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TOOL HANDBOOK 

Ten Tools for Christian Leaders 

This short handbook provides extra information about the ten tools taught during a Bridgetown 
Church of Christ Core (BCC Core). None of this material is original to BCC. Each tool or 
practice relies heavily on work already done by a variety of thinkers, innovators, and leaders. For 
more information on any one of these tools, consider going to the source. 

 The Learning Circle, Invitation and Challenge, Triangle, and Semi-Circle tools were
adapted from Building a Discipling Culture, by Mike Breen and Steve Cockram.

 The Fruit to Root tool was adapted from Gospel Fluency, by Jeff Vanderstelt.

 The Arrow tool was adapted from The Five Step Prayer Model, by Vineyard Resources.

 The Five Capitals tool was adapted from Build a Better Life, by Brandon Schaefer.

 The Wheels tools were adapted from Whitewater Crossing Christian Church.

 The Square tool was adapted from Leadership and the One Minute Manager, by Ken
Blanchard.

 The PAUSE tool was adapted from The Peacemaker, by Ken Sande.

 The BCC Core Materials were adapted from Whitewater Huddle materials created by
Natalie Noppert and Micah Odor.
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THE LEARNING CIRCLE 

Continuous Breakthrough 

Mark 1:14-15 (NIV) After John was put in prison, Jesus went into Galilee, proclaiming 
the good news of God. “The time has come,” he said. “The kingdom of God has come 
near. Repent and believe the good news!” 

The Circle is the tool that helps us become lifelong learners of Jesus, the essence of being a 
disciple. The key is to develop a habit of noting where God is working in our lives, recognizing 
what He is saying, and partnering with Him in action. It gives us a framework to process our 
learning (through hearing and repentance) and respond with a plan and action (the faith-in-action 
part). This is how we get lives of continuous breakthrough. 

To understand the Learning Circle, we must first understand what a Kairos moment is. 
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KAIROS MOMENTS: 

There are at least two words for ‘time’ in Greek: 

Chronos, which means  
● The sequential passing of time;
● Chronological time; think of dates and clock time

Kairos, which means 
● An event, great moment, or a crisis when time can seem to ‘stand still’
● It is a period of ‘time’ when chronos time is of no importance.
● It could mark a significant shift or opportunity.

When drawing the Learning Circle, a linear line represents the passing of chronological time 
(tick-tock), and the “X” is the intervention of a kairos event. 

Kairos events are never neutral; by their very nature they make an impression on you. They are 
opportunities when God’s kingdom has come near! 

Remember, Kairos moments: 

● Can be positive or negative,
● Can be recognized by the impact or emotion they cause,
● Signal opportunities to grow, and
● Can come from the Character Questions, scripture reading, or events/moments in daily

life.

Further examples of how people might recognize kairos events include: 

● Conviction or revelation when reading the Bible,
● Scriptures coming to mind, or a Worship song that strikes a deep emotion,
● An inner sense of ‘prompting’ or gut feeling,
● Dreams or Visions (anywhere from simple pictures in our imaginations to full on sensory

experiences),
● A sense of hearing God in conversation with someone else,
● Repeated circumstances or experiences.

Note: Just because we went through a kairos moment, maybe even recognized it and discussed it, 
doesn't mean we learned anything. We can react a number of ways to experiencing a kairos 
moment:  

● We can keep walking the chronos line and ignore the opportunity for growth.
● We can stop: literally get stuck in life and maturity.
● We can go backward: run, backslide, or avoid.
● We can enter The Learning Circle: This is how we live as disciples of Jesus and is our

best way forward.
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THE LEARNING CIRCLE: 

Jesus took the disciples through a process of transformation by leading them to observe, reflect, 
and discuss together what the Father was revealing to them, and then forming a plan, being 
accountable with each other, and acting on it. We show this with The Learning Circle. 

At its root, the Learning Circle is built on two practices: REPENT and BELIEVE. 

● REPENT (metanoiai) “to change one’s mind.” This does not necessarily mean confessing
a deep, dark sin. It does necessarily mean turning in a new direction. This simply means a
change of heart that shows up in a lifestyle or behavior change. The key question when
we are processing repentance is “What is God saying to me?”

● BELIEVE. Faith always produces action (e.g., James 2:26 and Hebrews 11:1). The New
Testament is clear: If it doesn’t produce action, it’s not really faith. Accordingly, the
second half of the Learning Circle is really focused on the question “What am I gonna do
about it?”

We can also draw a more detailed Learning Circle with six steps. The first three are part of the 
REPENT process, while the second three are part of the BELIEVE process. 

● Observe: What has happened? Pay attention to reactions, emotions, thoughts. This
requires an honest look at “the facts.” Ask, “What?” What happened? What got my
attention?

● Reflect: Ask, “Why?” Why did I feel that way? Why did I react that way? Why did that
happen? What might God be saying to me in this situation?

● Discuss: This is where real repentance begins to set in, through inviting trusted
Christians into the conversation. We begin to own our failures and shortcomings, which
opens the door to forgiveness and grace. “Therefore, confess your sins to each other and
pray for each other so that you may be healed” (James 5:16).

Don’t stop here! By only completing the Repentance side of the Circle and not continuing to the 
Believing, you are vulnerable to experience this issue again. Next time, though, it will likely be 
harder to truly repent and believe. 

● Plan: This is the strategy step to act on our inner change. It may not be the whole plan,
but it’s at least a next step. Sometimes the plan is to pray! Planning always requires
seeking the kingdom first, and that’s because we often find ourselves repenting that we
have used someone or something as a substitute for God.

● Account: If we want our plan to succeed, it can’t stay private. Think of how many
mistakes of Bible heroes have been eternally and publicly recorded! But that’s not the
point; we get to see the restoration of those who turned to hear God’s voice once again.
Jesus sent his disciples out by twos. He genuinely cares about accountability.

● Act: Faith always produces action. Go and do the thing you’ve been talking about.
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HOW TO HELP SOMEONE PROCESS THE LEARNING CIRCLE: 

In the first few Cores with the Learning Circle, help members process what God is saying to 
them and what a plan might be. You want to do this plainly and with lots of humility. Here are 
some possible phrases: 

● It sounds to me like God might be saying________.
● How would you feel about doing _____________ as your plan?
● How does that strike you? Does that hit you as true?
● Does that sound like Jesus to you?

By helping them along the first few times, youʼre giving them a real-life example of what it 
should look like. But always give it with humility because you could have missed it. And 
remember, you can only lead others as far around the Circle as they are prepared to go; 
sometimes they need the space to let God’s Spirit continue to work in them. Let it sit but do 
follow-up. 

Key Verses: Mark 1:14-15 

James 2:14, 17-18 (faith and deeds) 

Matthew 7:24-29 (put My words into practice) 

SCRIPTURAL EXAMPLES OF THE LEARNING CIRCLE: 

The Sermon on the Mount: Matthew 6:25-7:1 
 6:25 (an event has caused worry; disciples need to learn)
 6:26 (observation followed by a reflection question)
 6:27-28 (discussion likely)
 6:33 (plan)
 7:1 (accountable for how we live, speak, and think)

The Epileptic: Matthew 17:14-21; Mark 9:14-29 
 Epileptic seizure (kairos)
 Unbelieving and perverse generation! (observe+reflect)
 Lord, why couldn’t we drive it out? (discuss)
 This kind can only come out by prayer (plan)
 Mustard seed principle (account+act)

Forgiving Wrongs: Matthew 18:15-35 
 A wrong is done, resentment felt (kairos)
 If your brother sins, go to him (observe+reflect)
 Lord, how many times? (discuss)
 Therefore, forgive your brother from the heart (plan+account+act)
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A Mother’s Request: Matthew 20:20-28 
 Coming to Jesus with a request (kairos)
 Other disciples are indignant (observe+reflect)
 Jesus calls them together to teach and discuss (discuss)
 Not so with you! (plan)
 Whoever wants to be the first must be slave to all (account+act)

The Rich Young Man: Matthew 19:16-29 
 Conversation with Jesus (kairos)
 Disciples are astonished (observe+reflect)
 Who can be saved? (reflect)
 We left everything; what will there be for us? (discuss)
 If you leave houses, family, fields (plan+account+act)
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INVITATION AND CHALLENGE 

Calibrating for Maximum Impact 

Jesus led his disciples in a very deliberate and intentional way. He constantly calibrated his 
influence through the offering of Invitation and Challenge in His encounters.  

INVITATION is synonymous with offering vulnerability, openness, and an invitation to draw 
closer. CHALLENGE is a direct and honest look, a moment to bring truth and light. Challenge is 
the opportunity to change a behavior or line of thought that is wrong, unhealthy, or sinful. So, 
Invitation = relationship, covenant. Challenge = opportunity to accept the responsibilities of 
discipleship and His kingdom. It is to grow in our ability to represent Him. 

For Jesus’ disciples it sounded like this: “Be one with Me, just as I am one with the Father”- the 
ultimate invitation - and “I am sending you, just as I was sent by the Father” - the ultimate 
challenge. 
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“Jesus created a highly inviting but highly challenging culture for his disciples to 
function and grow within. If we are going to build a culture of discipleship, we will have 
to learn to balance invitation and challenge appropriately…. Fundamentally, effective 
leadership is based upon an invitation to relationship and a challenge to change. A gifted 
discipler is someone who invites people into a covenantal relationship with him or her, 
but challenges that person to live into his or her true identity in very direct yet graceful 
ways. Without both dynamics working together, you will not see people grow into the 
people God has created them to be.”  

-Building a Discipling Culture, Mike Breen and Steve Cockram

Through building this highly challenging yet highly inviting culture, we build the authentic 
community that Jesus would have recognized as His Church. 

Key points: 

Challenge can come from the pulpit, but it lacks any accountability there; we can take it or leave 
it and no one will know. Challenge is always given best in the context of personal relationship. 

If we have groups and environments in our lives that are warm, cozy, inviting, and comfortable, 
someone is paying the price! For all of that invitation to be happening, there is someone(s) that is 
shouldering the expectations and challenges of creating that environment. 

What do these quadrants feel like? 

● Low Invitation, Low Challenge: Can you think of anything more boring? There’s
literally nothing happening here; it simply won’t last.

● High Invitation, Low Challenge: Cozy, comfortable, safe, very little change.
● High Challenge, Low Invitation: Stressed, frustrated, discouraged, burned-out.
● High Invitation, High Challenge: This is the sweet spot! This is where there is

tremendous growth, empowerment, trust and honesty. It is dynamic! This is the discipling
culture we want.

To get to that top right quadrant, remember to bring this culture of invitation and challenge early. 
Don’t wait around in “Cozy” and then think you’ll flip the switch into “Breakthrough.” 
Remember that many folks have never been discipled or even mentored through this lens. It must 
be taught and caught. 

Find out which end of the continuum your Core members lean towards. We all naturally lean one 
way, but must learn to bring both invitation and challenge to become effective disciplers. 
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SCRIPTURAL EXAMPLES OF INVITATION AND CHALLENGE: 

Matthew 16:13-24 
 Peter is drawn and invited not just into conversation, but into a shared identity

with Christ (petras=little rock Peter; Petra=big rock Jesus).
 Yet in v23-25 Jesus directly challenges the behavior and beliefs that are wrong or

unhealthy, and shows His disciples how they are to correctly live into their
identity and responsibility.

Matthew 5:13-16 
 Salt and light: Invitation into an identity and relationship
 Followed by challenge to live into the responsibility of the kingdom

Matthew 7:7-14 
 Incredible invitation
 Followed by direct challenge of the narrow gate

There are numerous examples of how Jesus calibrated Invitation or Challenge throughout His 
interactions with the crowds, those seeking healing, the Pharisees, and His disciples. Reading 
the Gospels through this lens of Invitation/Challenge helps your Core members see how Jesus 
was with people to get the most out of His interactions. 
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FRUIT TO ROOT 

Discovering our True Beliefs 

“What comes out in the form of thoughts, emotions, and behaviors finds its origin 
inside of us. Too often, we focus our attention on changing the external rather 
than addressing the internal. But Jesus was very clear that what defiles us 
proceeds from inside our hearts—our beliefs and our motives. The fruit of our 
lives comes from the roots of our faith.” 

-Jeff Vanderstelt, Gospel Fluency
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Part of our job in growing in Gospel fluency is paying attention to the overflow of our hearts. 

If we want good fruit in our life, we need a good root to grow from. Being grounded in the truth 
of who God is and what He has done (this is “the gospel”) is what allows us to form our own 
identity and experience an abundant life of good fruit.  

What we often notice first, though, is not the underlying truth or falsehood of our beliefs; it’s the 
evidence of the fruit. The fruit of the Spirit is love, joy, peace, patience, kindness, goodness, 
faithfulness, gentleness, and self-control. Stress, anxiety, fear, resentment, bitterness, depression 
don’t make the list. 

In other words, we need to trace the fruit back to the root. If the fruit is not like Jesus, it’s a 
pretty sure bet that our faith is not in Jesus. To uncover roots of unbelief in the gospel, work 
through the following questions:  

1. What am I doing or experiencing right now?
2. In light of what I am doing or experiencing, what do I believe about myself?
3. What do I believe God is doing or has done?
4. What do I believe God is like?

Here’s a trustworthy saying that deserves full acceptance: We will become like the God we 
worship. If we believe, deep down inside, that God is distant, then we too will develop those 
traits. If we believe that God is unforgiving, we will find it more and more difficult to forgive. If 
we believe God is patient, we will find ourselves growing more patient. The thing that we 
worship is the thing that we model ourselves after. 

The Fruit to Root tool is only as effective as the person is willing to be vulnerable and honest. It 
also requires someone to know the gospel truth in order to walk through the confession of faith 
in who God is and what He has done. If they don’t yet know it, you may find yourself with great 
opportunity to speak the gospel truth into the real stuff of their life! 

Possible Pitfalls: Solutions: 

confessing behaviors only dig out the root of unbelief 

knowing a gospel of works present a gospel of grace 

self-reliance to change 
(behavior modification) 

trusting God to empower 
through the Spirit 

Remember: It’s the work of the Spirit to convict us of unbelief and to reveal God’s truth in Jesus. 
Make sure to invite the Spirit into this process from tree to tree. As we work down one tree, we 
are walking through confession of sin to the point of repentance. We then work back up the tree 
through a confession of faith, which leads to good fruit. 

When first using this tool, it may help to have some examples of responses we can place on the 
tree. You’ll see some provided here below. 
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What has God done: 

Confession of Sin: withheld good things, given me more than I can handle, abandoned 
me, forgotten me, been harsh or cruel, holds grudges, lied, ignored my cries, expects too 
much 

Confession of Faith: given His Son; created the world; made us in His image; called us 
according to His purposes; forgiven us through Christ; sent His Spirit- His presence, 
teacher, translator, equipper; Jesus intercedes on our behalf, overcame sin, defeated 
Satan, rose from the dead, called us His sons/daughters/friends 

Who is God: 

Confession of Sin: unrealistic, harsh, a punisher, uncaring, absent, impotent or weak, 
insufficient, untrustworthy, irrelevant, unreliable, unfair 

Confession of Faith: a good Father, all-powerful, ever-present, God is love, the Creator, 
the King, sovereign, forgiving, gracious, slow to anger, abounding in love, generous, 
good, faithful, worthy, holy 

Note that this tool is only part of a larger conversation around “gospel fluency.” The big idea is 
that we must become so immersed in the gospel- the good news of who Jesus is and what He has 
done- that it becomes the lens through which we see life and becomes the truth that flows out of 
us. To grow in fluency, we must believe the gospel, rehearse it (to ourselves and others), and 
become immersed in its truths. Jesus is the answer to every question, the solution to every 
problem, and He is always “the better.”  



THE THREE CIRCLES 

Continuous Breakthrough 

“Go therefore and make disciples of all nations, baptizing them in the name of the Father 
and of the Son and of the Holy Spirit, teaching them to observe all that I have commanded 
you. And behold, I am with you always, to the end of the age” (Matthew 28:19-20). 

The Three Circles is a tool that can help you share the Gospel message with others. As you may 
suspect, it begins with Three Circles.  

THE FIRST CIRCLE: 
Our world is broken. We see brokenness all around us and hear about it on the news. The 
Bible reminds us that the brokenness is not just “out there.” WE are broken. We have 
relationships which are broken. We struggle with sin and doubt and mess. Life is broken. 
For all have sinned and fallen short of the glory of God (Romans 3:23). We know right 
and choose wrong. Time and time again we make choices which put is into a state of 
brokenness.  

We try our best to escape the world of brokenness through success, self-medication, 
better relationships, religion, etc. Ironically, the harder we work the more we snap back 
into brokenness. The harder we work at relationships, the more we crash back and face 
our brokenness. We work to flee the brokenness and discover we are back where we 
started.  
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THE SECOND CIRCLE: 
God designed the world with peace, joy, and love in mind. It was perfect. God saw all 
that he had made, and it was very good. And there was evening, and there was morning—
the sixth day (Genesis 1:31). Someday, the world will be returned to perfection.  

THE THIRD CIRCLE: 
God is not unaware of our predicament. He sees our brokenness and has made a way for 
us in the person of Jesus. As Christians, we believe that Jesus died, was buried in the 
tomb, and rose again. We often speak of this as the gospel. It is part of the gospel. What 
we ultimately believe is that Jesus—through his death, burial, and resurrection—pays for 
our sin. Jesus pays the debt. Jesus bears the punishment on our behalf. My little children, 
I am writing these things to you so that you may not sin. But if anyone does sin, we have 
an advocate with the Father, Jesus Christ the righteous. He is the propitiation for our 
sins, and not for ours only but also for the sins of the whole world (1 John 2:1-2). 

KEY TERMS: 
• Sin. The word “sin” is seldom used today. Simply put, it is a transgression of the law of

God (1 John 3:4) or rebellion against God (Deuteronomy 9:7). As humans we face two
types of sin. First, there is the inherited inclination to sin. Every human, because of our
nature, is inclined to turn against God. We can think of it like an apple seed. Given
enough time, an apple seed will turn into an apple tree. Given enough time, a human will
sin. Secondly, there is personal sin. We make choices—knowingly and unknowingly—to
rebel against God. Often, we rationalize our sin and think of it as “small” when compared
to the sins of others. The problem is all sin separates us from God. We are broken, sinful
people.

• Turn. The word “turn” is a different word for “repent.” When we think of repenting, we
consider going to confession or saying, “I am sorry.” Biblically, repenting involves a
change in direction. Jesus preached, “Repent of your sins and turn to God, for the
Kingdom of Heaven is near” (Matthew 4:7 NIV). This change in direction is not always a
180 away from a sinful lifestyle. For example, there are some who need to repent, or turn,
away from a works-based religion. It is not about being a “good person.” It is about
turning from the pattern of brokenness to King Jesus. The crown must be put on Jesus.

• Follow. Accepting the Good News involves more than a statement of faith. When Jesus
becomes the king of our life everything changes. Therefore, if anyone is in Christ, the
new creation has come: The old has gone, the new is here (2 Corinthians 5:17). We are,
by God’s grace, once again restored into the perfect creation. Once we get there we never
stay there. We keep coming back into brokenness through sin. When this happens, we
must once again turn to the king.

JUSTIFICATION AND SANCTIFICATION 
Presenting the Gospel gives us the opportunity to distinguish between justification and 
sanctification. Both terms are important and explaining the concepts can help others 
understand how Christians live as ambassadors in the broken world. 

• Justification. In Christian theology, justification is the act by which God moves a willing
person from the state of sin (injustice) to the state of grace (justice). Justification is based
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on faith in Jesus. A key passage describing justification in relation to believers is Romans 
3:21–26: “But now apart from the law the righteousness of God has been made known, to 
which the Law and the Prophets testify. This righteousness is given through faith in Jesus 
Christ to all who believe. There is no difference between Jew and Gentile, for all have 
sinned and fall short of the glory of God, and all are justified freely by his grace through 
the redemption that came by Christ Jesus. God presented Christ as a sacrifice of 
atonement, through the shedding of his blood—to be received by faith. He did this to 
demonstrate his righteousness, . . . so as to be just and the one who justifies those who 
have faith in Jesus.” 

• Sanctification. In Christian theology, sanctification is the action of the “saint” (or
Christian) which results in a holier lifestyle. We become “more holy” or more like God
daily. Every time we chose to follow Jesus and turn from brokenness we are sanctified.
As we become more sanctified, we bring light into a dark world. It is important to keep in
mind that our sanctification does not determine our justification. When Christians sin,
and they do, their position with God—which is determined by faith in Jesus—does not
change.

When teaching The Three Circles, it is important to help others understanding the
ongoing work of God in our lives. Yes, we accept the gospel at one point in time.
Christians believe, repent, confess, and are baptized for the forgiveness of sins. At this
time (justification) salvation occurs. A Christian is saved from sin and lives with an
assurance and hope that they will return to the perfect creation upon death. At the same
time, a Christian is “being saved” (sanctification). Daily we can live in submission to
King Jesus. Every time we turn from the world of brokenness to follow Jesus we chose to
step out of the brokenness and return to the wholeness God intended for our lives.

15 
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THE ARROW (FIVE-STEP PRAYER MODEL) 

Praying for Others 

We see throughout scripture God’s willingness to partner with any man, woman, or child who is 
willing to listen to His voice and obey. As we continue to practice hearing His voice and look for 
opportunities to allow the Holy Spirit to guide us, we can keep “one eye on God and one eye on 
people.” When we pray for others, it dispels the myth that there are superstar Christians and 
other “just ordinary” Christians.  

Praying for others engages our faith as we seek to hear God’s voice and partner with Him to 
bring His kingdom. For those who receive prayer, it is an opportunity to encounter God’s 
intimate love and knowledge of them with someone who can also represent that God provides a 
caring community for them.  
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The Arrow prayer model provides 5 memorable steps to take away the fear and mystery of 
praying for someone. If you can remember, “I Do Pray” (IDP), you can remember the five steps 
(IDPDI). These steps serve as a reproducible example, not a formula. If there were to be a 
formula, you could sum it up as: Depend on God. Love God; love people. Depend on God. 

The Five Steps of The Arrow are: 

Interview: 

Start with introductions. Ask their name and remember it. The purpose of this step is to 
find out “Where does it hurt?” or “What do you want prayer for?” Listen for the answer 
on two levels- the natural and the supernatural. (Sometimes what God wants to do may 
initially seem unrelated to what they're asking for!) Keep this time brief. The tendency is 
to talk about prayer or the problem without getting to it. You don't need all the gory 
details or medical terms, but do find out about the person and their relationship to God. 
The goal is that they will leave feeling more loved by God than before they were prayed 
for.  

Diagnose: 

Listen for God to reveal “What is the root cause?” or “How should I pray?” Feel free to 
say, “Do you mind if we wait on the Lord for a moment?” You are asking God to show 
you what and how to pray. They could be in their state because of natural causes, sin-
committed by them or against them, emotional hurts, relationship problems or 
unforgiveness, or even the real result of evil in our world. Ask them questions if 
appropriate. Keep asking God for His direction. Use phrases like, “Would it be okay if I 
prayed for…?” 

Pray: 

Based on the diagnosis, what should I pray? Start by inviting the Holy Spirit to come; 
God’s presence makes the difference! Then continue into prayer, which could involve a 
variety of expressions, including: 

 Intercession- you pray on their behalf
 Supplication- they pray on their own behalf
 Confession- leading them through confessing sin or unforgiveness
 Command- praying that things would align with what it’s like in God’s kingdom,

e.g., “let it be ‘on earth as it is in heaven’” in their situation
 Blessing- praying blessings over them, even with scriptural truths and promises as

those come to mind
 Rebuking or binding up the power of the devil or his effects
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Tips to keep in mind: 

Remember, touching a person appropriately and with their permission can be a 
meaningful part of praying for them. Ask first! 

Keep your eyes open. In this way you can be attentive to what's happening. 

How many words you speak has no relevance to the effectiveness of your prayer. Jesus 
often spoke a single command. You have two ears and one mouth; listen and respond 
appropriately. 

Trust God to do His work. Whether or not you see immediate results, your job is to be 
obedient and express God’s love to the person receiving prayer. 

Debrief: 

Check in with them. How are they feeling? Did anything you pray seem to stand out to 
them or have an effect? This will help you to know whether to continue praying and 
perhaps how to continue praying. It's time to stop praying when they indicate it's over or 
you sense it's over. 

Instruct: 

Now what? Think how much easier it is to direct a car that's already rolling than one that 
is sitting still. This person has taken an important step in the direction of God and 
community. While they're still rolling, offer them a possible next step. The goal is to 
connect them further to God and a loving community. Is there a group they should be a 
part of? Is there someone they should meet? Is there a scripture they should read? Is there 
a professional they need to contact? If significant things came up during prayer that 
require skilled follow up, can you refer them to a counselor? If they experienced physical 
healing, refer them to confirm God’s work with their physician, and certainly before 
making any changes to current medications or treatment plans. Be sensitive to whether 
now is an opportunity to lead them to Christ! Whatever the scenario, give them a next 
step to keep them moving toward God! 
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THE FIVE CAPITALS 

Investing Well 

Whether we realize it yet or not, we innately know that we have a limited amount of resources in 
this world. For some, there is a constant stress invoked by this reality… The money won’t 
stretch; there aren’t enough hours in the day; there’s not enough social support for their current 
situation. Even those who frequently live outside of their limits will at some point be struck with 
this reality. Money doesn’t grow on trees… nor do hours in the day, relationships you’ve 
strained, nor energy when you’re exhausted. 

Throughout the Bible, and particularly in Jesus’ parables, interactions, and stories of the 
Kingdom, God emphasizes good stewardship of His resources. He even calls us to good 
stewardship of the gifts He gives, the earth we call home, and the people He entrusts us with! 
The Five Capitals is a tool that helps us look at stewardship from a Kingdom perspective. You’ll 
notice words like “investment” and “returns;” though the world has much to say about this, the 
Five Capitals equips Christians to evaluate and re-align their own priorities based on what God 
has to say about the people and things He’s entrusted to us. 
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What do we mean by “Capital?” 

Capital is the investable assets we have in our possession. The easiest example here is money. 
Whereas the world coaches us to invest financial capital to gain more financial return, Jesus 
trains us to look at all of God’s resources (both in and around us) to invest into His kingdom. 
And the return is often much more, and of greater value, than money. The Five Capitals, from 
least valuable to greatest, are: 

Financial Capital 

Financial Capital is the money we have available to invest. We measure this in dollars 
and cents. This is the most familiar capital because it permeates our lives. Financial 
capital is not innately good or bad; it has no merit of its own; it’s simply a resource to 
invest. Jesus talked quite a bit about money. He told how it can become an idol if we rely 
on it for significance or security. But the Bible also demonstrates numerous ways that 
money (or valuables) is simply a form of capital that allows us to invest into other 
capitals to gain a greater return. 

Intellectual Capital 

Intellectual Capital is the creativity and knowledge we have available to invest. It is 
measured in concepts and ideas. This is worth more than financial capital because you 
can’t create ideas and creativity simply by spending a lot of money, but you can make 
money from a great idea. Jesus was, simply put, the most brilliant person to ever live. 
Those who followed Him, and even His enemies, recognized His intellect. Scripture 
frequently notes how often people “were amazed” by His teaching and called Him rabbi, 
or “teacher”/”master.” It takes only a quick look around at nature, science, or the universe 
to see how brilliant, creative, and precise our God is.  

Physical Capital 

Physical Capital is the time and energy we have available to invest. It’s measured in 
hours and minutes, but also the capacity we have to use that time effectively. Health is 
also a big part of our physical capital. Being well rested, eating well, and maintaining our 
bodily health impacts our ability to invest our time and energy well. It’s essential we 
learn rhythms of work and rest if we are going to steward our capitals for the long-haul. 
We often hear Jesus encouraging His disciples to step away from the crowds- draw away 
with Him- so they can rest from the work. He leads them in healthy rhythms of rest and 
abiding so that they can invest their time and energy in the Kingdom well, thus bearing 
good fruit (John 15). 
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Relational Capital 

Relational Capital is the relational equity we’ve built. It’s measured in the quality and 
depth of connection we have in various relationships. It’s no secret that people with 
friends report higher levels of happiness; those with lots of relational capital also tend to 
be healthier. Relational capital “accrues” and “pays dividends” in sometimes surprising 
ways. When we deplete other capitals, this one may save us. When we’ve invested well 
into others, they are more likely to return the favor. Jesus invested a lot of time (physical 
capital) to grow significant relational capital (and spiritual capital) with His disciples. 
Important note: Notice that no other capitals will grow without some kind of relationship 
with someone else.  

Spiritual Capital 

Spiritual Capital is the most valuable of all. This is the spiritual “equity” we have 
available to invest. It’s measured in wisdom and power. People were amazed at Jesus’ 
teaching because it was marked with unprecedented authority and wisdom. People were 
astounded by His miracles because they revealed a degree of God’s power that was 
previously unknown to them. Jesus was so rich in spiritual capital, the most valuable 
asset available, we could easily say that Jesus was the wealthiest person to ever live. He 
urged His disciples to trade in all other forms of capital to make gains in spiritual capital. 
This is the ultimate payoff. For Jesus, gaining eternal life (Mt. 19:29, Jn. 6:27), cashing 
everything in to follow Him (Mk. 10:21), or selling everything to possess the “treasure” 
of Christ (Mt. 13:44-46) are all code words for trading everything in to become wealthy 
in spiritual capital. And by doing this, He promises that all other capitals will be taken 
care of (Mt. 6:33).  

Tips for the Five Capitals tool: 

As you introduce them, be sure to explain what they are and why they matter. Position them in 
ranked order of importance and show how this order should determine how we prioritize our 
lives.  

Some possible discussion points around the Five Capitals could be: 

Compare our ranking of priority with that of the Corporate world, Academia, Hollywood, 
sports franchises, family of origin, (Caution: “politics” could be a black hole and divisive, 
so tread lightly), etc. 

Ask: Do we think about the “cost of discipleship” through the lens of sacrifice, or through 
the lens of investment, where we actually get a better return? Remember the “kingdom 
parables” in Matthew 13 that describe the value of God’s kingdom; reflect on the 
numerous times scripture mentions returns on our “investment” through blessings and 
inheritance. 
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As you read the New Testament, note how Jesus and/or the disciples valued or leveraged 
their capital. You might work the Circle if a Core member shares a kairos around their 
mis-ranking of the capitals. You could bring challenge to a Core member whom God is 
calling to “invest” or grow in a specific capital in order to get a “greater return.” How can 
we leverage all the other capitals to make gains in the area that God is working and 
growing? 

SCRIPTURAL EXAMPLES OF THE FIVE CAPITALS: 

● Luke 16: References all five capitals in a surprising parable by Jesus
● Matthew 25: Provides multiple parables in which Jesus highlights resources,

preparedness, investment, and inheritance
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THE TRIANGLE 

A Balanced Life 

Imitating the life of Jesus means more than just knowing the stuff Jesus knew. It’s even more 
than living a really great “outreach” to the poor or lost. Being a disciple of Jesus means caring 
about the relationships and people that Jesus cared about. Jesus lived His life in three very 
intentional relationships: Up with His Father, In with His chosen followers, and Out with the 
hurting world around Him. 

Jesus Got Up 

How often do we see Jesus getting up early to pray? He made time to get away with the 
Father. He spoke of God in an intimate and personal way: 

John 5:19-20 the Son… [does] only what he sees his Father doing… For the Father loves 
the Son and shows him all he does. 

John 8:38 I am telling you what I have seen in the Father’s presence… 
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Jesus Invited In 

Jesus chose and appointed twelve disciples from the larger crowd to be his apostles, “that 
they might be with Him and that He might send them out” (Mark 3:14). He spent His 
next three years with these men- eating, resting, working, teaching, healing. He met their 
families. Everything about who He was and what He did, they had access to. Jesus also 
had various sizes of circles. We see that He called and sent the seventy-two. Within the 
twelve He had an even closer circle of three. Jesus “did life” in varying degree with these 
whom He invited in. 

Jesus Reached Out 

Jesus never forgot that He came to bring the Father’s presence and kingdom into a dying 
and hurting world. He walked among the crowds- healing, teaching, feeding, showing 
compassion. He touched the untouchables; He healed on the sabbath; He corrected and 
rebuked; He set things right; He freed the captives. And His critics hated Him for it. Jesus 
said, “It is not the healthy that need a doctor, but the sick. I have not come to call the 
righteous, but sinners.” (Mk. 2:17) 

SCRIPTURAL EXAMPLES OF THE TRIANGLE 

● Luke 6:12-19, Mark 3:13-15: (Jesus gets Up, calls His In, and leads them in Out)
● Luke 10:1-16: Jesus encourages the 72 to pray, to become the “sent” (note this is done in

pairs), and to go. He also encourages them to look for In disciples as they enter towns and
tells them what their Out should look like.

● Micah 6:8: Act justly (Out), Love mercy (In), Walk humbly with your God (Up)
● Mark 9:2-29: Note the interactions of all 3 relational dimensions.

The Triangle is a valuable tool at both the “corporate” level1 and the “personal” level to evaluate 
the health and balance of our relationships. At the group/corporate level, we can use the Triangle 
to evaluate the health of relationships for churches, ministries, teams, small groups, businesses, 
families, etc.  

1 In this context, the word “corporate” means “group,” not “incorporated company.” Corporate 
worship is worship you do in a larger body. 
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Let’s take the examples of various “two-dimensional” churches: 

Up and In: 

These types of churches focus heavily on teaching or worship (UP) and have a sense of 
community (IN). The UP might be expressed through the importance and truth of 
Scripture, in which case Bible study, teaching, and exposition are valued. Or it might be 
expressed through demonstrative worship, the gifts and ministry of the Holy Spirit, or 
intense spiritual experiences. The IN might be expressed in structured ways (small 
groups) or less structured ways (fellowship, potlucks, church leagues, etc). But their 
weakness is Out. Outsiders feel left out or unaccepted; they express how hard it is to 
“break in.” Sometimes, the greater the “attraction” of worship or the “stage show,” the 
less committed or engaged the body has to be, offering more anonymity. 

Up and Out: 

As above, these bodies often emphasize the importance and truth of Scripture. They have 
made the Bible widely available with great teachings and expositions. But instead of 
leaning additionally into community and identity, the focus instead is on the work of 
God: serving, reaching, witnessing, and evangelizing. They claim the prayer, “Ask and it 
will be given, seek and you will find.” (OUT) They exercise strong outreach campaigns, 
seminars on witnessing, and significant global mission support. But inwardly they lack 
care and responsiveness; small groups are duty not desire. When “we” is not as important 
as “they,” people learn to care about the world “out there,” but don’t know if anyone 
cares about them. 

In and Out 

These bodies may be found in mainstream older denominations. Perhaps located in the 
heart of the city, caring for the hurt and lost, offering a safe haven from the surrounding 
environment, they offer a strong In and Out. But the real lack is an emphasis on 
relationship with God and revelation from Him. Prayer is rote not personal; scripture is in 
the script but not expounded. You can come here for help or to feel safe, but you might 
not meet a powerful, transformational God. 

These same dynamics can be seen at every organizational level. You could see these dynamics at 
play for entire denominations or groups of churches, for individual churches, or for groups inside 
a church. We can also apply this in our own personal lives. Ask yourself: “Does my life show 
that I value and balance the same three dimensions of relationship as Jesus?” This is why we use 
the Character Questions on a weekly basis. 
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UP 

Think: the Word, prayer, worship. But don’t reduce the “Up” to just “talking and 
listening;” we’ve got to start “walking” with Jesus. Frank Laubach, missionary to the 
Philippines, wrote about getting to know “the invisible Companion inside you.”  

The look of Up: Do you remember God’s smile? Are you enjoying God? In his book 
Blue Like Jazz, Donald Miller tells a story about Dr. Bill Bright, founder of Campus 
Crusade for Christ:  

“...as a final question he asked Dr. Bright what Jesus meant to him. Alan said Dr. 
Bright could not answer the question. He said Dr. Bright just started to cry. He 
sat there in his big chair behind his big desk and wept… I wondered what it was 
like to love Jesus that way. I wondered, quite honestly, if that Bill Bright guy was 
just nuts or if he really knew Jesus in a personal way, so well that he would cry at 
the very mention of His name. I knew that I would like to know Jesus like that, 
with my heart, not just my head. I felt like that would be the key to something.”  

Outsiders aren’t necessarily rejecting Christ, but often rejecting Christians. “Up” has the 
power to appeal to a generation hungrier than ever to know and be known by a real and 
personal God, who is also worthy of their life. 

IN 

Think: building community, discipleship, equipping, listening and responding to needs of 
those committed to the church. We long to belong. In His “In” relationships, Jesus 
modeled the skills His disciples would need to reach out. The underlying principle of 
these relationships is described in scripture as “covenant.”  

Again, the church has something great to offer here. In our time of epidemic loneliness, 
disconnected families, and pseudo friendships via who we follow on social media, people 
still long to belong. But you can’t model what you don’t have. Deep wounds and scars of 
past hurts, false images of perfection, and encouragement to maintain a “professional 
distance” all keep us isolated. Even those who do dive into relationships may fear being 
accused of “playing favorites.” But take a close look at Jesus and you’ll see that He 
apparently didn’t care about being accused of having favorites. He’s never mentioned 
counseling the 72 about why He “favors” the 12, nor discussing with the other 9 disciples 
about whether they resent the 3. Simply put, Jesus needed a team of friends, and He also 
needed a few even closer friends. And if He lived that way, it seems we should consider 
His example. 

The look of In: Living with one another in love is the only identifying mark Jesus said 
His followers were to have: “By this all men will know that you are my disciples, if you 
love one another.” (Jn. 13:35) 
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OUT 

Think: Does my faith ever show up outside the walls (of my life/my home/my church)? 

Historically, non-believers used to think the church was a place for answers and help. Not 
so anymore; people no longer share childhood exposure to church, nor even share a moral 
code. Today many non-believers have no reason to enter church doors unless they’ve had 
a positive experience with a Christian. So how can Christians, many of whom are 
terrified by the idea of evangelism or leaving their “comfort zone,” reach out? Without a 
purpose- a cause, a reason, a call to action- we miss the kingdom work that Jesus was all 
about. We risk becoming a nice little commune, or even worse, irrelevant. 

The look of Out: So maybe an occasional Hail Mary pass of inviting a friend to church 
happens, but this seems far from Jesus’ strategy of living in this outward dimension. 
“Out” can look like encouraging one another to look for people they naturally connect 
with and building genuine relationships with them. Remember, Jesus told His fisherman 
disciples that He’d make them “fishers of men.” Their kind of fishing wasn’t just a pole 
and a string and waiting for a bite; it meant casting a huge net, working together, and 
using a discerning eye to sort through the catch. 

“Operating in all three dimensions may not come naturally, but it is how God made us to 
function. If it does not come naturally, it must be done intentionally.” (Building a 
Discipling Culture) 

The Other Triangles 

Once we understand the concept of Up, In, and Out, we begin to see it everywhere. You’ll find it 
so frequently that you’ll begin to wonder how you never saw it before. This “shape” seems to 
radiate out from God’s own triune nature. It becomes a tool to understand our own identity and 
purpose as we reflect the very nature and relationships of our Creator. 

Examples of the Up/In/Out progression: 

● The Trinity (The Father sends the Son, the Son sends the Spirit)
● Information  Imitation  Innovation
● Content  Character  Competence
● Head  Heart  Hands
● Inspiration  Immersion  Incarnation
● Words of Jesus  Ways of Jesus  Works of Jesus
● Micah 6:8 (Reverse Order): Act Justly  Love mercy  Walk Humbly
● “Covenant Perspective” Father  Identity  Obedience
● “Kingdom Perspective” King  Authority  Power
● What Is  What Could Be  What Will Be
● Shame to Love  Fear to Hope  Guilt to Faith
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Examples of Up/In/Out that don’t imply progression 

● School, Hospital, Army
● The Three Temptations of Jesus in the Wilderness: Approval, Appetite, Ambition.
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THE SEMI-CIRCLE 

Rhythm of Life 

Fruitful things live in seasons. It’s true of apple trees, grape vines, and you. God established 
patterns of work and rest in the very creation of the world, yet Christians regularly ignore their 
need for patterns (almost always to the detriment not only of their own lives but also those that 
they lead). 

This tool will function as a pressure relief valve in your Core. Up until now, you’ve been 
experiencing massive kairos. There’s been a lot of letting God speak into Core members’ lives 
and lots of “planning” and “doing.” The Semi-Circle may, in some ways, seem to break the 
momentum you’ve been experiencing. But without regular, built-in times of rest and abiding, 
that forward momentum can become overwhelming and unsustainable. 

Make sure that this one gets to really sink in for Core members. This practice can take months to 
begin to work into our real lives; but it also brings about real life change. It’s our reminder that 
God values our rest (time with Him, Sabbath, peace, worship, sleep!...). It must be from a place 
of rest and abiding (not duty, fear, obligation, religion) that we swing into kingdom work and 
fruitfulness. This is the relationship vs religion piece. 

It might be worth noting that “keeping the Sabbath” is way up there in the list of Ten 
Commandments at number four. It’s higher on the list than “do not murder,” “do not commit 
adultery,” and “do not steal;” and we know Jesus took those pretty seriously. 
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A Look at Genesis and our Design 

In the first few chapters of Genesis, we see God establish patterns for how life operates. This 
pattern of Rest to Work and Abide to be Fruitful is built into the very beginning! 

Rest and Work in Genesis 1 

There’s a simple phrase that’s repeated verbatim on every one of the days mentioned in 
Genesis 1. Do you know what it is? Not “It was good,” although that’s obviously a part 
of it. It’s “And there was evening, and there was morning…” We probably see that as a 
throwaway verse, easily skipped over. But these simple words continue to influence the 
Jewish people up through the life of Christ and in fact up to this day. 

The Hebrew day starts in the evening. We tend to think the day starts when we wake up 
in the morning, but the Hebrew day begins at sundown. This is an interesting bit of trivia 
that you may have run into in the life of Jesus (especially the final week), but most of us 
haven’t actually recognized what a deep statement this is about the way that God has 
structured the universe. 

Living things are made to be fruitful, but they cannot begin a period of fruitfulness 
without first having a period of rest. Think about this: the “beginning” of the Hebrew day 
is a shared meal and sleep. Only after that does one begin to work! Most Americans work 
first, and rest to recover from their work. But in God’s economy, the fruit comes out of 
the overflow. We saw this at a spiritual level when we learned Fruit to Root, but here we 
see it made more explicit. We don’t work to rest. We rest to work. 

Rest and Work in Genesis 2-3 

In Genesis 2 (and in fact the last few verses of Genesis 1), we see that Adam and Eve are 
made in God’s image, or with His “imprint.” They were blessed by God and given work: 
Be fruitful and multiply; fill the earth and subdue it; rule; eat... Humankind was made 
with a purposeful role and work to do, and God called it all very good.  

But on the very next day, God rested and made this day holy. Adam’s first full day of life 
was a day of rest. Only after this (in Gen 2:15) do we see Adam begin to do the work he 
was made for, as God put him in the Garden of Eden to work it and take care of it. 

In the next chapter, we see an interesting picture. In verses 8 and 9, we see God walking 
in the Garden as evening approached in what seems to be a normal pattern. Note that 
while we think of this as “the end of the day,” this reality shifts when we think of the day 
beginning at sundown. God was actually making sure that his children “began” their day 
by spending time with him. He expected His people to be there and be available to Him; 
He desired to connect with them. It’s subtle, but note that God expected their work to 
have a stop time in order to enjoy a walk with Him.  
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Adam and Eve’s failure to show up, and the reason behind their absence, ended in a 
curse. Notice that work itself was not the curse. Work existed before the Fall; it’s just that 
now their work was done in their own strength, with labor and sweat and opposition, as 
they pulled away from the hand and life-source of their Creator. 

The New Testament Patterns of Abiding and Fruitfulness 

In the Gospel of John (Chapter 15:1-8), we see Jesus express this same idea as a spiritual 
reality. He explicitly reiterates the Edenic call to fruitfulness four times in these eight 
verses, but now the “fruitfulness” has taken on a different flavor than in Genesis. Jesus 
isn’t talking about farming or childbearing; this passage is about reproducing the Gospel 
itself. In Genesis we learn what it is to be human; in John we see what it means to be a 
disciple. 

Regardless of the differences, though, the exact same patterns are followed. Fruitfulness 
is the direct result of a spiritual resting (“remaining” or “abiding” with Christ) in the 
work and power of God. Knowing how much we’d be tempted to do the work of ministry 
under our own power, Jesus is explicit here: No branch can bear fruit by itself; it must 
remain in the vine. A period of great fruitfulness will be followed by pruning “so that it 
will be even more fruitful.” 

Rest as Abiding 

If you’re the kind of person who is leading a Core or has joined a Core, this kind of abiding 
probably isn’t natural for you. But just because it’s not natural doesn’t mean it’s not important. 
To bear much fruit, you will need to learn to rest and abide. 

“From abiding we grow, from growing we bear fruit, from bearing fruit we are cut back. 
This is the pattern of the Semi-Circle.” 

Mike Breen, Building a Discipling Culture 

Before you can practice the Semi-Circle rhythm, you have to discover how you rest, or how you 
“re-create.” Think through differing dynamics like introverts/extroverts. Introverts seem to be 
“battery operated,” sourcing energy internally through thoughts and reflection. Extroverts are 
more “solar-powered,” having an external energy source. This dynamic alone may help Core 
members identify how they rest. An introvert may rest well with a small number of friends, 
mastering a hobby, writing, or reading. An extrovert may need to get out, to host a gathering, or 
do something exhilarating. 

Additionally, it is difficult to abide spiritually when you are exhausted physically. Anyone fall 
asleep praying? Yep. The opposite is also true: It is difficult to rest physically when you are 
spiritually or emotionally unsettled or anxious. Finding ways to rest physically and spiritually are 
both essential. 
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Sometimes this reality leads us to a challenging truth: Abiding often requires us to pass through 
a place of pruning. Pruning can seem hard or even painful at times, but without pruning we 
cannot grow stronger or be shaped in health. Seasons of pruning, very simply, should require 
some degree of reduced activity or pulling back, saying “no” as we schedule our days, and a 
large degree of listening to God as we discern areas where we’ve over-extended or veered from 
His design. To get to the place of abiding, we often must first make the margin by pruning some 
things away. The rhythm of the Semi-circle is this: abide, grow, bear fruit, prune, abide.  

What does healthy rest look like? 

It’s a place of peace and joy. It’s re-energizing. It’s a time of reconnecting, both with God and 
with those dear to us. It can be a time for play! Whatever the “doing” of rest is, the result is 
always refreshed life, renewed vision, reaffirmed identity, and purposeful direction. 

So, if there’s “healthy” rest, that must mean there’s “unhealthy” rest. The rhythm is intended to 
start in abiding, then move into fruitful work, then swing back into pruning and abiding. It 
should look like “working from a place of rest.” When we get this in reverse and try to “rest from 
our work,” our rest tends to become a CRASH. It starts to look more like self-indulgence, 
binging, crashing, disgruntled exhaustion, and even self-righteousness (I deserve the night off). 
But we don’t often come away from a self-indulging night off or a Netflix binge actually feeling 
renewed and re-created, do we? 

It’s a symptom of the modern world that most of us, in search of rest, don’t actually rest in ways 
that replenish us. We have endless amounts of entertainment and amusement available to us, but 
are these really helping us to be fruitful? A key is found in the word “amusement.” The root 
word (“to muse”) means “to think.” Just as an a-theist is a not-theist, to a-muse is to not-think. 
Amusement is mindless entertainment that distracts us from the difficulties of our day. 

There is a time and a place for amusement. But think how different it is than “recreation.” What 
are the things you do to “re-create?” A diet of rest that’s too heavy in amusement and too light in 
recreation will not replenish us or enable us to be fruitful. For those of us who live in our heads a 
lot, not overthinking can be an important part of rest! The goal of the Semi-Circle isn’t to make 
you feel guilty about your rhythms. If you crash on a regular basis, don’t feel bad about the 
crash. It’s clearly needed. Instead, see it as a symptom. What would need to change in your life 
to make a crash less necessary? 

Fruit from Healthy Work 

Work itself is not a curse. Let that sink in. Work is built into us; God gave Adam and Eve work 
to do and things to care for. If there was work before the Fall, how does that impact our idea of 
work’s innate goodness? Remember, God called His design at this point “very good.” If we are 
made to work, how does this impact our thoughts about the effects of unemployment? 
Retirement? Thoughts of what heaven will be like?  
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God actually created us to bear much fruit, not just work at it. Bearing fruit is the most natural 
thing for a healthy tree to do. Honestly, the branches don’t force or strain; their seasons of 
pruning and growing prepare them to bear fruit. If we don’t seem to be bearing much fruit, it 
begs the question: Have we spent sufficient time abiding? Have we pruned well enough that 
we’re not over-reaching or weak? Pruning and abiding can seem unproductive from the outside. 
For workaholics it’s downright difficult. These seasons seem to fly in the face of our culture of 
busyness and striving. Our culture so highly values the appearance of busyness, sometimes we 
miss that busyness doesn’t always bear fruit. 

Calendars and Seasons 

Let’s get practical. You can make better rhythms through the practice of “calendaring.” With the 
Semi-circle in mind, this means scheduling your rest first. It means taking an intentional look at 
how you pattern your days, weeks, months, and seasons. And it means making time for rest at 
each level: time with God in your day, a Sabbath in your week, and larger retreats and vacations 
in your months and quarters and years. Schedule rest first, and you’ll find yourself more ready 
and engaged when it comes time to work. Be sensitive to what “season” you find yourself in as 
well. This could mean your season of life (youth, adulthood, singleness, marriage, parenthood, 
empty nesting) and seasons within life (new job, new relationships, significant life events). Some 
of these seasons will require more work, some will require more abiding. 

Additional Scriptures: 

Look at how Jesus finds rest: 

● Regular daily rest: (Mark 1:35-39) Jesus “got up early.” It took daily retreat with His
Father so that He could do the things He saw the Father do.

● Jesus taught the disciples to rest (Mark 6:30-32) even during “revival” time. He can also
be seen pulling back with His disciples: Mark 3:7, 3:13.

● Through extended retreat (Mark 1:12-13) in the desert… This retreat preceded the start of
his new ministry/phase/task. We often focus on the temptations that happened here, but
the text also tells of how He was made strong in the Spirit.

● Other examples of Jesus withdrawing: Mark 2:13, 4:35, 5:1, 5:21, 6:45-46.
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THE SQUARES 

Stages of Life and Growth 

There is an amazing passage in the book of Ephesians. Chapter 4 is the closest thing we have to 
Paul’s mission and vision statements for the church. He lays out a vision of the church that ends 
with every member being “the mature body of him who is the head, that is, Christ.” "On that 
day,” Paul says, “we will no longer be infants.” This process—of maturing from infancy to 
adulthood—is fundamental to Paul’s concept of the Christian life. 

So, what is the difference between an adult and a child? Many people lean into diet: “We’re not 
milk drinkers, we’re meat eaters.” We think that our choices of consumption demonstrate how 
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mature we are. The longer we stay at a particular church, the more tempted we are to use the 
phrase “I’m not being fed.” But that sentence implies that it’s someone else’s job to feed us. If 
someone else has to feed us, then just how mature can we be? 

It’s All About Food 

As odd as it may sound, food provides an ideal analogy for spiritual growth. When you are an 
infant, someone else has to prepare the food and feed it to you. How many hours of my life have 
I spent mashing up bananas and stirring it into oatmeal for my infant children? As they grew, our 
relationship began to change: I still cooked the food, but they were able to feed themselves. Over 
time (and with lots of patience and coaching), they will actually be able to cook for themselves 
and feed themselves. And someday the circle will be complete: they’ll find themselves mashing 
up a banana, mixing it with oatmeal, and spooning it into the mouth of some infant. 

We go through the exact same phases as spiritual beings. Early on, we know absolutely nothing. 
We don’t even know how to eat! Someone has to spoon-feed us everything we get. Over time, 
though, we (hopefully) will learn to feed ourselves, and eventually we should be at a point where 
we can prepare and fix food for others. Note that this doesn’t mean we all have to be fancy chefs 
getting world-famous reviews, but frying an egg or cracking open a biscuit tube shouldn’t be out 
of reach. This progression—from infant to child to adult to parent—is the heart of the first 
square. 

We say “the first square” because this tool (the Squares) is actually two tools in one. The first 
square shows how we grow spiritually, but the same shape can really be used to grow in 
anything. The process is the same whether we’re cooking, playing piano, or leading a group. No 
matter the topic, we move through the same four stages. 

● Stage I: Unconscious Incompetence. “I don’t know what I’m doing and I don’t even
realize it.”

● Stage II: Conscious Incompetence. “I still don’t know what I’m doing, but at least I
realize that.”

● Stage III: Conscious Competence. “I can do it, but it takes lots of conscious effort.”
● Stage IV: Unconscious Competence. “It comes naturally now; I don’t even have to

think about it.”

The Second Square 

Organizational genius Ken Blanchard was the first to give this process a name. He recognized 
that different people fall into different stages in different skills, and that leading everyone in the 
same manner was actually counter-productive. Instead, he said that truly effective leaders had to 
develop a skill called “Situational Leadership.” We can actually see this play out in the Gospels 
as we see Jesus leading his disciples differently at every stage of their development. 

STAGE 1 

Disciples in Stage 1: Confident & Incompetent 

(Mark 1:15-20): “Come follow me…” At once they left their nets and followed him. 
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● Marked by: High enthusiasm, High confidence, Low experience, Low competence
● The disciples are excited by a new vision, but they’ve never done this before.

Leaders in Stage 1: Directive 

● Marked by: High direction, High example, Low consensus, Low explanation
● Be clear, be confident, be humble.
● Note: This could bring culture shock. Directive leadership is suspect in Western culture;

our democratic and highly independent society automatically questions directive
authority.

STAGE 2 

Disciples in Stage 2: Unenthusiastic & Incompetent 

● Marked by: Low enthusiasm, Low confidence, Low experience, Low competence
● The disciples begin to question and doubt their call; pressure mounts from the outside and

inside; they feel overwhelmed or even despair.

The initial excitement dies down as one realizes how much they don’t know or know how to 
do. Expectations seem unfulfilled; a disciple realizes they can’t do what they are called to do 
and may even begin to question that calling. In response, many people revert back to Stage 1, 
trying to get back to that initial high. And many endlessly bounce between Stage 1 and Stage 
2 over and over again. To get through Stage 2 may require a real “valley of the shadow of 
death” experience and vulnerability; without a capable leader to walk us through this stage, 
we’ll likely continue to bounce between enthusiasm and despair, and never reach any further 
growth without the grace of a capable leader. 

Leaders in Stage 2: Coaching 

● Marked by: High direction, High discussion, High example, High accessibility
● Explanation comes after experience.

Luke 9-12 the disciples experience near-death by the Pharisees; Jesus comes in after the 
experience with explanation of why they do not need to fear; He encourages them back 
toward the vision and finding their security in Him. He adapts from a directive leadership to 
more of a coaching style. He spends more time with them. What Jesus offers His disciples in 
this season is what we must offer others too: Time, Vision, and Grace. 

Vision paints a picture of what you’re looking at and going for; it’s about The Kingdom. 
Grace encourages followers that we carry on only through God’s grace; this is the opposite of 
the “pull yourself up by your bootstraps” talk; it’s about moving from your own personal 
striving into a place of resting in God’s grace to see His work done by His grace, not your 
work. 

Discipleship can’t stop here. If it does, we are truly leaving our disciples unequipped. 
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STAGE 3 

“... You are my friends if you do what I command. I no longer call you servants… I have called 
you friends, for everything that I learned from my Father I have made known to you… (John 
15:12-17) 

Having been through pressures, challenges, and threats, the disciples now rely on Jesus and on 
each other. Now there is agreement, consensus, and a shared objective and language and culture 
of life. Just as things start to feel really good again, Jesus drops the bomb that He’ll be gone 
soon. The disciples still don’t get it at this point- they like this season of doing together and 
being together and seeing things happen. They think they’re about to really “arrive.”  

Disciples in Stage 3: Growing Confidence 

● Marked by: Increasing enthusiasm, Growing experience, Intermittent confidence,
Growing competence

● This is the season where the grace of God and the new skills, lessons, and life rhythms
get worked into a disciple’s life. Faith increases as they act on what they’ve learned. As
they experience more breakthrough, it serves to build confidence and enthusiasm again.

Leaders in Stage 3: Pastoral/Consensus 

● Marked by: Lower direction, Higher consensus, High discussion, High accessibility
● Increased teaching and equipping causes a period of growth in the disciples. Friendship

and intimacy now characterize the relationship between the leader and the followers.
There is lots of deploying of the disciples, followed by time for review and discussion,
followed by re-deploying.

STAGE 4 

When Jesus starts talking about leaving, the disciples flirt with running back into Stage 2 again: 
But they still need Him! Maybe they’re not ready yet; surely they can’t do this without Him! But 
now, Jesus must trust that the disciples carry a guiding vision and even a map of how to get 
there.  

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, baptizing 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. (Mt. 28:18-20) 

Jesus is gone, just like He said He would be. He shows up every once in a while- in the Upper 
Room where they’re hiding out, on the beach in Galilee as they returned to fishing… He is 
preparing them to spend less time with Him. He has delegated authority to them, and therefore 
lessens His contact with them. Their deep relationship and ministry experience with Him guides 
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them in this stage, as they now look for those that they can disciple into the character and skills 
of Christ.  

Disciples in Stage 4: A New Generation 

● Marked by: High enthusiasm, High confidence, High experience, High competence
● This is a new generation of people, deeply rooted with experience and confidence. There

is knowledge of God’s Word and His grace through continual listening and obeying and
practicing. It’s a confidence found in God, not in themselves.

Leaders in Stage 4: Delegation 

● Marked by: Low direction, High consensus, Low example, High explanation
● The disciples are doing the work, so there is delegation with a release of authority and

responsibility. The leader disengages and makes room for the disciple to step into
leadership. Their relationship is no longer based on the time they spend together, but by a
continual openness and closeness.

Another memory tool or device to use to describe these four stages: 
● Stage 1: I do, You watch
● Stage 2: I do, You help
● Stage 3: You do, I help
● Stage 4: You do, I watch
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PAUSE 

Making Peace 

“Blessed are the Peacemakers,” Jesus said. When we think of living a peaceful life, we may 
think of avoiding conflict. Yet Jesus never avoided conflict… time after time, we see him 
causing conflict, seeking it out, and bringing it to the surface. Whatever he meant by 
“peacemaking,” it cannot possibly be “avoiding conflict at all costs.” And yet we read that “He is 
our peace” and that his work was to reconcile God and humanity. When we do the work of 
reconciliation and peacemaking, we are following Jesus’ example. 

Personal conflicts can most easily be resolved through the steps of confession and forgiveness. 
Core principles for these basic Christian practices are given in Matthew 5 and 18. This is always 
a good starting point. But there may come a time when you or those you influence have to deal 
with a substantial conflict. These issues may involve an offense or injury that is deeper or long-
lasting. It may involve money, property, or certain rights. These are areas where you can live out 
a Godly example of how to resolve conflict through “cooperative negotiation.” This is yet 
another opportunity to “keep two eyes open”- one eye on God and one eye on the situation. The 
“PAUSE” tool reminds us of biblical principles for how we can relate to one another as we work 
toward a resolution. In many ways, Jesus and scripture offer a lot to say about how we treat one 
another, whether friend or enemy. We can view this approach as one of balancing love and 
wisdom in a healthy tension. 

Prepare: 

Love does not delight in evil but rejoices with the truth. (1 Cor. 13:6) 

Preparation may be the most key step for this process to be effective. It may include: 
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 Prayer & reading applicable scripture passages
 Get the facts
 Seek Godly input
 Identify the core issues and interests
 Brainstorm some options
 Determine the best time and place to talk

Affirm the relationship: 

Love is patient, love is kind. It does not envy, it does not boast, it is not proud. It does not 
dishonor others, it is not self-seeking, it is not easily angered, it keeps no record of 
wrongs. (1 Cor. 13:4-5) 

Showing genuine concern and care for the relationship and those involved can open 
doors. Show respect, even if it’s as simple as remembering that all parties involved are 
made in the image of God and are someone for whom Christ gave His life. Affirm the 
relationship early and often. This could look like: 

 Offering compliments, praise, gratitude
 Recognizing and submitting to authority
 Be an active listener
 Avoid sarcasm & condescension
 Speak honestly without exaggeration
 Acknowledge your own mistakes/short-falls
 Think of options that allow everyone to “save face”
 Approach mistakes and sin with grace

Understand, then be understood: 

Do nothing from selfish ambition or conceit, but in humility count others more significant 
than yourselves. (Philippians 2:3) 

In this step we seek to understand the situation and the other person’s perception of their 
situation before elevating our own. Seek to identify their concerns, desires, needs, limits, 
and fears. You might find it helpful to: 

 List your own concerns, needs, limits, and fears
 List the other person’s same concerns
 List interests related to glorifying God and areas for growth or spiritual growth
 Clarify these points when necessary
 Identify areas of shared interest
 Build on shared interests or areas of agreement
 Start with the easiest issues first (and gain a little experience and success before

tackling the big stuff!) 
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Seek creative solutions: 

Each of you should look not only to your own interests, but also to the interests of others. 
(Philippians 2:4) 

This step should involve “prayerful brainstorming.” God is the most creative force in the 
universe (and beyond!); surely He has some creative solutions to share if we will listen. 
In this step, remember: 

 Encourage creativity; avoid evaluation or judgment at this point
 Don’t assume there is only one solution
 Create new options by combining solutions
 Consider & list the benefits or possibilities of each option
 Focus on solutions that offer mutual benefits

Evaluate openly and honestly: 

So in everything, do to others as you would have them do to you... (Mt. 7:12) 

Evaluate the options and the next step forward as objectively and reasonably as possible. 
Honesty is important, but do not let emotions and offenses get in the way of working 
toward a solution. If things get heated again, perhaps move back into affirming the 
relationship, where you once again lay the foundation of cooperation and respect that can 
diffuse the competitiveness. 

 Avoid personal opinions or a battle of the wills
 Use objective criteria
 Introduce pertinent facts, practices, policies
 Listen to professional opinions
 Include relevant Biblical passages & principles

Resolving conflict in this way allows for cooperation instead of competition. It makes a 
way forward in love and wisdom. It even turns impossible situations into opportunities 
for God’s glory and the chance to be His representatives. Just as Christ himself is our 
mediator (1 Tim. 2:5), advocate (1 Jn. 2:1), and eternal forgiver (Acts 2:38), we can offer 
that to others. 




