aspects 
of discipleship make them uncomfortable? Why? 

3. If you had an opportunity to design a discipleship class that would help members of your 
congregation understand Christian discipleship, what would you include? 

 

For Pastors and Laity: 
1. Why do you think Grace became so uncomfortable when she saw that the other members of the 

study group had not thought of themselves as disciples? 
2. Which aspects of discipleship are you confident about?  Which aspects of discipleship make you 

uncomfortable?  Why? 
3. If we designed a discipleship class that would help people in our congregation understand 

Christian discipleship, what should we include? 
 

You may also want to include several classic Bible verses about discipleship in your conversation:   

1 Peter 1:22; 2:2, 3, 5 Now that you have purified your souls by your obedience to the truth so that you 
have genuine mutual love, love one another deeply from the heart... Like newborn infants, long for the 
pure, spiritual milk, so that by it you may grow into salvation--if indeed you have tasted that the Lord is 
good... like living stones, let yourselves be built into a spiritual house, to be a holy priesthood, to offer 
spiritual sacrifices acceptable to God through Jesus Christ. 

Matthew 22:34-40 When the Pharisees heard that he had silenced the Sadducees, they gathered 
together, and one of them, a lawyer, asked him a question to test him. "Teacher, which commandment 
in the law is the greatest?" He said to him, "'You shall love the Lord your God with all your heart, and 
with all your soul, and with all your mind.' This is the greatest and first commandment. And a second is 
like it: 'You shall love your neighbor as yourself.' On these two commandments hang all the law and the 
prophets." 

Luke 9:23 23 Then he said to them all, "If any want to become my followers, let them deny themselves 
and take up their cross daily and follow me.  

Luke 14:26-27, 33 Whoever comes to me and does not hate father and mother, wife and children, 
brothers and sisters, yes, and even life itself, cannot be my disciple. Whoever does not carry the cross 
and follow me cannot be my disciple….  So therefore, none of you can become my disciple if you do not 
give up all your possessions. 

As we talk about shared leadership it is important to see discipleship’s direct connection to Christian 
leadership.  Leadership exercised in other places is usually rooted in ability and influence.  Christian 
leadership is rooted in covenant and discipleship, spiritual gifts and graces.  Both clergy and laity lead 
and serve because we are in a covenant with God and each other that includes being good stewards of 
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the graces (gifts) we have received from God.  Every believer is called to respond to God’s invitation to 
partnership in ministry. 

Shared Leadership 
Shared leadership is about working together in partnership with God. In times of transition the need for 
adaptive leadership increases. Only when clergy and laity work together will the United Methodist 
Church fulfill its biblical mandate for discipleship. 
 
Shared leadership is more than meeting together occasionally to discuss programs. Shared leadership 
involves deliberately building a collaborative team of leaders for work that is: 

• Purposeful—People have too much to do to waste their time. They want to know that what they 
are doing has a purpose. People want to know “What are we doing and why are we doing it?” 
All members of a leadership team need to be clear about the mission of the church and the 
congregation’s context. They need to be clear that the ideas they hope to implement are 
designed to support and advance the mission of making disciples. 

• Meaningful—People want to make a contribution to something significant. They wonder “What 
difference will this make?” They want to be involved in work that is relevant to their lives and 
communities. They want their work to not only have a purpose, but to be important enough 
that they want to devote time and energy to the work. 

• Visionary—A leadership team has the primary responsibility of listening to God and to God’s 
people (inside and outside the congregation). Their conversations should be focused on 
discerning who they are as God’s people and what God’s call for them is. They create a sense of 
identity and purpose. (Does this sound familiar?)  As they listen and discern, they formulate a 
vision of what the church’s mission looks like in their context. 

• Practical—Conversation needs to lead to moving hands and feet. Joel Barker, a futurist, has said 

“Vision without action is merely a dream. Action without vision just passes the time. Vision with 

action can change the world.” 2 

• Leaders must consider the practical aspects of any idea to determine its feasibility and 
desirability. Together laity and clergy discuss: Can we do this? What will it cost in terms of time, 
effort, and resources? Is this the best use of those resources? What will happen if we do this? 
What will happen if we don’t do this? 

  

More than Style 
In Bearing Fruit, Weems and Berlin identify three categories essential to effective leadership. As a head’s 
up, we’re going to consider the first two categories and then move to a spiritual gifts assessment. We’ll 
go back to the third category of effective leadership after the assessment. 

Character 

Can you remember Module 1?  As we began our Incubator journey, we talked about spiritual 
leadership, and we developed a covenant. It’s important to emphasize this aspect of shared leadership 
again. Many laity may not consider themselves to be spiritual leaders. They might ascribe this quality to 
their pastor, but they would not use it to describe themselves. Through participation in this Incubator 
and other experiences, we hope this will change. Laity, as well as clergy, need to see their roles as vitally 

                                                             
2 Slide 7, from The Power of Vision by Joel Barker, http://bit.ly/HRbjzb, retrieved May 7, 2012. 
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connected with God’s purposes for the world. Clergy and laity must pay attention to the ways they 
continue to be spiritually formed, deepening relationships with God individually, as congregational 
leaders, and as a community of faith. Spiritual formation shapes our character. Character is an indicator 
of who we are (identity), and it is evident in our daily lives. Our character will infiltrate and influence the 
work we do. As we continue to mature in faith, becoming more like Christ, we grow in our authenticity. 
People in the congregation and community will see the ways in which our actions are congruent with 
our stated beliefs and values. They may not know the term, but they will witness “holiness of heart and 
life.”  

Competencies  

Shared leadership increases effectiveness through drawing on the multiple gifts and graces of the team 
members. Regardless of how talented any individual is, no one has all the knowledge and skills needed 
for fulfilling the church’s mission. 
 
Developing shared leadership involves equipping laity for the responsibilities they assume in your 
congregation. One way we develop shared leadership is by ascertaining the gifts and graces of people in 
our congregations.  
 
Let’s look at a brief clip that describes spiritual gifts as identified in Scripture.  
 
 

Watch video clip:  Introduction to Spiritual Gifts  
Found on umc.org at http://bit.ly/Qgi7S or 

http://www.umc.org/site/c.lwL4KnN1LtH/b.1355371/k.9501/Spiritual_Gifts.htm in the section titled 

“Introduction.”  

Your spiritual gifts offer important clues about where and how you are called by God to exercise 

Christian leadership.   What are your spiritual gifts?  After lunch we will look at ways to discover your 

spiritual gifts.  

 

[12:15 pm] 

Lunch 

 

[1:00  pm] 

 

Spiritual Gifts Inventory 
NOTE: If you have already used a spiritual gifts assessment with your leaders, bring the results of that 
assessment to this session. Use this time to review the spiritual gifts within your congregation, discuss 
what participants have learned since they completed the assessment, and consider how these gifts can 
be used to accomplish the SMART goals you have set for the coming year. 
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If you have not completed a spiritual gifts assessment with this group of leaders, follow the instructions 
below. 
  

There are many assessment tools related to spiritual gifts. The one we will use today was developed by 
Dan and Barbara Dick in Equipped for Every Good Work.3   
 
Distribute Spiritual Gifts Interview Method 
http://equippedforeverygoodwork.files.wordpress.com/2011/09/spiritual-gifts-interview-method.pdf. 
Point out that the last page of the handout includes the spaces for recording their responses. Allow 20-25 
minutes for participants to read each paragraph and indicate their response. 
 
Refer to pages 3-5 in the Spiritual Gifts Inventory Key and Definitions handout 
http://equippedforeverygoodwork.files.wordpress.com/2010/11/spiritual_gifts_handouts.pdf.  Give 
participants about 5 minutes to read the descriptions of their top three gifts. Ask if there were any 
surprises, confirmations, or other comments or questions. Invite participants to consider how these gifts 
can be used to accomplish the SMART goals you have set for the coming year. 
 
[1:35 pm] 

 

More than Style (Continued)  
Before lunch today, we considered Weems’ and Berlin’s suggestion that character and competencies are 
essential aspects of fruitful leadership. Additionally, they suggest that contribution is also essential for 
developing shared leadership. 

 

Contribution  

In our last module, we talked about generosity as a way of being in the world. This relates to the leader’s 
need and responsibility for making a contribution for the common good. When we began today’s 
learning section, we discussed the importance of purpose and meaning in work. This is another way of 
talking about contribution. Laity want to be engaged in activity that can make a difference in their lives, 
in their communities, and in their congregations. Some may be bold enough to want to make a 
difference in the world! 
 
Contributions are about the “So That” as defined by Lovett Weems and Tom Berlin in Bearing Fruit. We 
make our contributions to serve a purpose related to the mission of the church in general and to our 
SMART goals in particular.  During the Leading section we will come back to so that and use it to talk 
about how we combine knowledge of our spiritual gifts with the so that process when putting together a 
team. 
 

                                                             
3 Equipped for Every Good Work, Building a Gift-Based Church, by Dan R. Dick and Barbara A. Dick. Eugene, OR: 

Wipf and Stock, Publishers. 2011. 
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Developing Leadership 
If we are to develop leaders with character and competence and leaders who make a contribution, we 
need to be intentional about the various ways that can happen. We can play a variety of roles as we 
work to equip others in the congregation. 
 
NOTE: As you prepare for this session, you may want to make note of examples related to each of these 
roles from your own experience. Your examples could be how you learned from another leader or how 
you served in a role for another leader. 
 
In Leadership Essentials4, the roles described include: 

Model 

This role takes the “I do something while you watch” approach to leadership development. One of the 
ways we learn is by watching others do something well. 

Mentor  

This role goes beyond modeling. The approach of a mentor might be described as “I do something while 
you watch, and then we talk about it.” Mentoring involves conversation between an experienced leader 
and a new leader. 

Partner  

Another way for leaders to learn is to work with another leader in accomplishing a task. This is the “Let’s 
do this together” approach. 

Coach  

As leaders assume responsibility for work, another person may serve as a coach, responding to 
questions, asking questions, and making suggestions. This might be described as the “You do something, 
and I’ll guide” approach. 

Cheerleader  

Even when leaders are capable of planning and implementing ministry without another person’s 
guidance, they still need support and encouragement. The pastor or another person with oversight of a 
ministry area serves as cheerleader or #1 fan as they stay in touch with leaders. This is the “You do 
something, and I’ll applaud” approach to leadership development.  
 

Nudge Your Neighbor 
Ask participants to find one or two people to discuss the following questions (also listed on the 

PowerPoint slide): 

1. Which of these roles do you use most often for developing leadership in your congregation? 

2. Who else in the congregation serves in one or more of these roles? 

3. How can you be more intentional in developing leaders in your congregation? 

                                                             
4 Leadership Essentials, Practical Tools for Leading in the Church, by Carol Cartmill and Yvonne Gentile. Nashville, 

TN: Abingdon Press. 2006. 
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Allow approximately 10 minutes for conversation. Then invite comments or questions with the total 
group. 
 
Close the conversation with the following summary of the Learning Section: Developing shared 
leadership is like team building. Each leader must know and carry out a certain role: model, mentor, 
partner, coach, or cheerleader. Each leader should operate from the spiritual gifts and graces God has 
given that individual. Last, each leader in the church must be a disciple of Jesus Christ; in covenant with 
God and the church. 

 

Break until 2 pm 
 

Leading 

Two Categories of Leaders 
Charles Arn, author of Heartbeat! says there are two general categories of leaders in the local church. 
The first group typically focuses on the traditional ministry tasks such as: Finance, Facility Management 
and Upkeep, Christian Education/Spiritual Formation, and Pastor/Church Relations.  The efforts of these 
leaders help the ongoing internal ministries that sustain the congregation.   

The second group often creates new ministries. These ministries may begin as short-term efforts that 
evolve into long-term ministry staples. Churches that encourage an entrepreneurial approach to 
ministry are likely to develop effective leaders in this category. Such churches help members discover 
their Christian vocation and offer a supportive process to develop new ministries; especially those that 
reach non-church members. 

Clearly, the church needs the services provided by both groups and both groups need support, 
education, and encouragement from the clergy and congregation. 

Traditional Ministry Leaders 

Resources to assist leaders of traditional church ministries:  

 District Training Events 

 The Guidelines, which currently contains 26 booklets that outline the functions and 
responsibilities of various ministry positions. A new set of Guidelines is produced at the 
beginning of each quadrennium. The Guidelines for the 2013-2016 quadrennium will be 
released in the fall of 2012. 

 Workshops for Leaders www.gbod.org/workshopsforleaders 

 Local Church Officer Job Descriptions  www.gbod.org/localchurchjobdescriptions  

 UMCOM online courses www.training.umcom.org (some free, some for fee) 

 The GBOD is producing a growing set of instructional webinars for church leaders. The webinars 
are available at www.gbod.org/webinararchives 
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Show GBOD Webinar Clip (15 minutes) 

Allow time to discuss distance learning and how technology might even be used for local church 

meetings, if applicable.  If your meeting room has wireless access, allow time to demonstrate how to find 

webinars online and play a clip of a recent webinar at www.gbod.org/webinararchives 

 

Entrepreneurial Ministry Leaders  
(20 minutes) 

HANDOUT:  Excite Laity about Ministry 

The second group that engages in new ministries needs a different type of support. Because there may 
be no prototype for entrepreneurial leader development, churches need to provide an overall process 
for developing such leaders and for creating, launching, and sustaining new ministries. 

Encourage Creative Ministry 

Cultivate a culture that encourages dreaming and passionate ministry. As we learned from the book 
Your Church Can Thrive in Module 3, vital congregations provide “new places for new people” when they 
have a process that will engage people outside the church (neighbors). Congregations then invite, 
welcome, and assimilate them (i.e. help them belong). Ultimately the aim of the church is to disciple 
people who attach themselves to and regularly attend the local church. The second group of leaders 
(entrepreneurial) often plays a significant role in reaching non-church members in the community. 

What’s Your Passion?  

Remember the friends of the paralyzed man in Mark 2? They were passionately concerned about 
helping their friend. Despite the obstacle of the crowd standing between them and Jesus, the desire to 
help the paralyzed man inspired them to find a creative solution to their problem. Encourage laity to 
identify their passions and dream about how and where they can share their gifts and graces.  

The following suggestions have been adapted from the book Heartbeat! by Charles Arn. Use them to 
encourage laity to discover their passion and dream about new ministry opportunities. 

1. Life transitions – when people experience a change in life (marriage, losing a job, having 
children, divorce, etc.) they gain special insight. These experiences hold the potential for 
creating support ministries.  

2. Ask leaders of the church to listen for the passion people express in hallway conversations. 
What do people talk about with enthusiasm: A hobby, the challenges of raising children, the 
adjustment to retirement? New ministries may emerge from the passion people express. 

3. New Member Orientation—encourage new church members to identify their passions and gifts. 
If a ministry opportunity does not exist that matches the person’s passion and gifts consider 
starting a new ministry. 
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4. “I Wish…” cards. On a 4 X 6 card put the following statement. When I think of our church and 
ways we could make a difference in the lives of people in this community, I WISH we could have a 
ministry for:____________________________________________________________________ 
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________ 

 
If you would be interested in helping make this dream come true, write your name and contact 
information below. 
Pastors and leaders should make reference to the I WISH cards often and encourage laity to turn 
them in.  

5. Sermon – Through sermons the pastor can highlight the vital connections possible through 
shared leadership: We are the body of Christ. Each Christian is part of the priesthood of all 
believers. We all have God-given gifts and graces. Sermons help people see how important their 
contribution is to ministry and mission. Be sure to provide an opportunity for people to respond 
in a tangible way following the sermon. For example, if you preach about the need to feed the 
hungry, plan ahead and offer the congregation immediate opportunities to engage in feeding 
ministries through monetary gifts, transporting food, preparing food, serving food, etc. 

6. Web site – encourage people to start thinking about creating a new ministry through your 
church web site. Include a simple statement such as the following: Do you have an idea for a 
new ministry? Has God given you the desire to start a new ministry? Let us help. 

 

Ministry Coach 

When people identify a passion that they would like to develop into ministry, they should contact the 
congregation’s ministry coach. The ministry coach is a lay person, not a clergy person. The pastor is NOT 
to serve as coach. The coach must be trusted by the pastor and other church leaders, be able to 
encourage people and help them meet goals and deadlines. Three categories summarize the coach’s 
responsibilities: 
 

1. Identify people’s passion and potential for new ministry 
2. Support people as they develop new ministries 
3. Communicate with the pastor, other church leaders, and the ministry planning team 

 
Pastors need laity to champion the cause of ministry.  
The coach is the “go-to” person who oversees the process of starting and nurturing new ministries.    
 

With the Help of a Few Friends  

(Form a Ministry Planning Team). 

Ministry, like singing, is more fun when others join you. When people identify their passions and contact 
the ministry coach, the coach invites them to seek others with similar interests. Together they will form 
a Ministry Planning Team. 

The Ministry Planning Team should consist of the following persons: 
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 3-5 prayer partners 

 2-4 other people with similar passion and ministry interests 

Widen the Circle – get input from more than the Ministry Planning Team. 

Include people at the planning table you hope to reach. If you’re planning for youth, include them. If 
you’re trying to reach non-church members, include them. Have a focus group experience in which you 
ask your target audience what their attitudes, thoughts, and feelings are about the proposed ministry. 
You may discover that the set of needs and desires of the people you are trying to reach are very 
different from what you imagined. Strive to do ministry with the people vs. ministry for the people—
where you presume to have all the answers.  

Resource for Entrepreneurial Leaders – Heartbeat! How to Turn Passion into Ministry in Your Church, by 
Charles Arn. 

This resource is written to and for laity. The book’s aim is to help laity identify their passions—the things 
they already enjoy doing—and direct that passion into ministry. The lay ministry coach provides the glue 
that holds the planning and implementation process together. The ultimate goal of each ministry is to 
reach both the unchurched and church members. 

[3:30 pm] 

Building a Team “So That” . . . 
Remember: You want to be clear about the team’s purpose or mission—what the team should do and 
what it should not do. The team-mission sets the boundaries for the team.  In Bearing Fruit Weems and 
Berlin discuss the importance of identifying the so that aspect of every ministry your congregation 
undertakes. (If needed, refer to pages 19-25 in Bearing Fruit to review the description of “so that.”)  
Beginning with the mission of the congregation, each ministry team identifies how the plan they 
propose will help fulfill the congregation’s mission and what they hope will be the result of their work.  
In other words, they plan something so that something particular will happen (or will have the 
opportunity to happen). 

 

Handout: “So That” Mission Discernment Process 

We have provided a tool to help you lead members of your congregation in a discernment process about 
its ministries.   

Goal: 
The ultimate goal of the exercise is to challenge your congregation to consider whether or not its 
ministries are aligned with the goals that have been emerging throughout the Incubator process over 
the past several months.   

“So That” Process 

Step 1 – Give each participant a copy of the mission statement you are using in your local church. Briefly 
explain the so that principle to the group. For example, you may say the mission statement of our local 
church serves as the guiding light for all we do in ministry. Everything needs to be connected with it. 
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Without constant focus on our mission, church activities may begin to function like silos without a clear 
relation to the stated mission. Two words help us stay focused on the mission of anything we do, so 
that. These two words help us remember the bottom line of ministry. Let’s take a moment to complete 
a couple of sentences using the words so that to acquaint us with the process. 

(Encourage participants to go through several rounds of this process until the statements become more 
specific and the bottom-line reason for ministry begins to emerge.) 

This church exists so that_______________________________________________________________. 

We gather to worship so that____________________________________________________________. 

We belong to church so that_____________________________________________________________. 

 

Step 2 – Give each participant a copy of the “So That” Discernment Process Chart (see next page). Ask 
each person to write the local church mission statement in the box at the top of the chart. Share the 
following instructions. With the mission statement of our church in mind, think about the ministry area in 
which you serve. [Note: If you do not have a mission statement, consider using the mission statement 
adopted by the United Methodist Church at the 2008 General Conference. “Making Disciples of Jesus 
Christ for the Transformation of the World.”] How do the projects, activities and efforts from your 
ministry area help fulfill the mission of our church? Take 3-5 five minutes in silence to write down any 
thoughts you have. 

 

 “So That” Ministry Discernment Chart 

Insert Your Congregation’s Mission Statement Here: 

_____________________________________________________________________________________
_____________________________________________________________________________________ 

                   

Ministry Mission Statement: 
_____________________________________________________________________________________
_____________________________________________________________________________________ 

Ministry  

Area 

Write Your 
Ministry Area 

Mission Statement 

So That... 

Ministry 

Area 

Write Your 
Ministry Area 

Mission Statement 

So That... 

Ministry 

Area 

Write Your 
Ministry Area 

Mission Statement 

So That... 
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So That Response: 
_____________________________________________________________________________________
_____________________________________________________________________________________ 

Step 3 –Invite the participants to write a mission statement for their ministry area. Each statement 

should conclude by completing the following sentence. The (name of ministry area) offers ministry so 

that_________________________________________________________________________________. 

Take 5 minutes. Afterward invite each person to share their mission statement and so that response. If a 

person draws a blank, invite the group to help that person craft the mission statement and so that 

response for that ministry area. 

Ask the participants to offer feedback about the so that process of discernment. Invite the group to use 

the words so that in their planning and implementation of ministry as a way to stay focused on mission. 

The handout you have is complete with opening and closing devotions and may be used for a 90-minute 

to half-day ministry discernment session. If, during this process, the congregation discovers ministries 

that are not connected to its congregational identity and/or its congregational goals, it might be  helpful 

to revisit the Ministry Lifespan Discussion, Visioning Exercises from Module 5 and the short article 

“Dismount Dead Horses” http://www.explorefaith.org/lifelines_horses.html.    

The “So That” Ministry Discernment Process was designed for use with members of your congregation 

and is included in your book as a handout.  A separate exercise has been designed to give you practice 

with using the process. 

 

(For Pastor’s Training Sessions) 

Let’s practice developing a so that statement related to one of the drivers of vital congregations 
included in our Incubator: small groups.  In groups of three, draft a statement that describes the 
purpose of small groups for adults in your congregation. 

[You can let participants turn to neighbors or count off by “3’s” to get into smaller groups. Give the 
groups of three about 10 minutes to draft their so that statements. Then invite groups to share their 
statements. Invite participants to ask questions, make comments, and suggest ways to “sharpen” their 
statement. You may need to remind participants to keep pushing at responses in order to get to what 
they really want to happen as a result of ministry.] 

Putting It All Together 

Everything we have examined in the past seven modules has been designed to encourage you to think 
about how we might approach ministry in different ways.  This week, beginning with the biblical 
reflection on Mark 2:1-12, we looked at the many ways we share leadership with one another.  We 
looked at leadership as an expression of discipleship, deeply rooted in the covenant we have with God 
and with one another.  We also looked at how spiritual gifts relate to shared leadership.  In our leading 
section, using the so that ministry discernment process we examined our motivations for ministry with 
an eye for evaluating ministry appropriateness and ministry effectiveness.   
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Handout:  Team Worksheet 

We introduced the team worksheet in Module 1, but it makes sense to come back to it in this module on 
shared leadership. When you use the Spiritual Gifts Inventory, you will have a better idea of the gifts 
present in your congregation. As you identify the gifts needed for a particular team, you can draw on 
what you have learned through the Spiritual Gifts Inventory to identify team members. 

 Just placing people who are willing or available does not produce the best ministry results.  It is 
important to have people who are graced with the gifts and skills needed for each particular ministry 
who are also willing and committed to the work. 

(See example Team Worksheet Example on PowerPoint.) 
 

Handout:  Team Worksheet Example 
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On the lines at the top of the Team Worksheet, write the name of the team and a short description of its 
mission.  Next, write your ideas about the “big chunks” of work that need to be included for effective 
ministry.   

Examples of the chunks of work needed to accomplish your task might be things like: 

1. Deciding what kind of small group to offer 
2. Identifying leaders for the small groups 
3. Communicating the plan to the congregation 
4. Deciding how you will evaluate effectiveness 

 
The “chunks” go into the quadrants of the circle on the worksheet.  
 
Next, the group in our hypothetical example began to look at the communications “chunk” and decided 
that the gifts and skills they needed for the communications task (and only for this task) were someone 
who is inspirational, knows people (in order to spread the news), knows technology (for an 
announcement on the church’s website), understands social networks (this could be either traditional 
ways of thinking of how people network, or online social networking), has good writing skills.   
 
After identifying the gifts needed, brainstorm and suggest names of people who have those gifts, using 
the spiritual gifts assessment. Use the worksheet to keep track of your ideas. Use extra sheets of paper 
as needed. Once you decide whom you should ask, call or set up an appointment to discuss the 
possibility of their serving on the team. 
 
The remaining gifts/skills are left blank intentionally to give you an opportunity to think about the skills 
that would be needed to effectively start a new adult small group.  Remember this process when it is 
time to ask people to serve on committees or task groups.  The most effective committees are staffed 
with the people who have the gifts and skills needed for the task, not just those who are available. 
 

 [Invite comments or questions about the process and its usefulness in their context.] 

 

Homework  
Invite selected representatives from several of the ministry areas in your congregation and/or members 
of your administrative board or council to participate in the “So That” Mission Discernment Process.   
 

Evaluation  
Sample questions:   

 What went well? 

 What did you learn? 

 What are your suggestions for additions, changes, modifications?   
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Closing Worship 

Read John 15:1-11 

God calls us, reminds us, and expects us to be fruitful.  The fig tree bearing no fruit—Jesus cursed.  Trees 
that bear no fruit meet the ax and fire. But God does not set us up to fail. God says, “You did not choose 
me but I chose you. And I appointed you to go and bear fruit, fruit that will last…” (John 15:16).  

Are we ready to bear fruit? 

 Litany “Fruitful Leadership” 
(Read Responsively) 
 

Leader: God says, “Come labor in my vineyard.” 
Left side: But we’ve never farmed. 
Right side: Our fields are concrete and asphalt. 
All: Blessed are those who trust in the Lord. They shall be like a tree planted by water…in the year of 
drought it is not anxious, and it does not cease to bear fruit. (Jeremiah 17:7-8) 
 

Left side: But everyone’s busy. 
Right side: Few come out on Sunday. Fewer still come during the week. 
All: The surviving remnant of the house of Judah shall again take root downward, and bear fruit 
upward. (Isaiah 37:31) 
 

Left side: But we’ve never tried this before.  
Right side: The way is unclear. We need a sign. 
All: A good tree cannot bear bad fruit, nor can a bad tree bear good fruit. (Matthew 7:18) 
 

Left side: We’re overwhelmed! 
Right side: We’re afraid to fail. 
Leader: God says, “Abide in me as I abide in you.” 
All:  We will. 
 

Leader: Just as the branch cannot bear fruit by itself unless it abides in the vine, neither can you unless 
you abide in God. 
All:  We must. 
Leader:  God is the vine, you are the branches. Those who abide in God and God in them bear much 
fruit, because apart from God you can do nothing. 
 

All: We will abide. We will trust. We will bear the fruit you desire. You ARE the vine. We ARE your 
branches.  Lead and we will follow. 
Leader: Amen. 
All: Amen. 

 
Sing “The Summons” The Faith We Sing #2130  
(Or another hymn of your choosing) 

 

Close in Prayer 
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Holy Imagination 

 
Preparation  
 
 FOR THIS EXERCISE YOU WILL NEED ONE OR MORE VOLUNTEERS DO THE FOLLOWING THINGS: 

1. Facilitator—introduces the process and shares instructions. 
2. Reader – reads the Bible passage three times. Use different translations. 
3. Roving Report—interviews members of the affinity groups to discover the responses of the 

people. 

You will also need several different Bible translations. Consider using a Bible in story form. (See 
Suggested Resources below). 

The Process 
 

First Reading: Before reading the Bible passage the first time, invite the listeners to simply close 
their eyes and listen to the reading.  

After reading the passage the first time, pause and allow the listeners to reflect on what they heard for 
about a minute. 

Second Reading: Invite the listeners to allow their imagination to place them into the action as a 
participant. In short, invite them to imagine that they are experiencing the action as one of the Bible 
characters—animate or inanimate. For example, you may be Peter walking on the water or you may be 
the boat from which the disciples watched Peter.  

After reading the passage the second time, pause and allow the listeners to reflect on what just 
experienced for about a minute. 

Third Reading: Invite the listeners to go deeper. They should “become” that character, 
experiencing the passage through their five senses. What are they seeing, hearing, tasting, feeling, or 
smelling? Climb into the mind of the character. What are you thinking? What emotions are you feeling? 

After reading the passage the third time, pause and allow the listeners to reflect what they are thinking 
and feeling as that character. 
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Small Group Process 
After the last silent reflection, invite the listeners to identify the various characters in the Bible passage. 
Then ask them to identify the character they identified with during the readings. Group all like 
characters together. Then give them ten‐fifteen minutes as a group to discuss their experience as that 
biblical character. When sharing, listeners should remain in character and use “I statements.” I felt…I 
saw…I thought. 

Roving Reporter 
Involve the entire group in sharing their experience by having the assigned roving reporter interview a 
representative from each group to get their firsthand account of the action in the passage. Encourage 
everyone to freely share their opinions – again in character, by using “I statements.” 

If time allows invite the large group to discuss what they learned and how they may apply anything 
learned in their personal lives or in the life of the congregation. Could this become a Bible study? How 
does dramatizing a Bible study differ from other methods? How might you use this process to help you 
to prepare a sermon?  

Remember to Derole 
At the end of the experience ask each listener to “de‐role” by saying the following. “I am not _________ 
(name of character they were). I am____________ (their name). This signals that the person has come 
out of character and the exercise is over. 

Functions of Facilitator, Reader, Roving Reporter 
 

FACILITATOR ‐ introduce participants to the holy imagination process.  

As the title implies, the Holy Spirit plays a vital role in this experience. Encourage participants to invite 
the Holy Spirit to guide them into story using their imaginations. As they listen to the account the first 
time, ask participants to locate themselves in the story as either a human character or inanimate object. 
Remain “in character” during the second and third readings. 

 Experience the story as a participant: with your senses, emotions, mind and your heart. Ask yourself 
questions like these: What do you see, hear, smell, taste, and feel? What thoughts do you have? What 
do you feel? How are you responding to what is happening? How are you affected personally? What will 
you do because of what just occurred?  

READER ‐ After the facilitator finishes briefing the listeners, share the instructions before the reading 
and then read the passage. Repeat the process for each of the next readings. You will read the passage a 
total of three times. Some find it helpful to listen to the account read from three different Bible 
translations. Remember to allow time for silent reflection between each reading. You may also want to 
use a dramatic audio version of the passage for one of the readings, such as The Bible Experience.  
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After the completion of the third reading, ask the group to identify the characters in the account. Then 
ask the group to identify who they were in the account‐‐animate or inanimate. Place like characters with 
like characters. For example, all those experiencing the story from the friends’ perspective would gather 
in one group. 

Invite the affinity groups to discuss what they personally experienced as a participant in the story. 
Responses should be first person statements like these: “I felt... I saw… I thought...” [10 minutes] 

ROVING REPORTER ‐ Following ten‐fifteen minute group discussion the roving reporter interviews 
each group to get their take on their experience. Make it interesting. Get the newly healed man to 
respond to the scribes who questioned whether Jesus could forgive sins or invite the friends to talk to 
the homeowner whose roof they just destroyed. 

Remember to “De‐role” ‐ End the experience by asking each person to de‐role. For example a person 
would say, “I am not one of the four friends, I am (say your name). When you de‐role you signal to the 
group and to yourself that the experience is over and was a temporary exercise. 

Example: Read “The Paralyzed Man and his Four Friends,” Mark 2:1‐12 from several different Bible 
translations. 

Note: This exercise works well with larger groups of people; twelve or more. Holy Imagination is a 
biblical immersion process that invites participants to create a type of firsthand experience of the 
narrative by using their imaginations. The aim is to engage scripture as a participant rather than a 
detached observer. The Holy Imagination exercise and other Bible immersion processes may be found in 
Shaped by the Word by M. Robert Mulholland. 

Suggested Resources: 
 Shaped by the Word by M. Robert Mulholland (Nashville: Upper Room Books, 2001, revised edition) 
The Voice Bible: Step into the Story of Scripture Step into the Story of Scripture by Thomas Nelson 
(Nashville: Thomas Nelson, 2012) 
The Storyteller’s Companion to the Bible, ed. Dennis E. Smith & Michael E. Williams (Nashville: Abingdon, 
1999) 
 
Dramatic Audio Bible Resources: 
The Bible Experience http://www.bibleexperience.com/  
Truth and Life Dramatized Audio Bible http://truthandlifebible.com/  
NIV Audio Bible http://www.audible.com/pd?asin=B002V57VEU  
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Excite Laity about Ministry! 

What’s Your Dream? What’s Your Passion? 
The following suggestions have been adapted from the book Heartbeat! by Charles Arn. Use them to 
encourage laity to discover their passion and dream about new ministry opportunities. 

Finding Your Passion—Where to Look 
1. Life transitions – life events, event stressful ones, often reveal what we are passionate about. 

What have you experienced that has prepared you to help others? Have you experienced life 
events like: the death of a spouse or close family member, divorce, marital reconciliation, begin 
or end school, change in health (positively or negatively), served a jail term, job loss, etc. These 
experiences give you the “been there, done that” type of credibility that people will respect. List 
some of the experiences you’ve had that give you “real‐life” credibility. 
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________ 
The challenges you have worked through could benefit someone else. Have you had an 
experience of overcoming a challenge that would help you, help someone else? Have you been 
successful at something and could teach others how to do likewise? Put a check next to the 
experiences you may like to develop into ministry. 
 

2. Ask leaders of the church to listen for the passion people express in hallway conversations. Who 
are the leaders you would ask to listen and provide feedback to the ministry coach and pastor? 
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________ 
 

3. New Member Orientation—build a critical mass of “dreamers” who actively identify their 
passions and gifts. Encourage new members to share their gifts and graces. What might you do 
to encourage new members to answer the question, “What does God need from me?” How do 
you currently encourage new members to get involved ministry? What other strategies might 
you add to your list? 
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________ 

 
4. “I Wish…” cards serve as an ongoing invitation to dream and get involved in new or existing 

ministry. Here is an example of an I Wish card from Heartbeat!  
 On a 4 X 6 card put the following statement. When I think of our church and ways we could 
make a difference in the lives of people in this community, I WISH we could have a ministry for: 
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______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________ 
    
If you would be interested in helping make this dream come true, write your name and contact 
information below. 
 

5. Sermons—what topics or Bible passages might the pastor preach to highlight the vital 
connections possible through shared leadership? 
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________ 

  
6. Web site – do you currently have a church web site? How much of the content is designed to 

encourage people to start thinking about creating or participating in ministry? What types of 
things could be added that would encourage you to consider participation in a new or existing 
ministry effort? 
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________
______________________________________________________________________________ 

Ministry Coach 
 
Ignored passion is soon discouraged. A ministry coach serves as a point person for people to share their 
dreams and passions for ministry. The coach should be a layperson; well respected by the congregation 
and pastor.  
 
Three categories summarize the coach’s responsibilities: 
I.  Identify passion and potential for new ministry 
II. Support people as they develop new ministries 
III. Communicate with the pastor, other church leaders, and the ministry planning team 
 
Which people come to your mind that may have the gifts and graces to be a ministry coach? 
_____________________________________________________________________________________
_____________________________________________________________________________________
_____________________________________________________________________________________
_____________________________________________________________________________________ 
 
How might a ministry coach help your local congregation? 
_____________________________________________________________________________________
_____________________________________________________________________________________
_____________________________________________________________________________________
_____________________________________________________________________________________ 
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Module 7 Homework 

“So That” Mission Discernment Process 

Preparation:  
1. Photocopy enough copies of the mission statement of your local church. If you do not have one, 

consider using the following mission statement of the United Methodist Church adopted at the 
2008 General Conference. “The mission of the Church is to make disciples of Jesus Christ for 
the transformation of the world."  

2. Photocopy enough copies of the attached “So That” Discernment Process Chart for each 
participant. 

3. Re‐read pages 24‐33 in Bearing Fruit Ministry with Real Results by Lovett H. Weems Jr. and Tom 
Berlin to review the “so that” process.  

4. Invite members of your administrative board or council or selected representatives from several 
of the ministry areas in your local church to participate in this process. 

Gathering Scripture and Meditation 
Read Philippians 1:1‐11 

Share the following: The Apostle Paul prayed that the love of the members of the church at Philippi 
would “overflow more and more with knowledge and full insight…” to help them “determine what is 
best, so that in the day of Christ [they] may be pure and blameless (Philippians 1:9‐10 NRSV). Spiritual 
discernment continues to be a foundational practice of the church. As we carry out ministry in the name 
of Jesus Christ, we must keep the mission clearly in focus. Today we gather to explore a simple, but 
profound process that will help us keep the ultimate reason for our participation in ministry and mission 
in plain view. Let us pray.  

Open with Prayer 

Step 1 – Give each participant a copy of the mission statement you are using in your local church. Briefly 
explain the “so that” principle to the group. For example, you may say the mission statement of our 
local church serves as the guiding light for all we do in ministry. Everything needs to be connected with 
it. Without constant focus on our mission, church activities may begin to function like silos without a 
clear relation to the stated mission. Two words help us stay focused on the mission of anything we do, 
so that. These two words help us focus on the bottom line of ministry. Let’s take a moment to complete 
a couple of sentences using the words so that to help us. 

(Encourage participants to go through several rounds of this until they become more specific and the 
bottom‐line reason for ministry begins to emerge.) 
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This church exists so that_______________________________________________________________. 

We gather to worship so that____________________________________________________________. 

Step 2 – Give each participant a copy of the “So That” Discernment Process Chart. Ask each person to 
write the local church mission statement in the box at the top of the chart. Share the following 
instructions. With the mission statement of our church in mind, think about the ministry area in which 
you serve. How do the projects, activities and efforts from your ministry area help fulfill the mission of 
our church? Take 3‐5 five minutes in silence to write down any thoughts you have. 

After the five minutes of silence, invite the participants to share their thoughts with the larger group. 

Step 3 –Invite the participants to write a mission statement for their ministry area. Each statement 
should conclude by completing the following sentence. The (name of ministry area) offers ministry so 
that_________________________________________________________________________________. 

Take 5 minutes. Afterward invite each person to share their mission statement and response. If a person 
draws a blank, invite the group to help craft the mission statement and so that response. 

Ask the participants to offer feedback about the “so that” process of discernment. Invite the group to 
use the words so that in their planning and implementation of ministry as a way to stay focused on 
mission. 

Close in prayer 
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“So That” Ministry Discernment Chart 

Insert Your Mission Statement Here: 
_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

                    

Ministry 

Area

Write Your 
Ministry Area 

Mission Statement

So That...

Ministry

Area

Write Your 
Ministry Area 

Mission Statement

So That...

Ministry

Area

Write Your 
Ministry Area 

Mission Statement

So That...

Ministry Mission Statement: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

So That Response: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 
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Biblical Immersion Experience 
[45 minutes]  
 
Refer Participants to Holy Imagination Handout  
 
Preparation  
  
FOR THIS EXERCISE YOU WILL NEED ONE OR MORE VOLUNTEERS DO THE FOLLOWING THINGS: 
 
Facilitator—introduces the process and shares instructions. 
 
Reader – reads the Bible passage three times. Use different translations. 
 
Roving Report—interviews members of the affinity groups to discover the responses of 
the people. 
 
You will also need several different Bible translations.   
 
The passage to be read for this biblical immersion is Mark 2:1-12 
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The Process 
 
First Reading: Before reading the Bible passage the first time, invite the listeners to 
simply close their eyes and listen to the reading.  
After reading the passage the first time, pause and allow the listeners to reflect on 
what they heard for about a minute. 
 
Second Reading: Invite the listeners to allow their imagination to place them into the 
action as a participant. In short, invite them to imagine that they are experiencing the 
action as one of the Bible characters—animate or inanimate. For example, you may be 
Peter walking on the water or you may be the boat from which the disciples watched 
Peter.  
After reading the passage the second time, pause and allow the listeners to reflect on 
what just experienced for about a minute. 
 
Third Reading: Invite the listeners to go deeper. They should “become” that character, 
experiencing the passage through their five senses. What are they seeing, hearing, 
tasting, feeling, or smelling? Climb into the mind of the character. What are you 
thinking? What emotions are you feeling? 
After reading the passage the third time, pause and allow the listeners to reflect what 
they are thinking and feeling as that character. 
 
READER 
(Some find it helpful to listen to the account read from three different Bible 
translations. You may also want to use a dramatic audio version of the passage for one 
of the readings, such as The Bible Experience.)  
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After the facilitator finishes sharing the instructions read the passage three times, read 
the passage 3 times. 
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Small Group Process 
 
After the last silent reflection, invite the listeners to identify the various characters in 
the Bible passage. Then ask them to identify the character they identified with during 
the readings. Group all like characters together. Then give them ten-fifteen minutes as a 
group to discuss their experience as that biblical character. When sharing, listeners 
should remain in character and use “I statements.” I felt…I saw…I thought. 
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Invite the affinity groups to discuss what they personally experienced as a participant in 
the story. Then give them ten-fifteen minutes as a group to discuss their experience as 
that biblical character. When sharing, listeners should remain in character and use “I 
statements.” I felt…I saw…I thought. 
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ROVING REPORTER  
 
Involve the entire group in sharing their experience by having the assigned roving 
reporter interview a representative from each group to get their firsthand account of 
the action in the passage. Encourage everyone to freely share their opinions – again in 
character, by using “I statements.” 
 
If time allows invite the large group to discuss what they learned and how they may 
apply anything learned in their personal lives or in the life of the congregation. Could 
this become a Bible study? How does dramatizing a Bible study differ from other 
methods? How might you use this process to help you to prepare a sermon?  
 
After each affinity group responds to the reporter, ask the large group the following 
questions: 
 
1. What lessons about lay leadership can we learn from the friends of the paralyzed 

man? 
2. The friends used “creative problem solving” to overcome the obstacles standing 

between them and helping their friend.  
A. What were the pros and cons of their creative problem solving?  
B. When engaging in ministry, does your local church culture encourage or 

discourage laity to initiate creative problem solving? Explain.  
3. What does this passage teach us about shared leadership? 
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Remember to De-role 
 
At the end of the experience ask each listener to “de-role” by saying the following. “I 
am not _________ (name of character they were). I am____________ (their name). 
This signals that the person has come out of character and the exercise is over. 
  
[10:00 am] 
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Dismiss into covenant groups for check in. 
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Read the following quote (also found on the PowerPoint slide): 
 
“A church that does not use teams will suffer. Specifically, its leaders will be burned out, 
the church’s capacity to minister effectively will be limited, its pastor will become either 
a cult hero or blockage to the ministry process and the ministry will become less 
participative.”  
 
Think for a moment about what comes to mind when you hear the word “committee.”  
 
(Invite responses.)  
 
Now think about what comes to mind when you hear the word “team.”  
 
(Invite responses.)  
 
Would you rather serve on a committee or on a team?  
 
(Allow a few responses.) 
 
Teams are another way of talking about shared leadership. In this learning section we 
will be exploring the benefits of shared leadership between clergy and laity, as well as 
considering some of the ways in which we develop shared leadership. 
  
The Power of Team Leadership, George Barna, Water Brook Press, 2001, p. 28 
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As we begin the learning section on shared leadership, let’s view a brief clip from 
Opening Ourselves to Grace. After a short introduction to this section of the DVD, Grace 
Bradford, a laywoman from the Baltimore-Washington Annual Conference, shares an 
experience she had and the questions that grew out of that experience. As you watch 
the clip, think about how Grace’s story may or may not be similar to the experiences of 
laity in your congregation. 
  
  
Show video clip from Opening Ourselves to Grace, Part 4  
 
Start at the beginning of Part 4 and end with Grace Bradford’s story (first story in the 
section). 
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Discipleship has become a complex subject in our church.  What does it mean?  Who is 
a disciple?  Just how far does this call to discipleship go?  We live in times where the 
UMC is not of one mind about something considered so basic to Christianity.  Allow 
adequate time to discuss discipleship, and our general confusion about discipleship.   
The theological leanings of your congregation are not as important as making a 
commitment to understand what Jesus meant through the lenses of Scripture and the 
historical record of Christian tradition across the ages.  Use these questions to guide 
your discussion. 
  
Discussion questions:  
For Pastors: 
 Why do you think Grace became so uncomfortable when she saw that the other 
members of the study group had not thought of themselves as disciples? 
Which aspects of discipleship are people in your congregation confident about?  Which 
aspects of discipleship make them uncomfortable? Why? 
If you had an opportunity to design a discipleship class that would help members of 
your congregation understand Christian discipleship, what would you include? 
  
For Pastors and Laity: 
Why do you think Grace became so uncomfortable when she saw that the other 
members of the study group had not thought of themselves as disciples? 
Which aspects of discipleship are you confident about?  Which aspects of discipleship 
make you uncomfortable?  Why? 
If we designed a discipleship class that would help people in our congregation 
understand Christian discipleship, what should we include? 
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You may also want to include several classic Bible verses about discipleship in your 
conversation:   
1 Peter 1:22; 2:2, 3, 5 Now that you have purified your souls by your obedience to the 
truth so that you have genuine mutual love, love one another deeply from the heart... 
Like newborn infants, long for the pure, spiritual milk, so that by it you may grow into 
salvation--if indeed you have tasted that the Lord is good... like living stones, let 
yourselves be built into a spiritual house, to be a holy priesthood, to offer spiritual 
sacrifices acceptable to God through Jesus Christ. 
Matthew 22:34-40 When the Pharisees heard that he had silenced the Sadducees, they 
gathered together, and one of them, a lawyer, asked him a question to test him. 
"Teacher, which commandment in the law is the greatest?" He said to him, "'You shall 
love the Lord your God with all your heart, and with all your soul, and with all your 
mind.' This is the greatest and first commandment. And a second is like it: 'You shall love 
your neighbor as yourself.' On these two commandments hang all the law and the 
prophets." 
Luke 9:23 23 Then he said to them all, "If any want to become my followers, let them 
deny themselves and take up their cross daily and follow me.  
Luke 14:26-27, 33 Whoever comes to me and does not hate father and mother, wife 
and children, brothers and sisters, yes, and even life itself, cannot be my disciple. 
Whoever does not carry the cross and follow me cannot be my disciple….  So therefore, 
none of you can become my disciple if you do not give up all your possessions. 
 
As we talk about shared leadership it is important to see discipleship’s direct connection 
to Christian leadership.  Leadership exercised in other places is usually rooted in ability 
and influence.  Christian leadership is rooted in covenant and discipleship, spiritual gifts 
and graces.  Both clergy and laity lead and serve because we are in a covenant with God 
and each other that includes being good stewards of the graces (gifts) we have received 
from God.  Every believer is called to respond to God’s invitation to partnership in 
ministry. 
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Shared Leadership 
 
Shared leadership is about working together in partnership with God. In times of 
transition the need for adaptive leadership increases. Only when clergy and laity work 
together will the United Methodist Church fulfill its biblical mandate for discipleship. 
  
Shared leadership is more than meeting together occasionally to discuss programs. 
Shared leadership involves deliberately building a collaborative team of leaders for 
work that is: 
• Purposeful—People have too much to do to waste their time. They want to know 

that what they are doing has a purpose. People want to know “What are we doing 
and why are we doing it?” All members of a leadership team need to be clear about 
the mission of the church and the congregation’s context. They need to be clear that 
the ideas they hope to implement are designed to support and advance the mission 
of making disciples. 

• Meaningful—People want to make a contribution to something significant. They 
wonder “What difference will this make?” They want to be involved in work that is 
relevant to their lives and communities. They want their work to not only have a 
purpose, but to be important enough that they want to devote time and energy to 
the work. 

• Visionary—A leadership team has the primary responsibility of listening to God and 
to God’s people (inside and outside the congregation). Their conversations should be 
focused on discerning who they are as God’s people and what God’s call for them is. 
They create a sense of identity and purpose. (Does this sound familiar?)  As they 
listen and discern, they formulate a vision of what the church’s mission looks like in 
their context. 
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• Practical—Conversation needs to lead to moving hands and feet. Joel Barker, a 
futurist, has said “Vision without action is merely a dream. Action without vision just 
passes the time. Vision with action can change the world.”  

• Leaders must consider the practical aspects of any idea to determine its feasibility 
and desirability. Together laity and clergy discuss: Can we do this? What will it cost in 
terms of time, effort, and resources? Is this the best use of those resources? What will 
happen if we do this? What will happen if we don’t do this? 

 
(From The Power of Vision by Joel Barker, http://bit.ly/HRbjzb, retrieved May 7, 2012.) 
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More than Style 
In Bearing Fruit, Weems and Berlin identify three categories essential to effective 
leadership. As a head’s up, we’re going to consider the first two categories and then 
move to a spiritual gifts assessment. We’ll go back to the third category of effective 
leadership after the assessment. 
 
Character 
Can you remember Module 1?  As we began our Incubator journey, we talked about 
spiritual leadership, and we developed a covenant. It’s important to emphasize this 
aspect of shared leadership again. Many laity may not consider themselves to be 
spiritual leaders. They might ascribe this quality to their pastor, but they would not use 
it to describe themselves. Through participation in this Incubator and other 
experiences, we hope this will change. Laity, as well as clergy, need to see their roles as 
vitally connected with God’s purposes for the world. Clergy and laity must pay attention 
to the ways they continue to be spiritually formed, deepening relationships with God 
individually, as congregational leaders, and as a community of faith. Spiritual formation 
shapes our character. Character is an indicator of who we are (identity), and it is 
evident in our daily lives. Our character will infiltrate and influence the work we do. As 
we continue to mature in faith, becoming more like Christ, we grow in our authenticity. 
People in the congregation and community will see the ways in which our actions are 
congruent with our stated beliefs and values. They may not know the term, but they 
will witness “holiness of heart and life.”  
 
Competencies  
Shared leadership increases effectiveness through drawing on the multiple gifts and 
graces of the team members. Regardless of how talented any individual is, no one has  
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all the knowledge and skills needed for fulfilling the church’s mission. 
  
Developing shared leadership involves equipping laity for the responsibilities they 
assume in your congregation. One way we develop shared leadership is by ascertaining 
the gifts and graces of people in our congregations.  
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Let’s look at a brief clip that describes spiritual gifts as identified in Scripture.  
  
  
Watch video clip:  Introduction to Spiritual Gifts  
Found on umc.org at http://bit.ly/Qgi7S or 
http://www.umc.org/site/c.lwL4KnN1LtH/b.1355371/k.9501/Spiritual_Gifts.htm in the 
section titled “Introduction.”  
 
Your spiritual gifts offer important clues about where and how you are called by God to 
exercise Christian leadership.   What are your spiritual gifts?  After lunch we will look at 
ways to discover your spiritual gifts.  
  
[12:15 pm] 
 
Lunch 
 
[1:00 pm] 
 
Spiritual Gifts Inventory 
NOTE: If you have already used a spiritual gifts assessment with your leaders, bring the 
results of that assessment to this session. Use this time to review the spiritual gifts 
within your congregation, discuss what participants have learned since they completed 
the assessment, and consider how these gifts can be used to accomplish the SMART 
goals you have set for the coming year. 
  
If you have not completed a spiritual gifts assessment with this group of leaders, follow  
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the instructions below. 
  
There are many assessment tools related to spiritual gifts. The one we will use today 
was developed by Dan and Barbara Dick in Equipped for Every Good Work.   
  
Distribute Spiritual Gifts Interview Method 
http://equippedforeverygoodwork.files.wordpress.com/2011/09/spiritual-gifts-
interview-method.pdf. Point out that the last page of the handout includes the spaces 
for recording their responses. Allow 20-25 minutes for participants to read each 
paragraph and indicate their response. 
  
Refer to pages 3-5 in the Spiritual Gifts Inventory Key and Definitions handout 
http://equippedforeverygoodwork.files.wordpress.com/2010/11/spiritual_gifts_handou
ts.pdf.  Give participants about 5 minutes to read the descriptions of their top three gifts. 
Ask if there were any surprises, confirmations, or other comments or questions. Invite 
participants to consider how these gifts can be used to accomplish the SMART goals you 
have set for the coming year. 
  
[1:35 pm] 
 
 Equipped for Every Good Work, Building a Gift-Based Church, by Dan R. Dick and 
Barbara A. Dick. Eugene, OR: Wipf and Stock, Publishers. 2011. 
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More than Style (Continued)  
Before lunch today, we considered Weems’ and Berlin’s suggestion that character and 
competencies are essential aspects of fruitful leadership. Additionally, they suggest that 
contribution is also essential for developing shared leadership. 
  
Contribution  
In our last module, we talked about generosity as a way of being in the world. This 
relates to the leader’s need and responsibility for making a contribution for the 
common good. When we began today’s learning section, we discussed the importance 
of purpose and meaning in work. This is another way of talking about contribution. 
Laity want to be engaged in activity that can make a difference in their lives, in their 
communities, and in their congregations. Some may be bold enough to want to make a 
difference in the world! 
  
Contributions are about the “So That” as defined by Lovett Weems and Tom Berlin in 
Bearing Fruit. We make our contributions to serve a purpose related to the mission of 
the church in general and to our SMART goals in particular.  During the Leading section 
we will come back to so that and use it to talk about how we combine knowledge of 
our spiritual gifts with the so that process when putting together a team. 
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Developing Leadership 
If we are to develop leaders with character and competence and leaders who make a 
contribution, we need to be intentional about the various ways that can happen. We 
can play a variety of roles as we work to equip others in the congregation. 
  
NOTE: As you prepare for this session, you may want to make note of examples related 
to each of these roles from your own experience. Your examples could be how you 
learned from another leader or how you served in a role for another leader. 
  
In Leadership Essentials, the roles described include: 
 
Model 
This role takes the “I do something while you watch” approach to leadership 
development. One of the ways we learn is by watching others do something well. 
 
Mentor  
This role goes beyond modeling. The approach of a mentor might be described as “I do 
something while you watch, and then we talk about it.” Mentoring involves 
conversation between an experienced leader and a new leader. 
 
Partner  
Another way for leaders to learn is to work with another leader in accomplishing a task. 
This is the “Let’s do this together” approach. 
 
Coach  
As leaders assume responsibility for work, another person may serve as a coach,  
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responding to questions, asking questions, and making suggestions. This might be 
described as the “You do something, and I’ll guide” approach. 
 
Cheerleader  
Even when leaders are capable of planning and implementing ministry without another 
person’s guidance, they still need support and encouragement. The pastor or another 
person with oversight of a ministry area serves as cheerleader or #1 fan as they stay in 
touch with leaders. This is the “You do something, and I’ll applaud” approach to 
leadership development.  
  
Leadership Essentials, Practical Tools for Leading in the Church, by Carol Cartmill and 
Yvonne Gentile. Nashville, TN: Abingdon Press. 2006. 
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Ask participants to find one or two people to discuss the following questions (also listed 
on the PowerPoint slide): 
1. Which of these roles do you use most often for developing leadership in your 

congregation? 
2. Who else in the congregation serves in one or more of these roles? 
3. How can you be more intentional in developing leaders in your congregation? 
 
Allow approximately 10 minutes for conversation. Then invite comments or questions 
with the total group. 
  
Close the conversation with the following summary of the Learning Section: Developing 
shared leadership is like team building. Each leader must know and carry out a certain 
role: model, mentor, partner, coach, or cheerleader. Each leader should operate from 
the spiritual gifts and graces God has given that individual. Last, each leader in the 
church must be a disciple of Jesus Christ; in covenant with God and the church. 
 
Break until 2 pm 
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Two Categories of Leaders 
Charles Arn, author of Heartbeat! says there are two general categories of leaders in 
the local church. The first group typically focuses on the traditional ministry tasks such 
as: Finance, Facility Management and Upkeep, Christian Education/Spiritual Formation, 
and Pastor/Church Relations.  The efforts of these leaders help the ongoing internal 
ministries that sustain the congregation.   
The second group often creates new ministries. These ministries may begin as short-
term efforts that evolve into long-term ministry staples. Churches that encourage an 
entrepreneurial approach to ministry are likely to develop effective leaders in this 
category. Such churches help members discover their Christian vocation and offer a 
supportive process to develop new ministries; especially those that reach non-church 
members. 
Clearly, the church needs the services provided by both groups and both groups need 
support, education, and encouragement from the clergy and congregation. 
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Traditional Ministry Leaders 
 
Resources that aid the first group (traditional ministry tasks) include the following:  
 
• District Training Events 
• The Guidelines, which currently contain 26 booklets that outline the functions and 

responsibilities of various ministry positions. A new set of Guidelines is produced at 
the beginning of each quadrennium. The Guidelines for the 2013-2016 quadrennium 
will be released in the fall of 2012. 

• The GBOD is producing a growing set of instructional webinars for church leaders. 
The webinars are available at www.gbod.org/webinararchives 

• Workshops for Leaders www.gbod.org/workshopsforleaders 
• Local Church Officer Job Descriptions  www.gbod.org/localchurchjobdescriptions  
• UMCOM online courses www.training.umcom.org (some free, some for fee) 
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Show GBOD Webinar Clip (15 minutes) 
 
Allow time to discuss distance learning and how technology might even be used for local 
church meetings, if applicable.  If your meeting room has wireless access, allow time to 
demonstrate how to find webinars online and play a clip of a recent webinar at 
www.gbod.org/webinararchives 
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Entrepreneurial Ministry Leaders  
(20 minutes) 
 
HANDOUT:  Excite Laity about Ministry 
 
The second group that engages in new ministries needs a different type of support. 
Because there may be no prototype churches need to provide an overall process for 
developing, launching, and sustaining new ministries. 
 
Encourage Creative Ministry 
 
Cultivate a culture that encourages dreaming and passionate ministry. As we learned 
from the book Your Church Can Thrive in Module 3, vital congregations provide “new 
places for new people” when they have a process that will engage people outside the 
church (neighbors). Congregations then invite, welcome, and assimilate them (i.e. help 
them belong). Ultimately the aim of the church is to disciple people who attach 
themselves to and regularly attend the local church. The second group of leaders 
(entrepreneurial) often plays a significant role in reaching non-church members in the 
community. 
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What’s Your Passion?  
 
Remember the friends of the paralyzed man in Mark 2? They were passionately 
concerned about helping their friend. Despite the obstacle of the crowd standing 
between them and Jesus, the desire to help the paralyzed man inspired them to find a 
creative solution to their problem. Encourage laity to identify their passions and dream 
about how and where they can share their gifts and graces.  
 
The following suggestions have been adapted from the book Heartbeat! by Charles Arn. 
Use them to encourage laity to discover their passion and dream about new ministry 
opportunities. 
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Life transitions –when people experience a change in life (marriage, losing a job, having 
children, divorce, etc.) they gain special insight. These experiences hold the potential 
for creating support ministries.  
 

Module 7, Shared Leadership  Slide 26 

65



Ask leaders of the church to listen for the passion people express in hallway 
conversations. What do people talk about with enthusiasm: A hobby, the challenges of 
raising children, the adjustment to retirement? New ministries may emerge from the 
passion people express. 
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New Member Orientation—encourage new church members to identify their passions 
and gifts. If a ministry opportunity does not exist that matches the person’s passion and 
gifts consider starting a new ministry. 

Module 7, Shared Leadership  Slide 28 

67



“I Wish…” cards. On a 4 X 6 card put the following statement. When I think of our 
church and ways we could make a difference in the lives of people in this community, I 
WISH we could have a ministry 
for:____________________________________________________________________ 
_______________________________________________________________________
_______________________________________________________________________
_______________________________________________________________________ 
  
If you would be interested in helping make this dream come true, write your name and 
contact information below. 
Pastors and leaders should make reference to the I WISH cards often and encourage 
laity to turn them in.  
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Sermon – Through sermons the pastor can highlight the vital connections possible 
through shared leadership: We are the body of Christ. Each Christian is part of the 
priesthood of all believers. We all have God-given gifts and graces. Sermons help 
people see how important their contribution is to ministry and mission. Be sure to 
provide an opportunity for people to respond in a tangible way following the sermon.  
 
For example, if you preach about the need to feed the hungry, plan ahead and offer the 
congregation immediate opportunities to engage in feeding ministries through 
monetary gifts, transporting food, preparing food, serving food, etc. 
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Web site – encourage people to start thinking about creating a new ministry through 
your church web site. Include a simple statement such as the following: Do you have an 
idea for a new ministry? Has God given you the desire to start a new ministry? Let us 
help. 
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Ministry Coach 
  
When people identify a passion that they would like to develop into ministry, they 
should contact the congregation’s ministry coach. The ministry coach is a lay person, 
not a clergy person. The pastor is NOT to serve as coach. The coach must be trusted by 
the pastor and other church leaders, be able to encourage people and help them meet 
goals and deadlines. Three categories summarize the coach’s responsibilities: 
  
1. Identify people’s passion and potential for new ministry 
2. Support people as they develop new ministries 
3. Communicate with the pastor, other church leaders, and the ministry planning team 
  
Pastors need laity to champion the cause of ministry.  
The coach is the “go-to” person who oversees the process of starting and nurturing 
new ministries.    
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With the Help of a Few Friends  
(Form a Ministry Planning Team). 
 
Ministry, like singing, is more fun when others join you. When people identify their 
passions and contact the ministry coach, the coach invites them to seek others with 
similar interests. Together they will form a Ministry Planning Team. 
 
The Ministry Planning Team should consist of the following persons: 
 
• 3-5 prayer partners 
• 2-4 other people with similar passion and ministry interests 
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Widen the Circle – get input from more than the Ministry Planning Team. 
 
Include people at the planning table you hope to reach. If you’re planning for youth, 
include them. If you’re trying to reach non-church members, include them. Have a 
focus group experience in which you ask your target audience what their attitudes, 
thoughts, and feelings are about the proposed ministry. You may discover that the set 
of needs and desires of the people you are trying to reach are very different from what 
you imagined. Strive to do ministry with the people vs. ministry for the people—where 
you presume to have all the answers.  
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Resource for Entrepreneurial Leaders – Heartbeat! How to Turn Passion into Ministry in 
Your Church, by Charles Arn. 
 
This resource is written to and for laity. The book’s aim is to help laity identify their 
passions—the things they already enjoy doing—and direct that passion into ministry. 
The lay ministry coach provides the glue that holds the planning and implementation 
process together. The ultimate goal of each ministry is to reach both the unchurched 
and church members. 
 
For more information visit. Heartbeatministries.net  
 
[3:30 pm] 
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Building a Team “So That” . . . 
Remember: You want to be clear about the team’s purpose or mission—what the team 
should do and what it should not do. The team-mission sets the boundaries for the 
team.  In Bearing Fruit Weems and Berlin discuss the importance of identifying the so 
that aspect of every ministry your congregation undertakes. (If needed, refer to pages 
19-25 in Bearing Fruit to review the description of “so that.”)  Beginning with the 
mission of the congregation, each ministry team identifies how the plan they propose 
will help fulfill the congregation’s mission and what they hope will be the result of their 
work.  In other words, they plan something so that something particular will happen (or 
will have the opportunity to happen). 
  
Handout: “So That” Mission Discernment Process 
We have provided a tool to help you lead members of your congregation in a 
discernment process about its ministries.   
Goal: 
The ultimate goal of the exercise is to challenge your congregation to consider whether 
or not its ministries are aligned with the goals that have been emerging throughout the 
Incubator process over the past several months.   
 
“So That” Process 
Step 1 – Give each participant a copy of the mission statement you are using in your 
local church. Briefly explain the so that principle to the group. For example, you may 
say the mission statement of our local church serves as the guiding light for all we do in 
ministry. Everything needs to be connected with it. Without constant focus on our 
mission, church activities may begin to function like silos without a clear relation to the 
stated mission. Two words help us stay focused on the mission of anything we do, so  
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that. These two words help us remember the bottom line of ministry. Let’s take a 
moment to complete a couple of sentences using the words so that to acquaint us with 
the process. 
(Encourage participants to go through several rounds of this process until the 
statements become more specific and the bottom-line reason for ministry begins to 
emerge.) 
This church exists so 
that_______________________________________________________________. 
We gather to worship so 
that____________________________________________________________. 
We belong to church so 
that_____________________________________________________________. 
  
Step 2 – Give each participant a copy of the “So That” Discernment Process Chart (see 
next page). Ask each person to write the local church mission statement in the box at 
the top of the chart. Share the following instructions. With the mission statement of our 
church in mind, think about the ministry area in which you serve. [Note: If you do not 
have a mission statement, consider using the mission statement adopted by the United 
Methodist Church at the 2008 General Conference. “Making Disciples of Jesus Christ for 
the Transformation of the World.”] How do the projects, activities and efforts from your 
ministry area help fulfill the mission of our church? Take 3-5 five minutes in silence to 
write down any thoughts you have. 
 
Step 3 –Invite the participants to write a mission statement for their ministry area. Each 
statement should conclude by completing the following sentence. The (name of 
ministry area) offers ministry so 
that____________________________________________________________________
_____________. 
Take 5 minutes. Afterward invite each person to share their mission statement and so 
that response. If a person draws a blank, invite the group to help that person craft the 
mission statement and so that response for that ministry area. 
Ask the participants to offer feedback about the so that process of discernment. Invite 
the group to use the words so that in their planning and implementation of ministry as a 
way to stay focused on mission. 
The handout you have is complete with opening and closing devotions and may be used 
for a 90-minute to half-day ministry discernment session. If, during this process, the 
congregation discovers ministries that are not connected to its congregational identity 
and/or its congregational goals, it might be  helpful to revisit the Ministry Lifespan 
Discussion, Visioning Exercises from Module 5 and the short article “Dismount Dead 
Horses” http://www.explorefaith.org/lifelines_horses.html.    
 
The “So That” Ministry Discernment Process was designed for use with members of  
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your congregation and is included in your book as a handout.  A separate exercise has 
been designed to give you practice with using the process. 
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(For Pastor’s Training Sessions) 
Let’s practice developing a so that statement related to one of the drivers of vital 
congregations included in our Incubator: small groups.  In groups of three, draft a 
statement that describes the purpose of small groups for adults in your congregation. 
[You can let participants turn to neighbors or count off by “3’s” to get into smaller 
groups. Give the groups of three about 10 minutes to draft their so that statements. 
Then invite groups to share their statements. Invite participants to ask questions, make 
comments, and suggest ways to “sharpen” their statement. You may need to remind 
participants to keep pushing at responses in order to get to what they really want to 
happen as a result of ministry.] 
 
Putting It All Together 
Everything we have examined in the past seven modules has been designed to 
encourage you to think about how we might approach ministry in different ways.  This 
week, beginning with the biblical reflection on Mark 2:1-12, we looked at the many 
ways we share leadership with one another.  We looked at leadership as an expression 
of discipleship, deeply rooted in the covenant we have with God and with one another.  
We also looked at how spiritual gifts relate to shared leadership.  In our leading section, 
using the so that ministry discernment process we examined our motivations for 
ministry with an eye for evaluating ministry appropriateness and ministry effectiveness.   
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Handout:  Team Worksheet 
We introduced the team worksheet in Module 1, but it makes sense to come back to it in this module on 
shared leadership. When you use the Spiritual Gifts Inventory, you will have a better idea of the gifts present 
in your congregation. As you identify the gifts needed for a particular team, you can draw on what you have 
learned through the Spiritual Gifts Inventory to identify team members. 
  
Just placing people who are willing or available does not produce the best ministry results.  It is important to 
have people who are graced with the gifts and skills needed for each particular ministry who are also willing 
and committed to the work. 
 
(See example Team Worksheet Example on PowerPoint.) 
  
Handout:  Team Worksheet Example 
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Lead group through an example of how to use the Team Worksheet 
 
On the lines at the top of the Team Worksheet, write the name of the team and a short 
description of its mission.  Next, write your ideas about the “big chunks” of work that 
need to be included for effective ministry.   
 
Examples of the chunks of work needed to accomplish your task might be things like: 
1. Deciding what kind of small group to offer 
2. Identifying leaders for the small groups 
3. Communicating the plan to the congregation 
4. Deciding how you will evaluate effectiveness 
  
The “chunks” go into the quadrants of the circle on the worksheet.  
  
Next, the group in our hypothetical example began to look at the communications 
“chunk” and decided that the gifts and skills they needed for the communications task 
(and only for this task) were someone who is inspirational, knows people (in order to 
spread the news), knows technology (for an announcement on the church’s website), 
understands social networks (this could be either traditional ways of thinking of how 
people network, or online social networking), has good writing skills.   
  
After identifying the gifts needed, brainstorm and suggest names of people who have 
those gifts, using the spiritual gifts assessment. Use the worksheet to keep track of 
your ideas. Use extra sheets of paper as needed. Once you decide whom you should 
ask, call or set up an appointment to discuss the possibility of their serving on the 
team. 
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The remaining gifts/skills are left blank intentionally to give you an opportunity to think 
about the skills that would be needed to effectively start a new adult small group.  
Remember this process when it is time to ask people to serve on committees or task 
groups.  The most effective committees are staffed with the people who have the gifts 
and skills needed for the task, not just those who are available. 
  
 [Invite comments or questions about the process and its usefulness in their context.] 
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Homework  
Invite selected representatives from several of the ministry areas in your congregation 
and/or members of your administrative board or council to participate in the “So That” 
Mission Discernment Process.   
  
Evaluation  
    Sample questions:   
 
1. What went well? 
2. What did you learn? 
3. What are your suggestions for additions, changes, modifications?   
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Read John 15:1-11 
 
God calls us, reminds us, and expects us to be fruitful.  The fig tree bearing no fruit—
Jesus cursed.  Trees that bear no fruit meet the ax and fire. But God does not set us up 
to fail. God says, “You did not choose me but I chose you. And I appointed you to go 
and bear fruit, fruit that will last…” (John 15:16).  
 
Are we ready to bear fruit? 
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Litany “Fruitful Leadership” 
(Read Responsively) 
  
Leader: God says, “Come labor in my vineyard.” 
 
Left side: But we’ve never farmed. 
 
Right side: Our fields are concrete and asphalt. 
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All: Blessed are those who trust in the Lord. They shall be like a tree planted by 
water…in the year of drought it is not anxious, and it does not cease to bear fruit. 
(Jeremiah 17:7-8) 
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Left side: But everyone’s busy. 
 
Right side: Few come out on Sunday. Fewer still come during the week. 
 
All: The surviving remnant of the house of Judah shall again take root downward, and 
bear fruit upward. (Isaiah 37:31) 
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Left side: But we’ve never tried this before.  
 
Right side: The way is unclear. We need a sign. 
 
All: A good tree cannot bear bad fruit, nor can a bad tree bear good fruit. (Matthew 
7:18) 
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Left side: We’re overwhelmed! 
 
Right side: We’re afraid to fail. 
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Leader: God says, “Abide in me as I abide in you.” 
 
All:  We will. 
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Leader: Just as the branch cannot bear fruit by itself unless it abides in the vine, neither 
can you unless you abide in God. 
 
All:  We must. 
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Leader:  God is the vine, you are the branches. Those who abide in God and God in 
them bear much fruit, because apart from God you can do nothing. 
 
All: We will abide. We will trust. We will bear the fruit you desire. You ARE the vine 
and we ARE your branches.  Lead and we will follow. 
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Leader: Amen. 
 
All: Amen. 
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Sing “The Summons,” or another hymn of your choosing. 
 
Dismiss the group with prayer. 
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