FAQs about the Working Chart

about Vision:
1. What is an authoritative vision?  Let’s start off with what it is not.  An authoritative vision is not about having a confident personality, or being gifted in casting vision, or having a drivenness that is fueled by a passion. An authoritative vision is a deep sense of "rightness" in knowing that God is involved with this ministry at this moment and I'm supposed to be here, right now, doing this thing.  An authoritative vision looks differently in each person, so its not personality driven but clearly connects with all that we are as people- personality, history, gifts, and experiences.                                                                 

Authoritative Vision Overview

a. Something you believe is from God
b. Something that has impacted you on a personal level
c. Something that you've committed yourself to, and are willing to suffer
d. Something that calls for action, for increasing faith, and to continued prayer- stretches then, beyond them, going to need God in order to follow it
e. Something that reveals some of the beauty of God and God's purposes
2.  How can I get help in casting an authoritative vision?     Practice.   Create a contextualized, written-out vision for your campus—a 30 second version and a 7-minute vision talk version. Share it with your AD and/or coach for feedback.  Once you have it in a form you like, practice giving it to friends, on the phone with donors or in a church presentation.  For more information, see the Planting Manual Section 3
3.  How do I share my authoritative vision with students?  Do students have a role in the visioning process?  What is it? 

a. Test it out with as many missional students you meet.   See how they respond.  Ask them what the vision inspires in them.

b. Study the scripture with missional students that helped give shape to the vision you are giving.  Make a note of the things they are excited about. 

c. Pray and listen to these missional students –listen for the longings you hear them express.

d. Allow students to hone and contextualize the vision.  The vision will not change but you may have different language that you use to describe it or you may be seeing different strategies and plan that will help you fulfill the vision.
4.  I don’t have a charismatic personality, can I still cast an authoritative vision?   Yes!  You may need to work harder at coming up with an image that helps crystallize the vision or a story that engages your audience.  Everyone needs to think about their words when casting vision.  Someone who is charismatic needs to think about this just as much!  If you lack the upfront dynamic presence practice giving your vision in front of someone else or maybe giving it in front of a mirror and speaking about 2x louder than you typically speak.  Ask others what about what you are saying helps them engage and understand what you are saying and what inhibits that?  Work on their suggestions.
5.  What am I asking students to do with the vision I cast?  You are asking them how it matches their own vision, you are offering them to shape it and talk about it in ways they can get on board with, you are inviting them to accomplish the vision with you, you are challenging them to take the next step whatever that may be (join the missional core, share the vision with their friend, etc).

6. I have a vision and a few student leaders who own it for next year—what do I do now?  Empower those leaders to lead out in the vision.  Ask them to be the first to be part of your missional core.
about working with students already in the chapter:
1. What do I do with the current exec or leadership team who are not missional?                                                                

a. Present them with the vision.  Outline for them how it came to be and what it means for your role and your hopes for the fellowship.  Explain how you see it as different from what the fellowship has been pursuing.  Talk about your dreams for the fellowship.  Express your own “godly dissatisfaction” or dissatisfaction you have heard other express.

b. Tell them your plan.  What will you be doing now?  Will you still go to LG?  What will happen with them?

c. Invite them to watch and/or join.  They can stand my the sidelines,  listen you cast vision or come to a missional core meeting to see what it is like.  You are not excluding them, they can be a part, but you are leading the efforts.

d. They can continue “running” the fellowship as usual but you are not promising that you will be at everything.           

e. Pray for them. 
2. Am I creating a new hierarchy of missional core/missional leaders vs non missional leaders?   No.  You are gathering a group of people around a potentially new vision.  There is no hierarchy.  Your goal is to form a missional core group committed to the vision who then reaches out to other potential missional core members in hopes to grow the core.  The rest of the fellowship may still be functioning as it normally has but our role in the fellowship will have changed.  "Missional core" is an inside term to help the staff know what is going on rather than a new structure to be created.  Do not gather missional students under the name "missional core”.
3. What do I do once I gather a missional core?  Cast and re-cast the vision.  Invite them to shape the vision and own it for themselves.  Together make a plan for a preview gathering to reach out to other potential missional core.  See chapter 5 in the chapter planting manual for more tidbits, such as the Large Group “Wave” (Outreach, gather, outreach, gather).

4. What do I do with the rest of the fellowship activities and students who are not part of the missional core?   Give 20% of your time to fellowship life as normal.  Decide what that will be and stick to it.  You may need to have pastoral conversation with current students who don’t understand or are mad at the shift.  Decide early on if they are mad and always going to be mad or if they are scared but may want “in” if you could explain some things to them.
5. Is it okay to let non-missional students leave?  Yes.  There are other groups they could join, churches they could be part of.  You are not rejecting them.  They are self-selecting out of the vision.  This is their right to do and we can bless that decision.
about the changing structures:
1. What do I do if it starts to feel like two fellowships?  You may be ready to have a catalytic event. Like the one we outline below.  This would be appropriate it began to feel like there were two fellowships with two visions.  It is not what all groups have to do and would be something to discern with your AD and/coach.  This is only appropriate for situations where a staff has successfully gathered a critical mass of missional core students (i.e. they own and live the vision) such that they have essentially become their own group.   The catalytic event would be bringing both groups together to make some decisions about what should happen now. 
A Potential Catalytic Event Plan:

· Gather everyone, including the missional core.  Give a talk about where the fellowship is going.  Aim to have this discussion in November if you feel ready by then, at the latest February-March 

· Name the elephant in the room:  There are 2 different directions in this fellowship (inward vs. missional).  Gracefully invite people to the vision.  Pitch the wave.  Propose the changes.  

· Give the students options for what to do (3 options: join in, pray & explore other options, or hang-out and decide by next semester).  

· Prepare the missional core for this event beforehand.  

· Use the missional core to do pastoral care for those who aren’t missional. 

· Be prepared to do pastoral care & prayer ministry! Talk through their issues, whether they really aren’t interested in buying into the mission or whether they just feel hurt.  

· Don’t forget to pray & have your FD prayer partners praying for you.  Pray for boldness, courage and sensitivity.  

2. What’s the end goal of this change?  To have the missional core to be the key influencers in where you are going next. To have the direction of the fellowship be missional by nature and everything you do align itself with the vision.  You are looking for overall numbers of missional Christians based on the size of your chapter.  If you have a chapter of 60 but only 10 missional core, it will take a bit longer to have 30-40 students be missional.

4. What do I do with an over-structured fellowship?  Allow it to continue while 

a. limiting your involvement with non-missional “machinery” to no more than 20% of your time (probably one structure).  

b. transforming current structures to be a part of the vision.  Example: lead a SG for freshmen that is all about the vision; teach the vision at LG and invite people to discuss it more (a missional core gathering); train student leaders in doing GIGs or proxe and invite anyone interested to join (evangelism trainings tend to attracts evangelists and those committed to evangelism).

c. gather and develop missional core students.

The goal is not to tear down the current fellowship, but rather to do just enough to keep things running while you gather a missional core. 
about Developing Leaders:
1. What are some strategies for developing missional core into missional leaders? 

a. Build trust with them.  Students need to know you, see your heart, understand your convictions, laugh with you, see that you care about their whole lives not just the spiritual part before they will follow you.  
b. Model for them the mission. Have lunch with them and their non-Christian roommate—have them watch how you ask questions or shoot the breeze.  Take them with you as you do spiritual surveys and you ask all the questions.  Show them a proxe station and walk them through an experience of it.  Have them visit another campus doing a proxe event or a harvest event.
c. Study Scripture together.  Study scripture about the mission with them, share with them why this passage motivates you to be involved in the mission, together decide on how you will apply the passage this week and follow up about your experiences.

d. Pray with them for the mission, for their non-Christian friends, for the campus, for the administration, for the Kingdom of God to come, etc.
e. Process their lives.  Missional students need pastoral care too.

f. Challenge them.  Come up with weekly missional challenges that you commit to doing and asking about each week.  

g. Lead a GIG with them.  Work with them on who to invite, how to invite, what you will study and how to lead a GIG.

h. Invite them to articulate the vision.  Give students the opportunity to get comfortable talking about the vision.

i. Train them in how to do Proxe stations, leading someone to Christ, Calls to Faith, in leading a missional SG.
j. Plan with them-- preview gatherings, outreach events, LGs
2. Are current fellowship leaders asked/invited to be in the missional core?  Yes.  Many of our leaders may already be missional or at least want to be but don’t know how.  A missional core may include them.

3. How will things be different for students who join the missional core and who already are leaders in the fellowship?  For some fellowships the demarcation between missional and non-missional is obvious. For others, it may be more intertwined.  For instance, you may have eight students lead who SG’s but only half are missional-minded.  The pitch for these missional leaders is to be involved in the core and be translating the vision and what they are learning to their SG.  Eventually it will become clear whether the current SG structure should dissolve or whether it will evolve to be more missional.  Among your current leaders, determine who are mission minded and what are their roles or places of influence.  This will help you know where change could happen first.
4. What leadership sketches would be helpful to use in developing missional leaders?  
Sketch 17 The Authentic Jesus

Sketch 24 Gaining God’s Heart for the Campus
Sketch 25 Praying With Your Eyes Open
Sketch 26 Preparing for Growth
Sketch 27  Jesus At Prayer in Luke
Sketch 28  Entrust to Faithful People
Sketch 29  Missional Intercession
Sketch 30 Mechanics of the Kingdom
Sketch 41  Seeing your Campus as a Mission Field
Sketch 42  Throwing a Great Banquet
Sketch 43 Apprentice Apostles
Sketch 51  Jesus and Apologetics
Sketch 52  Thresholds of Conversion
Sketch 53  Ready to Proclaim the Good News
Sketch 54 Bridging the Gap
Sketch 55  Strands of Conversion
Misc:
What about evangelism?  With so much emphasis on missional core, will there be any non-Christians?  These are not opposing strategies.  As you gather missional core students, they will bring non-Christians with them because of the fact that they are missional.  Missional students are always thinking about non-believers and how to engage in relationships with them.  Increase your missional core and you will also increase your number of new decisions. Investing in the missional core doesn't mean just sitting with them drinking coffee, but involves actually DOING mission together.
What do I do with all the emotions I am and will be feeling about this process?  Pray and process—in that order.  Expect an emotional toll.  Ask God to help you face it and not run away, ignore it or develop bad coping mechanisms (indulging in distractions, withdrawing, blaming others, settling in apathy) instead of dealing with it.  Ask yourself: what is God’s invitation for me today as I wrestle with fear, anger, insecurity, pride, etc.
