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LEARNING EXPERIENCE 1A: CLASSIC MENTORING
Mentoring Leaders by Carson Pue

Carson Pue, former president of Arrow Leadership Ministries and author of Mentoring Leaders, presents a comprehensive book with insights, biblical references and well-illustrated stories giving visibility into the lives of leaders. The author presents five phases of mentoring and growth for leaders: self-awareness, freeing up, visioneering, implementing, and sustaining. Every preceding phase bring greater depth and focus enabling leaders to discern personal calling, character and competencies. 
There are three most applicable and relevant ideas for my context: Self-awareness (phase one), sustaining in leadership (phase 5) and accountability (phase 5).

A new awareness/self-awareness (Phase one)
The first phase involves developing self-awareness.  Pue states “ if we are unaware of where we are, or if we have lost our bearing and wandered off course, any leadership we provide may not assist in leading our followers to the desired destination”  [endnoteRef:1] My context includes leaders from two different cultures: International Workers (the CMA France) from the United States and French National Pastors (the AECMF).  Leadership styles differ in their expression due to personality and values based on the culture of origin. However, the awareness of how our own actions and behaviors affect others within the ministry context remains low. This lack of awareness has brought limitations to ministries. [1: ] 

One key idea presented is the understanding of one’s perception of and relationship with God. Pue describes this as a sign of personal maturity through the development of wisdom, integrity and reflection.  My observation of leaders in this particular context is the lack of inner peace. The search for inner peace is focused on achievement defined by ministry success. Insecurity erodes confidence within, making leading more difficult similarly for pastors and missionaries.  At the same time opens the door to seeking fulfillment through other means and often entering  the spiritual danger zone in leadership (ie. fear of humankind, lack of accountability, need for control and recognition, avoidance of conflict and high reliance on own gifts).  Insecurity breeds misleadership.[footnoteRef:1] My perception is that senior leaders would benefit from a greater level of self-awareness. There is a strong inclination towards pride present that is masked by a high-power distance leadership structure. The lack of accountability is often rationalized. It would be beneficial for leaders to continually grow in self-awareness in every stage of development especially in a cross-cultural context. [1:   Pue, Carson. Mentoring Leaders: Wisdom for Developing Character, Calling, and Competency. (Grand Rapids: Baker Books, 2005), 31.
2 page 35.] 


Sustaining in leadership (phase 5)
The fifth phase involves sustaining leadership. Organizations and ministries go through different stages of development and maturity.   The Sigmoid Curve illustrates three phases in the life of an organization: introductory, growth and decline.  It is a graphic way of portraying the point at which a ministry needs to reinvent itself, either building off the existing platform or risking the start of a decline and shortening its life-span. [footnoteRef:2] Both the CMA France and the AECMF would benefit from knowing where on the sigmoid curve they find themselves as an organization and in relationship to one another. CMA France, as a mission organization has been present in France for over 35 years, the re-organization of ministry strategy for continued growth remains low.  The development of personnel (international workers) to pursue the mission and vision is weak. The AECM has struggled to discover how to maximize leadership development in pursuit of their mission. The sustainability of their pastors is declining. The understanding of their stage of development and honest evaluation is key. [2:  Page 203.] 

Pue presents three ministry development stages: 1) ministry founding and early growth, 2) ministry midlife, and 3) ministry maturity.  He describes the ministry maturity stage as a sentimental stage stating that “the people who minister there have developed an addiction for how things used to be done and  unwillingness to even contemplate change.  It is in this stage that the ministry is at its most vulnerable”. [footnoteRef:3]  The CMA France has been ministering in this phase for quite a long time and would benefit from knowing where the organization is on the Sigmoid Curve, evaluate the effectiveness and strategically plan new initiatives.   One obstacle has been the failure to acknowledge ineffective ministry areas due to fear of change. This has resulted in a continual focus on old-programs with unequipped personnel.  In part, the transition cycle of personnel and lack of honest evaluation have been contributing factors.  The organization would benefit from outside input and careful evaluation. [3:  Page 204.] 

Resilience is another key idea for change.  There is a tendency for experienced leaders to lean towards proven methodology or technical approaches towards change where creativity is needed. Resilience is needed for leaders to bounce back effectively when facing challenges.  Change brings loss, therefore grieving is necessary.
Fear is a real factor in the life of a leader and it is often hidden beneath the surface. Missionaries and pastors alike carry the responsibility of caring for others and tend to steer away from deep relationships.  I find this to be true with more experienced leaders here.  Fear comes in many forms and is paralyzing. Vulnerability is unpopular and safe people to process challenges with are hard to find. Just the idea of looking at what may be underneath the fear is daunting. A trusted insightful mentor coming alongside a leader would provide an opportunity to address root issues and find a healthier balance. 
The deep sense of loneliness is a common challenge for leaders.  Missionaries easily experience loneliness due to serving in a cross-cultural context and/or often feeling misunderstood by the host culture or colleagues. Isolation is a common reality. French Pastors confess a deep sense of loneliness due to lack of fellowship.  The sense of loneliness attacks the senses in unprecedented ways leaving leaders feeling rejected and abandoned. I am realizing that the common immediate default behavior is control. 
Pue states that loneliness often kicks in during this sustaining phase of the mentoring matrix because there is a change in focus causing some leaders to lose a sense of purpose. When this occurs, what is  needed is a reminder and reassurance that we are loved and valued by God.  In my mission organization context, we are experiencing an exodus of veteran missionaries moving into  retirement.  The sense of change/loss paired with loneliness is a reality.  I concur that there is a loss in purpose and for some even significance. The gift of a trusted mentor would draw out the spiritual side of loneliness and address the need to be re-grounded in Christ.

Accountability (Phase 5)
This phase of the mentoring matrix brings an emphasis on accountability.  Pue recalls that the Bible supports two types of accountability – external and internal.  He describes the external accountability as denominational guidelines and policies that must be followed. Internal accountability is based upon our own will – our desire and commitment to be accountable – and the work of the Holy Spirit within us. [footnoteRef:4]   Every leader is expected to practice both.  My observation is that the CMA France has guidelines and policies that are weak in practice which has been a challenge in the strategic execution of mission goals and objectives.  The implementation of the vision and the development of building a team to pursue the vision has been less effective. There is room for growth in the area of accountability and the restructuring of the organization. [4:  Page 250.] 

The processing through the prayer of examen developed by Saint Ignatius of Loyola corporately with an invitation to a time of reflection and personal assessment before God would be a good place to begin. This practice would be a starting point for my field leadership team in developing a culture of accountability.

Existing Gaps and Ideas to Consider
Mentoring Leaders give a unique approach to what is needed to transform leaders.  Pue addresses different phases of leadership development and describes the characteristics of an effective leader. In many ways, this book is more about leadership than mentoring.  The spiritual aspect of leadership was well integrated. The book is written for both men and women – as stated in the beginning, however, most of the examples are of men leaders. The sections that address the concerns for women are relatively brief.  I would have appreciated a wider integration of varied illustrations.
The inner life of leaders impacts their leadership in significant ways. The book addresses common personal barriers hindering spiritual maturity. Identifying and overcoming these barriers is crucial however beneath the surface is a leader’s character that needs formation.  
Phase three discusses how vision “percolates” and the value has in the life of a leader. Pue makes it clear that vision begins with God and must be consistent with the Scriptures.  Passion, vision and mission are of equal value. He identifies three primary reasons why vision is a challenge for young leaders: the lack of understanding capacity and capability as a foundation in decision making, the  lack of time spent in solitude and reflection, and prematurely proceeding to the visioneering phase of leadership development lacking in self-awareness. My ministry context involves the development of young leaders. There is a small percentage that has a wider capacity and capability for leading their generation forward.  I would have liked the author to expand on ways to mentor and empower these leaders effectively.
In the Epilogue, Pue encourages leaders to be a lifelong learner and to be a lifelong mentor.  The invaluable insights in this book are the evidence of the author’s wisdom as a mentor of leaders and of one who has been mentored.  
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