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  From the time we were children we were told to “pay attention,” as if this were the simplest thing in the world. But in fact attentiveness is one of the most difficult concepts to grasp and one of the hardest disciplines to learn. For we are very distractible people in a very distracting world.


  Leighton Ford, The Attentive Life


  What do you think? If a shepherd has a hundred sheep, and one of them has gone astray, does he not leave the ninety-nine on the mountains and go in search of the one that went astray?


  Matthew 18:12


  The emergence of a leader is a life-time process in which God both sovereignly and providentially is active in the spiritual formation, ministerial formation, and strategic formation of a leader. All of life is used by God to develop the capacity of a leader to influence.


  J. Robert Clinton, Leadership Emergence Theory


  In 1905 the Grand Trunk Railroad was beginning to wend its way through southeastern Saskatchewan. Along the newly laid tracks, one particular community was given the name Ituna; today it has a population of around seven hundred. It is said that Ituna got its name because the letter “I” was next in the alphabetthe last few communities had already been named Fenwood, Goodeve and Hubbard. It is also believed that Ituna got its name from Rudyard Kipling’s story “Puck of Pook’s Hill.” In that story, Kipling tells of a wall built by the Romans to keep out the Scots. The wall spanned what is now the English countryside from Segedunum on the east coast to Ituna on the west, and still exists today. In any event, the hardworking and rugged Itunians appreciate the peculiar history of their town’s name.


  The railroad brought with it opportunity for Anglo-Saxon and Ukrainian settlers to clear the bush and squat on the land with the hope of someday making a livelihood from their new farms. Purchase of the land was made official when the settlers could put up a building or two within three years and come up with the $10 to pay for their 160 acres.[1]


  Many of those early farms remain in the same families that had the courage and fortitude to settle the land all those years ago. These are hardworking folks who still pride themselves on an honest day’s work and a type of farming that keeps the land clean. Their commitment to farming and their love for the land has also brought with it a lifestyle of simplicity and frugality. All this may sound admirable, but a visit to the local coffee shop and some discreet eavesdropping would reveal fatigue with the farming way and hope that someday a stroke of luck might come alongoften expressed as a hope for the winning ticket in “Lotto 649.” The stories of complaint turn into stories of dreamingdreaming of what life and farming would be like if “only luck would come our way.”


  Recently, on some of the same family farms in the Ituna area, mining companies were given permission to do exploratory testing for various types of underground mineral deposits. These mining prospectors soon became the brunt of much coffee shop banter, conversations which were mainly a mixture of disbelief and offense that someone from outside Ituna could tell them something new about their land. However, these conversations soon took on a different character when, to the utter shock of the farmers, the mining prospectors discovered diamonds on their properties.


  There are seasons in our lives when, like those Ituna farmers, we find ourselves wondering, Is this as good as it gets? Or from time to time we may hold onto a secret wish: If only luck would come my way. Our lives are often lived in the tension between being dutiful to what we have been given to do (raise kids, till the land, pay the bills, etc.) and dreaming for another way of life that is more true to what we hope our life could someday become by God’s grace. In Ephesians 2:1-10 the apostle Paul addresses this hope for another way of life. He shares some very good and “lucky” news with the community in Ephesus. He writes that they have been delivered from the life that they once lived, a way of life that really was death (v. 1). But now God has “made us alive together with Christ” (v. 5). He then elaborates on this new way of life:


  By grace you have been saved through faith, and this is not your own doing; it is the gift of Godnot the result of works, so that no one may boast. For we are what he has made, created in Christ Jesus for good works, which God prepared beforehand to be our way of life. (vv. 8-10)


  God had already deposited something greater under the surface of their lives. These gracious deposits included first and foremost a salvation to a restored and ever-growing relationship with Goda relationship that would have implications for every aspect of their lives. Second, these gracious deposits included a promise of being uniquely designed by God to participate in the work he does, the good works which were to become our way of life.


  It is sadly misguided to think of these good works as being primarily of concern for apostles, pastors or missionaries. This Ephesians 2:10 way of life is good news for all followers of Jesus. You have been created for good works. Consider how this is such good news for those persons in your setting or sphere of influence, those who are wondering, struggling, maybe even yearning to believe that there might be so much more going on in their lives beyond what they experience on the surface. We enter a whole new dimension of development when we begin to care deeply about inviting others into a personal exploration of how God has been graciously preparing them for a good works way of life. We each would do well to become prayerfully attentive to this question, How might God want us to invite others in our midst to dig below the surface of their lives and discover what is already there? If we had the courage to do so, our efforts would most surely bring with them an alignment toward a new way of life for these folks and for our communitya good works sort of life as surprising as diamonds in Ituna.


  But so long as our leadership formation lacks this below-the-surface exploration work, it makes sense that we will then continue to struggle in our efforts. Why is it that in so many pockets of the church (broadly speaking), it’s a struggle to get people below the surface and empowered to live an Ephesians 2:10 way of life? We don’t have to poke around too much in this regard before we begin to sense that something is not quite right.


  An Absence of Noticing


  When things go unnoticed for too long, bad things begin to happen. A leaky roof turn into a major repair of an entire wall; unattended weeds eventually squelch the growth of the vegetables; a “not that big-a-deal” lump over time becomes cancerous; an undisciplined child later in life lacks a healthy sense of boundary and hurts others; another great work opportunity equates to high blood pressure and joyless life; one more late-night meeting away bears the fruit of a distant spouse. Time has a way of forcing things to get the attention they need. Many in our culture have lived with a deep sense of unnoticedness for too long. And it is time for us to take notice.


  Jesus tells a story of a person who was traveling from Jerusalem to Jericho. Along the way the person gets attacked, brutally beaten, robbed and left on the side of the road to die. Three people traveling the same road come across this dying man. The first two, as Jesus tells it, are ostensibly good, righteous people in their community who, when seeing the man, “pass by on the other side.” But the third person, a Samaritan, a hated outsider in that neck of woods, sees the man on the side of the road, feels compassion for him, reaches out and rescues him, providing all that he needs and more (Lk 10:29-37).


  It is a most familiar story of neighborliness. Three portraits or pictures emerge in the story: a portrait of need (on the side of the road), a portrait of avoidance (passing by on the other side) and a portrait of compassion (the Samaritan’s kindness). And these three pictures can certainly take us in many good and fruitful directions. In particular, they challenge us to personally identify with the thrust of Jesus’ story within our set of circumstances, people and places. We must ask ourselves: Where are our roads from Jerusalem to Jericho today? Are we noticing those in our setting? How do we pass by on the other side when we encounter such need?


  In the New York Times bestseller Tuesdays with Morrie, journalist Mitch Albom tells us of a special person, his mentor and favorite college professor, Morrie Schwartz. The book recounts the final year of Professor Schwartz’s life, as he shares himself with Mitch, a former student and now Detroit sports journalist. Mitch’s reflections upon Morrie’s life, influence and death have been, for many, a simple reminder of the profound influence one person can have on another. Among all the stories of this enchanting man there is one in particular that lingers. Mitch writes:


  The Morrie I knew . . . would not have been the man he was without the years he spent working at a mental hospital just outside Washington, D.C. . . . Morrie was given a grant to observe mental patients and record their treatments. While the idea seems common today, it was groundbreaking in the early fifties. Morrie saw patients who would scream all day. Patients who would cry all night. Patients soiling their underwear. Patients refusing to eat, having to be held down, medicated, fed intravenously.


  One of the patients, a middle-aged woman, came out of her room every day and lay facedown on the tile floor, stayed there for hours, as doctors and nurses stepped around her. Morrie watched in horror. He took notes, which is what he was there to do. Every day, she did the same thing: came out in the morning, lay on the floor, stayed there until the evening, talking to no one, ignored by everyone. It saddened Morrie. He began to sit on the floor with her, even lay down alongside her, trying to draw her out of her misery. Eventually, he got her to sit up, and even to return to her room. What she mostly wanted, he learned, was the same thing many people wantsomeone to notice she was there.[2]


  Mitch’s recollection of Morrie’s kind response to this suffering woman paints a powerful and resonating picture. There are a tremendous amount of people today who on the outside appear fine, but whose inner suffering is reminiscent of this woman’s experience: What she mostly wanted was the same thing many people wantsomeone to notice she was there. Whether sitting across the table from a lonely and confused high school student, or a midcareer professional who has just been laid off, or a pastor who has been serving faithfully for years but wonders if anyone sees his need, one so often hears “between the lines” a deep and painful sense of unnoticedness.


  Psychologists tell us that much pathology and mental disease result from the experience of being unnoticed, especially early in life. Our communities, in their many forms, somehow do not notice and care for the person in the way he or she is designed to be noticed. Consequently, early on, people internalize the pain of this unnoticedness. Over time they learn to compensate for this pain in many different ways. Some become high achievers. Others become very skilled at entertaining or pleasing others. Some withdraw. Others addictively attach themselves to someone else. All of them ache for someone or something that will address their deep sense of unnoticedness. We have to wonder, as we sit in church or a coffee shop or as we walk through the supermarket, how many of the people around us feel isolated and overlooked? That is, inwardly, do they seemingly lie facedown on the tile for hours ignored by everyone? Are they longing for someone to pay attention in simple and very human ways?


  As we notice our own world, we see a collective overlooking that runs rampant through society. So much of our contemporary life involves the experience of being the stranger, and this is sadly even the case in our Christian communities. We have been going to malls and hospitals and universities and airports and sporting events and even churches where the vast majority of the people we are surrounded bywe do not know. Anonymity characterizes so many of our social interactions. And these impersonal dynamics perpetuate and even aggravate the already internalized unnoticedness of so much of our lives.


  Mother Teresa of Calcutta said, “Do small things with great love,” and it seems that what is needed today is this sort of challenge, resonating through our many daily interactions, everyday conversations and community life. Who are the people we are already surrounded by, the men and women on the edges of our attention, with whom God might be inviting us to walk more closely? Perhaps they are in our neighborhoods; perhaps they sit next to us in Sunday morning worship or report to us in our mission. Amid our fast-paced and independent lives, many are beginning to wonder why things are as they are and hope for a better waya way that imitates the Samaritan’s mercy and courage (Lk 10:30-37) by intentionally slowing down and walking compassionately with others.


  Jesus’ way of noticing the other, not from behind a pulpit, lectern or computer screen, but up close and personal, confronts how we so often go about doing what we do for God. Although Jesus had a lot to accomplish in his rather short time on earth, his approach was unhurried and compassionateinviting people, often one at a time, to sink more deeply into the truth of their lives. Sharon Daloz Parks tells us that this sort of attentiveness requires “a seeing heart.” She elaborates, “Paying attention, as the phrase suggests, requires an active investment of selfand a certain vulnerability to the phenomenon at hand. It asks us simultaneously to be awake, to be present, to observe, to see, to listen, to hear, and to feel.”[3]


  If we are concerned with the leadership formation of others, and if we desire to imitate Jesus’ way, then we must pay attention with a seeing heart to those around us. But this sort of seeing and noticing with compassion is not easily cultivated in today’s world. There are cultural conditions that frustrate such an investment in and attentiveness to the other. Four conditions in particular are worth mentioning. Each of these reflects a different aspect of what we find normal today. And it is this “normal” that must be resisted if we are to live and serve and develop others in Jesus’ name.


  Condition 1: Skimming the surface. In September 1999 we were invited by James Houston to attend the International Consultation on Discipleship in Eastbourne, England. The conference addressed the question of how the global church is doing in its discipleship efforts. John Stott was the keynote speaker for the conference. He began his address by sharing a startling thought from his friend J. I. Packer, whose concern for the church, particularly in the West, was that it seemed to be suffering from a “1000 miles wide but a ½ inch deep” syndrome. As he continued his talk, Stott echoed his friend’s concern.


  I wonder how you would sum up the Christian situation in the world today. For me, it’s a strange, rather tragic, and disturbing paradox. On the one hand, in many parts of the world the church is growing by leaps and bounds. But on the other hand, throughout the church, superficiality is everywhere. That’s the paradox. Growth without depth.


  No doubt God is not pleased with superficial discipleship. The apostolic writers of the New Testament declare with one voice that God wants his people to grow up and grow into maturity in Christ.[4]


  And his perspective on our superficiality is not a solitary one. Richard Foster introduced his landmark evangelical book Celebration of Discipline with the observation that “Superficiality is the curse of our age. The doctrine of instant satisfaction is a primary spiritual problem. The desperate need today is not for a greater number of intelligent people, or gifted people, but for deep people.”[5]


  Foster argues that “surface living” will not sustain us for the long haul if we are to remain faithful to Jesus. We must move into the depths. We are hard pressed to find a time in history when the church has gone more places, has activated more efforts, has provided more resources and has proclaimed the gospel more widely than in the past several decades. Yet there is rising from among all this activity a realization that we are just skimming along the surface. As Gordon MacDonald looks around the church he concludes


  that our branch of the Christian movement (sometimes called Evangelical) is pretty good at wooing people across the line into faith in Jesus. And we’re also not bad at helping new-believers become acquainted with the rudiments of a life of faith: devotional exercise, church involvement, and basic Bible informationsomething you could call Christian infancy.


  But what our tradition lacks of latemy opinion anywayis knowing how to prod and poke people past “infancy” and into Christian maturity.[6]


  Many people are discovering that kingdom growth requires much more than a surface-level approach. But how is this accomplished when so much of what is offered today by way of discipleship and leadership formation are simplistic tips and techniques, and quick fixes? Just a quick glance around our communities reveals that people’s lives are more often a reflection of the superficiality of our culture than of the freedom and power of the gospel. How then are we actually helping people to mature into lives of greater compassion, integrity, wisdom and service in Jesus’ name?


  Many leaders are longing to live with greater understanding and faithfulness to God. Amid the complexity and busyness of their lives, they are hoping for more out of their life with God than what they are currently experiencing. They are asking questions of the heart as well as the hands, character as well as action. And their development requires an investment of time and attention, prayer and community that can too often get put to the back burner due to the tyranny of the urgent. Other leaders are hoping to simply succeed or get by with what they already know. Self-sufficiency, pride and fear in their lives result in a posture of indifference or even resistance to growth. Sadly unless something wakes them up from this self-deceptive slumber, they will cheat both themselves and the communities they serve. In either case, the conditions today are certainly not favorable for deepening people’s lives. The hopeful news is that this was as much a countercultural work in the apostle Paul’s day.


  We must no longer be children. . . . But speaking the truth in love we must grow up in every way into him who is the head, into Christ, from whom the whole body, joined and knitted together by every ligament with which it is equipped, as each part is working properly, promotes the body’s growth in building itself up in love. (Eph 4:14-16)


  We must stand alongside the many other followers of Jesus Christ who over the centuries have encountered Paul’s challenge to the community in Ephesus. Men and women who confessed faith in Jesus have discovered their lives to be too often fearful, preoccupied and superficial well into their faith journeys. And amid these hard discoveries they graciously encountered God’s Spirit inviting them afresh to grow up in every way into Christ.


  In our more honest moments we may have the courage to realize that part of the problem of investing in the formation of others is not really the different excuses we offer but that we ourselves may be living very superficially in our relationships with God and others. Do we possess a spiritual maturity capable of holding up the work we have been given to do? It seems as though the time has come for the plow to sink deeper into the soil of discipleship.


  Condition 2: One size fits all. There has also been a prevalent tendency in adult discipleship and leadership formation efforts to adopt one-size-fits-all approaches. In large measure this tendency is simply a reflection of our larger culture. We are relentlessly approached as part of a market in which we purchase certain goods or services. Mass advertisements customize their pitch to speak to our needs and wants, given our purchasing power. And within this stream of things for sale are a seemingly endless supply of how-to solutions to identified problems. How to install a sink, how to raise a middle child, how to plant a garden, how to train a horse, how to pray, how to read a book, how to restore a 1962 Nova, how to use a computer operating system. Such resources are wonderfully helpful for technical or mechanical things. They are able to offer proven techniques and methods for complexities that are beyond the consumer’s skill set.


  These all-pervasive how-tos have revealed a tremendous appetite and market, and in turn have shaped our expectations for general solutions to all our problems. We are conditioned to think that if there is a problem, it can be solved with the correct technique or method. In many cases this assumption is accurate, but certainly not in all. In reality the most deeply human concerns (e.g., community and meaning, work and family and purpose) cannot be squeezed into generalized solutions. In such attempts the people and the challenges involved tend to get reduced to something less than what they are. The complexities of people and relationships, thinking and feeling and deciding, culture and setting, demand a profoundly nuanced and particular work. These complexities require an approach that honors the unique person and the unique setting. No matter how much our communities demand a simple, pragmatic solution, sometimes we must be willing to say no because it will not be adequate. In this regard Christian leadership formation must be an act of cultural resistance.


  We certainly share themes and contexts with others, but each life is not identical to any other. In this sense we are originals. It is at the beginning of life and at the end of life that we most often recognize this originality. Beside the crib of a baby girl or at the bedside of an ailing grandparent, the unrepeatable nature of a human story is impressed on our hearts. We are awakened to the preciousness of a person as we hold the tiny fingers or caress the weathered and trembling hand. But day to day, we too easily overlook the precious and particular reality of our neighbor who has been created in the image of God. And consequently our communities suffer.


  The default approach of some congregations and organizations in dealing with people is more often than not to reduce them to their lowest common denominator and then to reach out as broadly as possible in order to attract as many as possible. Frequently, such places are on a quest for the right programs or techniques (small group curricula, more Bible studies, satellite-fed conferences, another good book or two) to meet the demand. It would be rather refreshing to discover a congregation or organization that intentionally chose to have as their default a more particular way of noticing and addressing the learning and formational needs within its community. How do we come to value an economy of “leaving the ninety-nine for the one” when it comes to the formation of others? A generalizing, one-size-fits-all approach can certainly perpetuate overlooking peoplewho they are uniquely, their particular dreams and hopes, and what could happen through them if they were noticed, invited and empowered.


  Perhaps our thinking and efforts have become clouded by what James Houston calls “a culture of experts.” We have turned over the practice of the Christian life to the opinions of the experts rather than trust the work of the Spirit among the rest of us. Houston writes,


  What we have subtly been doing in this professional approach to ministry is substituting techniques and technology for love. Even worse, it is the loss of God in daily life that promotes the demand for human expertise. We have become a culture of “experts” because we need authority figures in our lives to replace the divine authority our culture has now denied.[7]


  Expertise is certainly no substitute for love in this sanctifying and formative work. And we must prayerfully learn this reality repeatedly as we seek to help others develop along the way. Our work is not grounded or authorized by our professionalism or expertise or technique, but by God’s loving way with us and through us. What if ordinary men and women discovered that they too had a significant role to play in God’s ongoing restoration story? If we believe that they have already been invited and prepared by God for a good works way of life (Eph 2:10), then they are among uswaiting to be noticed, invited and empowered. And the Spirit of God goes ahead of us in this process.


  Condition 3: Means toward ends. So much of our leadership work nowadays results in using people instrumentally to some greater end. Consequently, our visions, our missions, our strategies, our efforts to help people in general can subtly begin to devalue particular human lives. We use people for “larger, nobler” purposes, in which they are reduced to functions or roles in our efforts. In our world, in which human life is so often devalued, we need to be particularly conscious of the ways our activities can devalue human life. So whether we are looking for volunteers, putting together a team or developing a building project, people are never to be viewed or used simply as resources or capital, as we might speak of things like money or two-by-fours or vehicles.


  “What will we get out of this initiative?” was the response that came from Pastor Bob. This question made some sense since Bob had to carefully steward his senior leadership team. The thought of having two of his staff invest a relatively large amount of time each week tending to the learning of eighteen to twenty people seemed an obvious misuse of staff resources. Especially since these two team members had the responsibility of providing oversight for the adult educational programming for the 2,800 people who attended Church of the Savior. Moreover, the congregation recently voted to “leverage its impact” by purchasing several acres in a high visibility location in order to build a multimillion- dollar facility, a resource they felt was necessary in order to further reach out to those in need. All initiatives in the church within the next two years were to focus on two things in order to fulfill its vision of growth: (1) enhance the worship services, and (2) teach people how to share their faith with others. After a while Pastor Bob made his decision known. They would need to find more efficient ways to develop their leaders due to the impending work that needed to get done.


  There were moments we wished we had more honesty and courage to respond to someone like Pastor Bob with what we really think. That didn’t come until several meetings and encounters later with “Pastor Bobs” in many other places. Bob’s (and, unfortunately, many others just like him) truer question was, How can I get more out of my people in order to do all the work that we have to do?


  There is an economy-of-scale way of thinking that seems to have become an acceptable norm for those in leadership positions like Bob’s. It is a way that suggests we must cut corners where we can in order to expand. The cost must decrease while the output must increase, and of course, all of this for good kingdom purposes. This economy-of-scale line of thought can also explain away why some ministries that have figured out how to get larger, become successful and shortly thereafter become our templates and models for what “effective ministry” should really look like for everyone, everywhere.


  From time to time it is a good practice to question not only where we are going but how we are getting there. We have grown accustomed to seeking immediate results by whatever means can generate them. And although we would not think of ourselves so cold or indifferent or exploitive as to use people as a means to an end, our practices often reflect otherwise. Eugene Peterson poignantly observes that we have too often imitated our culture in how we do Jesus’ work. He states,


  The ways Jesus goes about loving and saving the world are personal: nothing disembodied, nothing abstract, nothing impersonal. Incarnate, flesh and blood, relational, particular, local.


  The ways employed in our North American culture are conspicuously impersonal: programs, organizations, techniques, general guidelines, information detached from place. In matters of ways and means, the vocabulary of numbers is preferred over names, ideologies crowd out ideas, the gray fog of abstraction absorbs the sharp particularities of the recognizable face and the familiar street.


  My concern is provoked by the observation that so many who understand themselves to be followers of Jesus, without hesitation, and apparently without thinking, embrace the ways and means of the culture as they go about their daily living “in Jesus’ name.”[8]


  We don’t have to travel far to hear the stories of people feeling tired and used by employers, communities and churches. There is no shortage within Christian communities today of people feeling overworked and undernoticed.


  We tend to pay attention to the formation of others in the same ways we ourselves have been developed. For many those means have been mostly at a distancefrom someone speaking behind a pulpit or lectern, from someone strategically leading behind a board table, from someone behind a nicely ordered set of doctrinesbut rarely with someone, life upon life. In contrast, Clinton’s extensive study of Christian leaders who finished well noted two important observations in their development: (1) they viewed relational empowerment as both a means and a goal of ministry, and (2) they viewed leadership selection and development as a priority function in their ministry.[9] For many of the things we put our hand to, there simply are no shortcuts, no quick fixes and no seven simple steps. Leadership formation is one of those things. It begins with the simple act of paying attention to another. Developing others is a slow workand the way we get there is a relational way that honors the person. It is a way that invites walking alongside another at a pace that allows for careful noticing to take place.


  Condition 4: Faster ways. In his book In Praise of Slowness, Canadian journalist Carl Honoré explores what he sees as one of the central and unchallenged assumptions of our modern society: “do everything faster.” He recounts an awakening moment in his own hurried life when he was waiting for a flight home from London. While trying to pass the time by flipping through a newspaper, Honoré noticed an article titled “The One-Minute Bedtime Story.” Initially the concept attracted him. Night after night of struggling with putting his son to bed, exhausted by this two-year-old’s objections of “you’re reading the story too quickly” or the cries for yet “another story,” Honoré admitted an irresistible draw to the possibility of somehow accelerating this nightly ritual. He writes,


  To help parents deal with time-consuming tots, various authors have condensed classic fairy tales into sixty-second sound bites. . . . Rattle off six or seven “stories,” and still finish inside ten minuteswhat could be better? Then, as I begin to wonder how quickly Amazon can ship me the full set, redemption comes in the shape of a counter-question: Have I gone completely insane? As the departure lineup snakes towards the final ticket check, I put away the newspaper and begin to think. My whole life has turned into an exercise in hurry, in packing more and more into every hour. I am Scrooge with a stop watch, obsessed with saving every last scrap of time, a minute here, a few seconds there. And I am not alone. Everyone around mecolleagues, friends, familyis caught in the same vortex.[10]


  Honoré explores how modern life expresses this “cult of speed” in a variety of areasfood, urban life, medicine, sex, work, leisure, raising children. He sets his sights not against the modern technological life as a whole but rather against the all-pervasiveness of this “do everything faster” ethos. He goes on to say,


  The problem is that our love of speed, our obsession with doing more and more in less and less time, has gone too far; it has turned into an addiction, a kind of idolatry. . . . And yet some things cannot, should not, be sped up. They take time; they need slowness. When you accelerate things that should not be accelerated, when you forget how to slow down, there is a price to pay.[11]


  And yet some things cannot, should not, be sped up.


  We are busy, busy people. We are up to so many things, packing in our schedules as tightly as we can. Sometimes we even wear our busyness like a badge of honor. Some of us have even mistakenly equated busyness with significance. Or at least we find the inverse to be trueif I am not busy, then I am not significant. And it has been a long time since we can recall actually choosing to be busy, choosing to be in such a hurry. This busyness is just normal living in our neck of the woods. We live in the wake of this unchallenged assumption: do everything faster. And we have long forgotten how to slow down.


  Nothing quite erodes our capacity to pay attention and invest deeply in another’s life than day after day, month after month, year after year of hurried and hectic overactivity. Such a pace shrinks our imaginations, forfeits our joy and forces a defensive posture in all our relationships. Moreover, James Bryan Smith has recently stated, “The number one enemy of Christian spiritual formation today is exhaustion. We are living beyond our means, both financially and physically.”[12] We are simply not designed to flourish at this pace. And if we never challenge this do-everything-faster assumption, then any effort that involves a deepening of relationships will appear to be a waste of our time.


  


  Our adult discipleship or leadership formation efforts must take into account this compelling (but profoundly distorting) expectation of faster ways. Most people, whether pastor or congregation, will be looking for shortcuts and quick fixes. We must resist the pressure to squeeze our formation efforts into an efficient shape. Paying attention to the growth of another necessitates much patience and perseverance. It requires “a long obedience in the same direction.”[13] As with the prior three cultural conditions, our guiding and mentoring others in Jesus’ name must be countercultural work; we must resist the impulse to accommodate this developing work to a culture that knows so very little about being formed into Christlikeness.


  Paying Attention


  These four cultural conditions implicate both our work and our person today. They have a way of skewing our attention, and even damaging our ability to cultivate the soil for the growth, learning and transformation of others to occur. And so we must grow aware of the ways we have been skimming the surface in the formation of others, or adopting one-size-fits-all approaches to how we guide those persons in our midst, or how we may have used people as means toward ends, or how we may become rushed and impatient with our approaches (faster ways). We must be vigilant of the way these four conditions do their work of distraction and erosion in our communities.


  The leadership formation of others is a slow and deep work, and it is fundamentally a work of paying attention. We certainly get to participate and are even invited to place our signature on these kingdom letters (2 Cor 3:2-3) but our efforts must rest on the understanding that the primary shaping activity belongs to the Spirit of God. It is both an honoring and an exploratory sort of work, a work that demands we notice. After hearing a sermon one day, Barbara Brown Taylor describes how she left noticing the world differently:


  


  My friend’s words changed everything for me. I could no longer see myself or the least detail in my life in the same way again. When the service was over that day, I walked out of it into a God-enchanted world, where I could not wait to find further clues to heaven on earth. Every leaf, every ant, every shiny rock called out to mebegging to be watched, to be listened to, to be handled and examined. I became a detective of divinity, collecting evidence of God’s genius and admiring the tracks left for me to follow.[14]


  Becoming “detectives of divinity” means looking for evidence, listening to the clues and asking questions in order to better know what is really taking place. Learning to guide the leadership formation of others is a similar workwe become detectives in search of the work God has already been up to in the lives of those before us. Detective work is a slow process requiring focused attention; so too in our work. We can learn from the stories of those who have come before uswhat they encountered, how they matured, how they led and how they finished. Because we are dealing with the complexity of a person, our approach must be an honoring one that sets aside any notion of getting the job done by a carefully calculated schedule. In working with electricity there are times when electricians need to do their work with the electricity still on, still “live.” Learning to guide the leadership formation of others is a live, electricity-still-on sort of work, one that requires alertness and respect and care.


  The place where we pay attention to God’s shaping activity is in the story. We are a storied people who are a part of the storied way of God. It is in the particularities of ordinary lives where we find the clues to what God has been up to. Kathleen Norris’s Quotidian Mysteries invites the reader to consider the importance of paying attention to this ordinary, everyday stuff of life in order to discover the presence of God. She defines quotidian as that which occurs every day, belonging to the commonplace, the ordinary. Norris writes,


  


  The Bible is full of evidence that God’s attention is indeed fixed on the little things. But this is not because God is a Great Cosmic Cop, eager to catch us in minor transgressions, but simply because God loves usloves us so much that the divine presence is revealed even in the meaningless workings of daily life. It is in the ordinary, the here-and-now, that God asks us to recognize that the creation is indeed refreshed like dew-laden grass that is “renewed in the morning” (Ps 90:5), or to put it in more personal and also theological terms, “our inner nature is being renewed every day” (2 Cor 4:16). Seen in this light, what strikes many modern readers as the ludicrous attention to detail in the book of Leviticus, involving God in the minutiae of daily lifeall the cooking and cleaning of a people’s domestic lifemight be revisioned as the very love of God. A God who cares so much as to desire to be present to us in everything we do.[15]


  Our leadership formation is fundamentally a quotidian mystery, a set of dynamics and people and events that are immersed in God’s loving way with us. And we must pay attention to these many little things in our lives that often seem incidental and insignificant. For God is at work among us. So then our question, How can we participate in the deepening and empowering of those given to the work of leadership? begins with an invitation to wake up and pay attention with a seeing heart to the God-immersed lives of those many Oscars, Kims, Sarahs, Seons, Marios, Jimmys and Autumns in our communities. It is a deeper and more empowering vision for change.


  Reflect on Your Life


  
    	Reflect on the impact of the four culture conditions on your own life and ministry: What stands out to you?


    	Who in your life is paying attention to your soul and your own formational needs? What do you suppose they are noticing?


    	What does it mean for you to grow in your attentiveness, to become a “detective of divinity”?

  


  Reflect on Your Context


  
    	Which of the following best expresses the leadership development need in your setting:

      
        	We are growing so fast we need more leaders.


        	Our current leaders lack spiritual maturity and depth.


        	We want to carefully cultivate a leadership development culture.


        	Our people need to learn how to live more missionally.

      

    


    	What are the challenges to leadership development in your setting?

      
        	We have been too busy as leaders to develop others as leaders.


        	We lack know-how and a process to develop people well.


        	It’s hard to get our adults to invest in their ongoing learning.


        	We are afraid if we make leadership development a priority we will take our eye off the ball of evangelism and mission.

      

    


    	How well are you investing in adult spiritual formation in your setting?

      
        	Although we could always learn more, we do an excellent job.


        	Our people seem pleased but also long for something more.


        	We are doing the basics, but it simply isn’t enough.


        	A majority of our adult believers lack spiritual maturity.
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  Foundation


  A Beginning
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  Our life is a faint tracing on the surface of mystery, like the idle, curved tunnels of leaf miners on the face of a leaf. We must somehow take a wider view, look at the whole landscape, really see it, and describe what’s going on here. Then we can at least wail the right question into the swaddling band of darkness, or, if it comes to that, choir the proper praise.


  Annie Dillard, Pilgrim at Tinker Creek


  God providentially works through family, contextual background, and historical events including the timing of the birth of each leader. Personality characteristics are formed. These later will be reflected in the leadership style of the leader. Early skills are learned. Early lessons of life are learned. Values are inculcated. All of these will effect later leadership. God is sovereignly working in this period of time.


  J. Robert Clinton, Leadership Emergence Theory


  

  

  

  Overview


  Foundation PhaseGenerally this is the time of growing up as a person: childhood, early and late adolescence and young adulthood. It is the time when our “defaults,” or habits of managing life, become instilled within us. Various factors shape our personality for the journey ahead. Family of origin, other social influences and the historical context within which the person lives all give shape to who the person becomes. The early formation of basic skills needed for leadership may also be fostered, as well as possible hints of personal destiny. God’s sovereign shaping always remains in the background


  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  
    	Trust the already-present action of God. We can develop a measure of confidence in the work of guiding the leadership formation of others when we recognize that the primary work belongs to the Spirit of God. Our role is secondary. It is to notice, discern and guide persons toward a cooperation with God’s good work within and through them.


    	Honor the person before you. We begin the process of walking alongside another by honoring who he or she is, and cherishing the gift of time we have been granted to walk together. The people we are with are not a riddle to be solved. They are not necessarily persons to be categorized or “typed.” But rather, they are particularlike no other.


    	Invite discovery through reflection. We can lead people into significant discovery and learning as we invite them to reflect upon the particulars of their unique history. Reflection is a powerful yet delicate tool of a teacher. It will enhance our ability to help people discover the mystery that their story is lovingly and purposefully connected to God’s story.


    	Pay attention to the early years. Our foundation has been shaped in the early years. Our place and time in history, the uniqueness of our family background, the habits of life management we’ve learned along the way, and our spiritual background have all contributed toward how we see and function in the world. If explored with care and respect, we can help others become astonished at who God is, who they are and what God has given them to do. We will also help them recognize places in the foundation that need some attention if they are to be counted among those who finish well. It’s all there waiting to be discovered.


    	What sort of tale have we fallen into? The story becomes more complete and whole when we explore how it began. And after returning to the beginning, we may even wonder how we could have missed something so obvious and necessary for the rest of the story to take its proper shape. And so the story continues from its beginnings into a time of testing, exploration, discovery, confirmation, alignment and change. It is a time of finding our way in the light of God’s character and development in our lives.

  


  

  
    	What are some of the more significant events or relationships in your growing-up years that seem to impact your life and ministry today?


    	In what ways could you benefit from learning from those who have come before you?


    	What would it look like for you to become more intentional in your context with the leadership formation of others? What might need to change personally?

  


  

  

  

  
    	a white poster board (22" x 14")


    	75-100 small yellow Post-it notes


    	35-40 small pink Post-it notes


    	5-10 small blue Post-it notes


    	
      

      
    

  


  

  

  

  

  

  

  

  

  

  

  

  

  Appendix 4


  Five Practices for the Long Haul


  1. Spiritual Reading


  Forming the habit of prayerful scriptural reading can tune our ability to listen to the indwelling shaping work of the Holy Spirit. Prayerfully reading some of the Christian classic writers (e.g., Augustine, Bernard of Clairvaux, John of the Cross, Teresa of Ávila, Jean Guyon, John Calvin, John Wesley, Martin Luther) or biographies and autobiographies (e.g., Henrietta Mears, Charles Simeon, Billy Graham, Mother Teresa) can also help us recognize parts of our own story where the Spirit may be at work.


  2. Spiritual Mentoring


  Spiritual mentoring (a relationship which helps us pay attention to the already present action of God) can help those in leadership discover blind spots, such as too much dependence on one’s own abilities. This type of mentoring can help discern one’s movement toward living a more focused life.


  3. Solitude and Silence


  Solitude helps us get away from the many responsibilities we carry; silence in the solitude helps us listen and receive what the Lord wants us to discover. Solitude and silence can be practiced over extended periods of time and in the moment.


  4. Sabbath


  Observing a sabbath means stopping, pausing for rest, relaxation and remembering the God who saved us, continues to conform us, and invites us to remember the essential mission we are a part of is not ours but God’s. Sabbath can also be practiced over extended periods of time or in the moment. Regularity is key.


  5. Self-Care


  We have unfortunately paid little attention to caring for our bodies, and we seem to do so only after we have hit some hard times. We experience erosion of our bodies because we neglect our diet, sleep and exercise. Even small steps toward implementing self-care can move us toward a healthier lifestyle.


  


  


  


  About VantagePoint3


  VantagePoint3 is a nonprofit ministry that cares about the deepening and empowering of adult believers in local settings by providing resources and processes that have been developed from what has been articulated in Deep Mentoring: Guiding Others on Their Leadership Journey.
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  What We Long to See


  Individuals particularized, awakened and ignited for kingdom life and influencemany long for a way of life reflective of the good works God has prepared for them to be about.


  Christian leaders who are paying attention to the people around themintentionally walking alongside others in their communities, patiently investing in their development and maturity.


  Churches and organizations becoming vital places of learningcommunities where men and women are consistently invited and mentored into a life of apprenticeship with Jesus amid daily life.


  A tribe of Christian leadersa fellowship of learners gripped and bound together by a more relational way of doing life and ministrycaring about an economy of “leaving the ninety-nine for the one” (Mt 18:10-14) that honors the uniqueness of who God has created and redeemed each person to be.


  What We Offer


  
    	Developmental processes, resources and consultations


    	Facilitator training retreats and events


    	“VP3 Readings & Leadings” blog and webinars


    	Explore more at our website: www.vantagepoint3.org.

  


  A helpful place to begin is with “The Journey,” a life-changing discipleship and spiritual formation process for adult believers. This process is guided by three questions: Who is God? Who am I? and What does God desire to do through me? It blends many of the concepts presented in Deep Mentoring and focuses on shaping each person in the context of an eight-month small-group experience.
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