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INTRO 
At New Mexico State University, 
We use to have sports days 
where we moved from one athletic event to another. 

The one that I recall the most was where 
one of our international students joined us for a game of football and basketball, 
His first time to play either. 

He seemed to enjoy football 
as he learned very quickly the ball could touch his hands, 
And he could run with it.

Resulting in juking and stiff arming as he ran up and down the field. 

But when we changed to the game of basketball which he had never 
played, 

He thought the rules of football still applied. 

So when he caught the basketball 
he proceeded to run up and down the court 
Juking and stiff arming all of the opponents. 

He of course did not know any better he was just trying to play.
But ignorance still delayed the progress of the game 
And regressed any momentum for his team to win.

This effect happens every time people change from one dynamic to another 
without knowing it. 

In our world, 
EVERY TIME a XA grows from one phase to another 
it changes its dynamics like moving from one sport to another….

And when a XA is unaware of changing dynamics because of changing 
phases, 



We delay progress of time and create regress of momentum. 

This happens every time a Chi Alpha mistakenly believes the methods 
are just as absolute as the mission. 

We have an absolute mission. 
It will require adapting methods. 

This requires first being able to identify what growth phase we are in
So we know what to do 
To get to where we want to go.

We have identified 6 growth phases in Chi Alpha (generally speaking):
The Starting phase of focusing on only one thing. 
The Growing phase of moving from training on accident to on purpose.
The Establishing phase of delegating Responsibility 
The Enlisting phase of students becoming staff 
The Sending phase of staff becoming pioneers 
The Innovating phase of creating change to fulfill the Great Commission 

We will explain this progression using stories from Chi Alphas 
that are now operating in the innovating phase. Those campuses are:
University of Virginia
University of Central Arkansas
University of Texas San Antonio
Sam Houston State University
And the examples you heard from North Dakota State in Brad’s session. 

There is a directors cut of this material thats 52 minutes long. 
We are producing something more concise for this video by not teaching every 

point, 
just the main ones.

Starting with looking at the NON-NEGOTIABLE principles 
a Chi Alpha must have regardless of size and phase…. 

1. NON negotiables: Absolute Mission regardless of size



The unity principle - Psalm 133 - where unity is there the Lord commands 
His blessing

This is the only place in the Bible where God seems “indebted” if you will to 
bless. 

If our Chi Alpha staff and students do not love one another 
we are impeding the blessing of the LORD.

This is why we must fight for constant forgiveness when we inevitably fail one 
another, 

And constant unselfishness towards one another. 

The discipleship principle - Matt 28 - “Go out and make disciples of all 
nations…and surely I will be with you to the end of the age”

This is perhaps the most misinterpreted verse in the Bible. 

Christians want to believe “God will be with us always”. 
But according to the complete context of this verse, 
The presence of God hinges on first making disciples of all peoples 
by teaching them everything He has commanded-
It’s only as we make disciples we have His continual presence. 

The abiding principle - John 15 - abiding in Christ promises fruit 

This is perhaps the most neglected promise in the Bible. 

We like to believe the greatest small group methodology 
is a matter of solo leading or co-leading, 
Or the right content for leadership training or leadership meetings- 
all of which is important. 

But to work for Jesus without being with Jesus is to no avail. 

The if/then promise of God to us- 
is if we spend extravagant time with Jesus 
we will make disciples who make disciples who make disciples

The Achan Principle - Joshua 7 - 
God tells Israel not to take any loot from their latest conquered city.
Everyone listens except one man named Achan.



This removes the blessing of the Lord 
as they lose their next battle when they should have won. 
sin by a few impedes advancement for all 

This is one of the most terrible consequences of the Bible. 

Sin by 1 person resulted in defeat for the entire nation.
Chi Alpha, there is no sin that will remain hidden before God. 
And there is no such thing as sin only effecting the individual and not the 

community. 

To have the greatest student awakening in history, 
we will have to hate sin with a zeal the world has never seen. 

The Vision principle - Proverbs 29:18 - without vision people perish 
People need a vision of who God is to follow Him.

Equally true, students and staff need a vision for Chi Alpha to commit to it. 

This vision necessity is applicable in all the phases of Chi Alpha. 
Studies show vision lasts for 30 days before it dies. 
This must be the necessity that is repeated habitually. 

No XA and no Christian grows out of these responsibilities….
If these responsibilities are lacking, 
we may have grown an audience but we have not grown an army. 

These are the non-negotiable principles that must exist within every XA phase, 
Now, lets look at what a Chi Alpha in the STARTING phase looks like……

SPECIFIC SIZE DYNAMICS

1. STARTING (Under 25 total student involvement)

Character 
Feels like: large small group. Everybody knows everyone. 

Operates: very informal setting. 
No one is expecting high level production 



because the community feels like family more then an audience, 
But is not yet an army as the students are just learning what a core conviction 

means. 

Team dynamics: track star, golf buddies

Larry Osborne highlights the different team dynamics in his book “Sticky 
Teams” 

explaining when its just the lead director, 
the ministry can function like a “track star” doing everything from leading 

worship, 
leading small group, leading Resource group for student leaders, 
building the mission trips, preaching the messages, and so forth. 

When the lead director grows their staff size to 2-5 the team now operates 
like “Golf buddies”. 

Decisions are made informally during the most spontaneous times.  

A staff meeting can happen around a table or at the gym because in this phase, 
everyone who needs to have input is always around each other. 

Character Synopsis 
Everything about a STARTING Chi Alpha can be informal. 

Students value knowing the staff personally 
as opposed to sermons being polished and worship sets being perfect. 

You do not need any formal investment for the student leaders, 
because there usually are not any. 

If there are, 
the size is small enough to where all the staff can informally invest into all the 

leaders. 

With minimal operations, 
a STARTING Chi Alpha must put all of its energy into building small groups. 

This is best modeled by the lead director and any staff building small groups 
themselves. 

     (Lead Director and Staff)
In the first year at UVA, 
Pete and Amy Bullette only built small groups and led one mission trip. 



Regarding the above average emphasis on discipleship, Pete says, 
“Modeling certain things was really consequential. 
People repeat what they experience not necessarily what they are taught.
When you don’t have a model you don’t have a vision 
for students to see how they can make disciples”

Matt Carpenter at the University of Central Arkansas 
elaborates on this necessity for modeling small group discipleship by saying, 
“Every lead director and staff need to lead their own small group”
(Matt himself led small groups at UCA up until year 14 
when the ministry was reaching over 400 students). 

He explains the modeling emphasis by stating, 
“The best place to teach people how to harvest is in the field”

Disciple making groups is the priority 
that makes all the other healthy aspects of XA fall into place. 

The STARTING phase is perhaps the most essential phase to get this right 
as this first generation of students will effect Chi Alpha for 4 years 
by following the model of what we do, 
and equally true, 
what we do not do. 

With these high stakes, 
it makes perfect sense for a STARTING Chi Alpha 
to place an above average emphasis on discipleship 
by having a below average emphasis on non-discipleship activities like events. 

Johnny Hauck and UTSA Chi Alpha understood this incredibly well. 
During their first semester the Chi Alpha had 7 staff members

With 7 on staff, 
A Chi Alpha has the capacity to do multiple events for multiple purposes. 

But UTSA decided to spend less time in the administration of events 
so they could give more time to the work of small group discipleship.

They did this by alternating their first 14 weeks on campus 
between formal group hang outs 
and informal large group meetings. 



The formal group hang outs were anything from camping to hiking, 
to book shopping and cooking.

The informal large group meetings functioned like a small, large group. 

The worship was acoustic not electric. 
No equipment for set up or tear down.
No campus room reservations and forms. 
Just the living room of a staff member.

This strategy was about using time for what matters most. 
And Formal events require hours of time….

1 hour can be designated for making sure everyone running the formal service 
knows what to do.

2 hours can be designated for setting up equipment.
1 hour can be designated for tear down if students help. 
1 hour can be given to the running of the service itself from start to finish. 

This means as soon as an XA establishes a FORMAL, weekly large group 
service,  

they spend at least 5 hours a week in event oriented execution. 

That is 5 one on one discipleship meetings that die every week 
so 1 formal event can live. 

That becomes 70 one on one discipleship meetings that die in a semester 
so 1 weekly event can live. 

That becomes 140 one on one discipleship meetings that die within a 
school year 

so 1 weekly event can live.

I do not disbelieve in large group meetings.
I am simply saying when we are a STARTING Chi Alpha- 
140 one on ones for customized discipleship is a better, bigger win 
then 28 formal large group meetings filled with 25 people or less. 

What was the result of 7 staff spending an above average emphasis on 
discipleship 



By having a below average emphasis on formal events? 

UTSA started with 7 small group leaders. 
They replicated into 17 small group leaders in year 2. 
They replicated into 25 small group leaders in year 3. 
They replicated into 42 small group leaders in year 4. 
They replicated into 85 small group leaders in year 5. 
They replicated into over 117 small group leaders in year 6. 

The number of small group leaders in year 6 
was double the size of the average chi alpha large group across the nation 

in 2018.

This makes absolute sense as we study the cause and effect of discipleship in 
the Bible. 

Matthew 28 is the Great Commission to make disciples with the clause “of all 
nations” 

Acts 1:8 is the command to Be God’s witnesses with the clause “to the ends of 
the earth”

2 Timothy 2:2 is the command to entrust the gospel to faithful people 
with the clause “who will be able to teach others also”

The Great Commission of discipleship is accompanied with the great expansion 
of people. 

If we are not expanding our reach of people, 
We have to evaluate our work in the great commission of discipleship. 

UTSA Chi Alpha now has multiple programs to reach students, 
But it all started with the simplicity of this singular focus. 

The win of a STARTING XA 
Have above average emphasis on discipleship 
by having below average emphasis on everything else.

Now, 
There is much to enjoy about the STARTING Chi Alpha like the informality and 

the intimacy. 

But if a Chi Alpha wants to enter into the GROWING phase, 
students must become content with staff reaching new people 
as opposed to only investing in the current people.



staff must become comfortable with having more staff. 

And the lead director must make a decision to formalize student leader training.

Here is what the dynamics of a GROWING Chi Alpha look like….

2. GROWING XA (25-75 students, X SGLS)
Feels like: It has a low amount of people to still feel like a new ministry, 
and a high amount of people to still feel that friendly atmosphere 
where the majority of everybody knows everyone. 

Operates: new, though not many, program(s) begin to appear.

Team Dynamics: Can still be operating with the track star and golf buddies,
but with the evolution of programs team dynamics can move into 

the “basketball team” stage. 

In a basketball team, 
everyone is responsible for executing the offense and defense 
meaning everyone is operating in the same skills, 
though some are better at offense or defense. 

In ministry, 
a basketball team means everyone preaches and teaches and administrates. 

A GROWING XA may introduce a new event like a Fall Retreat or an XAi event 
and everyone takes on an equal amount of responsibility from its imagination to 

execution. 

In “basketball team” dynamic, 
everyone becomes a generalist good at many things but not nessesarily 

great at one thing. 

(Students) 
With almost triple the students of a STARTING Chi Alpha, 
A GROWING Chi Alpha must recognize the investment in students 
that used to happen seemingly on accident 
now has to happen on purpose. 



This is the beginning of developing a formal student training for the sake of 
fruitfulness.
as a Chi Alpha director or staff 
cannot have a one on one with every student every week 
by simply grabbing coffee with the total student involvement.

By formal I mean training that is planned on purpose instead of happening on 
accident. 

A GROWING Chi Alpha should now have student leaders 
and must ensure they are receiving formal training 
With frequency and continuity of content for the sake of common culture. 

This is what I mean…..

In years 1-2 of Chi Alpha NMSU, 
we put 24 students through a leadership training class 
designed to help them be small group leaders. 

But not only were the candidates different from year to year, 
the curriculum was different from year to year. 

The result was when you asked a student to define “Lordship”, 
No student could define it for you except for the year 1 class 
who learned all theology but no methodology. 

When you asked students what it meant to build a small group of F.A.T people, 
The year 1 candidates looked at you like you just punched Social intelligence in the 
face.
Only the year 2 candidates who were taught methodology but no theology 
Knew you needed to build a small group of faithful, available, teachable people. 

This is the epitome of UNCOMMON culture across one COMMON campus! 

It was not until New Mexico State committed to a formal training 
With frequency and continuity of content that we began to develop common 
culture. 

Now, every generation of student leadership for the last 5 years knows 
to disciple FAITHFUL AVAILABLE TEACHABLE people,
They know Lordship means God has a right on our lives 
not because of what He does but because of who He is. 

This formal student training goes well beyond a frequent leadership training class, 
And continues with creating small groups to disciple the small group leaders 
That can meet on a weekly basis 
And creating leadership meetings for every staff and student 
That can meet on a monthly basis. 



Before formality of student training, 
The leadership replication rate at New Mexico was 25%. 
After this it grew to 75% of our leaders now replicating new leaders. 

A GROWING Chi Alpha demands a growing student leader investment. 

This is where the Chi Alpha must recognize the first growth dynamic shift-
In a STARTING Chi Alpha, 
the hero is the staff who can replicate more student leaders. 

But in a GROWING Chi Alpha, 
the hero is the student leader who can replicate more student leaders. 

Hence The Win of a GROWING XA- 
Establish a formal student training for the sake of fruitfulness 

Now, How does a Chi Alpha Grow into the next phase, 
Where the student population can double from 75 to 150?

-students must become committed and creative 
to reach students they don’t know with the students they do know 

-staff must recognize a growing XA demands growing in skills. 
As Jim Collins has termed, 
the team that was once content with having the right people on the right bus 
must now become committed to getting the right people in the right seat- 
doing what they are great at. 

-lead director must begin to create opportunities for the staff to grow in skills. 

ESTABLISHING CHI ALPHA  (75-150 students) 
Feels like: A movement where everyone no longer knows everybody. 
There are small groups and resource groups that may be completely unaware of 

the other, 

Operates: multiple programs are beginning to develop and mature. 
Cross cultural missions has multiple trips. 
International students are beginning to be reached on purpose instead of 

accident. 
Students expect an excellence in large group execution.  



Team Dynamics: The team begins to move from a basketball team into a football 
team. 

Where everyone does everything in a basketball team.  
A football team operates with some players specializing only on offense. 
And other players specializing only on defense.  

In Chi Alpha ministry, 
a football team means everyone still operates in discipleship,
but the team is no longer in the generalist phase where staff is good at many 

things 
but in the specialist phase where staff is great at one thing.  

This is a Leadership Training class director who disciples but does not organize 
missions. 

This is a missions director who disciples but does not organize leadership 
training. 

Only the preachers preach. 
Only the leaders lead. 
Only the administrators administrate. 

The responsibility of the lead director during the establishing phase….

(Lead Director)
Empower the gifts of your team by recognizing what they are great at, 
especially what they do better then you, 
and giving them opportunity to do it. 

This is Sean Smith with the University of Pacific recognizing his Missionary 
Associate 
with 1 year of experience had leadership capacity,
so he gave her more responsibility. 

She then became your National Field Director, Stefa Chapel. 

This is Pete Bullette recognizing Josh Moran had leadership skills, 
so not only did he make him the CMIT director, 
he advocated for Josh, not himself, to become the district director- 
a move of non-self promotion completely contrary to tradition. 

5 years after being district directors,  
Josh and Katie Moran took that leadership experience 
to pioneer a new Chi Alpha at James Madison University 
where Josh has 10 in small group, 
Katie has 24 in small group, 



and JMU Chi Alpha is reaching 60 total students- 
The Chi Alpha just turned 4 months old 

This is Nate Banke at Colorado State University 
who only preaches 3 to 5 times a semester so his staff can preach. 

This methodology is completely contrary to the traditional model 
where a lead director is the primary preacher. 

But in Nate’s words,
”There are too many other good preachers and future pioneers getting the 
experience”

One may think this would compromise the quality and growth of CSU’s Chi Alpha, 
but as Nate said,
”delegation is about empowering the gifts your team members already have.”

This has led to a Chi Alpha that is now reaching 300 students in year 11
25 missionaries sent out into AGWM in the last 5 years, 
2 churches launched, 
2 Chi Alphas pioneered, 
And now their eyes are set on sending out 6 more Chi Alpha plants in the next 3 
years alone. 

This is why the Colorado Assemblies of God district leadership refers to Chi Alpha 
CSU as 
“the fastest growing ministry in Colorado”

Human nature says “if you want something done right, do it yourself”. 
But Kingdom culture says “delegate responsibility to create maturity”

In the establishing Chi Alpha, 
staff begin to find their identity as specialist. 
But it is the students identity that comes to a crossroad.

(Students) 
Chi Alpha is a family and an army in that order.
But if students do not feel they are apart of the family 
they will not join the responsibility of an army. 

Indiana University recognized this problem as Derek Britt noticed 
the more students they reached the less connected students felt, 
Resulting in less new students being reached. 

The Chi Alpha had 120 students. But it was the same 120 students.

How do you resolve this tension? 



While reading a book by Mike Breen 
they came across this idea of missional communities that are, 
“Small enough to care but large enough to dare”

The idea is communities need an atmosphere larger then small group 
but smaller than large group.

If its larger then small group, 
a new student’s first experience with Chi Alpha 
is not an awkward Bible study with 2 other strangers.

If its smaller then large group, 
a students responsibility (or lack there of) 
is easily noticed as opposed to lost in a large group crowd.

Indiana University then built “missional communities” 
composed of at least 1 male resource group and 1 female resource group, 
And all the disciples of those small group leaders. 
These communities would be about 20-30 students in size. 

These missional communities were responsible for creating a middle ground 
to get new students to the common ground of small group and large group. 

Derek Britt calls it a “3rd place”- 
where a home game is a Chi Alpha event and an away game is a non Chi Alpha 
event, 
A “3rd place” is meeting new people in the habitations of their normal 
rhythms-
Missional communities would commit to spending time in dorms during weekend 
nights 
to meet non chi alpha students.

They would go to the gym on weekends to connect over basketball with non Chi 
Alpha students.

They throw their own outreaches, 
like costume parties in their own houses,
 to bring new students to.

Their responsibilities are to meet once a month by creating their own events, 
designating their own assignments-
All with the purpose of growing their small groups BEYOND welcome month 
in a setting where students can feel more like family 
resulting in behaving more like an army.

Before missional community, Indiana University was stuck with about 100 
students. 
After missional community, Indiana University now has over 100 student leaders. 



This is what happens in the establishing phase. 
The Chi Alpha staff begins to find their identity as specialist, 
And students begin to find their identity in sub groups of the overall group. 

The Win of a Growing XA:
Delegate responsibility from all levels to create maturity from all people 

Now, how does an XA grow into the enlisting phase 
where the students begin to become staff?

-students must be taught how to discern the will of God, 
as some will be called to be leaders and others team members. 

-Where students must become comfortable with student expansion in the 
establishing phase, staff must become comfortable with staff expansion during 
the enlisting phase 
as the students they discipled now become interns and peers. 

-the lead director must paint the vision that serving on staff is a viable option 
for graduating students 
including but not limited to launching a CMIT program.

ENLISTING XA (125 students) 
Feels like: the energy of newness is back in the room. 
In the STARTING Chi Alpha this was because the ministry is new. 
In the ENLISTING Chi Alpha this is because students becoming staff is new. 

Operates:  In the GROWING phase the formal training concerned student 
leaders.  

In the ENLISTING phase the formal training now concerns new missionaries. 

Lead Director: 
Finds their responsibility in casting a vision for what a missionary life is like so 
students believe missions is a viable option. 

When no student has seen a student become staff before. 
They must see the vision that if they lead the way, others will follow. 

This was the message of Pete and Amy Bullette at the University of Virginia. 

This brave couple started a Chi Alpha all by themselves. 
A scenario that relates to more of us than less of us. 



Pete would tell you they were the only small group leaders that first year. 
Amy successfully grew the women from 1 small group into 2. 
Pete says he successfully grew the men from 2 small groups into 1. 

Like many of us starting out, 
they admit they did not know what they were doing 
so they were learning as they were going. 

But one practice Pete always used 
was casting vision for what would happen in Chi Alpha 
if someone else became responsible. 

Before Chi Alpha coined the phrase “give a year and pray about a lifetime”
Pete found himself painting the vision of Chi Alpha staff 
to a veteran student leader named Andrew Needham. 

There were no World Mission Summits. 
The Chi Alpha internship was still very young across the nation. 
Pete and Amy had not operated with a staff team before. 

The idea of Chi Alpha having staff was a foreign idea to the students at UVA 
who watched Pete and Amy do everything alone. 

But Pete believed if Andrew could see the vision of the domino effect 
it would be a worthy investment. He told Andrew, 
“I have a sense if you do this, 
you will knock down the weeds that hinder others from doing this as well”

With that vision of leading so others could follow, 
Andrew joined Chi Alpha UVA. 

When students watched their most recent alumni become a missionary, 
it modeled a different message about the viability of a missions career 
to the rest of the students that identified more with recent graduate Andrew 
then long term missionaries Pete and Amy. 

The result?
Every year since Andrew Needham’s give a year ended in 2007, 
UVA Chi Alpha has had someone join staff.

61 home grown UVA students have become missionaries 
in the past 12 years to be exact. 

That’s about 5 new indigenous missionaries being produced every year 
for the last 12 years. 

And it all started with Andrew Needham believing the vision- 



if he led the way others would follow. 

The WIN of an ENLISTING XA:
Cast the vision for students becoming staff 

Now how does this XA grow into the SENDING phase?

-for students, mission trips need to be considered less on the basis of short term 
adventure 
and more on the basis of potential long term responsibilities 

-for staff, you have to have the humility to stay if the lead director says you’re not 
ready to go. 
You have to have the humility to go if the lead director says you cannot stay. 
You have to have the humility to build the best team not the largest team.
You have to have the humility to not be offended if you’re not recruited onto any 
team. 
In other words, staff must have humility 
through the messiness of the SENDING phase 

-for the lead director, 
Casting vision must expand from what the LORD wants to do at your campus 
To what the LORD wants to do beyond it.

SENDING XA (150-300 students)
It Feels like: the future is always the topic of the present. 
Students are thinking about becoming staff. 
And staff begin to dream more of where they are not 
then where they are. 

It Operates like:  like a pipeline ministry. 
New students become staff. Staff become new pioneers. Teams are built and 

sent out. 
The entire process repeats itself. 

Team Dynamics: All of the above creates a tension between the present and the 
future 

as staff is now composed of multiple demographics: 
the long term staying, 
the short term sending, 
the one and dones, 
and the interns. 



All of which must learn to balance where they are going with where they are now.

(LEAD DIRECTOR)
For the lead director, this balance has a direct impact on their weekly work 
schedule. 
Johnny Hauck, from UTSA, reports 75% of his time is spent reaching UTSA 
but now 25% of his time is spent vision casting for campuses beyond it. 

The vision casting in the SENDING phase is now taking future pioneers with you to 
prayer walk and dream of future campuses to reach. 
Something Johnny does once a semester with veteran leaders. 

Pete Bullette says in the SENDING phase 
his responsibilities have become that of a “cultural architect”, 
Where the energy once spent in building culture is now spent in sustaining 
culture. 

With the Chi Alpha plant going to James Madison University, 
many of his students are talking Chi Alpha pioneering. 

But Chi Alpha’s vision is not just to transform the University, but the world. 

So Pete and Amy find themselves balancing their students hunger for Chi Alpha 
plants 
with a vision for world missions. 

This is the job of a cultural architect- to keep the focus balanced 
in transforming the University, the marketplace, and the world.

The staff must also learn how to balance the future and the present in the SENDING 
phase….

(STAFF)
Being SENT must become the norm instead of the rarity. 

Now hear me carefully, 
SENDING Chi Alphas like Sam Houston and University of Central Arkansas 
do have long term staff that stayed. 

But as Matt Carpenter at University of Central Arkansas has said, 
those long term staff had to justify why they were called to stay instead of go. 
And the number of goers far outweighs the number of stayers. 

UCA is firm in their conviction of Matthew 28, 
If we are called to go out and make disciples it means we cannot stay. 



This is why UCA Chi Alpha developed an orthopraxy that “staying at UCA is not an 
option”
Followed by the constant question, 
“How can we make things small again?”

The answer in the SENDING era has been encouraging their pioneers 
NOT to transition out of the spiritual fatherhood or motherhood too quickly 
where staff is directly discipling students. 

In effort to help their SENT out teams with this small focus,
UCA as the SENDING campus 
temporarily takes on the administrative responsibilities of the GOING campus 
like building graphics, running marketing, and running collective staff meetings 
so the SENT out teams can focus entirely on making disciples 
until they are ready to take on their own administration and staff meeting 
responsibilities. 

Furthermore, in effort to make things small again, 
UCA is committed to SENDING out teams and pioneering directors 
before they may be considered ready. 

To be clear, Matt is not insisting all pioneers are created equal. 
He is saying not all pioneers have to be perfect before they are sent, 
and to wait for their perfection before they are sent is to hinder their growth. 
Matt believes, 
“If you keep these people around you will stunt their growth. 
They may not look like they are ready to go out 
but neither were you when you went out”

This practice of “staying at UCA is not an option” 
has had a tremendous effect in Arkansas and across the world. 

In 18 years, the results are
8 Chi Alphas being SENT into the rest of Arkansas, 
14 total Chi Alphas being SENT from UCA, 
120 missionaries being sent to transform the university and across the world, 
And 500 current students involved in Chi Alpha who could be the next to GO.

What a phenomal effect within a Chi Alpha that asked 
“how can we make things small again”

The WINS of a SENDING XA:
Balancing reaching the current place with reaching future places 

Now how does this XA grow into the INNOVATING phase?

-For staff and the lead director, 



They have to be willing to go backwards to the basics in order to go forward. 

If discipleship of staff to students has become lost, 
it has to be found again. 

If discipleship into key student leaders has been disconnected, 
it must be reconnected again. 

For everyone from student, to staff, to lead director: 
You have to be willing to separate truth from tradition 
in order to try something new and unfamiliar. 

Especially because everyone is afraid of the unfamiliar, 
And too emotionally attached to the familiar. 

INNOVATING XA (300+)
Andy Stanley describes it this way…..

He says when you buy a couch....
you get attached to it because you created memories with it.

You watched championship games on that couch. 
You nursed babies on that couch. 
Maybe even made babies on that couch.

But through time it loses its color, 
the cushions get torn, 
it’s not even good for sitting which is its purpose. 

But when it comes time to move from a small house into a bigger house 
to accomodate our growing families, 
we take the couch with us-
ALTHOUGH its weathered and torn,
ALTHOUGH it doesn't match anymore with the rest of the new furniture in the new 
house.....

We take it and put it in the new house 
although its now 10 years old and hideous.

Not because we think its useful, 
but because it’s nostalgic.

This is the feeling of an INNOVATING Chi Alpha- 
there is a sense of nostalgia to do what we have always done. 

This feeling mandates the operation of adapting methods to fulfill the absolute 
mission- 



Believing tradition of what we have done 
does not equal truth of what we must do. 

This embrace of change can only begin 
by everyone becoming uncomfortable with the status quo. 

To borrow a thought from Francis Chan, 
He says when his Church was 40, they celebrated 100 people getting saved. 
When his Church was 100, they celebrated 400 getting saved. 
When his Church was 2,000, they celebrated 100 getting saved….
And it was wrong. 

When souls are at stake can we afford to let good enough be good enough?

This innovating phase of Chi Alpha requires everyone 
from staff, to student, to lead director to embrace adapting methods 
to fulfill the absolute mission by becoming comfortable with the thought of change 
and courageous with the action of change 
Because we are all discontent with the status quo.

What does it look like to change things (especially) when no one sees a need to?

In 2007,
Chi Alpha Sam Houston was considered the largest Chi Alpha in the nation 
with about 500 students involved. 

That is 10 times the size of the average Chi Alpha large group today. 
Many other Chi Alphas came to Sam Houston to learn how to do Chi Alpha. 
By all accounts, this was a successful Chi Alpha chapter in 2007.

But the small group leader to member ratio was not expanding. 
The leadership replication was about 50% 
when the goal was 100% of leaders replicating themselves. 

Many small group leaders were assimilating to the Christian culture 
without having Christian convictions- 
Devotional books were bought but not read, 
Amens were given but truth was not heard, 
Sayings were said but not understood- 
Resulting in a Chi Alpha stuck as the largest Chi Alpha in the nation 
with 500 students for the past 3-4 years. 

But good enough is not good enough when the Chi Alpha’s motto is 
“changing the world from Huntsville, Texas”

This led to an incredibly innovative thought which produced an innovative decision, 
“If it is easy for a small group leader to come to large group with zero 
disciples 



Because all the other leaders are bringing 500 students…..

Then what would happen if we create an atmosphere 
where the small group leader bringing zero students 
becomes undeniably recognizable, 
And awkwardly uncomfortable?”

This led to a decision to split the largest Chi Alpha in the nation into 3 independent 
services
Where the staff would become more responsible for the group they led, 
And the work of the student leaders to bring people 
(or not bring people) would become more obvious. 

This produced a very different feel to the first leaders retreat 
as Jason Bell, responsible for 1 group, 
Took the 30 student leaders assigned to him 
into the 250 seat capacity Chi Alpha house.

As we sat in the front row with 220 empty seats behind us, Jason declared the 
mission-
“We are responsible for filling this room. 
And if we don’t. 
Every meeting will feel as empty as this one”

For the entire year, 
These 3 different groups functioned separately 
to reconcile students to Christ and fill their rooms with souls. 

Chi Alpha Sam Houston stayed at 500 for the next 2 years, 
But the growth in the character of staff and student leaders was apparent 
as real responsibility was more recognizable-
IF WE DON’T MAKE DISCIPLES, THIS WILL FAIL.

Upon reuniting into 1 large group in the spring of 2009, 
The staff and student leaders who grew in responsibility 
also grew the Chi Alpha to 1,000 students. 

Raising the stakes on the visibility of responsibility 
raised the student reach from 500 to 1,000 souls within 2 years. 

The absolute mission was make disciples. 
The adaptable method was move from 1 large group service 
where irresponsibility can go unseen 
To 3 large group services where Responsibility must be seen. 

The WIN of a INNOVATING XA:
Be courageous to adapt methods in order to fulfill the absolute mission 



CONCLUSION 
This is how a Chi Alpha grows from a STARTING Chi Alpha to a SENDING Chi Alpha 
to an INNOVATING Chi Alpha. 
In every example, there seems to be a running narrative of 
Big ministries are committed to becoming small. 

The 6 wins of GROWING Chi Alpha again:

-We have to have an above average emphasis on discipleship 
by having a below average emphasis on everything else.

-Establish a formal student training for the sake of fruitfulness 

-We must delegate responsibility at all levels to create maturity from all people 

-We have to cast the vision for students becoming staff 

-We must balance reaching the current place with reaching future places 

-And be courageous to adapt methods in order to fulfill the absolute mission 

May God bless you 
as you change the world from your local campus. 

Thank you 


