Mutual Ministry Review –  St. Mark's Burlington

October 2010

PURPOSE

To celebrate and strengthen the work of the Vestry and Rector by:

1. Reviewing our work over the past 9 months against the criteria for effective teams (see the “Structured Leadership Teams” handout)

2. Planning to strengthen the Vestry/Rector team for the next 3 months

	AGENDA

6:00pm Dinner and check in

6:40pm Opening prayers

6:50pm Review Actions

7:15pm Review Capacity

7:40pm Review Learnings

8:05pm Review Interdependence

8:30pm Desert and reflection on meeting

8:55pm Closing prayer



	


Preparation For Mutual Ministry Review

St. Mark's Episcopal Church, Burlington, MA

October 2010

Please read the “Structured Leadership Teams” handout. This will help you understand the following questions. You may wish to come to the meeting prepared to answer the questions in italics. At the meeting, our combined answers to these questions will help us address the questions in bold type.

ACTION: 

· What vestry actions have accomplished the goals we set at our retreat? 

· What proposed actions were not accomplished? 

· What other actions have the vestry taken to help St. Mark's carry out our mission?

· What do we want to do in the next three months?

CAPACITY: 

· In what ways are we working more effectively as a team?

· Who is taking more leadership?

· What can we do to continue to build our capacity as a team?

LEARNING: 

· What have you learned personally through your work as a Vestry member? 

· What made this learning possible?

· How can we strengthen our ability to learn from one another?

INTERDEPENDENCE:

· What role or roles do you play on the Vestry?

· Who works with you?

· Who do you ask for help?

· Who asks you for help?

· What roles need to be clarified or shared more equally?

· How can we improve the quality of support we give and receive?

STRUCTURING LEADERSHIP TEAMS

Why does team structure matter?

The most effective leaders have always created teams to work with and lead with them.  Take Moses in the story of Exodus, or Jesus and the apostles in the New Testament, or Martin Luther King Jr. in the Montgomery Bus Boycott.  

In the church, a great team might lead an effective mission project in the community or a successful giving campaign.  If you’ve ever been part of an excellent team, you know the wonderful feeling of achieving a shared purpose, fostering deeper relationships, learning something new, and having fun with others.  Unfortunately, we don’t always create effective teams.  Our ministries could be more rewarding if we intentionally structured better teams in all areas of church life. 

Well-structured teams offer a model for working together that fosters interdependency, where individuals can work toward goals together, with each person taking leadership on one part of the team’s activity.  Structured teams recognize and put to use the unique talents of the individuals on the team.

Team structure also helps create the ability to strategize creatively in ways that produce more vibrant, engaging action than any individual could create alone.  In a large organization or campaign structure, there may be multiple layers of teams to engage people at all levels of participation. For example, a diocesan mission team might train and coordinate congregational leadership teams, which in turn may support local mission teams of volunteers.  Or a congregation may have a capital campaign leadership team that coordinates the work of other teams for events, spiritual emphasis, advanced gifts, or visibility. These teams may facilitate smaller teams of volunteers responsible for specific events or activities.  At every level the people on leadership teams have a clear purpose with clear goals and the ability to strategize creatively together about how to carry out that purpose and meet the goals.  This structure creates multiple points of entry for volunteers, and multiple opportunities to learn and to exercise leadership. In smaller organizations there may be fewer teams or only one, but they still exhibit the same essential characteristics of a well-structured team. 

Why don’t teams always work well together?

We have all been part of volunteer teams that have not worked well.  They fall into factions, they alienate each other, or all the work falls on one person.  Some aim to keep the pond small so they can feel like big fish.  So many of us come to the conclusion: I’ll just do it on my own; I hate meetings; just give me stamps to lick.  There’s just one problem: we can’t become effective enough to do what we need to do if we can’t even work together toward a shared purpose.

The challenge is to create conditions for our leadership teams that are more likely to generate successful collaboration and strategic action.

The criteria for team effectiveness 

A great deal of research has shown that three things help to make a team more effective:

1. ACTION: The action work of your team matches the goals you need to meet in order to succeed in your purpose.

2. CAPACITY: Over time the team is learning how to work more effectively as a team, and developing more leadership.

3. LEARNING: Team work supports individual growth and learning.   

In short, the team is meeting the organization’s interests by achieving goals, while at the same time meeting each participant’s interests by giving them room to learn and grow.

Conditions for Good Teams

The team is stable, with clear boundaries.  You can name the people on it and they meet regularly.  It’s not a different, random group of people every time.

The team is diverse.  Good teams have a diversity of identities, experiences, opinions, and gifts ensuring that everyone is bringing the most possible to the table.  

The mission points you in an engaging direction.  The work you have to do is clear. It’s challenging. What you’re working on together matters, and you know why.

The team works interdependently.  Everyone on the team has a roughly equal share of the work, understanding that each part is necessary to adequately reach the ultimate goal.  The success or failure of one thus has an effect on all.  One way to encourage interdependence is to have clear roles based on the work that the team needs to do to succeed. Good teams will coordinate and help each other.  Good team members will communicate well when they need assistance.  No one is carrying out activity in a silo that’s secretive to others.

The team has clear norms.  Your team sets clear expectations for how you will respect and empower each other during your work together. You have agreed upon ways to hold each other accountable and to foster effective group process. (Every group has norms, but effective groups are often explicit and transparent about their norms and group processes.) 

The above principles of team structure are being used in the Episcopal Church through various organizing efforts within the dioceses of Minnesota, Massachusetts, and Spokane. For more information contact The Rev. Devon Anderson resident in the Diocese of Minnesota.
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