Strategic Youth Ministry
Presented by Mark Tittley, Youth Pastor, His People Christian Church, Johannesburg
Recently during home renovations, I observed a plumber and his assistant attempt to work in our home and watched in amazement as they struggled along without the necessary tools to complete the job. I found myself frustrated that I had to pay them for their work as well as provide all they needed to get the job done. 
As you are equipped for effective youth ministry through the School of Youth Ministry, it is my privilege to share about Strategic Youth Ministry and, reflecting on my plumbing experience, I thought it would be helpful to provide you with a toolbox that you can use to develop a youth ministry in whatever context God has placed you. We could call this Seven Tools for Strategic Youth Ministry. All of these tools are being used at igniteYOUTH in Johannesburg as we seek to build a disciplemaking youth ministry. I will mention the source of each tool along the way.

Seven Tools for Strategic Youth Ministry
Tool #1: Level 
– 
Jesus-Focussed Ministry
Tool #2: Measure 
– 
Ministry Practises
Tool #3: Drill 

– 
Contemplative Ministry 

Tool #4: File 

– 
Mentoring Youth
Tool #5: Spanners 
– 
Team Leadership
Tool #6: Torch 
– 
Prophetic Ministry

Tool #7: Clock 
– 
Time Management
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Tool #1: Level
Jesus-Focussed Ministry
Source: A summary of the introduction to the Sonlife/J-Life Strategy Seminar

We believe that Jesus' ministry provides more than a moral compass for us to follow specific. It provides clear guidelines on what the purpose, product, process and passion of youth ministry should be. The strategy for Growing a Healthy Youth Ministry is based on the life and teaching of Jesus as found in the Bible. His life, priorities and character are the pattern that we need for effective youth ministry.
1. The Purpose of Ministry

The purpose for ministry is found in the Great Commission that Jesus gave to his disciples: Then Jesus came to them and said, "All authority in heaven and on earth has been given to me. Therefore go and make disciples of all nations, baptising them in the name of the Father and of the Son and of the Holy Spirit, and teaching them to obey everything I have commanded you. And surely I am with you always, to the very end of the age." (Matthew 28:18-20)

The only command in this passage is: Make Disciples. The purpose of ministry is to make disciples who will make disciples. Unfortunately, we tend to use the phrase ‘discipleship’ to refer to growing believers, when it actually refers to the whole process of ministry. This incredible task would not have been possible if Jesus had not: (1) Declared by his Authority as risen Lord this call to make disciples. (2) Promised his Presence to all who responded to this call.

2. The Product of Ministry

If our purpose is to make disciples then our product should be disciples. When Jesus told his followers to make disciples, he wanted them to reproduce people who were as devoted to following Jesus as they were. A disciple is a follower or learner who is devoted to be a reproduction of their mentor or teacher. If we want to create a movement that lasts we will need to create disciples who make disciples. 

There are four levels of spiritual commitment that we focus on in our ministry: (1) Lost Luke - Luke represents people at a commitment level where they might attend a youth group event if they were invited, but they have little or no connection with a local church. They could be open to hear about Christ or even hostile to Christians. They need a believer to befriend them and present the gospel to them in a clear manner. (2) Believer Bob - Bob represents people at a commitment level where they take initiative for their own spiritual growth and are growing through practising spiritual disciplines. As they participate in their faith development they need instruction and tools to help them grow deeper spiritually. (3) Worker Wendy - Wendy represents people who are willing to take the initiative for the spiritual growth of others as well as themselves. They are keen to develop their spiritual gifts in order to minister to their peers, and should be motivated, equipped and mobilised to reach out to youth inside and outside the Church. (4) Shepherd Sam - Sam represents people at a commitment level where they are willing to reproduce the entire process in the lives of others. They are ready to assume greater responsibility for an area of ministry within the Church related to their spiritual gifts, including overseeing and shepherding a ministry.

3. The Process of Ministry

Matthew 28:18-20 also provides the process of ministry. Disciplemaking is a process with various stages - identified by the three participles in Matthew 28:19: (1) Going - "as you are going" - the Winning priority. (2) Baptising - "identify with" - the Building priority. (3) Teaching - "to obey" - the Equipping priority. These three stages result in a fourth stage - which is reflected in Jesus passing on the Great Commission to his disciples - this is the Multiplying priority. 

These are the four stages in the disciplemaking process: Stage 1: Winning. The task here is to Win the Lost (Luke 19:10). Stage 2: Building. The task here is to Build Believers (Colossians 2:7). Stage 3: Equipping. The task here is to Equip Workers (Matthew 9:38). Stage 4: Multiplying. The task here is to Multiply Shepherds (1 Peter 5:2). Jesus lived a balanced life of Winning the Lost; Building Believers; Equipping Workers and Multiplying Shepherds.

The following diagram shows the disciplemaking process:
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4. The Passion of Ministry

Jesus replied: "'Love the Lord your God with all your heart and with all your soul and with all your mind.' This is the first and greatest commandment. And the second is like it: 'Love your neighbour as yourself.' All the Law and the Prophets hang on these two commandments." (Matthew 22:37-40)

There are two motivations for disciplemaking in the Great Commandment: (1) Our Love for God and (2) Our Love for People. Christ loved God and he loved people - and that motivated him to make disciples. Unless we follow Christ’s example of loving God and loving people, it will be impossible for us to produce Christ-followers. If we love people we will want to share Christ with them, help them grow in the faith, equip them for ministry and develop them as shepherds.
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Tool #2: Measure

Ministry Practises
Source: The 7 Practises of Effective Ministry by Andy Stanley
The seven practises that Andy Stanley presents in his book, The 7 Practises of Effective Ministry, are not new programs or ideas. They give us a template to determine which programs to start, which to stop and how to improve what is working.

1. Clarify the Win

Define what is important at every level of the organisation.

It is impossible to know if we are making progress if we are not clear about our destination. This means that we must examine every event and program and ask the question: When all is said and done, what is it we want to look back on and celebrate?

There are four steps to clarify the win: 
(1) Sum up the Win in a Simple Phrase. A key question to ask to clarify the win is: What do we want people to walk away and do? Example: Connect group is a regular small group of youth meeting to connect with God, each other, themselves and their world. 
(2) Keep the Win as Specific as Possible. It is not a mission statement but more like marking a specific destination on a map. 
(3) Restate the Win Frequently and Creatively. Once it is defined, the win must be kept in front of the team. 
(4) Meet to Clarify the Win at Every Level. It is not just clarifying the win for our church or our youth ministry as a whole but for each piece of the disciplemaking strategy where ministry is taking place.

2. Think Steps Not Programs

Before you start anything, make sure it takes you to where you need to go

We must do ministry with the end in mind. In baseball we need to ask not just: Are we hitting the ball? But rather: Are we getting on base? Are we going in the right direction? Are we getting closer to home base? A step is not the same as a program. A program is a system of services, opportunities or projects, usually designed to meet a social need. The primary goal here is to meet someone’s need. When we create programs we tend to create a response to meet a specific need that has arisen. A step is a series of actions, processes or measures taken to achieve a goal. Here the primary goal is not to meet someone’s need but rather to help them go where they need to go. A step is part of a series of actions that systematically take a person somewhere. When we create programs we ask: What is the need? And then we ask: How are we going to meet the need? When we create steps we ask: Where do we want people to be? And then we ask: How are we going to get them there? The result is a ministry that works in steps – it is created to lead people somewhere.

There are three keys to creating effective steps: 
(1) Every Step Must Be Easy - the next step in a process cannot be too much of a jump. 
(2) Every Step Must Be Obvious - people must be able to see that the next step is the logical one to take. 
(3) Every Step Must Be Strategic - it must be a step to somewhere specific that people are taking. 

3. Narrow the Focus

Do fewer things in order to make a greater impact.

If you really want to make a lasting impact, then you need to eliminate what you do well for the sake of what you can potentially do best. Your potential to make an impact with your life is directly related to your willingness to narrow your focus. Too many churches are doing more but they are not reaching and discipling more people. 

There are four ways to narrow our focus: 
(1) Simplify. We must resist complexity and pursue simplicity. 
(2) Kill What is Not Working. We must choose what potentially works best over what is presently working. John 15:1-2: "I am the true vine, and my Father takes care of the vineyard. He removes every one of my branches that doesn't produce fruit. He also prunes every branch that does produce fruit to make it produce more fruit.” 
(3) Create Brands. We must create environments as distinct brands. The best kind of selling is when marketing is specific. To do this we must identify a primary target group and design each environment to do one thing. 
(4) Build a Team of Specialist. We must enable to our staff to become individual specialists.

4. Teach Less for More

Say only what you need to say, to the people who need to hear it.

We must rethink what and how we communicate to our team. If “Narrow the focus” suggests that we make a stronger impact when we do less, “teach less for more” implies that we can drastically improve how much people learn if we teach less. This does not mean that we necessarily use fewer words, but that we narrow the scope of what we teach to cover less information. The things we choose to teach must be limited to those things that your people most need to hear. This is the irreducible minimums of learning. We must take a look at what our target audience needs to know and separate what is most important from what is just interesting. “Think steps, not programs” answers the question, “Where do you want people to be?” whereas “Teach less for more” answers the question, “What do you want people to become?” Once we have established a vision for each stage of a person’s life, we have established a way to measure what we teach. We must teach with the end in mind. 

There are four steps to teach less for more: 
(1) Decide What You are Going to Say. By targeting the needs of each specific age group and then prioritising our teaching to address those needs, we have established the irreducible minimums for every department. 
(2) Decide to Say One Thing at a Time. We must say less each time we meet. We must avoid the temptation to squeeze as much information as possible into each of our teaching opportunities. When people walk away clearly understanding a single principle, they are much more likely to apply that principle in their daily lives. 
(3) Decide How You are Going to Say it. As we engage with the heart and the mind of the listener we must appeal to a wide variety of learning styles. We must use as many different tools as possible. 
(4) Say It Over and Over Again. What is worth remembering is always worth repeating. Repetition is how we learn. The more creative we are with out presentation, the more effective we will be in communicating relevant information.

5. Listen to Outsiders

Focus on who you’re trying to reach not who you’re trying to keep.
It is easy for the needs or interests of insiders to ultimately drive the priorities of any organisation. It is the natural tendency of any group to become insider-focussed. If we surround ourselves long enough with people who think like us, we will become more and more certain that’s the best way to think. Over time we will find ourselves inclined to completely disregard the concerned voice of those positioned on the outside. Unfortunately, most churches reflect the interests, values and needs of people who are already attending church. We must strive to find the delicate balance between facilitating the growth of believers and reaching those who are lost. 

Here are some guidelines on how to listen to outsiders: 
(1) Learn to Think Like Outsiders. 
(2) Teach People to Invest and Invite – to make a personal investment in the life of a lost person and in invite them into our ministry environment. 
(3) Learn the Language of Outsiders. 
(4) Listen to Organisations Reaching Outsiders. 
(5) Listen to Insiders Who Listen to Outsiders.

6. Replace Yourself

Learn to hand off what you do.

We have two options: we can desperately hold on to our job until someone inevitably replaces us; or we can prepare someone to do what we do and strategically replace ourselves. The first option gives us limited input in what happens in the future of the organisation, while the second allows us to leverage our influence within the next generation who will one day lead the organisation. When we attempt to hold on, we encourage the organisation to be built around a personality, when we strategically replace ourselves, we allow the organisation to be driven by a vision. If we fail to develop a strategy to replace ourselves, we will force talented individuals to remain in the wings; we will cause potential leaders to exit the organisation; we will stifle needed insight from valuable team members; we will hinder our ability to recruit volunteers; and we will limit the growth of our programs and ministries. 

Here are some guidelines on how to replace ourselves: 
(1) Tear Down Leadership Walls - Rather than spending too much time asking, “What keeps me from growing as a leader?” we should spend more time asking, “What keeps those around me from growing as leaders?” 

(2) Applaud Those Who Applaud Others – we must be willing to hand off things we do to others and genuinely applaud them when they succeed. 
(3) Position Your Volunteers to Recruit – our volunteers hold the keys to the fulfilment of our long-term vision for leading people into a growing relationship with Jesus. If each of them look to replace themselves, we will never have a lack of leadership. 
(4) Teach What You Know – we must model what needs to be done in ministry by apprenticing someone so that we can teach what we know to someone else. 
(5) Hand Things Off – by clearly communicating what you are wanting someone to do; give the task to someone else to do; and allow others to own what you have handed to them.

7. Work On It
Take time to evaluate your work and to celebrate your wins.

Self-evaluation is not a new concept – God did it at the end of creation. No matter how good the system, a consistent time of evaluation can produce tremendous results. This is called creating margin. 

Here are some ways to work on it: 
(1) Build Margin into the Calendar – We must carve out time in our schedule that is not given to the daily routine of working in ministry. This could be in the form of retreats and off-site meetings where our staff can get away, step back and take a big-picture view of things. Sometimes it is important to stop an event for a period of time so that you can evaluate it objectively. 
(2) Have a Weekly Story Time – After each weekend we should get together to share the successes and failures that occurred in our ministry and give insight and attention to other areas. A question to ask is: “What did you see, hear, or experience this week that makes you feel we have successfully fulfilled our mission?” When stories stop coming, we are no longer being effective. 
(3) Confront the Facts – When we evaluate our ministry we must face up to the facts. 
(4) Celebrate the Stories – it is not enough to evaluate, we must celebrate. 
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Tool #3: Drill
Contemplative Ministry
Source: Contemplative Youth Ministry by Mark Yaconelli

Part 1: Leading Team Meetings
The "liturgy for discernment" is a process for group meetings. The word liturgy comes from the Greek word leitourgia, which means "the work of the people." In the Christian tradition this word has usually referred to worship but can also be understood more broadly as the way in which we gather in the presence of God. Discernment is the process of listening for the voice of God. The "liturgy for discernment" is a communal practice that invites us to deeper cooperation with the Spirit in the midst of the work of ministry.

This liturgy was originally designed for people engaged in youth ministry but it can also be used whenever Christians gather to do the work of God. The liturgy changes the tone and spirit in which the "business" of ministry is done. The liturgy invites an atmosphere of prayer and listening rather than efficiency and productivity. In typical church board or committee meetings emphasis is on accomplishing tasks. In this process emphasis is placed on deepening relationships—with oneself, others and the Spirit of God. 

Here is a step-by-step description of the movements within this process. 

1. Ritual
As people gather to meet there is an opening ritual. This should be a simple activity that draws the attention of the group to the presence of God. This could be a song, a moment of silence, or the lighting of a candle. The ritual consecrates the meeting, changing the context from ordinary time and space to sacred time and space. The ritual announces to the group, "We are coming into an awareness of the presence of God." We avoid pastoral prayers or other rituals that rely on the gifts of only one person. The ritual should be repeatable no matter who is in attendance. This ritual should last no longer than a couple of minutes.

2. Relating
This is a time for building relationships among the community. Each member of the group is asked, "How are you?" Each person than has two to three minutes to check-in. This is a time of deep listening, of attending to one another. We listen without interrupting or commenting. The check-in question could be: "How is your life with your family?" or "What is your hope as you come here tonight?" This time is valuable because it allows people to "drop" whatever baggage or turbulence they may be carrying within themselves (joys or anxieties). In this way the sharing helps create more space within them to pray and focus on the work of the group. 

3. Receiving
After listening to one another we turn our attention more fully to God. This is a time of prayerful listening - full attentiveness to the Spirit of God within and among us. There are two different forms of prayer that are used interchangeably at this level: 
A. Lectio Divina
* A short passage of scripture is selected. The passage can either be chosen from the lectionary, the curriculum that is being used with the youth group, or selected specifically for the meeting. 

* One person explains the process of Lectio Divina to the group (if there are new members or the group is unfamiliar with the prayer). Make sure you tell the group how long the silence will last. 

* The group is then invited into prayer. There is a time of silence to help people enter into prayer. 

* The leader slowly reads the passage aloud two times. 

* There are five to ten minutes of silence. 

* The leader then invites the group to draw their attention back to the group. 

B. Awareness Examen 

* The leader explains the prayer to the group and how long the silences will last. 

* The group is then invited into a time of silent prayer. 

* The leader then says, "Think about our last gathering with young people. For what moment am I most grateful?”
* Allow a few minutes of silence. 

* The leader says, "Think about our last gathering with youth. For what moment am I least grateful?" 

* Allow a few minutes of silence. 

* The leader then invites the group to draw their attention back to the group. 

4. Ruminating
In this movement the group takes time to listen to what each person noticed during the prayer time. If the group has prayed Lectio Divina the leader might say something like, "I'd like to invite you to share the word that came to you in the prayer and any other insights that came to you." If the group does the Awareness Examen the leader might say something like, "I'd like to invite each of us to share what came to us in the prayer, one moment where we were grateful and one moment where we were least grateful." Allow each person to speak without interruptions or commenting. Listen to how God is speaking to the group.

5. Reflecting
The group then takes time to reflect on their call. In this movement the focus shifts from individual sharing to a focus on group identity and group purpose. Someone asks the following question to the group: "Given all that we've heard and shared what is God's call to us?" The group then has an open conversation, allowing silence between each speaker. This is a moment for the group to remember its call and reflect on new words or insights that have been received. This should take anywhere from five to ten minutes.

6. Responding
The group then begins to address the business items on the agenda. It is important that as the group moves into the business that the leader reminds the group to continue to be aware of the prayer and sharing that has occurred.

7. Returning
This is a closing prayer where the group returns their attention to the Spirit of God. Prayers of gratitude, intercession and blessing may be offered.
Part 2: Ministering to Teens

In contemplative youth ministry, the role of the youth worker is that of a Spiritual Director who listens and looks for signs of God in the experience of others. God is the real director of the youth soul – our role is to notice, to point out, to help when asked and to avoid relying on our own skills and learning. There are three movements to spiritual directing: (1) Noticing – helping youth become more aware of their experience of God. (2) Naming – helping youth find language and theology for their experience of God. (3) Nurturing – helping youth develop practises and disciplines to deepen their relationship with God.

1. Noticing
People want to meet God for themselves. We need to help youth open their eyes and ears to the work of God in their lives. God is at work in youth – we attend to them like watchmen anticipating the morning. We encourage them to look for God, to listen to God, to reach out and seek God with all their heart, mind, soul and strength. We must help youth see that the experience of God is quite ordinary and even common: (a) Jesus is present when 2 or 3 are gathered; (b) God is love, so he is there in every expression of love; (c) moments of joy, patience and kindness are experiences of the Holy Spirit; and (d) people in the New Testament met Jesus while they were working, eating, praying, conversing and travelling. How do we help youth recognise that Jesus is near?
A. We Point. We point to moments when God is near: when God is doing something in their lives, when the fruit of the Spirit is present in them, when they are living for Jesus. We keep on doing this until they start to notice it for themselves. 

B. We Question. We can ask, “How is God present?” or “Where did you notice God at work this week?” This reminds youth that God is with them; it shows them that they have the capacity to notice God; it helps them reflect on what they believe; and it helps them develop their sensitivity to God. The end result will be that youth become partners in their Christian faith.
C. We Invite. We create settings in which youth are invited to explore their experience and relationships with God through creative prayer, walking prayer, awareness examen, silent prayer and contemplative prayer.

D. We Create Circumstances. We help youth see that their lives have already begun, that their decisions matter, that their lives have meaning and that they can bring care and change into the world right now. We must give them an opportunity to serve and to make a difference. In these circumstances we can ask: “How is God present here?” 

2. Naming 
The New Testament authors had to put into words their experience of the mystery of God in Jesus. We do this with youth by first creating settings in which they notice God’s presence and love and then we help them find words for their experience. An experience must be named or marked in some way or it will be lost. We help youth locate their experience of God within the language and experience of the Christian faith. The main skill required here is to learn when to listen and when to talk. Presence and listening must precede speaking or teaching. How do we help youth find words for their experience of God?

A. Who do you say I am? We create an encounter or experience and then ask youth who God is to them. We give them journals to write down answers to questions like: Who is this God that you have experienced or are struggling to experience? How are you like or unlike Jesus?

B. Storytelling. We must let the lives of young people be marinated in the stories of the Bible. We want them to enter in the stories to deepen their experience of God.

C. Testimony. We must let youth hear the stories of other Christians who follow Jesus. They need to hear about adult Christians who have struggled to make sense of tragedy, sin and temptation. This will help them find words and expressions for their struggles and experiences.

D. Beyond words. We can also name experiences with actions or symbols. We could have them find an object in nature that expresses something specific that God is doing in them or teaching them.
3. Nurturing

Once we help youth notice and name their relationship with God, how do we create a ministry program that nurtures and deepens that relationship? As we notice how God is moving in our ministry, what causes youth to become responsive to God, and what needs and hurts are coming to the surface, we must listen and talk to discern these experiences of God. Then we can respond with programs or activities that grow out of the needs of youth and the movement of the Holy Spirit. It will take prayer, discernment, patience and creativity.
We must notice how God is uniquely present in our midst and then trust our gifts, prayer life and capacity to create an effective youth ministry. We notice how God is breaking into the life of our young people and we create programs and curriculum that follows the life that arises in the ministry. 
A contemplative ministry does not entail teaching youth to become contemplatives. It entails a leadership committed to a contemplative process of its own that enables them to see ways of crafting programmatic action that authentically participates with God in nurturing faith and life in young people.

In summary, youth ministry involves noticing God in ordinary experiences, naming God in that experience and nurturing their relationship with God through that experience.
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Tool #4: File
Mentoring Youth
Source: The Be With Factor by Bo Boshers and Judson Poling
At igniteYOUTH we are working to create a great strategy for youth ministry – we have twelve steps in place to grow teens to spiritual maturity. But we are convinced that unless our approach to ministry is based on a solid relational mentoring foundation we will not be successful in what we are hoping to achieve.
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1. Why Should We Mentor Youth?

It is very easy to forget that our God-given responsibility is to lead other people into a growing relationship with Jesus Christ. An organization cannot make a disciple. A program cannot make a disciple. A religious institution cannot make a disciple. We believe that discipleship and leadership are relational.
Jesus spent time speaking to crowds but he also found a few young men and women to invest in deeply and with the power of the Holy Spirit, they ''turned the world upside down'' (Acts 17:6). What was the reason for this success: (a) Jesus went after deep and personal transformation within the souls of his followers; (b) Jesus want not concerned about short term numerical success; and (c) Jesus went deeper with a few who continued to influence others even after he had left them.
Our measure of success should be: Have we touched someone’s life who is now helping to bring about change in someone else’s life because they are living for Christ with a reckless abandon?

Our challenge to all our leaders is to engage in a mentoring relationship with a few young people and help to grow them to spiritual maturity.

2. Who Should We Choose To Mentor?

We should look for youth who are R.E.A.D.Y.:

A. Reliable. In Luke 16:10 Jesus said, "Whoever can be trusted with very little can also be trusted with much." Start your mentoring search by looking for youth who've been reliable - those who are can-do, finish-what-you-start kind of teenagers. Like Jesus, you should love and serve everyone you meet, but reserve your greatest personal investment for youth who will receive it, value it and treasure it. 

B. Excited. Teenagers who are excited about the opportunity to be mentored are more likely to benefit from the relationship. Look for youth who have enthusiasm and energy to grow. Mentoring isn't about lighting a fire under someone - it's about directing the energy of someone who's already in motion.

C. Authentic. Have you ever met people who are constantly trying to pretend they're someone they're not? Or do you know people who are so careless with the truth that it's hard for you to trust what they say? It is highly unlikely that you will "reform" a young person who can't be real, or who is a chronic deceiver, through a mentoring relationship. Because mentoring is about deep change, teenagers who are unwilling to journey to their own deeper places won’t benefit from the relationship - and they'll frustrate your attempts to help. 

D. Daring. Mentoring is an adventure, so the young person who will really benefit from this relationship is someone who is willing to take some risks. A student who always plays it safe will probably want to play it safe with you, and that will frustrate both of you. Only adventurous teenagers will open themselves to the risk of your deeper influence and be willing to leave their comfort zones.

E. Young. Of course we know teenagers are by definition young. We're looking for a youthfulness of spirit - primarily evidenced in their teachability. Look for people who are humble, willing to learn, and eager to have a mentor point out growth opportunities. 

3. How Do We Mentor Youth?

Mentoring is always about becoming like Jesus, and youth learn practical ways to do that by watching how we follow him. We must allow youth to be close enough to our lives so they hear what we say and watch what we do. We must allow youth to: “Follow my example as I follow the example of Christ” (1 Corinthians 11:1). Paul, who wrote this, was inviting people to learn from both his victories and his struggles. In our mentoring relationship we expose youth to how we practice spiritual disciplines in our lives. While a teacher explains things to their students, mentors show their followers how to do things.

Every experience is used as a teaching moment – it does not take a special setting to create a learning moment. A mentor calls attention to what is happening and asks questions that turn mundane moments into mentoring moments. Here are some examples:

* As you drive with a youth ask why people drive so fast and weave in and out of traffic so much. Are they getting where they are going that much faster? Why do people become so angry in traffic?

* When you buy something in a store, ask questions like: What are the dangers of using credit instead of cash? Why do people get into financial difficulty? What do you learn from watching me interact with people in the store?

* When you hear a song on the radio, ask: Is it true? Is that how relationships work, or what love is about?

* When you see a television commercial challenge them to think through the message being presented.

* When you see someone of the opposite sex who is attractive, acknowledge the fact and thank God for appreciating beauty too. Show them how they can be aware of their desires without giving in to them.

* When you see a movie together, reflect on what you saw. Ask questions like: What values were promoted in the movie? Why do you think people wanted to bring this movie to the big screen?

* When you invite someone to your house, ask: What do you think makes a friend’s house a place you like to visit, or a place you dread going to? If Jesus had a house, how do you think he’d keep it and why? What message does the way I keep my house send to visitors?

The one thing that we can give our disciples that Jesus could not is the ability to learn from our mistakes. Jesus called attention to his disciple’s flaws through stories, but he had no sins of his own to use as examples. We demonstrate Christ-like humility when we let those we mentor see us as we really are. We can help youth as we let them see how we work through mistakes in our lives.

This generation is looking for people who are real; they are tired of adults who pretend they are better than they really are. They long for role models who are willing to share their life’s lessons and who admit they have not learned it all. We must be willing to say, I am not perfect, but I care about this generation and I want to “be with” them and offer a real example of someone they can follow.

4. What Are The Guidelines For Mentoring?
Youth need safe people to be their mentors. Even the best of us need to follow some common sense guidelines to make sure we, and the youth we mentor, have that safety. 

* We should notify our supervisor of our mentoring intent with a young person.

* Men need to mentor men and women need to mentor women – and if there are attraction issues, the relationship must be terminated.

* We must discuss our mentoring intent with the parents of the young person – how often we plan to meet, where we will meet, the kind of boundaries we will have in place, that fact that our supervisor is aware of our intentions and other relevant information.

* We should meet in a public place where we can be private but not secluded.

* We should practise this safety technique: Stop, Look, Listen

- Stop to ask if this is a wise activity.

- Look to make sure someone else is around.
- Listen to your gut and to the Holy Spirit for any warnings about what you are doing.
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Tool #5: Spanners
Team Leadership
Source: Four Secrets of Great Team-Based Leadership by Dave Ferguson

Fifteen years ago a childhood friend, a college roommate, a brother, a friend-of-a-friend and I made up the team who pioneered the adventure called Community Christian Church (CCC). We started as a team partly because of shared dream and partly because it sounded like a lot more fun doing it together than doing it on our own. And from the beginning when it was just the five of us until today where there are more than 4000 of us at six locations, CCC has always been led by teams. The leadership team I'm a part of today is the finest team of which I've ever been a part. And during that fifteen years there have been some things about these teams that I knew were true, but we never said them out loud. We might be misunderstood. We might be wrong. So we kept these as secrets.

However, now I've either gained enough confidence that they are true or I'm willing to risk being misunderstood so I've decided to tell all! Here are four secrets of great team based leadership:

1. The Secret About The Cause: We are committed to the cause first and each other second.
Great leadership teams are always clear about the cause. There is no great team that is not clear about the cause. There is no good team that is not clear about the cause. A lot of other stuff may get fuzzy, but the cause is always very clear. At CCC you are hard pressed to find a job description for any staff position. Most people don't really know how much vacation time they are allotted. Most people don't know how many hours their job requires. No one is told how they should dress. I don't even know the dollar amount on my twice-a-month paycheck.

At CCC there may be a lack of structure and policy, but the one thing that is clear is the cause. We are clear that our cause is to "help people find their way back to God". Last week my assistant, Pat got an e-mail requesting a staff policy manual from another pastor. I love her answer: "our policy is not to make policy". I love that! Why? Because policy is what happens when we can't get people to do what we want them to do or when people are not championing a clear cause. Policy occurs when the ethos of a church culture is weak and the cause is not compelling.

Why all this talk about cause? Because I believe our leadership team is committed to die for the cause of "helping people find their way back to God". And when I say "die" I'm not using hyperbole. I mean willing to let our hearts stop beating before we let them stop beating for the cause. The five of us who lead Community Christian Church are willing to die for the cause of "helping people find their way back to God" whether it is one day at a time or all at once.

This is one of the secrets of great lead teams – we are committed to the cause first and each other second. Doesn't it sound disloyal to put the cause first? That's why it's scary to say out loud. That's why it is a secret. But, the truth is that it's the cause that brings us together and keeps us together. It is when we put other things or other people before the cause that we compromise what God dreamed of in the church and in the great commission. I believe that this is at least 50% of what it takes to create great team based leadership - an uncompromising loyalty to a clear cause. There is never a great lead team when the cause is not clear!

In Jon R. Katzenbach and Douglas K. Smith's great book, Wisdom of Teams, they make it very clear, "the primary objective of the team must be performance results (cause), not becoming a team". One of the great mistakes is forgetting that the cause is what creates community or team. Ask yourself this, Why do men always remember athletic teams or army platoons as the place where they experienced the most genuine community? Answer, because there was a clear cause that created community. The cause of winning a game or a tournament created a team. The cause of defeating a common enemy created a team. Why it is so hard for athletes to retire? Listen to their stories and it's not the money they miss as much as the team.

The Acts 2 church was also brought together by a clear cause. It was the cause called the Great Commission that brought about koinonia or community. That first great leadership team of apostles had a clear cause and a clear cause for which they were willing to die.

2. The Secret About Community: We don't know when we are working and when we are playing.
I love the way Eric Bramlett describes working at CCC; "working here feels like recess". I feel the same way. Sure, there are times we fight about who gets to go down the slide first; sure there are times when fights break out; but, it's still a playground and it feels a lot more like recess than school. In the 15 years as a part of the leadership team at CCC I don't remember one day (literally) that I looked at my watch thinking, When is it going to be 5 o'clock so I can leave work. It sounds trivial, but being a part of the leadership team at CCC is just plain fun! Consequently, I can't tell the difference between working and playing; they feel the same!

When we are looking for new staff, my team mates have been coached to consider the three C's of character, competency and chemistry. For us, chemistry is always the first priority. I'm not saying chemistry should be the first priority, but it is because that's what draws someone into our church culture and draws us to them. Since we hire so many of our staff from within the church we have a chemistry test that someone must pass called the "parking lot test". The "parking lot test" is comprised of one question we ask ourselves before we put someone on our staff team. The question is, "When we drive up are we glad when we see their car in the parking lot?" If we are excited about seeing their car and knowing we will see them inside, they pass the parking lot test—there is chemistry! If we feel our stomach sink, knowing they are inside, they fail—no chemistry! All this is to say that there is a great chemistry with each of the people on our leadership team. I love playing basketball, traveling, going to Starbucks, and working with every person on our team.

What contributes to the chemistry of a great lead team? First, complimentary gifts help create the chemistry. When I look at the gift mix of our lead team I see people with creative gifts, administrative gifts, leadership gifts and apostolic gifts. Secondly, a common strategy that we all buy into creates chemistry. And thirdly all four of us can't imagine doing anything else. We have all had offers to do other things in other places for more money, but we just can't imagine doing anything else.

3. The Secret About Chaos: We may look crazy or chaotic to you, but there is a method to our madness.
When other churches visit and see the open office concept we use, where almost all of our 35 staff are in the same room with one another, they will often say, "How do you get anything done in the middle of this chaos?" When other teaching pastors find out that we write all our messages as a team of people from not only multiple campuses, but multiple churches using video conferencing they say, "Oh, my style would never work in that environment." I used to be concerned that outsiders may think we are crazy, chaotic or even out of control, but now I understand that as one of our secrets.

One of the secrets of a great leadership team is that in their relentless pursuit of the cause they become a community with characteristics that are exactly how God made them. This may appear crazy or chaotic to the outsider, but there is a unique method to their madness. These characteristics are often paradoxical. Here are some of the paradoxes you would see in our lead team:
* Highly Collaborative AND Very Competitive - Every person in our lead team is very competitive. We want to win in basketball, we want to win the argument, and we just want to win. But, at the same time we know if we are going to win our part of the world for Christ (back to the cause that creates community) we know it will take collaboration. So, we collaborate on everything. I started to make a list of things that we collaborate on, then it hit me that the much shorter list would be those things on which we don't collaborate.

* Very Compassionate AND Comfortable with Conflict - Lencioni, in his book, Five Dysfunctions Of A Team tells us that healthy teams are comfortable with conflict. We are definitely comfortable with conflict—confronting, challenging, debating and sometimes yelling (and later apologizing). We are totally comfortable with conflict. But, I also know that when I need a group to rally around me, they will be there for me. There is not doubt about it—my team loves me!

* Loves Spontaneity AND Wants Accountability - "Lead with a 'yes' is a saying you hear from our leadership team. We love being flexible and spontaneous enough that we lead with a 'yes' to new ideas. The new idea could be anything from going to Steak-N-Shake for shakes during our lead team meeting to starting a new service in a few weeks … we love leading with the 'yes' and spontaneity. That spontaneity however is balanced by our desire (that might be a stretch … I think we just know we need it) for accountability. We want accountability for how we are doing versus the goals we set for ourselves a year ago. We want and expect accountability for the ministries we oversee. We want accountability for our budget areas.

To the outsider we may look like an overly competitive team who is constantly fighting about our goals, but come back next week and we may look like this highly collaborative group in love with one another. To the outsider it may look crazy but, it's just how God made us and it works!

4. The Secret About Creating Culture: We REALLY are going to change the world.
It is the lead team more than any other team that will create the culture and the ethos for a church. When you have a lead team that is clear about the cause; willing to die for the cause; and where serving feels like recess you have created a church culture where people start to believe that we REALLY are going to change the world!

When people get wind of that kind of opportunity, tremendous sacrifices become normal. Tim, a leader in our church came to us and told us that he would like to take early retirement and work for the church without a salary for one year. After that year was over he wanted us to evaluate him and if we felt he added enough value to our church then we would hire him, if not, then he would find another job and continue as a leader in the church. We said, "Sure!" (Talk about a deal you can't refuse!) One year later, Tim proved himself so invaluable that we brought him on staff and now he oversees hundreds of unpaid servants and all of our ministry teams. I could also tell you about Tammy or about John or Tim or … tremendous sacrifice is normal.

Why do people make such tremendous sacrifices over and over and over again? Because of a belief (that starts with the lead team) that this might just be the church that actually does change the world! There is a vibe in our church that they are up to something big and something special. This is not something that is talked about in a prideful manner; in fact we are very careful to make sure that God gets all the credit.

It starts with a lead team that is the micro-culture of the rest of the church. They are very clear about the cause; willing to die for the cause; when they serve it feels like recess, and together they believe that they REALLY are going to change the world! 
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Tool #6: Torch
Prophetic Ministry
Source: Notes on prophetic ministry written by Mark Tittley in January 2007
God promised that in the last days there would be an outpouring of the Holy Spirit that sons and daughters would prophesy – there will be a dramatic increase in prophecy, dreams and visions in the last days. (Acts 2:17-18). There will always be counterfeit prophetic ministry but that does not mean we should avoid prophecy anymore than we avoid preaching just because there are false teachers (Matthew 23:34, 24:11). Paul encouraged believers to specifically desire to prophesy (1 Corinthians 14:1, 1 Thessalonians 5:19-21). 

The prophetic ministry is listed as one of the primary ministries given to the local church (Ephesians 4:12) they are given as tools to prepare for effective functioning in pastoral, teaching, evangelistic or apostolic ministry. They are not toys given for our entertainment but tools to do God’s work.

A prophet is one who speaks for another, or one who lends his voice to another (Deuteronomy 18:8; Hebrews 1:1-2, John 12:19). The emphasis is not on foretelling the future (1 Peter 4:11). Biblical prophets called God's people to return to Him and walk in his ways: Moses: Deuteronomy 30:2; Samuel: 1 Samuel 7:3; Isaiah: Isaiah 44:22; Jeremiah: Jeremiah 4:1; Ezekiel: Ezekiel 14:6; Hosea: Hosea 6:1; Joel: Joel 2:12; Amos: Amos 5:4; Zechariah: Zechariah 1:3; Malachi: Malachi 3:7; Others: 2 Kings 17:13
Requirements to Move in the Prophetic

1. Pure motives – we must test our motives (Proverbs 4:23, 2 Corinthians 13:5) and ensure that we are motivated by love (1 Corinthians 13:4-7; 1 Timothy 1:5)

2. Walking close to God – God reveals insights to prophets (Amos 3:7).

3. Fearing God – we must respect God and his Word (Psalm 25:14).

4. Humility – to accept that we may make mistakes in how we interpret what God reveals to us. Agabus in the New Testament received a prophecy from God but got some details of interpretation wrong - it was the Gentiles and not the Jews who bound Paul (Acts 21:11, 27-36).

5. Connection to the body – the prophet functions within the body of Christ and not in isolation. Paul said that “we (plural) have the mind of Christ” (1 Corinthians 2:16).

Different Levels of Revelation:

1. Impressions – these are general revelations that we put into our own words as we exhort people.

2. Heart Visions – these come in two forms: gentle visions that we see with our heart or “open” visions which you see like movies. Most of these can be interpreted by understanding biblical symbolism. 

3. Open Visions – these are vivid visions where we cannot miss what the Lord is saying. For example, Cornelius’ vision (Acts 10:3). These are normally less frequent and concern matters of great importance.

4. Dreams – these can have different levels of clarity and revelation. While we have many dreams each night, we will sometimes feel that a specific dream contains a message from the Lord. 

5. Trances – this is like having a dream while you are still awake (Acts 10:10, John on the Isle of Patmos, Ezekiel’ experiences when he was caught up and taken to Jerusalem)

6. Interactive Visions – like Paul’s vision of the sheet filled with animals (Acts 10). These are given to illustrate or correct a doctrine but not to establish a doctrine as the Scriptures alone are given for that.

7. The Lord’s Audible Voice – this does happen, although most people who claim to have heard Jesus speak have probably heard him in the spirit and not audibly. Those who have heard Jesus’ voice testify to being filled with awe and terror (Psalms 29:5).

8. Angelic Visitations – there are ministering spirits who have been sent to serve the heirs of salvation (Hebrews 1:14). We must be sure that we do not worship them (Revelation 22:8-9).

9. Divine Visitation – there are a number of examples in scripture where the Lord himself visited a person (Acts 23:11). In a visitation Jesus is visibly present.

Stumbling Blocks to interpreting Dreams and Visions

1. Misunderstanding spiritual symbolism – We must not think that a symbol always has the same meaning. Ie. a serpent in the Bible referred to Satan and the Messiah (Numbers 21:6-9).

2. Viewing revelation only from our present, personal perspective – we must be wary of fitting an interpretation to our own situation. We can often filter things through what we value but that may not be God’s perspective.

3. Seeing through fear rather than faith – God is not sitting in heaven worrying about how things will work out: he sees the end and he is in total control. We must focus on the King and not the enemy. We must not become faultfinders (Jude 16) and avoid sowing fear and division.

4. Majoring on minors – we must make sure that we are not distracted from God’s purposes with side issues. 

5. Prejudices – we must avoid using prophecy to express prejudice against any race, sex, age group, denomination or movement.

6. Pet doctrines – we must not use prophesy to establish doctrines.

7. Rejection – prophets are often rejected and must focus on God’s affection and acceptance.

8. Bitterness – we must watch out for unhealed wounds (Leviticus 21:20) which can make us over sensitive and lead to bitterness.

9. Rebellion – this is often seen when prophets will not submit to men but only to God. 

10. Unsanctified mercy – this involves having mercy for the things that God is judging - we can often let human compassion cloud our discernment – Jesus spoke directly to Peter (Matthew 16:23).

11. Failing to submit to the body – this is the opposite side of the party spirit where we refuse to submit to the body of Christ. We must learn to work together in the body and trust each other’s special gifts.

12. Using natural eyes instead of the “eyes of the heart” – prophecy comes from the Spirit so we must not be overly influenced by what we know in the natural. What we see on the outside of a person is not always what is taking place on the inside. 

Preparing to Prophesy

1. Prayer – we must listen before we start to speak. 

2. Meditation – reflecting on God’s Word.

3. Waiting on God – spend time in a place of quietness and stillness.

4. Praying in tongues – those with the gift of tongues will find that praying in spirit is helpful.

5. Desire to prophesy – make it your desire to move in the area of prophesy.

6. Expectation – come expectantly before God believe that he will use you to speak prophetically.

7. Do a self check – how is my relationship with God and my prayer life? How is my lifestyle?

Sharing a Prophesy

1. Consider the person you are ministering to – we must not blurt out everything God shares with us.

2. Avoid negativity and judgmentalism – watch out for sharing judgment more than encouragement.

3. Make yourself available to share advice and counsel with the person.

4. Avoid looking for natural clues as to what God is saying to the person.

5. Recording prophecy is a good idea.

Tests for Prophecy

1. Does it edify, exhort and comfort? The true purpose of prophecy is to build up, admonish and stir up, encourage and release from pain and discomfort and to enable people to know and understand the heartbeat of their God for themselves. (1 Corinthians 14:3)

2. What is the source of the prophecy? We must test the spirit because behind every prophecy there are three possible sources: the Spirit of God, the spirit of man or an evil spirit (1 John 4:1-3). 

3. Does the prophecy conform to Scripture? We must build our lives on Scripture and not prophecy. Prophecy must not be used to establish a new doctrine or practices. (Isaiah 8:20). 

4. Does the prophecy glorify the Lord Jesus? The prime ministry of the Holy Spirit is to bring glory to Jesus (John 16:14, 1 Corinthians 12:3). 

5. Does it leave us with a sense of peace – the witness of the Holy Spirit in our hearts producing peace should confirm the prophecy (Colossians 3:15).

6. Is it manipulative or controlling? Prophecy, unfortunately, can be used for the purpose of making people do what we want; to get them on our side in a situation; for dishonest gain or ulterior motive. 
7. How do we handle negative prophecy? Is there an inner witness in your spirit to something that is said or done? This can be confirmed by Scripture and by agreement with people in maturity. Where there is no inner witness to prophecy, we must exercise our hearts more cautiously. We should try and discover if the source of the word is an evil spirit or whether the word is originating out of this person’s human spirit. A prophecy must be good news even if the message is ‘repent’ (Revelation 2:2).
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Tool #7: Clock
Time Management

Source: Destiny: Finding and Living Your God-Given Destiny by Mark Tittley and Getting Things Done by David Allen
The secret to managing your time is found in the following process:

1. Set Your Priorities

We spend too much time on urgent activities and not enough time on important activities.

What one thing can I do on a regular basis that will make a great difference in my life?

________________________________________________________________________

________________________________________________________________________

The answer to this question is an important activity - it is clearly important, but not urgent - because you are not doing it already. Important activities (like building relationships; writing a personal mission statements; doing long-range planning; exercising; engaging in preventative maintenance; preparation, etc), if done on a regular basis, will have a tremendous positive difference on your life and help you live your destiny!

2. Define Your Mission

Writing a personal mission statement is a key to successfully managing time! Use the following worksheet to define your Mission.

(1) What Do You Want to Be? What noun best reflects what you will ‘be’ for a lifetime?

(2) How Can You Become This? What verbs best describe the impact you want to make?

(3) Who Do You Want To Impact? What people groups do you want to impact?

(4) Why Do You Want To Live This Kind Of Life? What is the end product of your life?
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3. Plan Your Week
There are six steps that will help you turn your mission into reality. You should consider using a weekly planner. A daily planner is so ‘close up’ that you end up focussing on what is right in front of you and urgency and efficiency can take the place of importance and effectiveness. Using a weekly planner is a better tool as it helps you focus on fulfilling your mission. 

(1) Review your Mission

The first step in programming for the coming week is to connect with what is most important in your life. The key to this connection is referring to your mission statement that reminds you of what is most important in your life and that which gives your life meaning. This process will also help you to schedule into your week a significant number of important activities.
(2) Identify your Roles

Now you make a list of all the roles you fulfil in life. The total number of roles must not exceed six as it is difficult to mentally manage too many. If you have more roles, you could combine some of them (i.e. family - for husband, father and brother). 

(3) Create your Goals

Next, you should think important results to accomplish in each role during the next seven days. You can create goals by asking yourself: “What is the most important thing I could do this week to have the greatest positive impact.” While many goals may come to mind, you should limit yourself to one or two important goals for each role. 

(4) Schedule your Activities

Most people are always trying to find time for important activities in their busy lives. They move, delegate, cancel or postpone things - trying to find time to do important things, but the secret is not to prioritise the schedule but to schedule the priorities. You also need to create time zones - these are big chunks of time that are set aside for important activities. 

(5) Adapt your Schedule

Once your important goals have been entered onto the weekly planner, the daily task is to keep a focus on priorities as you deal with unexpected opportunities and challenges that arise. There are three keys to effectiveness: (a) Preview your day - look at the day in the context of the week. (b) Prioritise your activities - mark activities using a numbering system. (c) Reschedule your activities – list timed and non-timed activities separately so you know which activities you can juggle.

(6) Evaluate your Progress

Evaluation should be done weekly and monthly: (a) Weekly evaluation - at the end of the week ask questions like: What goals did I achieve? What goals did I not reach? What kept me from accomplishing my goals? What challenges did I encounter? Did I protect my priorities when I made decisions? How much time did I spend on important activities? What can I learn from this week as a whole? (b) Monthly evaluation - at the end of each month or quarter, ask yourself questions like: What patterns of success or failure do I see in setting and achieving my goals? Am I setting realistic but challenging goals? What keeps me from accomplishing my goals? 
4. Get Things Done

Our biggest challenge is to manage all the commitments that we have and ensure that we exist in a state of productivity. To effectively manage commitments, we must:

(1) Capture all the things that need to get done into a logical and trusted system outside of your head and off your mind. This will ensure that you think about tasks and not of them.

(2) Clarify what your commitment to each responsibility is and what you need to do to make progress towards fulfilling it.

(3) Once you have determined what actions you need to take you must keep reminders of them in a system that you review regularly.

To get you started, we should; 
(1) Think of something that you need to do

(2) Describe in a single sentence the intended successful outcome for the problem or situation 

(3) Write down the very next physical action required to move the situation forward 

The Five Stages of Mastering Workflow

A. Collect things that command our attention, then
B. Process what they mean and what to do about them, and 
C. Organise the results, which we

D. Review as options for what we choose to

E. Do.

A. Collect

We must collect things that command our attention (anything personal or professional, big or little, that you think should be different than it currently is and that you have any level of internal commitment to changing).  

(1) Get it all out of your head – nothing should be left in your mind. Do a mind-sweep!
(2) Minimize your collection buckets – these could be physical in-baskets; writing paper and pads; electronic note taking; auditory capture (answering machines, voicemail, dictating equipment); email and high-tech devices (like computers or PDA’s).
(3) Empty the buckets regularly – you must process the stuff that you have collected.

B. Process
This involves identifying what each item means and what you need to do about them. To get the collection bucket emptied you must process each item. You can ask the following questions:

(1) What is it? 

We must identify what each item is, where it comes from and what our responsibility is.

(2) Is it actionable? 

There are two possible answers to whether an item is actionable: YES or NO! 

If the answer is No, you have three options:
(a) Trash – throw it away!

(b) Incubate – schedule it for future attention using a someday/maybe list or a tickler file (it is a system of 43 folders, made up of 31 Daily Files - for each day of the month; 12 Monthly Files; and with tomorrow's date at the front).
(c) Reference (reference should be information that can be easily referred to when needed) – this should be filed in an A-Z filing system.

If the answer is Yes, you must ask two follow up questions: 

(a) What project or outcome have you committed to? Any item that requires more than one step to accomplish the desired outcome is a project and must be tracked using a ‘Projects’ list and reviewed each week to check for follow up actions that must be completed.

(b) What is the next action? The next action is the next physical, visible activity that need to be engaged in, in order to move the current reality toward completion. Once you have determined the next action, you have three choices:

* Do it – if the action will take less than two minutes it should be done right away.
* Delegate it – if it will take more than two minutes ask whether you are the right person to do it.
* Defer it – if it will take more than two minutes and you are the person who must act on it, you should defer it and act on it at a later stage.
C. Organize 

The results of your collecting and processing must be organised. For non actionable items the possible categories are trash, incubation tools and reference storage. For actionable items you will need a list of projects (these are things that require more than one action step), storage or files for project plans and materials, a calendar (time specific actions, day specific actions, day specific information), a list of reminders of next actions and a list of reminders of things you're waiting for (only review as often as they have to be in order to stop wondering about them). There are seven primary types of things that you need to keep track of manage from an organisational perspective:

(1) Projects list

Keep a list of all the projects that you are responsible to oversee and complete.

(2) Project support material

Ensure that all related project material is stored in an accessible location. 

(3) Calendar actions and information

Place items that are time or day specific into your calendar. 

(4) Next action lists

Organise all next actions by context – ie. The place where you will work on them. Examples: 

(a) Calls – these are items that you use your phone to deal with.

(b) Computer – these are items you attend to while at your computer.

(c) Errands – these are items you handle while you are out and about or on the move.

(d) Office – these are items you can only attend to at your desk in your office.

(e) Home – these are items you handle at your home.

(f) Agendas – this is a list of items to deal with when you meet with someone or a team.

(g) Read/Review – these are items you need to read or reflect on.

(5) Waiting For list

You should sort and group all items that you are waiting on others for. 

(6) Reference material

You should consider developing the following systems: general-reference filing; large-category filing; rolodexes and contact managers; libraries and archives.

(7) Someday/Maybe lists

These items which are on the back burner must not be forgotten. Also, make an inventory of those things you could accomplish. Review your current projects and identify items which should be on your Someday list.
D. Review
You must be able to review the whole picture of your life and work at appropriate intervals and appropriate levels. This involves being able to scan all the defined actions and options before you – to increase the effectiveness of the choices you make about what you are doing at any point in time.

So what should you review and when? Firstly, you project list, your next action list, your calendar and waiting for list should be reviewed. Secondly, a weekly review must be done - this is where you gather and process all your stuff, review your system, update your lists, and get clean, clear, current and complete.

Some specific stems to take during the weekly review:

* Loose Papers - Business cards, receipts, etc. - put into your in basket for processing 

* Process Your Notes 

* Previous Calendar Data - review for remaining action items, reference information, etc. 

* Upcoming Calendar 

* Empty Your Head - write down any new projects, action items, etc. 

* Review "Projects" Lists - ensure that at least one kick-start action is in your system for each 

* Review "Next Actions" Lists - Mark off completed actions and look for further action steps to capture 

* Review "Waiting For" List - Records actions for any needed follow-up & check off received items 

* Review Any Relevant Checklists 

* Review "Someday/Maybe" List - Check for any projects that may have become active and transfer them to "Projects" & delete items no longer of interest 

* Review "Pending" and Support Files - Browse through all work-in-progress support material to trigger new actions, completions, and waiting-for’s.  

E. Do 

The whole purpose of this workflow-management process is to help you make good choices about what you are doing at any point in time.

David Allen presents three models to help you decide what to do:

The Four-Criteria Model for Choosing Actions in the Moment

(1) Context – some projects can be done anywhere but most require a specific location.

(2) Time available – the amount of time at your disposal will determine what you can do.

(3) Energy available – the amount of energy you have will determine what you can do.

(4) Priority – given the context, time and energy available what is most important to do?

The Threefold Model for Evaluating Daily Work

(1) Doing predefined work – here you are working on your next action list.

(2) Doing work as it shows up – how you respond to items that arise.

(3) Defining work – this involves cleaning you in-basket, identifying next actions, etc.

The Six Level Model for Reviewing Your Work

(1) Runway: Current actions 

(2) 10,000 feet: Current projects 

(3) 20,000 feet: Areas of responsibility 

(4) 30,000 feet: 1-2 year goals 

(5) 40,000 feet: 3-5 year vision 

(6) 50,000 feet: Big picture view 

Getting Started

To begin implementing the Getting Things Done strategy, you need to:

A. Set aside the time – use a block of time to implement the system

B. Set up the space – work on your office and home working spaces and get them prepared.

C. Get the tools you need – the basic processing tools include:

(1) Paper-holding trays

(2) Plain paper

(3) Stationary: pen, pencil, post-it, staples, etc.

(4) A labeller

(5) File folders

(6) A calender

(7) A wastepaper bin

Summary:

1. Keep everything out of your head. 

2. Decide actions and outcomes when things first emerge on your radar, instead of later. 

3. Regularly review and update the complete inventory of open loops of your life and work. 
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