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EASTPOINT: WHO GOD
HAS CALLED US TO BE
OUR MISSION & STRATEGY
We exist to make disciples of Jesus who share Him with others. To
accomplish this mission, our intent is to help you: 1. Know God, 2. Find
Freedom, 3. Engage Community, and 4. Share Your Story.

Know God
You are created for a personal relationship with God. Sin separates each
of us from God, but through Jesus, we are reconciled with God. This
means that you get to relate with God as Father, friend, counselor, and
in so many other ways. It all begins with knowing God.

Find Freedom
You can experience freedom--true freedom--and it comes through Jesus.
All too often our past sins, struggles, disappointments, failures, even
oppressions from the enemy hold us back in bondage. Galatians 5:1
encourages us, “It is for freedom that Christ has set us free. Stand firm,
then, and do not let yourselves be burdened again by a yoke of slavery.”
You can be free, and we want to help you find freedom through Jesus.

Engage Community
You are also created for a relationship with others. God never intended
you to follow Jesus alone, so join a group and link arms with others;
let’s journey together as we follow Jesus. In addition to being part of a
group, join a Serve Team and partner with us as we show and share the
love of Jesus with Greater Portland--serving inside and outside the walls
of our building.

Share Your Story
When you encounter Jesus, the natural response is to share Him with
others. You share with your friends, family, coworkers, neighbors, and
the people you interact with in your everyday life. Sometimes you share
what life was like before you knew Jesus, how you came to Jesus, and
how life is different now that you know Jesus. Other times, you simply
share about what Jesus is doing in your life now. Jesus changes your life,
so share your story with others.
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OUR CORE VALUES
Christians, throughout the ages, have devoted themselves to three
values found in the teachings of Jesus: 1. loving God, 2. loving the
Church, and 3. loving our neighbors (Matt. 22:37-38; Luke 10:25-37; John
13:34-35). As we follow Jesus, we keep it pretty simple, so these are the
core values that motivate everything we do as a church. We pray and
seek to be known by our love for God, love for the Church, and love for
our neighbors.

OUR BELIEFS
• We believe in one loving God, the Almighty Father, who is the
Creator of all things.
• We believe in one Lord, Jesus Christ, who has existed with the
Father from the very beginning. He is one with the Father and
always has been. Through Jesus all things were made. For our
salvation He came down from heaven: and by the power of the
Holy Spirit He became fully human, being born of the virgin,
Mary.
• For our sake Jesus was crucified under Pontius Pilate. Jesus
suffered death and was buried, and on the third day He rose
again. He ascended into heaven, and is seated at the right hand
of the Father. He will come again in glory to judge the living and
the dead, and His Kingdom will never end.
• We believe in the Holy Spirit, who works in conjunction with
the Father and the Son. With the Father and the Son, He is
worshipped and glorified. He has spoken through men who
wrote the Scriptures, and we believe these Scriptures to be true
and trustworthy.
• We believe in one Church that is filled with all of the faithful
followers of Jesus. We acknowledge one baptism and repentance
for the forgiveness of sins.
• We eagerly await the resurrection of the dead, and the life of the
world to come.

w w w.east poin t .c hurc h

7

PHILOSOPHY OF MINISTRY
We embrace an ‘open table’ approach to ministry, which we believe is
key to providing a loving environment where people can explore their
faith and experience community. We realize this can happen through
many different entry points, such as events, Life Groups, serving on a
team, classes, and outreach.
There are groups and teams people can join while exploring their faith.
When people are ready to partner with us to advance the mission, they
can do so by becoming a Core Values Partner. While people may engage
with us through various entry points, the goal is the same: we want to
help everyone know God, find freedom, engage community, and share
their story.

Next Steps for Newcomers
People come to our community from a variety of secular and religious
backgrounds. As we get to know people, it is important to encourage
them to continually take next steps of faith in their journey with Jesus.
• Sunday Worship Service - Depending on where a person
begins, a Sunday worship service may be a first step or a next
step. Our services are designed to glorify God and inspire people
to follow Jesus.
• Discover Eastpoint - This single-session event is designed
with newcomers in mind. We share Eastpoint’s story and how
they can take next steps with Jesus and get involved with our
church.
• Starting Point - This is a great group for people who are starting
to explore faith in Jesus or returning to church after time away
from church. Starting Point is a conversational environment, so
it is a great next step for people with questions about faith in
Jesus.
• Baptism - Baptism is an important part of expressing our faith
in Jesus Christ. For this reason, we do not baptize infants and we
encourage those who were baptized as an infant to experience
baptism as an expression of their personal faith in Jesus.

8
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• Core Values Class - This single-session, two hour class
outlines Eastpoint’s mission, strategy, values, and beliefs. At
the end of the class, people are given an opportunity to become
a Core Values Partner, (please see page _), (our term for church
membership).
• Classes - We offer a number of classes on a regular basis,
that offer opportunities to grow in your faith and with the
community around you.
• Small Group Experience - Being part of a Life Group, Freedom
Group, or Class is a vital part of spiritual formation at Eastpoint!
• Life Groups are small groups of 8-16 adults that meet
all across Southern Maine to share life, care for one
another, and talk about the Bible in conjunction with
the Sunday message. Life Groups are ‘base camp’ for
community at Eastpoint.
• Freedom Groups are small groups with a specific focus
to help people experience freedom through Jesus from
things like: grief, divorce, alcohol, cancer, finances,
etc.
• Classes are small groups with a specific focus of diving
in deeper to one of our strategy points: Know God, Find
Freedom, Engage Community, and Share Your Story.
• Serving - Serving is one of the key ways we get to join God in
his work and make a difference that matters in people’s lives.
We have a variety of opportunities available on Sundays and
throughout the week.
• Outreach - It is important for every Christ follower to make time
to love and serve people outside of the church. We find that it
is equally fruitful to partner with both Christian and secular
organizations.
As we embrace this philosophy, it is important to keep in mind that
everyone is at a different point on their faith journey. In light of this, we
must approach people full of grace and full of truth.
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Why Small Groups?
Small groups are central to what we do at Eastpoint, but why?
First, Jesus formed a ‘small group’ of sorts with his disciples. In Matthew
10:1-4, we have the first small group roster composed of Jesus’ twelve
disciples. These guys did everything together: grew in faith by learning
from Jesus, prayed, enjoyed community, served, and even went out and
made more disciples together. When Jesus ascended into heaven (after
rising from the dead), the disciples did the only thing they knew when
it came to following Jesus - they began meeting in small groups with
new believers. Luke describes life in the Early Church this way in Acts
2:42-47,
42 They devoted themselves to the apostles’ teaching and to fellowship, to
the breaking of bread and to prayer. 43 Everyone was filled with awe at the many
wonders and signs performed by the apostles. 44 All the believers were together
and had everything in common. 45 They sold property and possessions to give to
anyone who had need. 46 Every day they continued to meet together in the temple
courts. They broke bread in their homes and ate together with glad and sincere
hearts, 47 praising God and enjoying the favor of all the people. And the Lord
added to their number daily those who were being saved.

In addition to gathering in the temple courts, the believers were also
gathering in each others’ homes and sharing life together. From the very
beginning, following Jesus has just always been better together.
Second, we have found over the years that being connected to a small
group is directly correlated to whether or not people will remain
connected to the church at large. In fact, if someone is connected in a
small group, then they will remain connected to Eastpoint about 94%
of the time; however, if someone is not in a small group, then they will
only remain connected to Eastpoint about 18% of the time. This is why
we often say, “If you are not in a Life Group, we are going to lose you.” It
is easy to just be a face in a crowd, and while this might be comforting
initially, long term it is detrimental to one’s faith. If one wants to remain
connected, one has to get connected.

10
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God has created us for relationships, and we were never intended to try
and follow Jesus on our own. Small groups are the best way to connect
with others who are seeking to follow Jesus and be encouraged in your
own faith journey.

w w w.east poin t .c hurc h

11

LEADERSHIP
BASICS
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LEADERSHIP BASICS
LEADERSHIP 101
What is leadership? At the most fundamental level, leadership is
influence. Leaders influence their families, communities, workplaces,
and churches.
As a leader, it can be tempting to use one’s influence to move people on
one’s own agenda, but this is the opposite of what we see in Scripture.
Henry Blackaby, in his book Spiritual Leadership, gives a solid biblical
definition of leadership,
“Spiritual leadership is moving
people on God’s agenda,”

“

“

which necessitates followership. In order to move others on God’s
agenda, one must be following God and moving on His agenda him or
herself. Contrary to the self-help books on Amazon, leading does not
come from personal willpower or ideological brilliance. Rather, God
is the source of one’s leadership. Leaders must depend upon the Holy
Spirit to lead them as they lead others.
In the world, leadership is a position of power and prestige. Scripture
paints a different picture of leadership. In God’s economy, leadership
is a position of service. Just after instituting Communion at the Last
Supper, Jesus addresses a dispute that had arisen amongst the disciples.
Jesus said to them, “The kings of the Gentiles lord it over them; and those
who exercise authority over them call themselves Benefactors. But you are not
to be like that. Instead, the greatest among you should be like the youngest, and
the one who rules like the one who serves. For who is greater, the one who is at
the table or the one who serves? Is it not the one who is at the table? But I am
among you as one who serves.
-Luke 22:25-27

Jesus’ whole existence and ministry was and is characterized by service,
but one instance late in his ministry stands out. Shortly before going to
14
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the cross, Jesus washed the feet of his disciples during dinner. Culturally,
this task was reserved for the lowest of household servants, but Jesus
willingly served in this way. After doing so, Jesus clarifies his act,
I have set you an example that you should do as I have done for you. Very
truly I tell you, no servant is greater than his master, nor is a messenger greater
than the one who sent him. Now that you know these things, you will be blessed
if you do them.
-John 13:15-17

When we lead, we leverage the influence given to us to serve those
under our oversight and point them to Jesus.

CASTING VISION
As a leader, people look to you for direction. Casting vision and moving
people in a direction is a huge responsibility, so what can we learn from
Jesus in this area?
Jesus is the ultimate example of biblical leadership, and as one
would expect, Jesus was a vision caster. He had a vision for himself,
his disciples, his ministry, and the world. Interestingly, Jesus did not
conjure up his vision on his own; rather, Jesus submitted to the Father.
He sought the Father for vision and direction. Like Jesus, we strive to
be leaders who move people on God’s agenda. We must seek God for
His vision and direction for the church as a whole, ministry areas, and
individual small groups.
The Staff and Elders are continually seeking God and asking Him to
reveal His vision for Eastpoint. We encourage you to seek the Lord too.
Ask God what His vision is for your team or group and how your team
or group aligns with the vision of Eastpoint. As you are discerning the
vision God is giving you, be sure to communicate often with your Coach
and Director to ensure alignment in the direction God is moving us as
a church.
Once God’s vision has been revealed, it is now time to share it with
your team or group. Before painting the picture of your team or group’s
prefered future, help them understand why they and/or the situation
w w w.east poin t .c hurc h
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cannot remain the same as it is now. Without understanding the need
to move from the current reality, few prefered futures will truly motivate
a team or group of people to change because change is often difficult.
Once the need to change is realized, then the team or group is ready to
hear about God’s vision moving forward.
One of the best ways to reiterate the vision and keep it before people
is through celebration. Celebrate when group members make moves or
changes that align with the vision. Remember…
What gets celebrated, gets repeated.
Throughout the whole process, never stop seeking God and asking Him
to further clarify and bring about His vision. Ultimately, the Holy Spirit
changes people’s hearts and moves them on God’s agenda.

LEADERSHIP DEVELOPMENT
Leadership development is not a singular
event; it is an ongoing relationship.

“

“

Leadership development is not a singular event; it is an ongoing
relationship. Leaders develop leaders; it is what they do. The temptation
can be to do whatever the task is at hand yourself because it is initially
faster, easier, etc. However, leaders always have the future in mind and
realize that oftentimes one has to slow down in order to speed up.
A SIMPLE APPROACH TO LEADERSHIP DEVELOPMENT
IS AS FOLLOWS:

1.
2.
3.
4.
5.
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I do; you watch; we talk.
I do; you help; we talk.
You do; I help; we talk.
You do; I watch; we talk.
You do; someone else watches; you talk...
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Notice the “we talk” element in each step… It can be tempting to blow
past this, but this time is equally as valuable as the experience itself.
Evaluated experiences far surpass unevaluated experiences when it
comes to personal development and growth.
When a great leader leaves a ministry, the expected void is nonexistent
because he or she has been raising up leaders around him or herself.
When a great leader continues to serve in a ministry, more and more
groups launch because he or she leads with a “beyond-us” mentality.
Whether you are a Leader, Coach, Director, etc. the expectation is that
you are developing an Apprentice--someone who could replace you or
serve alongside of you in your role.

OUR LEADERSHIP DEVELOPMENT
STRATEGY
Regardless of the specific role you are serving in, we want to help you
grow and develop your God-given gift of leadership. The mission God
has given us is simply too important for us not to strive to grow in our
leadership.
Throughout Jesus’ ministry we see him develop leaders in a couple
of different ways. Sometimes, he pulls a couple disciples aside (such
as Peter, James, and John in Matthew 17:1-13) and invites them into
something new. There are other times where he gathers a group of his
disciples together to reflect on the ministry experience(s) they just had
(for example the twelve disciples in Luke 9:10). Then there are also times
where Jesus inspires the large groups of his disciples in their ministry
(such as the sending out of the 72 in Luke 10:1-20).
Our goal when developing leaders at Eastpoint is to help prepare
emerging leaders and to equip and inspire existing leaders. The chart
on the following page fleshes out our strategy to prepare, equip, and
inspire leaders.

w w w.east poin t .c hurc h
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PREPARE

EQUIP

INSPIRE

Training to take
on new level of
leadership

Ongoing
development for
existing leaders

Motivating existing
leaders

APPROACH

Apprenticing

Huddles

Leadership Trainings

GOAL

Building new
leadership

Collaborating
existing leadership

Inspiring existing
leadership

SCOPE

1 to small

1 to team

1 to all

COMPETENCY

Essentials

Ongoing

Vision/situational

FREQUENCY

Bi-weekly

Quarterly

3x/year

DURATION

Short term

Long term

Long term

TYPE OF
LEARNING

Expert-novice

Peer-to-peer

Specialist/point leader

THE VALUE OF COACHING
What we see throughout Scripture, especially in Jesus’ ministry, is that
people are the ministry. God does not simply use someone to accomplish
His purposes; God chooses to include us in His work and in the process
we grow closer to Him, and His Spirit transforms us to become more like
Jesus. People are not “cogs” in some ministry machine; people are the
ministry.
Leadership development is an output of discipleship. The Holy
Spirit gifts us in many ways, such as the gift of teaching, leadership,
shepherding, discernment, encouragement, wisdom, hospitality, etc.
When we use our spiritual gifts to love God and love others, our faith
is expressing itself in works, and we are growing ourselves as disciples.
When we develop others, we are joining the Holy Spirit’s work in their
life and helping them realize their God-given potential. Through the
guidance and empowerment of the Holy Spirit, we bring out the best in
others.

18
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Similar to how we never fully “arrive” as disciples and we are constantly
growing in our faith and followership of Jesus, so too we never “arrive”
as leaders. There is always opportunity for us to grow in our
leadership regardless of our leadership resumé.

We can always grow in our leadership.
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SERVANT LEADERSHIP PATHWAY
As the church grows, our need for leadership also grows. We strive
to encourage and develop disciples to grow in their competency and
capacity to lead. This diagram illustrates the different roles of servantleadership on the Eastpoint Team. The following descriptions outline
the qualifications and responsibilities of each role.

SERVANT LEADERSHIP PATHWAY

TEAM MEMBER
Leads self

LEADER
Leads others

COACH

Leads leaders

DIRECTOR

MINISTRY LEAD
Leads a ministry area

LEAD TEAM
Leads the church

20
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LEADER ROLE DESCRIPTION
Purpose
• Provides leadership for a team.

Qualifications
• Committed - They are a committed follower of Jesus, are a Core
Values Partner of Eastpoint, and they have regularly attended
Eastpoint for at least six months.
• Character - They are known for their integrity by people who
know them best.
• Chemistry - They have applied and interviewed with a Coach
and have demonstrated the ability to be a team player.
• Competence - They have demonstrated leadership skills, and
ideally, have served as an Apprentice Leader on their group or
team.
• Capacity - They have the time, emotional stability, and moral
discernment to lead a team.

Expectations
• Live in a manner consistent with the teachings of the Bible
(especially in the areas of morality, speech, temperament, and
conduct).
• Plan, prepare, and facilitate team gatherings.
• Care for team members to the level of your ability.
• With your Coach, monitor team’s health.
• Meet with your Coach one-on-one at least once quarterly.
• Participate in Leaders Huddles.
• Grow through participation in leadership trainings.
• Identify and develop emerging leaders.
• Communicate updated team information with your Coach and
Administrator (when applicable).
• Align with the vision of Eastpoint, and joyfully follow the
direction of the Staff and Elders.
• Estimated Time: 4-5 hours per week (on average).

w w w.east poin t .c hurc h
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COACH ROLE DESCRIPTION
Purpose
• Leads a team of Leaders.

Qualifications
• Committed - They are a committed follower of Jesus (for a
minimum of three years), are a Core Values Partner of Eastpoint,
and they have regularly attended Eastpoint for at least one year.
• Character - They are known for their integrity by people who
know them best.
• Chemistry - They have applied and interviewed with a Director
and have demonstrated the ability to lead and develop future
Leaders.
• Competence - They have demonstrated the skills and interest
in leadership development and ideally, have served as an
Apprentice Coach on their team.
• Capacity - They have the time, emotional stability, and moral
discernment to lead a team of Leaders.

Expectations
• Live in a manner consistent with the teachings of the Bible
(especially in the areas of morality, speech, temperament, and
conduct).
• Develop and support a team of leaders.
ºº Meet once a quarter for a coaching conversation with each
of your Leaders.
ºº Facilitate a Leaders Huddle quarterly to check in, support
one another, and share ideas with your Leaders.
ºº Check in with your Leaders every couple of weeks via
phone, email, Sundays, etc. to see how things are going.
ºº Walk with Leaders through team issues and crises (refer
difficult cases to Director).
• With your Leaders, monitor the team’s health and direction.
• Carry vision of leadership development and group
multiplication.
• Help identify and onboard new Leaders.
• Identify and develop emerging Coaches.
22
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•
•
•
•
•

Communicate openly and regularly with the Director.
Participate in Coaches Huddles once a month.
Grow through participation in leadership trainings.
Meet with your Director one-on-one at least quarterly.
Align with the vision of Eastpoint, and joyfully follow the
direction of the Staff and Elders.
• Estimated Time: 3-4 hours per week (on average).

DIRECTOR ROLE DESCRIPTION
Purpose
• Leads a specific ministry team.

Qualifications
• Committed - They are a committed follower of Jesus (for a
minimum of three years), are a Core Values Partner of Eastpoint,
and have regularly attended Eastpoint for at least two years and
have been involved in the respective ministry for at least one
year.
• Character - They are known for their integrity by people who
know them best.
• Chemistry - They have applied and interviewed with a Ministry
Lead and a couple of staff members.
• Competence - They have demonstrated leadership
development and strategic planning abilities and ideally, have
served as an Apprentice Director on their team.
• Capacity - They have the time, emotional stability, and moral
discernment to lead a specific ministry.

Expectations
• Live in a manner consistent with the teachings of the Bible
(especially in the areas of sexuality, speech, temperament, and
conduct).
ºº Lead a specific ministry.
ºº Lead specific ministry team toward priority goals (as
determined in conjunction with your Ministry Lead).
ºº Build and manage your ministry budget.
ºº Facilitate team meetings.
w w w.east poin t .c hurc h
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ºº Implement specific ministry strategies.
• Develop and support a team of Coaches.
ºº Meet once a quarter for a coaching conversation with each
of your Coaches.
ºº Facilitate a Coaches Huddle monthly to check in, support
one another, and share ideas.
ºº Check in with your Coaches every couple of weeks via
phone, email, Sundays, etc. to see how things are going.
ºº Walk with Coaches through leadership issues and crises on
their team of Leaders (refer difficult cases to Ministry Lead).
• Carry vision of leadership development and group
multiplication.
• Help identify and onboard new Coaches and Leaders.
• Ensure all ministry communication follows Eastpoint
promotional guidelines.
• Communicate openly and regularly with the Ministry Lead.
• Participate in Directors Huddles once a month.
• Serve at the biannual Leadership Summits.
• Grow through attending a ministry conference annually.
• Meet with the Ministry Lead at least once a month.
• Align with vision and direction of Eastpoint.
• Joyfully follow the direction of the Staff and Elders.
• Estimated Time: 4-6 hours per week (on average).

APPLICATION PROCESS
We highly value our Leaders, Coaches, and Directors. Anytime someone
intends on serving in a new role, there is an application process to help
ensure the right people are serving in this position of influence. If you
are interested in serving in a new leadership role, talk with someone
currently serving in that role or with one of our staff members, and
he or she can outline the application process for you. Typically, the
application process is as follows:
• Step 1: Application - Fill out the online application(s) that will
be sent to you.
ºº Applications to be a Leader: Leader Application and a
ministry-specific supplement form (ex. Life Group Leader
Supplement) when applicable
24
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ºº Applications to be a Coach: Any pertinent previous
applications and the Coach Application
ºº Applications to be a Director: Any pertinent previous
applications and the Director Application
• Step 2: Interview - Meet with the appropriate person (Coach if
applying to be a Leader, Director if applying to be a Coach, etc.)
and discuss your responses to discern if this is the right role for
you.
• Step 3: Approval - We present the potential Leader/Coach/
Director before the Staff and Elders for approval.
• Step 4: Orientation - We will notify you of anything you should
have on your radar, including upcoming orientations, trainings,
etc., to ensure you know how to get started serving in your new
role.

PERSONAL CRISIS IN LEADERSHIP
There may be times when a person has extreme difficulty leading their
group or ministry. This may be the result of a number of different factors
like illness, grief, relationship difficulties, family commitments, outside
workload, or sin. It is important to speak with your Coach and/or
Director as soon as possible so that we can explore different options. We
find it best to follow the following protocol so that we can care for both
the Leader and the team or group involved.

Protocol for Leaders in Crisis
Talk with your Coach and/or Director as soon as possible so that we
can develop a reasonable plan of action. Different strategies when in
leadership crisis:
• Find a host home for the group and continue to lead.
• Share leadership with another person for a period of time.
• ‘Pass the torch’ to a co-leader or substitute, but stay with the
team/group.
• Take a sabbatical until the crisis has passed.
• End the team/group and come up with a plan to communicate
this to the entire team or group in a way that is kind, considerate,
and helpful.
w w w.east poin t .c hurc h
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Reasons for Removal
Reasons for removal may include, but are not limited to: serious
marriage or family issues, sexual sins, substance abuse, addictions,
legal problems, repeated gossip or slander, divisiveness, and failure to
uphold the standards of an Eastpoint Core Values Partner.

Removing a Leader
It may be necessary to remove someone in a leadership position for moral
or ethical reasons. We strive to follow a process of addressing issues of
sin in a loving and gracious way. Ephesians 4:14-15, Galatians 6:1-10,
and Matthew 18:15-20 provide great direction in how we should speak
with one another about these issues and the process of addressing them
so that it protects both the individual and the team or group.

Importance of Patience and Discretion
We find it best to be patient and discrete in dealing with sensitive issues.
Providing ample time for repentance while also protecting the integrity
of the individuals involved is our goal. It is vital that we avoid gossip and
address details on a “need-to-know” basis.

26
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GROUP BASICS
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GROUP BASICS
HOW WE DO SMALL GROUPS
Our goal in a small group is to provide a context and community for
people to journey together as they follow Jesus. Some of our people are
early on in their journey, and they are just figuring out who Jesus is for
the first time; others have been following Jesus for decades and want to
continue to grow in their relationship with him. We offer various groups
and classes to give everyone a community with to connect.

HOW WE DO LIFE GROUPS
Life Groups are small groups of 8-16 adults who meet in homes
throughout Greater Portland at various times throughout the week.
These groups discuss the Bible and how to apply the Sunday messages.
Life Groups provide a context for people to experience and practice
each element of Eastpoint’s strategy: Know God, Find Freedom, Engage
Community, and Share Your Story.
• Know God: We grow in our relationship with God by discussing
the Bible and praying together.
• Find Freedom: We check-in with one another, share challenges,
confess sin, and pray for one another.
• Engage Community: Once a month, we pause from our regular
group discussion to grow in community together through a
social event or service project.
• Share Your Story: We share what we are learning about life
with Jesus with someone who doesn’t yet know him, and we
pray together in preparation for these conversations.
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Typical Life Group Gathering (about 2 hours)
15 min. hangout and refreshments
1 hr.-1:15: group time
· 5-10 minutes: catch up on everyone’s week
· 5 minutes: sharing question to break the ice
· 35 minutes: discussion
· 5 minutes: announcements
· 15 minutes: prayer with and for each other
15-30 min. hangout, refreshments, clean up

Community Engagement Nights:
Community Engagement nights are opportunities to intentionally live
like Jesus. Groups do one of two things:
• Social Event: Gather as a group or with another Life Group to
build relationships, share a meal, do a fun activity together, etc.
These are great nights to invite people who are not currently in
a Life Group to join you and see if they want to be part of the
group.
• Outreach: Jesus served and cared deeply about the people who
did not yet know him. Take this evening to share the love of
Jesus by serving in your neighborhood or community. Have a
meal or cookout as a group and encourage everyone to invite at
least one non-Christian to come, hangout, and experience the
love of Jesus in your community.

Life Groups Calendar
Life Groups meet weekly during the Fall, Winter, and Spring Sessions.

Fall
Late Sept.

Oct.

Winter
Nov.

Dec.

Jan.

Feb.

Spring
Mar.

Apr.

May

As great as Life Group is, it can get taxing week after week, especially
for you as the Leader, so we ask all Life Groups to take a break between
sessions.
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Why Breaks?
We ask that you take a break for a couple of reasons. For one, the holidays
and summer are really busy times for people (including you), so it can
be tough for them to make it to group on a consistent basis. Taking
rhythmic breaks like this helps maintain momentum in your group
over the long haul and generate more excitement when Life Groups are
gathering. New sessions provide more visible on-ramp opportunities
for those considering getting involved. Last but not least, breaks give
you an opportunity to come up for air as a Leader and prevent you from
burning out.

When are the Breaks?
• Between Fall and Winter: a couple weeks over the holidays in
December
• Between Winter and Spring: a week around Easter
• Summer break: June-mid September

GROUP STAGES
Every small group is a little different depending on the people in the
group. However, we have observed that groups typically experience
these stages:
1. Forming: Having gone through the onboarding process, you
are now ready to gather and launch your small group. Here are
some things to do in this stage:
• Pray and ask God what His vision is for your group. Does
He want you to lead a group for a certain geographic or
demographic? How will your group carry out the vision of
Eastpoint?
• Pray about who you should invite to be a part of your small
group. Who do you already have a relationship with who
would benefit from journeying together with other believers
as they follow Jesus? Do you know someone (or a couple)
who you could invite to apprentice with you? This may
seem premature, but the healthiest multiplication of small
groups stems back to early preparation and communication
about the goal to multiply.
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• Typically, we launch new small groups directly following
Groups and Classes Registration periods (September,
January, and March), so your group will be listed as a group
with available spots until it fills up.
• *For Life Groups: We ask all our Life Groups to discuss the
Sunday sermons; however, if your group would like to do a
different study for a session, please check with your Coach.
2. Launching: This is an exciting time in the life of your group.
You can expect that you and your group members will be
experiencing a whirlwind of emotions from nervous to
excitement. Here is a suggested outline for your first gathering:
• Be the first to greet people (especially new people) on their
way in.
• Mingle for about 15 minutes (having some drinks and light
refreshments is always nice too!).
• Gather everyone to meet: (suggested timeline)
ºº 2-5 minutes: Welcome everyone and share excitement
for the group.
ºº 15-20 minutes: Introductions and icebreaker, some
potential icebreaker questions:
»» How long have you been coming to Eastpoint?
How did you find Eastpoint?
»» If you could have any superpower, what would it
be? Why?
»» If you could have lunch with one person in the
history of the world (besides Jesus), who would it
be? Why?
ºº 15 minutes: Ask everyone to sign into Eastpoint’s
Online Community (CCB)--you can send activation
emails under the “Group Actions” button in the top
right of your group’s page on the Online Community
(CCB).
»» If somebody did not receive an activation email,
please send the Discipleship Administrator their
full name and email address, and they will do their
best to send them an activation email the next day.
»» Take note of any other questions/issues you may
w w w.east poin t .c hurc h

33

ºº

ºº

ºº

ºº

encounter and let the Discipleship Administrator
know.
2 minutes: Announcements from the “Groups Weekly”
email which the Discipleship Administrator sends out
through CCB every week.
10 minutes: Talk through group expectations and
logistics:
»» The Life Group Commitment (available in the
Appendix on page 85 or under the “Files” Tab on
the Life Group Leaders group page on CCB) is a
helpful resource.
»» Frequency of meetings (importance of trying to be
there every time)
»» Confidentiality
»» Refreshments schedule (we recommend creating a
needs list on your Life Group’s page on Eastpoint’s
Online Community.)
»» End time (Set a hard end time, so people do not
linger week after week and wear you out.)
»» Clean up together after group, so it is not always on
you as the Leader(s)
5-20 minutes: Introduce the curriculum you will be
discussing each week (most likely in conjunction with
the Sunday sermons).
10 minutes: Pray for your group this year.

• Clean up and hangout for 15 minutes or so.
3. Growing: As your group meets every week, you will progressively
grow in your relationship with God and with each other. Do not
get discouraged if the relationships and vulnerability in your
group are not as deep as you would like. Often it takes groups
at least a session (fall, winter, or spring) before groups feel
comfortable and connected with one another. Though, some
groups gel quicker, and for others it can take a year or more.
Some things to keep in mind at this stage include:
• You set the level of vulnerability as the Leader.
• Mix it up from time to time with a social event or service
project.
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• Model for the group caring for one another beyond the
weekly gathering (ex. providing meals, visiting members
in the hospital, acknowledging birthdays, etc.), and
encourage your group members to do the same.
• If your group has available spots, you may receive new
group members from time to time, so welcome them into
the group.
• Identify, invite, and develop an Apprentice Leader(s).
* Plateauing: This is never the goal for the group, but over time
as the group grows closer (which is healthy), it also grows
inwardly focused (which is unhealthy). Groups that have
plateaued have forgotten what it was like to be disconnected,
and thus are neglecting the heart of Jesus to connect the
disconnected. The best way to reignite a group that has
plateaued is to be reminded of the heart of Jesus, who came to
seek and save the lost (Luke 19:10), and discuss how the group
can work towards multiplying.
4. Multiply: This is an exciting, though sometimes painful time
for your group. Every time we launch new small groups more
people get to journey together as they follow Jesus. It can be
painful because the group might want to stay together, but this
is also a great growth opportunity for the members in the group.
The hope is that all groups are moving toward multiplication in
some capacity: identifying emerging Leaders, inviting them to
apprentice, developing Apprentice Leaders, or multiplying the
group. Your Coach is here to walk with you through the whole
process! Group multiplication can look a couple different ways:
• The Apprentice Leader could remain in the existing small
group and simultaneously launch another small group
• The Apprentice Leader could peel off from the existing small
group and launch a new small group--with or without some
members from the existing small group.
• The existing Leader could peel off from the existing small
group and launch a new small group, and the Apprentice
Leader becomes the Leader of the existing small group.
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Regardless of the approach you choose, the truth is that there will
probably be some level of discomfort along the way, but the return for
the Kingdom is worth the discomfort. Your Coach is here to walk with
you through the whole process!

GRACIOUS LIVING IN THE GREY AREAS
For thousands of years all Christians have agreed on some core basic
beliefs. These beliefs are found in the Bible and are outlined in both the
Nicene Creed and the Apostles Creed. You can read an updated version
of the Nicene Creed on our website in the “About Us” section. When
we deviate from the core beliefs of Christianity, we drift into heresy,
but there is a wide range of interpretation within these core values. In
Romans 14, the apostle Paul calls these ‘disputable issues’ or ‘opinion
areas,’ and we are called to be very gracious when it comes to opinions
in these grey areas. It is important that we learn to treat one another
with love and respect - especially when we do not agree.
• Theological Opinions - Reformed Theology and Free Will
Theology are examples of differences in opinion in this area.
Both are acceptable, so grace and tolerance should be extended.
• Baptism & Communion - Christians have different opinions on
the spiritual elements of baptism and communion. We should
be able to celebrate these despite our personal opinions.
• Living Wisely - These are areas where the Bible is silent and
we must interpret how we should live using the Holy Spirit and
biblical principles. These areas may include entertainment,
dress, and social customs.
• Generous Living - The scriptures give us guidance in being
sacrificial, but there is no limit to our generosity. We should not
cast judgment on one another in this area.
• Sexuality - The scriptures are very clear that sex is a gift
from God, and it is meant to be expressed in the context of a
committed marriage relationship between a man and a woman.
Outside of this context the Lord instructs us to be self-controlled
and abstain.
• Drugs, Alcohol, and Tobacco - Jesus was able to responsibly
use alcohol, but also warns against drunkenness. We should
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respect this warning. When it comes to other substances we
should follow the principle in 1 Corinthians 10:23.

"I have the right to do anything," you say--but not
everything is beneficial. "I have the right to do anything"-but not everything is constructive.”
1 Corinthians 10:23

If a substance is legal to use we cannot forbid it, but we also
must ask if it is pure and beneficial to our faith.

GROUP MEMBER ROLES
Being a Leader does not mean that you do everything for your group. In
fact, the best Leaders discover how to maximize the gifts of the people
around them. In 2 Timothy 1:6, Paul instructs Timothy, “For this reason I
remind you to fan into flame the gift of God, which is in you through the
laying on of my hands.” You have the opportunity to “fan into flame”
the gifts God has given your group members. Not only will your group
members begin to experience God’s intended purpose for them, but it
will create more ownership in the group.
Some examples of group member roles include:
• Administrator: Handles all group communication, such as:
prayer requests, announcements, event planning details, etc.
• Host: Opens up his or her home for the group each week, and
the Life Group Leader comes and facilitates the discussion.
• Apprentice Leader(s): Every group should strive to have
someone in this role with the goal of developing them
to potentially lead their own group one day. Give them
opportunities to help facilitate the discussion and even facilitate
the discussion on their own. Regularly reflect together on what
they are learning. Invite them to join your Leaders Huddles
and Leadership Trainings. Please see Identifying, Inviting, and
Developing Emerging Leaders in the Leader Field Guide Section
on page 51 for more information.
w w w.east poin t .c hurc h
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LEADER
FIELD GUIDE
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LEADER FIELD GUIDE
GETTING STARTED LEADING A
SMALL GROUP
Beginning to serve as a Leader can be daunting, so what can you do to
start off on the right foot?
1. Pray for God to place the right people in your small group.
2. Invite some people to join your small group. It is helpful to
recruit some solid people who you know you can count on.
If you know of someone interested in possibly leading their
own group one day, talk to them about apprenticing with you
right from the beginning--it is never too early to start. You can
register people for you small group as soon as they express
interest through your group in CCB or via the LEAD application
on your smartphone.
3. Welcome your new group members by emailing them with
details about your group (when and where you meet, what the
current study is, and any other helpful information).

LIFE GROUP COMMITMENT
While the Life Group Commitment is not required, it is encouraged
especially for groups struggling with consistency in attendance. We
encourage you to discuss and sign the Life Group Commitment the first
time your group meets and invite new members, who join later, to sign
it as well. The intent of this practice is to raise the level of commitment
amongst group members, and it gives you some leverage to encourage
group members who are inconsistent, or stop coming altogether, to reengage with the group because ultimately it is for their good. You can
find a copy of the “Life Group Commitment” in the Appendix (page 85)
and a digital copy on the” Life Group Leaders” group page (on CCB)
under the “Files” tab.
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SHEPHERDING GROUP MEMBERS
As a shepherd cares for his sheep, so too should you care for the
members of your group. Some examples of shepherding your group
members include:
• Being available and listening well when someone is going
through a tough time.
• Providing a safe place for people to share life and grow in their
relationship with God.
• Remembering important
acknowledging them.

dates

and

anniversaries

and

• Encouraging your group members both at group and throughout
the week.
• Helping people take next steps in their relationship with God:
repenting of sin, serving, leading a group, having a “Chair
Time”, giving generously, etc.
• Taking attendance. As simple as it sounds, taking attendance
each week is one great way for us to shepherd the people in our
group. By taking attendance each week…
ºº We can keep track of who we have not seen in awhile. If
we have not seen a person for 3 or more weeks in a row,
we should probably check in with them to see how they
are doing and why they have not been able to be at group.
If they are not going to be in the group anymore, please
remove them from your group on the Online Community
(CCB) and/or let the Discipleship Administrator know.
ºº We can track the overall attendance (total people present),
so we will know if our group is slowly shrinking. If your
group starts to dip below 75% attendance on a regular
basis (for example, 3 or more weeks in a month's time),
then please shoot your Coach an email or give them a call.
You both can talk about why this might be happening,
and hopefully make the necessary adjustments before the
group shrinks down to 50% attendance or less, where it can
be really discouraging as a Leader.
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Being the Leader of your group, you can mobilize your group to shepherd
fellow group members well too. Encourage them to visit one another in
the hospital, provide meals, encourage, and pray for one another.

CURRICULUM AND RESOURCES
At Eastpoint, Classes cover elective topics, and Life Groups discuss
the Bible passage in conjunction with the Sunday message. The Life
Groups Ministry provides study guides or resources to guide the group
discussions. Some other helpful resources include:
• RightNow Media (rightnow.org) which is a video library with
thousands of videos by well-known pastors and authors
available to you and your group members. Just email the
Discipleship Administrator for an invite.
• The IVP Bible Background Commentary on the Old Testament
and New Testament (both are available on Amazon) are two
great resources for better understanding the background
context of Scripture passages.
If you would like to pause from the Sunday sermon discussion for a time, please first talk
with your Coach and/or Director. They will be able to help you find the best time to do your
own study and help you choose the right curriculum to use.

FACILITATING AN ENGAGING
GROUP DISCUSSION
No matter what curriculum you are using, the ability to ask great
questions is central to facilitating healthy and beneficial discussion.
Knowing how to generate questions and field difficult questions from
group members fosters dynamic discussion.

Things to Keep in Mind When Facilitating Discussion
Key practices:
•
•
•
•
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Ask open-ended questions.
Acknowledge everyone who shares.
Listen well and clarify what was expressed or felt when needed.
Turn questions directed to you back to the group before sharing
your thoughts; this demonstrates it is a group discussion and
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gives you time to process how you should respond.
• Recap the discussion before moving on to the next topic,
passage, or element of the gathering.
Things to Avoid:
• Asking questions that make group members feel like they are
taking a test.
• Asking multiple questions at a time because it causes confusion
amongst group members as to which question they should
discuss.
• Asking questions that lead the witness, such as “don’t you
think…” questions.
• Asking questions only some group members can answer.
• Asking closed questions--questions that only beg a one word
answer.
• Losing sight of the bigger picture discovering and discussing
the timeless truth of the passage.

The Art of Asking Great Questions
The art of asking great questions fills out your discussion, so the flow of
the discussion is not bony or rigid. The art of asking great questions is
essentially the follow-up questions throughout the discussion.
Follow-up questions keep the discussion flowing naturally, taking
it deeper and allowing you to spend time discussing elements of the
passage or questions group members have. Essentially follow-up
questions are how you, as the facilitator, respond to the movement of
the Holy Spirit during the discussion. When questions arise from group
members, follow-up questions shift the focus from you to the group
for discussion. As a painter uses different brushes to paint the various
elements of a painting, you have different types of follow-up questions
at your disposal when facilitating a discussion:
• Probing Questions invite group members to share more after
a short response or dive in deeper on an issue that was raised.
Shy away from “why” and “why not” questions because they
put people on the defensive; instead ask questions such as:
“Can you share more about that?” Or “What does the passage
(or Bible in general) say about that?”
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• Personalized Questions move the conversation from the safe
level of what people generally think about a topic or issue
to personal thoughts, feelings, and actions about the topic
or issue. This type of follow-up question is helpful later in a
discussion (for example during the feeling and application
phases of the discussion).
• Clarification Questions bring clarity to confusing comments.
For example, if somebody talks for more than a minute or two,
it is helpful to ask a question along the lines of “Can somebody
paraphrase what _____ just said?”
• Summarizing Questions help ensure the group is on the same
page before moving on or wrapping up the discussion. For
example, “Before we move on, can somebody summarize the
last ten minutes of our conversation?”
Healthy small group discussions look like this (image of dots and arrows
on How to Ask Great Questions pg. 51),
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not this (image of dots and arrows on How to Ask Great Questions pg.
50).

A simple way to generate more member to member interaction is the
phrase “anybody else…” (for example, “Can anyone else relate?).

Addressing Difficult Questions
At some point you will be asked a difficult question during a group
discussion. The question could be about a controversial issue, the
meaning of something in Scripture, philosophical in nature, etc. When
this happens, what do you do?
When asked a difficult question, pause, take a deep breath, and pray.
God is sovereign and His Word is truth, so you can have peace even
though your mind is racing. A healthy approach is to affirm the person
who asked the question, and invite the other group members to chime
in: “That’s a great question. What do you all think?” This does two
w w w.east poin t .c hurc h
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things: 1. It opens up the conversation for the group to wrestle through
(and often times the Holy Spirit will move through other group members
to answer the question), and 2. it gives you time to pray and process how
you would like to respond.
When a difficult question sidetracks the discussion, guide the
conversation back on course and let the group members know they can
continue the conversation after group.
Sometimes, it is not appropriate to have a big group discussion in
response to a difficult question. When you sense the question would be
better discussed in private, affirm the person asking the question and
invite them and whoever else is curious (when appropriate) to talk with
you afterward. If the person (or people) are genuinely curious, they will
approach you after group.
If you do not know the answer to the question, it is acceptable to say,
“I don’t know, but I will look into it and
get back to you."

“

“

This demonstrates humility and leadership to the group (and group
member), and it gives you time to pray more, do some research, and talk
with a pastor about it. When you respond this way, be sure to address
the question again with whoever was present within the next week or
two.

TROUBLESHOOTING
When Community Breaks Down
When conflict arises in your group, there is opportunity for growth-both for you and the people in conflict. In Matthew 18:15-17, Jesus gives
us a clear game plan to follow when conflict arises,
15 “If your brother or sister sins, go and point out their fault, just between the two
of you. If they listen to you, you have won them over. 16 But if they will not listen,
take one or two others along, so that ‘every matter may be established by the
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testimony of two or three witnesses.’ 17 If they still refuse to listen, tell it to the
church; and if they refuse to listen even to the church, treat them as you would a
pagan or a tax collector.

How does this look in a group? Well, when conflict arises…
1. Prayerfully approach the person(s) with whom there is conflict
and seek reconciliation. It is best to do this as soon as possible.
ºº Special cases: If it is a more serious matter, or if you are
afraid of the person harming themselves, you, or others,
please contact your Coach. You are never alone!
2. If the person(s) does not listen or the conflict persists, talk
with your Coach and ask them to join you as you approach the
person(s) for the second time.
3. If the conflict persists, with your Coach, talk to your Director
and the person(s) will be approached for the third time.
4. If the person(s) refuse to listen and change, the church will
take disciplinary action. (Rarely, does a conflict necessitate this
step.)

Leading Challenging Group Members
Living in community often gets messy because people are messy. Often
the messiness becomes evident when you are trying to facilitate a healthy
discussion. Here are some challenging people you may encounter, and
you can lead them:
The Over-Talker:
• This person always has something to say, and if not held
in check, the discussion quickly begins to look more like a
monologue than a conversation. Because they dominate the
conversation, other group members tend to withdraw from the
discussion and if it is really bad, they may even pull back from
the group.
• Tips & Tricks:
ºº Pray and ask the Holy Spirit how you should lead this
person and the group well.
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ºº Remind everyone that the goal is equal participation
amongst all the group members.
ºº Thank the person for sharing, and ask if anyone else has
something to share.
ºº Talk to the person privately—affirm their contributions
and ask for their help getting other people in the group to
contribute. Sometimes, you may go as far as to ask them
to not be the first person to answer a question or to only
answer when you call on them.
ºº Manage your eye contact with them; for example, sit next to
them, so you make eye contact with them less, thus inviting
them to speak less.
ºº Try managing the silence in the group by asking people to
reflect for a moment before anyone responds giving others
an opportunity to formulate a response.
The Non-Talker:
• This person is quiet and rarely, if ever, shares what they are
thinking. It could be because they are an introvert, internalprocessor, or anxious about talking in groups.
• Tips & Tricks:
ºº Pray and ask the Holy Spirit how you should lead this
person and the group well.
ºº Periodically, call on them, and ask what they think (if you
determine that this does not scare or intimidate them).
ºº Encourage them when they do share.
ºº Talk to them outside of group to get to know them a little
more and encourage them to share, so others can learn
from their perspective and insight.
The Tangent-Taker:
• This person will run down every rabbit trail, and bring the
group with them, if you let them. Tangents are not always bad;
in fact, sometimes the Holy Spirit will lead the group down a
tangent, and it will be a great discussion. Being attuned to the
Holy Spirit will help you discern whether it is a tangent worth
taking.
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• Tips & Tricks:
ºº Pray and ask the Holy Spirit how you should lead this
person and the group well.
ºº A tangent here and there is alright, and may even be the
movement of the Holy Spirit, but firmly bring the group
back when you gauge it is time to get back on track.
ºº Sometimes you can transition the conversation back to the
topic at hand by linking something someone said to the
next question… And yet other times the transition will be
awkward, so just embrace that.
ºº Talk to them outside of group, and affirm their contribution.
Ask them how they can help you keep the group on track,
so the time can be spent focusing on the key truths and
principles.
The Emotional-Hijacker
• This person has an emotional crisis every week (or at least
that is the way it seems) the crisis might be new or it might be
the same one week after week. Of course we want to surround
group members in crisis and love them well, but it can become
distracting and draining for the group if one member always
has an emotional crisis.
• Tips & Tricks:
ºº Pray and ask the Holy Spirit how you should lead this
person and the group well.
ºº Grab a cup of coffee with them individually and listen to
their story. The person might just need a listening ear.
Depending on their needs, you could suggest finding a
mentor or professional counselor, explaining that one of
these approaches might be better for them to process their
feelings and experiences.
ºº With the group, you can reiterate the goal of caring for one
another while also studying Scripture and applying the
Sunday messages.
ºº Talk with your Coach to see what they think.
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Absenteeism
Another challenging problem you may encounter as a Leader is chronic
absenteeism. Sometimes people will register for a team or small group,
but rarely, or never actually show up. When a team member does not
show up, follow up with them and remind them of finding a substitute
when they are unable to follow through and communicate the change
with the appropriate people.
When a group member does not show up three weeks in a row or only
comes about once or twice a month, reach out to them and ask why
they have not been a group much recently. Encourage them to make it a
priority. If they have not been going because of an issue with the group,
help them appropriately deal with the issue or let the Discipleship
Administrator know, so they can find a new group.

Cancellations
Whether it is because of weather (your call), illness, or something else
that came up, you may need to cancel group from time to time. When
this is the case, be sure to let people know as soon as possible. Send
out a quick message to your group through the Online Community and
maybe a text message too, if only a couple hours before your scheduled
gathering. Also, just indicate “Did Not Meet” when you receive the
attendance email, so your Coach and Director are aware.

GROUPS WITH CHILDREN
If you decide to offer childcare, your group is responsible for coming up
with and executing your plan for childcare during your gatherings. Here
are a few common approaches to consider:
Rotating Schedules: Create a schedule where parents of the children
rotate taking turns watching the children each week. Please have 2
adults watching the children for both safety and security.
Babysitting: This is a good option for parents with family
(grandparents may really enjoy this) in the area or a trusted
babysitter. It could look a couple different ways:
• Families could find their own trusted babysitter (paid or
unpaid), though this could get expensive over time.
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• The group could find a trusted babysitter (paid or unpaid) to
watch the children each week, and the parents could all chip in
if the babysitter is paid.
Alternating Men/Women Rotation: Some groups choose to meet
with only the men one week, then only the women the next week.
They rotate this way on a weekly basis, and then gather every fifth
week as couples. Sometimes these groups also add play times for
the kids or family activities helping families grow closer together
and build lasting relationships.
Include the Children: Some group choose to include the children in
the study. This can look a couple different ways:
• Children join the adult study. This can be difficult and
distracting, so make sure everyone is on board first.
• Children participate in a parallel study to the adults, which is
led by rotating parents. Groups who have approached childcare
this way have experienced tremendous fruit.

PRACTICALS OF IDENTIFYING, INVITING,
AND DEVELOPING APPRENTICES
When in a leadership position, we should all strive to develop more
Leaders, so more people can be discipled and influenced in their
journeys with Jesus. Whether you are a Leader or Coach, the expectation
is that you will be developing an apprentice.
It is important to keep in mind that Apprentices are not assistants…

APPRENTICE

ASSISTANT

Potential Leader/Coach

Will always support another Leader/Coach

Shares responsibilities

Avoids responsibility

Engages in the same ministry
with the Leader/Coach

Does what the Leader/Coach
does not want to do

Helps lead the team activity
or group discussion

Only helps prepare for the team
activity or group discussion

Focuses on leadership skills

Focuses on tasks and logistics

Has their eyes set on the vision

Has their mind focused on details*

*Tweaked version of the table in Leading Life-Changing Small Groups by Bill Donahue
w w w.east poin t .c hurc h

51

Identify
When identifying emerging Leaders, prayerfully look for people who…
• Take serving or the group seriously: People vote with their
feet, so look at who consistently follows through on their
commitment. By showing up on a regular basis, they are silently
declaring that the team/group is a priority for them.
• May challenge your leadership: These people may be potential
leaders, but do not have an outlet to lead. Or they may be
prideful and should not be considered for a leadership role…
As you get to know them it will become clear.
• Are gifted: Encourage and build these people up. Give them
opportunities to use their gifts.
• Embrace the vision of the team or small groups: They talk
positively about your team/group. These people often invite
people to get involved in a team/group--they are the one
frequently asking if they can bring a friend to group.
• Handle responsibility well: When you ask them to do something,
they follow through.
Some good questions to ask yourself when you think you might have a
potential Apprentice:
• Where are they spiritually?
ºº Are they seeking God?
ºº Do they intentionally spend time with God on a regular
basis through Bible reading and prayer?
ºº How do they see God moving in their life?
• How is their emotional well-being?
ºº Does their identity in Christ provide security, so they can
share openly and honestly?
ºº Are they self-aware?
ºº Are they emotionally stable?
ºº How do they respond when confronted about something?
• How are their social skills?
ºº Are they socially aware?
ºº Do they maintain a healthy balance in participating (not
dominating)?
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ºº How well do they listen?
ºº Are they able to facilitate discussion?

Invite
Once you have identified an emerging Leader, it is time to invite them
to apprentice. We suggest following this process when you invite them:
1. Pray!
• Pray God provides the time for you to have the conversation.
• Pray you are attuned to the Spirit as you talk with them.
• Pray the Spirit works in their heart and prepares them for the
conversation.
2. Find a time to meet.
• Grab coffee with them.
• Have them over for dinner.
• See if they can come 30 minutes early or stay late.
3. The invitation conversation.
• Catch up and listen to how they are doing.
• Thank them for their contribution to the team/group.
• Ask them if they have ever considered leading a team/group or
coaching…
»» If “yes,” then that is an easy transition into asking them to
be an Apprentice.
»» If “no,” then encourage them with what you see in them
and why you think they might be a good Leader/Coach
someday.
• Invite them to serve with you as an Apprentice. Be sure they
understand that being an Apprentice does not necessarily
mean that they will be a Leader or Coach one day. Being an
Apprentice is simply inviting them to explore the possibility.
• It is normal for them to have some questions or even initial
objections, so process these with them… Some common
objections you may encounter and suggested responses:
»» “I don’t have time,” - We make time for the things we
consider important. Apprenticing is important because
Jesus raised up leaders (the 12 disciples), so that they could
disciple others.
»» “I’m not a Leader/Coach,” - Ask them why they say that (it
is possible that they do not have a biblical understanding
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of leadership, in which case you have the opportunity to
gently correct their understanding of leadership). Share
that much of leadership is character, and encourage
them that you admire their character and see Jesus in
them—through being an Apprentice, they will grow in the
competencies needed to lead or coach.
• Regardless of their initial reaction, both of you should commit
to praying about if for a week.
4. Follow up with them a week later.
• If they are willing to serve as an Apprentice, discuss a game
plan of what they can expect.
• Establish a time to touch base regularly--before or after your
regular activity or gathering each week is typically a good time
to connect.
5. Introduce them to your team/group and invite them to your next
Leaders/Coaches Huddle.
• Introduce them to your team/group, so everyone knows the
person will be serving as an Apprentice.
• Introduce them to your Coach and Director. They would love to
meet them and begin getting to know them. This will just help
the process when they go to apply to be a Leader or Coach.

Develop
Leadership development is the process of delegating leadership
responsibility to the emerging Leader as they grow. The simplest way to
think of leadership development is as follows:

1.
2.
3.
4.
5.

I do; you watch; we talk.
I do; you help; we talk.
You do; I help; we talk.
You do; I watch; we talk.
You do; someone else watches; you talk.

You can use this process in anything you do as a Leader/Coach:
preparing the ministry environment, facilitating discussion, planning
events, caring for group members/Leaders, etc. If is it worth doing, it is
worth doing with an Apprentice by your side.
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Notice, after each step in the process there is a time of reflection.
Experience alone is not leadership development. Evaluated experience
spurs growth and development in leadership.
Remember, leadership development takes time, and it takes a different
length of time for everyone. Our goal is not to multiply teams/groups,
Leaders, and Coaches every session, or even every year. Rather, our goal
is to always be pursuing the development of others and multiplication
of teams/groups. Some teams/groups will be able to multiply faster than
others, and the rate of multiplication for each team/group will vary by
season and the Apprentice.
Invite your Apprentice to join you at your Leaders/Coaches Huddles
and Leadership Trainings since these are designed with leadership
development in mind.

CARE AND COUNSEL FOR SOMEONE
IN CRISIS
Care, Counseling, and Financial Assistance
Our small groups are always the first place for care, assistance, and
support. For this reason, we strive to make sure people remain connected
at this level of fellowship. The apostle Paul writes…
I myself am convinced, my brothers and sisters, that you yourselves are full of
goodness, filled with knowledge and competent to instruct one another.
Romans 15:14

There are times when someone’s needs exceed the abilities or resources
of the small group. Please feel free to seek advice from your Coach or
Director if you begin to feel that an individual’s needs are compromising
the primary goals of your group. Eastpoint has a financial assistance
program for those who are actively involved in our ministry.
If you answer “yes” to any of the following questions, contact your
Coach or Director right away.
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• Do the members of our group not have the time or resources to
devote to this person’s needs?
• Will the time required to help this person compromise the
primary mission of a small group?
• Do the issues of this person present an immediate health or
safety risk to themselves or others?
• Are members of our group investing more time, energy, or
resources than the individual who has the problem?
If a person is threatening to harm him or herself or others, please call
911 and report this immediately. Next, inform your Ministry Lead.
Christians are usually very compassionate and generous. It is important
that we do not fall into the trap of enabling destructive behaviors or
produce a cycle of dependence. Our goal is to provide aid in crisis
situations, support toward self-sufficiency, and encourage when
perseverance is needed. If we rush to provide aid when encouragement
to persevere is needed, we can do more harm than good. We short circuit
God’s plan to produce character through struggle (Romans 5:1-4).

How to Know You are in Over Your Head
Sometimes situations arise that are beyond your capabilities. As
Leaders, we expect you to support and care for your group members,
but we do not expect you to be counselors. If you are ever supporting a
member of your group, and you sense professional help is needed (for
example: serious marriage problems, addictions, mental illness and
disorders, personality disorders, or history of abuse), encourage them
to seek it. You can even offer to go with them for the first appointment if
they would find that helpful. Some questions you can ask yourself if you
are feeling in over your head include:
Is a group member hurting as a result of a tragedy?
• Did a group member or an immediate family member pass
away?
ºº GriefShare (www.eastpoint.church/freedom) is a good
next step for someone who has lost someone close to them.
• Did a group member or immediate family member recently get
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diagnosed with a terminal disease?
ºº The Cancer Prayer and Support Group (www.eastpoint.
church/outreach) is a good next step for individuals or
families walking through a cancer diagnosis.
• Did a group member or immediate family member get into a
serious accident?
Is a group member hurting someone?
• Has a group member threatened or been hostile toward anyone
in the group?
Is someone hurting a group member?
• Did a group member or immediate family member recently
suffer physical, emotional, or sexual abuse? (Please inform
a pastor on the Discipleship Team immediately, as this is a
mandatory reporting situation.)
Is a group member hurting themselves?
• Did a group member attempt suicide or self-harm?
• Has a group member mentioned wanting to kill themselves or
exhibited strange behavior around death?
• Is a group member engaged in any dangerous or illegal behavior
(sexual assault, selling drugs, etc.)?
If you answered “yes,” to any or all of these questions, you feel over your
head... You probably are, so let us know, so we can help by taking the
appropriate actions.
First Aid Crisis Care
Caring for someone in crisis can be challenging. Sometimes you will
question whether or not you should step into a situation because you do
not immediately know what to say or how to respond. When we come
alongside people in crisis, we get to show Jesus to them because he
stepped into our mess. Here are some helpful things to keep in mind.
How should I respond?
Pray. Before you act or say anything, pause and ask God to move.
Pray that the Holy Spirit will be so evident in the situation, and pray
that you will be especially attuned to the movement of the Spirit.
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Call 911. If it is a life-threatening situation (including threatened
or attempted suicide), threats of violence towards others or
themselves, illegal behavior, dangerous situations, etc. call the
authorities immediately.
Be present. Hurting people value your presence over your words
and actions. Giving of your time demonstrates your love and care
for the person.
Listen. The temptation is to share advice or try and solve the
problem. More often than not, people need someone to genuinely
listen. Listening provides some stability amidst the instability the
person is experiencing.
Speak. If the person asks for your input, feel free to briefly share.
Be cautious about sharing cliché Bible verses because the goal is
not to indoctrinate at this time, the goal is to express God’s love. Be
especially careful what you say about God because when in crisis
people can take a leader’s words about God as gospel-truth or easily
misunderstand a well-intentioned comment.
Involve the group. When appropriate, involve the group in the care
of the individual. Crises are opportunities to “carry each other’s
burdens,” as Paul talks about in Galatians 6:2.
Follow up. Check in with the person whether it be via phone, text,
email, or even visiting them to let them know you care and are there
for them.
Communicate. Inform your Coach and/or Director when someone
in your group is going through a crisis. We want to support you and
the person in crisis. The following situations must be reported to a
Staff Member or Elder immediately:
• Current plans to hurt or kill themselves or others.
• Death of a group member or immediate family member.
• Current abuse (sexual, physical, or emotional), especially
regarding children and elderly--as this must be reported to the
state immediately.
Still unsure how to respond?
That is why you have a team of people around you. Talk with your Coach,
and they would be glad to support you!
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ONLINE COMMUNITY (CCB) BASICS FOR
LEADERS
Eastpoint’s Online Community is hosted by Church Community Builder
(CCB). Not only is the Online Community an online hub for all the activity
(groups, classes, events, giving statements, serving opportunities, etc.),
it is a great way to connect with other people at Eastpoint.
The Online Community is a valuable administrative tool. We ask all
Group Leaders to use it to communicate and track their group’s activity.
To maximize the full potential of the Online Community, encourage
your group members to log in, set up their personal profile, and orient
themselves to the software during your first group gathering.

Tips & Tricks for Leaders
• You can access the Online Community at https://eastpoint.
ccbchurch.com or through the “Resources,” tab on Eastpoint’s
main website (eastpoint.church).
• Once logged in, watch the “Start Here,” video in the middle of
the Home screen (under the “Welcome,” tab).
• Find A Group - This link will be found on the Life Group’s page
when members are registering for a Life Group. Here they can
find a Life Group by demographic, location, childcare needs
and more. This tool will help connect people to the best possible
group for them.
Your Group’s Page
• You can access your group’s page through the “Groups,” button
on the black bar on the left side of the page.
• Info Tab: Has the basic information about your small group.
• Messages Tab: Communicate with your group members by
hitting the black “New Message,” button on the right. This
will send an email to your group members, and they can
respond by hitting the green “Comment,” box. All your group
communication will also be stored under this tab, so you can
easily reference it later, if needed.
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• Calendar Tab: This is the calendar of all your group events, so
be sure to keep it up-to-date for everyone!
• Files Tab: Here you all can upload files to share with each other.
• Needs Tab: This is a really helpful tool to organize refreshments
each week, providing meals for a family, etc. To create a need hit
the black “New Need,” box on the right. From here, you can list
all the needs and the date they are needed. After hitting “Save,”
you inform people in your group about a need by hitting the
black “Inform People,” box on the right (of the following page).
People are able to respond to the need directly from the email
they will receive by hitting the green “View Need,” box. The
beauty of this is that the software will record what is taken and
still available in real time--avoiding unnecessary administrative
nightmares!
• Positions and Schedules Tabs: Positions are the first step
in creating schedules for your volunteers. Before you start a
Schedule in a group, make sure you have created the volunteer
positions that will be in the schedule. In the help section, you
can find a videos for an outline of setting up Positions and
Schedules.
• Participants Tab: Here you can view and contact all of the
members in your group. You can also update their contact info
if needed by hitting “Update Contact Info,” on the right. You
can also add new group members by hitting the black “New
Member,” box on the right. Please note, to remove someone
from your group, you need to click “Group Actions,” in the top
right and then “Edit Participants List,” from the drop-down.
From this page, you can check the names of the people you
would like to remove and remove them by using the “If checked,
set group status to…” drop-down.
Attendance
• Each week, you will receive an email around the time of your
group reminding you to take attendance, which you can do in
about 1 minute directly from the email.
• Once a month, it is a good idea to quickly run a report of your
attendance by clicking on one of your group events in your
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group's calendar and then click the "My Reports," icon in the
top right of your screen by your calendar icon and your profile;
this will generate a report, so you can see at a glance how your
attendance has been.
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COACH
FIELD GUIDE

w w w.east poin t .c hurc h

63

COACH FIELD GUIDE
GETTING STARTED COACHING LEADERS
Beginning to serve as a Coach can be intimidating, so what can you do
to start off on the right foot?
1. Pray and talk with your Director about who you should coach.
2. Recruit emerging Leaders and invite them to apply to be a Leader.
3. Onboard new Leaders by reviewing their application(s), interviewing
them, and gaining Staff & Elder approval when necessary. Your
Director will do this with you when you do it for the first time. A
typical flow for a new Leader interview is as follows:
a) Listen to the 5-minute-version of their story.
b) Invite them to share regarding their desire to lead a team or
group.
c) Answer any questions they have about leading in the respective
ministry.
d) Walk through their application--encourage them along the
way, ask any pertinent follow up questions, and solidify group
logistics when applicable.
e) Share about the next steps in the application process: 1. Staff
and Elder approval (“to the best of our ability we try to place
people in roles in which they will thrive”)--we will be in touch
soon, 2. Orientation to the team.
• After the interview please contact your Director ASAP with your
reflections from the interview, so the Director can present them
before the Staff and Elders and follow up with you and the new
Leader in a timely manner.
4. Reach out to all your Leaders to introduce yourself (if you have not
already done so) and see if you can support them in any way.

BEST PRACTICES OF COACHING
Foundational to coaching is building and maintaining a relationship
with your Leaders. Your Leaders and your Director do not expect you to
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have all the answers, so as a Coach, free yourself from feeling as if you
need to have all the answers.
What Leaders need is a relationship because at its very core, leadership
development is a relationship. Leaders need you to: support them
through thick and thin, encourage them as they invest in others,
process challenges with them as they arise, and spur them on in their
relationship with Jesus. Coaching is highly relational, so that when a
situation does arise in a Leader’s team, the Leader feels comfortable to
discuss it with his or her Coach.
It has been said, “People don’t care how much you know until they
know how much you care.” Some practical ways to care for Leaders
include being a consistent presence in their life and listening well. The
temptation when asked a question is to give an answer, but we are wise
to take a page from Jesus’ book and, instead of answering right away,
ask a question. When people arrive at the answer on their own, they are
more likely to own the answer and apply it. A helpful rule of thumb in
one-on-one coaching conversations is to listen about 80% of the time
and talk about 20% of the time.

TRANSFORMATIVE CONVERSATIONS
We hope and dream of positively impacting those around us, but all too
often we are pulled a thousand different directions and people end up
getting our leftovers rather than our best. Paul encourages in Ephesians
5:15-16, “Be very careful, then, how you live--not as unwise but as wise,
making the most of every opportunity, because the days are evil.” How
can we make the most of the time we do get with people? What would it
look like for wisdom to color our conversations? Two key practices come
to mind: intentional encouragement and strategic follow up questions.
If we deliberately practice both of these skills in our one-on-one
conversations, we will make the most of the time we do get by making
a transformative investment in people with whom we work and serve.
First, let’s talk encouragement. With the words that we say, we have
the ability to speak life into people. We can put wind in their sails. We
can fan to flame the gifts God has given them. Why is it then that we
default to cheap encouragement that feels hollow, “Great job on that
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project!” or, “It’s good to have you on the team!” We have all received
encouragement of this nature and wondered, “Do they really mean it?
Why do you like having me on the team? Were they just saying that to
be nice or out of obligation?” Cheap encouragement blows right past
because there is no foundation to it to begin with, and if we are honest,
it leaves us feeling a little more empty too.
Intentoinal encouragement fills us and fuels us. Feeling genuinely
appreciated, we want to keep pressing forward as a result. Intentional
encouragement differs from cheap encouragement in three significant
ways:
1. Intentional encouragement is genuine. One’s motive is purely to
speak life into the person. They have no hidden motives or requests
up their sleeve. The goal is to build up and nothing else.
2. Intentional encouragement is specific. Encouragement that sticks
is encouragement that was well thought through. While cheap
encouragement sounds like, “Thanks for leading the meeting,”
intentional encouragement spells out why and how it impacted
you, “Bob, I just want to take a moment and say thank you for
leading our meeting. As you know we are trying to discern the best
way forward, and you did a great job of keeping us on track and
focused on coming up with an action plan. Because you helped us
clarify the next step, I feel like a valued team member because now
I know what I can do to help.”
3. Intentional encouragement celebrates strengths. Moving beyond
just celebrating the end result, we can intentionally encourage
people based on the God-given gifts and abilities we see in that
person. When we encourage people in this way, we celebrate not
just what they did, but who they are--how God created and gifted
them. In so doing, we fan to flame the good work God has started in
them (2 Timothy 1:6).
Second, strategically asking follow up questions takes a conversation to
a whole new level of depth and insight. Jesus’ ministry illustrates that
more often than not, the right follow up question has greater impact
than anything one has to say. When you feel the urge to speak, seek
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to ask a question before sharing your thoughts. When people answer a
question, they are far more likely to own their response than if we just
give them the answer.
Mac Lake, a church leadership development guru, offers five different
follow up question approaches that can be asked in just about any
conversation. He uses familiar hats to help us remember:
THE 5 HATS FOLLOW UP QUESTION PATHWAY
Type of Question
The Fisherman Hat
Point of view: You
are “fishing for” the
learner’s point of view or
perspective on a specific
topic

The Reporter Hat
Story: You are seeking to
investigate and discover a
story about the learner’s
level of experience or
exposure to a topic.

The Physician Hat
Self-analysis: You are
seeking to help the learner
to diagnose and discover
a strength/weakness in a
specific area.

Desired Outcome

Types of Questions

Help the learner to
understand their own
point of view. The learner
discovers the obstacles or
opportunities regarding
their development. (Note:
the fisherman hat, POV Qs,
can ask questions about
feelings. Feelings are part
of their point of view.)

Why do you believe that
way? What about that
experience was good/
bad? What impact did that
experience have on you?
How did that experience
shape you? How does this
impact those around you?

Help the learner to gain
insight by sharing a story
that illustrates their
experience. The learner
will discover specific
insights and principles
from their prior experience
that connect with new
learning insights.

Where have you
experienced that in the
past? Who have you seen
do that well/poorly? What
specifically made them
good/not-so-good at that?
What principles can you
learn from their example?
What one thing would
you want to emulate from
their example?

Help the learner to do a
self-assessment of their
own skill level. The learner
will discover their strengths
or growth areas.

On a scale of 1-5, with 5
being high, how would
you describe your skill
level in this area? How
would you grade yourself
on an A-F scale? What
specifically made you
give yourself that score?
What would you need to
do in order to move that
to a 5 (or to an A)? What
would you tell someone
who scored themselves a 2
(or a D)?

w w w.east poin t .c hurc h

67

The Pilot Hat
Action: You are seeking to
discover relevant action
steps or make a decision
that will promote further
growth and development.

The Contractor Hat
Build list: You are seeking
to help the learner build
a list, a framework, or a
defense.

Help the learner to discover
specific and relevant
application. The learner
will find direction for key
next steps that will further
their development.

If you were to make real
progress in that area,
what would be the most
significant step you can
take? What are the most
important steps you can
take over the next 90
days? What impact do
you think it would have
on your skill level? If you
could have someone help
you, who would it be?

Help the learner formulate
or brainstorm a list
that will help facilitate
growth or gain greater
understanding.

What are 4 mistakes that
people commonly make?
What are 3 excuses people
commonly give? What are
5 reasons people believe
this?

Next time you are in a conversation and either you do not know what to
say or just want to share your insight, try asking one of these questions.
When people arrive at the conclusion themselves, they are more likely
to own the idea and act upon it than if someone gives them the answer.
By asking strategic follow up questions, we make the mental shift from
wanting to be the genius to raising geniuses. Not only does this relieve
the pressure of feeling like we have to know all the answers, asking
strategic follow up questions gives us the privilege of learning from and
with the person.
How can we maximize the time we get with those around us? Let us
look for opportunities to genuinely celebrate specific strengths we see
in others. Through intentionally encouraging them, we will build them
up and propel them forward. May we also strategically ask follow up
questions to foster greater insight and ownership from the person. If we
practice intentional encouragement and strategic follow up questions,
our one-on-one conversations with our kids, coworkers, friends, and
fellow church leaders will move to a whole new level of transformation
and impact.

LEADING A COLLABORATIVE HUDDLE
The skills you have developed from facilitating small group discussions
or collaborative meetings at work provide a solid base when learning
how to lead a collaborative Huddle. The key principle to remember when
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leading a Huddle is that the goal is peer-to-peer learning, so instead of
being the answer-man/woman, strive to draw out insight from the other
Leaders in the room.
Peer-to-peer learning has a couple of benefits worth noting. First, when
we gain insight from our peers, it resonates with us in a different way.
We find ourselves thinking, “These people are like me: they have jobs,
families, and other obligations, so if they can do it, I can do it too.”
Second, when a Leader encourages another Leader, they get the joy of
being used by God to spur someone on.
Over time, all the Leaders in the room should grow in their leadership and
their teams or groups should become stronger as they share ideas with
one another. In addition to learning from one another, Huddles provide
a context for Leaders to troubleshoot issues they are experiencing with
people who get it, and soon the Huddle will become a safe place where
Leaders feel like they are part of a team to receive and give support.

Typical Huddle
Huddles are often 60-75 minutes, and a good outline is as follows:
• Connect (3 min.)
ºº How are you doing?
• Celebrate (5 min.)
ºº What has God been doing in your life and/or ministry
recently?
• Pray for your time together
• Check Up (3 min.): follow up on anything from your last Huddle
• Coach (30-40 min.)
ºº When applicable, discuss the equip training module.
ºº When there is not a training module to discuss, here are
some helpful questions to get things started:
»» How are you seeing God move in your group right now?
»» What is going well?
»» What challenges are you facing?
»» What questions do you have right now as you lead?
»» How can we encourage and support you as you lead?
»» What action step(s) do you need to take now?
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»» What accountability question do you want me to ask
next time we are together?
• Communication (3 min.)
ºº Set a date for your next huddle.
ºº Use the “On Your Radar” to remind people of upcoming
events and important dates.
• Care (5 min.)
ºº How can we pray for each other?
• Pray for one another

Tips & Tricks for Coaches
• When scheduling a Huddle, consider the busyness of your
Leaders’ schedules and pick the most convenient time for them-before, during, or after a Sunday service often works well.
• Encourage your Leaders to bring their copy of the Leadership
Guide, and reference it together when a challenging question is
asked or an issue is posed.
• When a Leader asks you a question, turn it back to the group
to see what the others think. Affirm Leaders who share helpful
insight, and only give your opinion when necessary.
• When a Leader shares something worth remembering, say
something along the lines of, “That’s a great point (person’s
name). We should all write that down.” Make a note in the back
of your Leadership Guide along with everyone else.
• At the end ask everyone to write down one action step they
need to take.

GIVING CONSTRUCTIVE FEEDBACK
Giving constructive feedback well is a fundamental skill when coaching
Leaders because it is necessary when drawing out the best in others.
Given the high risk/high reward nature of giving feedback, one must
approach giving feedback wisely and ultimately under the guidance
of the Holy Spirit. Before offering feedback to others, there are a few
questions to consider:
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What: What needs to be addressed? Now, there may be multiple
opportunities for improvement, but what one thing, if changed,
would have the most significant impact? Bombarding someone
with growth opportunities is overwhelming and crippling to him
or her, so first be clear about what needs to be addressed to have
the greatest impact. One can always address the other areas for
improvement another time.
Why: Why am I motivated to give this feedback? Equally important,
if not more so, to identifying what one is going to address is the
motivation behind addressing it. If one’s motivation is selfish,
malicious, or anything of the like, then one is not in a position
to give constructive feedback well. It is love and discipleship (ex.
development in an area) that should motivate us when offering
feedback because while our words will be heard, it is our attitude
that will be felt.
Who: Who should give this feedback? Can my relationship bear the
weight of this feedback? The person receiving the feedback must
respect the one giving the feedback or else it will cause more harm
than good. Receiving feedback well personally rather than getting
defensive will not only lead to one’s personal development, but it
models receiving feedback well to others and helps make giving
constructive feedback a cultural norm. You can receive feedback
well by asking, “Tell me more; can you help me understand?”
Before giving feedback, make sure the trust and relational capital
are there--from the other person’s perspective.
When: When should I give this feedback? Is now the best time?
Timing is everything, and the best time to give constructive feedback
is soon after the performance, yet not when emotions are high. Be
sure to consider when to give feedback, to help ensure it is received
well and achieves its intended purpose.
How: How will the person best receive the feedback? Remember,
the goal is not giving feedback, the goal is the reception of feedback
and the positive change it sparks. One cannot change another
person’s heart--only God can do that, so pray that the Holy Spirit will
prepare the person’s heart to hear the feedback one is going to give.
Also, ask the Holy Spirit to purify one’s own heart, so one’s motive
is righteous when giving the feedback. Much has been written on
w w w.east poin t .c hurc h
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giving feedback in a helpful manner, and here is a suggested flow
for a feedback conversation:
1. Re-clarify the goal and expectations: Hopefully, the person
is already clear on the goal and expectations, so this is just a
quick agreement around these things before moving forward.
However, if something regarding the goal or expectations is
unclear or there is lack of alignment around these things, take
the necessary time to come into agreement and alignment, as
these are necessary to move forward (big picture).
2. Seek to understand: Everyone has a reason for why they do
what they do (even if they have never articulated it). Choose to
trust that the person did what he or she thought was best given
the information he or she had, and ask the person to help you
understand the why behind what he or she did.
3. Invite reflection: At this point the conversation could go one of
two directions:
A. If the person did not have all the necessary information,
graciously bring him or her up to speed, “I can see why you
did what you did given the information you had. There is
actually more to it than what you had to operate on, and
I realize that makes your decision-making unnecessarily
challenging (and probably frustrating), so let me give
you a more complete picture… (Share any additional
information.)... Now that you have a more complete
understanding, how would you approach the situation
differently next time?”
B. If the person did have all the necessary information, help
him or her understand that though his or her intentions
were good, the impact of his or her performance was
not as intended. One might say something such as this,
“While you had good intentions, this is the impact that
your actions actually had… (Share the negative impact.)...
(Pause for a brief moment to let the person feel the weight
of it.)... I know you are better than your actions, so what are
you going to do differently next time to ensure this doesn’t
happen again?” The pause is key because people act on
what they feel, so if one can help the person feel what
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others felt as a result of his or her actions, then the person
will see the need to act differently in the future. Affirming
the person, even though his or her action was off base, is
huge because it reminds the person that one values him or
her and believes in him or her. Finally, inviting the person
to come up with a game plan for next time encourages
ownership over his or her growth and development.
4. Speak the truth in love: Affirm the positive elements of the
person’s proposed game plan, and fill in any gaps as necessary.
As one’s speaks, do so full of grace and full of truth--giving
the person the benefit of the doubt while clearly and directly
addressing the need and way to change.
5. Move on: Once the issue has been addressed and an action
plan is agreed upon, move on, and do not belabor the point. To
bring closure to the conversation point, remind the person of
how much you value them and the certainty you have that they
will do better next time. You might choose to say something
along these lines, “I am so glad we got to have this conversation
because yet again I am reminded how much I appreciate you.
You’ve always had great intentions, and I am excited to see
what will come as a result of the game plan we have come up
with because there is power when our intentions and impact
are in alignment.”
Giving constructive feedback is similar to a muscle; it is developed
through exercise. While offering feedback can be intimidating at first,
once you experiences the way God uses it in your own life and the lives
of others, there can be great expectation heading into what used to be
challenging conversations. While these are helpful questions to keep
in mind before giving feedback and a helpful flow for the conversation
itself, ultimately, it is reliance on the Holy Spirit that is the gamechanging element in all of this.
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SITUATIONAL LEADERSHIP 2
(Adopted from Leadership and the One Minute Manager by Ken Blanchard, Patricia Zigarmi,
and Drea Zigarmi)

The Leaders with whom we serve are each unique, given the way
God created and gifted them and the experiences they have had.
Recognizing every person has unique developmental needs based on
their leadership and situation, an effective Coach begins by diagnosing
the person’s level of competence and commitment. Competence is
demonstrated knowledge and skills, and one can grow in competence
over time through learning and/or experience (pg. 35). Commitment
is the combination of one’s confidence (in completing a task or
responsibility) and motivation. It is important to consider a person’s
overall competence and commitment in a role (for example, leading a
small group) and the person’s specific competence and commitment in
a task (for example, asking open-ended questions). For every leadership
role and task, a person falls somewhere on this development track. The
four developmental stages are as follows:
• D1: These people are “enthusiastic beginners,” as they have
“low competence” and “high commitment.” While they do not
know how to do the new responsibility, they hope their prior
skills will be transferable and think that it will be easy to learn
what they do not yet know. Sometimes, these people will be
overly self-confident, but it may be a false sense of confidence,
which could lead to a crash at D2.
• D2: These people are “disillusioned learners” with only “low
to some competence” and “low commitment.” At this point,
their knowledge and skills have grown a little, but they realize
that the learning is tough and will take longer than initially
expected. This is the most fragile stage of development because
with only a limited knowledge and skill-set base combined with
the now recognized steep learning curve ahead of them, they
can become very frustrated and want to quit.
• D3: These people are “capable but cautious.” Having “moderate
to high competence” and “variable commitment,” they are able

2

Ken Blanchard, Patricia Zigarmi, and Drea Zigarmi, Leadership and the One Minute Manager, Updated ed. (New York:
HaperCollins Publishers Ltd., 2013).
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to do the task on their own, though they question their ability
to do it on their own. They can get bored with the role or task
quickly as their level of motivation fluctuates.
• D4: These people are “self-reliant achievers,” and they have
“high competence” and “high commitment.” Being selfmotivated and possessing the knowledge and skills, these
people are poised to thrive. The temptation as a coach can be
to go completely hands off, but these people need to know they
are valued and spurred to grow through new opportunities for
greater influence.3
Not one of these developmental stages is better than the others, but it is
essential to understand where someone is at developmentally in order
to lead them well.
Each of these developmental stages necessitate a unique approach
from the Coach in order to effectively develop the Leader. Direction
and support are the two techniques Coaches use in varying proportion
depending on the Leader’s developmental stage. Providing direction
involves: deciding, teaching, observing, and giving frequent feedback.
On the other hand, support is all about: listening, involving, facilitating,
and encouraging.4 (pg. 54). An effective Coach changes his or her style
of leadership and alters the way in which they offer direction and
support depending upon the Leader and the situation. The four styles of
leadership are as follows:
• S1: “Directing” is the most helpful leadership style for people in
the D1 developmental stage. Here, Coaches use “high directive
and low supportive behavior.” The Coach lays out the goals for
the role or task, clearly explains (and sometimes shows) how to
achieve the goals, and closely monitors the Leader to provide
timely feedback along the way.
• S2: “Coaching” is the most helpful leadership style for people
in the D2 developmental stage. “High directive and high
supportive behavior” is of the utmost importance at this
3

Ken Blanchard, Patricia Zigarmi, and Drea Zigarmi, Leadership and the One Minute Manager: Increasing Effectiveness
Through Situational Leadership II, Updated ed. (New York: HarperCollins, 2013), 53.
4

Blanchard, Zigarmi, and Zigarmi, Leadership and the One Minute Manager, 54.
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fragile stage. The best Coaches explain the “why” behind the
“what” and will begin to solicit the Leader’s input for decision
making. At this stage, the Coach makes the final call, setting the
direction forward.
• S3: “Supporting” is the most helpful leadership style for people
in the D3 developmental stage. Here, it is “high supportive
and low directive behavior” that is beneficial. Recognizing the
Leader is further along in his or her development than he or
she even realizes, the Coach strives to draw out ideas, listen
to suggestions, and encourage the Leader to implement his or
her proposed solutions. Whereas the Coach had the final say
regarding the direction forward previously, now, the Coach
encourages the Leader to implement their own proposed
direction--thus putting wind in the Leader’s sails, showing the
Leader that he or she knows what he or she is doing.
• S4: “Delegating” is the most helpful leadership style for people
in the D4 developmental stage. It is “low supportive and low
directive behavior” that will give the Leader the freedom to
thrive in the role or task. Having clarity around and buy-in with
the “why,” the Leader makes most of the decisions regarding
“what,” “how,” and “when;” the Coach simply provides
encouragement and redirections as necessary. The best
Coaches also celebrate the value the Leader adds to the team,
organization, etc. and supports the Leader in their personal
growth.
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Situational leadership is not something we do to someone; rather, it is
something we do with someone, so talk to the people you are leading
about where they sense they are at developmentally and how you can
best offer direction and support. Here is a helpful illustration that
encapsulates situational leadership:

SITUATIONAL LEADERSHIP II MODEL
Lead ership Styl es

HIGH

High Directive &
High Supportive
Behavior

S U P P O R T I V E B E H AV I O R

High Supportive
& Low Directive
Behavior

Low Supportive
& Low Directive
Behavior
LOW

High
Competence
High
Commitment

High Directive &
Low Supportive
Behavior

D I R EC T I V E B E H AV I O R

Moderate to High
Competence
Variable
Commitment

Low to Some
Competence
Low
Commitment

DEVELOPED

Low
Competence
High
Commitment

DEVELOPING

D evelopmen t Leve l s

5

HIGH

5

Blanchard, Zigarmi, and Zigarmi, Leadership and the One Minute Manager, 91.
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In Leadership and the One Minute Manager, the authors offer some
helpful questions and statements to use to ensure agreement on how
the coach can best help the Leader before proceeding. Here are their
suggestions:

AGREEMENT STATEMENTS
D1/S1

“Since you haven’t done this before, would it be helpful
if I provided you with some direction, resources, and
information?”

D2/S2

“Since you’re still learning, and may be discouraged,
would it be helpful if I continued to provide you with some
direction? And I’d also like to hear your ideas.”

D3/S3

“Since you know how to do this, what you need me to do is
listen, rather than give advice, right?”

D4/S4

“I know you’re taking the lead, but I’m here, when and if
you need me.”
6

MAKING WISE DECISIONS
In Spiritual Leadership, Henry Blackaby risks stating the obvious
when he notes, “Decision making is a fundamental responsibility of
leaders.”7 The reality is that followers look to leaders for direction, and
one of the key ways that leaders provide direction is through making
decisions (small and large) that guide people on the path God has laid
out--in Scripture and through his movement in a time (past, present,
and future), place, and people. As a leader’s responsibility increases, so
does the impact of the decisions that he or she makes, so as leadership
responsibility increases, so too must a leader’s wisdom in decision
making.

6
7

Blanchard, Zigarmi, and Zigarmi, Leadership and the One Minute Manager, 74.
Henry Blackaby, Spiritual Leadership (Nashville: Broadman & Holman Publishers, 2001), 178.
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The first question that we must ask ourselves is whether we are going
to rely on human intuition or divine guidance. The good news is that
as Solomon asked for God’s wisdom in 1 Kings 3, James promises that
God gives wisdom to whomever asks for it as long as they ask in faith
(James 1:5-8). Asking God for wisdom is not intended to be a one-anddone experience; leaders should ask God for wisdom on a regular basis.
Throughout Scripture it is evident that God is the source of wisdom,
and one of the best ways to get to know God is by reading Scripture. In
addition to gleaning God’s wisdom (generally speaking) through reading
his Word, we also grow in our familiarity with God’s voice through
reading his Word, which helps us discern what he is saying when we
seek his wisdom for a specific situation. Bottom line, consistent time
reading the Bible is paramount for gaining God’s wisdom both generally
and specifically.
In addition to reading God’s Word, prayer is also foundational in
seeking wisdom. Yes, we should prayerfully ask God for wisdom, and
we should also spend time in prayer because it is through prayer that we
grow comfortable in God’s presence. When pressed to make a decision,
we are told to listen to our gut. Well, if we are more accustomed to the
plans of people than the presence of God, we are on thin ice. However,
imagine if we were so comfortable in God’s presence through prayer,
that our gut reaction is actually a Holy Spirit reaction…
Our perspective is also important when making wise decisions.
Before we entered the scene, God was already on the scene. When we
understand God’s past movement in a people, place, etc., we are better
able to discern how to join God’s work (and encourage others to do
the same) going forward. Before we make decisions, we must seek to
understand. Knowing the vision, mission, and values of the church
provides a plumbline for our decision making because they were
prayerfully determined. It is also important to understand the specific
situation at hand, so asking strategic questions and then listening well
to those involved gives us a glimpse into how God is moving (or wants to
move) in the situation. James instruction to be quick to listen and slow
to speak (James 1:19) is key when making wise decisions.
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Seeking counsel from others who are discerning is both wise and biblical.
When appropriate, discuss the decision with someone (or a group of
people) whom you respect. Weigh the counsel given against God’s Word
because, ultimately, we are accountable to God for the decisions we
make. As we process the decision at hand, we must be cautious to not
fall prey to people-pleasing because few things can derail the direction
that needs to be taken than a decision rooted in people-pleasing and not
God’s guidance.
Making decisions, small or large, must be made wisely because both the
small and large decisions we make impact the people we are leading and
serving. Be a leader who asks for and receives God’s wisdom, leading
others to do the same.
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APPENDIX
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APPENDIX
FORMS
By going to www.eastpoint.church/forms you will find forms such as:
• Core Values Commitment
• General Leadership Application
• Life Group Leader Supplement
• General Coaching Application
• Reservation Inquiry
• Promotion Request
• Marriage Application
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LIFE GROUP COMMITMENT

LIFE GROUPS

SEXUALITY STATEMENT
We yield to God’s Word on the subject of sexuality. God planned for us to
express our sexuality in the context of a marriage relationship between
a man and a woman, or remain celibate.

w w w.east poin t .c hurc h

85

1

86

L eader ship Guide 2 0 19 -2 0 2 0

TRAINING NOTES
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TRAINING NOTES
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