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B O O K  P R O P O S A L 


What This Book Is

The Sanctuary Leaders Manual is a leadership 
training course for people preparing to lead a 
Sanctuary International group. It is the final stage 
of the Sanctuary leadership pipeline — the point 
where preparation meets commissioning.

This is not a theology book. It is not a church 
growth book. It is a straight-talking, no-fluff guide 
for ordinary people with an extraordinary burden — 
people who feel called to reach the heavy metal and 
rock community, to sit with the wounded and the 
disillusioned, and to build the kind of real 
community that Acts 2:42 describes.

It assumes the reader is already part of the 
Sanctuary family — someone who has been in 
community, knows the heart of it, and is ready to be 
trained to lead. Over this course they will read 
Teach. Meet. Eat. Pray. and The Socratic Discussion 
alongside the manual. Then they will be sent out to 
lead their own Sanctuary Family Groups.




Who It Is For

This book is for the person who said yes.

Not the polished seminary graduate. Not the 
professional minister. The person who has a burden 
they cannot shake. The person who keeps thinking 
about the people nobody else is reaching. The 
person who loves God, loves people, and is willing 
to show up week after week even when it is hard 
and invisible and nobody is applauding.

Most Sanctuary leaders are not trained by religious 
institutions. They are disciples who have been 
changed by the gospel and want to pass it on. This 
book meets them where they are — and prepares 
them for what is coming.


How It Works

The course runs as nine training sessions — one per 
week — followed by a commissioning gathering in 
the new year. Leaders read each session's material 
on their own, then gather on Zoom to discuss it 
together.

Each session is built around two required books, 
read one at a time in sequence alongside the 
manual:

Sessions 1–3  ·  Teach. Meet. Eat. Pray.  —  read in order

Sessions 4–9  ·  The Socratic Discussion  —  read in order, 6–7 
days per session

Session 10  ·  No new reading  —  the commissioning gathering


The manual does not summarize what they have 
read. They already read it. Instead, each session 
pulls specific moments from the reading, goes 
deeper, makes it personal for the Sanctuary context, 
and sends them into the week with one concrete 
challenge.

Every training session includes a raw opening, 
teaching that goes deeper than the books, 
discussion questions for the Zoom session, and a 
single challenge.




The Fall Calendar

The nine training sessions run weekly through the 
fall, with Thanksgiving week off. Then a clean break 
for the holidays — leaders rest, no class hanging 
over Christmas. The commissioning lands in 
January, opening Year 42 — Acts 2:42 — with 
leaders named, sent, and launched into their first 
course: I Know You.


Session 1  ·  Sept 29  ·  This Is Not About You + Read the Room

Session 2  ·  Oct 6  ·  Know What You Believe Before You Teach 
It

Session 3  ·  Oct 13  ·  Every Gift Has a Job + Structure Is a 
Foundation

Session 4  ·  Oct 20  ·  The Leader Who Has Nothing to Hide

Session 5  ·  Oct 27  ·  How to Teach Without Losing People

Session 6  ·  Nov 3  ·  One Person at a Time

Session 7  ·  Nov 10  ·  You Can't Fake Passion

Session 8  ·  Nov 17  ·  When the Fire Goes Low

—  Nov 24  ·  Thanksgiving week off  —

Session 9  ·  Dec 1  ·  The Long Game

—  Holiday break  —

Session 10  ·  January  ·  The Commissioning


Dates are placeholders — swap in whatever night 
the Zoom is actually run. The shape holds 
regardless.


Voice and Tone

This book is written for the metal crowd. That 
means no religious polish. No performance. No 
language that sounds like it belongs in a seminary 
textbook.

It is direct. Honest. Simple enough for someone 
whose first language is not English. Heavy enough 
to land with someone who has been through things 
most people cannot imagine.

Think of it as a veteran sitting across a table from 
someone who just said yes — and telling them the 



truth about what they just signed up for. Not to 
discourage them. To prepare them.


Where It Fits

Training the leaders (this course):

Teach. Meet. Eat. Pray.  +  The Socratic Discussion  —  read 
alongside the Sanctuary Leaders Manual


What leaders teach their Sanctuary Family 
Groups:

Once commissioned, leaders launch their own 
Sanctuary Family Groups. Each book is a 41-day 
personal devotional that runs as a six-week group 
study. The order:

I Know You  →  ROOTS  →  Blueprint  →  and we decide from 
there


Leaders begin with I Know You in January — a six-
week study with their new groups — and build from 
there.

 

C O U R S E  O U T L I N E 


Nine training sessions, then the commissioning  ·  
Read alone, discuss on Zoom


Sessions 1–3:  Teach. Meet. Eat. Pray.

Sessions 4–9:  The Socratic Discussion

Session 10:  The Commissioning — no new 
reading


Session 1  —  This Is Not About You

TMEP: Introduction – Chapter 3

Session 2  —  Know What You Believe Before You 
Teach It

TMEP: Chapters 4 & 5

Session 3  —  Every Gift Has a Job — and Structure 
Holds It Up

TMEP: Chapters 6–13 + Conclusion




Session 4  —  The Leader Who Has Nothing to Hide

The Socratic Discussion: Days 1–7

Session 5  —  How to Teach Without Losing People

The Socratic Discussion: Days 8–14

Session 6  —  One Person at a Time

The Socratic Discussion: Days 15–21

Session 7  —  You Can't Fake Passion

The Socratic Discussion: Days 22–28

Session 8  —  When the Fire Goes Low

The Socratic Discussion: Days 29–35

Session 9  —  The Long Game

The Socratic Discussion: Days 36–41


Session 10  —  Now Go — The Commissioning

No reading — the family gathers one last time


F O R M A T  O F  E A C H  S E S S I O N 

Every training session contains:

Opening  —  Short, raw, sets the tone and the 
burden

Teaching  —  Going deeper than the books, made 
personal for Sanctuary

References  —  Specific chapter and day citations 
so leaders can go back and read

Discussion Questions  —  For the Zoom session — 
honest, not churchy

The Challenge  —  One concrete thing to do before 
the next session

 

S E S S I O N  1 

This Is Not About You

What you said yes to — and what you're walking into

This week's reading:  Teach. Meet. Eat. Pray.  —  
Introduction through Chapter 3


O P E N I N G 


You said yes.




Maybe it came slowly. A feeling you couldn't shake. 
A person you kept thinking about. People nobody 
else was stopping for — and something in you that 
said someone has to.

Maybe it came fast. A conversation. A moment. A 
door opened and you walked through it before you 
fully understood what was on the other side.

Either way — you said yes. And that matters more 
than you know.

But before you lead your first meeting. Before you 
open the first book. Before anyone sits in your circle 
— you need to hear this.


This is not about you.


Not your reputation. Not your influence. Not how 
many people show up or what they think of you or 
how this looks from the outside.

This is about the people who are going to sit in that 
room. The ones who show up carrying things they 
have never said out loud. The ones who are one 
honest conversation away from something shifting. 
The ones the world walked past — and you are not 
going to.

That is why Sanctuary exists. Not to build an 
empire. Not to create a platform. To reach the 
people nobody else is reaching and sit with them 
long enough to matter.

You do not have a group yet. These months are 
about preparing you before you open that door. But 
the question you need to answer right now — before 
anyone shows up — is why you are going to open it.

Because the day will come when it is hard. When 
nobody shows up. When someone walks out. When 
the work is invisible and nobody is clapping. And 
on that day — the only thing that will hold you is 
not talent, not training, not technique.




It is burden.


T E A C H I N G 


1.  The Church Lost the Plot. You Are Part of 
Getting It Back.

In the Introduction of Teach. Meet. Eat. Pray., there 
is a line that cuts through everything:

"We lost the community."

Read that again slowly.

Christianity started as community. Real people. 
Eating together. Praying together. Knowing each 
other. Being known. It was alive and raw and it 
changed everything it touched.

Then it moved from Israel to Greece and became 
philosophy. Then to Rome and became an 
institution. Then to Europe and became culture. 
Then to America — and it became a business. A 
product. A performance on Sunday morning that 
everybody drove home from alone.

Acts 2:42 describes something completely different. 
The early believers devoted themselves to teaching, 
to fellowship, to breaking bread, to prayer. Not as a 
program. As a way of life. The Greek word for 
fellowship in that verse is koinonia — deep, 
intimate sharing of life together. Being known. 
Belonging. Community that goes the distance. You 
cannot program your way into koinonia. You 
cannot schedule it. You have to live it.

The Introduction says it plainly — the church needs 
to be both a hospital and a social club. A place 
where broken people find healing and a place where 
people belong. Not one or the other. Both at once. 
That is the Acts 2:42 model. And it is exactly what 
your group is going to be.

Do not take that lightly. You are not starting a Bible 
study. You are building something the world is 
starving for.




2.  Shut Up and Listen — Before Anyone Is 
Even There.

Chapter 1 opens with an answering machine. Every 
day Pastor Bob recorded a devotional. Every day 
people called in and left prayer requests. Week after 
week, patterns emerged. The same struggles. The 
same pain. He wrote his sermons from what he 
heard on that machine — not from what he thought 
people needed, but from what they actually told 
him they were carrying.

That is what a shepherd does. He listens before he 
leads. But here is what comes before even that. 
Chapter 1 says it bluntly:

"Shut up and listen."

Not to your people first. To God first. The deepest 
form of leadership does not begin with strategy or 
curriculum. It begins in the quiet place — where 
you stop talking long enough to hear what God 
thinks about the people He is about to put in your 
care.

You do not have a group yet. But you can start this 
discipline right now. Build the habit of silence. 
Build the habit of listening. Because when the 
people come — and they will come — the quality of 
your leadership will flow directly from the quality of 
your time alone with God.

"Be still, and know that I am God."  —  Psalm 46:10 
(NLT)

And never forget what Chapter 1 makes plain: He is 
the great shepherd. You are an assistant shepherd. 
Your cues come from Him. You are not the point. 
You are not the source. The people who will sit in 
your circle do not belong to you. They belong to 
God. Your job is to take care of what He puts in 
your hands — and to give it back in better shape 
than you received it.


3.  Know the Difference Between a Wall and 
a Foundation.




Chapter 2 opens with a story from the very first 
Sanctuary meeting. Someone stood up and started 
doing something wrong in the name of God. And 
Pastor Bob stood up and corrected it. Directly. 
Clearly. Without apology. And then — this is the 
part that matters — that same person is still part of 
Sanctuary forty-one years later. One of the leaders.


The correction was real. And the belonging 
was real. At the same time.


That is the model. And it starts with knowing the 
difference between major doctrine and minor 
differences. Major doctrine is the stuff the whole 
thing stands on. Jesus is Lord. He died for our sins. 
He rose from the dead. Salvation comes through 
repentance and faith in Him alone. These are the 
foundation — the hills worth standing on. 
Everything else — worship style, baptism mode, 
end times theology — these are real conversations 
worth having. But they are never a reason to divide 
the family. Chapter 2 says it straight: when you 
weaponize doctrine, you are not defending the 
faith. You are attacking the family.

The people coming to your group will arrive 
carrying all kinds of backgrounds. Some hurt by 
heavy-handed religion. Some with wrong beliefs 
they have never examined. Your job is not to make 
them think exactly like you. It is to lead them 
toward Jesus — and keep the room safe enough that 
they keep coming back while that journey unfolds. 
You correct what needs correcting, clearly and 
without apology, but the way Chapter 2 describes — 
gently, humbly, with the goal of restoration, so the 
person knows they are still family even while being 
corrected.

"Brothers and sisters, if another believer is overcome by 
some sin, you who are godly should gently and humbly 



help that person back onto the right path."  —  Galatians 
6:1 (NLT)

Decide now, before your group meets, what your 
hills are. Know what you will stand on and what 
you will hold loosely. Because the moment someone 
walks through your door with a wrong idea, you will 
not have time to figure it out on the spot.


4.  You Are Not the Story. You Are the 
Guide.

Chapter 3 opens with a confession. Pastor Bob got 
something wrong early in ministry and ran with it 
across the country. He tells you that not to impress 
you but because transparency matters more than 
reputation — and because your group will learn as 
much from watching you handle your mistakes as 
from anything you teach.

But the deeper thing Chapter 3 is after is the 
difference between two statements: I believe in 
God, and I believe God. One is intellectual 
agreement. The other is lived trust. One says Jesus 
is real. The other says Jesus is enough — even when 
the bank account is empty, even when the diagnosis 
is terrifying. You cannot teach that from a prepared 
talk. You can only model it. That is what makes 
mentoring different from teaching: teaching 
transfers information, mentoring transfers a way of 
living.

And here is where so many leaders go wrong. They 
listen to someone's story just long enough to find 
the entry point for their own. Chapter 3 calls it the 
canvas principle: the teacher does not paint on the 
student's canvas. Their story is theirs. Their 
experience is valid even when it is different from 
yours — even when they drew the wrong 
conclusions from it. Your job is not to overwrite 
their story with yours. It is to walk alongside them, 
ask questions, and help them find Jesus in their 
own journey — not hand them your map and tell 



them to follow it. One approach produces disciples 
who can stand on their own. The other produces 
dependents who need you in the room to function. 
You want disciples.

And carry this from Chapter 3 into every meeting 
you ever lead: Paul called himself the chief of 
sinners — present tense. The people coming to your 
group are not looking for someone who has it all 
figured out. They can smell performance from 
across the room. What they are looking for is 
someone real. Someone who has been through 
something and is still standing. Not perfect. Not 
polished. Present. Honest. Willing to say I got this 
wrong and keep going.

"And you should imitate me, just as I imitate Christ."  —  
1 Corinthians 11:1 (NLT)

Not follow me because I am perfect. Follow me as I 
follow Christ. That is the invitation you will extend 
to your group. Not come and hear me teach. Come 
and watch me live it — and let's figure it out 
together.


D I S C U S S I O N  Q U E S T I O N S 

For your Zoom session


1.  The Introduction traces how Christianity moved 
from community to corporation. Where have you 
personally felt the loss of that? What made you 
hungry for something more real?


2.  Chapter 1 says the shepherd listens to God first, 
then to his people. Be honest — which one is harder 
for you right now, and why?


3.  Chapter 2 tells of the person corrected at the 
first meeting who is still there forty-one years later. 
What made the difference between that correction 
driving them away and keeping them in the family? 



What does that mean for how you'll handle conflict 
in your group?


4.  The canvas principle says the teacher does not 
paint on the student's canvas. Where are you most 
tempted to hand people your conclusions instead of 
walking them toward their own?


T H E  C H A L L E N G E 


This week — two things.


First, spend 20 minutes in silence. No 
phone. No music. No agenda. Ask God one 
question: Who are the people you want me 
to reach? Write down whatever comes — 
names, faces, types of people. Do not filter 
it. Just write.


Second, pick one person from that list — 
someone you already know — and reach out 
this week. Not to talk about church or 
ministry. Just to ask how they are doing and 
actually listen. No agenda. No conclusions 
ready before you sit down. Just be present 
with their story.


Bring both — your list and what you noticed — to 
the next session.


Next week:  Know What You Believe Before You Teach It

Reading:  Teach. Meet. Eat. Pray.  —  Chapters 4 & 5
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Know What You Believe Before 
You Teach It

The picture problem and the foundation problem




This week's reading:  Teach. Meet. Eat. Pray.  —  
Chapters 4 & 5


O P E N I N G 


Last session you reached out to someone on your 
list. You listened. You were present. You did not fix 
anything or hand them a plan. You just showed up.

That was not nothing. That was everything.

This week the reading goes deeper into two things 
that will define you as a leader before you ever open 
your mouth in front of a group.

The first is this: the people coming to your group do 
not have an information problem. They have a 
picture problem. Their image of God is broken. And 
until you understand that — and know how to work 
with it — your words will keep missing the target.

The second is this: feelings are real but they are not 
a foundation. And a leader who does not know the 
difference between an experience and a root will 
build something that falls the moment the weather 
changes.

These are not small things. Get them wrong and 
your group will be a short story. Get them right and 
it will be a long one.


T E A C H I N G 


1.  Start Where They Are. Not Where You 
Wish They Were.

Chapter 4 of Teach. Meet. Eat. Pray. tells the story 
of a young atheist who walked into Sanctuary 
carrying vinyl records full of anti-God lyrics. He 
was angry. He was skeptical. He had no interest in 
becoming a Christian.

Pastor Bob did not hand him a tract. He did not 
give him a three-point outline of the gospel. He sat 
with him. Week after week. Let him bring his 



records. Let him ask his questions. Let him lead the 
conversation.

And one day the young man walked in and said: I 
asked Jesus into my heart. I figured I should tell 
you.

No altar call. No pressure campaign. Just a leader 
who understood something most churches miss 
entirely:


Most people who are far from God do not 
have an information problem. They have a 
picture problem.


Their image of God is wrong. Maybe He is the angry 
judge waiting to punish them. Maybe He is the 
cosmic vending machine that did not deliver. 
Maybe He is the invention of weak people or 
corrupt institutions. And until you address that 
picture — until you start where they actually are — 
nothing you say will get through. You are answering 
questions they are not asking.

Chapter 4 references the Danish philosopher 
Kierkegaard on this. He said: if you want to help 
someone you must start where they are. Not where 
you wish they were. Not where you think they 
should be. Where they actually are.

That is not just good philosophy. That is exactly 
what Jesus did. He went to where the broken 
people were. He ate with them. He entered their 
world before He invited them into His. He asked 
questions instead of just delivering answers — 
because a question opens a door that a statement 
cannot.

Here is what this means for you as a Sanctuary 
leader: before you ever teach a word of curriculum, 
you need to know the picture the people in your 
group are carrying. What do they think God is like? 
What has the church done to them? What are they 



afraid of? What do they actually believe underneath 
the surface?

You find that out by listening. Not by assuming. Not 
by jumping straight to the content.

And sometimes — Chapter 4 says this directly — 
you will be able to look at someone's broken picture 
of God and say honestly: I don't believe in that God 
either. Because the God they are rejecting? The 
angry, distant, rule-obsessed version? That is not 
the God of Scripture. That is a distortion. And you 
are not going to defend a distortion just because it 
has God's name on it.

That disarms people. Immediately. It says: I am not 
here to defend every bad thing done in the name of 
religion. I am here to show you the real thing. Now 
let's talk.

That is how you correct a picture without 
destroying a person.


2.  Build the Family. Not the Event.

Chapter 5 of Teach. Meet. Eat. Pray. opens with the 
Jesus People Revolution. It was electric. Real 
music. Real energy. Real people finding Jesus in 
living rooms and parking lots and concert venues. It 
was alive.

And then Pastor Bob watched something break his 
heart. People started dropping out. Not everyone. 
But many. The ones who came in on the wave of 
emotion — when the feeling faded, they left. 
Because the roots were not there. Because they had 
been given an experience but not a foundation.

The parable of the sower. The seed on rocky soil — 
they receive it with joy, but when the heat comes, 
they wither. Because there are no roots.

So Pastor Bob made a promise to God. If I am ever 
part of another revival, my goal will be discipleship 
and lasting connection. Not just the feeling. The 
foundation.




And the week Sanctuary started — the same week — 
he started Intense Studies. Solid, deep, biblical 
teaching. Not dry academics. Real tools for real life. 
Week after week. Year after year.

Here is what he discovered: it was not just the 
teaching that built the foundation. It was the 
showing up. The consistency. The ordinary Tuesday 
nights that nobody writes songs about. The 
unglamorous, faithful, week-after-week gathering 
that produces something the emotional high never 
can.


That is the family. That is what you are 
building.


Chapter 5 tells the story of Vietnam veterans 
coming home addicted to opium. The ones who 
came home to a community — a family, a 
neighborhood, people who knew them and claimed 
them — were far less likely to continue with their 
addiction. The community did what no intervention 
program could. But the ones who came home to 
isolation kept struggling. Because there was 
nothing strong enough to replace what they were 
carrying.

The drug was not the primary problem. The 
disconnection was.

Your group is the answer to that disconnection. Not 
for veterans necessarily. For whoever God puts in 
your room. People carrying things they cannot put 
down alone. People who have never had a family. 
People who do not know yet that they are starving 
for exactly what you are building.

Do not try to manufacture an emotional experience 
for them. Build something that lasts past the 
feeling. Show up. Teach. Eat. Pray. Week after 
week. Even when it feels ordinary. Especially when 
it feels ordinary.

That is where the roots grow.




3.  Family First. Seeking Second.

Chapter 5 draws a line that every Sanctuary leader 
needs to understand: there is a difference between 
seeker friendly and family friendly.

Seeker friendly says: we will make the entry point 
comfortable. We will lower the barrier. We will 
make it easy to walk in.

Family friendly says: you belong here before you 
understand anything. You are known before you 
have done anything to earn it. You are part of this 
family from the moment you walk through the 
door.

Chapter 5 says it plainly: people are not looking for 
a program. They are looking for a family. The 
hunger underneath all the searching — underneath 
the questions and the anger and the skepticism — is 
the hunger to belong. To be known. To matter to 
someone.

You cannot teach your way to that. You have to live 
your way there.

This is why Acts 2:42 is not just a nice idea. It is the 
design. Teaching. Fellowship. Breaking bread. 
Prayer. All four together. All four consistently. 
Because each one does something the others 
cannot. And when they work together — week after 
week, in the same room, with the same people — 
something forms that cannot be manufactured any 
other way.


A family. We are metal. We are family.


As a Sanctuary leader you are not running a Bible 
study. You are not hosting a meeting. You are 
building a family. And a family is built one meal at 
a time, one honest conversation at a time, one 
person who keeps showing up even when they do 
not feel like it at a time.




That is the job. It is slow. It is unglamorous. And it 
is the most important thing you will ever do.


D I S C U S S I O N  Q U E S T I O N S 

For your Zoom session


1.  Chapter 4 says most people far from God have a 
picture problem, not an information problem. 
Think about someone you know who is far from 
God right now. What picture of God do you think 
they are carrying? What would it look like to start 
there instead of jumping straight to the gospel?


2.  Chapter 5 describes the difference between an 
experience and a foundation. Have you ever been 
part of something that felt alive but had no roots? 
What happened? What did you learn from it?


3.  Family first, seeking second. What does it 
actually take to make someone feel like family 
before they understand anything? What has made 
you feel like family somewhere — and what was 
missing in places where you never did?


T H E  C H A L L E N G E 


This week — before your next session — think about 
the family you want to build. Not the group. The 
family.


Write down three things:


One — what does belonging look like in your group 
from day one?

Two — what will you do consistently every single 
week — not just when it feels exciting?

Three — what is one wrong picture of God that the 
people you are trying to reach are most likely 



carrying — and how would you begin to address 
it?


Bring those three answers to the next session.


Next week:  Every Gift Has a Job — and Structure Holds 
It Up

Reading:  Teach. Meet. Eat. Pray.  —  Chapters 6–13 + 
Conclusion
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Every Gift Has a Job — and 
Structure Holds It Up

You don't carry it alone, and the foundation is built on 
purpose

This week's reading:  Teach. Meet. Eat. Pray.  —  
Chapters 6 through 13 + Conclusion


O P E N I N G 


Here is the thing nobody told you when you said 
yes.

You do not have to have it all together. You do not 
have to be the smartest person in the room. You do 
not have to have a gift for every situation, an 
answer for every question, a word for every 
moment of silence.

You just have to show up. And let the people God 
brings do what God put in them. That is not a cop-
out. That is the design.

This is the biggest reading block in the first half of 
the course — eight chapters and the conclusion. 
And it splits into two halves that belong together. 
The first half is about the people who fill the room: 
the gifts they carry, and how close you have to get 
to actually know them. The second half is about the 
structure that holds the whole thing up: the table, 



the prayer, the trust, and the truth that the building 
was never the church. The people are.

Get close. Stay close. Build it on something solid. 
That's the session.


T E A C H I N G 


1.  You Don't Have All the Gifts. That's the 
Point.

Every person God brings to your group arrives 
carrying something. Romans 12 names seven 
motivational gifts — prophecy, serving, teaching, 
exhortation, giving, leading, and mercy. Every 
person in your room has one as their primary 
motivation. And when all seven are present and 
functioning around the same passage, something 
happens that cannot happen any other way.

Take John 3:16. The teacher pulls the Greek — 
loved is agapao, unconditional; gave is aorist, a 
finished act — and keeps everyone anchored to 
what the text says. The prophet is burdened by 
what the verse means for the people in the room 
who aren't sure they believe it. The exhorter has 
been thinking all week about how to live as 
someone genuinely loved by God. The mercy 
person notices the one who finds it hard to believe 
God could love them, and notices when someone 
goes quiet. The server set up the room and made 
the coffee so people could be vulnerable. The giver 
is thinking about who isn't in the room yet. The 
leader is watching the arc — making sure everyone 
gets heard, moving the group from information 
toward transformation.


Now imagine all seven in the same room, 
around the same verse.


That is the body of Christ functioning the way God 
designed it. No one person has the whole picture. 



The whole body does. And the depth you reach 
together is something none of you would have 
reached alone.

Here is what this means for you: you do not need to 
be all seven. You never were. You just need to know 
what you carry — and trust that God will bring 
people who carry the rest. Your job is to ask the 
right question and then get out of the way. You are 
not the source. You are the facilitator. Knowing that 
difference will save you from burning out trying to 
be something God never asked you to be.


2.  Know Your People — and Let Them See 
You.

Chapters 6 and 7 are about closeness, from both 
directions: knowing them, and letting them know 
you.

Chapter 6 calls it accessibility. In the early days, the 
movement growing fast and the hate mail coming 
by the bagful, a well-known pastor made a phone 
call. He did not send a book. He sat down, looked 
Pastor Bob in the eye, listened to what was actually 
happening, and spoke into it specifically. That 
changed everything. A shepherd does not manage 
his flock from an office. He knows each one by 
name — knows who wanders and who is steady, 
knows when one is missing before he counts, 
because he knows them well enough to feel the 
absence.

And here is the line from Chapter 6 every Sanctuary 
leader needs to carry: people do not leave churches 
because the theology was wrong. They leave 
because nobody knew they were there. You are 
building a family. Which means the moment 
someone goes quiet — you notice. The moment 
their countenance shifts — you reach out. Not 
because it is on your calendar. Because you know 
them. Start building that habit now, before the 



group exists. Train yourself to notice. Ask questions 
and remember the answers.

Chapter 7 turns it around — letting them see you. It 
breaks the word open: intimacy. Into me see. To let 
someone see past the role, past the reputation, past 
the version of yourself you present to the world, 
into the actual you. Most people are terrified of 
that, and the church has often made it worse — a 
culture where you share struggles in the past tense 
only, where the leader looks polished and everyone 
goes home still alone with their actual lives. That is 
not the family you are building. You are building 
the kind where people confess to each other, where 
someone can say I am not okay and not be afraid of 
what comes next, where the leader goes first. And 
here is the hard part: you cannot lead people into 
vulnerability you have not entered yourself. If you 
hide, they hide. If you perform, they perform. 
Chapter 7 ends with it plain — let people in, really 
in. It will cost you something. And it will give you 
everything.


3.  Set the Table. Guard the Trust.

Now the structure — and the first two pieces are the 
table and the prayer.

Chapter 9 tells of the first Random Blessing dinner 
— they renamed the potluck, didn't believe in pot or 
luck. The congregation was young, mostly guys, so 
the first dinner was mostly bags of potato chips. 
And it was wonderful. Not because the food was 
good — it was terrible — but because the time 
together was real. The point was never the food. At 
a table, the guards come down, the polished version 
gives way to the real one, and the hierarchy 
disappears — there is no VIP section at a potluck. 
That is exactly what the metal crowd needs: people 
who have been looked down on their whole lives, 
who felt the hierarchy in other rooms and walked 
out. So do not skip the meal. The bread on the table 



is doing the same work as the Word in the room. 
Set the table, even if all you have is chips.

Chapters 11 and 13 go deep on prayer — and they 
will mess with how most people think about it. As a 
young man, Pastor Bob was a disciplined prayer 
warrior with a notebook of requests he worked 
through daily. And it was hollow. Mechanical. Then 
one day he put the notebook down and sat in 
silence, and slowly felt God's presence — warm, 
real, like sitting with someone who loves you and 
doesn't need you to say anything. The lesson that 
changed everything: prayer is not telling God what 
you want Him to do. It is listening to what He is 
telling you. Chapter 11 teaches the Selah — the 
pause built into the Psalms. Most of us fill every 
second of prayer with words and walk away before 
we ever hear a response. Learn the Selah. Because 
you cannot lead people into something you have 
not entered yourself. And Chapter 13 describes the 
early Sanctuary prayer meetings — lights low, 
people on the floor, conversational prayer for an 
hour or more — and says it directly: that prayer 
meeting was where the church actually became a 
church. Prayer is not a few minutes at the start. It is 
the heartbeat.

Then Chapter 12 — maybe the most practical 
chapter for a new leader. It draws a line you carry 
into every meeting: there is a difference between 
praying for someone and praying about them. 
Praying for someone means you bring their need to 
God on their behalf. Praying about them means you 
are talking about them — sharing their business, 
turning their private struggle into public 
information. One is intercession. One is gossip. And 
one of the main ways wounded people become 
people who never come back is this: someone 
shared their prayer request and it got treated as 
entertainment. You are building a family for people 
who have already been burned. The first time 



someone's vulnerability becomes the room's gossip, 
you may lose them for good. So guard it. The 
information is not yours to share. You can tell the 
group you're praying for someone in a hard 
situation without explaining what it is. That is what 
makes a room safe — and a safe room is the only 
kind where people tell the truth.


4.  The Building Is Not the Church. The 
People Are.

The Conclusion tells of Sanctuary losing its building 
— moving to a rented hall with bare white walls, 
sterile and wrong. And then people started arriving, 
and the walls disappeared. Not metaphorically — 
they stopped mattering, because the people filled 
the room. The church arrived when the people 
arrived.

Over forty-one years, Sanctuary has moved many 
times, and sometimes people did not follow. Here is 
what Pastor Bob learned: the ones who left were 
not family. They were attendees — customers 
shopping for the right religious experience in the 
right setting. Family followed. Family adapted. 
Family knew the building was never the point.

This is the foundation under everything. You are 
not building a place. You are building a people. The 
Zoom room, the living room, the rented hall — that 
is just the building. The Conclusion calls the real 
thing the invisible church: the people who actually 
know Jesus and actually love each other and 
actually show up when it costs something. It does 
not depend on the visible structure. When the 
labels come off and the walls come down — when 
the people who never fit anywhere discover they 
belong to the same family — that is the invisible 
church becoming visible.


That is the whole point. That is what you 
said yes to.




D I S C U S S I O N  Q U E S T I O N S 

For your Zoom session


1.  Which of the seven motivational gifts do you 
think is your primary one? Which are you least 
likely to carry naturally? How does that change the 
way you think about building your group?


2.  Chapter 6 says people leave because nobody 
knew they were there; Chapter 7 says you can't lead 
people into vulnerability you haven't entered 
yourself. Which is harder for you — knowing your 
people deeply, or letting them see the real you? 
Why?


3.  Chapter 12 draws the line between praying for 
someone and praying about them. Have you ever 
seen a prayer request turn into gossip? What did it 
do to the people involved, and how will you guard 
your group from it?


4.  The Conclusion says the building was never the 
church — the people are. What does it look like to 
build something from day one that doesn't depend 
on a place, a stage, or even you?


T H E  C H A L L E N G E 


This week — two things.


First, name your team. Write down the 
names of people already in your life who 
carry the gifts you do not. You are not 
building your group alone — God is already 
placing people around you who carry what 
you lack. Write at least three names and 
pray for each one this week.




Second, practice the Selah and write your 
covenant of trust. One time this week, sit in 
prayer with no agenda — no list, no words at 
first — and just listen. Then write, in one or 
two sentences, the promise you will make to 
the people in your room about how you will 
guard what they share. You'll need it the 
first time someone hands you something 
fragile.


Bring both to the next session.


Next week:  The Leader Who Has Nothing to Hide

Reading:  The Socratic Discussion  —  Days 1–7
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The Leader Who Has Nothing to 
Hide

Giving up the front to trust the circle

This week's reading:  The Socratic Discussion  —  Days 
1–7


O P E N I N G 


Last week you closed out the first book. You know 
now what a Sanctuary family is. You know what it 
costs to build one. You know the table, the prayer, 
the trust, the foundation under all of it.

Now everything changes.

For the next six weeks, you stop learning who you 
are and start learning how you lead the room. And 
the very first thing you have to confront is the 
hardest thing for most leaders to give up.


Control.


Because here is the truth this book opens with — 
you were probably trained to be a teacher. To stand 



at the front. To have the answers. To fill the silence. 
To be the source.

And a Sanctuary group does not need that leader. It 
needs a different kind entirely.

It needs a leader who can ask a real question and 
not know where the answer is coming from. A 
leader who can sit in silence and trust it. A leader 
who can watch someone else have the breakthrough 
and celebrate it instead of wishing they had said it 
first.

That takes a particular kind of security. The kind 
that comes from a leader who has nothing to hide. 
Who is not protecting an image. Who is not 
threatened by a hard question. Who does not need 
to be the smartest person in the room — because 
they already know the room belongs to God, not to 
them.

That is who this week is about. Let's get into it.


T E A C H I N G 


1.  Read the Room Before You Open the 
Book.

Day 1 of The Socratic Discussion opens with a 
command that flips everything: before we talk 
about technique, we need to talk about people.

Here is what it says to do. When you walk in — do 
not walk to the front. Walk into the group. Shake 
hands. Make eye contact. Ask how people are doing 
and actually listen to the answer. You are not 
warming up the room. You are taking its 
temperature.

Is there tension? Did something happen in the 
community this week? Is someone missing who is 
usually there? Is there a heaviness in the air that 
has nothing to do with what you prepared?

If so — Day 1 says stop. Put your notes down. 
Address what is in the room before you try to teach 
anything. This is not a detour. This is the work.




You already learned this in Teach. Meet. Eat. Pray. 
— the shepherd listens first. Now you see how it 
plays out in the room itself. Day 1 says some of the 
most important evenings are the ones where you 
never get to the study. Someone needed to talk. 
Someone needed to cry. Someone needed the group 
to stop and pray. So you follow the person instead 
of the plan.

And the line every Sanctuary leader needs to carve 
into their mind: the study is not the most important 
thing in the room. The people are.

Good curriculum is written with the spiritual and 
mental health of the group in mind. But no 
curriculum can anticipate what God is doing on a 
specific night with specific people. Your job is not to 
deliver a lesson. Your job is to shepherd people 
toward truth and toward each other.

Sometimes that looks like a perfectly guided 
discussion. Sometimes it looks like everyone sitting 
in a circle, nobody talking, just holding space for 
someone who needed to know they were not alone.


Both are ministry. Both are the work.


2.  Plant the Seed. Then Step Back.

Days 2 and 5 lay out the actual model — and it is 
beautifully simple. A short talk, followed by guided 
discovery. Two moves.

The talk is not a sermon. Day 2 is clear: it is not 
meant to be exhaustive, not meant to answer every 
question, not meant to leave the group with nothing 
left to discover. It is meant to plant a seed. It 
informs, provokes, challenges, or invites — and 
then it opens a door the group walks through 
together.

How long should it be? Day 2 gives the answer that 
only experience teaches: watch their faces. When 
people are engaged, their eyes are alive, they lean 
in. When they are finished listening, the attention 



drifts — posture shifts, eyes go flat. The moment 
you see that shift, stop. It does not matter if you 
have three more points. When the group is finished 
listening, the talk is over. A leader who keeps going 
is not being thorough. They are losing the room.

Then comes the transition. Six words: I would love 
to hear your comments and questions. That is it. It 
invites without pressuring. It signals that the room 
now belongs to them.

And here is where it connects to the deepest part of 
this week. Day 5 shows you the model in its purest 
form — Jesus Himself. He was asked 183 questions 
in the Gospels. He answered three directly. Three. 
Every other time He responded with another 
question, a story, a challenge that made the person 
do the thinking themselves. He could have 
answered. He had all the answers. But answering 
was not the point. Discovery was the point.

Watch how He did it on the road to Caesarea 
Philippi. He did not start with the hard question. 
He warmed up: Who do people say the Son of Man 
is? Safe. Reporting what others think. And then He 
pivoted: But who do you say that I am? One word 
changed everything. You. Not the crowd. Not your 
tradition. You. Right now. What do you actually 
believe?

That is the movement every Sanctuary leader learns 
to make. Start general, go personal. Warm up the 
room, then ask the question that requires each 
person to show up themselves. Jesus did not ask 
because He needed the information — He knew 
what Peter believed. He asked because Peter 
needed to say it out loud. To move from silent belief 
to spoken conviction.

That is what great questions do. They do not extract 
information. They crystallize it. They take what is 
vague and half-formed inside a person and force it 
into the clear light of language.




3.  Give Up the Front. Take the Circle.

Day 3 is the heart of this week — and it is the 
hardest teaching in the book for most leaders to 
swallow.

It opens with a story. A young man came to Pastor 
Bob upset. He had taken a doctrinal concern to his 
pastor — exactly what he should have been able to 
do. And the pastor told him, calmly and firmly, that 
he was God's Anointed. And God's Anointed does 
not get questioned. He was the pastor. He was 
therefore correct. End of discussion.

Pastor Bob's advice? One word. Run.

Here is why. That pastor had a title. He had a 
position. He had authority nobody disputed. What 
he did not have was a room where truth could 
breathe. Because the moment a leader decides they 
already have all the answers — the moment they 
mistake their title for their credibility — discussion 
dies. And when discussion dies, people stop 
bringing their real doubts and genuine struggles 
into the room. They get managed instead of heard. 
And a room full of people being managed is not a 
community. It is an audience.

Day 3 lays out the two ways to lead. A teacher 
stands at the front. The teacher has the content and 
transfers it into people's heads as efficiently as 
possible. The teacher is the source. A guide sits in 
the circle. The guide also has knowledge and 
preparation and wisdom — but the guide's job is 
not to transfer it. It is to create the conditions 
where the group discovers truth together.

Same room. Same people. Completely different 
dynamic.

And the hardest part of the shift is not learning new 
skills. Day 3 says it plainly: it is giving up an old 
identity. The teacher identity comes with a certain 
respect. You are the one who knows. There is real 
satisfaction in that. But the guide has to be willing 
to not be the smartest person in the room. To ask a 



question and truly not know where the answer will 
come from. To sit with silence and trust it. To watch 
someone else have the breakthrough and celebrate 
it.

That requires security. Real security — not the false 
confidence of the leader who hides behind a title. 
This is where the title of this week comes from. The 
leader who has nothing to hide is the only one who 
can actually do this. A leader who needs to be the 
source cannot guide. A leader who is threatened by 
questions will eventually, like that pastor, shut the 
room down.

Day 3 lands it: your value to the group is not in 
what you know. It is in what you help them 
discover.

And Day 4 shows you what happens when you get 
this right. A young man — sounded like a debate 
team captain — walked into a study and asked: Why 
should I believe anything that you're saying? Dead 
silence. A less secure leader would have gotten 
defensive, answered fast, rushed past the 
awkwardness. Instead, the right move is to 
recognize it. Name it. Give it space. That's a great 
question. Let's sit with that for a minute. Who 
wants to take a run at it? And then get out of the 
way.

That question did not derail the discussion. It 
deepened it. Testimony came out. Real stories of 
real encounters with a real God — the kind that 
cannot be argued with because they happened to 
the person telling them.

One honest question, in a room safe enough to hold 
it, went deeper than any lecture could. Every single 
time.


That is the leader you are becoming. Not 
God's Anointed, untouchable at the front. 
God's instrument, in the circle — creating 
the conditions for God to move through 



anyone He chooses, in ways nobody 
planned.


D I S C U S S I O N  Q U E S T I O N S 

For your Zoom session


1.  Day 3 tells the story of the pastor who said he 
was God's Anointed and could not be questioned. 
Have you ever been in a room like that — where 
truth could not breathe? What did it do to you? And 
what is the pull toward becoming that kind of 
leader yourself?


2.  Day 1 says the people are more important than 
the study. Be honest — when you imagine leading, 
are you more anxious about getting through your 
material or about reading the room? Which instinct 
is stronger in you right now?


3.  The whole week is about a leader secure enough 
to not be the smartest person in the room. Where 
does your security actually come from? What would 
it take to lead from the circle instead of the front?


T H E  C H A L L E N G E 


This week — practice asking instead of answering.

Pick one conversation — with a friend, a family 
member, anyone. A conversation where you would 
normally offer your opinion or give advice. Instead, 
ask questions. Real ones. And when they answer, do 
not jump in with your take. Ask another question. 
See how deep you can go without ever giving them 
your answer.

Notice what it feels like to guide instead of tell. 
Notice how hard it is to stay quiet. Notice what they 
discover when you do.




Write down what happened — and bring it 
to the next session.


Next week:  How to Teach Without Losing People

Reading:  The Socratic Discussion  —  Days 8–14
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How to Teach Without Losing 
People

The short talk — say less so the room can say more

This week's reading:  The Socratic Discussion  —  Days 
8–14


O P E N I N G 


Last week you learned to give up the front. To sit in 
the circle. To stop being the source and start being 
the guide.

But here is the thing — you still have to talk.

A Sanctuary meeting is not a free-for-all. It is not 
everyone wandering around their feelings with no 
anchor. There is still a short talk. You still stand up. 
You still teach something. The model is simple: 
plant a seed, then step back.

This week is about that seed. The talk. And 
specifically — how to give it without losing the 
room.

Because most leaders lose the room. Not because 
they are boring. Because they say too much. They 
cover every angle. They answer every question. 
They tie a perfect bow on it. And by the time they 
are done, there is nothing left for anyone to 
discover — so the discussion dies before it starts.

The whole skill this week is restraint. Saying less so 
the room can say more. Teaching in a way that 
opens a door instead of closing it.

You are not preparing to impress anyone. You are 
preparing to make someone in that room desperate 



to speak. That is a completely different kind of 
preparation. Let's learn it.


T E A C H I N G 


1.  Build the Talk Out of What You Heard — 
Not What You Studied.

Day 8 takes you back to the answering machine — 
and now you see it from a new angle. In Teach. 
Meet. Eat. Pray. it taught you to listen. Here in The 
Socratic Discussion, Day 8 shows you what 
listening does to your talk.

The principle is sharp: most leaders prepare a talk 
and then deliver it to the group. The best leaders 
listen to the group and then deliver what they 
heard.

That is not a small difference. A leader who 
prepares in isolation is working from their own idea 
of what people need — filtered through their own 
assumptions. A leader who listens first is working 
from the group's actual reality. The talk lands 
differently because the people already know, 
underneath the surface, that this is for them.

Day 8 says listening is not a single act in the hour 
before you teach. It is a posture you carry all week. 
In casual conversation. In the parking lot. In the 
text someone sends. In the person who catches you 
afterward and says can I ask you something — 
because what they ask in that moment is often the 
question the whole group is carrying. And in prayer 
— holding the people before God and asking what 
they are carrying that they have not said out loud.

When you build a talk out of that, it changes. It 
becomes specific instead of general. Personal 
instead of polished. It does not feel like content. It 
feels like care. And it creates the conditions for a 
real discussion — because people recognize 
themselves in it and they already have something to 
say.




Day 8 puts it perfectly: the one-minute messages on 
that answering machine were not just prayer 
requests. They were the discussion waiting to 
happen.

And one more thing from Day 8 you cannot miss — 
even inside a planned study, listening tells you 
where to linger. You are working through Romans 
8, you have six points, and you notice the room 
leaning in on point three. Eyes alive. Someone 
shifts forward. Stay there. That is the Holy Spirit 
telling you where the group is living right now. Do 
not rush to point four to finish your outline. Hold 
the structure loosely enough to let it serve the 
people rather than the other way around. And do 
not fear the rabbit trail — nine times out of ten it 
takes the group somewhere more real than your 
plan would have.


2.  Twenty Seconds to Open the Door — Then 
Get Out of the Way.

Day 9 is the most practical day in this block. After 
thousands of sermons, Pastor Bob lands on one 
truth above all others: the first twenty seconds are 
everything.

Not the first five minutes. Twenty seconds. That is 
your window to answer the question every person is 
silently asking: is this worth my attention? And 
there are only two tools that reliably do it. Humor. 
Or a shocking statement.

Humor works because laughter changes the 
atmosphere instantly. Walls come down. The 
performance pressure drops. People stop being an 
audience and become a group. But Day 9 is clear — 
the humor has to be connected to the topic. Not a 
warm-up act you discard. The first note of the 
theme. People should be smiling and at the same 
time thinking oh, I know exactly what he's talking 
about. That is when you have them.




A shocking statement works for the opposite reason 
— it stops people cold. Something true and 
unexpected. Something that names plainly what 
people have only been thinking privately. It creates 
an immediate question in the mind: is that true? 
And a person with a question is already leaning in. 
Already participating, internally, before you have 
asked them anything.

And Day 9 connects straight back to Day 8 — the 
best openings are not invented, they are found. The 
humor that lands is the moment that actually 
happened in the life of the community this week. 
The shocking statement is the honest summary of 
what you heard people struggling with, stated 
plainly. When the opening grows out of listening, it 
does not feel like a technique. It feels like the leader 
actually knows the people in the room. Because he 
does.

Then Day 9 gives you the shape of the whole talk — 
and it is worth memorizing:

Hook — the first twenty seconds. Humor or a 
shocking statement. Creates the question in the 
room.

Bridge — move from the hook to the Scripture or 
topic. One or two minutes at most.

Teaching — the substance. The longest section — 
but even here, leave gaps. Leave some of the best 
discoveries for the discussion.

Landing question — the last thing you say before 
you open the floor. One question. The door.

And then stop talking. A sermon closes. A short talk 
opens.


3.  Say Less. Trust the Room. Be Yourself.

The last three days of this block are really one 
lesson with three faces — and it is the hardest 
lesson in the book.

Day 10 — What to Leave Out. Pastor Bob confesses 
that after thousands of sermons, he still bites his 



tongue every single week. Someone makes a 
comment, a question surfaces, and everything in 
him wants to connect it to three other things and 
hand the group the whole picture. And he does not. 
He waits. And more often than not — the group 
finds it themselves. And when they find it 
themselves, it lands in a completely different place 
than if he had handed it to them.

Day 10 gives you the sentence to carry into every 
meeting: it is not your job to bring the total clarity. 
It is your job to steer toward it. The teacher hands. 
The discussion discovers. And what people discover 
for themselves is the thing that changes them.

So what do you leave out? The application — let 
them find what it means for their lives. The 
resolution — let them sit in the tension. The 
confirmation — instead of explaining why a good 
comment was right, just say that's interesting, what 
does everyone else think? The correction — when 
someone says something off, do not jump to fix it; 
ask a question and let the group navigate toward 
accuracy. They usually get there, and when they 
correct each other it lands far better than when you 
do it. And hardest of all — leave out the thing you 
most want to say. Hold it. Ask a question instead. If 
the group finds it, the insight belongs to them.

Day 11 — Finding Your Voice. There is a danger 
right here in the middle of all this technique. You 
start thinking I need to sound like Pastor Bob. No. 
You need to sound like you. The techniques are a 
framework, not a personality to put on. What kills a 
discussion faster than anything is a leader 
performing someone else's voice — people can feel 
it is not real, and if the leader is not real, it is not 
safe for them to be real either.

Day 11 tells the story of the student who handed 
Pastor Bob a handwritten booklet at the end of a 
year of classes. It was titled Bobisms — a catalog of 
his phrases, his stories, his speech patterns. And 



the lesson was bigger than anything taught in those 
classes: they got me. Not just the content. The 
person behind it. Your voice is your stories, your 
real questions, your honest failures, your phrases. 
You have a booklet inside you waiting to be written 
by the people who will sit in your discussions. It will 
have your name on it. Find your voice. Use it. Trust 
it.

Day 14 — Students for Life. This is the posture that 
holds all of it up, and Pastor Bob calls it the most 
important sentence in the whole book: the teacher's 
ultimate job is to teach people how to learn. Not 
what to think. How to think. After fifty years of 
ministry, he says he is still surprised by Scripture — 
and the day he stops being surprised is the day he 
starts dying as a teacher. The moment a leader 
decides they have arrived, the group stops growing, 
because a group only goes as far as the leader is 
willing to go.

And here is the sign that a discussion went well: 
people leave with more questions than they came 
with. Not confusion — questions. Confusion says I 
don't understand what happened. Questions say I 
understand enough to know what I want to chase 
next. If everyone leaves with everything neatly 
wrapped up, you did too much of the work for 
them. If they leave hungry, equipped to keep 
digging on their own — you made them more 
capable than when they walked in. That is the goal. 
Not a group that depends on you every week. A 
group that is learning how to learn.


That is how you teach without losing people. 
Listen first. Open the door in twenty 
seconds. Say less than you want to. Be 
nobody but yourself. And never stop being a 
student.


D I S C U S S I O N  Q U E S T I O N S 




For your Zoom session


1.  Day 10 says the hardest discipline is leaving out 
the thing you most want to say. Be honest — are 
you a tongue-biter or a gap-filler? Think about the 
last time you explained something you could have 
let someone discover. What did your explaining 
cost them?


2.  Day 11 warns against trying to sound like 
someone else. What is your actual voice — your 
stories, your phrases, the way you see things? 
Where are you tempted to perform a borrowed 
personality instead of trusting your own?


3.  Day 14 says a good discussion sends people out 
with more questions than they came with. That cuts 
against how most of us were taught — we think 
good teaching resolves everything. How does it 
change your preparation if the goal is to leave 
people hungry instead of full?


T H E  C H A L L E N G E 


This week — write one short talk. Not for a real 
group yet. Just practice.

Pick any passage of Scripture that has been 
speaking to you. Then build it on the Day 9 frame:


Hook — twenty seconds, humor or a shocking 
statement, something real.

Bridge — connect it to the passage in a sentence or 
two.

Teaching — the substance, but deliberately leave 
gaps. Do not say everything.

Landing question — one open, specific, personal 
question that opens the door.




Keep the whole thing under ten minutes. Then look 
at it and ask: what did I leave out? What am I 
trusting the room to find?


Bring your talk — and your landing question 
— to the next session.


Next week:  One Person at a Time

Reading:  The Socratic Discussion  —  Days 15–21
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One Person at a Time

The art of facilitation — honoring every person in the 
room

This week's reading:  The Socratic Discussion  —  Days 
15–21


O P E N I N G 


Last week you learned the talk. The seed. How to 
open a door in twenty seconds and then get out of 
the way.

This week you walk through the door — into the 
room itself.

And here is what you find on the other side. Not a 
crowd. People. Individual people, each one 
different, each one carrying something. The one 
who talks too much. The one who never says a 
word. The one who says something wrong. The one 
who corrects you in front of everyone. The one who 
has been silent for forty years and finally raises a 
hand.

This is the art of facilitation. And it is not a crowd-
control skill. It is a one-person-at-a-time skill. 
Because a Sanctuary discussion is never really 
about managing a room. It is about honoring every 
single person in it — drawing out the quiet, reining 
in the loud, protecting the one who risked a wrong 



answer, and being humble enough to be corrected 
by anyone God chooses to speak through.

You already learned to give up the front. You 
already learned to say less. Now you learn the 
hardest and most human part of all — how to love 
the actual people in the actual room, one at a time, 
even when they make it difficult.

Let's get into it.


T E A C H I N G 


1.  The Best Questions Go Where You Didn't 
Plan. The Best Silence Is the Kind You Don't 
Fill.

Days 15 and 16 are a pair — the question and the 
silence that follows it.

Day 15 opens Part Three with a line that should be 
carved over the door: you are not in control. And 
that is exactly the point. If the discussion only goes 
where you planned, nobody learned anything — not 
the group, and not you. The best discussions go 
somewhere nobody planned, and the question that 
takes them there is rarely the one you thought of in 
advance.

A great question does not point people toward your 
answer. It opens space for them to find their own. 
Day 15 is sharp about the difference: a question 
designed to lead people to your conclusion is not 
really a question — it is a lecture with a question 
mark at the end. People feel that. And when they 
feel it, they stop thinking and start performing — 
giving you the answer they think you want instead 
of the one they actually have.

And here is the gift Day 15 names — learning not to 
be afraid of a question you cannot answer. It used 
to feel like failure. Now Pastor Bob understands it 
differently: when a question comes up that nobody 
can answer, the whole group leans in together. 
Nobody is the expert. Everyone is searching. And 



many times a question from the room has sparked 
his own study for the following week. Sometimes 
the group simply agrees to go home, search, and 
come back. That is not a failure. That is the 
discussion working exactly as it should.

Then Day 16 — what to do when your question 
lands and nobody speaks. The key insight: not all 
silence is the same. There is the silence of people 
thinking — a quiet energy, eyes looking up or to the 
side, something building. That silence is gold. Do 
not fill it. And there is the silence of a question that 
did not land — blank faces, eyes on you instead of 
inward, polite waiting. That silence needs action, 
not patience.

You learn the difference by watching faces. 
Individual faces. And when a question does not 
land, you do not abandon it — you rephrase it. And 
the move that almost always works is from the 
general to the personal: has anyone here ever 
experienced something like that? The moment you 
move from what does this mean to when have you 
lived this, people have somewhere to go. They have 
a story. And stories open rooms.

Day 16 also gives you the most practical trick in the 
book. When the silence gets awkward and people 
start to shift — hum the Jeopardy theme. Quietly. 
With a smile. Someone joins in. Then someone else. 
The tension breaks, everyone laughs, and laughing 
people talk. It sounds simple. It works every time.

But the deeper warning in Day 16 is for you: the 
leader who cannot sit with silence is always talking 
over the best parts of the discussion. Sometimes the 
silence is the person across the room finally getting 
up the courage to say something they have never 
said out loud. If you speak first, they pull back, and 
the moment is gone. Learn to wait.


2.  Protect the Room — From the Loud, and 
For the Quiet.




Days 17 and 18 are the two halves of the same job: 
making the room safe for everyone by handling the 
people at both extremes.

Day 17 — the dominant personality. Every group 
has one. And Day 17 names the three faces of it. The 
gossip — who arrives dressed as concern: I know 
someone who went through exactly this, let me tell 
you what happened in their marriage. By the end of 
the sentence the discussion has left the topic and 
someone who never agreed to be talked about is 
now public information. Day 17 puts gossip in 
serious company — Romans 1 lists it alongside 
murder, not because they are the same, but because 
God takes seriously how it destroys community 
quietly, person by person.

The self-promoter — who turns every answer back 
to their own story, not always from a bad heart, 
sometimes from loneliness or a deep need to be 
seen. The discussion may be the only place all week 
anyone listens to them. That deserves compassion. 
But compassion does not mean letting one person 
take the room — the others have needs too. And the 
sermon-preacher — who starts with a good 
comment and then keeps going, repeating, circling 
back, until the energy drains out of the room.

The tool for all three is the same, and it is gentle: 
you are part of the conversation too. You do not 
have to wait for them to finish. That is not rude — 
that is leading. One sentence does the work: You 
bring up a really interesting thought — how do the 
rest of you feel about that? It honors them, stops 
them, and turns the energy back to the group. Do it 
with a smile. Do it early. And set the ground rules 
up front: no gossip, no self-promotion, two to three 
minutes. Those are not rules to shut people down. 
They are boundaries that keep the room open so 
everyone gets a fair chance to be heard.

Day 18 — the opposite problem, handled in the 
opposite way. The quiet ones. And here the 



instruction is surprising: when you feel the urge to 
call on them, to draw them out — resist that urge.

Day 18 tells the story of a man who was part of the 
community for forty years and never once spoke in 
a discussion. Until one day he raised his hand. The 
whole room held its breath. What he said was 
direct, thoughtful, and it changed the entire 
direction of the discussion. Forty years. And he was 
never wasted in those years — he was listening, 
growing, becoming the kind of person who, when 
he finally spoke, had something worth saying.

The worst thing you can do to a shy person is call 
on them directly. It feels inclusive. What it actually 
does is put them on the spot in front of people they 
may not yet trust, and ask them to perform. And 
when a shy person feels exposed before they are 
ready — you may never see them again. People 
leave communities over moments like that.

So what actually opens quiet people up? Not 
technique. Community. They open up when they 
feel safe, and safety comes from what happens 
outside the discussion — being known, eating 
together, being introduced to people, invited to 
coffee. Inside the group, you honor them not for 
their comments — they have not made any — but 
for who they are. A birthday. An achievement. 
Faithful showing up. You are telling them: you 
belong here, whether you speak or not. That 
belonging is what eventually produces the voice. 
The man who spoke after forty years had been 
valued for all forty. He knew he belonged. So when 
he finally had something to say, the room was safe 
enough to say it in.


3.  Be Wrong Well — Both When They Are 
and When You Are.

Days 19, 20, and 21 are about the hardest moments 
of all — when something in the room is off, and 
everyone is watching to see what you do.




Day 19 — wrong answers. Someone says something 
not quite right, and it is sitting in the middle of the 
room. This moment, more than almost any other, 
defines what kind of leader you are. Handle it badly 
and you shut the person down — and quietly the 
whole group stops taking risks, because they all just 
saw what happens when you say the wrong thing. 
Day 19 reframes it completely: wrong answers are 
not the enemy. People say wrong things because 
they are growing. The person who never says 
anything wrong is usually the person who never 
says anything at all.

You have two good tools. Bring in the Scripture — 
gently, letting the Bible be the authority in the room 
instead of you: that is an interesting thought, let's 
look at it in light of this passage. Or throw it to the 
group: that's an interesting perspective, what do 
others think? The second is often the most 
powerful, because when the group corrects 
something together, it feels like discovery instead of 
correction. Nobody is singled out. Nobody loses 
face. And because of the diversity of gifts in the 
room, the group will often answer better than you 
would have alone.

But Day 19 adds the wisdom that protects people: 
only open something to the group if you are 
confident the person who said it will be honored in 
the process. If a wrong answer could genuinely 
mislead, or if throwing it out might embarrass 
someone — keep it in your own hands. Redirect 
without humiliating. Correct without crushing. 
Because the goal is never to win. The goal is to help 
people find truth — and people find truth best when 
they feel safe enough to say the wrong thing along 
the way.

Day 20 — keeping the discussion on track without 
controlling it. The rabbit trail. Someone takes the 
room somewhere you did not plan, and you have a 
decision: pull it back or follow it. Most leaders pull 



it back — and lose the room, because the rabbit trail 
was where the room actually wanted to go. Day 20 
gives you the phrase to live by: catch and release. 
You catch every comment, and then you decide — 
hold the topic and finish the thought, or release it to 
the group and follow where it leads. You read the 
room's energy to know which.

And Day 20 names the trap with brutal honesty. 
Many times we want to finish a train of thought 
because we need to finish it — not because the 
group needs it. We prepared it, we care about it, 
something in us does not want to leave it 
unfinished. That is not leadership. That is ego. A 
good leader asks what the room needs right now — 
not what they need.

Day 21 brings it home — the breakthrough moment, 
and it often comes at your expense. Pastor Bob tells 
of giving a talk on a verse he had used many times, 
and the very first response was: I don't agree with 
you at all. I think you took that verse out of context. 
And something in him immediately knew the man 
might be right. He was. They went back to the 
passage together, and the whole room — including 
the leader — saw he had been using the verse 
wrong. Out of habit, not dishonesty.

And there was the choice every leader faces: get 
defensive and reframe, or admit it. The question 
underneath is always shouldn't I, as the teacher, 
have all the answers? And the answer is no. The 
sooner you make peace with that, the better leader 
you become. Day 21 says the thing that feels 
backwards but is almost always true: the group will 
grow in their respect for you when you admit you 
were wrong. When a leader says I was wrong, let's 
look at this together, the room relaxes. People 
realize nobody here is performing. Nobody is 
pretending to have it all figured out. Including the 
person at the front. And that safety is what makes 
every other breakthrough possible.




That is the whole week. One person at a 
time. The talker, the quiet one, the one 
who's wrong, the one who's right when 
you're not. You honor each of them — and in 
honoring them, you build the only kind of 
room where people tell the truth.


D I S C U S S I O N  Q U E S T I O N S 

For your Zoom session


1.  Day 17 names three hard personalities — the 
gossip, the self-promoter, the sermon-preacher — 
and says the gentle interruption is not rude, it's 
leading. Which of those three would be hardest for 
you to redirect? What makes interrupting feel 
uncomfortable, and what would it take to do it with 
a smile?


2.  Day 18 says do not call on the quiet ones — draw 
them in through community instead. Think about a 
time you felt put on the spot before you were ready. 
What did it do to you? How does that change the 
way you'll handle the quiet people in your group?


3.  Day 21 says the group respects you more when 
you admit you were wrong — even though it feels 
like the opposite. Be honest about how you handle 
being corrected, especially in front of others. Where 
does the fear come from? What would change in 
your room if you modeled being a student for life?


T H E  C H A L L E N G E 


This week — two small practices.


First, practice the pause. In a normal 
conversation this week, ask someone a real 
question — and then do not fill the silence. 



Count to ten in your head if you have to. Let 
them think. Notice what they say when you 
give them room that you would not have 
heard if you had jumped in.


Second, name the people. Picture the group 
you will one day lead. Write down the kinds 
of people you already know will be in it — 
the talker, the quiet one, the wounded one, 
the skeptic. Beside each, write one sentence: 
how will I honor this person without letting 
them take the room, or letting the room 
overlook them?


Bring both to the next session.


Next week:  You Can't Fake Passion

Reading:  The Socratic Discussion  —  Days 22–28
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You Can't Fake Passion

The love underneath the technique

This week's reading:  The Socratic Discussion  —  Days 
22–28


O P E N I N G 


You have learned a lot of technique by now. The 
talk. The questions. The silence. How to handle the 
loud one and the quiet one. How to read the room.

But here is the thing about technique — people can 
tell when that is all you have.

This week is about the thing underneath the 
technique. The thing that makes all of it work or 
exposes all of it as hollow. Call it passion. Call it 
love. Call it burden. Whatever you call it — you 
cannot fake it.




The whole reading this week is technically about 
environment — the room, the food, the lighting, the 
chairs, even the microphone. But read closely and 
you will see something deeper running through 
every page. Every single one of those things is an 
act of love. The leader who sets the chairs in a 
circle, who dims the lights, who feeds people before 
the questions start, who thinks about whether the 
quiet person can hear — that leader is not running a 
program. He is loving people. And the love is what 
people actually feel when they walk in.

You can build the perfect room with no heart and it 
stays cold. Or you can build a circle of folding chairs 
in a borrowed garage, and if the love is real, people 
will open up like they never have anywhere else.

This week is about making sure the love is real. 
Because everything else — every technique you have 
learned — only works when it is carried by 
something you cannot manufacture.


T E A C H I N G 


1.  The Gifts Are Not Yours to Carry. They're 
the Room's to Bring.

Day 22 returns to the seven motivational gifts of 
Romans 12 — and you have met these before, back 
in Session 3. There you learned the liberating truth: 
you do not have to carry all seven. Now Day 22 
takes it somewhere new. It shows you what each 
gift actually does in the room, week after week, so 
you can recognize them and lead each person well.

The prophet is the eyes of the group — they cut to 
what is really happening and name the thing 
nobody else will say. The server is the hands — 
practical, pushing the group toward what we are 
actually going to do about this. The teacher is the 
mind — loves accuracy, says let's go back to the 
passage, keeps the room honest. The encourager is 
the mouth — takes a hard truth and delivers it so 



people leave empowered instead of crushed. The 
giver is the arms — notices who has not spoken, 
who is on the edge, and quietly opens the door for 
them. The leader is the head — sees the big picture, 
brings order to chaos. The mercy person is the 
heart — feels the room, notices the one who is 
struggling, makes it safe to be honest.

And here is what Day 22 adds that changes how you 
lead: every gift has a shadow side. The prophet can 
come across harsh. The teacher can shut down 
creativity by correcting too fast. The leader can 
quietly compete with you for the direction of the 
room. Your job is not to wish these people were 
different. It is to honor what each one brings while 
guiding the edges.

This is where the gifts content stops being about 
you and starts being about them. In Session 3 the 
lesson was you do not have to be everything. This 
week the lesson is sharper: when you know the gifts 
in your room, you know who to invite in when the 
discussion needs anchoring, who to lean on when it 
needs encouragement, who is already watching the 
edges for the person who needs to be seen. You stop 
being a solo performer and start conducting.

Day 22 lands it: the gifts were never meant to 
operate alone. They were designed to work together 
— each contributing what the others cannot. Not 
one voice. Many voices. One Spirit. Working 
through all of them. You cannot fake that either. 
You can only recognize it, trust it, and get out of its 
way.


2.  The Room Speaks Before You Do — So 
Make It Say "You Belong."

Days 23, 25, and 27 are all about the environment 
— and every one of them is really about love made 
visible.

Day 23 — physical setup. There is a reason people 
go to coffee shops to talk, a reason the best 



conversations of your life happened around a 
kitchen table or in front of a fire. Atmosphere is not 
decoration. It is a condition. Day 23 contrasts the 
ski lodge — warm light, a fire, comfortable chairs in 
a circle, people at ease — with the average church 
meeting room: white walls, fluorescent lights, 
folding chairs in rows, too big for the group so the 
empty chairs feel like failure before you start. Same 
people, same topic, completely different feeling. 
And that feeling, before anyone says a word, 
determines what is possible.

You will not always have a ski lodge. But you can 
always go for the ski lodge feeling. Smaller is better 
— pull the chairs in, make your own fireplace out of 
whatever you have. The circle is not just practical; it 
is a statement: there is no front of the room, 
everyone here is equal, the leader is part of the 
circle, not above it. Warm light over bright. Music 
low as people arrive. And if you cannot make the 
room work — find a different room. The early 
church met in homes, around tables, in the kind of 
space where people let their guard down. The 
building never made the church, but the building 
always said something about what the church was.

Day 25 — food. This goes even deeper than the 
room. Think about how we use food: you do not say 
let's schedule a meeting, you say let's get coffee. 
Food creates intimacy — and Day 25 breaks that 
word open the same way Teach. Meet. Eat. Pray. 
did: into me see. The willingness to let someone see 
past the surface into the real you. Notice how often 
God chooses the table — feeding the five thousand, 
the Last Supper, breakfast on the beach after the 
resurrection, and the Marriage Supper of the Lamb 
as the very picture of heaven. The table is not a 
metaphor for community. The table is community. 
So if you want your discussion to go deep — feed 
people first. Not as a warm-up. As the first act of 
the discussion itself. The walls that come down over 



coffee are the walls that stay down when the 
questions start.

Day 27 — the mic runner and logistics. This is the 
most practical day, and it makes the love concrete. 
After fifty years of loud music, Pastor Bob wears 
hearing aids — and the crowd that has been with 
him through decades of rock and roll ministry is 
collectively hard of hearing. A group straining to 
hear each other loses energy fast. So get a mic if the 
group is bigger than a handful. But notice how 
logistics becomes pastoral: the mic runner is not 
just technical. Choose someone who does not need 
to be the center of attention, someone looking for a 
way to belong — because a person who has a role 
has a reason to show up, and a person who has a 
reason to show up keeps showing up. The chairs, 
the lighting, the sound — small on their own, but 
any one handled badly undermines everything else. 
The details are an act of love. Attend to them.

Three different days. One message. Every choice 
you make about the room tells people, before you 
say a word, whether they belong. Make it say yes.


3.  Lead From a Full Heart — Or Don't Lead 
Yet.

Days 24, 26, and 28 are the heart of this week — 
and the place where the title earns itself.

Day 24 — psychological safety. You can have 
everything right: the room, the questions, the setup, 
a gifted and prepared leader. And the discussion 
can still fall flat, because the one thing that makes 
everything else work is missing. Trust. And Day 24 
is clear that trust is not perfection — a group where 
nobody ever says the wrong thing is not trust, it is 
performance, and performance stays shallow. The 
most common mistake a leader makes is coming 
across as having it all together. It sounds right — 
you are the leader, you want them to trust your 
judgment. But the moment a leader becomes a 



presenter, the group becomes an audience, and an 
audience does not open up.

Day 24 tells the story of the day Pastor Bob came to 
the group he was pastoring in a very difficult season 
and simply told them the truth — he was struggling, 
and he asked them to pray for him. Every pastor 
knows the fear in that moment: that being open will 
cost you respect. The exact opposite happened. The 
trust increased. The safety increased. People who 
had been holding things back began to bring them 
forward — because they had just watched their 
leader do the thing he had been asking them to do. 
He went first. He lowered the wall before he asked 
anyone else to. That is how trust is built — and the 
leader builds it, or fails to, before the first question 
is ever asked.

But Day 26 puts a crucial guardrail on this — 
Leading With Openness. There is a difference 
between a leader who is open and one who 
overshares. Both involve personal stories. But one 
is focused on the group and the other on the leader. 
Before you share anything personal, ask one 
question: who am I thinking about right now? If the 
honest answer is the group — if it opens a door for 
them — share it. If the honest answer is yourself — 
if you need to be heard, if the platform gives you an 
audience for something you are carrying — stop. 
Not because your struggle is not real, but because 
the group is not the place for it. Leading a Socratic 
discussion has to be selfless. And Day 26 asks the 
hard question straight: if your default in the room is 
to look for chances to be heard, to be known — you 
may not be ready to lead a group yet.

And here is where it all comes together. Day 26 
names the thing that makes selflessness possible: if 
you truly love the people in your group — if you 
carry a real burden for them — then the selflessness 
is not something you have to manufacture. It flows 
naturally from the love. You think about them 



during the week. You pray for them by name. You 
notice when someone is carrying something heavy. 
You prepare your talk thinking about them. When 
that love is real, the group feels it. And when they 
feel it, they trust it. And when they trust it, they 
open up.

That is the whole thing. That is why you can't fake 
passion. A leader can learn every technique in this 
book and still lead a cold room — because the 
people can feel whether the love is real. And Day 28 
shows you the proof of it: the leader who has been 
listening all week, who loves the group enough to 
abandon his own careful plan the moment he 
senses the room needs something else. The 
prepared talk will keep. The moment in the room 
will not. Only a leader who loves the people more 
than the plan can do that. Only a full heart can set 
its own work aside.


So before you ever lead — check the heart. 
Not the notes. The heart. Because 
everything else you have learned only works 
when it is carried by something real.


D I S C U S S I O N  Q U E S T I O N S 

For your Zoom session


1.  Day 24 tells of the day Pastor Bob asked his own 
group to pray for him in a hard season — and it 
built trust instead of costing him respect. Where are 
you tempted to lead as someone who has it all 
together? What would it cost you to go first and 
lower the wall?


2.  Day 26 says before sharing anything personal, 
ask: who am I thinking about — them or me? Be 
honest about your own instinct in a room. Do you 
tend toward openness that serves the group, or 



oversharing that serves yourself? How do you tell 
the difference in the moment?


3.  The whole week says you can't fake passion — 
that real love for people is what makes every 
technique actually work. Where does your love for 
the people you'll lead actually come from? And how 
would someone be able to tell, before you said a 
word, that it's real?


T H E  C H A L L E N G E 


This week — one inward practice and one outward 
one.


Inward: examine the heart. Sit honestly with 
the question from Day 26. When you 
imagine leading a group, who are you 
thinking about? Be brutally honest. If the 
answer is partly about being seen, being 
respected, being needed — do not be 
ashamed of it, but name it. Bring it to God. 
Ask Him to grow a real burden for people in 
you that makes the selflessness natural.


Outward: practice the details as love. Pick 
one space you will host people in this week 
— even just for coffee, even just one person. 
Set it up on purpose. The lighting, the 
chairs, something to eat. Make the room say 
you belong here before you say a word. 
Notice what it does.


Bring both to the next session.


Next week:  When the Fire Goes Low

Reading:  The Socratic Discussion  —  Days 29–35
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When the Fire Goes Low

The hard nights and the discipline of showing up

This week's reading:  The Socratic Discussion  —  Days 
29–35


O P E N I N G 


Up to now you have been learning how to build the 
fire. The talk, the questions, the room, the love that 
makes it all work.

This week is about what happens when the fire goes 
low.

Because it will. There will be nights when nobody 
talks. Nights when the room explodes into conflict. 
Nights when someone breaks down in tears, or asks 
a question you cannot answer, or when something 
so heavy happens that everything you prepared 
becomes meaningless. And there will be long 
stretches — weeks, months — when leading just 
feels like pulling teeth.

This is the week most leadership training skips. It is 
easy to teach someone how to lead a room that is 
going well. It is much harder to teach them how to 
lead a room that is falling apart, going flat, or 
breaking your heart.

But here is the truth that holds this whole week 
together: the hard nights are not interruptions to 
the ministry. They are the ministry. The flat room, 
the conflict, the tears, the crisis — handled well, 
every one of them builds something a smooth night 
never could. And the leaders who last are not the 
ones who avoid the low nights. They are the ones 
who keep showing up through them.

Let's learn how.


T E A C H I N G 




1.  When the Room Won't Move — Read It, 
Then Do Whatever It Takes.

Days 29 and 30 are the two opposite problems: the 
room that has gone flat, and the room that has gone 
wild.

Day 29 — when nobody talks. You did everything 
right. The room is set, the food was good, the 
questions are solid. And tonight it is just flat. Not 
hostile, not distracted — flat. The first move is to 
read it honestly. Is this the good silence of people 
thinking, which will break on its own if you wait? 
Or is the energy truly low — people tired, 
distracted, carrying something — in which case 
more questions will not fix it. Those are two 
different situations needing two different 
responses.

And when the room is genuinely deflated, Day 29 
says pushing harder is never the answer. It tells the 
story of the junior high boys nobody wanted to 
teach — physically present, spiritually absent, no 
questions landing. So Pastor Bob stopped, and said: 
let's go out for breakfast. He took them to a diner, 
and the conversation that happened there was 
everything the classroom was not. They opened up. 
Then he asked what it would take to make the class 
something they wanted to come to — and an 
unused attic became their clubhouse. Boys who 
would not sit through Sunday School showed up on 
a weekday to build it, and came back on Sundays 
because they owned something.

The lesson is not always go to a diner. It is: be 
willing to do whatever it takes to meet the group 
where they actually are. Sometimes that means 
leaving the building. Sometimes it means putting 
your notes away and letting the dinner conversation 
just continue. Sometimes it means asking the group 
directly — what do you need tonight? The goal was 
never to complete a lesson plan. The goal was 
always to serve the people. And when you set the 



agenda aside, the group hears the message that 
matters most: you matter more than my plan.

Day 30 — the opposite, and a much better problem. 
The room is alive. Multiple hands up. Side 
conversations breaking out. Now you manage it 
without killing it. And there is an order: call on the 
quiet one first — if someone who rarely speaks has 
their hand up, give them the floor before anyone 
else, and the whole room will love you for it. Then 
the people with something specific to say. And last, 
the one who talks too much — not to punish them, 
but to protect the room's energy. When the room 
fragments into side conversations, do not shut 
them down — bring them in: it looks like something 
is happening over there, would you bring that into 
the group? What they bring is often the best thing 
said all night. Your job when the room is alive is to 
stay out of its way. Conduct, don't play every 
instrument.


2.  When It Gets Hard — Walk Toward It, 
Not Around It.

Days 31, 32, and 34 are the hardest nights of all — 
conflict, tears, and crisis. And the thread through 
all three is the same: do not run from the hard 
thing. Walk straight toward it. Because the hard 
thing, handled well, becomes the lesson no 
prepared talk could ever match.

Day 31 — when the discussion goes off the rails. Not 
a rabbit trail — those are gifts. This is when the 
energy shifts from curiosity to heat. A comment 
lands wrong. Two people who have been circling 
each other finally collide. The best time to handle it 
is before it happens — fight the battle before the 
battle. Knowing your group means knowing who 
pushes whose buttons and which topics carry heat, 
and gently redirecting before it ignites. Sometimes 
you just name it: I can feel this heading somewhere 
that may get personal, and I want to protect the 



room. But when you do not see it coming and it 
explodes — stop. Now. Put the subject down. The 
conflict is now the most important thing in the 
room. And here is the reframe: the conflict becomes 
the curriculum. You have been handed a live 
demonstration of what it costs to love people across 
real differences. A group that walks through real 
conflict and comes out the other side knows 
something about community that a group of only-
polite discussions never will. The goal is not a group 
where everyone agrees. It is a group that knows 
how to love each other in their disagreement.

Day 32 — when someone gets emotional. Pastor 
Bob saw a woman with tears in her eyes all through 
his talk, and knew before the discussion started that 
his challenge that morning was not going to be 
intellectual. In that moment, she became the most 
important person in the room. This is why you 
watch faces, not your notes — faces tell you where 
the discussion needs to go before a word is said. A 
woman quietly crying is not a distraction from the 
discussion; she is the discussion. And the worst 
thing you can do is plow through your plan as if the 
emotion is not there, because that tells the hurting 
person: your pain is less important than my plan. 
When tears appear, the plan changes. Always. That 
Sunday became shared honesty and ended with the 
whole room holding hands and praying for each 
other — something he never planned, but only 
happened because he set the plan down. One wise 
caution from Day 32: some people carry the gift of 
mercy and feel everything deeply — they may cry 
every week. Learn the difference between the 
person who feels deeply and the person who is 
actually in crisis. The first needs compassion; the 
second needs your full attention.

Day 34 — when the group is in crisis. Pastor Bob 
tells of a man who collapsed and died during a 
service, in full view of the congregation through the 



building's large windows. Nothing I had prepared 
mattered anymore. There are moments when life 
itself takes over the room — raw, unmanageable — 
and the sermon is over, the plan is over. The 
immediate response was prayer, together, 
unpolished. And then the question becomes: where 
does the group actually need to go? After watching 
a man die, they might need to process fear and 
mortality — or they might need to process what 
they just witnessed about being a body that 
responds to crisis together. Both are valid. You find 
out the way you find out everything: watch, listen, 
discern. You do not impose a direction on a shaken 
group. You ask gently — what is going through your 
mind right now? — and follow what comes back. 
Because a community that holds together under 
pressure becomes the most powerful testimony to 
the Gospel a congregation can offer. Not a sermon. 
A community holding together under weight.


3.  The Real Test Isn't the Crisis. It's the 
Tuesday You Don't Feel Like It.

Days 33 and 35 close the section with the two quiet 
disciplines that actually carry a leader through the 
long haul.

Day 33 — when you don't know the answer. It is 
going to happen. Someone asks a question you 
cannot answer — not from lack of study, but 
because the question is genuine and the honest 
answer is I don't know. How you handle that 
teaches the group more than almost anything. Two 
good options: be honest and come back next week 
with what you found — that is integrity, not failure, 
and the answer lands with more weight because 
they saw you go find it honestly. Or better: I don't 
know — let's explore it together, and walk through 
finding the answer in real time. Day 33 makes the 
point that everyone in the room has a phone, and 
all week long it is feeding them voices, some 



confusing, some flat wrong. When you model how 
to find the right kind of answer — grounded in 
Scripture, held up against the character of God and 
what you already know to be true — you are 
teaching them the lesson underneath the lesson: 
not what to believe, but how to think. How to 
evaluate a source on a Tuesday night when they are 
alone with their phone and no leader in the room. 
You don't need all the answers. You just need to 
know how to find them.

Day 35 — consistency is everything. And this is the 
bottom of the whole week. A group becomes 
something over time — familiarity, safety, the sense 
of being known. But that same comfort, unguarded, 
becomes the death grip: a group that likes itself so 
much it quietly stops welcoming new people, until 
the warmth between longtime members signals to 
the newcomer this room already belongs to 
someone else. The antidote is simple — keep the 
door open, every week, on purpose. Make the 
welcome as warm for the first-timer as for the ten-
year member. And when a group grows too large to 
stay intimate, that is not a problem — that is 
success. Split it. Send your most mature people out 
to start a new circle. That is the most natural 
church-planting model there is: one group becomes 
two, two become four, multiplying rooms instead of 
cramming one.

But underneath all of it, Day 35 names the 
discipline that matters most: keep numbers out of 
the equation. It is not about how many show up. It 
is about the fact that someone showed up — 
someone who walked past everything else they 
could have done that evening and sat down in the 
circle. Five people is not a failed gathering. Five 
engaged people wrestling with truth together is 
ministry happening. The real measure of a leader is 
not what they can do with twenty-five people. It is 
what they can do with five. Because a leader who 



brings everything they have to a room of five will 
eventually have twenty-five — but a leader whose 
energy rises and falls with attendance teaches the 
group that some of them matter more than others.

Fifty years of ministry taught Pastor Bob this above 
almost everything: the groups that last are not the 
ones with the most talented leaders or the best 
questions. They are the ones whose leaders kept 
showing up. Week after week. Through the low 
weeks and the high weeks. Through the seasons 
when it felt electric and the seasons when it felt like 
pulling teeth. They kept showing up — and the 
group kept showing up because they did.


That is what you do when the fire goes low. 
You do not wait for it to come back on its 
own. You show up, and you tend it, and you 
trust that the showing up is the thing that 
keeps it alive. Show up. Every week. For 
whoever is there. That is the job.


D I S C U S S I O N  Q U E S T I O N S 

For your Zoom session


1.  Day 29 says when the room is flat, do whatever it 
takes — even abandon the plan completely, like 
taking the junior high boys to a diner. What would 
make that hard for you? How attached are you to 
finishing what you prepared, and where does that 
attachment come from?


2.  Days 31, 32, and 34 all say the same thing: walk 
toward the hard moment, don't around it. Be 
honest — conflict, tears, crisis. Which of those three 
would be hardest for you to lead through? What is 
your instinct when something hard breaks open in a 
room, and what would it take to walk toward it 
instead?




3.  Day 35 says the real measure of a leader is what 
they do with five people, not twenty-five. Sit with 
that honestly. Would your energy and preparation 
be the same for a room of five as a room of fifty? 
What does your answer reveal — and what would it 
take to show up the same either way?


T H E  C H A L L E N G E 


This week — one practice for the low moments and 
one for the long haul.


For the low moments: think back over your 
life to a time when something hard broke 
open in a group — a conflict, someone's 
tears, a crisis — and it was handled badly, 
ignored, or rushed past. Write down what it 
did to you and to the room. Then write what 
you wish the leader had done. That is the 
leader you are training to be.


For the long haul: make one commitment in 
writing about consistency. Not a feeling — a 
commitment. When I lead, I will show up 
for whoever is there, with everything I have, 
whether it's five people or fifty. Write it in 
your own words. Sign it. You will need it on 
the weeks when the fire is low.


Bring both to the next session.


Next week:  The Long Game

Reading:  The Socratic Discussion  —  Days 36–41
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The Long Game

What holds a leader steady for a lifetime




This week's reading:  The Socratic Discussion  —  Days 
36–41


O P E N I N G 


You have reached the last of the reading.

Six days. The leader who keeps growing. Passing 
the baton. The scholar in the back row. The 
conversation that never ends. The long game. And 
then — their Day 41 — your first discussion.

It is no accident that the book ends by sending the 
reader out to begin. And it is no accident that you 
are reading it the week before we do the same thing 
to you.

This week is about what holds a leader steady 
across not one meeting, not one season, but a whole 
life of them. Because everything you have learned in 
these nine sessions means nothing if you quit in 
year two. The skills matter. The heart matters. But 
the thing that actually builds something that lasts is 
the willingness to keep showing up, keep growing, 
keep planting seeds you will never see grow — for 
years, for decades, for as long as God gives you.

That is the long game. And the leaders who play it 
are the ones whose work outlives them.

In January, we gather one last time and send you 
out. This session, we make sure you are built to last.


T E A C H I N G 


1.  Never Arrive. Keep Growing, Keep 
Receiving.

Days 36 and 38 are bookends on the same truth — 
the leader who thinks they have arrived has already 
started to die, and the leader who stays a student 
stays alive.

Day 36 — the leader who keeps growing. After fifty 
years, Pastor Bob says the more he learns, the more 
he sees how much he has yet to learn — and he calls 



that the most winning foundation a leader can 
stand on. Because a leader who believes they have 
arrived begins to stagnate, and a stagnant leader 
produces a stagnant group. But a growing leader 
produces a group that grows. Paul, writing from a 
prison cell at the end of an extraordinary life, said I 
have not reached perfection, but I press on. Still 
reaching. Still growing. Growth is not a phase of the 
Christian life — it is the Christian life.

And Day 36 names the surprise of five decades: it 
was not his knowledge of Scripture that grew the 
most, or his skill at reading a room. It was his love 
for the people. In the beginning what drove him 
was the excitement of the vision — a good enough 
motivation to start something. But over time the 
group stopped being a great idea and became 
people — specific, irreplaceable, beloved people 
whose stories had become part of his own. And that 
love changed everything about how he leads. When 
the people feel that love — not as a project, not as 
an audience, not as a measure of his success — they 
return it. And love moving in both directions turns 
a discussion group into what it was always meant to 
be: a community of people who actually love each 
other.

Day 38 — the Students for Life principle, and the 
story underneath it. A famous Bible scholar slipped 
into the back of the church one morning, and 
Pastor Bob's confidence dissolved into dread. He 
fumbled through the sermon, painfully aware the 
most knowledgeable man in the room was 
watching. And here is what he understands now 
that he didn't then: he was so busy being afraid of 
that man that he never thought to ask him what he 
thought. What a waste. The scholar was not a 
threat. He was a gift — decades of wisdom sitting 
right there, and pride kept the door shut.

That is the trap of building your identity on being 
the authority in the room. The pressure never lets 



up — there will always be someone who knows 
more, always a question you cannot answer, always 
a scholar who slips into the back row. And if your 
identity depends on being above that, you will 
spend your whole ministry afraid of it. What freed 
him was the thing you learned back in Session 3: 
you do not have all seven gifts. Nobody does. The 
moment he stopped trying to be the full expression 
of all seven and started seeing the gifts in the room 
as the completion of what he brings — all the 
pressure came off. So walk into every discussion 
ready to be both teacher and student. Bring what 
you prepared with confidence, but hold it with open 
hands. And when the scholar slips into the back row 
— welcome him, put him in the circle, ask him what 
he thinks. The most dangerous thing in the room is 
not someone who knows more than you. It is a 
leader too proud to find out what they know.


2.  The Discussion Doesn't End in the Room 
— And Neither Does the Fruit.

Days 39 and 40 widen the lens — from the single 
meeting to the parking lot, the coffee shop, and the 
decades after.

Day 39 — the discussion that never ends. The 
gathering is over, the chairs pushed back, and then 
in the parking lot, leaning against a still-running 
car under the night sky, the real conversation 
begins. People who heard the same question and 
have more to say to each other than there was time 
for. And Day 39 names it as one of the most reliable 
signs a discussion worked: people don't want to 
leave. They linger. They text the next day — I've 
been thinking about that question. A great 
discussion does not send people home satisfied. It 
sends them home still chewing. It opens a door 
rather than closing one, and people keep walking 
through it all week.




And then Day 39 tells the story of the man in the 
back row — a loner, a quiet smile, never a word in 
the group — who one day asked to meet. Pastor Bob 
chose a coffee shop, not his office. Somewhere that 
belonged to both of them. And his first job was not 
to get to the point or open the Bible. It was to make 
the man comfortable. To be his friend, not his 
pastor, in that moment. So they talked about the 
weather, his job, music — not wasted time, essential 
time, the warmup that makes the rest possible. And 
then, in its own time, the conversation turned, and 
everything the man had been carrying for months 
found its way out. Not because Pastor Bob pulled it 
out. Because he created the conditions for it to 
come out on its own. This is the one-on-one — the 
same curiosity, the same safe space, the same 
willingness to follow rather than lead, focused 
entirely on one person. And it is often where the 
most important things get said. This is exactly what 
I See You will teach your future leaders to do — and 
you are learning the heart of it here.

Day 40 — the long game, and this is the spine of the 
whole week. You will not see most of the fruit. You 
plant seeds week after week, and most of what they 
produce you will never witness. It happens in 
someone's life on a Tuesday morning three years 
from now, in a conversation you are not part of, in 
the life of someone's child's child, tracing back to a 
question asked in a circle you have long forgotten. 
The long game is not about seeing the results. It is 
about trusting that the results are real.

And what does fifty years actually look like? Mostly 
ordinary weeks. Most gatherings are not 
extraordinary. Most weeks you just show up, 
prepare, lead as well as you can, and people go 
home carrying something they cannot quite name. 
And then — quietly, invisibly, over decades — it 
accumulates. The man who sat in the back and 
rarely spoke is now pastoring a large church. 



Former members are missionaries in countries you 
have never visited, Bible scholars with books to 
their credit, executives running Socratic studies in 
their workplaces. You did not see it coming when 
they sat in your circle. You were just showing up, 
asking the next question. And sometimes they come 
back — years later, decades later — and say I never 
forgot that question you asked. That is the long 
game paying off. Not on your timeline. But real.

Day 40 also points to where the long game begins 
for most people: the dinner table. Pastor Bob grew 
up at one, where his father asked questions every 
night and the family sat for hours pondering 
together — and he did not realize until much later 
that his father was leading a Socratic discussion 
every single night. That same classroom is available 
to every parent. A table, a meal, and a question that 
opens something up. It costs nothing but time and 
attention, and it is one of the most important things 
a parent can give a child.


3.  Build It to Outlive You. Then Trust What 
You Built.

Day 37 and the heart of Day 40 are about the 
deepest posture of all — leading in a way that does 
not depend on you, and making peace with results 
you cannot control.

Day 37 — passing the baton. Every leader 
eventually faces it. And before you can hand off the 
group, you have to be clear about what it actually is: 
if you have led well, it was never your group. It 
belongs to the community that built it together. 
Here is the test of whether you built well — does the 
group carry the personality of the whole, the 
collective gifts and shared values and love built 
between people, or does it carry only the 
personality of the leader? If it sounds like you, 
thinks like you, depends on your particular way of 
doing things, you have not built a community. You 



have built an audience — and an audience falls 
apart when the speaker leaves. The goal was never 
to produce people who lead like you. It was to 
produce people shaped by the Word, formed by 
community, grown in love, who can carry it all 
forward in their own voice, with their own gifts, 
long after you are gone.

And Day 37 says something every Sanctuary leader 
needs to hear: passing the baton is not retiring, and 
no Christian ever truly retires. The form of your 
ministry may change. The group may change 
hands. But the calling — the love for people, the 
burden for their growth — does not have an 
expiration date. After fifty years Pastor Bob says he 
feels like he is just getting started. The baton may 
change hands. But the race does not end.

And underneath all of it, Day 40 names the 
discipline that makes the long game survivable: 
faithfulness is the job. Results belong to God. Your 
job is to show up, prepare well, ask the good 
question, build the safe space, love the people, keep 
the door open, plant the seed. What grows from it 
— where it goes, how long it takes, what it produces 
— is God's territory, and He is working in it 
whether you see the evidence or not. The leader 
who plays the long game has made peace with that. 
Who shows up on the ordinary weeks — when 
nothing seems to be happening, when the room 
feels flat, when the results are invisible — with the 
same care they bring to the extraordinary ones. 
Because most of the fruit grows in the ordinary 
weeks. It just takes a long time to ripen.


That is what you are signing up for. Not 
highlight reels. Not platform moments. One 
faithful week after another, one question 
after another, one person after another — 
all of it adding up to something that could 
not be built any other way. Play the long 



game. Show up for the ordinary weeks. Love 
the people in the room. And trust that the 
seed you plant today is already growing 
toward something you cannot yet imagine.


D I S C U S S I O N  Q U E S T I O N S 

For your Zoom session


1.  Day 38 tells of the scholar in the back row — and 
how pride, not lack of knowledge, was the real 
problem. Where is your identity most tied to being 
the one who knows? What would it free you to do if 
you truly believed you only carry one or two of the 
seven gifts, and the rest are in the room?


2.  Day 40 says you will not see most of the fruit — 
that faithfulness is the job and results belong to 
God. Be honest about your relationship with 
results. Where are you measuring, counting, 
evaluating whether it's working? What would it take 
to release that and simply be faithful?


3.  Day 37 says the test of building well is whether 
the group could survive your departure. As you 
prepare to lead, what does it look like to build 
something from day one that does not depend on 
you — that carries the personality of the whole, not 
just yours?


T H E  C H A L L E N G E 


This is the last challenge before we send you out. 
Make it count.


First — write your own long-game 
commitment. Day 40 says most of the fruit 
grows in the ordinary weeks and takes years 
to ripen. Write down, in your own words, 
what you are committing to for the long haul 



— not for a season, but for years. What kind 
of leader do you want to still be in a decade? 
Put it where you will see it.


Second — name the seeds already in you. 
Day 40 points to the dinner table, the 
parking lot, the coffee shop — the people 
who planted questions in you that are still 
growing. Write down the name of one 
person who shaped you that way. Then write 
the name of one person you could begin 
doing that for, starting now, before your 
group even exists.


Bring both to the commissioning in January — 
when the family gathers one last time, and you are 
sent.


After the break:  Session 10 — Now Go. The 
Commissioning.

In January, after the holidays, the family gathers one last 
time. No reading. Come ready to be sent.
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Now Go

January — the family gathers one last time

No reading. No study. Just the family, together — 
and the sending.


O P E N I N G 


You made it.

Nine sessions through the fall. Two books. A 
hundred conversations about what it means to 
carry people the way Jesus carries them. Then a few 
weeks of rest over the holidays — and now here we 
are, back together one more time, in a new year.




This is not a class. There is nothing to read, nothing 
to study, nothing to prepare. This is the family 
gathered to do two things: to spend a little more 
time together before you scatter into the work — 
and to send you.

There is only one thing left to do.


Go.

T H E  C O M M I S S I O N I N G 


Remember why you said yes.

Back in the very first session, on the very first page, 
we told you the truth: this is not about you. It never 
was. Not your reputation. Not your platform. Not 
building an empire. It was always about the people 
nobody else is reaching — the ones the world 
walked past, the ones you are not going to.

That burden is the only thing that started you on 
this road. And it is the only thing that will keep you 
on it. Everything else — every technique, every 
question, every skill — is just a tool in the hands of 
someone who genuinely loves people. Without the 
love, the tools are nothing. With it, you have 
everything you need.

So before you go — go back to that first list. The 
names. The faces. The people God put in front of 
you. They are still waiting. And now you are ready.


You know what to do. You really do.

You might not feel ready. That feeling is normal — 
and it is not the truth. Look at what is actually in 
you now.

You know that you are an assistant shepherd, not 
the source — that the cues come from Him. You 
know how to read a room before you ever open the 
book. You know that you don't have to carry all the 
gifts, because the family carries them together. You 



know that the table and the prayer and the trust are 
the foundation everything else stands on.

You know how to give up the front and sit in the 
circle. You know how to open a door in twenty 
seconds and then get out of the way. You know how 
to say less than you want to. You know how to 
honor the talker and the quiet one and the one 
who's wrong and the one who's right when you're 
not. You know that you can't fake passion — that 
the love is what people feel before you say a word.

You know how to lead when the fire goes low. You 
know that the hard nights are the ministry, not an 
interruption to it. You know that faithfulness is the 
job and the results belong to God.

You did not know most of that a few months ago. 
You know it now. It is in you. So trust it.


This is not a graduation. It is a sending.

A graduation is an ending. You finish, you 
celebrate, you walk away, you are done.

This is the opposite. This is the beginning of the 
actual work. Everything until now was preparation. 
The reading, the discussions, the challenges, the 
Zoom calls — all of it was getting you ready for the 
thing that starts the moment you walk out.

You are not finishing something. You are being sent 
into something.

And you are not being sent alone. You are part of a 
family that spans countries and decades — leaders 
in Denmark and Switzerland and Mexico and the 
UK and all over this country, people who said the 
same yes you said, who carry the same burden you 
carry, who are out there right now showing up for 
whoever walked through their door. You are one of 
them now. You always were. This just makes it 
official.


We are metal. We are family.




That is not a slogan. It is the truth you are walking 
into.

The people who will sit in your circle have been told 
their whole lives that they do not belong. Too loud, 
too broken, too far gone, too much. They walked 
into rooms and felt the hierarchy and walked back 
out. And you are going to be the one who tells them 
— with the chairs you set in a circle, with the food 
on the table, with the way you actually listen — you 
belong here. You are family. You always were.

That is the gift you carry. Not a program. A family. 
The one thing the whole world is starving for and 
almost nobody is offering.

So go offer it.


Now go.

Go find the people on your list.

Go set up a room that says you belong before you 
say a word.

Go ask the next question.

Go plant seeds you will not see grow.

Go show up — for whoever is there, with everything 
you have, week after week, for the long haul.

Go love people the way you have been loved.


The circle is waiting.

You are ready.


Now go.

A  F I N A L  W O R D 


You will not do this perfectly. You already know 
that — you spent these months learning that the 
leader who pretends to have it all together is the 
one who fails. So you will get some things wrong. 
You will have flat nights and hard conversations 
and weeks you want to quit.

Keep showing up anyway.




Because somewhere out there, three years from 
now, on an ordinary Tuesday, someone is going to 
be different because you did. You may never see it. 
You do not need to.

Just ask the next question.

And trust the One who has been doing this since 
before the world began — the One who is now living 
inside you, who called you to this, who will never 
leave you in that room alone.


You said yes.

Now go.


We are metal. We are family.
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