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2 Corinthians 11:26-28 In journeyings often, in perils of waters, in perils of robbers, in perils by mine own countrymen, in perils by the heathen, in perils in the city, in perils in the wilderness, in perils in the sea, in perils among false brethren; 27 In weariness and painfulness, in watchings often, in hunger and thirst, in fastings often, in cold and nakedness. 28 Beside those things that are without, that which cometh upon me daily, the care of all the churches.

This paper addresses leadership decisions on the International Missions field and the “arm chair quarterback.” This paper is not meant to place the team leader on a pedestal of perfection, nor is it intended to squelch valuable input by any team member. It is intended to emphasize the importance and the process of team unity, and how needless questions can endanger the mission of the team, which of course no one would intentionally do, but could do without the input and understanding described in this essay.

Leading an international missionary team calls for a much wider scope of decision making and leadership skills than anything a Group Leader (GL) experiences in the local jails and prisons in America. The carrying out of these decisions may be questioned by those on your team, and by those nationals with whom you minister. The International Group Leader (IGL) has to be able to appropriately handle second-guessing of decisions. 
The International Group Leader is not only responsible for the order of service and role assignments (like the local Group Leader), but the IGL has to make decisions regarding virtually every step of the team's life for two straight weeks, plus he has to work with the nationals. The IGL has to be concerned about food, money, relationships, assignments, flights, ground transportation, health issues, gifts to officials, safety, and a host of other time consuming, energy sapping, virtue taxing activities. 

We recognize that Paul the Apostle in the scriptures cited above had to face hardships on the mission field, both physical and emotional, and had to contend with opposition as he advanced the cause of Christ. Further, he had to attend to the needs of the churches (the saints). This gives a bit of a picture of the IGL, who likewise faces emotionally draining situations within which he has to make decisions while simultaneously caring for the welfare of the team.
It is not uncommon for a Group Leader in the American prisons to participate on an international missionary trip. Through experience and study such a Group Leader has learned the dynamics of the order of service in the institutions, the strengths and weaknesses of his local team, and has learned the system of their local institution such that the team enters, ministers in, and leaves the institution in an orderly fashion. Yet in an international setting many of the norms of the country and institution are not well known, and to the local Group Leader, who is used to "his style" of ministry, seeing another practice or procedure, or sometimes the very lack of such, makes for the local GL to question or want to provide direct leadership input to the IGL.

Another type of international missionary is the person who has not been a local jail or prison Group Leader, but is someone on a team. For them, there is even less knowledge of how to run a service or provide direction to others. Then still there is the new person on the international team, who perhaps has little to no experience in the American jail and prison system. Further, they may or may not be in a leadership position in their careers. In this widely diverse experience background the IGL may find that many may bring some opinion on how things should be done regarding ministry, leadership, management, and administration, and directly challenge your decision.
Within these varying levels of jail and prison experience, international experience, and career leadership experience is the personality of the individual. It is widely recognized that there are four personality types:

· Direct - no nonsense, "type A", results oriented, short fuse, choleric

· Extrovert - talkative, relational, sensitive, expressive, sanguine, endless fuse

· Structured - clear boundaries, process oriented, moderate fuse, melancholy

· Paced - steady, methodical, needs time to process information, long fuse

So with varying personalities and backgrounds, it is inevitable that the IGL is going to have something he is doing questioned. This can be stressful to the volunteer when the IGL may have to make a snap decision (which bothers the "Paced" person), may have to change the scheduled course (which bothers the "Structured" person), may have to be brief in their interactions with volunteers or nationals (which bothers the "Extrovert" person), or may not know the answer to a question or situation immediately (which bothers the "Direct" person).

With all of this understood, the best way to avoid needless input and questions by arm chair quarterbacks is to have sufficient training of the ministry team before ever hitting the foreign soil. As many questions as can be answered beforehand the better, as well as making it clear to the team that the IGL has attended specific training themselves and understands PFC international policies and procedures. Every budget item has been reviewed and approved and is well established.

Further, not all missionary campaigns are alike. For example, the prison systems in African countries often have less resources than a country like India. In Africa PFC has a larger humanitarian aid budget than it does for India, simply because African prisons often can’t feed the prisoners (that’s the responsibility of the families), but the Indian prisons can. In Africa it is not uncommon to have to provide a payment for a government service. To the uninformed team member this may look like a bribe and thus be unethical; to the PFC leadership this is recognized as the cost of access to the prisoners. Thus training in advance to the ministry team will prepare them for such an incident. 

Some questions on the field are legitimate, and lead to a better understanding of ministry matters for the volunteer, and these questions are appropriate and welcome. When the IGL answers these questions it helps to develop the next leaders and on-the-field training is the best training! But some questions are not appropriate. Questions that imply that PFC is acting unethically, unbiblically, fiscally imprudent, disinterested in people, is unprepared, is disorganized, or is neglectful of necessary issues are not unto edification and only engender uneasiness, strife, and discord. It must be made clear to any team member that back-handed comments and disrespectful attitudes will be dealt with quickly. A stern rebuke will likely be a part of the response. And guess what, no IGL wants to issue a stern rebuke – they’d rather chew glass. So think before you make a comment! 
Now, even with all the best laid plans of mice and men, it will still happen that someone questions the leader’s decision in the field. Again, in pre-trip training, which is absolutely mandatory for all team members to attend, especially if it's with a leader that they have not traveled with or who was not a leader when they traveled together, many questions will be answered. It is during these times that team chemistry emerges, is established, and begins to solidify. The team prays together, interacts together, and learns the heart of the leader. The mission field is no place to be surprised with misplaced comments that can derail a team, cause members to lose their joy, and give the devil a foothold.

The team member must also know that the "commander in chief" model is in effect on the mission field. The pre-trip planning meetings, when the heat is off and there is no stress, are the best time for curious team members to ask questions about anything and everything on their mind. On the field, the team member may often be called upon to act with no explanation - it's just something the team leader needs them to do. If the team member determines to question, disagree with, or carry out the request in a spirit of rebellion, then the entire team will suffer. This absolutely should not be allowed to happen.

But what if it does? If the pre-trip sessions have been attended, yet still this happens, then advise the team member that you will address it with them off-line (same day preferred – when all ministry for the day is over) but to please carry out the request immediately. This should be done in a gracious spirit by the team leader. When opportunity presents itself, then the leader is obligated to first explain the request (since you said you would) and then communicate to them that in the pre-trip meetings everyone agreed to the "commander in chief" model and that their question was not consistent with that understanding. The worst case is that a clear rebuke is needed, especially if one thinks it will likely happen again. The behavior has to be nipped in the bud. The rebuke must take place in private. At the conclusion of this private session the leader should reaffirm the team member, even with a hug, to again give no place to the devil. Attitudes and relationships are very important, and a unified team is a strong team.

It can be entertaining to listen to radio call-in sports pundits after the local football team has lost a game. They will question the third-and-10 call in the fourth quarter. They will question why the play called for a pass when they think it should have been a running play. They will question the formations, the personnel, the coaches, the ownership, and the referees. They will provide their own analysis and feel very justified in setting the record straight. This is all foolishness. Know this – there is no football fan outside of the game that knows nearly what the on-the-field coaches and players know. It’s easy to be the arm chair quarterback when someone else is making the call. Both college and professional coaches spend hours and hours and hours before every game planning. It is not uncommon for them not be home the night before, but spend all night and into the next morning in the office reviewing film, player health, strategies, game day conditions, opening plays, what to do in certain situations, anything and everything to gain an advantage and to have a successful outcome. Isn’t it rather foolish to think that a coach would intentionally make a stupid call? Isn’t it ridiculous to think that the average fan knows better what to do during the game than the coaches?
The US Navy has an elite team, widely respected, know as the Navy SEALs. Here is the Navy SEAL code:

"Loyalty to Country, Team, and Teammate,
Serve with Honor and Integrity On and Off the Battlefield,
Ready to Lead, Ready to Follow, Never Quit,
Take responsibility for your actions and the actions of your teammates,
Excel as Warriors through Discipline and Innovation,
Train for War, Fight to Win, Defeat our Nation’s Enemies,
Earn your Trident everyday."

Not a bad attitude at all for the International Missions Teams! Their training is vigorous, but they have a goal in mind. They have a chain of command. There are many qualifications of a Navy SEAL, but they are all volunteers into the program. They are “ready to lead, ready to follow, and they never quit.” Do you think in the thick of battle, one of the SEAL team members is going to be challenging the orders of a commander? Not likely. Wouldn’t really make much sense would it? So too the team and the IGL on the missions field should have a similar recognition of this reality.
It’s unlikely that a missions team member, especially someone new, knows more than the IGL and can make better decisions on the field. The IGL has had specific training (both in the office and in the field), has led trips before, has led teams in America for years, has been a team member on foreign trips before, and has shown himself capable in leadership, administration, management, and decision making. They have the training and they have the experience. Anyone who has managed people, either in the workplace or in ministry, carries a heavier load than the staff or volunteer. It’s just the way it is. It’s also something not understood by persons who have never done this before. Misplaced comments by the uninformed (though sincere) are unproductive, best to save questions on policy and practice to a private time with the IGL, and the best time is at the end of the day when ministry for that day is done and the pressure is off.
The IGL wants the team to be able to do what it is intended to do – minister the gospel, be used of God, maintain their health and good attitudes, and come home safe feeling a genuine sense of having done their part to advance the cause of Christ. The IGL seeks to provide this atmosphere, all the while attending to a thousand and one details that are often never seen by the team member, but because these details have been handled the team member is in the best position to have a positive experience. Please trust your IGL, who, though not perfect, has accepted the mandate to lead an international team and has been prepared to the best of his and PFC’s ability.
A final key to success is for the team to get to know the leader and establish in their own heart and mind that the leader is ethical and qualified. When this is done, the team member must agree to do as asked and if there are questions they are to be asked later and not at the time of the activity needing to be done; not that they aren’t allowed to question something, just be able to control themselves until the appropriate time and place (alone with the leader) and realize that there are unseen issues and information that the team member may not have. Give the leader the benefit of the doubt. Give PFC the benefit of the doubt. Work for unity rather than dissention. Recognize that there may be more than one way right way to handle a situation. 
The “grand slam” is when a team member gets the vision to be an IGL – and every IGL was once a team member. Questions, training, experience, all in the time appropriate, will lead to teams and team members being successful and will contribute to the development of yet new IGLs. 

Hebrews 13:17 Obey them that have the rule over you, and submit yourselves: for they watch for your souls, as they that must give account, that they may do it with joy, and not with grief: for that is unprofitable for you. Among the worst experiences for any Christian leader is to have to deal with someone in a teamwork situation who is rebellious, rude, judgmental, critical, always offering advice, questioning decisions, and generally disrupting the chemistry and the spirit of the team. It is a hallmark of Christian deportment for leaders and team members on the field to work together in a spirit of unity, preferring others above themselves, dying to self, and contributing to the mission of advancing the kingdom of God in Jerusalem (our city), Judea (our state), and to the uttermost part of the world!
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