Leadership principles

Find others in the church that have a heart for young adults and get them involved. The best way to recruit and maintain leaders is to pray them into the leadership position and once you have them committed to serving young adults then give them a detailed description of what you want them to do. There is nothing more frustrating as a volunteer then not knowing what others are expecting of you. Give them the details of what a small group leader or a Sunday School teacher does and is responsible for. 
Get some leaders that are older and are not young adults any longer. All the leaders in the children’s ministry are not children and all the leaders in the youth ministry are not youth, so why do all leaders / volunteers in young adult ministry need to be young adults? You will see great mentoring relationships form If you would just allow the older generation to impact the younger generation.

What do we want our staff to know about leading leaders?
· #1 thing we must do is VALUE leaders

· Passion meets Purpose

What can we put in the leader’s toolbox to help them value their leaders that lead other leaders? 

· What is difference between leader / volunteer? 

· Less commitment Equal value

Valuing Leaders

A. Appreciate Leaders

a. Acknowledge Them

i. Resource them

ii. Birthday / anniversaries 

1. theirs / families (If applicable) 

iii. compliments

1. Notes

2. Calls

iv. Thank you

1. Thank you cards
v. Know their world

1. family / hobbies / how they are “loved” 

vi. Leader Phone List

b. Communication

i. Call / email them back

ii. Don’t let communication just be reactive, allow communication to be proactive

1. update them on ministry happenings

a. newsletter? Email? Reports at meetings? 

2. Clarify where your team / ministry has “won” 

3. Keep people looped into what is happening

c. Recreate with your leaders (Do life with them)

Don’t allow this to tool to take over your own life / you must lead yourself well before you can do this with your team

1. (Time management) 

ii. Jesus Model of Leadership (Friendship) 

iii. Eat meals together 

B. Manage Leaders (Train Hard to Manage Easy) 

a. Lay out CLEAR EXPECTATIONS

i. Ministry Description (What needs to be included in this?) 

1. Time Commitment

2. Duties

3. Equipping 

ii. Equip

1. Orientation before ANY duties begin

a. Train hard, manage easy

2. Explain Ministry Description

iii. Have consistent meeting / connection time

a. Communicate frequency of meetings 

b. Be prepared before every scheduled meeting

i. If you don’t come up with an agenda, someone else will

1. you must be prepared

2. agenda = organized

a. they want this from you

c. these meetings must be sensitive to their time however it must also be productive 

d. These meetings must be preparation driven not reactive driven

i. Think through before you have this meeting 

e. These meetings must have the elements of the  3- F’s (Food/Fun/Fellowship) 

b. Model Team Concept

i. Lead by vision not position

1. Team directed vs. Dictator Directed

a. Team concept of decision making

b. Team speaking into process

2. You are responsible for  the decision

a. You can delegate the authority but not the responsibility 

ii. Motivate not Manipulate

1. let people speak into the process / decision

a. ideas will be better 

b. people like to contribute

i. people tend to work harder when they are able to speak into something rather than have someone tell them what to do 

1. VALUE THEIR OPINION

a. God put them on your team for a reason

c. Discipline For Leaders

i. Correcting leaders

1. Example of being late

a. You must earn the right to correct leaders

ii. They must know that you value them over the organization

1. however you can and should communicate the value of the organization and the part that they personally play in the organization

iii. Statements to help you correct / Discipline leaders

1. “Are you ok?”

2. “Tell me more”

3. “What do you think”

4. “How is ___________ going?” 

a. The blank is ministry/thing that needs to be corrected 

iv. Go back to the vision / Ministry Description / Expectations 

C. Discipleship for Leaders


a. Mostly goes back to VALUING leaders

b. Ask them what they are learning in their walk with God

i. Where are they being challenged

ii. How can you pray for them (THEN PRAY FOR THEM) 

1. when God reminds you of that particular prayer request / be obedient to the Spirit and pray for them

a. Does not need to be a formal thing / allow the Spirit to bring it up in your mind. 

Additional PowerPoint / teaching for leaders: 


- Helping our staff balance their OWN lives. You must LEAD yourself 

3. Young Adult Ministry 2.0 - You’ve Started, So now What?

1.  First Things First – Pray for Holy Spirit Creativity

In Scripture, the Holy Spirit often has a creative work.  A growing and vibrant Young Adult ministry has to be infused with the power of the Holy Spirit.  Ask God to give you God driven creativity.  A Young Adult Ministry without creativity is like a Latte without espresso. Dedicate parts of your week and meetings to prayer for direction, guidance and wisdom.  Don’t do it without God’s help!
Ask God to help you think in new ways.  Ask God to lead you to new resources and other groups and leaders who can inspire you.

Make Prayer an important part of all that you are doing.

2.  Give It Away – Lead a Team as well as a ministry

Most ministry visions start with a leader.  An individual who believes that Young Adults can and should be reached.  The best way to achieve that vision or mission is with a team.  Jesus need 12 disciples – you probably need some help too!  Build and invest in a core group of several people who can do this ministry with you.  This core team can replicate and grow faster than you can individually.  A great resource for team building is the book 17 Qualities of a Team by John Maxwell. Spend time with these followers, teaching them, mentoring them, releasing them to help with the ministry.  You can’t do it alone!
3.  Do It Right – If it’s worth Doing, Do it Excellent

One of the great strengths of Young Adult ministry is its organic, relaxed feel.  Earl Creps, a leading A/G church planter in the emergent stream, describes most of the young adult groups he’s seen as a mixture of Starbucks, Ikea and Best Buy, only not as good.  We tend to be an eclectic mishmash of the cultural trends around us.  That is one of our strengths.  We can’t, however, allow our need for spontaneity and reality to create an inferior ministry.  It takes planning and excellence to really attract and keep young adults.  Have a plan, work ahead of time.  From sermon preparation to leading events – do what it takes and do with excellence.  I’m not talking about the fake kind of showmanship popular with Christian television, but the basics of leadership and ministry.  Be early at events, have things ready and prepared.  Do it with excellence and quality.
4.  Go to Them – Be where Young Adults Are
You have to lose the idea, “If I build it, they will come.”  Most ministries just don’t work that way.  It takes a concentrated, strategic effort to reach young adults where they are.  I’ve talked with some of the fastest growing and largest Young Adult group leaders, every one of them had a plan and a strategy to impact Young Adults.  The growth was the result of intentional effort.  You have to decide where you want to find young adults.  Three quick options you can “C”:

-- YAs in your Church

There are already some young adults in your church.  Odds are this is why you started your ministry.  Go after them first.  Didn’t Jesus say you’ll be my witnesses first in Jerusalem, then Judea….the uttermost parts of the earth? Start local and build from there.  Build a strong relationship with your youth ministry, every year they graduate high school seniors.  Find out where the last 2 or 3 classes of students have gone.  Start here.

-- YAs in your Community

In our town, it’s the Riverwalk area.  In your community it’s somewhere else.  It’s the place lost young adults get together.  It’s in that place you need to reach out.  A word of caution – typically you’ll find 2 things wherever you have large groups of young adults – loud music and alcohol.  But from what I understand it’s very similar environment to where Jesus had dinner with tax collectors – minus the Black Eyed Peas music.    Figure out the way you can make a difference here and attract people to your ministry.
-- YAs on Campus

Around your church you’ll probably find some college or university.  If you have one or two, target them.  Find ways to reach out on campus, find students who are there who are going to your church.  Go to ballgames, activities, events.  Sponsor events on campus.  Work with the college leadership.  Host bible studies on campus.  Check out the resources at Chi Alpha for both starting a Chi Alpha as well as how a local church can impact a school.
6.  Multiply Yourself – The More in Ministry the Merrier
You already have a leadership team – now expand.  Allow young adults to “do” the ministry.  The more young adults involved in your ministry and outreach the more likely you are to see it grow.  We hit a plateau of growth several years ago; we were stuck on about 40 or 50 young adults consistently attending our services and events.  Our team goal shifted from increasing attendance to adding people in ministry.  Our goal was that in 2 months we had 40 people in ministry.  We did.  6 months later attendance was 80 – 90 and hasn’t gone back.  
When your young adults feel like they have ownership, when they feel like they are really a part of it, they will attend more often and with greater consistency and will typically bring more of their friends to be a part of it.  Make up jobs for them to be involved with so that everyone has a part.  If you have to choose between 2 people doing a job more effectively and faster and 4 people doing the same job longer but just as effective – choose 4 people.  More people involved is always better.
7.  Do it Better – Be a Learner not a Loner
Nobody knows everything.  Learn from everyone.  I regularly read business magazines, ministry books, marketing research on young adults and just about anything else I can find on people who are working with and ministering to young adults.  I email leaders of groups.  I meet people on Facebook and chat with them.  I try to learn as much as possible.  I listen to other leaders sermons on podcasts.  Last year I visited other groups and their services.  We all need help, don’t be afraid to ask.  
Find Young Adults in your community you can learn from.  Interview them and let them be your resource.
8.  Do ALL the right things – Create Balance in your ministry

So many times, groups get pegged into one kind of ministry.  They are heavy on discipleship, but week on events or vice versa.  The most common group you see is the young adult group that eats out together, goes on ski trips together, plays paintball together but rarely prays together.  You need balance.  Young Adults need to have fun together, provide opportunities for that to happen.  Young adults need to grow in their faith walk with God – provide opportunities for that to happen.  Young Adults need to be involved in missions and helping others – provide opportunities for that to happen.    Create a healthy balance.
9.  Leverage Life - Never Eat Alone

As leaders you can’t do everything, you can’t be everywhere.  One of the great tools I’ve used is to leverage life events for relationship.  Make lunch appointments.  You have to eat lunch – so do they, so why not eat together?  Our group eats out together all the time.  Holidays are also great times to get together.  Believe it or not, one of our biggest events of the year is Thanksgiving night!  A lot of college students have nowhere to go, nothing to do the next night and want to be together.  It’s a perfect night.  (Plus there are dozens – me included – whose families drive the nuts so they have a reason to leave Aunt Matilda’s fruit cake and leave)
Leverage life for ministry.

10. Integrate – my ministry or HIS church 
Young Adult leaders can’t miss the forest for the trees.  Jesus said build my church – not my young adult group.  It’s very important that figure out your role in your church.  Long term, young adult groups who connect people with the local church are most successful at building lifelong followers of Jesus Christ.  

With the wide range of ages and styles that exist in most churches, integrating young adults within the mainstream of church life can seem like an impossible task. Yet this mission is possible, and necessary for the long term success of any young adult ministry. 

The benefits of integrated young adult ministry are numerous, including…

· Increased support by church leadership

· Increased opportunities to lead and serve

· Increased influence in the church at large, infusing energy and passion

· Increased doorways into the young adult ministry

Young adult ministry that’s integrated into the larger church receives increased support by church leadership. That’s because the results of the ministry become more visible when this age ceases to be a church within a church. A strong young adult ministry can produce many capable workers for the church, especially in the areas of children, youth, music, and media. And this excites leadership, especially the senior pastor! Ask your pastor how young adults can serve other ministries, and invite him to join with others for dinner or coffee after service. Sometimes young adults assume that older leadership can’t understand them, and that the leadership is simply out of touch. But building relationships between the pastor and the group can help bring mutual understanding and friendship. 

If you feel like the church isn’t supporting you, perhaps you should ask if you are supporting the church. Are you promoting and serving in the ministries that are vital to the church? Are you well represented at major events and outreaches? Do you know what your church’s leadership is passionate about? Do you know their vision, and how young adults fit into that vision? It’s pretty hard to support the goals of the church if you’re planning camping trips for the young adults every other weekend, and difficult to serve other ministries if your burgeoning event calendar leaves no margin for involvement in other areas of the church. So make sure your young adult ministry is not an end to itself, but rather see the important role it can play in strengthening your church. Your ministry will reap the benefits of a Godly covering by leadership.

Another facet of integration of young adult ministry should be connection with your church’s youth. It is a well-documented fact that many leave the church at the age of 18, and increasing numbers of them will not return later in life. Additionally, many young adult ministries have short life spans because the group grows old, and there are insufficient numbers of younger people coming in to replace them. Strong relationships with the youth can turn this endemic problem into a wonderful opportunity.

Start building bridges with the youth, (as well as others), in practical ways. Recognize and talk to them when you see them! Occasionally grab dinner with them after church. Engage them in some friendly athletic competition. Conduct a joint service where responsibilities are shared, and then kill the youth in laser tag afterwards! When these relationships are built, youth will no longer dread the transition to adulthood, but eagerly anticipate it. 

Here are some steps to integration you might want to consider:

1. Decide your purpose

a. Are you a standalone ministry, auxiliary minister, feeder to main church or ____

2. Support your church

a. Money – personally and as a group.  Support initiatives and encourage tithing.
b. Contribute – get involved in ministry in other areas of the church.  Don’t be territorial.
c. Attend

i. Bill Hybels, “It’s Sunday Stupid.”  The main thing is the main thing.  Don’t schedule retreats that conflict with Sunday service.
ii. As a leader, attend church.  It sends a message.  

3. Affirm your leadership

a. Pastors - If you support your pastor and church watch you pastor and church support you.  Take the youth pastor to lunch.  Be his friend not his competitor.
b. Lay Leaders – The key leaders in your church need to be on your team in ministry or on in your team in spirit.  Regularly tell stories of what God is doing in the lives of young adults.
4. Integrate your people

a. Other Ministry areas

b. Events – Leverage big church events to promote to young adults
5. Schedule your events

a. Work around schedules of other ministry groups.  It isn’t worth fighting the children’s pastor over the use of a bus or a room.  Be flexible.
6. Develop your team

a. Find the key leaders in the church and learn 

b. Pull from key assets

7. Sacrifice your ego

a. Your ministry isn’t the only ministry.  Every ministry is valid.  Nothing is so sacred that everything else drops by the wayside.  
8. Resist your competitiveness

a. Your goal is not to look better than the youth pastor no matter how much you enjoy beating him or her in Halo 2
Bonus: Become Invaluable – Meet a need

If there is a need in your church that no one is meeting, volunteer the young adults to do it.  Make a statement – make an impact.

11.  Embrace Change – Go Back to the Drawing Board 
Every 4 years colleges see a complete turnover.  There is a good chance you’ll have the same thing.  It will take a new set of ideas and approaches to reach this new generation.  Constantly reinvent.  Constantly change for the better.  Reset your agenda but keep your focus – reaching young adults.
4.  8 Ways to Lead Young Adults in their transition to maturity:

(1) Set measurable goals for the young adult

· A goal is something measurable and something attainable. 

· Stuff you can see and they can do.

(2) Set variable goals for the young adult

· Remember: don’t get locked into expectations.  

· Celebrate small advances by setting small goals.  

1. I’ve got a guy who sent me a text message everyday he went without smoking a cigarette.  

2. Whenever someone comes back to church they want to “do” so many things, I try to counsel them to just make it to church next week.  Let’s get to church next Sunday.  Then let’s make it 2 Saturday’s or 2 Sundays.  

· Then set bigger goals.

(3) Give assignments between meetings

· Homework reveals those committed to change.  

1. One girl I met with spent an hour and a half pouring out her heart on how she wanted to change and be different.  I asked her to make one phone call to apologize for something she had done.  I wouldn’t meet with her again until she called that person – that was 2 years ago.  We still haven’t met.  

2. For someone changing their life I usually make this assignment:  Next time come back with a list of every person in your life who is a negative influence and everyone who is a positive influence.  I’ll also ask them to list the 5 people they text message the most.  Show up with those at the next meeting.  Usually I give them something to read as well.

(4) Record success and failures of the young adult in a journal

· This is as helpful for you as it is for them.  When they screw up you can go back and remind them of where they got it right.  

· If it helps in a clinical counseling environment it is bound to help you. 

· These journals must be in a secured private location.

(5) Help them achieve the goal – but don’t do it for them

· They don’t need a babysitter.  They don’t need a fixer.  They don’t need a personal banker.  

· They do need a prophet to tell them truth.  They do need a Moses to lead them to the Promised Land.  They need a leader who sacrifices for them not an enabler. 

(6) Don’t give up when they fail

· How many times have you failed?  God’s called you to help them as much as you’ve failed.  Don’t give up on them.  They can always come home.

(7) Be a positive leader

· Lead from the positive not the negative.  They have enough deconstructionists, negative, dark, evil, sadistic, bad stuff in their lives.  

· Script your conversations, script your sermons, script your services, and script your events to be places of joy and hope and peace.  

· People should leave the presence of God and your presence feeling better.

(8) Be ahead of them in the journey

· I need a leader in my life that’s been there and will take me where they’ve been.  We can discover the road together, but, I want to follow somebody who’s got the hand of God on them.  Young adults are no different.  

1. Pray more than them

2. Read the bible more than them

3. Live holier than them…it’s not a contest, just the responsibility of leaders.

5. 10 Essential Commitments to Better Communicate with Young Adults

1.  I need to be consistent.

Basic principle.  Not perfect, but consistent.  Consistent with my message and my lifestyle.  It goes without saying.  Consistency may require honesty about ignorance.  When teaching on I Tim. 2 I have to admit to myself and my audience that despite all the exegesis and opinion in the world, I'm just not exactly sure what the heck Paul meant regarding women. I have an idea, but...

2.  I need to be simple.

This is where the rubber meets the road.  It's the biggest lesson I’ve learned in young adult ministry.  The average person doesn't care about complex realities and deep issues.  Most of them are just trying to get through their week.  This doesn't mean they shouldn't be pushed towards them; it needs to be done with care.  Some of us have spent so much time in the academic world or even in the preparation of our material that we forget that the vast majority of the US population is not college educated (I'm cheating, I know, I'm including children).  Case in point:  String theory lit me up this year. I've read it, watched the PBS special and loved it.  Couple of months ago I referenced it in a message.  I felt the clammy feel every speaker has when they know no one knows what you’re talking about.  I asked if anyone had heard of string theory.  Big crowd, no one responded...I hinted at what it meant...they were lost.  Will they know in the future, probably...but....it’s not as relevant as I thought.  To Chris, for example, who's step dad is abusing her or Sharon who isn't sure about Christ or Jason who just found out his daughter just might not be his daughter after all...all who were in attendance that night.  

Keep it simple. Too much of what I've heard in the emerging church communication is simply confusing.

3.  I need to be inviting.

When I communicate, I need to invite people in to experience, feel, see, taste, and smell what is happening.  Narrative and metaphor preaching is a great way to get people into the story.  I think a good communicator needs to get people into the story anyway they can.  Narrative is quickly become the default way to do this.  I don't think it’s the only way.

4.  I need to be practical.

Why do you think 7 Habits, 21 Laws, 3 Ways, etc, etc, etc, still sell so much.  People want, I believe, handles to hang their ideas on.  Reference points on how to do life.   A guide doesn’t tell you what to experience, but how to prepare for the experience.  Real life is hard for most people.  Real life presents real questions for most people and real questions need answers, not just a story that leaves them with more questions.  Yes, more questions, lead to more answers, but at some point doesn't someone need to say...okay here's what you do and why you do it?

5.  I need to be truth based.

For me, this is the Bible.  But more than this, I need to be opinion-less. I know I'm probably the closest to a fundamentalist in many social groups but I'm sticking to this one.  Authoritative preaching/teaching needs to come from a source.  I'm not just providing an option for people to choose.  My role is to train them for service in the body of Christ.  James, Paul, Peter and even Jesus spoke specific commands on life and living and what it means to live as a body.  When I'm speaking these are not just my ideas and thoughts, they need to be the truth.

6.  I need to be compassionate.

They will know we are Christians by our love. It is the primary communication method.

7.  I need to demonstrate what I’m teaching.

I need to provide an example both in the message and in the world.  "Do something" is becoming my mantra.  

8.  I need to be personal.

Not just about me, but about everything.  I've abandoned the "we as Christians" line for "I."  Why?  Because, it’s more personal.  I got this from a great mentor/coach and a couple of leading business communicators.  "We" might not do anything, but "I" have to do something.

9.  I need to be short.

From this list you see I'm struggling with this one.  In sincerity, my tradition values the long hour sermon....I'm trying my best to shave my time down.  It goes with the simple point above.  I'm 30+ minutes in most settings and that's way too long...anyway I think this is important in today's sitcom culture

10.  I need to be interesting.

I hate boring preaching. How can we take the greatest story every told and make it boring?  How can we take the greatest truth of all time and make it so no one wants to hear it.  This is where metaphor and story helps us. This is where I think the greatest strength of the narrative/image rich preaching comes into play.  If people make Jesus boring...if they make the life of Christ boring...if they make life with Christ boring...I think they need to stop.  I didn't say funny, I didn't say comical, I did say interesting.

