Equipping Youth For Ministry
“Young people serve in the armed forces and are expected to fight, even die, for their country. They can be given a gun before they are entitled to vote for the politicians who give the order to fire it. Still in their teens, they can be sent to Northern Ireland, Bosnia the Gulf, or anywhere else there is human conflict and be expected to perform demanding tasks under extreme pressure. If McDonalds, financial institutions and the armed forces are all prepared to bestow great responsibility on young people, then presumably the same will be true of the church. Tragically, this is not the case.” 

Danny Brierley

Reasons to Use Teen Leaders

Youthwork Magazine, February 1998

My personal ministry journey is a testimony of the value of equipping youth for ministry during their teenage years. I grew up in the coastal city of Durban in South Africa at a Baptist Church where a sixty-year-old guy was responsible for youth ministry. John Gardner’s philosophy of youth ministry was solidly built around an equipping paradigm. The following examples come to mind: (1) He made use of a rotational system of leadership where the youth committee was divided up into four groups and each group was responsible for one Friday night youth program a month. The small group of leaders ran the whole programme, from start to finish. John was around during the planning meetings and at the events, but he took a genuine backseat while we ran the programme. (2) John involved us in outreach ministries from as early as possible. In those day, coffee bars were an effective means of evangelism where a room would be decorated with sacking hanging from the ceiling, small tables with chairs spread placed the room with candles to create a soft atmosphere, Christian rock bands performed periodically through the evening and ministry taking place in two ways: half the youth leadership team would be in a back room praying for the salvation of newcomers; while the other half were at the tables sharing their testimonies and leading people to Christ. The whole team was taken through intensive training programmes designed to equip us for peer evangelism. There was seldom an adult in sight as youth led their peers to Christ. (3) We were involved in running the children’s group earlier on a Friday evening, under the watchful eye of a young adult couple that were responsible for the ministry. We participated here by using our musical talents or helping with various aspects of the programme. This provided an ideal context in which to learn skills for ministry; taught us responsibility and gave us a heart for reaching youth (4) I remember preaching my first sermon at age 15. John got three of us together – all the same age – and helped us each prepare a third of the sermon for a Sunday night service. I can still remember standing in front of the 300 member congregation, in front of my peers, with knees knocking as I delivered my part of the sermon. Looking back, and tracing my journey over the years into full-time youth ministry I must conclude that this adult leader’s youth-based ministry philosophy is directly related to where I am today.

This chapter will explore Biblical and contemporary insights on equipping, reasons for equipping, choosing youth to equip and developing an equipping-based ministry.
1. WHAT IS EQUIPPING?
A. Equipping in the Bible

Leonard Sweet (Aqua Church, Page 187) says: "The first time the word 'equip' is used in the Gospels is when Jesus finds a father and his two sons in a ship, 'preparing' their nets (Matthew 4:21; Mark 1:19). The Greek word for 'prepare' is kartatizo, which means to repair the rends, to make whole again. But it also means to make someone what they ought to be - to 'equip', to 'prepare', to 'strengthen' someone for a mission. 'Equip' doesn't mean to fix the nets yourself, but to enlist and empower others to do what God is calling them to do." He goes on to say: "In ecclesiastic ecosystems, people at the lowest levels must be given every decision-making power and entrepreneurial boost to rise to the top; creativity in all staff, including those at the lowest level, must be given free reign; teams must be encouraged to be self-organising; power and authority must be shared by everyone." Then he adds, "Leadership is less about employing people than empowering people. Leadership is less about controlling people than releasing them." (Page 188).

Greg Ogden (The New Reformation, Page 100f) does an analysis of New Testament references to equipping and presents three ways to categorise equipping: (1) Mend/restore - Ezra 4:12, 16; 5:3,9,11; 6:14; Psalm 68:9; Matthew 4:21; Mark 1:19; 1 Corinthians 1:10; 13:9,11); Galatians 6:1; 1 Thessalonians 3:10). (2) Establish/Lay Foundations - Exodus 15:17; Psalm 8:2; 17:5; 74:16; 89:37; Luke 6:40; Hebrews 11:5; 13:21; 1 Peter 5:10. (3) Prepare/Train - Romans 9:23; Ephesians 4:12; Hebrews 10:5. He proceeds to suggest that there are three aspects to equipping - all with the ultimate purpose of deploying the entire body for ministry: (1) Equipping as Mending/Restoring involves: (a) fixing what is broken - to bring people into wholeness through healing in the context of a supportive body; (b) bringing things back into proper alignment - this is restoring relationships that have been broken; and (c) supplying what is lacking - this is encouraging people who are going through difficulties. (2) Equipping as Establishing/Laying Foundations involves: (a) being connected to Christ the head equipper; (b) staying connected to the Word which is a means of equipping; and (c) modelling the incarnation lifestyle intended for believers. (3) Equipping as Preparing/Training involves: building teams of people to share the ministry in the different aspects of the pastor's giftedness. Putting this all together we can say that the role of the youth pastor as equipper is to prepare, complete, put in order and make ready for service, the people of God.

B. Equipping Today

Equipping challenges us to move away from ministry to youth and to develop ministry with youth. It is becoming increasingly evident that ministry where youth are passive spectators is simply not effective. Frank Mercadante (Growing Teen Disciples, chapter 14) shows how equipping is at the heart of contemporary youth ministry: "Peer ministry is simply teens ministering to fellow teens. Teens are very effective in reaching their own. If they weren't, teens would not have such a problem with peer pressure. Peer ministry seeks to make a positive application to the influence peers have on one another. During adolescence, a teen's primary reference for approval shifts from parents to peers. Also, teens are more likely to seek out peers for advice that they are parents, teachers, or youth ministers. Besides, teens have greater access to other teens. They spend most of their time with their peers at school in such activities as sports, clubs, and parties. Peer ministry works. Many successful Catholic youth ministries are investing time, energy, and money into developing peer ministry teams.”

This course has repeatedly referred to a commitment-based approach to youth ministry. A quick survey of the different commitment level models will illustrate the important role that equipping plays in each one of them. In fact, it could be said that equipping is one of the defining characteristics of the commitment-level approach to youth ministry.

(1) Sonlife – The Sonlife Strategy is a disciplemaking strategy that has identified four stages for ministry in the Great Commission: Winning the lost to Christ; Building believers to spiritual maturity, Equipping workers for peer care and peer share; and Multiplying shepherds to overseer ministry. The Advanced 1 Seminar offered by Sonlife says that the goal of equipping is to intentionally equip committed youth to share in the work of ministry. The aim is to develop “fully trained disciples” (Luke 6:40) who reflect both the character and the priorities of Christ – who exemplify a Great Commandment Heart and a Great Commission Lifestyle. 

(2) Saddleback – The youth ministry of Saddleback Community Church seeks to reach non-believing students, to connect them with other Christians, to help them grow in their faith, and to challenge the growing to discover their ministry and honor God with their life. They have a strategy designed to equip Core youth to serve and minister using their spiritual gifts. This level relates to one of the five purposes - the purpose of service or ministry.

(3) Willow Creek – the Willow Creek Community church youth ministry is designed to turn irreligious students into fully devoted followers of Christ. They have a seven-step strategy for accomplishing this: Christian youth build friendships with their lost peers; they share a verbal witness; they invite them to a seeker service; they challenge their friends to accept Christ as saviour; they start attending a weekly meeting designed to integrate them into the church through worship and teaching; they get involve in small groups designed to ground them in the faith; and they take an active role of service within the church. The whole strategy is built around peer ministry – beginning with youth reaching out to their lost peers and ending with youth being equipped to minister in teams at various levels with the strategy.

(4) Cultivation Strategy – Frank Mercadante explains his approach to youth ministry: ”By ‘make disciples’, Jesus meant the whole process of leading a person to conversion, establishing them in their faith, and training them to make an impact on the world. Discipleship is the complete cycle of Christian development. Youth must be evangelized, established, and equipped.” He uses a three-step approach of sowing the seed where evangelistic activities target unsaved people; nurturing for growth where believers are rooted and built up; and reaping the fruit where potential workers are trained, equipped and sent out to minister.

(5) Windsor – The commitment level model developed by the lecturer at Windsor Fellowship some years ago has six levels at which ministry is aimed: making contact with pre-Christian youth on their turf; providing events to connect seekers with other Christians and with Christ; doing follow-up with new coverts; providing growth events to grow believers in the faith; involving workers in impact event where they serve in the community and the church; resulting in every-member ministry where youth identify and use their spiritual gifts.

2. WHY EQUIP YOUNG PEOPLE?

Dann Spader and Gary Mayes (Growing a Healthy Church, Page 123) say: “The step of Ministry Training [equipping] is critical to the expansion of any movement. At this point most organisations and local churches reach their peak. If they do not train believers other than the pastor to evangelise and build disciples, their expansion stops. The maximum potential is reached without a continuing growth and broadening impact. True multiplication occurs only when disciples are trained in evangelism and disciple-building. No matter how dynamic the leader, no matter how financially stable and well organised the church, expansion will not continue if people are not trained to minister.”

A. The Benefits of Equipping Youth

The following quotes reveal some of the positive benefits for equipping in ministry:

Frank Mercadante (Growing Teen Disciples, Page 247) asks the question: Why should teens be active in ministry? He says, firstly, that it helps youth to feel ownership of the ministry. "Spectacular youth ministry challenges teens to go beyond spiritual spectating. Teenagers soon get bored with programmes that seek only to entertain them spiritually. When we emphasise entertainment we produce spectators. Youth search for and need opportunities for meaningful involvement. When we provide these opportunities by equipping, organising, and mobilising teen leaders, we produce servants of Jesus Christ. As they invest themselves in the ministry they become partners in the church's mission. This partnership leads to ownership. Ownership leads to greater excitement, responsibility and participation. Young people will tenaciously support those things which they have worked for or created, just as anyone takes care of things that cost them something. That's what ownership is all about." Secondly, he suggests that it helps to change youth perspectives on the meaning of life. As they get involved in serving others they begin to realise that life is not so much about getting as it is about giving to others. Thirdly, youth need to be equipped to serve because of the way in which they are able to "ignite the church with their natural idealism, enthusiasm and energy." (Page 249). Youthful idealism has often resulted in the start of movements that have impacted the world in a positive way. Frank says that when he began to move towards peer ministry teams he discovered that as he gave more responsibility to teen leaders, their attendance doubled, their impact multiplied and their teen leaders became more invested and skilled. He notes that youth listen more to, and are quicker to apply, what they hear from peers than from adult leaders. The gospel message is more credible to a young person when it is lived and proclaimed by a teen.

Jim Burns (The Youth Builder) speaks about positive peer ministry: "peer ministry is more than an antidote to apathy; it's also the most effective style of ministry. Students can best be served by other students, primarily because of a credibility factor which is not as strong when adults minister. And positive peer pressure is just as powerful in a student's life as negative peer pressure." (Page 114).

Thom and Joani Shultz (Involving Youth) explore the benefits of youth-based ministry (which they define as ministry for young people - operate largely by young people): (1) Youth ownership of youth ministry (which increases participation and commitment); (2) Life skills training (youth gain responsibility, self-esteem, decision making skills, leadership skills and discipline. (3) Enhanced self-worth and personal growth (their confidence grows as they take an active role in ministry). (4) Broad distribution of work (everyone shares in the task of running the youth ministry, which means that leaders can step back and think about important issues like the spiritual growth of youth); (5) Youth ministry continuity (with youth pastors staying at churches under three years on average, the ministry will continue because youth are equipped to keep up the momentum). (6) Provides a good role model for the whole congregation (youth-based ministry helps the wider church realise that every member is supposed to be involved in ministry). (7) Enhanced youth evangelism (most people come to know Christ through a friend or a family member - friends bring friends to Christ!). (8) Increased youth visibility (youth are up front in the church which attracts people looking for a church that is concerned about youth).

The Sonlife Strategy Seminar present the following reasons for equipping youth: (1) Jesus modelled equipping the committed disciple. He chose (Mark 3:13,14) to spend quality time equipping (Mark 9:30,31) his young followers to minister to their peers (Luke 9:1-6). (2) Equipping is essential to the disciplemaking process – the goal is for disciples to reproduce their lives by ministering to their peers (2 Timothy 2:2). (3) A peer’s influence is more natural and effective than a non-peer’s. The most natural way to reach lost people and minister to believing people is through believers who are in the natural path of their lives.

Danny Brierley (Reasons to Use Teen Leaders. Youthwork Magazine, February 1998) suggests the following advantages of using teen leaders: (1) Less pressure on older leaders – the leadership potential increases each time a young person joins a small group. (2) Long-term benefits to young leaders – youth develop skills that help them in their Christian service and in future employment. (3) Peer leadership works – group members benefit from having leaders who understand the pressures and challenges they have as young people. 

B. The Dangers of Youth-Based Ministry
The following dangers of youth-based ministry were identified by Thom and Joani Shultz (Involving Youth): (1) Youth-based ministry is less streamlined than leader-based ministry (it can seem unwieldy and cumbersome as more people are involved in the process which slows things down). (2) A higher failure factor (when youth do tasks normally done by adults the possibility of failure is higher). (3) Adults who will not 'buy into' a youth-based approach (the adults who will be useful in youth-based ministry are those who love kids, who trust them to make good decision and who are willing to risk with them). (4) Youth may make mistakes due to a lack of experience. In answer to the often raised objection that youth will make mistakes, Danny Brierley (Reasons to Use Teen Leaders, Youthwork Magazine, February 1998) says: “Giving young people meaningful responsibility is an undeniable risk, but one that is usually worth taking. There will be times when a young leader makes a mistake or experiences a crisis of confidence and it is then they will need to know that someone will be there to catch them, should they fall. There may be occasions when a young leader does something foolish and has to withdraw but this should not be used as an excuse to deny all young people leadership responsibilities. There are potentially great rewards to be had for small group ministries who have the courage and the vision to develop the leadership skills of their young people.”

3. WHO CAN BE EQUIPPED? 

Danny Brierley (Reasons to Use Teen Leaders, Youthwork Magazine, February 1998) says that on the basis of 2 Timothy 2:1-2, we should look for young leaders who we can rely on to fulfil the task properly: “You then, my son, be strong in the grace that is in Christ Jesus. And the things you have heard me say in the presence of many witnesses entrust to reliable men who will also be qualified to teach others.” Danny suggests that a small group leader be no younger that 16 years of age, and an assistant leaders can be a year younger than that. “Too young and they will lack the experience needed to lead others and will struggle to maintain the respect of their peers.”

Dann Spader and Gary Mayes (Growing a Healthy Church, Page 134) suggest that we look for the following qualities in identifying those who are responsive: those who are faithful to the Lord and to the body of Christ; those who are available to be used wherever God wants them to be used and who have a schedule that allows them to be involved; those who are teachable with a hunger to learn and a willingness to be corrected; and those who are enthusiastic about the work of God.

The Sonlife Strategy Seminar says that in the calling of Peter we see that Jesus was after people who were: (1) Availability – someone who is willing to reorganise their priorities to be involved in Christ’s work (Luke 5:3); (2) Faithful – people who faithfully obey Christ even when they are weary and do not see results from following Christ’s command (Luke 5:6-8); (3) Teachable – people who respond with a humble, repentant spirit when confronted with personal disobedience to Christ’s desires (Luke 5:6-8); and (4) Responsive – people who immediately leave what they are doing and follow Christ in the task of “catching men” (Luke 5:9-11). We should use the following process selecting workers: (a) Teach on the ministry team concept; (b) Open up the ministry team to the whole group so the leadership is not guilty of being exclusive; (c) Select only those who qualify by displaying the qualities Jesus is after; and (d) Recruit those individuals who display the qualities Jesus is after but did not approach the leadership to be included.

4. WHAT IS AN EQUIPPING MINISTRY?

The following extracts show the place of equipping within youth ministry. They reveal that equipping is not an added dimension to ministry, but the very heart of ministry. We can conclude that equipping is the most important role that a youth pastor fulfils.

John Dettoni (Introduction to Youth Ministry, Page 49-50) talks about the role of a youth worker: "youth workers are developers of leaders (leadership educators) and sharers of leadership roles. They ask themselves, 'Should I do this, or is a youth capable of doing it instead?' Youth workers are comfortable in either the leading position, or in observing youth leading. They don't always need to be up front with the group. But they help youth learn to be leaders; they do not thrust upon youth the leadership responsibilities that are inappropriate."

John Maxwell (Developing the Leaders Around You, Chapter 5) speaks about equipping potential leaders. The principles and guidelines he presents are most applicable for equipping youth for ministry. He says that he prefers the phrase equipping to training because equipping is more than just imparting skills for ministry. Equipping is a longer process than training as it includes helping the person to understand what they are doing and why they are doing it. For this task, equippers must be a model (someone who does a job well and consistently); a mentor (someone who knows where the organisation is going and who can communicate the vision to others and who has experience to draw on); and an empowerer (they must be able to instil in followers the desire and ability to do the work - and they must be able to lead, teach and assess the progress of the person being equipped).

Saddleback’s strategy involves turning attenders into members and then turning members into ministers (The Purpose Driven Church, chapters 17-19). Rick Warren refers to Ephesians 2:10 and Ephesians 4:12 in support of his vision for every-member ministry. He has a ministry mission statement that is based on Romans 12:1-8: (1) Every believer is a minister; (2) Every ministry is important; (3) We are dependant on each other; and (4) Ministry is the expression of our SHAPE: (a) Spiritual gifts; (b) Heart; (c) Abilities; (d) Personality; and (e) Experiences. He says: “At Saddleback we teach that every Christian is created for ministry (see Eph. 2:10), saved for ministry (see 2 Tim. 1:9), called into ministry (see 1 Peter 2:9-10); gifted for ministry (see 1 Peter 4:10), authorised for ministry (see Matt. 28:18-20), commanded to minister (see Matt. 20:26-28), to be prepared for ministry (see Eph. 4:11-12), needed for ministry (see 1 Corinthians 12:27), accountable for ministry, and will be rewarded according to his or her ministry (see Colossians 3:23-24).

Jay Adams (Shepherding God's Flock, Page 344) contrasts two organisational patterns. We will consider the two models with application to youth ministry: In the first model, the congregation hires a youth pastor to do the work of evangelism. But how will they be able to shepherd and teach Christian youth AND reach the multitudes around them as well? Here the pastor is in the middle - trying to evangelise the unchurched on the one side, and trying to edify the churched on the other side. In a second model, the youth pastor is given the responsibility to instruct, equip and inspire the youth congregation to assume it's own evangelistic and edificational ministry. The youth pastor will engage in personal evangelism but does so as an example for others to follow. 

Thom Shultz presents a Scriptural basis for youth-based ministry that is based on Jesus' model of leadership: He gave away responsibility (Matthew 18:18-20) by entrusting others to do ministry; he challenged people to do more than they thought they could (Matthew 14:22-33); he picked people up when they fell (Matthew 16:18); he believed in people (Luke 9:1-2); he promised to stick with his followers (Matthew 28:20); he avoided burnout (Mark 6:31); and he trusted the Holy Spirit in his followers (John 14:15-16).

Liz West (Young People and the Theology of the Church, Perspectives Magazine, Spring 1998, Page 5,6) asks challenging questions of youthworkers: “They (youth) are not wanting to be receivers only, but also contributors. The consumer mindset in many churches leaves them dissatisfied and passive. Where is Jesus for them when adults are the providers of their programmes which are based around their entertainment or in a desire to ‘please me’? Where do they learn to be disciples when all is arranged for them? What changes them as people when the programme is topic orientated with no application to their lives? How do they learn to rely on Jesus when wrapped up in the wool of the alternative safe culture of the Christian ghetto rather than being out in the world and facing the challenge of not being of it? They light up when the Lord has used them to minister to a need in another or to have that crucial conversation with a non-believing friend. It draws them to Jesus and gives them such a personal story to share of God at work, not just at meetings but in their daily lives. Perhaps they would find leading their peers to be a daunting task. This is especially so if they have been brought up in a church environment where young people are not seen as disciples who have a contribution to make, whether in leadership or ministry. Within the church they might have experienced delegation, where they are asked to contribute to an adult agenda – to take the evening service or to help out with the children. Young people want to be empowered to take the lead and own their own decisions.”

The cell ministry movement has taken seriously the importance of youth leadership, as evidenced by this quote by Clive Price (Youthwork Magazine, June 1997, Page 11): “Giving young people more ownership and responsibility is what youth cells are all about.” In the same article, Simon Wong says: “There’ll never be enough youth workers to reach young people. But there’ll always be enough young people to reach young people.”

Youth cell pioneer Marvin Jacobo (Peer-Led Cells, Youthwork Magazine, January 1998) asks: “What do you want your youth group to look like?” and provides five options: (1) Youth led – community-based; structured into small groups or cells; equipping and empowering young people for leadership; emphasis on relationship; the aim is mission. (2) Leader led – traditional housegroup framework; strong adult direction; centered around multi-talented personalities; lively and expensive programme-based youth work; aim may be mission or maintenance – more likely the latter; beware of burn-out or family break down in your leader’s life. (3) Team led – adult collective at the top; delegation may occur; heavy on events and activities; one or two leaders constantly kept busy with counselling issues. (4) Non led – leadership vacuum; group of young people that may have come together out of frustration with church; little or no structure; possibly an embryonic cell/small group. (5) Other led – youth ministry agenda dominated by pastor/parents/church committee; ultimate accountability; resource centre may be solely down to a parachurch organisation; youth work conducted by an attractive personality.

Jesus’ strategy for disciplemaking began by calling people to follow him; but moved on to challenge them to follow him and be fishers of men. His mission would only be successful if the number of people able to do the work grew. Our youth ministries will never begin to multiply if we stop short of equipping youth for ministry among their peers. It will stay in the realm of addition, and won’t reach multiplication status until we equip youth for ministry.

Christian Swartz (Natural Church Development, Page 22) has identified eight characteristics of growing churches. The first quality is Empowering Leadership – he say: “Leaders of growing churches concentrate on empowering other Christians for ministry. They do not use lay workers as 'helpers' in attaining their own goals and fulfilling their own visions. Rather, they invert the pyramid of authority so that the leader assists Christians to attain the spiritual potential God has for them. These pastors equip, support, motivate, and mentor individuals, enabling them to become all that God wants them to be.”

Chapter 1 explored the biblical and contemporary understanding of equipping and applied it to ministry among youth. This chapter explores methods for equipping, cautions about equipping, guidelines for equipping, and stages for equipping.
1. METHODS FOR EQUIPPING

To equip those who want more in their relationship with Christ, the leaders will need to equip them by the example and teaching of their lives; and through the following means: interaction on the run, ministry projects, equipping retreats, and team meetings. These meetings will include a time of Encouragement; asking Questions to assess and develop accountability; Understanding skills needed to care and reach friends effectively; Inspiration through communicating vision and Prayer for ministry needs and guidance.

The Sonlife Strategy Seminar says the equipping process will help youth move through two stages: (1) Non-Peer Ministry as they engage in (a) task-orientated service projects; (b) caring for people in once-off projects; and (c) short-term faith sharing. (2) Peer-Focused Ministry as they engage in (a) ongoing caring for peers in the church; (b) ongoing caring for peers outside the church; (c) sharing their faith with peers to plant and reap; and (d) developing a disciplemaking lifestyle where they initiate new relationships to evangelise and nurture their peers. The target audience for equipping is workers. 

Sonlife explores equipping in the two dimensions of peer share and peer care. In each a different set of skills are taught: (1) Peer Evangelism – we teach them CPR skills: (a) Cultivating – how to build relational bridges with spiritually lost peers; (b) Planting – how to plant the seed of your friendship with God by “speaking the truth in love”; and (c) Reaping – how to give a clear presentation of the Good News about Jesus with a call to respond to the message. (2) Peer Care – we teach them caring skills: (a) nurture/follow-up – how to root their new believing friends; (b) One Another Living – getting youth to apply the one another commands from the New Testament in the group; and (c) Ministry – using our spiritual gifts to build up the group.

Within these two areas we use the AAA approach to equipping workers, so they are able to continually evaluate their ministries: (1) Assess – we need to evaluate our current ministry effectiveness in peer care and peer share. (2) Address – the Word (an ability to search God’s Word for principles of ministry); prayer (an ability to actively depend on God in prayer) and skills development (an ability to do peer care and peer share). (3) Apply – through two aspects: (a) action steps – an ability to listen to God for personal ways to improve peer care and peer share; and (b) accountability – an ability to be in an accountable relationship with other peer workers under the shepherding of a ministry leaders.

Jesus used different methods to build his team: (1) Equipping on the run – Jesus used everyday events and activities to invest his life in key people. Each believer must be taught to develop their circle of concern – prioritising their energies to impact other: (a) one fellow worker or leader; (b) two fellow believers; and (c) three lost friends. (2) Equipping trips and projects – each time Jesus challenged his disciples to greater commitment he gave them an opportunity to see and experience ministry first hand. He sent his disciples on a tour after the following situations: (a) challenging disciples to be fishers of men (Luke 4:42-44); (b) appointing the Twelve (Luke 8:1-3); (c) commissioning the Twelve (Luke 9:6); and (d) commissioning the 70 (Luke 10:1-24). (3) Equipping retreats – Jesus often sought to get away from the daily crowds and routine - a few were alone, but most were with his disciples. (4) Equipping meetings – these are regular meetings where all the workers are brought together to be equipped in ministry as a team. There are five key ingredients: (a) Encouragement through worship and spiritual renewal; (b) Questions asked which give feedback, provide evaluation and sharpen accountability. (c) Understand new skills; (d) Inspire through vision casting and development; and (e) Pray about ministry needs. (5) Equipping through teaching – teaching the Bible systematically through preaching and personal study (2 Timothy 3:16,17).

Myles Downey (Effective Coaching) defines coaching as "the art of facilitating the performance, learning and development of another." (Page 15). He goes on to talk about a spectrum of coaching skills that range from directive coaching to non-directive coaching. The skills are: telling, instructing, giving advice, offering guidance, making suggestions, asking questions that raise awareness; summarising; paraphrasing; reflecting and listening to understand. It is clear that there is a wide range of skills available for leaders to use when equipping youth for ministry.

H. Stephen Glenn (The Second Birth Called Adolescence, Youthworker Journal, Winter 1994), says that a particularly influential way for youthworkers to empower kids is to engage them in dialogue: “perhaps more than any other, the one skill that gives you influence over the human race, gives you control over your life, is the skill of dialogue. Dialogue is not “Why don’t you do this?” – that solves their problem, which leaves them dependent – but “What do you believe might happen if you tried this?” which puts the ball in their court. Not “Do you think you could do this?” but rather “In what ways could you do that?" Youthworkers who learn to talk with kids this way develop a level of trust, of respect”

Part of our equipping ministry should be aimed at helping youth to understand themselves. Two aspects need to be explored: (1) Personality Assessment – tools like the Kiersey Temperament Sorter or the Myers-Briggs Type Indicator could be used to help youth understand their personality type. (2) Spiritual Assessment – using tools like a Spiritual Gifts Indicator (see chapter 3) and a Spiritual Passion Indicator that uses the following questions to help youth identify their spiritual passion: (a) What really stirs you? Imagine we meet together for the first time. We talk about a few things in casual conversation and then you get really excited as you start to talk about a topic that really grips you. It is the one thing that always stirs you. What is the topic? (b) What do you daydream about the most? (c) What have been the five greatest achievements in your life? (d) What kind of things do you do that make you lose track of time? When you are operating on things that you are passionate about, you become unaware of time. (e) In what area are you making, or do you want to make, a difference? People who fulfil their passion make a purposeful difference around then. They have an inner confidence that they are where God wants them to be - in a place where God is using them to make a difference. (f) What energises you? Your passion is something that energises you! (g) Does your passion pass the following two tests: (a) Does it glorify God? (b) Does it edify others? Once you have completed this exercise you should look for key words and phrases that appear throughout. Finally, complete the sentence: My Passion is…

Len Kageler (It’s All Yours: Giving Kids Real Ownership of Their Group, Youthworker Journal, Winter 1994) says: “No matter how flashy the event, no matter how winsome the personnel, kids will, in time, get bored with your program unless you give them something to do.” He then presents four ways to do youth ministry with kid-based ownership: (1) Youth Council – this is a youth group peer leadership core where youth get to choose their peer leaders. Kids take more ownership of a peer assisted undertaking. (2) Team Leaders – when the group grows bigger, a youth council is not enough and it is time to appoint smaller teams of leaders. (3) Church-wide, Up Front Leadership – here youth take the whole Sunday Service, including the preaching. They don’t just put on a program for indulgent spectators – they minister. (4) Project Ministries - here small groups of youth are equipped and mobilised to handle different aspects of the programme; a youth group event; or serving in the church or community. The key here is to use the normal adult team to facilitate service projects that the kids themselves choose and lead – and not to put adults from outside the youth ministry in charge.

2. CAUTIONS FOR EQUIPPING

We slip off the path of equipping when our times with our workers become a higher level bible study; a program planning time or a group of slaves you give commands to. We must also not look for perfect people when selecting the team - remember that Jesus chose a betrayer (Judas), a denyer (Peter) and a doubter (Thomas).

A serious warning about peer ministry is presented by Frank Mercadante (Growing Teen Disciple, Page 260): "The peer ministers must be equipped to succeed…There is nothing worse than being thrown into a situation in which we are ill-prepared and do not know what is expected of us. To ensure that our peer ministers are equipped in their roles, we must make an assessment of what skills are needed to perform their ministry competently. If they are expected to evangelise, then they should be trained in how to share their faith. If they will be performing skits, they should be taught some basic drama skills. If they are expected to give talks, they should be given speaking preparation and delivery skills. Good preparation eases anxiety in new situations and fosters both competence and confidence.

John Buckeridge says: “As his disciples grew and developed in their faith in him, Jesus gave them ministry responsibility. Empowering young people is an important part of the mentoring relationship and one where many come to grief. Empowerment requires giving young people some area of responsibility having trained them to handle that area without major disaster” (Nurturing Young Disciples, Page 105). The process of developing youth for ministry should be carefully thought through to ensure that the process is effective. The person must be carefully chosen for the position, training must be provided that will provide them with the skills necessary to do the job, and the person supervised and coached as they fulfil the ministry position. The leader should take an active role in supporting the person in the ministry, providing resource as needed and offering assistance in difficult areas or situations.

3. GUIDELINES FOR EQUIPPING

John Maxwell (Developing the Leaders Around You, Page 92f) presents the following guidelines for equipping: 

(1) Develop Personal Relationships - as people get to know us they will be more willing to follow our direction and learn from us. We must listen to people's stories, their journey so far. This will communicate that we are interested in them and reveal their strengths and weaknesses. We must find out their goals and what motivates them. This involves seeing people outside of the church environment. 

(2) Share Your Dreams - this allows people to get to know us and where we are going. We must share our dream with people who can help to make it a reality! 

(3) Ask For Commitment - we are looking for more than interest from people, more than involvement - we look for commitment. We must share the cost involved and see whether they care enough to be a part of the ministry.

(4) Set Goals for Growth - people must have clear objectives set before them before they will achieve anything of value. Success comes from taking smaller steps to achieve a big objective. The goals must be appropriate; attainable; measurable; clearly stated; stretching and written. 

(5) Communicate the Fundamentals - we must make it clear what people are responsible for and what they are not responsible for. People must be given a job description in which the main functions they are to perform are clearly indicated. It should also clarify the authority they have and the chain of authority in the organisation.

(6) Perform the Five Step Training Process - part of the equipping process is training people to perform the specific tasks they have to do. Step 1: I Model - the process begin with my doing the tasks while the people being trained watch. It is important to let people see you going through the whole process. This will give them something to try to duplicate. Step 2: I Mentor - during this step I continue to perform the task, but the person comes alongside me and assists in the process. I take time to explain not only the how but also the why of each step. Step 3: I Monitor - now we exchange places so the trainee performs the task and I assist and correct. It is important to be positive and encourage the trainee. We must work with them until they develop consistency. When they have gotten down the process, ask them to explain it to you - this will help them to understand and remember. Step 4: I Motivate - now I take myself out of the task and let the trainee go. My task now is to make sure they know how to do it without help and keep encouraging them so they continue to improve. We must stay with the person until they sense success. If the trainee wants to make improvements to the process we must encourage them to do it, and we must learn from them. Step 5: I Multiply - once the new leader can do the job well it become their turn to teach others how to do it. As teachers know, the best way to learn something is to teach it. This also frees us to do other important tasks while others carry on the training. 

(7) Give the Big Three - as we turn people loose to do the job we must give them the big three: responsibility, authority and accountability. Leaders often struggle to give people responsibility for work they are doing. People need also to be given authority - at first they are given permission to have authority, and then when authority has been earned, they are given authority itself. As people prove themselves worthy they should be given authority to act. When people have responsibility and authority they are empowered to make things happen. This is where accountability comes in to the picture. Leaders must be willing to review the new leaders work and give honest and constructive criticism. 

(8) Give Them The Tools They Need - giving responsibility without resources is incredibly limiting. This includes pieces of equipment as well as developmental tools like books, seminars and other resources that will equip them for the task at hand.

(9) Check on Them Periodically - leaders should touch base with people frequently to give mini-evaluations. People need to be told they are doing well on a regular basis. They also need to hear as soon as possible when things are going wrong. How often we check up on people is determined by the following factors: the importance of the task; the demands of the work; the newness of the work; the newness of the worker; and the responsibility of the worker. Effective follow-up includes the following: discuss feelings; measure progress; give feedback; and give encouragement.

(10) Conduct Periodic Equipping Meetings - this helps people stay on track, keeps them growing and encourages them to take responsibility for equipping themselves. An equipping meeting includes the following elements: good news (start on a positive note); vision (remind people of the big picture); content (focus training on what people need); administration (cover organisational items that will give people a sense of security); and empowerment (take time to connect with people and encourage them personally).

Dann Spader and Gary Mayes (Growing a Healthy Church, Page 141f) provide the following guidelines for ministry training: (1) Impact your life (we need to teach people what God has taught us); (2) Challenge people to involvement (let them see how what you are calling them to do relates to God’s plan for them and give them freedom to fail); (3) Support your team with training (this can be one-on-one opportunities or in groups) and (4) Keep your focus clear (make sure people have a ministry mindset and not a project mindset).

Doug Fields (Purpose Driven Youth Ministry, Chapter 10) suggests that with Committed Students we need to get them into basic habits that will help them grow spiritually - the habits are: hang time with God; accountability with another believer, bible memorization, involvement with the church body, tithing commitment, and study scripture. These practises are not equipping for ministry as much as disciplines for living the Christian life. Now I do not want to give the impression that any of these items are less than vital to healthy spiritual growth, I do want to suggest that something is lacking! Only when he deals with ministry among Core Students (in chapter 11) does he begin to mention involving youth in ministry. To be fair to Doug Fields, he does mention that students at all commitment levels can fulfil the purposes of ministry - "they shouldn't have to move through all the circle of commitment before they hear about ministry and are allowed to serve." (Page 174). His guidelines for challenging core students are probably guidelines for equipping youth for ministry at all levels of spiritual commitment. They are: (1) Stop treating students as the future church - we must challenge youth not to wait until they are adults but to be ministers and to participate in the church today. (2) Continually communicate ministry messages - encourage youth to participate and not observe what is going on from the sidelines. (3) Teach students that they were created for ministry - according to Ephesians 4:11-12 our role as youth pastors is to prepare youth for works of service. (4) Help students discover their spiritual gifts - they have been gifted by God according to Romans 8; 1 Corinthians 12 and Ephesians 4 but need to engage in ministry to discover their specific spiritual gifting. (5) Challenge students to discover their S.H.A.P.E. - God has uniquely shaped each person for ministry - with Spiritual gifts; Heart or passion; Abilities; Personality and Experiences.

As I reflected on what it takes to get someone to do something that you think they should do, I came up with the following guidelines: (1) Interest (it must be something that they want to do or something that they feel will have personal benefits); (2) Passion (people must care about something if they are to stay committed and focussed); (3) Involvement (people must be personally involved and not feel like spectators watching you do something for them); (4) Supervision (when I am accountable to someone for something I will be more dedicated to complete the task - especially if I respect and care for the supervisor); (5) Coaching (when someone helps me to do a task, I will be more inclined to stick with it). (6) Resources (when I have the right resources to do a task I will enjoy doing it more than when I am struggling with the incorrect or insufficient tools).

Jim Burns (The Youth Builder, Chapter 11) gives the following guidelines for developing a peer ministry program: (1) Students are already ministers - the Greek word for slave or servant (doulos) is the same word as 'minister'. All Christians are ministers. (2) We're in the equipping business - the best way to see growth in faith in youth is letting them lead under our supervision. We are responsible to help youth discover their spiritual gifts so they can fit into the kingdom of God. (3) Students need a specific ministry - each young person must be given a specific people orientated ministry to be involved in. (4) Let them lead now - youth don't need to wait until they are adults before they can be leaders. Church growth experts say that the most effective evangelists are new Christians. (5) Kids have something to offer - Christian youth need to know that they are significant and that they have much to offer. Jim ends the chapter by warning about a few pitfalls to avoid: (a) don’t delegate more than the students can realistically handle - our ministry should be student-led and staff-guided. (b) Don't respond to failure by imposing guilt - with fragile adolescent temperaments we must be slow to criticise and quick to encourage. (c) Don't focus all your attention on the 'superstar' kids - there will be youth in each group with more natural ability, beauty and brains but we must ignite creative potential in every person within the group.

Frank Mercadante (Growing Teen Disciples, Page 250f) presents a number of ways in which adult leaders need to empower youth to participate in ministry: (1) Identify Potential Leaders - the first stage is identify those who are ready to move into positions of leadership in ministry (note, Frank speaks about recruiting youth for leadership - this is just one aspects of equipping that is needed in ministry - other aspects are equipping for evangelism, service and mission). He uses an acronym (TOUCH) to present five qualities to look for: Team player (works well with others; uses gifts unselfishly); Other-centered (focus on others); Usable by Christ (humble and teachable); Commitment (attends meetings, completes assignments and lives a godly lifestyle); and Hunger to grow spiritually (desire to grow in their relationship with Jesus and the church). (2) Equip Youth for Ministry - once they are assembled they must be equipped for ministry. The best way is through modelling. Youth will follow the example of the adult leaders. Then we must develop ministry skills in youth - depending on what they area of ministry will be, appropriate skill-based training must be designed and delivered. Then we must supervise and observe youth as they minister. (3) Form Youth Leaders - because leaders are formed and not born, each of the following must be built into the overall approach to training and development: (a) Be relational - leaders must spend time with youth to build relationships. (b) Encourage potential - we must believe in youth, see past their inconsistencies, fickleness and spoiled past and help them find their true potential. (c) Challenge to greatness - youth want to be challenged beyond the status quo of uneventful living to true greatness for the kingdom of God. (d) Nurture gifts - we must identify latent and obvious gifts in youth, affirm their gifts and provide opportunities in which they can use and develop their gifts. (e) Supervise appropriately - we start this by modelling so youth know what is expected of them and why it is expected (I do, you watch); then we do something together (I do, you watch); then we get them to take the lead role while we support them (You do, I help); and finally they do it on their own without my involvement.

Sonlife refers to programming ministries aimed at equipping as Ministry Level Programming. According to their audio series, How To Balance Youth Programming, these are programmes designed to equip believers to do the work of the ministry. The purpose of ministry training is: (1) To Equip People to Do the Ministry – This involves an emphasis on (a) being others-centered (meeting the needs of other people rather than my own – Philippians 2:1-4; Matthew 20:28 and 2 Corinthians 1); and (b) building both thinkers and doers (teaching people how to think properly about ministry and getting people to do ministry). (2) To Build a Team Approach to Ministry – What makes a good team? Co-ordination, unity, having a player/coach; protecting each other; individuals doing jobs that work together; common objectives; and practise. The people involved in ministry training are those who no longer just want to be ministered to, but want to minister to others; no longer just want to be served, but now want to serve others, no longer just want to be taught, but want to teach others. They are other-orientated. They want more. They need to be brought together to meet one another’s needs; to pray together for the needs of the group and individuals; to evaluate needs, desires, programs, and the direction of the group; to study God’s Word; to learn new skills; to hold each other accountable; and to plan activities to meet needs.

4. STAGES FOR EQUIPPING

Ministry training involved equipping youth to take an active role in fulfilling of the Great Commission. Youth must be equipped to penetrate their own sphere of influence with the good news of salvation and kingdom living. So many youth remain at the receiving level and don’t move on to the giving or serving level because they are not trained and released to minister for Christ. 

Sonlife has developed a ministry training and involvement system that leaders can use to progressively involve youth in greater levels of ministry. This is taken from their Strategy Seminar material. The first three levels are non-peer orientated: M1: Task Orientated Projects: Cleaning the church, serving food, international construction projects, etc. M2: People Orientated Serving: i.e. Serving with people impact, Vacation Bible School, nursing home programs, occasional nursery care. M3: Cross-Cultural (short-term) Projects: i.e. Cross-cultural contacts, (CPR) sharing our faith outside our normal environment, international ministry projects. The next four levels are ministry to peers: M4: Caring for Believers: i.e. Granting Great Commandment love through the six foundational priorities being applied within our youth group. M5: Caring for Unbelievers: i.e. Building credible and loving friendships with unbelievers at school, work or home. M6: Sharing Christ with Friends: i.e. Talking with lost friends about God and personally sharing our faith during outreach events. M7: Initiating Disciplemaking Strategy: i.e. Strategizing to be a light in an unreached peer arena whether a sports team, club, hobby group or work-place with support of your youth leadership.

Dann Spader and Gary Mayes (Growing a Healthy Church, Page 127) have a slightly different way of presenting the M1-M7 training strategy. It is as follows: M1: Ministry Projects – this is an effort to serve non-peers in a tangible manner. M2: Ministry to Non Peers – this is ministry within your own culture but not your peer group, like working with children or ministering to older adults. M3: Cross-Cultural Ministry to Non Peers – this is a bit more threatening as it involves sharing the gospel. These first three levels of ministry are aimed at non-peers and therefore include slightly less risk for those ministering. The next four levels move people into reproducing themselves among their peers. M4: Ministry to Believing Peers (Edification) – this is caring for and serving believers within the body. M5: Ministry to Non Believing Peers (Expansion) – here there is an intentional effort to build relationships with non-Christian friends. M6: Ministry to Non Believing Peers (Extension) – at this point the person is able to share the gospel with their friend and provide new convert follow up. M7: Ministry to Non Believing Peers (Explosion) – at this stage people develop personal strategies for reaching and discipling others. People at an M5 and M6 level take advantage of existing friendships with the unchurched, while at the M7 level they seek to increase the impact of their sphere of influence.



















