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Turning God Moments into God Movements

Growing Chapters 80 and Up.

Doug Schaupp.  April 2009

WELCOME.

What a joy and honor to share today.

Spring Meetings for me are a great learning opportunity.  Prepping for this seminar has been really helpful for me, to talk to great people about their growth ideas and to refine my own.  

I see us as a learning community around a REALLY important topic.  I am on a steep learning curve about these things.  I expect us to know a lot more about building a year or two from now.  

Since we are a small gathering, we can be more creative and interactive.  

GOALS.

 I have a four goals for our time together today and tomorrow.

1. To be a learning community together.  Let’s learn from each other’s insights and experiences.  

2. To take steps toward becoming experts in the art of chapter growth.  

3. To gain insight about how to develop excellent  chapter builders.  

4. To have a few concrete tools and next steps to move things ahead when you return to your world.  

Let me introduce myself to you, and then let’s introduce ourselves to each other.  

SLIDE: Sandy and the kids.  

· TL for 6 years at UCLA.  
· DD for 4 years.  Helped plant 10 new campuses.  5 failed.  
· RD for 5 years.  Started a growth through conversion cohort for 5 campuses in our region.  Transformed my insights about growth.  

· New Role: Growth Coach for the Western States.  Cluster Coordinator for planting and building.  Been in it for 1 month.  I have a lot of passion for this topic.  I have failed at it as much or more than the rest of us over the past 20 years.  but I keep trying and learning.   

SHARE IN PAIRS:  WHO ARE YOU AND WHAT ARE YOUR QUESTIONS COMING INTO TODAY?  
· What are your questions coming into today?

· Share in pairs with someone you don’t yet know.  

· Write on the wall.  

JOURNEY.  
This topic is both exciting and verve racking.  I imagine our conversation will bring up a variety of emotions for us today and tomorrow.   

1. Growth is really difficult.  There is great risk involved.  There will be failure along the way.  We need a spirituality of freedom and transparency.  

2. There is no magic formula.  We need a spirituality of weakness and desperation for God.  

3. Our past successes may be our biggest barrier to learning new things.  No one here wants to admit we don’t know how to grow our ministry.  That is embarrassing.  We need the humility of admitting what we don’t know and that we need each other.  
 PRAY.  
MY EXPERIENCE AS COHORT COACH.  I led my first cohort in 2008, with Ryan Pfeiffer.  We had 4 ADs as coaches, so I played the role of cohort director, and coach of coaches.  

 SLIDE

2008 FFR:

· UCLA: total 246, 11 conversions, 105 frosh, 359 followed up.  (Last fall was 172 total, 20 conversions, 74 frosh)

· Pomona/Pitzer: 63, 7 conversions, 16 frosh, 95 followed up.  (Last fall was 66 total, zero conversions, and 20 frosh).

· San Diego State: 94, 12 conversions, 35 frosh, 333 followed up.  (Last fall was 69 total, 11 conversions, and 17 frosh.)

· Cal Poly: 152, 42 frosh, 1 conversion, 190 followed up (Last fall was 225 total, 20 conversions, and 100 frosh.)

· UCSD.  672, 274 frosh, 51, follow-up: 894 (2007: 568, 267 frosh, 84) 

In my experience, and in last summer’s NISET course, we have discerned that a pivotal issue in growth is MOMENTUM.   Momentum building and momentum guiding in the growth of our larger chapters.  

So this afternoon, we are going to focus on two things: 

1. momentum and 
2. an overall strategy for growth.  With campus illustrations.

Then tomorrow we are going to get more concrete, and work on some practical tactics for growth.   
JOHN 4.  

Let’s go to a favorite passage, and learn from Jesus as a momentum leader.  
I am brining new questions to the scripture.  

But as I change the questions I bring to the text, so my eyes are opened in new ways.  

How does Jesus do growth in this passage?  

How does Jesus see God’s momentum, and how does he lead into it?  
SLIDE.  JOHN 4.  MOMENTS TO MOVEMENTS.

v. 25-26

Jesus is right in the middle of an incredible God moment.  He has stumbled upon a woman who is hurt, maybe jaded, certainly ostracized, and he has helped her soul’s thirst come to the surface.  She is yearning for living water, and he is changing her life, right here.  

I love these moments.  You love these moments.  What do you do next?  After someone commits to Jesus, what is the next thing you do with them?  

I used to get them into a small group, throw them a conversion party, and then go onto the next task.  Not anymore.  

v. 27-28

Two things are happening here.  
LEADERSHIP.  These are Jesus’ amazing leadership team.  He is discipling them.  As you know, Jesus is transforming these newbie disciples, these freshmen, in the context of cross-cultural mission.  He gave them a STIM assignment.  “Go get lunch in the Gentile town.”  They are probably stressed.  Uncomfortable.  Just glad to be done with the task.  We actually bought the bread!

Jesus gives them real responsibility for part of the leadership task, the lunch, but not for the other part, helping the woman find living water.  Why?

They can handle one but need to watch the other.  Jesus’ leadership is part modeling, part delegation.  If you will, He is practicing quality control and giving control away at the same time.  What if Jesus delegated all of this ministry to the disciples?  “Hey guys.  There will be this thirsty woman up ahead.  Half of you go into town for the food.  Half of you focus on her, get to know her, and invite her to come and see the The One.”  

From their reaction in these verses, they did not have the capacity nor maturity to minister to this woman.  So Jesus involved them in the mission, while also kept some of the responsibilities himself, so to say.  

A crucial principle to growing chapters 80+ is this art of passionately giving leadership away and also retaining key leadership for the gifted staff.  The art is discerning how to do that and when.  
v. 29-30

This new believer has just become a witness.  This is our dream.  
I wonder if this could become normal in InterVarsity if we led differently.  

What would it take to help every new believer share their testimony within one week of making their faith decision?  

In February, I was helping Kim Porter lead a regional conference in Portland.  She and I were co-directing a track together.  The Tuesday before the conference, she told me that they just had a new believer.  Off the cuff, I said, “Maybe God wants to turn this moment into a movement.  If you are motivated, I would like to help coach your staff to prep this new believer to give a testimony on Saturday.”  

Marcus was recently an atheist.  He was confused about his faith decision.  So it took him 4 drafts to get a solid testimony ready to go.  Marshae did a great job of prepping him.  Here is the video clip of him, 5 days after his conversion.  

VIDEO.

His theology is naïve, but his story is sincere.  The testimony of a new believer is magical, but requires a lot of leadership input, from a staff or a really well trained student leader.  

v. 31-34

Jesus is focused on this amazing thing that is happening just up the road.  He is watching this new witness share her story.  Meanwhile, they are focused on the nuts and bolts of the day.  
Why can’t the disciples see what has just happened in front of them?  

1. Busyness.  

2. Old assumptions.  

When I am busy and stressed, it is SO hard to hope for God to do more or even want him to do more.  I am just trying to survive and get through the day.  Our lives are very full, and very complex.  It is so difficult to look up from the daily responsibilities and see that God is doing more.  Because we are overwhelmed, we can’t see that God wants to do more.  

They also don’t know that a Gentile woman can become a witness, and in such a short time.  

v. 35

But Jesus doesn’t give up on his freshmen.  He keeps lifting their eyes up.  

39-41

In Portland, several students committed their lives to Jesus that weekend because of Marcus’ testimony.  Their response afterwards was remarkable.  When invited to tell their story to their small group, several said, “No, I want to tell my story at large group.”  They saw Marcus become an overnight witness, and they wanted to invite their friends to hear the same.  Incredible!  
A God moment was becoming a God movement.  I quickly came along side the staff on those other campuses for quick training on how to prep a new believer and how to set up LG to handle an influx of non-Christians.   I suggested that they follow the new testimony with another invitation to the visitors to consider committing to Jesus themselves.  

Back at Portland State, the staff and the student leaders are partnering with Marcus to influence his 10 atheist and agnostic friends.  They have created a 4 week crash course on Jesus called, the “Jesus experiment.”  

It would have been much easier to say, “The program is set.  It is 4 days before the conference.  Let’s just focus on what we can do.”  Kim took a risk, “looked up” and decided to change her plan at the last minute to accommodate this conversion. 

Building your ministry around new conversions is very disruptive and very messy.  Some will backfire.  Sometimes you should just read the testimony instead of having them give it, because they will go off track.  You should stand next to them, maybe hold the mic for them.  Empower your new believers, but also maintain quality control.  Difficult balance.  

CONFESSION. 

I sit before John 4 today as a sinner.  I have taught this for years, but for years I was not willing or able to change my ministry game plan when God would show up in his God Moments.  I was just happy he was there.  I didn’t know he wanted to reach a whole village through the woman, through Marcus.  

I was the disciples.  On to leaders meeting, onto the next conversation.  I was too busy and my mental model did not have space for God to do this.  

The disciples in Mark 8 have another God Moment.  Transfiguration.  Not knowing what to do, the pull out the “booths” comment.  “I get what you are doing Jesus.  It is this.”  That has been me.  And I missed the movement he was trying to begin and I was in the way.  

I see two challenges in this.  

1. We ourselves need to become better at understanding how God can work through a new believer and then how do we guide conversion movements through a new believer.  

2. We need to train and coach our staff who are seeing this on campus.  They won’t do it if they are not taught to by you.   

So, back to my original question, “How does Jesus build ministry?”
He connects leadership development with evangelism, in a cross-cultural context.  He gives responsibility away, while maintaining quality control.  And he helps a brand new believer become a witness and transform an entire village.  That is chapter growth.  That is synergy.  

The triangles of the pyramid synergize together, and create momentum.  

What is Jesus uniquely focused on: leadership development, outreach, conversion, new believers?  For Jesus, by lifting his eyes up, it is about the leaders.  But it is also all about this thirsty woman.  And It is also all about seeing the power of God transform her village.  Jesus keeps his focus on all 3.
· Your student leaders.  

· Your outreach.  (conversational evangelism.)  

· Your new members (potential missional Christians)

Most of us cannot keep our focus on all 3 like Jesus does, but we can remember that these are supposed to synergize together.  
This is why we created the label, “God moments into God movements” as the label for our S. Cal cohort.  

IMPLICATIONS FOR TRAINING STAFF.

1. SKILLS PLUS ANTICIPATION.  As we train staff in excellent campus ministry, we need to remind them that God will “show up” in their small groups, large groups, etc.  They should anticipate that when God does this, they will change their plans.

2. PRACTICE FLEXIBILITY.  When God moments arise, it takes skill and poise to respond discerningly and courageously.  

3. END EVERY MINISTRY TASK WITH THE What If? QUESTION.  What if God wanted to do more from this large group meeting, this small group, this prayer time, this Mark Study, this leaders meeting?  (story about Ryan and the frosh with eating disorder.)

4. BUILD MOMENTUM FROM ONE STRUCTURE TO THE NEXT.  TURN THE PYRAMID INTO A MERRY-GO-ROUND. 

MY STORY.  

My mind thinks in 3’s.  So it has made sense to me to plan for God’s movements in 3’s.  

BUMP, SET, SPIKE.  The bump sets the stage, the set gets everybody ready, and the spike brings it home.  

I applied this campus ministry principle to our Region last year.  We called it the BCM “Bump, Set, Spike.”  

RESOURCES:

1. The BCM “Bump, Set, Spike” article.  

2. Portland lessons article.  

PAIRS.  Share with your neighbor.  

How does this material connect with you?  What is one take away for you personally?  

SHORT BREAK.   
II. STRATEGY FOR GROWTH.  
Today I would like to focus mostly on the macro level of change and growth.  
Tomorrow we will switch from strategy to tactics.  It will get a lot more concrete tomorrow.  

MARCH MADNESS. 

Growth is a little like March Madness.  Winning is a byproduct of 6 factors:

SLIDE: MARCH MADNESS. 

1. An insightful game plan.  If you play Duke, have you to play differently than against UCLA.  
2. Excellent fundamentals.  Love the basics.  I like Ben Howland, the UCLA coach.  Defense.  He gets up and jumps around.  Loves the fundamentals.  But it didn’t work this year!  
3. Strong teamwork

4. Wise coaching

5. Talent and gifts.

6. Luck.  Health, injury, other team, 

When these 6 factors are all going well, you can win it all.  But they do NOT GUARANTEE winning it all.  

In my experience of InterVarsity, we all want to see our ministries grow.  We love when students are empowered, feel loved by God, and take risks to share their faith, and people’s lives are changed.  That is why we are here.  But what happens when this isn’t what happens on campus.  What do you do with your disappointment?  Rationalize?  Blame God?  “God was not doing that.”  “God didn’t want to grow us.”  Blame the students?  Blame the staff?  

I suggest that we take responsibility to evaluate all our campuses on these 6 categories.  

· Did they have an insightful plan, tailored to the current challenges and the context.  
· Did they excel in the fundamentals?  Pyramid.
· great team work between staff and students?   Partnership and collaboration and trust.  
· Was there wise coaching/supervision/support?  Mid course adjustments.  Change will never happen like you think it will.  You have to pause, and redirect the course.  
· Did you have the spiritual gifts for growth?  

· What was God doing?  

Just because you have these 5 does NOT guarantee growth, but it makes it likely.  I would bet on it, but we cannot guarantee it. 

GROWTH AT UCLA. 

I served there for 10 years.  I was TL for 6.  We tried everything under the sun.

1. The Edge.  We saw 400 student attend our outreaches, twice a quarter.  But that didn’t add to our overall committed student numbers.    

2. Race Matters.  Amazing experiences.  But that didn’t break our 200 ceiling.  

3. Prayer and Fasting.  “Super soaker” all night prayer meetings.  
4. Great student leaders.  Cadres of 40-50 student leaders.  

5. Great NSO.

6. We were able to hire some amazing staff.  

But we never broke the glass ceiling of 200.  

This fall, I have helped coach UCLA.  Their first LG of the year was 380, with 40 first time or recommitment faith decisions.  My best year was 38 conversions total.  Plus they had another 40 freshmen stand to commit to become missionaries on campus during their student years.  They blew me out of the water.  

Sam Rizk was the speaker.  He is a CSM.  He has never tried anything like this before.  But he was well-trained and well-prepped.  And God worked in power through him.  

Let’s compare UCLA today versus during the 1990s.  Looking back, I had 4 out of 5 “winning factors.”  The thing I lacked was a great plan for growth.  I didn’t understand how growth in large chapters works.  So here I am, 10 years later, doing all I can to learn it.  

STRATEGY VERSUS TACTICS.  

Let me present a 8-step strategy, a change process toward growth.  (See my strategy paper.)
1. Dissatisfaction

2. Core

3. Dream and plan

4. Count the cost

5. Risks

video: PYRAMID.

6. Alignment

7. Backlash and blindspots

8. New leaders.  

RESOURCE.  I wrote an article on vision.  It needs a re-write, but at least it is a stab in the right direction.  

NEXT STEPS.

1. Let’s continue to learn to apply the “wave” to existing chapters and learn how to fuel growth through creative application of the wave.  

2. There is a vision polarity.  We need both sides.  Nationally, we have a great vision.  But we also need a local, particular vision for each campus.  But are essential.  

3. Let’s become clear on the difference between Teaching, Training, and Coaching.  

Training.  Teach, Demonstrate, Observe, Evaluate, Encourage. 
Coaching.  I have been trained. I know what to do.  Now I am doing it. But it is not achieving the results I want.  Coaching the gap.  Goals versus reality.  What if there is no gap?  The coach resets the goal.  We won, and then focuses on what we don’t know.  Some fundamentals always need attention.    

Take a huge win, and still find great things to learn/grow out of it.  
Mentoring.  The part of supervision that is not tied to performance.  It is tied to life growth.  Helps you reflect on the trajectory of your life.  
III. THURSDAY MORNING:  TACTICS.

Yesterday we focused on Momentum and Strategy.  Today let’s switch gears.  Let’s pretend we are the cohort together.  Now you will get teaching and training toward growth, okay?  

You can have breakthrough at any part of the pyramid.  But we are going to focus on Large Group today.  
There are 5 important components to implementing this on campus.  
1. Missional vision.

2. Large NSO connected to the first two LGs of the year.     

3. LG as a catalyst for decision-making and conversion.      

4. Evangelism as a growth engine only if there is excellent follow-up.

5. Shift how you train your student leaders.  

BUMP, SET, SPIKE.

 Before we focus in on each of these 5, we need to talk about another use of the Bump, Set, Spike.  
1. The Bump equals student relationships.  Sharing faith.  Taking risks.  Showing Jesus and his Kingdom.  Praying.  Asking good questions.  Inviting.  (Sometimes we mistakenly assume that the bump is enough, as if having our students out loving and sharing faith is enough.  Instead, it is just the beginning of the conversion process.)

2. The Set in this framework is the invitation to faith at LG.  Helping them make a faith decision is the set.  We build upon all the trust, relationship, modeling, and prayers of the student “bump”.  The “set” at LG doesn’t work without an excellent bump.  

3. The Spike is then the follow-up where the new believers are woven into the community of faith.  This is the win.  But is it often an afterthought.   This is a key reason why evangelism does not lead to chapter growth.  It is all about the spike, the follow-up and discipleship and new believer attention.  It is a big mistake to think the invitation into the Kingdom was the spike.  

