
Notes & Amplification on Henry Cloud’s Material

Introduction

It has been said that familiarity breeds contempt - but it has also been said that distance breeds paranoia.  Both of these can be experienced in the realms of leadership.

Sometimes a leader can be so over involved in someone’s life that contempt is the end result.  But either emotional distance or physical distance (such as regional leaders experience) can also produce a certain amount of paranoia among those that serve under organizational leaders.  Yet, a great part of what we as leaders are to give our time and attention to is development of those serving under our watch.  

In Executive Ministries we have embraced what we call the Growth Model as a way of bringing development to bear on staff and disciples lives.

The Growth Model involves four development tasks:  bonding, boundaries, sorting out good from bad, and adulthood.

  The model also emphasizes an environment of grace, truth, and time in which these tasks are learned and applied.  The emphasis of this article is not to go over the model in great detail, but rather to describe the model in terms of leadership and how leaders might better employ the model to further develop those allotted to their charge.  

The Model from the Perspective of Leadership

Grace, Truth and Time

All of us need these three environmental principles operative in our daily lives.  They provide the “green house” in which life change actually takes place.  Therefore, as leaders, we need to be constantly evaluating the process of grace, truth and time for ourselves and for each of our people that look to us for direction.

On the issue of grace we need to continually ask, “Where are you receiving goodness that you have not earned?  Where are you experiencing unmerited favor?”

For truth we need to be asking, “Where are you getting honest feedback?  Who is getting in your face about the issues of your life?”  

“Are you seeing this take place over time?”  These questions need to be answered for the leader as well as those he leads.

Bonding

“Bonding is the ability to establish an emotional attachment to another person.  It is the ability to relate to another on the deepest level.”
  What does this look like from a leadership perspective?  With regard to the team they lead leaders need to ask, “How bonded are they?  Where is that bonding taking place?”  Bonding needs to take place on both a personal level and a professional level.

We all need concentric circles of people with whom we have relationships that go below the surface.  Monitor your team relationships - are team members doing things to build attachments and understanding?  How committed to the team are individual members?  How good are individual members at building consensus?  Can they build attachments but also maintain healthy limits?  Can they make decisions?

The answers to these questions all give clues to a team member’s ability to bond.  For the leader himself, there must also be a commitment to bonding.  Disconnected leaders end up seeing people as tools.  They dream up where the team is headed by themselves and lose the team in the process.  This creates a closed system, which only becomes more chaotic.  Leadership as a function can be very isolating - leaders must be committed to the bonding task and model it well for those they lead.  We must say yes to connections in our lives.

Boundaries

“Boundaries, in a broad sense, are lines or things that mark a limit, bound, or border.  In another sense, boundaries are the realization of our own person apart from others.  This sense of separation forms the basis of personal identity.  It says what we are and what we are not, what we will choose and what we will not choose, what we will endure and what we will not, what we feel and what we will not feel, what we like and what we do not like, and what we want and what we do not want.”
 

Boundaries define us.  True leaders tend not to think in terms of limits.  Boundaries are not just about saying “No,” but also about saying “Yes” to certain things.  There are many who are not ultimately good leaders because they are getting controlled by others and are unable to set limits.

Many leaders have a difficult time even saying “No” to themselves.  Yet any good leader has to say “No” to 99 percent of hisor her own ideas.  Leaders must think in terms of limits because they are always dealing with limited resources (time, energy, etc.).  

Leaders must apply the concept of boundaries or they will drive others crazy.  This can be true because a leader’s control/responsibility quotient does not equal one.  The quotient gets out of balance when a leader gives control to someone else, but they never hold them accountable for the results, or they hold them accountable for the results but keep total control in the process.  These are boundary issues.  

Sorting Out Good and Bad

This developmental task is the ability to tolerate and deal with the simultaneous existence of good and bad - good and bad in this world, good and bad in others around us, and good and bad in ourselves.

As a leader, we need to be observant about ourselves and those we lead.  We must ask, “Do I/they have an accurate picture of themselves?”  Can they articulate their strengths and weaknesses?  Can they see the good and the bad of the organization (Executive Ministries)?  Can they manage the gap between the ideal and the real?  Do they do so with shame and condemnation or with grace and acceptance, repentance and hope?  One of the ways we as leaders can help our people in this area is by helping them not to get to attached to outcomes.

Adulthood

“Becoming an adult is the process of moving out of a ‘one-up/one-down’ relationship and into a peer relationship to other adults.”
  Becoming an adult is assuming the authority position in life which is an important part of the image of God.

As leaders look at their staff or core volunteer leaders, they need to see if they can take control and render authority.

Can they also surrender control and submit to authority where appropriate?

Can they be peers where it is appropriate?  Are they even able to submit to those whom they lead?

What is their ability to take criticism as reality and not as a comment as to whether they are good or bad?

Are they taking stewardship for their own gifts and abilities?

Are they being stretched anywhere?

Are they conquering anything?

Are they able to take responsibility for their own personal development?

Good leaders (and emerging leaders) see their problems as being their problems.  Non-leaders see their problems as being leadership’s problems.  Good leaders take ownership for the results; children blame parents.  

In all four of these tasks you may want to refer to Dr. Cloud’s book and look at the skill sections under each task.  Use those skills to prescribe solutions and then hold them accountable.  A final question to ask about your people is, “What is their ability to see their problems?”  If they can’t see their problems then stop working on the problem and start helping them to see their problems.  

Dimensions of Assessment

The above brief description of the four developmental tasks and the corresponding environment of grace, truth, and time correlates to the remedies that a leader will need to help his or her people’s problems.  But how do you adequately assess a person and know which remedy to apply?  

The question that aids us most in assessing the overall growth of a person is, “What does good character look like?”  Lets highlight a few aspects:

1. Love.  How relational are they?  Can they empathize with others?  Can they validate others?  Can they not use others for their own needs?  How much are they loving?  Can they connect with others and give to others?  The issues are bonding and boundary issues.

2. Work.  Do they work well?  A good leader and laborer will have a basket of fruit.  A good leader and laborer will not tolerate the abuse of fruit.  We are not asking everyone to have success, but we are asking that they know the difference.  The issues are often sorting out good and bad and adulthood.

3. Truth.  Do they have an orientation toward truth?  Do they look for truth and then go and stand there?  Do they seek truth about themselves as well as God’s truth in general?  Do they see that there is great safety in the truth?  Leaders tend to take a stand for biblical truth but not for the reality of how close they actually live out that truth. The issues here may be ones of boundaries and sorting out good and bad.

4. Deals with Problems.  Mature character does not avoid problems.  Ninety percent of big problems would not be big if they were actually faced. The issues here are sorting out good and bad and often adulthood.

5. Growth.  A mature person is a growing person.  They want to make things better.  He or she is growing in every way.  Many people are not on a growth path.  The issue here is usually adulthood.

6. Worship.  Those with mature character over time realize that life is not about them. They are able to worship God who is bigger than themselves.  Can they bend the knee?  Can they adapt to God?  Many immature people want God to adapt to them. The issue here is one of adulthood and responding to authority.  

As leaders we must demand maturity of ourselves and of others.  Growth and life change cannot be optional: and we, as leaders, have the stewardship to see an environment of growth being facilitated on a regular basis.
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