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HOW DOES GROWTH HAPPEN?
Growth is both mysterious and predictable.  In Mark 4: 26-29, the farmer knows that the seed generally produce plant life and eventually a harvest.  He does not know how life will occur. He cannot predict the day of growth.  He attentively watches, hopeful for growth.  His weakness and his inability to produce life are the focus of verse 27: “he does not know how.”  So too with us.  None of us can change hearts.  We cannot produce transformation, regeneration, adoption, or sanctification.  We should learn from the wise farmer, recognizing clearly that when people and ministries grow, “we know not how.”
In the very next verse, the story shifts.  He does understand the stages of growth.  He knows the difference between a new stalk and a ripe kernel.  Somehow, his right discernment about the stages of plant growth does not produce pride nor confidence in himself.  He is good at his work, he knows how to read the signs, and he acts decisively when it is appropriate for him to do so.  

We need to be comfortable with the parts of campus ministry growth that we cannot control.  We readily admit our frailty and our limited insights.  We seek God and lean on him alone.  But we are also comfortable learning all we can about the stages of growth, acting decisively when it is time to do so.  The ministry is still in God’s capable hands.  He invites us to delight in the harvest with him.  We gladly hear his call and obey.   

This paper explores 8 stages of chapter building and growth.  It is in draft form.  I would love feedback and dialogue.  I expect we will change and improve it.  (I am indebted to Ryan Pfeiffer and other staff in California and around the country for their help brainstorming these 8.  Thanks to Jim for adding step 2.)  I am sure these 8 can be interchanged in another order, and sometimes you may blend some together.  
I. Godly Dissatisfaction.  Trigger for change.   
At some point in the life of a ministry, either a staff worker or a student becomes sick and tired of the problems.  Maybe the AFR results show no conversions for the 3rd year in a row.  Maybe the senior class disappears.  Maybe there is no one praying.  
Or the trigger for change could be a vision for new growth on campus.  A key leader may gain a passion to reach a certain subgroup on campus.  Or certain gifts in the body create new possibilities.  While many are motivated by a crisis or sense of discontent, many others are motivated by the sense of opportunity.  

 The catalysts for change vary widely.  But it is essential that someone starts the change process, by dreaming for more or by no longer being content with the status quo.  In this stage, some one person or group of people help us face the bad news.  Together we face the “brutal facts.”  We stop trying to make excuses.  We stop explaining it away or blaming other people.  We own the problem, we invite God into the crisis, and something changes inside of us.  If one person begins with the godly dissatisfaction, then this needs to be shared and owned by the wider staff and student teams, by the area director, etc.  

Reflection Questions

1. How can you help trigger this for others?  
2. Are you motivated by change through dissatisfaction or through new vision and opportunity?  
II. Owning the change with your missional core.  

Change and growth is not a “one man show” nor a “one woman show.”  The call for growth and the sense of God’s leading must be shared and owned together.  It is probably optimal to have this happen as soon as possible, so it is placed here as Step Two.  (But it might be step three or four in your situation.)

Your missional Core may be small.  It might start with just your supervisor or staff partners.  But soon it need to bleed into your students.  In fact, by sharing your new vision and your heart for growth, students will be able to “buy in” and become your missional core.  
III.  Dreaming and Planning
Once a group of people own the problem as their own, they can begin to dream about new life in the ministry. They ask, What if God did this?  What if we were more like that?  Some people dream in abstract concepts and values.  Others jump right to planning and they envision practical steps to their hopes.  This may take a week, or it may take 6 months.  

Along the way, there is an accurate diagnosis of the problem.  There is an analysis of how we got into this situation.  And there is a strong sense of inspiration from God to tackle these problems for the vision in their heads.  They may develop their plan by visiting other ministries, or they may just make up a change plan from scratch.  But at some point the vision has to get connected to reality.  It has to translate from the language of values to the reality of structures and plans.  It is not enough to just say, “We long for more missional Christians in our ministry.”  There has to be clear thinking about transforming Large Group, Small Groups, Prayer Meetings, or Conferences.  Change eventually has to be located in real structures for it to take root.   
IV. Counting the Cost
Once the vision has been shared and the plans have been hammered out, then the cost has to be counted.  Before we launch the “revolution” or the change process, do we have the resources to pull it off?  

· Do we have a staff leader with the gifts and capacity to see this through?  
· Emotional capacity for change.  

· Willpower.  What if they just won’t do it.  You skipped a step.  Where did you lose this person?  Not sold on the vision, the strategy, the goal, the loss.  Don’t assume you know why they say no.  Ask and inquire.   

· Do we have students who can handle this level of change?  

· What will we “stop doing” if we are to succeed in this change process?

· Are we funded?  Where will we need money?  

· Do we have prayer backing?  Who is seeking God with us and for us?

· How many years might this take?  

· Barriers: Resistant students, administrative hindrances, campus culture, past failed attempts…

Change seldom happens overnight or even within one year.  To try and change culture in a ministry may take 2-3 years, or longer.  Longevity on staff is essential to see a change process through.  Consistency is required to learn from all the failure along the way.  

It is insensitive (or worse) to try and force change upon a staff worker or team of student leaders who are not ready/able for change.  Even if they are eager, it might be wise to slow them down as they dream up growth.  For change to work, you need the Area Director on board, the staff committed, and the student leaders enthusiastic.  If you leave one of these levels out, you are in trouble.  
When change occurs, you lose something real.  You change the reason why students originally committed to the chapter.  There is also a sense that real loss could come to the members if some leave.  What if half the students walk away?  You might drop before you grow.  Growth is not a linear process.  Set backs are ahead.  
V. Intentional Risk-taking and Learning

The first 3 stages ask the “Why” question and the “Who” question.  Now we are ready for the “How” question.  There has to be space in the schedule and the job description for risking and innovating.  The staff or student leaders need to set aside time, energy, and brain-space for new growth.  
There needs to be a risk cycle:

1. Set aside space for risk taking.  

2. Debrief and Learn from the efforts.

3. Improve on the risks you are taking.  Make adjustments.

4. Take more risks.  Innovate.  

5. Look at the fruit that comes from the efforts.  

6. Reflect and learn.  

If you don’t pause and reflect, then you live life as a series of disconnected activities.  The risks for growth take up a lot of time and energy, but you don’t get the lessons that God wants to teach us.  Reflection and learning are inconvenient.  We have to look at things that didn’t go so well.  We have to admit failure.  We need to set aside the urgent for the important.  We are tired from the activity, so we lack energy to learn.  
PYRAMID VIDEO.  
Any triangle could be a good place to focus your innovation energies.  

· PRAYER MEETINGS.  Happy Hour at the U of Illinois.  Brian Mann.
· LEADERSHIP DEVELOPMENT.  Greek ministry at Purdue.  Christine Twedt.

· VISION.  Steve Hinkle and Grad Ministry in North Carolina

· LARGE GROUP.  Alex Kirk.  Virginia Commonwealth University.  
· SMALL GROUPS.  Andrea Thomas.  Western Michigan University.   
VI. Integrate the Growth and Align the Ministry

Once the risks prove fruitful, you have to re-align your structures and systems around the fruit.  This is a huge process.  You bring the innovation into the center of the ministry, and you align around it.  You solidify what is good, and you help everyone get on board with it.  This is the phase when you help everyone see the change in culture you are creating, and you invite everyone to move the culture ahead.  

You work with the concept of “tipping point” and you bring that momentum into the core of the ministry.  You improve, you integrate, you align around the vision, and you synthesize the new lessons.  
VII. Checking your Blind spots
Amidst risk taking, you lose focus on other important parts of the ministry.  Sometimes people push back and voice concerns, and that is how you notice that something has been neglected.  Other times, a crisis hits.  There needs to be an intentional place to pause, check your values, and ask, “What have we neglected?”  Are there things from your “stop doing list” that you need to resume doing again?  As you press toward innovation, you can neglect the core.  If the core fades out, your ministry will lose its precious DNA or it may implode.  
Backlash can be a wonderful gift from God to help you see things you didn’t see before.  Complaining might just open your eyes to a pivotal area of need in your ministry.  There can be lethargy and fatigue from change.  Can your student leaders sustain the outward focus?  How has the mission formed your student leaders toward Jesus, and how has the mission warped them away from Jesus?  
 This is a good time to go back to “spy out the land.”  Look with fresh eyes and ask God, “Who are we missing?”  It is also a good time to reflect on our national Core Values.  “What have we been neglecting?”
VIII.  Develop and Release the New Generation of Leaders

As you made space for risk taking, as you solidified the growth, and as you listened to dissenters, God will raise up a new generation of leaders.  They need to be empowered and released again.  They need your permission to start the cycle over again.  They get to ask, “What is wrong with our ministry?  Where are we discontent?”  God will stir in them new areas of growth and vision.  God is doing a good work in them.  You can bless this work by making space for them and freeing them up to chase their dreams.  

Sometimes, the new generation of leaders does not want to change anything, but you can tell they need to be released into new things.  You again may be able to help catalyze their discontent or at least make space for it.  
