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REVIVING A DYING SMALL GROUP

LeaderOs Guide

How to use “ Reviving a Dying Small Group ” by
SMALLGROUPS.COM in your regularly scheduled meetings.

Welcome to SMALLGROUPS.COM: Inspiring life-changing community. You’ve purchased an innovative
resource that will help you train and direct your small-group leaders and facilitators. The material comes
from respected thinkers and church leaders, and has been selected by the editors of Leadership
Resources at Christianity Today International.

The themeof this downloadis ORevivinga Dying Small Group.Orhe handoutsgive a succinctandpractical
overviewof theissuesmostrelevantto your goals.They canbe usedas partof a trainingsessiorfor several
groupleadersor asa wayto encourageindeducatepeopleindividually. Simply print the handoutsyou need
and useéhemas necessary.

Forexample to getanideaof how healthya smallgroupis, usethe assessmeritom RandallNeighboron
page?. Tofind practicaltips for helpinga smallgroupwith fewerandfewerparticipantsseeORevivingat~
Groupwith Dwindling Membership,®y TeenaM. Stewart(p. 10). And as alastresort,HeatherZempelOs

OHowto Kill Your Small GroupQp. 16) will guideyou alongthe sometimesecessarypathof endinga group.

Our prayeris thatthis materialwill helpyour groupleadersandcoachesnaximizethe healthof your small
groups,andprovidea practicalway to diagnoseandimprovethosegroupsthatarefading.

Needmorematerial,or training on anothessmall-groupsaministry topic? Seeour websiteat
www.SmallGroups.com

To contacthe editors:
E-mail SmallGroups@christianitytoday.com
Mail ~ SMALL GRoOuUPSscoM, Christianity Today International
465 GunderserDrive, Carol Stream L 60188

/"\

)
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Inspiring
Life-Changing
Community
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REVIVING A DYING SMALL GROUP

Is Our Small Group Dying?
Use these symptoms to help determine the health of your group.
Jeremiah 33:6D7

KirkOsdadpassedawaylastnight. | comfortedhim on the phonethis morningandofferedto helpin anyway
possible Kirk wasobviously saddenedbut not surprised His dadObkealthhadbeendeterioratingfor a long
time.

Smallgroups,like people,donQlastforever. Somegroupsdevelopdiseasesinddie, while othersareableto
ward offthe sicknessandlive on. In my work with churchesandsmall groupsover a sparof severalyears,
IOve noticetbur diseaseshat often afflict groups.Noneof themarefatal. Yet, if a smallgroupis
characterizedby mostof them,thelife of thecommunitymight be beyondrecovery.

Conflict

Somegroupmembergalk too much, staytoo late,anddonOtontrol their childrenNto the distractionof
everyoneelse.l remembettalking with oneleaderwhosegrouphada family thatlackedthe cultural sensibility
of controlling their kids during and afterthe meetingThe leadersaidto me, OlOrsorry, Joel,my wife just
canOt taki¢ anymore.WeOrgoing to stopleadingour smallgroup.O

Anotherpersonin my own groupdidnOtike theworshiptime. He hada habitof injecting his own verbal
commentswhile othersweretrying to singworshipsongs.

Situationslike theseandcountlessotherscanbe resqlvedNif you dealwith themquickly. Buried problems,
howevertendto becomethat Oelepharin theroomQthateveryoneknows about,but nobodyis willing to
discuss.

Me-ism

Sometimesconflict in a groupmight be moresubtle.It canlurk below the surfaceandrearits headin theform
of selfishnessGranted selfishnesss partof everysmallgroupto a certainextent.But itOs possiblr groups
to be takerover by selfishpeople.

Sometimeghesepeoplemasktheir selfishnessvith suchwordsasfellowshipor community I hadonecouple
in a smallgroupwho openlyresistedtheideaof reachingout becausehey wereonly therefor
communityNtranslation:their own needs The thoughtof evangelismwasanathemado this couple,andthey
showedtheir distastefor future multiplication by letting othersknow the division it might cause Grantedthey
werea brokencouplewith manyneedsput theywerealsospongeghat suckedthelife out ofthe group.

| agree100 percentwith our needfor community,andwith practicingthe Ooneanothers®f Scripture.In fact,
communitymight be the mostimportantaspeciof small-groupministry in Westernculture. Smallgroupshelp
mendfractured,brokenlives, andthattakestime. The goal, however,is for peopleto becomesufficiently
healedto thenreachoutto others.Somepeoplenevergetbeyondthemselvesandendup damagingthe group
by demandingnoreandmoreattention.

To remedya situationlike this, follow Jesus@dvicein Matthew 18 aboutgoing to your brother(or sister)one-
on-one.And if that doesnOwork, take otherswith you. In the caseabove,| could haveeasily cavedinto this
couplebecausef their strongpersonality.But knowing thattheir influencewould havestagnatedhe entire
group, | talkedwith thempersonallyaboutour corevaluesof evangelismand multiplication in orderto keep
the grouphealthyandfruitful. In effect,| servedthemnoticethattheir valueswerenot consistentwith our
values.l wantedto let themknow | hadmy eyeon them.They eventuallyleft the groupandthe church,which
| laterlearnedwastheir normalritual.

Non-Commitment

YouOvéeardthe phrasethat 20 percentof churchpeopledo 80percentof thework? Putanothermway, 80

percentof the peopledo 20 percenof thework. But sometimegroupsarewholly comprisedof the 80 percent
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REVIVING A DYING SMALL GROUP

who donOsharethe work load. Evenworse,a groupcanbe takencaptiveby non-committajpeople.For
example whena groupfluctuatesweekly from 2 attenderdo 15, the groupis unstableand caneasily capsize
as thdeadersgrow wearywith doing everything.

As aremedyfor this, somegroupsmakea covenantvith groupmembersaskingeachmemberto actively
participatein thelife of the groupNwhich includesregularattendancendshowingup on time. Others
emphasizehe small-groupcore of faithful andcommittedmembersOnelargechurch,for example expects
the coremembersof eachgroupto meetseparatelyon a different night from the small groupin orderto plan
out thegroupmeeting,visit membersandinvite new people.This churchdiscoveredhat strongcoregroups
generatechealthysmallgroups.

Eternal Members

Smallgroupsarethe perfectplaceto give peoplethe opportunityto usetheir gifts andgrow in leadership.
Theyturn membersnto leadersNdisciplesvho makeotherdisciples.| get excitedaboutsmall-groupministry
everytime | remembetthatit is the bestway to fulfill ChristOsandateto makediscipleswho areequippedo
makeotherdisciples(Matthew 28:18-20).

Somesmallgroups,however,nevergo beyondthemselvesNo oneis willing to enterthe prescribedraining
and leada newgroup (or be partof a new-grougdeadershigeam).Eventually,the leaderbecomever-
burdenedanddecidesto quit.

Will the Group Live?

| led onegroupfor a coupleyearsandeventuallyhadto closeit. Threeout of the abovefour problems
overtookthe group,andl felt it wasbestto abandorship andstartafresh.The group simply wasnot healthy.
The besthing | coulddo wasintegratethe remainingmemberdnto othergroupsandstarta newgroupfrom
scratch.

On otheroccasions|Ovebeenableto dealwith a particularsicknessandmoveon. Whenthe groupmembers
and ldiscovereda remedythe groupmovedinto newlife andhealthandcontinuedreachingout.

Which will betrue of your group?Simply put, you musttry your bestto resolvethe problemsyou arefacing.
If your groupis sufferingfrom oneor two of theillnessesabove,you shouldbe ableto gatherwith your
membersandyour coachandfigure out a solution.

If your groupOslnessis more pronouncedhowever,it may bethatyour only optionis to turn off thelights
and starbver.

N JoEL COMISKEY; copyright2008by the authorand Christianity Today International.

Discuss:

1. Is ourgroupsufferingfrom any of theillnessesabove?

2. Whatillnesseshasour grouprecoveredrom in the past,andhow wasthataccomplished?

3. Whatstepscanwe taketo identify a prescriptiorthatwill getusto abetterplace?Who canhelpusmake
the properdiagnosis?
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REVIVING A DYING SMALL GROUP

Ten Questions

Use these queries to help determine what’s wrong with a sick small
group.

Matthew 9:12

If your groupdqesn()steerrﬁo berunningatfull capacity,herearetenquestionsyou needto askin orderto
figure out whatOsvrong.

1. Is it time for a shift in leadership?

Has theleadergrowntired of leading?Wasthe leaderever effective as asmall-groupleader,andif not, should
he orsheconsideranotheministry area?s moretraining neededor the currentleader?Doestheleaderneed
to recruita co-leadeto sharethe load, or to preparefor future leadershipof additionalgroups?s it time for
someoneelsein the groupto Ostequp tothe plateCandlead?

2. Is the study material meeting a need?
Is thestudyguidetoo basicfor the spirituallife of thegroupmembers3s it too challenging?t is time to get
backto justtheBible? Or is it timeto try a topicalapproachnsteadof verse-by-verse?

3. Isit time to invite?

If numbersaresmall, is it time to challengeeachpersonin the groupto bring onenewfriend?lIs it time to ask
the churchGsmall groupdirectorto sendnew peopleto the group?ls therea needor the OfrestairObrought
by newgroupmembers?

4. |s there a polarizing personality in the mix?

Is therea persorwho dominateghe discussiorandis driving awaygroupmembers?s theresomeonevho
needsemotionalor spiritual supportbeyondwhatthe leaderor othermembersanprovide?Hasa goodenough
relationshipbeenbuilt with this personthatitOgime to OddunchCGanddiscusstheir situation?

5. Does the group need a Onew outfitO?

Doesthe groupneedto changemeetinglocationsNperhapshe samemeetingin the sameliving room for too
long hasallowedthe groupto get OsleepyG2ow aboutmeetingin a differenthome?Multiple homes?A
restaurantBomeone(sffice afterhours?

6. Do we need to get out and serve?

Doesthe groupneedto be stretchedby gettingout of thatliving roomandservingsomewheren the nameof
Christ?Doesan elderly churchmembemeedleavesraked?Doesthe local rescuemissionneeda groupto
conducta chapelservice?

7.1s it time for a new approach?

Is therea needo spendmore eveningsin prayerandlessin study?Or moreeventsjust to havefun together?
Or lessfun eventstogetherandmore seriousBible study?Is it a goodtime to introducesomeexercisedo help
groupmemberdecomemoreintimatewith oneanother?

8. Has enough time passed? B
If the groupis newandgot off to a slow start,is therea needo perseverdor awhile andseewhat GodOwvill
and timingare?Is theideaof quitting beingconsideredo soon?

9. Is it time to break up this party?

Are theretoo manypeopleto really call this a Osmall@roup?Is it time to senda few membersoff to begin
anothergroup,so otherscanenjoy this rich small-groupexperience?s it time to becomea Osupergroupéhd
breakup into smallergroupswithin our meeting?
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REVIVING A DYING SMALL GROUP

10. Is it time to die?

Is it time to acknowledgehat everysmall groupthathaseverexistedeventuallycomesto anend?Is it time to
rejoicetogetherfor all God hasdonewith this group,havea final celebrationtogether,andallow theindividual
memberf the groupto moveon to their nextsmall-groupexperience?

N R Iick LOWRY; copyright2005by theauthorandChristianity Today International.

Discuss:

1. Which of thesequestionshavethe mostapplicationto our small group?

2. Did my answetto any of thesequestionssurpriseme?Which one,andwhy?

3. If thesequestionsuncoveranareaof poorhealth,what stepscanwe taketo getbackon our feet?
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REVIVING A DYING SMALL GROUP

Jeremiah 30:17

Five Essentialsf or Small Group Health
How to keep your groups growing vibrantly.

As headof TouchOutreachMinistry, my job is to look at churcheshathavefailed with smallgroupsandto
try to helpthemfind health.As I've donethat, I've seenthe following principlesof healthemerge To what

degreedoesyour smallgroup demonstrateheseprinciples?

Relationships Must Be a Priority
Building relationshipds the numberone priority of our smallgroup.

Membersof our grouphaveregularcontactwith eachotheroutsideof
our meetings.

Groupmembersareconsistentlytransparentith eachother.

Groupmemberdove eachotherunconditionally.

Leaders Need Adequate Training

Our churchdoesnot give peoplea leadershipole beforethey are
properlytrained.

As potentialgroupleadersservein ministry, we affirm their gifts and
encouragehemto becometrained.

The leader®f our small-groupministry arefamiliar with the personal
characteof our groupleaders.

Evenif our churchis in desperateeedof newleaderswe do not
loosenour leadershigraining criteria.
Everyone Should Be Viewed as a Leader

Our groupaffirms the spiritual gifts of eachpersoninvolved.

Our groupprovidesan opportunityfor all membergo useand
developthosegifts.

All group membersaregiven the opportunityto leadin someaspect
of theministry.

Healthy Groups Divide and Multiply
Our small-grougdeadersareencouragedo identify potentialnew
leaderswithin their groups.

The majorityof our church@small groupsexperiencesomekind of
changeon a yearlybasis.

Oncea groupmultiplies, both new groupsareencouragedo remain
connected.

Strongly
Agree
|
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REVIVING A DYING SMALL GROUP

Groups Should Focus on Living Out the Bible
Our smallgroupis not characterizedolely asa OBiblestudy.O ! !

Peopleregularly experiencehe presenceandpowerof Christin our ! !
small-groupgatherings.

Our smallgroupplacesa highvalueon applyingbiblical truthsin ! !
everydayife.

Our churchoffers a varietyof programsandministriesthat provide ! !
and opportunityfor groupmembergo apply whatthey havelearned.

N R ANDALL NEIGHBOR, copyright2004by the authorand Christianity Today International.

Discuss:

1. Do | agreewith the principleslisted aboveWVhy or why not?

2. Which of thefive principlesdoesour groupdemonstratéest?

3. Which of thefive principlesdoesour groupneedthe mosthelpin demonstrating?
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REVIVING A DYING SMALL GROUP

Small-Group Resuscita tion
A practical prescription to help your group experience new life.
Romans 6:4

No onelikes to be arounddeath.This is true for small-groupmembersfoo. Canyou revive a dyingsmall
group?l donOthink so.But you canrebirth one.And it may not bethatdifficult. You know why? Your cluster
of craving Christiansis beggingfor change They know the groupis strugglinganditOs painfulor them, really
painful. Peoplewant changewhenthe painsof changearelessagonizingthanfeeling the samepain overand
overagain.

In mostinstancesthe reasona groupis dying is becauseét neverreally lived. The grouphasbeenon life
supportfrom the day shewasbirthed.Like a newborrbaby,sheneededeal nourishmento grow
strongerNbutthe leaderdidnOknow whatto feedherto gether crawling, thentoddling, andfinally standing
tall andsprintingtoward hermission.Rebirthingallows a leadeito feednewlife into the groupby instilling
new principlesandpracticespoffering an opportunityfor the peoplein the groupto makeauthentic
commitmentsandby giving the small-groupleadersthe chanceto establishthemselvessfar morethana
facilitator of conversation.

Five Potential Problems
Therearefive thingsa groupmay belacking thatis causingher deterioration:

1. Lack of leadership. The small-groupleadermustlead. Every movemenineedsa leaderNsomeone
who seeghe vision andconsistentlyre-visions(remindsthe group of the vision). Theleadershould
allow the groupto beinvolvedin strategizingto accomplishthevision, butit is the leaderwho
organizeghegroupto carry out the agreeduponstrategy;getsthe bestfrom eachgroupmemberand
allowsthemto usetheir abilities andspiritual gifts; andequips,empowersandencouragegroup
membersastheywork togetherto accomplishthe groupOKingdom agenda.

2. Lack of group intention. Oftentimessomeonesays,OLetOstarta smallgroup.GGroupmembers
join thegroupwith varying pre-conceivedotions.One personenvisionsa deepBible studygroup,
anothermpersonjust needssomefriends,andsomeoneelseis social-justicemindedandwasthinking
the groupwould spendmostits time taking careof the lessblessedThelist could go on. Whengroup
membershavediffering agendasthe groupis in trouble.

3. Lack of group ownership. HereOanimportantprinciple to rememberThe moreinvolved your
groupmembersare,the morealive the groupwill be.Groupmembersneedto beinvolvedin decision-
makingaswell as takingon meaningfulrolesin the life of thegroup.

4. Lack of common agreements. Everygroupmembemustknow andagreeto the samevaluesand
expectations.

5. Lack of generational responsibility. Everyliving speciesontinueson becausé givesbirth to
anothergeneratiorof the same Any organismthatisnObirthing is dying. The groupmustlook
beyonditself andwelcomepre-Christiangnto its inner circle, doing life togetherin sucha way those
individualschoosea relationshipwith the Jesughe grouprepresentsthengive birth to anothersmall

group.

A Four-Phase Solution
| would suggesfour phasesn therebirthing processKeepin mind, though,thatsomeof themwill be painful!

1. Examination. Allow thegroupto do anhonestappraisalof howthingsaregoing. Threequestions
will probably give you all theinformationyou need:

a. On ascaleof 1to 10, howmuch fulfillment are you experiencingby being part of this
small group? Ask this questionOsecréeballotOstyle by giving eachattendee 3x 5 card.Ask
From SmALLGRouPs.com © 2008 Christianity Today Intl 9
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REVIVING A DYING SMALL GROUP

them tosimply write a numberon the card. Take up thecardsthenreadthe numbersoneat a
time. If thegroupreally is on herdeathbedandyou gethonest answerdrom the group
members)you haveset thestagefor the next guestionlf the majority of the grouprated
their experiencefrom 7 to 10, you may be doing a muchbetterjob thanyou thinkNor else
you havesetthe bar solow thatnobodyrealizesthe groupis on life support.

b. If you wereto describea healthy group, what would that look like? Give the cardsback
and askeachpersonto write downthreethingsthatwould describea perfectlyhealthysmall
group.You will getvarying opinions,for sure,but thatOskay. Let all opinionsbe voiced
then moveo the nextquestion.

c. Would eachof you be willing to help me decidehow we can becomea healthier group?
Hereis whereyou will find outwhois really on board.Somemay tell you theywould like to
leavethe group. Thiswill be painful,but may alsobe very positive. The groupmay be on her
deathbedecause few peoplehavenot fully investedin grouplife. Their exit maybethe
removalof the cancerthatis eatingawayat thisbody of believers.The othergroupmembers
will be on the edgeof their seatsYouOrdeading,andtheyrealizea diagnosisanda planis
just aroundthe corner.

2. Diagnosis. Thankthegroupfor theirinput, thengive themthe diagnosis Saysomethindike,
OWeOweeenstrugglingfor a while, but thefuture is going to be a thrill ride. LetOsigreeon some
thingswe cando to turn this thing around.O

3. Treatment. Tell thegroupthathealthysmallgroupshavethreecomponentsFirst, theyare
missionalNthey want pre-Christiando starta friendshipwith JesusThey go wherepre-Christiansare
and servasJesudo themwith the goal of helpingthemstarta friendshipwith Him. Secondtheyare
transformational Eachpersonin the grouprealizesthey areon a journeyto becomemorelike Christ,
and thegroupasa wholeis willing to assistin thatprocessThird, healthysmall groupsarerelational.
An importantpartof grouplife is building healthyfriendshipsthatinclude encouragement,
accountability,andburdenbearing.

Whengroupmembershavea handleon thesethreeelementsyouOreeadyto spearhead
brainstormingsession Spendtenor so minuteson eachof thesevalues,askingthe groupto identify
concretethingsthat canbe donein eachof theseareasHonethelist downto two or threemeasurable
goals ineacharea.For instanceFor beingmissional,weQlbstartbuilding a relationshipwith the single
momdownthe streetby payingfor hergroceriesthis week;for beingtransformationalywe agreeto
spendtime prayingfor oneanotherdaily andseekinganswerso lifeOsjuestionsor oneanotherin the
Bible; andfor beingrelational,we committo spendingtime togetherawayfrom groupmeetings.

4. Commitment. Committo carry out theplansthatyou havemadeby creatinga covenantogetherBe
sureto includethesefactors:attendancet group meetings confidentiality, having an apprenticeand
birthing a new group,eachpersonusinghis or herspiritual gifts andabilities, andaccomplishing
agreeduponactionplanssothatthe groupis missional transformationalandrelational.

Following this processshouldbreathenew life into your smallgroup.At this point, itOsup toyou, the small-
groupleader,to simply helpyour groupmembersdo what they now know needgo be done.

N R ick HOWERTON copyright2008by theauthorand Christianity Today International.

Discuss:

1. Which of the Opotentiaproblems®estmatcheshe currentsituationin our group?

2. Will our groupmembersbe honestin the OexaminationfhaseHow canwe encouragehemto openup?

3. How canchurchleadershelp our group stayaccountabldo taking the actionsstepswe agreeon duringthe
Otreatmentghase?
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REVIVING A DYING SMALL GROUP

Reviving a Group with Dwindling
Membership

How to identify the causes and find a workable solution.
Numbers 1:1BD2

A Rude Awakening

After our largegroupmultiplied andbirtheda newgroup, my husbandand! took chargeof the spin-off group.
Whenthe time camefor our first meeting,a newcoupledelightedus byattending.But imagineour
embarrassmemhennoneof the othermembersassignedo this new groupshowedup! Our first group
meetingfelt awkwardaswe studiedthelessonwith just thetwo newgroupmemberswhom we hardly knew.
To makethingsworse,the husbanchadneverbeforeparticipatedin a smallgroup.

During thatfirst session] worried thatl hadmadea mistakein my decisionto divide up ourlargergroup.We
felt thejarring senseof lossof communityandbonding.BecausepeopledidnOknow eachother,therewasno
family feeling. DiscussiondidnOflow with sofew peopleto addtheir thoughtsandkeepit moving. As a
leader,| felt asif | weresitting in public in my underwear.

Fortunatelythe groupturnedout betterthanthe first meetingindicated.But the experiencaunderscoredhe
importanceof havinga comfortablegroup size.With sofew memberdn attendancethe feeling of family was
missing.In thatsituation,the dwindling membershipccurreddueto restructuringIn addition, somegroup
membershadconflicting commitmentsright afterthe holiday seasonPhoningmembergo remindthemof
whatthey missedgot thembackon track. Our little hiccupwasjust a hiccupNnothing more. But somegroups
experiencesmall numbersregularly.

Numerically challengedgroupscancausemembergo feel uncomfortable andthe strainof low numberscan
affect howwell theyrelateandfunction together Whengroupshavefewer membersgvenfaithful members
may eventuallywantto drop out. Meetingsbecomedull andpredictable Gonearethe lively discussionghat
hold peopleOmterestandthe senseof camaraderie.

Causes and Solutions

Without knowing exactlywhy a groupOsiembershigs shrinking, it is a hardproblemto fix. Somechurches
developsmall-groupcoachesor facilitatorsto work with the leadersof small groupsto mentorandencourage
them.Othershavesmall-groupnetworkersvisit the groupsandsit in on meetings.Doing so givesthema feel
for whatis working well andilluminatesissuesgroupsmay needhelp with.

However,IOmmot a hugeadvocateof networkersbecausef our churchOexperienceWhenour churchtried
enlistingrepresentative® visit groups,memberseemedjuardedand uncomfortablelt waslike havinga
schoolprincipal sit in on a classLessintrusive waysto checkup ona groupmay involve giving
guestionnaire$o groupmemberdo geta feel for how thingsaregoing.

Below aremorefactorsthat canalsocontributeto groupshrinkage.

Poor teaching. Sometimegroupsshrinkin sizebecausef poorteaching.Lack of preparationpoor
lessonorganization,or teachingin alectureformatthatexcludesmemberdrom participationcan
contributeto membershiglecline.lf membersdonOspeakup to tell the groupleaderwhy they are
dissatisfiedpeoplewill continueto dropout.

Both small-groupcoachesandgroupmemberscanmakesuggestiongor teachingimprovementbut
they shoulddo so withsensitivity anddiplomacy.If they seespecificareasvherea groupleadercan
improveteachingskills, they might gently point thoseout to theleader.

Churchesarein thebusinesf equippingleaders andoneway to train newleadersis to help existing
leaderamprovetheir teachingandleadershigskills. Groupmemberdearnby observing.If their group
leaderdoesanexcellentjob, theywill learnteachingandleadershipskills simply by participatingin
the group.
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REVIVING A DYING SMALL GROUP

Poor curriculum. Sometimesdespitea leaderOsestefforts at screeningmaterials theyjust arenOt
whattheleaderexpectedlf enoughmembersomplainaboutmaterials the leadermaywantto listen
to whattheysay.| hadthis happerwith awomenOBible studyl choseon womenin the Bible. The
writer seemedo skimovermanyof the deeperissuessomeof the characterdaced.Severalof my
groupmembersgointedthis out, and| hadfelt this, aswell. We resolvedthe problemby continuingto
use thebookwhile alsotalking aboutandexaminingsomeof the meatierissuesthe Scripturepassages
raised.

The leadercaneithertry to addhis or herown insightsto improve the materialsor optto choose
somethingelse.

Prolonged studies. My husbandparticipatedn a menOgroupthatstudiedthe samebookfor over
two years!The grouphadchosena devotionaktudywith a golf theme.Groupmembersepttaking
studybreaksto participatein golf outings.Outingscanaddzestto a group,buttoo manyinterruptions
candragout a study.Numerousor lengthyinterruptions,suchas summebreaksor holidayhiatuses,
candragout the material. Membersmay get boredanddrop outNwhich is preciselywhathappened
with severalmembersof the golf group.

Groupleadersoccasionallymakethe mistakeof selectinga studythat coverstoo muchmaterial.Many
groupspromotetheir new studiesin the fall after schoolstartsandpeoplereturnfrom vacation.If a
groupis alreadypartwayinto its curriculum, itOdifficult for someonenewto join without feeling out
of sync.In addition,groupmembersvho haveparticipatedin the study may grow tired of thetopic if

it stretcheseyonda year.A solutionto lengthy materialis to eitherskip chaptersor covertwo at each
meeting.One exceptionto stretchinga studybeyonda yeatris if group membersare enjoyingthe study
so muchthattheybegto keepgoing.

Group members canOtmake the meetings. A dropin attendancés normal. Peoplestartout
with goodintentionsbut stopattendingdueto conflicts. Somegroupmemberamay betoo busyto
attendweekly small-groupmeetings Or the meetingsmight occuron abadday for them.

If attendancalecreaseghe leadermight askmemberqgandthosewho drop out) if holding group
meetingson a differentday would work better.You shouldnGghift meetingsust for one person but if
severalhaveissuesjt might be worth makinga change Moving meetingsto everyotherweekmight
be theansweror to anotherday.

Group members are bored with the study material. Leadersshouldcarefully selectlesson
materialfor severalreasonsA studyshouldcapturegroupinterest,meetfelt needsandbe simple
enoughfor memberdo grasp.But it shouldalsobe complexenoughto challengegroupmembersso
they donCtecomebored.

Group members are intimidated by the material or teacher. Margaret,asmall-group
leaderOwife, confidedshewasdisappointedhat their grouphaddwindledin size.| rememberedher
husbandJim, from a classleff andl taughtat churchJimO4Q wasoff thescale,andhe mademefeel
as if | hadthe mentalcapacityof a pebble.He wasa Bible scholarwho loved to delvedeepinto
theologicalissuesanddebateaboutthem.His approachand questionsoften emphasizedknowledge
for its own sakeover practicalapplications Sometimesby the conclusionof our class,JeffOsindmy
eyeswereglazedoverfrom trying to dealwith JimQsntellectualbanter.

Severalyoung Christianshadjoined Jim andMargaretOgroup.| suspectedimOgove of intellectual
studyandhis teachingstyle andinterestshadfailed to meshwith his groupmembers@ental
capabilities interests andneedsMemberswho couldnOhandlefeeling intellectually lost and
disconnectedluring his lessonschosethe easiessolution. They stoppedcoming.

NT EENA M. STEWART; excerptedrom SuccessfuBmall Groupsfrom Conceptto Practice(BeaconHill Press,
2007).Usedwith permission.

Discuss:

1.

Is ourgroupcurrently experiencingdwindling membership2Vhat symptomsdo we exhibit?

2. Which of the causedisted abovebestmatchesour currentsituation?
3. Whatthreestepscanwe takein the nextmonthto stabilizeour groupattendancet a comfortabldevel?

From SmALLGRouPs.com © 2008 Christianity Today Intl 12

nnnnnnn CrmallCvAaiine Anm

uonnjos e Buiquasald / dNOYD TIVNS SNIAQ Y ONIAIATY



REVIVING A DYING SMALL GROUP

Reviving a Group from

Interpersonal Conflict
How to bring healing from wounds, lies, and vows.
1 John 4:20Db21

The scenarigs all too common.Someonén your groupgetsoffended.Attemptsat reconciliationare made
and seento be successfubn the surface but overtime therichnessof communityis impacted.The ongoing
rift is obvious,andthetoneof grouplife is flat as aresult. How canthe groupgetoverthis andhearthe sweet
musicof communityonceagain?

Unfortunately, the problemis usually not solvedevenafter seeminglysuccessfubttemptsat reconciliationare
madebetweentwo partieswho areworking througha relationalhurt. Grouplife is typically stunted,andoften
one ofthe offendedpeoplestill leavesthe group.We often concludethatit mustbethis way. Like Pauland
BarnabagActs 15:39), sometimedlifferencesrequireus todo ministry separately.

But isthatalwaysnecessaryThereareotheralternativespf course but they requireanopenheartanda
willingnessto work througha process.

Pushing Deeper to Heal and Restore

Relationshipproblemswith peoplealwaysreflectrelationshipproblemswith God. Personally] find thatwhen
IOm madit God, | alsogetmadat peopleNandvice versa.Thosetwo thingsalmostalwaysgo together.And 1
John4:20Db21tells us, Olfsomeonesays,éllove God,ut hatesa Christianbrotheror sister,that personis a
liar; for if we donOlove peoplewe cansee how canwe love God,whomwe cannotsee?And he hasgiven us
this commandThosewho love God mustalsolove their Christianbrothersandsisters@nlt).

Therefore jtOsmportantto pushdeepetinto situationsof interpersonatonflict becausemoreis at stakethan
just two peopleO®ng-termrelationship.The quality of our communityimpactsthe quality of our outreach
(see Johri7:20D23)And if our purposeasa smallgroupis to makedisciplesandbring peopleinto a deeper
relationshipwith God,thenletting theseconflicts slide jeopardizesour mission.

The Process of Healing

First, we needto understandiow theseproblemswork underthe surface Initially, we geta wound,or
sometimesnultiple wounds.It might be an offensivecommentsomeonemakesaboutour characterpur
family, our parentingphilosophyNyou nameit. And believeme, the resultingsorespotis sensitiveandreal.
Whatshouldhappennext?

1tOs importartb approactthe otherpartyin love andwork througha biblical reconciliationprocesg(Matthew
18). Weneedto forgive andaskfor forgivenessBut evenafterweOvelonethe right thing, we may continueto
feel painfrom thatwoundfor a variety of reasonsThe problemis not solvedcompletely.

At this point, we generallydo oneof two things: We eithergrieve the painin spiritually healthyways,or we
seekto protectourselvedrom further pain. If we chooseto protectourselvesrom further pain, we areproneto
believeallie sothatwe donOgetwoundedagain.We beginto think, OSureghey askedfor forgivenessput |
know heQstill out togetme.Q0r, OThereasonl wasverbally attackedn thefirst placeis thatno one
appreciatesny serviceto the Lord andothers.@r, Olcontinueto betormentedoy all this becauseéSodis
punishingme.O

And oncewe havefelt the pain of thewoundandbelieveda lie associatedavith it, we commonlymakea vow.
Whetherconsciouslyor unconsciouslyywe decidethingslike, Olwill avoid that personeverychancel getso |
canavoid gettinghurt again.GDr, Olwill neverbein smallgroupwith that personagain.@Dr, Ol will neverput
my neckon theline for Godagain.O

So theres a threefoldprocessa woundhastakenplace,a lie hasbeenbelieved,anda vowhasbeenmadeto
protectourselvedrom feeling the pain of thewoundagain.
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As groupleadershow do wehelp our membersvork throughthesewounds,lies, andvows?How do we help
our communitymove forward with God andeachother?The answerlies in working backwardthroughthe
processof conflict:

Encouragegroupmembergo startaskingGodto revealwhatunhealthyvows, if any,theyhavemade.
(For exampleOlwill greetSuewhenl see herbut neverbearmy soulto hereveragain.O)

Havegroupmemberghink throughthelies they musthavebelievedthatled to thosevows. (For

example:OSualoesnQike me,andthatOsvhy shealwaystalks to peopleaboutme behindmy backO).

Onceindividuals haveidentified thelies, encouragehemto renouncethoselies with thetruth. (For
example:ORegardlessf what Suemight havesaidthatonetime, shehasaskedmefor forgiveness,
and lwill alwaysremembetthatthereis no condemnatiorfor thosewho arein Christ JesusO).

We arestill left with the pain of the original wound. To dealwith that,encouraggroupmemberdo
grievethe pain of thewoundin healthyways. (For example:Olknow you aredeeplyhurt by what
happeneditOsaturalyou would feel denialandangeraboutit, but we needto moveforward. Ask
God tomeetyou in your sadnessindfrustration,andtrustthatHe will healandchangeyour heart.O)

ItOs importartb help peoplegrieve andexperiencehe brokennessnvolved with interpersonatonflict. We
haveto stepout of the positionof being God anddoing our own pain managementlypically, itOnly in that
pain thatwe reachoutto God. And whenwe do, he startshealingour spirits andour community.

An Exercise B
HereOanexerciselOvalonein my smallgroupto help peoplework throughthe procesf healing:

Give eachpersonin your groupa blackpieceof paperandsomeblack pensor pencils.(Obviously,
writing black-on-blackwill makeit hardfor anyonebut the authorto readthe paper,andthatis by
design.This stepis betweeneachpersonandGod.)

Haveyour groupspendsometime askingthe Lord to reveala sorespotNa placewhereyou feel a
darknessn your relationshipwith God, or with his people.Instructyour groupto askthe Lord if there
are anyunhealthyvows thathavebeenmadethat arekeepingthemin thatdarkness.

As theyidentify unhealthyvows, havegroupmemberswrite themdown on theirdark pieceof paper.

The nextstepis for the groupto think andpray aboutwhat lies they might havebelievedthatled to
those vowsAs peopleidentify thoselies, havethemwrite themdown, thenrenouncehelie with
GodOsuth. John1:4D5says,OThéNord gavelife to everythingthatwascreated, andhis life brought
light to everyone Thelight shinesin the darkness, anthe darknessanneverextinguishitO(nlt).

Oncethelies havebeenrenouncedhavegroupmembersarite down the painful woundthat started
the process.

Sayto your group, OWhatyou wrote down on your dark pieceof paperis partof the darknesshat
Jesus cami illuminate.WhenJesuscameto earthto makehis homewith us, heknewvery well that
he wasmovinginto a darkplace.But Jesusstill wantedto be herewith us. And eventhoughwe deal
with darknessn our relationshipsthe Lord wantsto shinehis light into thosedark cornersof our
Christiancommunity.O

As afinal step,locatea medium-sizedrossandplaceit on a wall or table.Thenhavegroupmembers
lay theirblack Wound, Lie, andVow paperson the cross,symbolizingJesus@deemingandhealing
work on our behalf.Closeby prayingfor oneanother.

ND AN LENTZ; copyright2008by theauthorand Christianity Today International.

Discuss:

Do | agreethatit is impossibleto love God andhatea Christianbrotheror sisterAVhy?

Whenhavel receivedhealingandresolutionafter beingwoundedby anotherpersonWhatwerethe keys
to thehealingprocess?

Havel recentlybelievedany lies or madeany vows after beingwounded?

1.
2.

3.
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Reviving a Group by Involving

Members

Here are six keys to group health that your members deserve to
know about.

Romans 12:6DB8

Groupmemberswill be muchmoreaptto continuewith the groupoverthelong haulif theyfeel a meaningful
level of ownershipandresponsibilityin the group.In orderfor groupmemberdo senseownership thereare
six thingsthey deserve.

1. They deserve to see the vision. ItOgheresponsibilityof the small-groupleaderto expresshe
vision in sucha fashionthatgroupmembersbecomedesperatéo seethatvision becomeareality.
Vision focuseghe group.

2. They deserve to know the goals. Goalsenergizea smallgroup.Goalsshouldbe measurable.
Somegoalsa groupmight adoptareto getthreepre-Christiando becomepart of the group,to spend
three weekend®getheron mission,neverto missa meetingunlessthereOa deathin the family, to
get togethejust for fun oncea month,to pray daily for oneanotherto be availablefor oneanother,
and toseethefruit of transformedives.

3. They deserve to help prepare the strategy necessary to accomplish the goals. If a small
groupsetsgoalswithout creatingstrategieso accomplishthosegoats,the goalswill mostlikely never
be met.Strategiesarevital becausahey organizethe groupto accomplishthe goalsthathavebeen
determinedItOsmportantto involve groupmembersn developingstrategiesThe outcomewill likely
be muchbetterthanwhatyou would createalone,andwill developa healthylevel of ownership.And
whenpeoplehaveownership theywillingly give their time andeffort to executingthe strategy.

4. They deserve to be invited into the adventure. Small-groupmemberswvho seethe groupOs
vision will helpto setthe goalsandestablishthe strategiedo accomplishthosegoals,andthey will
excitedaboutdoing their parts.As membersareencouragedo exercisetheir naturalabilities and
spiritual gifts, theyOlfeel satisfactionbecauseheywantto be a partof somethingvital and
significant. Growth naturally occurswhena personis encouragedo go beyondpresentabilities and
comfortzones.

5. They deserve to evaluate progress. All greatsmall groupsevaluategrouplife together.They
evaluateif theyOreaccomplishinghe goalsthey setandif theyOréeepingthe groupcovenantThey
also evaluateachstrategicexperienceafter its completion.Evaluationenableshe groupto modify
some aspeatf a strategyor revisitsharedgoals.Evaluationis vital not only to the retentionof group
membershut alsoto the level of ownershipgroup memberdeel to the group.Eachtime your group
spendgime in evaluationmembersareremindedof the groupOsision, goals,andstrategiesThis re-
energizepeople.

6. They deserve to celebrate accomplishments. Celebrationunifies ateamforever.However,it
is oftenthe overlookedglue of grouplife. All too oftenwe setgoals,createstrategieswork hard,and
see amazingoalscometo fruitionNonly to beginworking on the nextexperienceor event.We skip
the mostimportantbondingexperiencecelebration Celebratingtogetheris fitting anytimeGod does
somethingwonderful,suchas enabling/ou to reacha milestone.Evaluate thencelebrateno matter
how negativahe evaluationis. We needto celebratethe completionof a projectaswelt as its
effectiveness.

WhatyouOvgust readmay go againseverythingyouOvelwaysbelievedto betrue aboutsmall-grouplife.

You mayhavebelievedthatthe lesspeoplehadto give, the morelikely theywereto stick around.Not so!
Most peopletendto give as muchime asnecessaryo somethinghatOsapturedheir hearts. And mostpeople
donOt givéheir heartsto a causeuntil theyOveottentheir handsdirty first. Be a grealeaderandgive your
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REVIVING A DYING SMALL GROUP

groupmembersownership,allowing themto beinvolvedin the processof preparatiorandaccomplishmenat
all levels.Guide,guard,nurture,andcherishthemthroughoutyour time together,andmostof your peoplewill
be fully committedto you andyour group.

N R ick HOweRTON excerptedrom DestinationCommunity (SerendipityHouse,2007). Usedwith
permission.

Discuss:

1. Do | haveavision for our smallgroup?If so,havel communicatedhatvision with my groupmembers?

2. Whataresomepossiblegoalsfor our group?How canwe getthe groupto decideandcommitto
accomplishinghem?

3. Whatstepscanour grouptaketo getbetterat evaluatiorandcelebration?
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Prescriptions for a Healthy Small
Group

Seven tips to help your group hum along at peak performance.
Proverbs 4:10D12

Whenit comesto goodhealth,smallgroupsarea lotlike people.We haveto take careof the body, or
somethingcango wrong. Hereare severtips to keepyour groupin greathealth.

1.

Eat balanced meals. Your groupneedsa goodbalanceof proteins(Bible study),starches
(fellowship andsupport),vegetablegtraining andequipping),fruit (of the Spirit, thatis), andgrains
(ministry to othersandoutreach).Too muchof onecategorywhile neglectingthe otherscan
eventuallycausesickness.

Also, you canQlive on fastfood or junk food. A fast-fooddietin your groupconsistsof five minutes
of prayerandten minutesof Bible study.Fellowshipis necessaryn a group,but it shouldnot crowd
out theessentialsJunkfood consistsof OcareleswordsQMatthew 12:36), OmeaninglessordsQ(1
Timothy 1:6), Ogodlesshatter(2 Timothy 2:16), andall kinds of foolish talk (Proverbs10:14).

Get your RDA of vitamins and minerals. A healthygroupgetsits recommendedlaily allowance
of Bible studyandprayer.Thatmeanghatfor a groupto continueto grow, theindividual group
memberanustpracticethesedisciplinesdaily. As eachpersongrowsstrongerin his or her
relationshipwith God,thewhole bodyis strengthened.

Get plenty of exercise. If all youdois eat,youOleventuallygetsofat thatyou canOgetout of
your chairs A groupthatconstantlyeatsis aninward-focusedyroup. Thatfocusfeelsgoodfor a
while, butitOsan unhealthyhabitin thelong run. YouOveyot to put the food you eatNespeciallythose
proteinsNinto action.

Thereareseveraltypesof exercisedhatwill give your groupa healthy outwardfocus.Onetypeis
isometric.This includesactivitiesyou cando right in your chairs:worshipandprayer.lsometric
exercisesreverticalin nature.The othertype of exerciseNservingothersNis horizontalin nature.

Onewarning: Do nottry to exercisewithout eatinga good balancedmealfirst. In otherwords,you
needto havethe meatof the Word andprayer,the nutrientsthatcomefrom training andequipping,
plusthe supportyou get fromfellowship beforeyou caneffectively ministerto others.

Get plenty of rest. Evena healthygroupneedso takea breakoncein awhile to rest,rejuvenate,
and refreshA groupthatdoesnot getenoughrestwill burnout. Restis an essentiafunctionin a
healthybody.

Practice good hygiene. A groupthatdoesnOtke careof itself beginsto stink. Group
hygieneNplanningfor the future, talking aboutproblems working on schedulesgeterminingwhatthe
Orules@reNmay seemlike little things, but if they arenOtakencareof on regularbasis the groupis
susceptibleo all kinds of diseases.

Get regular checkups. How do youknow if your smallgroupis in goodhealthor not?The same
way you know if your own body is: you monitor the symptoms RegularcheckupsNthatis, group
evaluationNcanhelp a groupavoid problemslater. Whenyou conducta groupcheckup you examine
all the partsof the bodyto be sureeverythingis in goodhealth.You askquestionsaandallow members
to talk abouthow theyfeel.

If you find any problems you startfixing themright away.Sometimesyou just needa smallshotof
enthusiasmOthertimesyou needmajor surgery.But if you donOgvaluateregularly,youOlhever
know.
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7. Be prepared for the occasional emergency. Evenhealthygroupssometimedavea problem.
The besthing to do whenthis happenss to takecareof it immediately.If you noticea sudden
problemin your group,call 911 right away.Deal with the situationyourselfif possible;if not, call in
your small-groupcoachor ministerto give adviceor helpyou handleit.

DonOtet problemstuchaschronicIatenessor absenceunhealthyattitudes;sinful, unrepentant
lifestyles; or lack of growthNfester until you havea life-threateningsituationon your hands.
Accidents,illnessesevenmajor catastrophesarepartof life. A strongsmallgroup,with the supportof
the churchGsmall groupministry team,candealwith themin healthywaysasthey come.

Too manygroupsdie becausehey did nottakegoodcareof themselvesDonOtet it happento you!
N M IKE MACK; copyright 1996by the authorandChristianity Today International.

Discuss:

1.Is oursmall grouphealthy?Why or why not?

2.Which arementionedabovedoesour groupdo well? In which areacanwe improve the most?
3.Whatthreestepscanour grouptakein the nextmonthto becomehealthierand strongeras akingdomunit?
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How to Kill Y our Small Group

When there are no other options, end your group in a way that will
bring about new life.

2?7?27

Everygroupdies.At somepoint, in thelife of everyteam,thereis anendpoint.As a leaderyou havethetough
job of choosingandleadingthe type of deathyour groupwill die. It will eitherbekilled strategicallyand
intentionallyin orderto seedandgeneratenew lifeNor it will die slow, painful death.

IOve seebothtypesof groupdeath.The slow, painful deathoccursin groupsthat havestayedtogethertoo
long, strayedfrom their purpose pr becomeinwardly focused.IOvealsoseena leademblow up a groupin order
to breathenewlife into it. Thesearemy favoritegroup deathsbecausehey alwaysresultin newleadersand
new opportunitiesfor connection At National CommunityChurch,this is thekind of deathwe wantall of our
groupsto experiencavhenthetime comes.

Leader,you hold the ignition switch. Herearesomethingsto helpyou asyou navigatethis process.

Timing

Starttalking aboutmultiplication from day one.At National CommunityChurch,we havea cultureof
multiplication. Locationsmultiply. Groupsmultiply. And leadersmultiply. Everythinghingeson ourgroup
leadersmultiplying themselvesWhenyou makethis a priority, peoplein your groupwill beginto Oown@his
vision for multiplication at different pointsalongthe way. Keeptalking aboutit. Most peoplearefearful of
changesovalidatetheir fearsandconcernsput continueto casta vision.

As ageneralprinciple, Ogrougeadersseemore andbefore.rhatmeansyou will recognizethe blow-up
momentbeforeanyoneelsein the group.In fact, the majority of peoplein your groupwill think itOdo0 early.

Leading

The mosimportantthing you haveto do is answerthe Owhy@uestion Why blow up thegroup?Thereare
manyreasonsbut the primary reasoncomesbackto thatvision of multiplication. ItOsaboutfulfilling the Great
Commissionandproviding connectionpoints for people.Whenwe multiply our smallgroups,we are
following biblical commandsmoving more peopleinto leadershipandallowing opportunitiesfor morepeople
to connectLook at the groupmultiplication asa mission.

Also, investin potentialleaders Find membersvho canleada newgroupin thefuture andgive them
opportunitiesto gainexperiencan everyaspeciof grouplife. And leanon your coachor pastor.They have
likely beenthroughtheseblow-upsbeforeandcangive you practicaladvicealongthe way. But most
importantly,theyarea sourceof encouragemerdandperspective.

Finally, beginsubgroupingn your existinggroup.In otherwords, havesmallergroupsmeettogetherwithin
your meetingtime to give potentialleadersexperienceandto beginto createa cultureof smallergroups.

The Practical Steps

If you arethinking aboutblowing up your group,thereare somepracticalstepsthat cangetyou startedFirst,
talk with your coachor pastoraboutit. Thentalk with the potentialleadersin your currentgroup.Next,
developatimeline for blowing up the group.And last, plana celebration.

DonOtet your groupdie a slow, painful, agonizingdeath.Blow it up andlive in the excitementf new life!

NH EATHER ZEMPEL; excerptedrom The Zone Gathering © 2007 by National CommunityChurch.

Discuss:

1.How do we decidewhetheror groupneedsto beblown up?

2.Who aresomepotentialleadersn my currentsmall group?How canl help preparethemfor leadership?
3.1f my groupneedsto be blown up, whatarethetwo stepsiOlineedto taketo startthe process?
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Further Explora  tion
Websites and books to help with small-group accountability

SmallGroups.com . Small-groupdraining resourcesrom Christianity Today International.

- (Bmall-GroupEvaluation®AssessmenPack

- GBoul CaredPracticalMinistry Skills

- (Dealingwith Divorcein Your Small GrougDSurvival Guide

LeadershipJournal.net. _ This websiteoffers practicaladviceandarticlesfor churchleaders.

Coach: Empower Others to Effectively Lead a Small Group by Joel Comiskeylnfluential small-
groupsauthorJoelComiskeybringstrustedresearchandpracticaladviceto discusscoachinggroupleaders
(CCSPublishing,2007;1SBN 0979067914).

Destination: Community by RickHowerton.A ministry manualto helpyouleada dynamicandredemptive
smallgroup (SerendipityHouse,2007;ISBN 978-1-5749-4352-8).

IOm aLeaderENow What? by Michael Mack Practicaladviceon howto guideandmaintainan effective
smallgroup (StandardPublishing,2007;ISBN 978-0784720769).

Making Small Groups Work by HenryCloud and JohnTownsendThis book providessmall-groupleaders
with valuableguidanceandinformation on how they canhelptheir groupsto grow spiritually, emotionally,
and relationally(Zondervan] SBN 978-0310255123).

Successful Small Groups by TeenaM. Stewart Explorethe proces=of building andmaintaininga
growing communityfrom conceptto practice(BeaconHill Press2007;ISBN 978-0-8341-2337-3).
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