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PART 1

BEFORE
YOU BEGIN





PURPOSE OF THIS

LEADER GUIDE

"is guide is a response to people who have asked for a more detailed 
resource as they begin to lead their !rst few Huddles. In the past, my 
teams and I were leery about putting out such a resource, because we 
didn’t want to convey the idea that there is a magic formula to leading a 
Huddle. So let us say from the outset that there is no perfect formula.

However, we also think it is helpful to provide a basic framework for the 
!rst year of a Huddle. "at’s what you’ll !nd here. At the same time, this 
guide is meant to teach you how to !nd freedom within that framework. 
"is is another way of saying that each Huddle leader should discern 
the best way forward for their Huddle. Each Huddle, each leader, and 
FBDI� QBSUJDJQBOU� JT� EJêFSFOU�� 0WFS� ���� ZFBST� PG� MFBEJOH� )VEEMFT� BOE�
Huddle leaders, I have never seen a Huddle look like any other Huddles 
I have led. But there are also similarities in every Huddle based on values, 
principles, and practices that you !nd in this guide.



Our one caveat: !is guide cannot compensate for you not having been 
in a Huddle where you were the participant. It is essential that you be 
in a Huddle before leading one. I can’t emphasize that strongly or loudly 
enough.

I pray that you will !nd this revised version of the Huddle leader’s guide 
to be a helpful resource that aids you during your !rst year of Huddle.
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HOW TO USE THIS

LEADER GUIDE

"is guide consists of three sections.

t� 1BSU��� MBZT� UIF� GPVOEBUJPO� GPS�)VEEMF� BOE�HJWFT� BO�PWFSWJFX�
of the framework and how the freedom you can !nd within it, 
while also providing details you’ll need to know heading into 
your !rst Huddle.

t� 1BSU���JT�UIF�GSBNFXPSL�GPS�UIF�ëSTU�ZFBS�PG�B�)VEEMF�

t� 1BSU� �� JODMVEFT� TPNF� BEEJUJPOBM� OPUFT� BT� XFMM� BT� UIPVHIUT� PO�
how to lead Huddle once you’ve !nished going through the 
LifeShapes and the framework provided here. It also includes 
the Appendix.

5BLF� UJNF� UP� SFBE� UISPVHI� UIF� FOUJSF� HVJEF� CFGPSF� EJWJOH� JOUP� ZPVS�
Huddle, because this guide contains many puzzle pieces that !t together 



into an integrated whole. Also, please note that throughout the book, 
you’ll !nd strategic places for you to take notes via short exercises to help 
you discern the path God is taking your Huddle. Put these to good use.

You’ll want to keep your copy of Building a Discipling Culture regularly 
have at your side, as it is a superb reference guide, particularly in Part 3 
of the book, which goes into meticulous detail on how to lead Huddle. 
"is revised guide coordinates with the third edition of that book, which 
was released in 2017.

"ere is also a revised Huddle participant guide that mirrors the frame-
work in this book. It will be quite helpful for the people you are huddling.

Lastly, throughout this book you will !nd coaching tips that other leaders 
have found really helpful in leading Huddles. As I have often said before: 
“You’ll make mistakes along the way—just make di#erent ones than 
we’ve already made!”
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WHAT IS

HUDDLE?

In a moment, let’s begin with a bullet-point list de!ning a Huddle. But 
!rst, it’s important to clearly state that a Huddle is a vehicle designed is 
GPS�DVSSFOU�PS�GVUVSF�MFBEFST��0WFS����ZFBST�UIF�EJTDJQMFTIJQ�NPWFNFOU�
that you and I are a part of has proven that if you disciple leaders well and 
give them the tools, vehicles, and principles to disciple, everyone in your 
church will be discipled. So as you begin the journey of leading a Huddle, 
remember that it’s crucial for you to invite leaders into the discipling 
relationship with you.

HUDDLE IS:

t� "� QMBDF� UP� EJSFDUMZ� EJTDJQMF� ZPVS� DVSSFOU� PS� GVUVSF� MFBEFST� JO�
mission and discipleship

t� "�QMBDF�UP�HJWF�BOE�SFDFJWF�FODPVSBHFNFOU�BOE�BDDPVOUBCJMJUZ

t� 'PS� B� HSPVQ� PG� �� UP� ��� QFPQMF� 	XF� SFDPNNFOE� TUBSUJOH�XJUI 
4-6 people)



t� 3FHVMBS�BOE�DPOTJTUFOU�JO�JUT�SIZUIN�PG�NFFUJOH�	BU�MFBTU�FWFSZ�
other week, but usually held weekly)

t� -FE�CZ�UIF�)VEEMF�MFBEFS

t� 4PNFUIJOH� ZPV� BSF� JOWJUFE� JOUP� CZ� UIF� MFBEFS�� ɨJT� JT� OPU�
something people bring a friend to. If you lead a Huddle, then 
it is your Huddle, and you set the terms, including whom you 
choose to disciple and invite.

t� "�QSJWJMFHF�OPU�B�SJHIU

t� 3FMBYFE�BOE�GVO��-BVHIUFS�TIPVME�IBQQFO�SFHVMBSMZ�

t� %FQFOEFOU� PO� PQFOOFTT� BOE� IPOFTUZ� XJUIJO� UIF� MJGF� PG� UIF�
Huddle

t� )FMQJOH�QFPQMF�BOTXFS�UXP�RVFTUJPOT�FBDI�UJNF�UIFZ�NFFU�

B�� 8IBU�JT�(PE�TBZJOH�UP�NF 

C�� 8IBU�BN�*�HPJOH�UP�EP�BCPVU�JU 

t� 'PS�B�TFBTPO�POMZ�OPU�GPSFWFS��8F�UFOE�UP�BTL�QFPQMF�UP�DPNNJU�
GPS� B� DIVSDI�NJOJTUSZ� ZFBS� BU� B� UJNF��0CWJPVTMZ� ZPVS� DVSSFOU�
leaders remain in Huddles for as long as they are leading people, 
but you will want to shake things up from time to time.

t� .FBTVSFE�CZ�HSPXUI�JO�NBUVSJUZ�BOE�GSVJUGVMOFTT�PG�NFNCFST

t� 4PNFUIJOH�UIBU�NVMUJQMJFT�PWFS�UJNF�BT�NFNCFST�TUBSU�UIFJS�PXO�
Huddles
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Coaching Tip: Your Huddle will plateau and stall within 

3-6 months if your participants aren’t leading something. 

Without  the  opportunity to lead, Huddle becomes just 

another thing they do in an already busy  life.



SPIRITUAL FORMATION 
PROCESS

PHASE ONE: LANGUAGE

As is thoroughly discussed in Building a Discipling Culture, language 
creates culture. LifeShapes is a powerful discipling language, and so this 
guide recommends focusing on this language during your !rst year of 
Huddle.

It’s important to understand this language lays the foundation for 
everything else. It helps establish the biblical worldview of Jesus and 
gives people a lens to see the world in the way that Jesus did. Huddle 
is a tool for slowly teaching people this language. "e !rst few months 
of Huddle are similar to learning basic Spanish. You have to know some 
of the nouns and pronouns and how to conjugate verbs before you can 
really start immersing yourself in the language and becoming $uent in it. 
It’s all about the basics.



Learning the basics of the language is key, particularly as people learn to 
engage the two central questions:

"�� 8IBU�JT�(PE�TBZJOH�UP�NF 

#�� 8IBU�BN�*�HPJOH�UP�EP�BCPVU�JU 

"is is foreign for so many people. Most people don’t even know how to 
hear and discern the voice of God, much less respond to it.

+FTVT�DMFBSMZ�FTUBCMJTIFT�UIJT�GPVOEBUJPO�PG�MBOHVBHF��0O�UIF�ëSTU�EBZ�PG�
IJT�NJOJTUSZ�IF�JOUSPEVDFT�UIF�JEFB�PG�UIF�,JOHEPN��7FSZ�TPPO�BGUFS�UIBU�
he delivers the Sermon on the Mount, exploring more fully the reality of 
UIF�,JOHEPN�PG�(PE��&WFSZUIJOH�UIBU�IF�UFBDIFT�FWFSZ�TUPSZ�IF�HJWFT�
BOE�FWFSZ�BDUJPO�IF�NBLFT�JT�XSBQQFE�VQ�JO�UIF�MBOHVBHF�PG�UIF�,JOHEPN�
PG�(PE��ɨJT�MBOHVBHF�PG�UIF�,JOHEPN�QVU�IBOEMFT�PO�USVUI�TP�QFPQMF�
could remember and understand. "is should be the goal of the language 
you use in your Huddle as well. 

PHASE TWO: RHYTHMS

"is phase is about learning the rhythms of life that Jesus talks about 
in John 15—how there is an ever-swinging pendulum between rest and 
work that was written into our bodies from the creation of the world. 
Jesus is trying to draw out this principle: We are designed to work from a 
place of rest; not rest from work.

He makes it quite clear that real rest is found in him being connected to 
his Father. It is in times of rest that we not only receive the Father’s life 
and energy, but also hear his voice.

Because so few people have ever sustained daily or weekly rhythms in 
their lives, it usually takes months for this to happen in the lives of the 
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 SPIRITUAL FORMATION PROCESS 11

people in your Huddle. In order to do this, most people will need to 
start getting up early every day to spend time in scripture and prayer. 
0G�DPVSTF�UIJT�JTO�U�IPX�FWFSZPOF�XJMM�GVODUJPO�BOE�UIBU�TIPVME�CF�0,��
It isn’t law, and certainly some people don’t start their day this way, but 
the experience of the movement tells us this is generally the case. "e 
experience of Huddle leaders in the movement tells us that if we can win 
this !rst, all-important battle of the day, the other battles of the day go 
our way a lot easier.

"is tends be a hard adjustment for most. You will likely !nd that most 
people don’t get up at the same time and rarely go to bed with any 
consistency. Changing this and developing rhythms isn’t an easy process. It 
will be something the people in your Huddle struggle with. Undoubtedly, 
they will want to give up. And as the person discipling them, remember 
that you lay down your life to get them through this. If they can’t get these 
rhythms down, our enemy will render them virtually ine#ective because 
he has cut o# their source of life and energy: the Father.

"ey will want to give up during this phase, so give them a tremendous 
BNPVOU�PG�HSBDF�BOE�LFFQ�SFNJOEJOH�UIFN�XIZ�UIFZ�BSF�EPJOH�UIJT��0OF�
helpful tidbit: many Huddle leaders !nd it helpful to text the people 
they’re discipling each day, for 6 weeks straight, to remind them of the 
passage of scripture you’re reading as a way of holding them accountable. 

"e same goes for taking a day o# (Sabbath), an important weekly 
rhythm. You have to give a massive challenge and a massive invitation 
for them to make this happen in their life. "ey might fail more at this 
than they do in their daily rhythms. Many people are addicted to work, 
to emails, and to doing, doing, doing. It’s so very di%cult in our culture 
to take 24 whole hours o#. You have to help people in your Huddle !ght 
to take a Sabbath. "e best way to do this is to model it in your own life. 
Invite them and their family to spend their day o# with you and your 
family. Show them what it’s like and why it’s such a beautiful thing.



PHASE THREE: BOLDNESS IN MISSION

7FSZ�DMFBSMZ�XF�BSF�UP�CF�BCPVU�PVS�'BUIFS�T�CVTJOFTT��8F�BSF�UIF�BHFOUT�
PG�UIF�,JOHEPN��8F�IBWF�BO�JOUFSJPS�XPSME�CVU�BT�XF�CFDPNF�EFFQMZ�
connected to the God of mission, we respond in kind since we have been 
NBEF�JO�UIF�TBNF�JNBHF��8F�DBSSZ�IJT�BVUIPSJUZ�BOE�IBWF�CFFO�UPME�UP�
exercise his power. So every day, there is a mission.

A Huddle allows you to disciple your members in such a way that they 
integrate the mission into their way of seeing the world and balancing 
their relationships.

You can do this in two ways in a Huddle. First, use your Huddle time 
UP�HFU�PVU�PO�B�NJTTJPO�UPHFUIFS��"GUFSXBSE�QSPDFTT�UIF�,BJSPT�UIBU�XBT�
provoked.

You will notice that this is intricately worked into the framework we have 
laid out in this leader guide. Second, Huddle is about holding the people 
ZPV�SF�EJTDJQMJOH�BDDPVOUBCMF�UP�MJWJOH�PVU�UIF�065�DPNQPOFOU�PG�+FTVT��
life through concrete, actionable plans. Every disciple is missional. It’s 
part of the deal! Yet most of us simply don’t live that way.

Now, when we !rst start interacting with this, some timidity is natural. 
More than likely we will stick to the People of Peace that we know well 
and in front of whom we won’t risk embarrassing ourselves. (See the 
Relational Mission chapter and the Octagon section from the appendix in 
Building a Discipling Culture for more details here.) 

But what happens when we sense we are supposed to pray for someone 
XF� EPO�U� LOPX � 0S� BTL� TPNFPOF� XF� IBWF� POMZ� NFU� PODF� B� QFSTPOBM�
RVFTUJPO �0S�BTL�GPS�IFBMJOH�GPS�TPNFPOF�XF�KVTU�QBTTFE�PO�UIF�TUSFFU �
0S�NBZCF� TQFOE� UJNF� JO�4FDUJPO���HPWFSONFOU�IPVTJOH�XIFSF�QFPQMF�
IBWF�UP�DIPPTF�CFUXFFO�CVZJOH�GPPE�PS�QBZJOH�SFOU �0S�NBLF�B�TQJSJUVBM�
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 SPIRITUAL FORMATION PROCESS 13

insight into the life of someone whom you know very well, even though 
ZPV�BSF�TDBSFE�XIBU�UIFZ�NBZ�UIJOL�PG�ZPV�BGUFSXBSE 

If you’re like most people (including me when I was !rst starting out), 
the thought of this petri!es you! But we can’t read scripture and avoid the 
fact that God prepares us to be present with others for a speci!c purpose. 
"is third phase is an exercise in learning boldness and walking in the 
economy of a di#erent kind of kingdom.

%PFT�UIBU�NFBO�ZPV�EPO�U�FOHBHF�JO�B�NJTTJPO�JO�UIF�QSFWJPVT�UXP�QIBTFT �
0G� DPVSTF� OPU�� *U� TJNQMZ�NFBOT� UIBU� BT� TPNFPOF� MFBSOT� UIF� MBOHVBHF�
and as they have rhythms of listening to the Father regularly governing 
their lives, out of the over$ow of this will be an increased intentionality, 
authority and boldness that wasn’t present before. It starts from inside 
you and works its way out.

PHASE FOUR: LEADERSHIP

0OF� PG� UIF� TUBUFE� FYQFDUBUJPOT� PG� B� )VEEMF� BU� UIF� WFSZ� CFHJOOJOH� JT�
that if you’re in a Huddle, you will start one of your own someday or 
lead out a missional vehicle that will one day lead to the formation of 
leaders in a Huddle. "is is how we keep the Gospel imperative of the 
Great Commission: Make disciples who then make disciples who then make 
disciples. A Huddle isn’t just for our sake (though we receive great spiritual 
bene!t from participating).

*G�XF� SFDFJWF� BOZUIJOH� JU�T� TP�XF� DBO�HJWF� JU� BXBZ��0ODF�QFPQMF�LOPX�
the agreed-on discipleship language, their lives are evidence of this. And 
when they have sustainable rhythms in their lives and begin to learn to 
boldly enter into mission, then the expectation is that they will begin a 
Huddle (or another missional/discipling endeavor) of their own. Every 
disciple leads someone, even if it’s just 4 people.


