Multipliers: Leading Beyond Addition

Chapter 8
Mission

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 (Matt. 28:19-20).
~ Jesus

Known as the father of modern management and author of more
than thirty books, Peter Drucker understood the importance of
leaders understanding the mission of their organizations. In one of
his most powerful (and shortest) books, 7The Five Most Important
Questions You Will Ever Ask About Your Organization, Drucker
wrote that the first and most important question for leaders is,
“What is your mission?” or “What 1s your core business?” or
“Why do you exist?”'

“The mission says why you do what you do,” Drucker explained,
“not the means by which you do it.””

He was equally passionate that the “how of what you do” naturally
flows from a clear and succinct core mission. Drucker, who
devoted a great deal of his time to helping church leaders, believed
strongly that “the plan begins with a mission,” and that a
fundamental responsibility of leadership is to make sure everybody
knows the mission, understands it, and lives it.

So as Multipliers and hero makers, what is our purpose or mission?
I’m hoping you know the answer to that question by now. But it’s
critical you not only know the answer, but also internalize and
personalize it. Ask yourself: At the end of my life, what do I want
to be remembered for—growing a large, Level 3 church or
advancing God'’s Kingdom though a movement of exponentially
multiplying churches?

That question always puts things into perspective for me. As
leaders, our mission or purpose is clear (and it meets Drucker’s
well-known requirement that it fits on a T-shirt): “Disciple
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making!” or “Making Disciple Makers!” To lead and manage
multiplication, you need to look at how multiplication actually
happens. We call it 3D Multiplication (3 critical dimensions of
multiplication).

Disciple Making: The First Dimension of Multiplication

Ralph Moore knows a thing or two about making disciples.
Starting from 12 people in 1971, Moore can now say that the Hope
Chapel movement he founded now has ties to more than 2,300
churches planted to date—making it one of the few Level 5
churches in the United States.

“Disciple making is at the heart of Hope Chapel,” Moore says,
adding that disciple making is his heart, as well. “I’d say that
making disciples 1s 90 percent of this movement. It gives us a solid
foundation for a new scorecard that prioritizes Level 5
multiplication over Level 3 addition growth.”

Moore shares an early story from his denominational days. Known
as the “church-planting guy” in the denomination, he worked hard
to convince large churches in the denomination to plant churches.

“They did. They poured resources into these churches—more
resources than we had—and most failed. I had gotten everyone in
our denomination revved up about planting a church and quickly
realized that was the wrong thing to do because these leaders
didn’t have disciple making as their core. They weren’t making
disciples. Disciple making is critical to multiplication. At the very
beginning, we started discipling people and saw them disciple
others.”

Think about the huge stadium events Jesus could have filled or the
giant megachurch He could have led or the international network
He could have handed off to others. But Jesus” command was
clear: “Go and make disciples.” For three years on earth, He
modeled disciple making and made disciple makers. He then
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commanded them to do the same. When He completed His work
here, Jesus told His disciples, “As the father has sent me, I am
sending you” (John 20:21). Soon thereafter, He gave His Great
Commission to go and make disciples to the ends of the earth.

We can look at disciple making through the lens of adding
disciples (making converts) and reproducing (making disciples).
The pathways for adding disciples—connecting with people,
introducing them to Jesus, and bringing them to a point of
accepting Him as Lord—are the entry point to making biblical
disciples. We add people one follower at a time. Infants in the faith
spiritually mature and then reproduce themselves, repeating the
cycle.

By making biblical disciples, we become more effective at
carrying the fullness of Jesus into every corner of our
communities, ultimately sending disciples to go (there’s that word
again) and multiply new churches that create even greater capacity
for healthy Kingdom growth. Disciples who make disciples the
way Jesus did are the fuel of multiplication movements.

Adding _ Disciple Makers Multiplying
Disciples Disciples

Regardless of our specific strategies, models and approaches, we
add people to the movement of Christianity one follower at a time.
We can’t change that, nor should we try. It’s how our Founder
designed it to be. Infants in the faith spiritually mature and then
reproduce themselves, repeating the cycle. The “adding” and the
“making” work together. Those far from God become disciples
who give their full devotion to becoming more like Jesus and
having His fullness in them. In the process of becoming more
mature disciples, they naturally make disciples of others—
multiplying themselves in others. Disciples who make disciples the
way Jesus did are the fuel of multiplication movements.
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Unfortunately, in our addition-oriented growth cultures, we hijack
this natural method and create three significant problems.

First, we replace (rather than supplement) Jesus’ design for
adding disciples (i.e. disciples making disciples) with our man-
made growth strategy methods (for example, outreach, marketing,
Sunday services, programs, great preaching, etc.). The diagram
above showing “Adding Disciples” on one end and “Multiplying
Disciples” on the other, fueled by “Disciple Makers,” is replaced
with a new tension diagram (see below). In the prevailing Level 3
model, we put “Adding Converts (or members)” on one end and
“Keeping Cultural Christians Happy™ on the other end. That
process 1s fueled by our ever-expanding growth strategies rather
than biblical disciple makers who reproduce themselves.

Adding g Growth Strategies Keeping Cultural
Converts ® Christians Happy

Notice that the first tension diagram had addition at one end and
multiplication at the other (Adding Disciples versus Multiplying
Disciples). Addition/accumulation Level 3 cultures put addition
elements at both ends of the tension diagram (e.g., Adding
Converts versus Keeping Cultural Christians Happy). When we
allow addition elements to define the tension, we unintentionally
neuter the multiplication impulse of Jesus™ intended approach. We
simply create ever-stronger accumulation-based cultures.

Second, many churches struggle with evangelism versus
discipleship. Some churches become so focused on corporate pre-
evangelism efforts to make converts that disciple making never
becomes embedded into their DNA. In fact, disciple making in
these churches 1s disconnected from pre-evangelism activities. You
might call it a significant imbalance between evangelism and
discipleship versus a balanced and integrated approach. In his free
Exponential eBook, Disciplism, Alan Hirsch says we need to
reframe evangelism within the context of discipleship.
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“We must not stop sharing the Good News, but here’s the deal:
Evangelism gets done along the way as we do discipleship,”
Hirsch explains. “The Great Commission is just about discipling
the nations. Know what happens? As you disciple people,
evangelism takes place because it’s done in the context of
discipleship.””

Third, we struggle with the tension between making biblical
disciples and cultural Christians. Is it possible that we think we’re
focusing on Jesus and making biblical disciples when in actuality
we’re focusing on making cultural Christians? A normal part of the
maturation process of biblical disciples is making other disciples.
One becomes many. Contrast that with cultural Christians. They
consume. Add one and continue having to feed them to keep them
happy. When spiritual infants never fully mature and reproduce,
cultural Christianity breaks the natural reproduction cycle.

To compensate, we wind up doubling down on our addition-
growth strategies (marketing, outreach, programs, etc.). The
insanity occurs when we double our efforts to keep adding more to
increase our numbers. If our standard 1s accumulating large
numbers of spiritual seekers and cultural Christians without equal
diligence to make biblical disciples that make disciples, we will be
sorely disappointed in our lack of multiplication.

Disciple making is critical to multiplication and a new Level 5
scorecard! Prioritizing disciple making as your core purpose, both
for yourself and for your church, will initiate new conversations
and compel you to ask new questions. It will drive new decisions
that lead to new and innovative ways of thinking that advances
God’s Kingdom. That’s what hero-making Multipliers do.

Level S Disciple Making

Have you ever made something harder than it needed to be?
Instead of the simple questions that often give us guardrails and
guidance for how we live life and lead our churches, we can
choose to focus on the complexities. We miss the easiest path from
point A to point B.
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For example, when you want your team to do something, you look
for the simplest, clearest way to communicate your goal. When my
wife wants me to fix something in the house, she doesn’t mince
words.

Jesus didn’t mince words either. He gave us no wiggle room in His
command to make and multiply disciples. He was crystal clear! In
the simplicity of His strategy, Jesus knows that if we focus on
making disciples the way He did and pursue Level 5 disciple
making, we will see Level 5 Kingdom multiplication. If we
cooperate with Him in this simple strategy, the Holy Spirit will
produce the harvest. It’s not intended to be complex. Disciples who
make disciples in the same way as Jesus—the master disciple
maker—are the fuel of Level 5 multiplication movements.

Unfortunately, we don’t always hear and embrace the simplicity of
His command. Instead of focusing on Level 5 disciple making as
our core purpose that drives all of our programming, we tend to
align our activities around other motives rooted in accumulation.

Without this first dimension—disciple making that multiplies and
produces new communities of faith—we have little hope of
moving the multiplication needle. We won 't see the number of
reproducing churches in the United States increase from less than 4
percent to greater than 10 percent. And we’ll fall desperately short
of Jesus’ call. When we don’t see new disciple-making churches
birthed, we limit our future capacity for disciple making.

As we were finishing up our Disciple Maker’s Assessment tool
(see becomingfive.org) with discipleship.org, an unexpected result
emerged from the two hundred-plus leaders who took the final beta
test. Less than one in four leaders (25 percent) aspired to Level 5
disciple making. We thought that number would certainly be
greater than 75 percent. Instead, most leaders aspired to Level 4
instead of 5. The difference? Level 4 focuses on making disciples.
Level 5 focuses on making disciple makers. The difference is
subtle and yet so profound, representing the catalytic difference
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between addition growth and more rapid multiplication.

Multipliers, i1t’s vitally important that you embrace a core mission
to make disciple makers! Anything less will produce Level 3
accumulation with a continual need to feed cultural Christians.

Capacity Building: The Second Dimension of Multiplication

By making biblical disciples, we become more effective at
carrying the fullness of Jesus into every corner of our
communities, ultimately sending disciples to go and multiply new
churches that create even greater capacity for healthy Kingdom
growth. Making cultural Christians also scales our efforts—
unfortunately with sideways energy that shunts our multiplication
capacity.

As critical as disciple making is to multiplication, on its own it
does not guarantee multiplication. As a leader, you’re also
responsible for building the infrastructure or capacity necessary to
expand and support your church’s disciple-making context.

Capacity is a physical characteristic that enables future growth.
Consider the bones in our bodies. They increase in size as you
grow. It takes larger bones to support a larger body. Our bones are
one key element of how the body naturally builds capacity to
support future growth. The larger our bones, the more size and
weight we can support.

Every church (and organization) builds capacity. It’s natural.
However, the key question is, “What type of capacity are we
building?”

Think about how Jesus spent three years building the core capacity
for the greatest movement in history. By embedding the gospel
DNA for disciple making into twelve followers surrendered to His
Lordship, He built capacity. Those leaders passed along the genetic
code to others who did the same for others in their path. The right
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capacity for the right motives built into a small band of believers
can change the world.

Have you ever thought that every believer in a church has the
capacity for a multiplication movement? Do you grasp that
profound truth? In His wisdom, God gave us the Church—in part
because we’re designed to function like a family, and also to
provide us with a platform of capacity for 1) increasing our
effectiveness in disciple making, and 2) scaling or multiplying our
efforts at disciple making (beyond what unaffiliated, lone ranger
disciples can do when they’re separated from biblical fellowship).

The institutional part of church, including its infrastructure,
processes and resources, is vital to multiplying and sustaining a
church’s growth via disciple making.

Addition AND Multiplication Capacity

Although multiplication is built on a healthy foundation of
addition, we get into trouble when we focus exclusively (or
primarily) on addition capacity, neglecting or limiting
multiplication capacity. As you read through the rest of this
chapter, pay close attention to the balancing act necessary for
managing addition and multiplication factors.

Addition Grow and Go Multiplication
Capacity‘ » Capacity

Addition capacity represents everything you do to build and grow
your church and impact a local geographic area. Multiplication
capacity represents everything you do to make biblical disciples
beyond your church.

Think about all of the activities a church can do to create local
capacity for adding numbers locally (regardless of the activity’s
effectiveness at producing biblical disciples). The list includes but
1sn’t limited to adding new worships services, new facilities, new
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staff, new programs, new sites, marketing, outreach, leadership
development systems, etc.

Yes, local capacity is vital to healthy growth. There’s nothing
wrong with initiating or participating in any of these activities.
These activities build a solid base for expanding your
multiplication activities. But possibly the single-largest obstacle to
multiplication occurs when we position addition-capacity activities
as our primary strategy for growth, rather than seeing them as a
supporting element to healthy disciple making. Maybe you’ve
experienced that in your church or a church you were part of
previously.

Many Level 3 leaders have unintentionally put addition capacity
and strategies as the target of their growth efforts. In doing so,
they’ve increased their effectiveness at breaking growth barriers
and adding to their numbers, but the unfortunate consequence is
that they may simply be building bigger and bigger holding tanks
for cultural Christians.

Addition Growth Strategies Bigger
Capacity » Budgets

Often our focus on building addition capacity goes hand in hand
with bigger budgets. One feeds the other in a vicious cycle. Once
again, when we allow two addition elements to define the tensions
we face, we produce stronger accumulation cultures and suppress
multiplication.

In the words of C.S. Lewis: “There exists in every church
something that sooner or later works against the very purpose for
which 1t came into existence. So we must strive very hard, by the
grace of God to keep the church focused on the mission that Christ
originally gave to it.”*
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Though we do need it, addition capacity is not the most leveraged
form of capacity building. The process of building multiplication
capacity creates Kingdom capacity for implementing new
environments and contexts for biblical disciple making. This key
element requires that we release and send leaders, dollars, and
support to start new communities of faith that are not directly
under our control and authority.

Think about it this way: Where addition capacity focuses on
increasing the capacity to grow trees in your own orchard,
multiplication capacity focuses on planting new orchards. We need
both. Addition systems and activities enhance healthy
multiplication. For example, we can use the same leadership
development systems that support local church capacity expansion
to develop and deploy church planters.

But we can’t be content with just making and adding disciples. We
must focus on making disciples of people who will then focus on
making disciples of others. And the fruit of disciples making
disciples must produce leaders who are mobilized to carry the
fullness of Jesus into every corner of society. That’s the fuel of
multiplication.

In the next chapter, we look at the critical element of mobilization
and how, working together with the first dimension of
multiplication (biblical disciple making) and the second dimension
(capacity building), this third dimension completes the 3D
Multiplication model.

Putting It into Practice

» Why is biblical disciple making considered the non-negotiable,
essential ingredient in Level 5 leadership?

» [s disciple making one of your strengths? Are you leading your
church to make biblical disciples or cultural Christians?
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» We often hijack Jesus’ intended method of adding and making
disciples. How do we do this? What are the consequences?

» How would you define “capacity”? Why is capacity—the second
dimension of multiplication—vital to becoming a leader who
multiplies?

» In what ways are you, as a leader, focusing on building addition-
growth capacity? In what ways are you building multiplication

capacity?
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