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				Introduction

				Who is this guide for?

				This book is designed for congregational leaders (pastors), district superintendents, coaches, and consultants working in the context of the United Methodist Church. In particular, it is intended for people who are seeking to develop leadership behaviors and practices, as well as those who are supporting them in their development. We know that for development to occur, and for the impacts to make a lasting difference, leaders at all levels must be clear on what skill or behavior they need to improve, be motivated to make the change, and know what steps to take. This guide provides you with ideas and strategies on how to improve where you need to be stronger or work around a need, so that you can be as effective as possible. 

				Anyone who does not recognize their development needs (or, unconsciously incompetent) will not be helped by this guide. If this describes you, then seek additional feedback and counsel before going any further. And, if you are not motivated to take the steps necessary to improve, talk with a mentor or someone who understands your role, organizational context, and aspirations. Ask them why this need is important for your development. See how the need plays out for you. Consider the consequences of not addressing the need. Think about the benefits of developing to meet the need. 

				This guide is intended for individual leaders who believe that they have a need, and want to do something about it, as well as supervisors, coaches, and consultants who are supporting leaders in their developmental journeys. The tips in this guide provide practical guidance to help you develop the key competencies of congregational leadership. If you recognize your needs, and are motivated to do something about them, then this guide is for you. 

				What is in this guide? Where did it come from?

				This guide focuses on the Congregational Leader Behavior Inventory (CLBI), a multi-rater feedback instrument developed by John Bennett for use with the leadership competencies developed by the United Methodist Church (UMC) for use with their congregational leaders. The content of this guide was developed by a team of experienced clergy and lay coaches who have worked with hundreds of pastors using the CLBI to help them identify areas for development, and to support them in their developmental efforts. 

				The competency model was originally developed by the consulting firm, TowersWatson, for the UMC and has been widely used. 

				How is the guide structured?

				The competency model and CLBI are presented, including a sample report with instructions on how to read it.

				We begin with an overview of the leadership competency model and Congregational Leader Behavior Inventory (CLBI), then describe how to use the CLBI, followed by how to interpret the CLBI 360 results. A chapter about how to use the guide and where to find various resources and a framework for creating developmental action plans concludes the initial sections. Next, each of the 15 competencies is presented along 

			

		

	
		
			
				with related scripture, working definitions of key terms and concepts in the competency, and competency behaviors in the forms of neglectful competence, unconscious incompetence, and conscious competence. Next, example scenarios describe pastors who are beginning to exhibit the competency behaviors, growing in their competence, and who integrated the competency behaviors in their routine. Then, a guide is provided for action planning related to the competency followed by sample questions that coaches, supervisors or professional development teams might use to support the pastor in their development. And, for each competency, additional resources are included, along with additional scripture references for each competency.

			

		

	
		
			
				Overview of the Competency Model and Congregational Leader Behavior Inventory (CLBI)

				All of the competencies included in the CLBI360 were found to be related to vital churches. As stated in the original Towers Watson Study (2010, page 112), a measure had to meet these criteria in order to be used as an indicator of church vitality:

				•	Descriptive – the measures had to provide graphic illustrations of an aspect of church life, leadership or processes that people recognize as important and understand.

				•	Differentiating – the measures used had to be more common in churches with high vitality than in churches with low vitality.

				•	Quantifiable – the measures used had to be something that can be objectively measured, rather than subjectively assessed. Objective, quantifiable measures avoid the risk of biases that are likely when using subjective measures.

				•	Available – the measures must have available data for at least three – five years across 95% of all UMC North American churches. There were many metrics that otherwise could have been useful indications of vitality, but they are either based on information that is not collected on a consistent basis across the five jurisdictions or have not been collected over a long enough period of time to allow sufficient time to establish trends.”

				Using these measures, the research found four areas to have a strong, positive impact on the Indicators of Church Vitality across thousands of churches:

				•	Small Groups and Programs, 

				•	Worship, 

				•	Lay Leadership and 

				•	Pastoral Leadership. 

				The CLBI 360 focuses on the competencies related to pastoral leadership, which includes equipping and empowering of lay leadership.

				Each competency is listed from 1 -15 in the following format on the following pages. Those in bold were found to have a stronger impact on vitality, although many of the other competencies influence the leader behavior of those found in bold. For instance, #1, Work in Partnership with others, could contribute to the effectiveness of #10, Influence the actions and behaviors of other to accomplish changes in the local church.

				1.	Work in partnership with others (e.g. lay leaders, congregation) to accomplish goals

				2.	Recognize, address discord in fair and positive manner 

				3.	Encourage and empower others to take ownership 

			

		

	
		
			
				4.	Focus on developing, coaching, and mentoring to enable lay leadership to improve performance 

				5.	Inspires passion and enthusiasm in others for spiritual development, discipleship, and outreach

				6.	Develop personal knowledge, skills, and abilities to continuously improve and grow oneself

				7.	Define and articulate a future vision of the church 

				8.	Inspire confidence and trust through words and deeds

				9.	Demonstrate effective management of the local church (e.g. financial, operational, staff) 

				10.	Influence the actions and behaviors of others to accomplish changes in the local church 

				11.	Recognize, understand, and empathize with feelings and needs of others and respond accordingly

				12.	Propel the local church to set and achieve significant goals through effective leadership 

				13.	Understand and lead in the context in which they serve 

				14.	Inspire the congregation through preaching

				15.	Develop a formal written mission and vision that has been reviewed in the last five years. 

				The Development Plan: The Importance of Choice

				The feedback provided through the CLBI360 assessment offers clergy the opportunity to reflect on their current leader behaviors, choices they make every day in the way they lead and where they might benefit from additional focus on development for greater effectiveness. 

				In the case of performance coaching the desired development may be determined by an outside perspective, such as a supervisor or a district superintendent. This might be perceived with a sense of blame or being “less of”. In development and transformation coaching there may be an opportunity of choice or agency for the pastoral leader which leads to greater accountability. Edie Seashore, a pioneer and thought leader in organization development, in her work Triple Impact Coaching (2006) developed The Choice Awareness Matrix that highlights the connection between choice and accountability. (Figure 1)
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				Figure 1. (Choice Awareness Matrix – version from Bennett, J. and Bush, MW (2014) p. 109

				One of the benefits of working with a trained development coach is the opportunity to consider both the way they make decisions and to whom they attribute the decision. Imposed development goals leave space for the attribution of the need for change to the ‘other’ with little investment from self. This may also be a pattern in 

			

		

	
		
			
				the interpretation of developmental change initiatives, seen through the perspective of learned behavior in more defensive environment. The framework of choice, when seen through a reflective conversation of why and how, in addition to what, allows for greater ownership and accountability.

				The development plan created from this process becomes a covenant between the pastor and their leader. As such, a greater level of accountability would be desired. The greatest level of accountability comes from increased awareness of what current behavior and the choice of what behaviors to develop and invest in through the process. 

				A Development Plan is defined as “a formal (written) or informal (unwritten) agreement about actions that will be taken to develop knowledge, skills, abilities within a specific period with specific, defined outcomes.” B&B 367

				The use of the CLBI360 provides a feedback mechanism which allows for greater clarity through a broader perspective of the pastoral leader’s behavior considering both frequency and effectiveness. 

				A person’s environment is a critical part of the development equation. “Behavior isn’t random. It is actually based on the relationship between a person and their environment. Feedback is part of the way we get information to stay on target in our environment.” (Seashore, E).

				The systemic influence on behavior is one of the main aspects of ongoing pastoral leader development. In some traditions, transition is an experience one expects on a regular basis. The itinerant system of the United Methodist Church provides an opportunity to reflect on needed competencies specific to assignment with each transition. There are core competencies that are true no matter what setting. In the case of the stretch assignment, one requiring new behaviors based on local context or environment assessment is required for a successful ministry. The ability to lead staff and create an environment of continued development of all team members would be new for a pastor who had only pastored in a solo environment. The communication between the pastor and the Cabinet or leadership body who makes the assignment is crucial to the viability of the pastor’s service in the new environment. As such the choice may be one that feels more directive than chosen. With the help of a development coach this can be reframed as a step to long term vocational satisfaction and opportunity to expand leadership repertories. 

				Method to Interpret Feedback from the Assessment

				Creating the space and framework for interpretation of feedback is the role of the development coach. Setting the stage for this conversation and determining the lens for interpretation is a prerequisite for this work. It is important to understand the system of the invited raters where the pastoral leader serves. Perception is important. The broader the understanding of the environment, the more powerful the plan and ultimately the outcomes. Edie Seashore is quoted as saying “Is there a reality out there or is it all perception? In the case of feedback, it is a perception, not a reality. You’re getting the information of someone’s perception. And that goes through their own system.” (Seashore Interview pg12)

				The development coach lays the groundwork to understand the perspective of the pastoral leader through a series of conversations to determine their innate strengths and belief systems. This provides a lens by which to interpret the rater’s comments through the pastor’s perspective while incorporating what is learned through both the narrative comments and the quantitative measurements of frequency and effectiveness. 

				The conversations prior to the interpretation session also give the coach a basis by which to understand the 

			

		

	
		
			
				pastor’s belief system, ingrained behaviors and the level of awareness of the “why” of their actions. “These belief systems are what make us very often respond to things automatically rather that stopping to take a look and asking: Is this really a choice that will help me to go in the direction I would like to go in, and it is working for me still?” (Patwell, B. and Seashore, E. (2006), Triple Impact Coaching, Bingham House Books, Columbia, Maryland.) This whole process gives them a choice to lead differently.

			

		

	
		
			
				How to Use the Congregational Leader Behavior Inventory (CLBI)

				In this section, we review a process to interpret the patterns and themes of leader behavior identified through the Congregational Leader Behavior Inventory (CLBI) 360. This conversation takes place between the participant and their coach as the first step toward the creation of a development plan. It may also be used to assess progress toward development goals. 

				Framework

				The CLBI 360 is based on the 15 competencies for congregational leaders that were identified by the United Methodist Church in the 2010 Call to Action report. The inventory uses 42 scaled questions responses in which the raters are asked to identify the participant’s effectiveness and frequency of use of the 15 competencies. 

				Raters

				As a multi-rater instrument, the process seeks multiple perspectives from people who engage with the clergy person in various venues. Generally, 10-12 raters represent the clergy person’s contexts in which they function. This may include a combination of the following. The estimated numbers of raters are shown.

				•	Self: The participant.

				•	Manager: The participant’s supervisor whether a district superintendent, a lead pastor in the case of an associate or a director in the case of conference level staff. The Bishop may be engaged in the process for cabinet level and conference level clergy. (1-2 raters)
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				•	Peers: People who know the participant as a leader in other venues are encouraged to participate. This may be a peer from a covenant group, a colleague from a missional network, a fellow member of a conference team or district level committee and relationships from a myriad of places of service. (3-6 raters)

				•	Direct Reports: A participant who serves in the local church is encouraged to invite members of staff members where applicable or lay members who serve in leadership roles in the congregation. In the case of a solo pastor where staff are not present, lay leaders who serve with the participant in ministry may provide valuable insight in how the participant’s leadership is experienced in ministry. (0-6 raters)

				•	Lay Leaders: As mentioned above, laity in leadership roles may provide valuable insight. This group may also include those who serve in de facto leadership – no formal title or position, yet highly influential in the local context. (3-6 raters)

				•	Others: The quality and effectiveness of the assessment exercise is directly influenced by the size of the sample of raters. As clergy frequently serve in the broader community, we strongly suggest feedback from community members when appropriate. For example, someone with whom they serve in various ecumenical ministries, in the local schools or in justice and reconciliation initiatives, just to name a few. (0-5 raters)

				Scales

				There are two scales: 1) Frequency and 2) Effectiveness. The frequency scale measures how often a person exhibits this behavior. The effectiveness scale measures how effective they are in the behavior.

				Competencies

				The report output hinges on the following Competency List outlined in several sections of this book. 

				Competencies Identified in the Call to Action Report

				The Call to Action report is also referred to by the consulting firm that conducted the study as either the Towers Watson Study of Vital Churches or the Towers Watson Report.

				•	Work in partnership with others (e.g. lay leaders, congregation) to accomplish goals

				•	Recognize and address discord in fair and positive manner 

				•	Encourage and empower others to take ownership 

				•	Focus on developing, coaching, and mentoring to enable lay leadership to improve performance 

				•	Inspires passion and enthusiasm in others for spiritual development, discipleship, and outreach

				•	Develop personal knowledge, skills, and abilities to continuously improve and grow oneself

				•	Define and articulate a future vision of the church 

				•	Inspire confidence and trust through words and deeds

				•	Demonstrate effective management of the local church (e.g. financial, operational, staff) 

			

		

	
		
			
				•	Influence the actions and behaviors of others to accomplish changes in the local church 

				•	Recognize, understand, and empathize with feelings and needs of others and respond accordingly

				•	Propel the local church to set and achieve significant goals through effective leadership 

				•	Understand and lead in the context in which they serve 

				•	Inspire the congregation through preaching

				•	Develop a formal written mission and vision that has been reviewed in the last five years.

				Note: Competencies in bold were found to be particularly important to vital ministry.

			

		

	
		
			
				Interpreting CLBI 360 Results

				The CLBI360 provides both quantitative measures of the participant’s leadership as well as qualitative information from the perspective of the “other”. In this case, the “other” can be a mixture of manager, peers, direct reports, and other individuals with whom the person interacts on a regular basis as suggested above. One approach we find helpful is to start with narrative feedback in the written comments section and drilling down to the detail or numeric level to gain clarity of the specific areas of leadership development potential.

				Written Comments

				Figure 1

				The written comments provide a narrative perspective on performance through the rater’s own experience of the participant. It is important to take these into account and not rely solely on numbers. You will find it helpful to work back and forth from the comments to the numeric data to find where they support and explain each other. You may also become aware of outliers or places where there is not consensus among groups. Development opportunities will start to become evident as you see pattern and themes in the both the narrative and numeric results. 

				The narrative comments are open-ended and are divided into two sections: 1) significant strengths and 2) significant areas of development. This information will provide a broad view of how the person is received in their local setting. 

				As you read through these comments, you may want to have a copy of the 15 competencies at hand as a framework for your review. Below are a series of questions to keep in mind as you read the narrative comments through the lens of the competencies:

				1.	What are the strengths that are being mentioned consistently? 

				2.	What are the areas of ministry where this person seems to flourish?

				3.	What are the areas of ministry that may provide the area of greatest potential for development? 

				4.	How might the person’s strengths provide a platform on which to build greater competency in all areas of ministry?
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				5.	What are the areas of development that would provide the greatest influence in the creation of a life-long fruitful ministry?

				6.	Where are the areas that would be best suited to find strong partnership in ministry to provide the best outcome?

				Some people resonate more with the narrative than they do with the numbers, and may go directly to comments to see “what did people say about me”. There is a tendency for people to seek some validation or experience curiosity about what others “think about me”. Encourage participants to read for themes and patterns. Feedback is a perception from another person’s perspective about past behavior that the presenter thinks is important for the recipient to receive and act upon. As such, a rater’s written comments are the results of a perspective that goes through their own system. Self-differentiation, the ability to maintain self when receiving feedback is helpful throughout the assessment interpretation process. The inability to do so may provide clarity on a key leader behavior that is essential to resilience and life-long fruitful ministry. 

				After reviewing written comments you will move to the highest and lowest rated competencies to get an additional perspective of strengths and opportunities for development.

				Highest and Lowest Competencies

				Figure 2. Highest-Rated Items (Effectiveness)

				In this section we begin to see the importance of the frequency and effectiveness measures of each 
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				competency.

				Figure 2 is an example of how themes begin to emerge in terms of effectiveness ratings. The items are ranked by the effectiveness rating with frequency reported as additional information. This is the first time in the assessment review where we have seen the number of respondents indicated. The “n” indicates the number of raters who responded to the question.

				You will want to keep in mind that some ministry activity is infrequent and would be reflected as such. The “Review of a Five-Year Strategic Plan” is an example of a competency that frequently has few respondents. Many clergy participants have not served in their current setting for five years and therefore would not be seen exhibiting this behavior. In the chart above the number “n” of respondents indicates only one person had the experience of this leader for longer than 5 years and was able to respond to the question, most likely from a previous setting. On the other hand, some ministry activity is regularly practiced in order to lead to greater effectiveness such as competency #6. Develop personal knowledge, skills, and abilities to continuously improve and grow oneself. Here 5 raters responded.

				As you review this information, keep in mind the context of the pastor’s setting. For instance, in the number of responses to competency #14 Inspire the congregation through preaching may be position dependent. An associate pastor may not preach often, and yet be very effective when they do.

				In this phase of the assessment review we begin to see the themes that emerge from the narrative and the quantitative information of highest and lowest rated items. Remember, the narrative in the written comments can add “color commentary” into this quantitative measure. Keep in mind, the written comments can add clarity to interpretation throughout the debriefing process.

				Figure 3. Lowest-rated items (effectiveness)

				Lowest rated

				The highest rated items set the stage for strength in leadership behavior. The lowest rated items begin to focus on areas of potential competency development. Figure 3 demonstrates the presentation of the lowest rated items, with the very lowest listed first. In this listing we begin to see a pattern based on the indicators that engage more relational competencies. Inspiring, empowering and mentoring to improve performance lean into the more relational competencies of vital leadership. 

				Competency #3 Encourage and empower others to take ownership in this ranking provides an example of a 
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				clergy person who frequently tries to empower others and yet, when he does, he is experienced as less effective. This snapshot provides a picture of a leader who would benefit from the development of relational competencies in general and specifically those that inspire, equip and empower others.

				Refer to the list of 15 Competencies as you consider the following questions: 

				1.	How do the narrative comments provide additional support for the lowest and the highest rated items?

				2.	What is the relationship of the highest rated and the lowest rated competencies? Are there common competencies that can be built upon in ongoing development? 

				3.	What are the themes of the lowest rated items? (In this case relationship.) 

				4.	What are the top three or four competencies that offer the greatest opportunity for development? (This is only for tracking purposes. The final development opportunities will be determined after the completion of interpretation with the participant.)

				We have gained an overall perspective of the ways this leader is being seen through rater’s comments and overall scores of highest and lowest rated competencies. Themes and potential development opportunities begin to emerge. In more detailed analysis, frequency and effectiveness of each competency is noted through the category of rater, providing a more contextual picture of leader behavior.

				Frequency

				Figure 4. Frequency

				The first of the scales used throughout the CLBI360 is frequency of behavioral competency. The number of responses at the top of Figure 4 indicates the number of people who responded from each category. In this example, there are 5 including the participant. 

				From this data we observe how frequent the behavior is seen in interactions with the participant. This insight becomes more powerful when seen through the additional component of effectiveness (Figure 5) if the participant exhibits a behavior less frequently and yet is particularly strong in the competency. This gives an opportunity to explore how the participant can incorporate this behavior more regularly in their leadership repertoire and how this behavior can be a building block for additional competency development.
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				In this specific case, we notice the regularity in which this person is partnering with their direct reports which is different than with others and manager. In this example, the overall score is 4.4 out of 5. As we look at the individual groups of respondents, we gain more clarity. There is a one point difference here with the direct reports, so the direct reports are scoring a 4, the manager who is always going to be one, possibly two, of respondents, scored this person as a 5. We begin to see an area for further investigation. How might this person find more opportunities to partner with direct reports? We might also be curious about how effective they are in partnering with others, our next component seen in Figure 5. We will also look at the consistency of the data in the perception of the leader through the lens of the category of rater. Are direct reports experiencing this person differently than peers and manager on a consistent basis?

				Often you will see that somebody will behave differently, depending on the setting. The question is are they as effective as necessary, our next step in the interpretation process.
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				Effectiveness

				Figure 5. Effectiveness

				We have seen how often this participant lives in partnership with others; now we turn to how effective they are in the behavior. The same rules apply in interpretation as outlined above in frequency. In Figure 5 we see an overall score of effectiveness on partnership at 4.6. We had frequency at 4.4 reported earlier. This may or may not be significant. The significance relies on whether or not it is going to be relative to all of the reported scores. If for example, frequency here was a 3.5 and they were highly effective in the behavior, we would explore how this competency (Partnership) could support other competencies of vital ministry. All 15 competencies are important. Four of them are particularly important in creating vitality. Three of the following may be highly corelated to the ability to lead in partnership:

				#4.	Focus on developing, coaching, and mentoring to enable lay leadership to improve performance 

				#10.	Influence the actions and behaviors of others to accomplish changes in the local church 

				#12.	Propel the local church to set and achieve significant goals through effective leadership 

				Let’s take a look at how one of these key competencies gets broken down into a more granular level in the Category Breakdown section of the report. 
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				Figure 6. Category breakdown

				The Category Breakdown graph presents a with a raw score of the specific behavioral components that make up the category. Competency #4 Focus on developing, coaching, and mentoring to enable lay leadership to improve performance is the combination of separate behaviors of develop, coach and mentor with their own frequency and effectiveness scores. The red line is the frequency, and the blue is the effectiveness. Now you will see those two scored side by side. This raw score helps you see the items as specific behavior, not by respondent group as seen before. A reminder, the “n” is the number of respondents. In this case, one of the respondents chose not to rate the “develop lay leadership” component.

				In this particular case, we might explore the one-point difference between the frequency of the “develop” behavior and the leader’s effectiveness in “develop lay leadership”. The ratings indicate a leader who clearly has competency in developing lay leadership. Where might there be additional opportunities to do so?

				We have seen effectiveness through the perspective of types of raters (Figure 5) and behaviors specific to the competency (Figure 6) now we drill down into expectations of the participant represented by Manager Disagreements (Figure 7).

				 Figure 7. Manager disagreements (effectiveness)
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				In this example, we see the difference between the manager’s feedback and the individual’s feedback. A 1.5-point difference may be significant and worth exploring. In this case, the difference between others and manager on this item is a difference of 3 points, the 2 to a 5. (Self-rating is not included.) Things we might be curious about with the participant include:

				•	How long have you known your manager and in what context?

				•	What might the manager’s rating of a 5 and other raters of an average of 2.5 in ‘recognizing discord’ mean to you?

				•	What is the behavior of a leader who recognizes discord at a level of 5?

				•	How are you living into a 5 with your manager? How might you be more of that type of leader with others?

				•	What are some of the competencies we have seen in your strengths that support recognizing and addressing discord? How might you live more fully into these?

				•	What would need to be true for others to experience you as the type of leader your manager does?

				Through these questions we explore the relational dynamic between the participant and the manager. Now we step into the potential blind spots between the participant and others. This will provide a launch point for discussion of under-utilized or unrecognized competencies. In Figure 8 we explore blinds spots in effectiveness between self and others.

				Figure 8. Blind spots (effectiveness)

				The information gleaned from this particular participant’s raters shows blind spots in two directions, both unrecognized and overestimated skills. In this example, these both relate to a specific function of leader behavior in the area of mission and vision. This is an opportunity to take a deeper dive into the role and behavior of the participant in the mission and vision development and to consider how the leader might gain more self-awareness in this area

				In many cases, the competencies listed would not be so intimately related. Finding the theme that ties the perception of one’s self as a leader and how one is experienced by others is fertile ground for further discussion as the participant identifies specific competencies to develop through their development plan.
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				Figure 9. Frequency distribution

				The information available in the Frequency Distribution chart is helpful when there is a real question in a response. Competency #8 Inspire trust through word and deed, is comprised of inspiring trust in word and deed and inspiring confidence in word and deed. The deconstruction of this competency creates four categories to be rated. One of the raters in this example scored this as occasionally effective, and another rater scored it as effective most of the time. That is a range of options, in essence, a 2 to a 5. An outlier at one end of the scale from another provides an opportunity to both see the influence on the score of 3.67 and be curious about the behavior that can be experienced as effective. Does the person show up differently in different circumstances with different types of people? 

				The question of what I am doing or being as a leader which is sending this mixed message may open up rich conversation and specific development goals. It is important here to stay on the behavior and not the “who rated me in this way”. This information can raise questions and also expand one’s understanding of how they are being experienced as a leader which can be a useful avenue to explore.

				The next step in the process is reflection on the patterns and themes revealed in the interpretation dialogue to determine the competencies for potential development. In section of this guide related to the creation of the Development Plan.
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				How to Use the Guide: Where Do I Find What I Need?

				Competency #__ - Title of Specific Competency 

				The competencies are numbered and listed.
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				Key Scripture

				 

				A Scripture is offered to guide prayer and reflection as the pastoral leader discerns the competency as a focus within the development plan. Additional scriptures are available as the end of each competency discussion as a spiritual framework for this work.
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				Working Definitions

				Each competency includes specific terms that many benefit from more explanation. These definitions are offered to bring clarity to the understanding of the competency.

				Competency Behaviors

				 

				
					Neglectful Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Lack of training for volunteers

				

				
					General training offered for volunteers but lacks clear expectations for participation and/or no clear transition in leadership roles

				

				
					Volunteers participate in training for ministry work area with careful attention to transition of leaders, vision and expectations

				

				
					Lack of coordinated efforts for accomplishing change; ministry teams isolated intentionally and unintentionally

				

				
					Minstry teams attempt to coordinate with one another but lack a shared vision for change and continue to operate independently

				

				
					Ministry teams collaborate across ministry areas to leverage resources, people and finances in coordination of change initiatives

				

				
					Lack of clarity in core values of church

				

				
					Core values stated without consideration in ministry planning

				

				
					Core values clearly understood and utilized in decision-making

				

				The table above illustrates a subset of behaviors related to working in partnership with others (e.g. lay leaders, 
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				congregation) to accomplish goals. 

				•	The Neglected Competence column reflects observed behaviors of pastors and/or leaders when the competence is largely absent.

				•	The Unconscious Incompetence column reflects behaviors that demonstrate an unintentional misunderstanding or misapplication of the competence behavior. 

				•	The Conscious Competence column reflects behavior based on a sound understanding and effective application of the competence. 

			

		

	
		
			
				Sounds Like

				A brief narrative of how someone describes their behavior at each of the significant levels of development.

				•	Beginning: How a person who is just getting started investing in this behavior describes their practices.

				•	Growing: How a person who is moving beyond personal practices to engagement with a number of persons who are working on this behavior in collaboration.

				•	System: How a church system is described when these behaviors are deeply understood and practiced throughout the church system.
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				Action Planning Guide

				Five to ten potential action steps are provided to stimulate the spiritual imagination of the participant as they determine next steps in the develop this competency in their specific context.
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				Notes for Coaches or Supervisors

				A set of sample questions that direct the conversation towards assessment of the current state of practice, feedback about progress, supportive encouragement for signs of success, and constructive challenge to learn more deeply and practice more thoroughly. Two frameworks for coaching inform these questions.

				The Change Coaching Process described in Coaching for Change by Bennett and Bush (2014):

				1.	Current Context/Situation

				2.	Needs and Desired Goals

				3.	Information Gathering

				4.	Projecting Possible Actions

				5.	Action Planning

				6.	Summary or Agreement

				The Appreciative Inquiry Process developed by Cooperrider and Srivastva (1987):

				1.	Discovery

				2.	Dream

				3.	Design

				4.	Deliver/Destiny (Innovating)
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				Additional Resources

				A list of books, articles, videos, or other trusted resources that a participant may use to grow in their understanding and contribute to fruitful practice of the indicator.
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				Additional Scripture

				Additional scriptures are available as a spiritual framework for this work.
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				How to Create a Development Plan

				In section about “Reading and Understanding the CLBI 360”, we reviewed the process to determine the patterns and themes of leader behavior through interpretation of the CLBI360 with the participant and development coach. In this section, we take the findings and create a formal plan to for further development of specific competencies. 

				As you move from interpretation of the CLBI 360 into the creation of a formal plan, you will want to consider:

				1.	Two or three leadership competencies you consider strengths. (Page 12 of the CLBI360 report)

				Questions to consider: 

				-	How can I use these strengths more often or effectively?

				-	How might these strengths support the development of other competencies?

				2.	Two or three competencies to develop.

				Questions to consider: 

				-	Where were connections between the open-ended comments and the highest/lowest rated items in the CLBI360 report?

				-	Where do I see themes between the competencies that were identified for potential development in the interpretation of the detail provided on specific rater category perspective? 

				3.	Which of these competencies capture my attention for development over the next year?

				Consider how you would fill in the following statements:

				-	I would like to be more __(Competency)___________________ so that (what you are hoping for) _________________.*

				*(asking the “so that” question three times will help uncover the deeper hope of the development this competency.

				AND

				-	I will know I am more __(Competency)________________, when I see, hear or behave ________________.**

				**Answering the question of how you will know you have reached this goal.

				With the identified competency consider the questions in Columns 3 and 5 in the sample plan table below.

			

		

	
		
			
				Action Plan

				Question to consider: 

				•	How / where will I engage to become more __(Competency)_______?

				Potential actions may include some of the steps found in the “Action Planning Guide” component of the individual competency discussion and others that may come from conversation with your Development Coach if you have one. Once determined, the action steps are entered in Column 4 of the Action Plan.

				Support

				Question to consider: 

				•	What support do I need to achieve my goal?

				The response to this question may be at the local church level, the district or conference level or beyond. The covenant visit with your District Superintendent may also flesh out potential resources available to support your efforts in further development of this leadership competency. Needed support is entered in Column 6 of the Action Plan.

				Narrative Discussion

				In preparation for meeting with District Superintendent consider broadening the narrative through the additional questions available in the sample development plan.

				1.	Top three strengths identified through the CLBI360 process.

				2.	How do these strengths help me to live out my call in the most fruitful way in the context to which I am appointed?
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				3.	Some questions to help think through this section.

				-	What clarity have I gained about my call? 

				-	What clarity have I gained about my strengths and myself? 

				-	What is the synthesis of what I’ve learned about my call and my strengths?

				4.	What are the leadership behaviors identified for potential development?

				5.	What are leadership behaviors I would like to start?

				6.	What are leadership behaviors I would like to adjust?
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				Competency 1: Work in Partnership with Others to Accomplish Goals

				Key Scripture

				Grace and peace to you from God our Father and the Lord Jesus Christ. I thank my God every time I remember you. In all my prayers for all of you, I always pray with joy because of your partnership in the gospel from the first day until now, being confident of this, that he who began a good work in you will carry it on to completion until the day of Christ Jesus. 

				Philippians 1: 2–6

				Working Definitions

				•	Partnership: participation with others with recognition of their gifts and strengths in collaboration to achieve stated goals

				•	Others: laity, community, agencies, and ecumenical partners

				•	Accomplish: achieve hoped for outcome with clearly defined deliverables. Specific steps to reach outcome that aligns with the core values of the mission and vision of the initiative.

				•	Goals: outcomes in people’s lives, stated clearly with measures of success.

				Competency Behaviors

				The table below illustrates a subset of behaviors related to Working in Partnership with Others (e.g., lay leaders, congregation) to Accomplish Goals. The Neglected Competence column reflects observed behaviors of pastors and/or leaders when the competence is largely absent. The Unconscious Incompetence column reflects behaviors that demonstrate an unintentional misunderstanding or misapplication of the competence behavior. The Conscious Competence column reflects behavior based on a sound understanding and effective application of the competence.

				 

				
					Neglectful Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Lay and clergy leaders’ roles are unclear; misunderstandings are frequent

				

				
					Leaders act as solo operators; competition is frequent for scarce resources

				

				
					Lay and clergy leaders work out of clearly defined roles and work collaboratively to share and expand resources

				

				
					Leadership unable to build consensus resulting in ineffective action

				

				
					Leaders seek to control other’s actions. 

				

				
					Leaders seek opportunities to coordinate and collaborate

				

			

		

	
		
			
				
					Neglectful Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					People resources are deployed in trivial matters that demand little and offer little meaning

				

				
					Leaders merely assign tasks to volunteer base people say they’ve been “voluntold”

				

				
					Every member has a place in ministry and mutual accountability guides the life of the congregation

				

				
					Leader does everything him or herself

				

				
					Leaders tell others what to do and how to do it

				

				
					Leaders lead by listening first and designing action alongside others

				

				
					Leaders treat long serving leaders and servants as obstacles to be overcome 

				

				
					Leaders leave persons in critical positions of power and influence even when they limit effective practice of ministry

				

				
					Clergy and lay leaders compassionately address burnout and exhaustion, freeing people to find life giving ways to serve

				

				
					Leaders see through their own exclusive perspective and act accordingly

				

				
					Leaders discount perspectives of others, taking actions that frequently generate discord

				

				
					Leader seeks the perspective of others and incorporate that perspective into future action

				

				
					Leaders fill team rosters arbitrarily or swap existing leaders from one role to another

				

				
					Leaders build teams based on superficial understanding of people’s employment, age and temperament

				

				
					Leaders intentionally create diverse teams 

				

				
					Leaders build teams without clearly defined principles, values and processes

				

				
					Leaders publish team rosters with little or no consultation with team leaders or participants

				

				
					Leaders operate a transparent process known to the community by which teams are built 

				

				Beginning

				Below are comments that reflect individuals’ experiences and observations as individual leaders begin to exhibit the competency behaviors.

				Pastor: 

				“When I first came to the church, I was following a much-loved pastor. It was clear to me that my first step was to build relationships and build trust. In my first month, every member was visited. It was only after the death of one of our beloved members that people started to see me in the pastoral role. I had noticed people in leadership positions were tired. There was an acceptance of ‘no one else would want to do this job,’ which meant some leaders had served over four or five decades. The ownership of ministry was held by a very small group of people and they expected most direction to come from their Pastor - me. I was uncomfortable to be the point person for all decisions; my hope was to deepen the partnership with each other and experience the fullness of what God had given us in each other. Understanding this in context, I began to reach out to two new members and ask them to partner with me, to begin to take more responsibility in our church.”

			

		

	
		
			
				Growing

				Below are comments that reflect individuals’ experiences and observations as behaviors become more common in groups and teams.

				Pastor: 

				“It took two years of being patient and willing to listen, to seek others’ giftedness and encourage others to step into leadership and partner with each other and the community. We were able to identify the intersection of what energized those in the church and the needs of the broader community. One of the outcomes of learning how to partner with each other has been the ability to partner with others in the community, including with the schools through Congregations 4 Children (C4C). My role has become one of encourager and recruiter—listening where people were being energized and helping them live into their gifts where they were needed. I am comfortable in this role now. We have seen the fruit of being ‘co-laborers’ in the Gospel. The excitement is infectious with mission-centered partnerships being built throughout our ministries. I am able to listen intently to others’ God-size dreams and be a prayer partner, encourager, and networker to support a broad range of ministries. So much more is happening than would have happened with just me leading in the church.”

				System

				Below are comments that reflect individuals’ experiences and observations as behaviors become systematized and routine.

				Lay Person: 

				“Being at this church has been a blessing. I did not understand how much I could contribute when we first came here. Newly retired, my wife and I really did not know what we wanted from a church. My Pastor saw something in me and encouraged me to explore Lay Speaker training. This opened up the floodgates of matching things I was really passionate about with the needs of the community. I have completed basic lay speaker training and am going on to the advanced course. My Pastor even encourages me to preach when he is away. I have found new ways of working with others in the church and have recently stepped into Council Chair. We are partnering in new ways as new people have joined the church and see the chance to serve and grow. It is truly a blessing to invite others to worship and serve with us as we partner in the Gospel. I am particularly excited about serving as Council Chair and working with other leaders to align our ministry initiatives to our mission—to make disciples of Jesus Christ for the transformation of the world.”

				Lay Person: 

				“When my pastor first met me, he set up a time for us to talk. It was easy to feel the excitement in the Church and want to get engaged. He listened carefully to my story and reflected on what I had shared in a way that told me he really listened. I have a real passion for music, which must have come through in our conversation. My hope was to serve in a way to encourage and support the Choir. Our conversation led me to begin to serve as the Choir Director, living my passion with 

			

		

	
		
			
				others who love offering their gifts in worship. I have grown into a greater understanding of how we all have gifts to offer and working with a team, such as the choir, brings an opportunity to live them out together. I have also learned the benefit of listening to others, as Pastor listened to me. We have new people coming to the church and some of them have joined our music ministry as a result of my listening carefully to their story.”

				Lay Person: 

				“I love my church and felt it important to serve in a leadership role. Thirty years ago, I offered to serve as Treasurer, and was serving in that role when our Pastor came here. I was tired and wanted a break. It was also apparent to me that no one else wanted to do the job. Pastor and I worked together for a couple of years as he got the lay of the land. He asked me about my hopes with the job. He helped me to see that stepping out of the Treasurer role gave someone else the chance to serve, as I was given a chance so many years ago. Together we identified a process to find a replacement and asked them to partner with me for a season until they felt confident in the role. It worked beautifully. He also has encouraged me to experience the joy of ministry in new ways. Now I serve in different ways and seeing other possibilities in the ministry of the Church. We have new people coming from the community and I can see our Pastor being curious about what gives them life, just like he did with me and the new treasurer. Being partners with your Pastor in a powerful thing. God has used a lot of people’s gifts here—and shown us that other people do want the job.”

				Action Planning Guide

				These actions have been found helpful as leaders explore, understand, and strengthen their behaviors related to Working in Partnership with Others (e.g., Lay Leaders, Congregation) to Accomplish Goals:

				•	Make a relational covenant. Reflect on behaviors you would hope to live and model to encourage others to live more fully into partnerships. Explore these hopes with those you will engage with to clarify and agree upon the way you hope to relate to each other. Write these hopes down and agree to live into them, checking in on a regular basis as to how well they are being lived into and what might need to be tweaked.

				•	Get things done with and through different types of people effectively. For instance, share a tool like the Clifton StrengthsFinder assessment or a Spiritual Gifts Inventory with your key leaders. See how the gifts of each member complements the other leaders. Discuss as a team how each member uses their gifts and how they can be counted on in stepping into leadership.

				•	Embrace the diversity represented in a broad representation of strengths and gifts in your leadership. How are you putting together a diverse team? How are all the strengths of each team member essential to the composition of the whole? As you cast vision, remember people learn differently. Some will respond to a visual depiction of the vision, some by a verbal description, and some by knowing the steps that will be taking to reach the vision. Build your partnership with your leadership by “speaking their language.”

			

		

	
		
			
				•	Casting vision for your leadership team and partners in ministry will be more likely to succeed if you paint specific outcomes you hope to experience together. What are the outcomes you hope for as you build your team?

				•	Remember to affirm and appreciate your team members for their specific contributions to the team and specific outcomes. 

				•	Remember the value of reflection and being self-aware. Work with your coach to process your own behaviors as a partner and how you are building greater competency as you partner with others.

				•	Ask your partners for feedback. What would they like more of in their partnership with you and the others on the team? How might this be accomplished together?

				•	Practice seeing the value of other team members’ perspectives. Ask questions before making statements. Seek out others’ perspectives and be curious about their interpretation of specific events, activities, or feedback.

				•	Appreciate that people participate differently in conversation. Some will think out loud as they process, some will develop a full thought before sharing. Waiting patiently and listening appreciatively will help to come to consensus in decision making and help others feel heard. Being sensitive to this process will help all to own the result and support next steps eagerly.

				Sample Questions for Coaches, Supervisors or Professional Development Teams

				These questions have been found helpful by coaches and superintendents to help leaders explore, understand, and strengthen their behaviors related to Working in Partnership with Others (e.g., Lay Leaders, Congregation) to Accomplish Goals:

				1.	As you think about building partnerships, where would be the most helpful place to start? 

				2.	Where are you experiencing partnership today in your current ministry setting? 

				3.	Imagine you are about to leave your current appointment and are listening to members of your leadership team reflect on your time together. What do you hope to hear as they reflect on you as a partner in ministry? 

				4.	Who do you know/experience as a partner in ministry? 

				5.	What are the behaviors of a pastoral leader who builds strong partnerships? Reflecting on those partnership behaviors, what would you like more of in order to be a strong partner in ministry? 

				6.	How would you complete the following statement: I would like to build strong partnerships in my congregation (local setting) so that . . .? 

				7.	What are a few of your strengths that lend themselves to building stronger, more fruitful partnerships? 

				8.	What are a few ways you might experiment in developing partnership with your leadership team?

				9.	How are your words creating an environment of partnership? 

				10.	What words could you use that would foster an environment of partnership? 

			

		

	
		
			
				11.	Who would be a good person to engage in your setting to help in the creation of a culture of partnership? 

				12.	How might you share the vision of being partners in ministry with your leadership team?

				13.	What group could you imagine creating a relational covenant for this work? What will be your first step in creating a relational covenant? When will you take this step? What kind of accountability would help you move toward creating a relational covenant? 

				14.	How will you know you have become a good partner in ministry? 

				15.	How will you measure the strength of your partnerships? 

				16.	What will you experience when a partnership is strong and mature? 

				17.	What will you hear when you are working in a growing partnership? 

				18.	How will you hold yourself accountable for the commitments for action that you just made? 

				Additional Resources

				Bungay, S. M. (January 5, 2017) Coaching Essentials Playlist. Toronto, ON, Canada: Box of Crayons Movies. A dozen short videos highlighting provocative and curious coaching practices. A great starting point to ask questions before making statements as a curious leader.

				Bonhoeffer, D. (2015) Life together. Minneapolis, MN: Fortress Press. In this classic work, Bonhoeffer explores what it means to live in Christian community.

				Crissman, B. (2008). Longing to belong: Learning to relate as the body of Christ. Enka, NC: Plowpoint Press. Equips leaders to navigate the inevitable storms in relationships with others - family, work, neighbors and church. Includes resources to establish healthy relational covenants for family and church. Relational covenant section, pp. 150–151.

				Hester, D., & Walker Jones, K. (2009). Know your story and lead with it: the power of narrative clergy leadership. Lanham, MD: Rowman & Littlefield Publishers. This work based on experience with pastoral leaders in long term covenantal relationships, provides an in depth opportunity to learn the value of being curious, of asking good questions and of deepening one’s ability to lead through a spirit curiosity.

				Orem, S. L., Binkert, J., & Clancy, A. L. (2007). Appreciative coaching: A positive process for change. San Francisco, CA: John Wiley & Sons Application of appreciative inquiry to one-on-one conversations in the focus of this work. The method outlined in this book will build partnerships on strength and with an eye toward long lasting sustainable change. 

				Rath, T., & Conchie, B. (2008). Strengths based leadership. New York, NY: Gallup Press. Know you own strengths, know the strengths of others, build teams around strengths and understand the needs of those with whom you are in partnership.

				Watkins, J. M., Mohr, B. J., & Kelly, R. (2011). Appreciative inquiry: Change at the speed of imagination. San Francisco, CA: John Wiley & Sons. Provides background and step-by-step descriptions of appreciative inquiry for those who look to embed a culture of positive change.

				Whitney, D., Trosten-Bloom, A., & Rader, K. (2010) Appreciative leadership. New York: McGraw-Hill 

			

		

	
		
			
				Education. An appreciative approach to building a strong team and thriving organization. Chapter three explores ways in which questions can be crafted in both individual and group engagement to stimulate “learning, change and innovation,” essential ingredients in partnership.

				Tippett, K., & Rankine, C. (2019, January 10). How can I say this so we can stay in this car together? Minneapolis, MN: The On Being Project. “Part of my desire to have a conversation is really to be able to find my own blind spots and to be able to open — to be curious, to go places with a person beyond our predestined positionings.” Claudia Rankine. 

				Additional Scripture References

				•	1 Corinthians 12: 12–27

				•	1 Corinthians 3: 5–11 

				•	John 17: 20–23

				•	Ecclesiastes 4: 9–10, 12b

			

		

	
		
			
				Competency 2: Recognize and Address Discord in Fair and Positive Manner

				Key Scripture

				Live by the Spirit, I say, and do not gratify the desires of the flesh. For what the flesh desires is opposed to the Spirit, and what the Spirit desires is opposed to the flesh; for these are opposed to each other, to prevent you from doing what you want. But if you are led by the Spirit, you are not subject to the law. Now the works of the flesh are obvious: fornication, impurity, licentiousness, idolatry, sorcery, enmities, strife, jealousy, anger, quarrels, dissensions, factions, envy, drunkenness, carousing, and things like these. I am warning you, as I warned you before: those who do such things will not inherit the kingdom of God. By contrast, the fruit of the Spirit is love, joy, peace, patience, kindness, generosity, faithfulness, gentleness, and self-control. There is no law against such things. And those who belong to Christ Jesus have crucified the flesh with its passions and desires. If we live by the Spirit, let us also be guided by the Spirit. Let us not become conceited, competing against one another, envying one another.

				Galatians 5: 16–26

				Working Definitions

				•	Discord: disagreements among people

				•	Recognize: to use one’s capacity and behaviors as a leader to identify disagreements among people and to articulate practical, social, and theological understandings of the varieties of interpersonal conflict

				•	Address: thinking about and beginning to deal with disagreements among people that leads toward reconciliation and health

				•	Fair: dealing with discord in a way that reflects mutual respect, self-control, self-awareness, emotional intelligence, justice, grace, and love

				•	Positive: offering leadership in the context of disagreements among people that reflects the fruit of the Spirit

				Competency Behaviors

				The table below illustrates a subset of behaviors related to Recognizing and Addressing Discord in Fair and Positive Manner. The Neglected Competence column reflects observed behaviors of pastors and/or leaders when the competence is largely absent. The Unconscious Incompetence column reflects behaviors that demonstrate an unintentional misunderstanding or misapplication of the competence behavior. The Conscious Competence 

			

		

	
		
			
				column reflects behavior based on a sound understanding and effective application of the competence.

				
					Neglected Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Lay and Clergy Leaders ignore conflict

				

				
					Leaders address conflict with little planning or coordination

				

				
					Leaders seek awareness of their own agenda and to understand the interests of other parties to the conflict

				

				
					Leaders withdraw from conflict in hopes it will resolve itself

				

				
					Leaders attempt to direct others about how they should feel or act in the conflict

				

				
					Leaders use thoughtful open-ended questions to help conflict participants better understand one another

				

				
					Leaders tolerate aggressive behaviors from constituents.

				

				
					Leaders escalate aggression, reflecting the aggressive behaviors of others

				

				
					Leaders help one another by developing behavioral covenants and mutually accountable behavioral boundaries

				

				
					Leaders are insensitive to signs of emerging unhealthy conflict, are often blindsided by its emergence

				

				
					Leaders attempt to adjudicate conflict, choosing winners and losers

				

				
					Leaders engage conflict with a non-anxious posture; Conflicting parties have leadership support for exploring, understanding and processing conflict in a healthy way

				

				
					Leaders seek to mitigate conflict by telling people what they want to hear

				

				
					Leaders attempt to interpret conflict on behalf of conflicting parties instead of facilitating direct conversation

				

				
					Leaders provide concise, consistent and objectively accurate information foundational to increased understanding

				

				
					Leaders pretend conflict doesn’t exist or is unimportant

				

				
					Leaders magnify conflict by exposing participants within the congregation

				

				
					Leaders encourage and facilitate extended, mediated conversation among conflicting parties 

				

				
					Constituents of the church are in chronic conflict

				

				
					Leaders attribute conflict to sinfulness or a character flaw in one or more conflict participants

				

				
					Leaders are humble, acknowledging their contribution to unhealthy conflict and inviting others to acknowledge the ways they’ve participated in unhealthy conflict

				

				
					Leaders have little awareness of conflict resolution processes

				

				
					Leaders accept unhealthy conflict as an unchangeable characteristic of a congregation

				

				
					Leaders continuously learn and practice proven conflict resolution processes

				

				Beginning

				Below are comments that reflect individuals’ experiences and observations as individual leaders begin to exhibit the competency behaviors.

			

		

	
		
			
				Pastor: 

				“The first time someone raised their voice with me in a church meeting, I’m sure I looked like a deer in the headlights. I grew up in a home with very little overt conflict. I never led anything other than a bible study before I went to seminary. Conflict as a leader was something I had almost no experience with. Thankfully, I had a coach who offered support and some mentoring. She helped me begin to understand the kinds of conflict that I was experiencing and get a handle on my role as pastor when people in the church don’t get along, including when they don’t get along with me! I sat down with several folks in the church who’d been around a while and who weren’t ringleaders in conflict to get their perspective. I came to understand that the raised voice that so shook me when I first arrived has been a feature of life in this church for years and through at least four other pastoral tenures. So, it wasn’t just me, which was a relief. We still have conflict. I wish we had less. But at least I understand it better and I can maintain my self-confidence when conflict arises.”

				Council Chair:

				“I’ve been in this church for a long time. We’ve always had disagreements. I think that’s normal with any group of people. But in the last three or four years it seems that conflict has become more disturbing. Some people think it’s the pastor who is the cause of the conflict and want to ask for a change. I think that people are just really anxious. We’ve lost several really important leaders in our church and shortfalls of money have become chronic. I’m hoping we can get some help trying to get back on our feet as a congregation and not be so focused on never having enough money to make ends meet.”

				Growing

				Below are comments that reflect individuals’ experiences and observations as behaviors become more common in groups and teams.

				Pastor:

				“I had a great experience in a workshop on conflict that the district offered. I didn’t just put the information on the shelf. I asked one of the other pastors who attended the workshop to partner with me to strengthen our conflict management skills. The workshop offered five modes of conflict handling, so we talk once a month about which modes we used or saw others use in our church. It’s given me some really helpful language to talk about conflict and facilitate reconciliation. I’m so grateful for my clergy partner working with me on this.”

				Lay Leader:

				“As lay leader, I go to a lot of meetings in our church and district. It’s interesting to see the many different styles of leadership people bring to the table. I also to get to see how different leaders handle disagreements and opposition. One woman impressed me with her approach to conflict. I watched her lead a group that was definitely not of one mind about the work they were called to address. People began to object during the meeting. She never lost her cool. What surprised me 

			

		

	
		
			
				was that, even though she clearly had an agenda, when an objection was raised, she didn’t become defensive. Instead she asked the person questions to better understand their point of view. It was so refreshing. It was amazing to see people with strong objections go along with something they originally rejected because she offered them curiosity and genuine respect. I want to become a leader like her.”

				System

				Below are comments that reflect individuals’ experiences and observations as behaviors become systematized and routine.

				SPRC Chair:

				“Several years ago, we were facing increasingly unhealthy conflict. We had come to tolerate some really bad habits. I mean people yelling at each other in meetings. It was intolerable. So we went through a lengthy process to establish a behavioral covenant for our church leadership. I’ll be frank, we had a few people who left the church as we established that covenant. But it has transformed the nature of conflict in our church. We still have disagreements. We hold ourselves and one another accountable to disagree within our covenant with God and one another. One practice that keeps the covenant visible in every meeting is that we light a Christ candle as we open each meeting in prayer. Our covenant is written and available to every team member. Anyone who thinks we are breaking covenant in the way we are behaving has authority to extinguish the candle. That stops the meeting until we clarify healthy covenant-keeping, relight the candle and carry on.”

				Pastor: 

				“When I arrived here three years ago, I was so pleased to be in a church where the lay leaders were so well equipped to navigate discord and disagreements. I’ve been around for a while and this church is exceptional. There’s not a written covenant, but there are clear expectations that the people leading this church have of one another. I learned that, several years ago, key lay leaders in the church began meeting together two or three times a year for coordination and mutual encouragement. The pastor is invited, but the lay leader and church council chair co-lead the meeting. They actually strategize about how to lead meetings, accomplish tasks, address conflict in a healthy way. The lay leader told me that they started this practice when they had a hospital administrator become one of their leaders. He encouraged them to come together as what he called a “Quality Improvement Team.” It’s so interesting that this secular idea that they began to implement has made this church function in a way that is so Christ-like. I love this church.

				Action Planning Guide

				These actions reflect some of the ways other leaders have sought to strengthen their competency related to Recognizing and Addressing Discord in Fair and Positive Manner.

				•	To learn more about how you and your church leaders navigate conflict, take notes during or after 

			

		

	
		
			
				meetings and identify the conflict handling modes you observe:competing, collaborating, compromising, avoiding, and accommodating. Which one of the modes had the most positive impact on the outcome of the meeting?

				•	Purchase and complete the Thomas-Killmann Inventory focusing on your leadership in the church. What modes are you over-using? Under-using? Using optimally?

				•	When conflict occurs, write a detailed description of the conflict. Who is involved? What are the issues of concern? What values is each person representing? What personal/social/relational differences are present in the conflict (parent-child, generational, superior/inferior, boss/worker, socio-economic, ethnic, racial, language, etc.)? What insights do you gain from the description you’ve written?

				•	Role play your response to conflict with an outside colleague, coach, or friend. Role play one or more of the modes of conflict handling that you might be under-using. Role play the different people in the conflict to better understand and articulate what others may be thinking and feeling.

				•	If you are in a smaller church, consider mapping the family systems that are present in the church to better understand their impact on conflict.

				Sample Questions for Coaches, Supervisors or Professional Development Teams

				These questions have been found helpful as leaders explore, understand, and strengthen their behaviors related to Recognizing and Addressing Discord in Fair and Positive Manner.

				1.	Tell me about the nature of conflict you are experiencing in your setting right now. 

				2.	Tell me about a time when you navigated conflict as a leader in your church or other setting and were pleased with the outcome. What role did you play? What did you do? What did others do that contributed to the positive outcome? 

				3.	Who is someone you admire in their ability to navigate conflict effectively? What behaviors do they inhabit that you admire? What do you see in them that you want to develop more of in yourself? 

				4.	Which leaders in your church exhibit the greatest skill in addressing conflict in a healthy and holy manner? What do you see them doing that you’d like more of from others? 

				5.	What systems in the church and community are represented in the conflict you are experiencing? What values do those systems represent? 

				6.	What possible actions might a pastor take in response to the kind of conflict you are experiencing? Use the question, “What else?” to more fully explore other possible actions.

				7.	What actions are others taking in response to the conflict, something you’d like to see more of? What other actions have you seen used effectively? 

				8.	Which of the actions you might take would you like to role play for practice and to assess potential outcomes? 

				9.	In what setting(s) would your proposed actions be most likely to produce a positive outcome? 

			

		

	
		
			
				10.	How might you and other key leaders invest in a systematic response to conflict in the church? What difference would that make? 

				11.	In two years, what do you envision will be different in your ministry and in the church because you’ve worked consistently and systematically to recognize and address conflict? 

				Additional Resources

				The Arbinger Institute. (2006). The anatomy of peace: resolving the heart of conflict. Oakland, CA: Berrett-Koehler Publishers, Inc. Arbinger Institute - Using a story of family conflict as a narrative, exploring in the internal and relational sources of persistent conflict and practical ways people accomplish reconciliation.

				Blackburn, R. (2018). Conflict transformation skills for churches. [Website] Lombard, IL: Mennonite Peace Center. Website offering workshop, speakers and resources for conflict transformation.

				Crissman, B. (2009). Longing to belong. North Carolina: Plowpoint Press. equips leaders to navigate the inevitable storms in relationships with others - family, work, neighbors and church. Includes resources to establish healthy relational covenants for family and church.

				Friedman, E. H., Treadwell, M. M., & Beal, E. W. (2017). A failure of nerve: Leadership in the age of the quick fix. New York: Church Publishing. applies the insights of family therapy to congregations and synagogues.

				Heath, E. (2016). God unbound: Wisdom from Galatians for the anxious church. Nashville, TN: Upper Room Books. Just as Paul led the Galatians through a radical cultural change to expand their view of God, themselves, and the church’s mission, Christians are challenged to do the same today. Elaine Heath urges the church to boldly follow the Holy Spirit’s leadership beyond buildings and programs to join what Jesus is doing in the world.

				Lederach, J.P. (2014). Reconcile: Conflict transformation for ordinary christians. Harrisonburg, VA: Herald Press. Scriptural view of reconciliation and practical steps for transforming conflict.

				Moore-KoiKoi, C., President Consultation services. [Website] Just Peace UMC. Provides Consultation, Corporate Discernment, Dialogues, Group Facilitation, and Mediations services.

				Steinke, P. (1993). How your church family works: Understanding congregations as emotional systems. Herndon, VA: The Alban Institute. Provides insightful tools for analyzing, understanding and responding to the emotional systems at work within congregations and communities.

				Steinke, P. (2006). Congregational leadership in anxious times: Being calm and courageous no matter what. Lanham, MD: Rowman and Littlefield. The power of becoming a non-anxious presence as a congregational leader.

				Thomas-Kilmann instrument: One assessment per person. (2009–2019). An instrument and related resources to help persons understand their use, under-use and over-use of the five conflict handling modes: competing, collaborating, compromising, avoiding, and accommodating. 

				Wolf, R., & Nagy, J. (2018). Training for conflict resolution, Section 6. Lawrence, KS: Community Tool Box – The University of Kansas. Provides conflict resolution training resources.

			

		

	
		
			
				Additional Scripture References

				•	Matthew 18: 15–20

				•	Acts 15: 1–35

			

		

	
		
			
				Competency 3: Encourage and Empower Others to Take Ownership

				Key Scripture

				When they came, he looked on Eliab and thought, “Surely the Lord’s anointed is now before the Lord.” But the Lord said to Samuel, “Do not look on his appearance or on the height of his stature, because I have rejected him; for the Lord does not see as mortals see; they look on the outward appearance, but the Lord looks on the heart.” Then Jesse called Abinadab, and made him pass before Samuel. He said, “Neither has the Lord chosen this one.” Then Jesse made Shammah pass by. And he said, “Neither has the Lord chosen this one.” Jesse made seven of his sons pass before Samuel, and Samuel said to Jesse, “The Lord has not chosen any of these.” Samuel said to Jesse, “Are all your sons here?” And he said, “There remains yet the youngest, but he is keeping the sheep.” And Samuel said to Jesse, “Send and bring him; for we will not sit down until he comes here.” He sent and brought him in. Now he was ruddy, and had beautiful eyes, and was handsome. The Lord said, “Rise and anoint him; for this is the one.” Then Samuel took the horn of oil, and anointed him in the presence of his brothers; and the spirit of the Lord came mightily upon David from that day forward.

				1 Samuel 16: 6-13a

				Working Definitions

				•	Encourage: to give support, confidence, and advice to someone so they will take ownership or continue to take ownership as a member of the body of Christ

				•	Empower: to give or delegate authority to someone to carry responsibility for the ministry of the church

				•	Others: people in leadership or developing as leaders in the church

				•	Ownership: holding or taking personal responsibility for all or part of the life of the church and its ministry with people in the community

				Competency Behaviors

				The table below illustrates a subset of behaviors related to Encouraging and Empowering Others to Take Ownership. The Neglected Competence column reflects observed behaviors of pastors and/or leaders when the competence is largely absent. The Unconscious Incompetence column reflects behaviors that demonstrate an unintentional misunderstanding or misapplication of the competence behavior. The Conscious Competence column reflects behavior based on a sound understanding and effective application of the competence.

			

		

	
		
			
				
					Neglected Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Pastor and laity complete ministry tasks, yet take little responsibility for vision ownership

				

				
					Pastor maintains ownership over the life of the church and directs or even micro-manages the people in the church and their activities.

				

				
					Pastor articulates clearly her or his place in the line of ownership or authority in the life of the church.

				

				
					Leaders occupy static positions for years or decades

				

				
					People are asked to help with tasks at the church to support the status quo

				

				
					Leaders practice nimble deployment of people in keeping with their calling, giftedness and the mission of the church.

				

				
					Leaders are focused on conserving limited resources and maintaining decaying facilities and programs

				

				
					The church is very busy with many events and activities while leaders struggle to identify progress toward accomplishing the mission of the church

				

				
					Leaders frequently explore how their behaviors and decisions contribute to accomplishing the mission to which Christ calls the church

				

				
					Leaders are anxious and cynical about the possibility of positive change for their church

				

				
					Leaders keep doing the same things over and over expecting new and better results

				

				
					Leaders seek and receive instruction, advice and help to strengthen and improve the ministries of the church

				

				
					Leaders tolerate mediocrity in facilities and ministry.

				

				
					To do or maintenance lists persist for months and years with little action or movement. 

				

				
					Pastor and Laity notice and plan for repairing and/or improving facilities and ministry activities

				

				
					Laity celebrate the ministry of the church vicariously: roud of what the church does but uninvolved in its work

				

				
					Laity are asked to undertake many tasks to support the church; Spiritual gifts, talents, skills and experience are seldom required to complete what they are asked to do

				

				
					Laity know and articulate their individual and corporate contribution to the mission of the church

				

				
					Laity and clergy compare their own church unfavorably to successful churches in their region

				

				
					Laity celebrate activities with little connection to the mission of the church; “We have the best fall barbecue sale in the county!”

				

				
					Laity bear witness easily and joyfully to the ways their church makes a difference in the community and world

				

				
					Many laity are disengaged from each other and the church’s mission. The 80-20 rule is ascendant

				

				
					Church life is stratified with controlling committees, micro-managing staff and a reluctant volunteer base

				

				
					Laity and pastors have a rich, mutual and balanced relationship with each other aligned fully with the mission of the church

				

				Beginning

				Below are comments that reflect individuals’ experiences and observations as individual leaders begin to exhibit the competency behaviors.

				Pastor:

				“I started out working with the lay leader in our church to explore how many people were growing more engaged in the life of the church. We prayed a lot, talked a lot and read a lot seeking to understand what engagement would look like in our setting. Ownership turned out to be a good 

			

		

	
		
			
				word. When we own something, we take responsibility for it. We have clarity about boundaries, literal boundaries when we own a piece of land. We live around other people who are owners and we end up with mutual expectations of one another, some based on law and some on just being decent neighbors. That idea has given us some traction. We’re trying to help people explore what they are owning in terms of their ministry, their discipleship, their place in the life of the church together. We’re shaping conversations around responsibilities, boundaries, mutual expectations, and neighborliness. It’s been eye-opening for a number of people so far, seeing themselves as owners of a particular ministry and contributing their share to our life as a church.”

				Trustees Member:

				“Our trustees were having a hard time keeping the facilities up. We’re a small church without much money, so hiring contractors or technicians was often out of reach for us. Charlie and I are both retired and while we aren’t licensed contractors, we are eager to help keep our church facility running smoothly and looking good. We spend one day a week working on a punch list of things that need attention in our facility. Occasionally there is something beyond our skillset, but it’s surprising how much we can do ourselves. We’re starting to get other folks showing up to help. We’ve still got a lengthy list of to dos but we’re making steady progress.”

				Growing

				Below are comments that reflect individuals’ experiences and observations as behaviors become more common in groups and teams.

				Youth Team Member:

				“Because we are a church that serves, we believe that every member of our youth group should practice a ministry of service and be responsible for living that out. We expect that of one another on the team and we encourage every middle and high school youth to take ownership of their own ministry. This fall, we are celebrating that by asking the youth to do a project related to their ministry and to invite their friends from school to participate. We’re all going to shoot videos and take pictures and share them on our church channel on YouTube and using our hashtag on Instagram. It’s really cool to see how proud they are of their own ministry.”

				Town Hall Participant:

				“I’m so proud of our church and its members. We’ve become known in our community as The Hunger Church. There are only 35 of us in the church, but we have a big impact on alleviating hunger in our community and around the world. I know it’s a God thing that we are a part of, because when I look at what has happened this year, there is no way we did that all on our own power. We hosted a ‘Rise Against Hunger’ event organized by a first-year student at the community college. When she first approached us about that, we wanted to help; she grew up in our church, after all. After we heard her request, we started exploring how we might pack a few hundred meals. She said, ‘No, we can pack 100,000 meals.’ We were struck silent. ‘How could we possibly pack 100,000 meals? We don’t have the people or the money to do that?’ But, by the grace of 

			

		

	
		
			
				God, we packed 125,000 meals at the event and had hundreds of people show up, contribute and participate. When the bell rang for the last thousand meals, there wasn’t a dry eye in our church.”

				System

				Below are comments that reflect individuals’ experiences and observations as behaviors become systematized and routine.

				Council Chair:

				“We include a time on our council for alignment of our work with the mission of the church. We have developed some great leaders and leadership practices that are revealed during those alignment conversations. We always start with affirmations and celebrations of how God is working through individuals and teams in our church. We get quite specific in those affirmations. We also discuss the ways we’ve missed the mark. There is always room for improvement and sometimes we experience failure. We don’t count failures or disappointing results against one another, but instead have leaders who are eager to learn as much from our disappointments as we do from our successes. It is kind of like an old Methodist band meeting where we bring high expectations and mutual accountability alongside some incredible loving support and encouragement. That didn’t happen overnight, and it requires a lot of prayer, discipline and intentionality to keep it going. It’s worth every bit of the effort.” 

				Outreach Team Leader:

				“We have a two-faceted approach to developing people as disciples. Because it’s harder than ever for people for form friendships and shape their lives around their calling from Jesus, we have a connecting team whose role is to help people develop personal friendships in and through the church and guides people through the process of discerning how God is calling them to serve and grow. The connecting team’s work is very relational, usually one on one, more coach-like. We’re constantly training the team, learning how these spiritual processes are working in people’s lives and adapting our approach to more closely follow how the Spirit is working. The connecting team guides have a good idea of what it looks like when someone is connected to friends and to calling, but the path it takes someone to get there is unique to that person. We still have a church to run and there are people slots to fill and tasks to be undertaken, so there are leaders who are recruiting people to do the work of the church. What’s different is that they are having conversations with people about how the slots and tasks of the church fit into the spiritual friendships and calling that each person is growing into. It is hard work. It’s not efficient, but extravagant to have a leader spend the time to talk through your friendships and calling in the context of something they need done. But when a disciple fits into a slot that matches their calling, giftedness and friendships, it is powerful.”

			

		

	
		
			
				Action Planning Guide

				These actions reflect some of the ways other leaders have sought to strengthen their competency related to Encouraging and Empowering Others to Take Ownership.

				•	In the next meeting you have with a group, committee, team or council, explore the question, “Why does our group exist? Why do we come together? How does our group contribute to our church’s mission? What is the impact of what we are doing? Consider using Simon Sinek’s “Start with Why” video as a conversation starter.

				•	Use some of the questions from pp. 81–82 of Growing an Engaged Church [see additional resource list below] to interview a few people from your church to discover their state of engagement in the church. 

				•	Offer a spiritual development course designed to engage people in their divine calling and spiritual giftedness.

				•	Begin a Class Meeting. Start with a practical study of the book by Kevin Watson.

				•	Identify a small group people who will meet regularly to explore their divine calling and to hold one another accountable toward that calling.

				•	Train one or more of your mission teams using the servanthood approach detailed by Duane Elmer in Cross Cultural Servanthood.

				Sample Questions for Coaches, Supervisors or Professional Development Teams

				These questions have been found helpful as leaders explore, understand, and strengthen their behaviors related to Encouraging and Empowering Others to Take Ownership.

				1.	What does healthy ownership look like in a church? How do you know it is happening? What kind of theological reflection would be needed for you and your church to better understand healthy ownership?

				2.	When you first took ownership over your own divine calling, who was most encouraging to you? What did they do so that you were encouraged to follow your call?

				3.	Map the relationships of authority, responsibility, accountability and oversight that shape your work in the church. What healthy versions of ownership can you identify?

				4.	Who are the people most influential in your church, helping people take appropriate ownership for what God is calling the church to be and to do?

				5.	When a person takes ownership for her or his own discipleship, what does that look like? What is the role of a pastor for people who are taking ownership of their own discipleship?

				6.	How would you describe healthy ownership that is properly grounded in our relationship with God and one another? When many people in a church are taking ownership, how do they stay connected with each other and accomplish a shared divine purpose? What does a person need in order to develop those kinds of healthy relationships?

				7.	What kinds of ownership would you want more of in your church? Who would be candidates to embrace 

			

		

	
		
			
				ownership like you are imagining? What would need to be the case for you in order for them to be empowered and encouraged to take ownership like you are imagining?

				8.	How would the relationships among people in the church be better if there was more healthy ownership being practiced?

				9.	What would people in the community notice about your church if more church people were taking ownership of their individual and corporate calling or purpose?

				10.	What would a system of encouraging, empowering and equipping people to take ownership look like in your setting? Who would be interested and helpful in bringing a system like that into being? What would be a next step for you to take in that direction?

				Additional Resources

				Beinart, P. (April 2017) Breaking faith: The culture war over religious morality has faded; in its place is something much worse. [Web Post] The Atlantic. Exploration of the impact of disengagement from the church and religious institutions on politics and society.

				Corbett,S., & Fikkert, B. (2014). When helping hurts: How to alleviate poverty without hurting the poor . . . and yourself. Chicago, IL: Moody Publishers. Encourages us to see the dignity in everyone, to empower the materially poor, and to know that we are all uniquely needy—and that God in the gospel is reconciling all things to himself. 

				Elmer, D. (2006). Cross-Cultural servanthood: Serving the world in Christlike humility. Downers Grove, IL: InterVarsity Press. In an era when virtually all ministry crosses cultural boundaries, Elmer provides an imminently practical approach to working with people who are different from one another.

				Mallory, S. (2001). The equipping church: Serving together to transform lives and the equipping church guidebook. Grand Rapids, MI: Zondervan. Describes processes and systems supporting increased engagement and collaboration among lay, staff and clergy in the church.

				Mallory, S. (2001). The equipping church guidebook. Grand Rapids, MI: Zondervan. Workbook for participants exploring The Equipping Church process.

				Myers, B. (2011) Walking with the poor: Principles and practices of transformational development. Maryknoll, NY: Orbis Books. Deep theological exploration of the practices of mission, holistic community development and discipleship that engage people in deep mutual relationships and transform communities and nations. This is a primary theological guidebook for World Vision.

				Nouwen, H. (1989). The wounded healer: Ministry in contemporary society. New York, NY: Doubleday Books. A hope-filled and profoundly simple book that speaks to people who want to be of service in their church or community but have found the traditional ways often threatening and ineffective.

				Rees, E., & Warren, R. (2006).S.H.A.P.E.: Finding and fulfilling your unique purpose for life. Grand Rapids, MI: Zondervan. Leads reader through an examination of Spiritual Gifts, Heart, Abilities, Personality and Experiences so that the divine purpose for her or his life is uncovered.

				Sinek, S. (2009). Start with why: How great leaders inspire everyone to take action. New York, NY: Penguin 

			

		

	
		
			
				Books. Provides a framework upon which organizations can be built, movements can be led, and people can be inspired. And it all starts with WHY.

				Sinek, S. (2009). Start with why: How great leaders inspire everyone to take action. [Web Video] Tedx Puget Sound Talk. With over 24 million views, a compelling introduction to the importance of what Sinek calls the golden circle that starts with “Why?”

				Stevens, R., & Collins, P. (1993). The Equipping pastor: A systems approach to congregational leadership. Lanham, MD: Rowman & Littlefield. Explores how relational processes can liberate members for ministry and mission in the world and release pastors for appropriate leadership.

				Watson, K. (2013). The Class meeting: Reclaiming a forgotten and essential small group experience. Wilmore, KY: Seedbed Publishing. Watson has resurrected the class meeting and given it new meaning, showing its relevance for the church today and how it may be a perfect means for church renewal. 

				Winesman, A. (2007). Growing an engaged church: How to stop “doing church” and start being the church again. New York, NY: Gallup Press. Provides a research-based framework for a deeper understanding of the facets of engagement in the church. The questions on pp. 81-82 form the basis of the Q12 instrument Gallup offers to churches to measure engagement.

				Additional Scripture References 

				•	Ephesians 4: 11-16

				•	1 Thessalonians 2: 4

				•	1 Peter 2: 4-12

				•	Luke 6: 39-49

				•	Colossians 3: 12-17

				•	Hebrews 10: 19-25

				•	Philippians 2: 1-18

				•	1 Peter 4: 7-11

			

		

	
		
			
				Competency 4: Focus on Developing, Mentoring and Coaching to Enable Lay Leadership to Improve Performance

				Key Scripture

				The gifts he gave were that some would be apostles, some prophets, some evangelists, some pastors and teachers, to equip the saints for the work of ministry, for building up the body of Christ, until all of us come to the unity of the faith and of the knowledge of the Son of God, to maturity, to the measure of the full stature of Christ. We must no longer be children, tossed to and fro and blown about by every wind of doctrine, by people’s trickery, by their craftiness in deceitful scheming. But speaking the truth in love, we must grow up in every way into him who is the head, into Christ, from whom the whole body, joined and knit together by every ligament with which it is equipped, as each part is working properly, promotes the body’s growth in building itself up in love.

				Ephesians 4: 11–16

				Working Definitions

				•	Performance: the words and actions (behaviors) of a disciple that intentionally contribute to accomplishing the mission of the Church and to achieving the stated goals of the Church

				•	Developing: intentional implementation of a plan to increase the capacity of a disciple to live more fully into her or his divine call and to more fully use her or his gifts to bring glory to God and embody Christ’s mission

				•	Mentoring: intentional training and equipping of a less-experienced disciple by a more-experienced disciple in the means of grace, the nature of the Church, discernment of the Holy Spirit, and the inbreaking Kingdom of God; sharing best practices and actual discipling experiences to encourage discipleship behaviors

				•	Coaching: using an inquiry-based model of leadership to guide the focus of a disciple to the work of God to which she or he is called and the personal, corporate, and spiritual resources at hand to fulfill her or his divine calling

				Competency Behaviors

				The table below illustrates a subset of behaviors related to Focusing on Developing, Mentoring and Coaching to Enable Lay Leadership to Improve Performance. The Neglected Competence column reflects observed behaviors of pastors and/or leaders when the competence is largely absent. The Unconscious Incompetence 

			

		

	
		
			
				column reflects behaviors that demonstrate an unintentional misunderstanding or misapplication of the competence behavior. The Conscious Competence column reflects behavior based on a sound understanding and effective application of the competence.

				
					Neglected Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Meetings have little or no clear agenda and are quite lengthy 

				

				
					Leaders use the same agenda for every meeting with little or no refinement

				

				
					Leaders prepare alongside one another for leadership of groups and teams

				

				
					Church assumes leaders need no training or equipping for their work

				

				
					Church relies completely on outside resources to train and equip their leaders

				

				
					Onboarding of new leaders is a well-defined and implemented process

				

				
					Everyone does their own thing without oversight or consultation

				

				
					Staff meetings exclusively report previous activities and project activities into the future

				

				
					Staff leaders have supportive oversight of their personal development plan

				

				
					Leader discipleship practices are assumed to be present and active

				

				
					Preaching or teaching about discipleship practices is offered without structure for mutual accountability

				

				
					Leaders in the church are actively involved in mutual accountability with well-established discipleship practices

				

				
					Business or community experience is assumed sufficient training for church leadership

				

				
					Static leadership: persons retain the same leadership role for years or decades without development or spiritual accountability

				

				
					Leaders practice their temporal responsibilities within a rich spiritual understanding of their role

				

				
					Feedback is provided by gossip and innuendo

				

				
					Pastor, SPRC, and some lay leaders function as the “Complaint Receiving Committee” of the church

				

				
					Leaders are fluent in providing supportive and constructive feedback to one another

				

				
					Team members leave early or don’t attend meetings because it’s a waste of their time

				

				
					Leaders bring completed plans to meetings for rubber stamp approval, expecting team members to get in line to support the plan

				

				
					Leaders prepare for meetings so that they accomplish purposes worthy of the time invested by team members

				

				
					Elected or self-appointed leaders dominate the meeting, rarely seeking input from others

				

				
					Chair or team leader assigns tasks to team members to accomplish the team leader’s agenda

				

				
					Team leaders are attentive to the personal experience, gifts, calling and wisdom available from each member of the team. Team members know they are valued

				

				
					Lay leaders surrender the vision and direction of the church to each incoming pastor

				

				
					Lay leaders resist vision and direction in favor of maintaining the status quo. Limited or no response to declining fruitfulness in the church

				

				
					Lay leaders in the church take full responsibility alongside their pastors for the vision, direction and fruitfulness of the church

				

				
					People are assumed to know how to grow and thrive as disciples by being taught, reading and studying

				

				
					Discipleship behaviors are pushed top-down and people comply erratically with leader’s invitation to small groups or other discipleship directions from above

				

				
					Coaching and coach-like behaviors are taught, known and practiced by leaders in the church

				

			

		

	
		
			
				
					Neglected Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Leaders behave as if a person can be a good Christian without input from someone else

				

				
					Coaching has been helpful in the past, but no time or financial investment is sought to continue the practice

				

				
					Churches, districts and conferences include coach training and coaching in their budgets

				

				Beginning

				Below are comments that reflect individuals’ experiences and observations as individual leaders begin to exhibit the competency behaviors.

				Pastor: 

				“When I arrived at this church, I was surprised that the meetings were very superficial. There were no written agendas and no time limits. It was exhausting to go to a meeting that would last for two hours, and we didn’t accomplish anything. In talking with my coach, I realized I could help create some structure, but I needed to do it without insulting these folks who are 30 years older than me. So, I started with our trustees’ chair and asked if I could meet with him before our next meeting. He agreed, so we sat down together to talk about how we might make the meetings run more smoothly. The one question that seemed to help the most was asking what success looked like for the meeting. Once we had an idea about that, creating an agenda to accomplish that together was pretty easy.”

				Trustees Chair:

				“When I was asked to chair the trustees at the first meeting of the new year, I was totally unprepared. I had received a call asking if I’d be on trustees and they told me there was a meeting once a month, so I thought ‘I could do once a month.’ I had no idea that I would be a candidate for chairing the group. I reluctantly accepted the role. The former chair handed me a notebook full of old minutes and we discussed a couple of ongoing projects, and that was it. I was in charge of the trustees. I’m trying to learn how to do the job well. The pastor met with me to outline the trustees work and that helped. I’m beginning to feel a little more confident about what I’m supposed to do, but I know I’ve got a long way to go.”

				Lay Leader:

				“When our new pastor arrived, he had just graduated from seminary. We all were so impressed with how sharp he was, how enthusiastic he was, but it was also clear that he’d not had much experience of being a pastor ‘in charge.’ He’s not the first pastor we’ve had with limited experience. After he had been on the job for a month or so, I sat down with him and asked him how it was going. ‘I’m doing great!’ he said, ‘I love being your pastor.’ While I didn’t want to burst his bubble, there were a few places where his lack of experience was showing. So, I shared with him about a couple of places where he might want to make some adjustments in his approach. I give him credit that he’s been very open to constructive feedback and has made many of the 

			

		

	
		
			
				adjustments in his work that I’ve suggested.”

				Growing

				Below are comments that reflect individuals’ experiences and observations as behaviors become more common in groups and teams.

				Staff Member:

				“When the new pastor arrived, I knew it would be different. I just didn’t know how different it would be. I work in my full-time job Monday through Friday and don’t have time off during the weekdays. With the old pastor, that wasn’t a problem. I showed up on Sunday and coordinated my volunteers and everything seemed okay. But within about a month of the new pastor’s arrival, I could feel the tension. He wasn’t happy with me, but I didn’t know why. I’m not good at handling someone’s disappointment and anger. I kind of avoided him. Eventually he blew up, not in front of everyone, but at church on Sunday morning. I was hurt and embarrassed. Mary, one of the lay leaders of the church, called me and arranged for the pastor and me to meet with her one evening. She was so helpful to us both. The pastor felt out of control with my ministry and like I wasn’t seeking his input to strengthen my work. My hiding from him just made that worse. Mary calls me every week or so now, and I am providing my plans to the pastor in a way that he can observe what I’m doing, and he can talk with me about what he wants more of without making me feel bad. So, it’s much better now. Mary’s calls are helping me so much.”

				Trustee: 

				“Paul’s been on the trustees at the church since Noah was a teenager. He knows the church building inside and out and has navigated insurance and deeds and legal stuff for the church since before I was born. When I was asked to be on the trustees and walked into a room full of people 40 years older than me, I didn’t know how I was going to fit in. Paul did a great job of welcoming me. He was curious about my family and my job. He seemed to genuinely like me. He took me and the other new trustees on the most thorough tour of the building I’ve ever experienced anywhere. As we’ve worked on various issues, after the meetings he would check in with me to see how I was doing. He would ask my opinion in the meetings. He’s really made me feel like I have something important to offer.” 

				Lay Leader: 

				“We did a church-wide study of the Wesley Class Meetings. What impressed me and a couple of other lay leaders was the emphasis on a standard set of questions that shaped each meeting—directing people toward God and away from the ways of the world. We’ve begun to add questions like those to our written agendas so that we’re not just doing business, but also growing in our spiritual life and rooting the business decisions we make in the discernment of the Holy Spirit.”

			

		

	
		
			
				System

				Below are comments that reflect individuals’ experiences and observations as behaviors become systematized and routine.

				Pastor: 

				“We’ve followed a very deliberate process to build a culture of developing discipleship. It started with me and our Lay Leader. We covenanted together to each live out a personal development plan as disciples and as leaders in the church. We met together regularly for mutual accountability and encouragement. After we had been practicing that ourselves for about six months, we started inviting other leaders into the development culture we were wanting to grow. Now going on our sixth year, we have routine accountability toward development as a disciple and as a leader in most of the official groups in the church. The way it works is that every time we meet as a part of the agenda, one person from the group knows it’s their turn to provide a report on their personal discipleship and leadership development plan, the progress they’ve been making and who their accountability partners are. We celebrate with them, encourage them, and imagine together what God might do as they live more fully into their calling and giftedness in the months ahead.”

				Finance Chair: 

				“They asked me to be finance chair, I assume because I work for a bank. I’m a mortgage broker, so I’m familiar with getting lots of material together to facilitate a loan. I’m not sure that qualifies me to be a great finance chair for my church. Nonetheless, that’s what I am. As a part of the onboarding with this new role, I was invited to join a discipleship group. It’s designed to help me practice my faith with some partners and it also helps me put the finance committee’s work in the context of the life of faith. Like every church probably, we have folks on the committee who just think we’re just supposed to balance the budget, mostly by controlling expenditures. Through my discipleship group I’ve come to understand my role as leading a team to help the church to fully fund the ministry our church is delivering to the community. So, our finance team is growing its capacity to grow the generosity of our congregation alongside all the responsibility for sound financial policies. I think the discipleship group has been much more important for my leadership in the finance team than my experience in banking.”

				Lay Leader: 

				“We had a period of instability with our pastoral leadership. A beloved pastor became seriously ill, and we had a retired pastor come for almost a year to preach. But he didn’t have the energy to provide the kind of leadership we had been used to. Our pastor didn’t regain his strength and so went on disability for the next appointment season. Unfortunately, the incoming pastor also became ill soon after arriving. We wondered if we were cursed. But what came out of two years of limited pastoral leadership is that the laity really stepped forward. We had a great crew of older, very dedicated and spiritually mature leaders and as the pastors receded, they began to mentor and guide other leaders to step up into stronger roles of spiritual leadership. It has really transformed our church. Without a pastor to provide focus, our lay leaders clarified the vision of 

			

		

	
		
			
				the church, identified and called other lay people to lead. Now we finally have a strong healthy pastoral leader, and we also have a new level of strength, knowledge, direction, and clarity among our lay leaders.”

				Action Planning Guide

				These actions reflect some of the ways other leaders have sought to strengthen their competency related to Focus on Developing, Mentoring and Coaching to Enable Lay Leadership to Improve Performance.

				•	Identify and document the ways that current leaders in your church have experienced development, mentoring, or coaching that helped them grow. Questions to explore: “Who was most influential in your becoming a leader in the church? What did they do to help you grow as a leader?” Encourage these fruitful leaders to consider investing in others in the same ways people invested in them. 

				•	Map out and document the developing, mentoring, and coaching relationships that you and other key leaders have identified. In effective group meetings add some routine questions to the agenda: “Who has been investing in you? In whom are you investing time and attention so that our church thrives in God’s mission?”

				•	Preach a sermon series or teach a study of the ways Biblical leaders were developed, coached, and mentored. For example, Paul and Timothy; Samuel, Saul and David; Jesus and Peter; Moses and Joshua; Elijah and Elisha; Joseph and Potiphar; the Warden and the Cupbearer.

				•	Revise the work of the Nominations and Leadership Development committee of the church so that the spiritual gifts and divine calling of the laity are more fully stewarded for God’s mission.

				•	With the Nominations and Leadership Development team or its equivalent, create a way to receive feedback and assess progress for people who are seeking to live more fully into their calling and spiritual gifts.

				•	Document the discipleship journey as it is lived out in and through your congregation. Invite leaders to identify the ways they can be influential at each stage of the journey. For example, one congregation’s descriptive language for these stages: Stranger, Acquaintance, Guest, Friend, Family, Disciple, Missionary. 

				•	Invest in coach training for yourself and key members of your staff and lay leadership. Place support of coaching and coach training in the church budget.

				•	Routinely celebrate the investment people are making in one another to encourage growth in leadership and in fruitful ministry. Make it a part of the liturgy of worship and the agenda of meetings.

				Coaching or Supervision Sample Questions 

				These questions have been found helpful as leaders explore, understand, and strengthen their behaviors related to Focus on Developing, Mentoring and Coaching to Enable Lay Leadership to Improve Performance.

				1.	What have you learned about developing, coaching and mentoring lay leadership for improved performance? 

			

		

	
		
			
				2.	In your personal assessments, which of your feedback is most helpful in increasing the capacity of your church to develop, coach, and mentor lay leaders? 

				3.	What would it be like to be developed, coached, or mentored by you? 

				4.	How might a discipleship journey be deepened by having intentional development, coaching, and mentoring? 

				5.	How do you invite people into a relationship that has developing, coaching, or mentoring as its purpose? 

				6.	Tell me about someone who is being developed in your church? What does that look like to the person being developed? 

				7.	How do you or other church leaders assess progress or seek feedback so that your efforts to develop, coach, and mentor continue to grow stronger? 

				8.	What are the values that are important to hold up as the church seeks to develop people as leaders in this way? 

				9.	What is included in an agreement with a person who you are seeking to coach? How is that agreement used in the coaching relationship? 

				10.	How does your church equip people to be developers, coaches, and mentors? 

				11.	What resources are you finding valuable as you increase your church’s capacity to develop, coach, and mentor leaders? 

				12.	How do you acknowledge God’s presence and action in the development of leaders in your church? 

				13.	What do you want more of in the development of your church’s leaders? 

				14.	When you look three years into the future, what will be different or better about the church because of your investment in developing, coaching and mentoring lay leaders? 

				15.	What does it look like in your ministry for pastors, staff, and laity to share responsibility for leadership of the church? 

				16.	What are behaviors of pastors that equips and empowers others? What distinguishes ministry that is shared among equipped and empowered people? 

				Additional Resources

				Acevedo, J. (2013). Vital: Churches changing communities and the world. Nashville, TN: Abingdon Press. Chapter One – Especially note the “Operational Team Accountability Sheet” to see how Grace Church shapes the meetings of the working teams of the church to intentionally include room for developing, mentoring and coaching one another to improved performance.

				Bennett, J., & Bush, M.W. (2014). Coaching for change. New York, NY: Routledge. Coaching for Change introduces a model for executive coaching that provides the tools and resources to support leaders in driving organization change.

				Bungay, S. M. (2016). The coaching habit: Say less, ask more & change the way you lead forever. Toronto, ON, Canada: Box of Crayons Press. Short book encouraging inquiry-based leadership and developing your capacity 

			

		

	
		
			
				to ask provocative and powerful questions.

				Bungay, S. M. (January 5, 2017). Coaching essentials playlist. Toronto, ON, Canada: Box of Crayons Movies. A dozen short videos highlighting provocative and curious coaching practices. 

				Cooperrider, D., & Whitney, D. (2005). Appreciative inquiry: A positive revolution in change. San Francisco, CA: Berrett-Koehler Publishers. This practical guide offers an approach to organizational change based on the possibility of a more desirable future, experience with the whole system, and activities that signal ‘’something different is happening this time.’’

				Goleman, D. (2000, March - April). Leadership that Gets Results. Harvard Business Review, 78(2). pp. 78-93. Documents the results of a massive research project on the impact of six modes of leadership on the climate of an organization. Leaders of healthy organizations nimbly and routinely use four or more modes of leadership.

				Harnish, J. (March 23, 2010). How to correct someone who works for you. Faith and Leadership. [Blog Post]. Key elements of a 17-year relationship between John Wesley and a preacher named John Trembath in which Wesley sought to invest in this preacher and lead him to improve his performance as a preacher and leader in the church. 

				Heath, C., & Heath D. (2010). Switch: How to change when change is hard. New York, NY: Broadway Books. The authors argue that we need only understand how our minds function in order to unlock shortcuts to switches in behavior. Illustrating their ideas with scientific studies and remarkable real-life turnarounds, the brothers Heath prove that deceptively simple methods can yield truly extraordinary results.

				James, S. (2018). Principles of appreciative inquiry in the church. [Blog Post]. A theological/ecclesial interpretation of the five basic principles undergirding Appreciative Inquiry for use in the church.

				Jones, D.L. (October 4, 2017). Reframing - Healthier family Systems in the church. The Presbyterian Outlook. Richmond, VA.

				Parks, L. (February 14, 2007). Small churches as healthy family systems. Leading Ideas. [Blog Post]. Lewis Center for Church Leadership. Provides a list of ways that a church that has at its core a family system can imagine its work in healthy ways rather than simply seeking to diagnose pathologies. 

				Steinke, P. (1993). How your church family works: Understanding congregations as emotional systems. Herndon, VA: The Alban Institute. Seminal work describing the features of family-model emotional systems in churches and synagogues and the implications for leadership and mission.

				Additional Scripture References

				•	1 Corinthians 12

				•	Romans 12

				•	Acts 11: 19–26

				•	1 Timothy 

				•	1 Corinthians 15: 58

			

		

	
		
			
				Competency 5: Inspire Passion and Enthusiasm in Others for Spiritual Development, Discipleship and Outreach

				Key Scripture

				And whatever you do, in word or deed, do everything in the name of the Lord Jesus, giving thanks to God the Father through him.

				Colossians 3: 17

				Working Definitions

				•	Inspire: to motivate, cause, encourage, influence

				•	Passion: intense desire, eagerness, willingness, commitment

				•	Enthusiasm: eager enjoyment, fervor, warmth, excitement, energy

				•	Others: congregation, congregational leaders, staff, community

				•	Spiritual development: growth in Christian life; growth in practice of spiritual disciplines; growing personal evidence of character of Christ (i.e., love, joy, peace, patience and other fruits of the Spirit)

				•	Discipleship: seeking to live according to the teachings and examples of Christ

				•	Outreach: extending the character, teachings and examples of Christ to others, inside the congregation and beyond, into the broader community and world

				Competency Behaviors

				The table below illustrates a subset of behaviors related to Inspiring Passion and Enthusiasm in Others for Spiritual Development, Discipleship and Outreach. The Neglected Competence column reflects observed behaviors of pastors and/or leaders when the competency behavior is largely absent. The Unconscious Incompetence column reflects behaviors that demonstrate an unintentional misunderstanding or misapplication of the competence behavior. The Conscious Competence column reflects behavior based on a sound understanding and effective application of the competence.

			

		

	
		
			
				
					Neglected Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Leaders fail to communicate personal experiences of spiritual development, discipleship and outreach

				

				
					Communication of personal experience more often elicits praise of leaders rather than motivation for others’ personal growth

				

				
					Leaders communicate personal experiences of spiritual development, discipleship and outreach in authentic and humble manner

				

				
					Leaders lack participation in hands-on outreach with others 

				

				
					Leaders’ involvement in outreach is superficial with minimal personal and spiritual engagement

				

				
					Leaders practice incarnational ministry by working with others in hands-on outreach

				

				
					Preaching and teaching lacks emphasis and application for spiritual growth, discipleship, and outreach 

				

				
					Leaders communicate abstract concepts of spiritual development, discipleship and outreach with little personal application 

				

				
					Leaders preach, teach and demonstrate the practices that lead to deeper discipleship and outreach 

				

				
					Leaders do not provide opportunities for others to participate, practice and learn from discipleship and outreach

				

				
					Leaders evaluate discipleship and outreach opportunities on logistics and/or mechanics with little or no theological or spiritual reflection

				

				
					Leaders reflect with others during discipleship & outreach opportunities to strengthen the connection between the doing of ministry & the being in Christ for the world 

				

				
					Leaders ask others to be vulnerable and transparent but unable or unwilling to do so personally 

				

				
					Leaders insensitive to appropriate boundaries when discussing personal spiritual development and discipleship; leaders often overshare vulnerabilities

				

				
					Leaders exhibit transparency and vulnerability in own spiritual practice; leaders willing to share thoughtfully with others in appropriate manner and time

				

				
					Leaders rarely practice devotional Bible study, personal spiritual disciplines or are rarely involved in covenantal relationships for encouragement and accountability

				

				
					Leaders spend time in study for preaching and teaching yet do not integrate knowledge for personal transformation

				

				
					Leader prioritizes personal spiritual development and discipleship through practice of daily spiritual disciplines, covenantal relationships and Sabbath

				

				
					Leaders rarely connect the ordinary moments of daily life to any spiritual practice

				

				
					Leaders share experiences and spiritual links that are generic or borrowed from or published by others

				

				
					Leaders recognize and articulate teachable moments and experiences in personal and corporate life, linking daily life to spiritual development 

				

				
					Leaders do not recognize the gifts and strengths of others for ministry 

				

				
					Leaders do not provide opportunities for others to discover their spiritual gifts and strengths and/or recognize God’s call in their lives

				

				
					Leaders invite and equip others to explore their own personal call for spiritual development, finding ways to serve that are authentic to them

				

			

		

	
		
			
				Beginning

				Below are comments that reflect individuals’ experiences and observations as individual leaders begin to exhibit the competency behaviors.

				Layperson:

				“When I joined Grace Street UMC six months ago, I knew this was the church for me. Everyone I met welcomed me with open arms; yet I still felt like a baby in my Christian experience. I didn’t grow up going to church, I had never read the Bible and I didn’t understand much of the language of the church. When someone talked about ‘fruits of the Spirit,’ I wondered if they grew on a tree! Then Pastor J invited me to participate in a short-term Bible study on the basics of the Bible. She stressed the importance of knowing scripture and at the same time, talked about understanding scripture in a way that was not so intimidating. She told me how she continually learned new things about scripture as she studied and encouraged me to give it a try. Pastor J’s conversations helped me feel at ease, knowing that the study of Scripture is a life-long journey.”

				Pastor: 

				“It is so easy to forget the ‘why’ of ministry. I was reminded of this recently in a retreat experience. I was caught in the day-to-day of ministry, moving from one event to another, one sermon to another, one pastoral care visit to another, with no time for reflection on why I was doing any of it. During the everyday of ministry, I would too quickly forget how God had called and gifted me for service. During the retreat, the leader invited me to spend time in self-reflection, remembering my original call to ministry, how I had seen God use my gifts in the past and what was exciting to consider for the future. She helped me recapture the spark of God’s call in a new way. This spark also led me to use Sunday’s sermon to invite the congregation to discover their ‘why?’ Understanding the ‘why’ gives me the renewal and recommitment that I need every day.”

				Growing 

				Below are comments that reflect individuals’ experiences and observations during as behaviors become more common in groups and teams.

				Pastor:

				“Within the first year of ministry, I was in a desert. I knew that I had to take time to feed my own soul for life-long sustainable ministry. I tried a variety of methods for my own spiritual discipleship: journaling, reading devotional books, lectio divina, centering prayer. I experimented with different times of the day and different places: early morning, mid-day, at home, in the office. I have settled into the routine of mornings in my home office, before the appointments start for the day. This practice of spiritual disciplines gives me the consistency that I need for daily renewal. I find that I can more authentically invite others in the congregation to spiritual growth and discipleship if I am seeking to grow myself.”

			

		

	
		
			
				Layperson: 

				“I started participating in the mission trip to Appalachia when I was a freshman in high school. I love the experience of helping people by repairing their homes to be more safe and secure. I’ve helped put a new roof on someone’s home, helped with installing a working shower in a home, and added a wheelchair ramp for easier access. Every night our group gathers in our meeting space to reflect on the day and how we’ve seen Christ in our midst as we’ve worked. The leaders, especially Pastor K, have encouraged us to look beyond the hammering and painting and really connect with the people we encounter. Every year I think I’m going to help someone and always come home realizing that I’m the one who has been helped. I’ve grown in my understanding of Christ’s love and being used as His hands and feet to others.”

				Pastor: 

				“Whenever I reflect on my call to ministry, I always come back to the people who helped me to discern my call. There were faithful church members who nurtured me as a child and a youth by being Sunday School teachers and youth leaders. There were friends who recognized gifts in me that I had yet to see. The final ‘push’ that I needed came from the lead pastor of my church. Many people told me that I ought to think about going into ministry, but it was Pastor R who gave me opportunities to serve in leadership roles and live into my call. He asked me to assist him in worship as the liturgist and assist in teaching confirmation classes. I chaired the Education committee for our growing church and learned a great deal about leading people. It was in these places that I discerned God’s call to move from teaching middle school to entering seminary. The example of Pastor R reminds me to encourage others to live into their gifts. I seek to be aware of others who may be discerning a call to ordained ministry or to some type of lay ministry. I know firsthand the importance of inviting and equipping others.”

				System

				Below are comments that reflect individuals’ experiences and observations as behavior become systematized and routine.

				Layperson: 

				“When recovery ministry started at the church, I was uncertain about how I might be involved. I wasn’t in recovery. I didn’t know anybody in recovery (or so I thought). I didn’t know how I could help ‘those people.’ I started by helping to serve dinner on Friday nights. I was comfortable being behind the serving line, and all I had to do was smile and put a scoop of spaghetti on someone’s plate. Then with the encouragement of Pastor K, I moved from behind the serving line and sat down with folks. I quickly learned that we were very similar, all of us dealing with some habit or hurt. I was one of ‘those people.’ I’ve seen many in our church be transformed as folks have moved from serving behind the food line to sitting down with people, talking with folks, staying for the meetings and truly being together, learning about Jesus together. Pastor K is right there with us, extending love to all of us. No lines of separation—just sharing God’s transforming power to us all.”

			

		

	
		
			
				Pastor: 

				“Last year, I led the congregation in a sermon series on faith stories. I asked several members of the discipleship team to share their faith stories in worship using three words: one word that described his/her life before a transforming moment with God, one word that described that transforming moment and one word that described life afterwards. What powerful stories! One person shared his life with the words: dormant (like a seed not growing), wow (led Vacation Bible School even though didn’t think I could do it) and clay (God continuing to mold me). Hearing the stories of others was inspiring for me as well as the other lay people in the congregation. After their stories were shared, I invited everyone to think about their own spiritual journey and decide what word they’d use to describe their journey now and what word they’d like to use in the future. My hope was that people would reflect upon their own spiritual lives and how they might grow and share their stories with others.”

				Action Planning

				These suggested actions reflect some of the ways other leaders have sought to strengthen their competency related to Inspiring Passion and Enthusiasm in Others for Spiritual Development, Discipleship and Outreach. 

				•	Develop a relationship with a spiritual director to consider own personal spiritual development.

				•	Join a covenant group for encouragement and accountability.

				•	Join a mission team as a participant, not the leader. If necessary, join a team from another church or organization. Work alongside others, reflect with others and seek to learn how to participate without being the leader.

				•	Develop a sermon series on sharing personal faith stories that includes inviting people of diverse experience and age the opportunity to share their own faith stories in worship. Give specific guidelines for how to share their story (i.e., answering specific questions, choosing words that represent their spiritual walk, using a manuscript or speaking extemporaneously, suggesting length of story).

				•	With the missions or outreach teams, consistently reflect on the church’s various outreach opportunities. Consider how your church is being with others in the world rather than doing for others in the world. Is the congregation engaged with others or doing a task and isolating themselves from the people? Implement several ways that outreach opportunities might be more intentional about their relationships with people. 

				•	Listen to or watch recordings of your sermons on a regular basis, with particular attention to your examples and your personal stories. Reflect with your coach, another thinking partner or a trusted friend on your observations of how the examples or stories are received. What is desired outcome in sharing the story and how has the desired outcome been met?

				•	Regularly offer an opportunity for all of those who serve in worship leadership to have worship experiences in which they do not serve. An example might be to have quarterly Saturday morning worship services, led by a guest worship team with the message by a guest speaker.

				•	Invite a small group of people who you discern might want to grow in their faith or are sensing a call to 

			

		

	
		
			
				ministry to join you in a short-term Bible study. Invest in leading and building relationships with these people. Continually seek to be aware of people who may be feeling a movement of God’s spirit in their lives. Offer studies like this several times a year.

				Sample Questions for Coaches, Supervisors or Professional Development Teams

				These questions have been found helpful as leaders explore, understand and strengthen their behaviors related to Inspire Passion and Enthusiasm in Others for Spiritual Development, Discipleship and Outreach.

				1.	Tell me about a few people in your life that have inspired you. What qualities or traits did they exhibit that encouraged you or motivated you? What might you learn from these people about inspiring others?

				2.	Tell me about your practice of spiritual disciplines. Tell me how those practices give you strength and inspiration in your daily journey with God.

				3.	What spiritual disciplines are practiced corporately in your church setting? What role do leaders play in encouraging these practices?

				4.	Tell me about a time in ministry when you felt spiritually dry or when you were struggling in your faith. What encouraged and helped you move through this time? What did you learn that might help you prevent this from happening in the future?

				5.	Tell me about a time when you shared your spiritual disciplines with others in a sermon or in a study that you were leading. What outcome did you hope for in sharing those disciplines? How do you know if the outcome was accomplished?

				6.	Tell me about your call to ministry. Who were the people who helped to affirm your call? How did they do this? Who are the people in your congregation who may be sensing a call to ministry and/or to take another step in their faith journey? How might you affirm their journey? What could you do to encourage them or motivate them?

				7.	Consider an upcoming ministry outreach that you will be leading. How might you prepare the members of the team to be more engaged with the people who will be touched by the outreach? What could you do before the outreach? What questions might you ask them after the outreach is over that will prompt deeper reflection on what they’ve learned?

				8.	When you listen to a recording of one of your sermons, what do you notice about your examples and stories within your sermons? How is the example or story meeting your desired outcome for inclusion in the sermon?

				Additional Resources

				Acevedo, J. (2012). Vital: Churches changing communities and the world. Nashville, TN: Abingdon Press. Acevedo offers inspiring and helpful guidance for leading a vital congregation.

				Berlin, T. & Weems, L. (2014). High yield: Seven disciplines of the fruitful leader. Nashville, TN: Abingdon Press. This book offers practical suggestions and experience for leadership that inspires others.

			

		

	
		
			
				Cartmill, C., & Gentile, Y. (2006). Leadership essentials: Practical tools for leading in the church. Nashville, TN: Abingdon Books. Helpful skills, worksheets and exercises for growth in congregational leadership. 

				Leading Ideas Talks. (2018, March 7). Synergy: A leadership guide for church staff & volunteers. [podcast]. Washington, DC: Lewis Center for Leadership. Interview of author Ann Michel who talks about leading teams, building relationships and inspiring others for fruitful ministry. 

				Author Unknown. (2019, April 9). 50 Ways to multiply your church’s leadership capacity. [Blog Post] Lewis Center for Leadership. Article with downloadable pdf gives helpful ideas for increasing leadership capacity as clergy and laity. 

				Nouwen, H. (1999). The only necessary thing: Living a prayerful life. W.W. Greer (Ed.). New York, NY: Crossroad Publishing Company. Editor Greer categorizes some of Nouwen’s writing on prayer into variety of areas (examples: solitude, listening, discipline, unceasing prayer, community, hindrances). Helpful words for personal inspiration and for sharing in teaching and preaching settings.

				Sutton, A. T. (2019, April 30). One-on-one accountability groups may be solution to pastoral woes. [Blog Post] Faith and Leadership. Sutton writes about the benefit of partner accountability within the larger context of a covenant group. 

				Weems, L., & Berlin, B. (2011). Bearing fruit: Ministry with real results. Nashville, TN: Abingdon Press. Practical and inspirational words about leadership and ministry that produce fruit.

				Willimon, W. (2016). The theology and practice of ordained ministry. Nashville, TN: Abingdon Press. Comprehensive guide on the unique calling of men and women into ordained ministry and the diverse roles that clergy fulfill. 

				Additional Scripture References

				•	Colossians 2: 6-7

				•	John 15: 1-5, 12-17

				•	Matthew 5: 16

				•	Colossians 3: 12-17

				•	Romans 12: 1-2

				•	Philippians 2: 1-5

				•	Galatians 5: 22-25

			

		

	
		
			
			

		

	
		
			
				Competency 6: Develop Personal Knowledge, Skills and Abilities to Continuously Improve and Grow Oneself

				Key Scripture

				I appeal to you therefore, brothers & sisters, by the mercies of God, to present your bodies as a living sacrifice, holy & acceptable to God, which is your spiritual worship. Do not be conformed to this world, but be transformed by the renewing of your minds, so that you may discern what is the will of God—what is good & acceptable & perfect.

				Romans 12: 1–2 (NRSV)

				Working Definitions

				•	Develop: to expand, increase or become better; to sharpen or refine; to advance

				•	Personal knowledge: what one knows about self, calling, content and capacities; the content knowledge, self-awareness and/or recognition of what one doesn’t know that can be gained; what can be learned from family, colleagues, supervisors and others

				•	Skills: tools and/or methods for use in application; what one can do; techniques; best practices; what one can be taught from an instructor, in a continuing education event, etc.

				•	Abilities: one’s behavior that can be developed; one’s learning agility

				•	Continuously improve and grow oneself: to consistently develop one’s knowledge, skills, and abilities so that one is always seeking to cultivate pastoral identity and leadership behavior for life-long, fruitful ministry

				Competency Behaviors 

				The table below illustrates a subset of behaviors related to Develop Personal Knowledge, Skills and Abilities to Continuously Improve and Grow Oneself. The Neglected Competence column reflects observed behaviors of pastors and/or leaders when the competence is largely absent. The Unconscious Incompetence column reflects behaviors that demonstrate an unintentional misunderstanding or misapplication of the competence behavior. The Conscious Competence column reflects behavior based on a sound understanding and effective application of the competence.

			

		

	
		
			
				
					Neglected Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Leader teaches theology as abstract theory

				

				
					Leader does not connect contextual or cultural norms to clear theological foundation

				

				
					Leader consistently applies theological knowledge and inquiry to strengthen the practice of ministry

				

				
					Leader does not take discernable actions to increase knowledge

				

				
					Leader embraces praise from others as self-knowledge, discounts criticism

				

				
					Leader continuously seeks a deeper knowledge of self

				

				
					Leader places people in ministry roles with little exploration of their calling, gifts, abilities and experiences

				

				
					Leader engages people based on their roles in the church, missing opportunities to help people live into their divine calling

				

				
					Leader continually seeks knowledge about others to increase team effectiveness

				

				
					Leader rarely connects planning with values and vision statements

				

				
					Leader develops plans based on previous church experience with minimal realignment

				

				
					Leader clearly aligns planning and action to core values and vision statements

				

				
					Leader is satisfied with personal skill base

				

				
					Leader mimics ministry practices of successful churches without realignment to current context

				

				
					Leader utilizes and refines best practices to own context

				

				
					Leader distrusts other’s competence; micromanages

				

				
					Leader directs others without offering accompanying ownership

				

				
					Leader consistently empowers others for fruitful ministry

				

				
					Leader does many important tasks personally

				

				
					Leader frequently brings completed ministry plans to groups seeking endorsement and implementation

				

				
					Leader practices mutual accountability in planning and implementation of ministry

				

				
					Leader implements ministry with little reference to strengths of self or of others

				

				
					Skillful deployment of people according to their gifts is rare even though strengths and gift assessments exist

				

				
					Leader intentionally reflects and applies personal and corporate abilities/strengths

				

				
					Failure results in denial, blame and/or scapegoating

				

				
					Leaders see failure as terminal or an endpoint, only captured learning: “we tried that once, didn’t work” 

				

				
					Leaders experiences failure as a learning opportunity and starting point to move forward

				

				
					Leader encourages specific good works yet is rarely seen personally demonstrating those actions 

				

				
					Leader frequently seen working tirelessly and alone at ministry tasks in hopes that her/his personal tireless work will rub off on others

				

				
					Leader leads by example, both in speech and in action

				

			

		

	
		
			
				
					Neglected Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Leader is highly confident that she or he has the answers that the church needs

				

				
					Leader is willing to try anything, lacking confidence that anyone knows a fruitful path forward

				

				
					Leader is humble, eager to learn and willing to explore new practices 

				

				Beginning

				Below are comments that reflect individuals’ experiences and observations as individual leaders begin to exhibit the competency behaviors.

				Pastor:

				“When I was in seminary, I enjoyed doing theological reflection with my peers on writings from early church history. I began to wonder how I might do the same with people in my local church. I decided to choose a sampling of quotes from John Wesley’s sermons and offer a Wednesday night study on the theology of the early Methodist movement. It gave me the opportunity to teach Methodist history and to explore Wesley’s understanding of grace with the congregation. I love the opportunity to teach others and at the same time, it causes me to study and deepen my own knowledge.” 

				Pastor:

				“I am overwhelmed—it’s December 10 and we are in the middle of extra worship services, Christmas parties, children’s musical—many opportunities to celebrate the season of Advent and Christmas. We also have a new staff person joining us next week and I’m responsible for onboarding that person. With the help of my coach, I have learned to carve out time in my schedule and ask myself: What are the important projects or situations that need my attention in the coming month and, in this case, before Christmas? Then I lay out a chart with those items needing attention, the details of the project or the situation and decide who can help me. What can I delegate? What can only I do? This hour of planning helps me to organize my thoughts and actions that bring me peace and calm.” 

				Pastor:

				“Recently I completed the Clifton StrengthsFinder assessment. My number one strength is responsibility, an executing strength, which is not surprising. Everyone on staff knows that they can count on me to get something done if it’s my responsibility. My problem? Sometimes I forget what is my responsibility and what is someone else’s. Either this leaves me anxiety-ridden, afraid that they are not going to get the job done, or I step in to offer help and the staff thinks I’m being too controlling. I have put some guardrails in place to help me use my strength to its fullest. I often ask myself one simple question: Is this my responsibility? If it is, I take steps to carry out that responsibility. This self-awareness has helped me immensely in my work.”

			

		

	
		
			
				Local Church SPRC Chair:

				“When Pastor J arrived at First Church, we welcomed her with open arms. It was her first appointment and we knew that she wanted to do her best. We could tell that she put a lot of time into her sermons because they were very good—well researched and practical in application. The congregation knew that they could call her anytime and she would be there to offer pastoral care. She visited the shut-ins frequently. Everybody loved her! About six months after her arrival, I noticed that she seemed more tired whenever I talked with her in our weekly meetings. Some folks began to notice a little grumpiness whenever they called her to make a visit to the hospital. I think Pastor J was running out of steam. I talked with her about what I saw happening. The SPRC met with her and encouraged her to take a full day off every week. We used this opportunity to talk with the whole congregation about the need for Sabbath rest. The SPRC also decided to put some money into the budget in the coming year to encourage Pastor J to attend some days of renewal and days of learning at the nearby seminary and prayer center.”

				Growing

				Below are comments that reflect individuals’ experiences and observations as behaviors become more common in groups and teams.

				Pastor:

				“I’m involved in a leadership program that gives me regular opportunities to attend days of learning with speakers teaching on missions, discipleship and small group ministry, stewardship, and other pertinent topics for the local church. There is so much helpful information given to us. Sometimes it’s like drinking from a fire hose. I have learned that the information is most helpful when I can take several hours to read back through my notes, think about the discussions that my group had in class and then reflect on what will be most helpful to my leadership in the local church. Over the past year, I have reflected with my coach on how I might use the information I’ve learned in my areas of responsibility, specifically discipleship. Our team’s vision is to create an intentional pathway of spiritual formation and discipleship. We’ve used the strengths information to decide roles within our team. We’ve used the visioning information to guide the formation of an overall vision for our group. I’m thankful to be part of this leadership program and feel as if I’m putting into practice the knowledge that I’ve gained.” 

				Pastor:

				“I serve a large church with many opportunities for fellowship, study and missional outreach. We have 15 full-time staff positions and of those 15, three of them are clergy positions. When I first arrived at First UMC, I thought I had to go to every fellowship activity, every meeting and every outreach activity. I quickly learned that this was not possible. I knew that I would not be able to sustain this pace, and if I wasn’t careful, I would be in a place of burnout. I talked with my ministry coach about some new practices to best use my time. Now I control my calendar, instead of it controlling me, and the clergy work together to be sure one of us is at almost every activity. It gives us all opportunities to rest and to be with family. I have also learned that I can 

			

		

	
		
			
				trust the other clergy and the other staff to lead and it empowers them in ways that might not have happened if I had insisted that I be there. It’s better stewardship of our time and our gifts! I am now in my fourth year at my appointment and even though activity has not slowed down at First UMC, I feel that my practice of good boundaries of time and energy is what will help me to live fruitfully and abundantly in ministry.” 

				Pastor: 

				“In the past year, I have been part of leadership initiative that has given me opportunity to measure my agility in the areas of people, change, mental, results and self-awareness. I have read books about adaptive leadership and heard varieties of speakers on the topic. They have been very helpful to give me a vocabulary for the topic; yet I don’t think I had a grasp of the concept until I looked at my own adaptive leadership. In this ever-changing world, it’s clear that I can no longer lead in ways learned earlier in ministry. I have always liked predictability in a meeting. I always feel safer in leadership when I can organize the meeting before hand in ways that are comfortable for me. However, this does not work anymore. Now when decisions need to be made, I expect that there will be difference of opinions. I invite people to look at the subject from as many angles as possible. When the decision starts to drill down to yes/no or this way/not that way, I push for a third option. Is there another possibility? I encourage as many voices as possible in the discussion because I know that being heard will create buy-in and ownership in the matter. I’ve been amazed at how these practices have helped our church move out into the community in ways that I never would have dreamed”.

				Lay person:

				“Over the past two years, Pastor T and I have participated in a leadership initiative that partners a clergy person and a lay person from the same church. During the first year of the program, we participated in several assessments that measured different aspects of ourselves, discussed self-care, communications, and conflict management and talked about leading change. In the second year, we focused more specifically on the local church with topics like small groups, team building, stewardship and being a missional church. I am so thankful to have had the opportunity to learn more about my gifts and my leadership in the local church. This intentional reflection with my pastor and with others to increase and develop my strengths and abilities has been fruitful in ways that I couldn’t have imagined and will be long-lasting in its effects.” 

				System

				Below are comments that reflect individuals’ experiences and observations as behaviors become systematized and routine.

				Local Church SPRC Chair:

				“It’s important to us as a SPRC and as a church to support our pastor’s total health. The question of Sabbath for our pastor and staff also raised the question of Sabbath for our congregation. Pastor J led the congregation in a small group study of the book, 24/6. We began to reflect on 

			

		

	
		
			
				the practice of Sabbath in our lives as a congregation and our lives personally. Sunday at our church was a very busy day—two worship services, monthly Church Council meeting at 12 noon, children’s choir rehearsals and youth groups. We decided as a congregation that we would no longer have any activities on Sundays after worship was over. People objected at first, but we decided we would try it for three months. We moved our Council meeting to Tuesday night, our children’s choirs to Wednesday night, and our youth group meeting to Wednesday night. The result was amazing. Families actually spent the day together. Friends went out to lunch together after the worship services. The Sunday afternoon nap became a topic of conversation on Wednesday night. People liked it so much that we decided to do it for another three months. Now it’s been two years of this Sabbath practice for the church. It has had a huge impact on the congregation and on me personally. Sabbath is now a core value of our church, guiding all our ministry decisions.”

				Action Planning

				These actions reflect some of the ways other leaders have sought to strengthen their competency related to Develop Personal Knowledge, Skills and Abilities to Continuously Improve and Grow Oneself.

				•	Participate in cohort peer learning on book or topic via online learning or clergy group, specifically on a topic that will enhance development in desired area.

				•	Participate in a silent retreat or a group retreat at a prayer center, using this time to meditate, read, pray, journal, and possibly make sermon and teaching preparations.

				•	Attend the Five Day and/or Two Year Academy of Spiritual Formation. 

				•	Develop a relationship with a spiritual director for ongoing conversations of God’s movement in your life. 

				•	Establish a relationship with a mental health professional to learn coping skills and to find help for anxiety and depression.

				•	Participate in a financial management course to help live within a budget and to reduce the stress of debt.

				•	Develop a hobby and spend time enjoying the hobby.

				•	Practice Sabbath weekly and utilize all the vacation available to you in your ministry context.

				•	Establish a relationship with a coach and meet regularly.

				•	Participate in a covenant group for the practice of spiritual disciplines.	

				Sample Questions for Coaches, Supervisors or Professional Development Teams

				These questions have been found helpful as leaders explore, understand, and strengthen their behaviors related to Develop Personal Knowledge, Skills and Abilities to Continuously Improve and Grow Oneself.

				1.	Tell me about the areas of ministry that bring you the most joy. What are the areas that can be life-draining? How might you use the joy from the areas you love to give life to the areas that drain you?

			

		

	
		
			
				2.	Tell me about your practices of spiritual disciplines (i.e., Sabbath, meditation, study, etc.) What spiritual discipline would you like to focus on in the next month? What might be some new ways of practicing or experiencing this discipline? 

				3.	Tell me about your core priorities that guide and influence ministry.

				-	How might your core priorities help you make decisions in your ministry life? 

				-	How will you know that your core priorities are helping you make decisions in ministry? 

				-	What will you observe happening? 

				4.	What are your strengths and/or gifts for ministry? How might these strengths work for you in ministry? What guardrails do you need to put in place so that these strengths do not work against you? 

				5.	Suppose in six months, you tell me that you are meeting deadlines in your ministry work more consistently. What might be one action step that has helped you?

				6.	Who might be an accountability person in your life? Who are the people in your life that can help you in an area that you wish to improve? In six months, how will your accountability partners know that you have improved in your area of focus? 

				Additional Resources

				Acevedo, J. (2012). Vital: Churches changing communities and the world. (p. 23-44). Nashville, TN: Abingdon Press. Acevedo writes of the importance of the pastor both spiritually leading the congregation for the work of the Kingdom of God as well as nurturing his or her own soul for the work of ministry. 

				Bolsinger, T. (2015). Canoeing the mountains. Downers Grove, Illinois: IVP Books. Bolsinger’s book speaks to leadership required of clergy serving God’s Church in an ever-changing society. We are in uncharted territory, requiring a different set of skills as leaders.

				Brown, B. (2015). Rising strong: How the ability to reset transforms the way we live, love and lead. New York, NY: Spiegel & Grau. Brene Brown’s extensive work in courage, vulnerability, empathy and shame offers a framework for clergy to reflect on how these themes impact their own leadership.

				Burnett, B., & Evans, D. (2018) Designing your life: How to build a well lived, joyful life. New York, NY: Alfred A. Knopf. This book applies Design Principles and Processes to personal lives, opening design as a fruitful tool in individual and social development.

				Cloud, H., & Townsend, J. (2017) Boundaries: When to say yes, how to say no to take control of your life. Grand Rapids, Michigan: Harper Collins. Cloud and Townsend’s book is an important resource for everyone as it defines boundaries, discusses boundary conflicts, and offers ways to develop healthy boundaries. A must-read for all, especially for clergy seeking to serve from their best self.

				Goleman, D. (2000, March - April). Leadership that gets results. Harvard Business Review, 78(2). pp. 78-93. As indicated by research documented in this article, leaders use a combination of leadership modes in their work and life. 

				Heath, C., & Heath, D. (2013) Decisive: How to make better choices in life and work. New York: Crown 

			

		

	
		
			
				Business. Chip and Dan Heath offer practical skills and helpful scenarios in making decisions, both useful in our leadership in churches and in our personal lives.

				Hester, R., & Walker-Jones, K. (2009). Know your story and lead with it: The power of narrative in clergy leadership. Landam, MD: Rowman and Littlefield Publishers, Inc. Staying in a curious place and learning to ask good questions are behaviors that can greatly enhance a clergy person’s leadership. Hester and Walker-Jones offer ways to lead narrative peer clergy groups as well as lead a congregation with our story. 

				McKee, A. (2015, April 24) How to help someone develop emotional intelligence. New York, NY: Harvard Business Review. This article helps the reader recognize the state of their own EI as well as others on their team and move towards more fruitful and life-giving work. 

				Muller, W. (1999) Sabbath: Finding rest, renewal, and delight in our busy lives. New York: Bantam Books. The practice of Sabbath is critical for all of us, whether that be day-long observance or sabbath moments through the day. Muller offers guidance on using those times to nourish our soul and restore those parts within us that have been depleted.

				Nouwen, H. (2010). Spiritual formation: Following the movements of the spirit. (with Christenson, M. & Laird, R.). New York, NY: Harper One. Nouwen invites readers to reflect upon the movements of their own spiritual life as they seek to be faithful in their journey to a deeper life. 

				Nouwen, H. (2013). Discernment: Reading the signs of daily life. (with Christenson, M. & Laird, R.). New York: Harper One. Nouwen’s writing calls the reader to a deeper understanding of discernment and the call of God to listen and respond to God’s voice. 

				Rohr, R. (2011). Falling upward: A spirituality for the two halves of life. San Francisco, CA: Jossey-Bass. Rohr’s work invites the reader to consider how the experiences, specifically those lessons learned the hard way, can shape and form a person for the second half of life. It’s not about the age of a person, rather it’s about redeeming our failures and heartbreaks for spiritual growth.

				Sleeth, M. (2012) 24/6: A prescription for a healthier, happier life. Carol Stream, IL: Tyndale House. Sleeth’s book on Sabbath draws upon the biblical narrative of the Old and New Testament, his work as a physician, the stories of others and his own practice to open to the reader the freedom and joy found in the practice of Sabbath.

				Weins, K. (2017, December 21) Break the cycle of stress and distraction by using your emotional intelligence. New York, NY: Harvard Business Review. Weins gives helpful suggestions for increasing our self-awareness and emotional intelligence. 

				Additional Scripture References

				•	Colossians 2: 6–7 

				•	Philippians 3: 13–14 

				•	Hebrews 12: 1–2a

			

		

	
		
			
				Competency 7: Define and Articulate a Future Vision of the Church

				Key Scripture

				Where there is no vision, the people perish.

				Proverbs 29: 18 

				Working Definitions

				•	Articulate: to express an idea clearly and in a concise manner

				•	Vision: a compelling image of the future that is greater than what currently exists; a well-articulated statement that describes the outcome of a fulfilled mission

				•	Mission: the primary task and objective of a person or organization

				•	Shared vision: an image or outcome shared by the those engaged in the local setting

				•	Church–Role of the Church (SEND): (S)eek God, (E)ngage community, (N)urture persons in Christian Community, (D)eploy people to live lovingly in the world. (Paragraph 122 in The Discipline of the UMC)

				Competency Behaviors

				The table below illustrates a subset of behaviors related to Define and Articulate a Future Vision of the Church. The Neglected Competence column reflects observed behaviors of pastors and/or leaders when the competency behavior is largely absent. The Unconscious Incompetence column reflects behaviors that demonstrate an unintentional misunderstanding or misapplication of the competence behavior. The Conscious Competence column reflects behavior based on a sound understanding and effective application of the competence.

				
					Neglected Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Clergy and lay leaders rarely express a coherent vision for the church

				

				
					Clergy leader imposes a vision

				

				
					Clergy and laity share in development and implementation of vision 

				

				
					Leader leads for the moment with no clear outcome in mind

				

				
					Leader discerns vision as a solo activity and as their individual responsibility 

				

				
					Clergy and lay leaders are in frequent conversation about vision implementation 

				

			

		

	
		
			
				
					Neglected Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Leaders rarely engage spiritual disciplines as a path to vision discernment

				

				
					Leader delivers the vision because the “time is now,” with little or no preceding prayerful corporate discernment

				

				
					Leader waits for a vision to be discerned through process of congregational spiritual disciplines

				

				
					Leader keeps vision to one’s self

				

				
					Leader tells people the vision and expect buy-in

				

				
					Leader creates opportunities for the Body to share and own the vision 

				

				
					Leader changes direction frequently, people are confused

				

				
					Leader mimics someone else’s vision

				

				
					Leader seeks God’s wisdom and discernment through prayer and spiritual disciplines

				

				
					Discerning vision rarely a topic of conversation

				

				
					Leader begins with a statement: “Here is what worked where I have served before.”

				

				
					Leaders use an inquiry process, asking, “what is working in our context and how do we get more of this”?

				

				
					Leader assumes people understand the vision; minimal communication planning is implemented

				

				
					Leader communicates vision in the context of people’s fears

				

				
					Leader and their team communicate vision in a way that paints a compelling picture and calls forth hope for the future

				

				
					Leader is satisfied with the current trajectory

				

				
					Leaders’ vision process focuses on solving problems of today

				

				
					Collaborative visioning process creates momentum towards a new future

				

				
					Leaders operate without alignment or articulation of values and vision 

				

				
					Leaders cast vision with little alignment with core values of the congregation

				

				
					Leaders consistently articulate a vision and its coherent alignment with core values of the congregation

				

				
					Visioning process starts with What: We want 100 more young people in worship

				

				
					Visioning process starts with How: We will grow by launching a contemporary worship service.

				

				
					Visioning process starts with Why to determine the vision: We believe in the next generation.

				

				Beginning

				Below are comments that reflect individuals’ experiences and observations as individual leaders begin to exhibit the competency behaviors.

				Pastor:

				“When I arrived at this church there were at least fifteen different ministry initiatives that seemed to have no common direction. Many members were frustrated that there never seemed to be enough volunteers. Several times, I heard members complain that is was the same 20 percent of people who did 80 percent of the work. People were unclear of the ‘why’ for much of what we were doing and even less clear about our hoped-for outcomes. After listening to the laity and the leaders of the ministry initiatives, I shared a vision of what God was calling us to be in the community. We had several meetings where I spoke, and the laity asked questions or in some cases disagreed with 

			

		

	
		
			
				the vision. Very few of the members bought into the vision, and we still have 15 ministry initiatives and few lay people engaged.”

				Pastor: 

				“I serve a thriving and fruitful church. In seminary and through conference leadership events I have heard that I needed to ‘cast vision.’ Being unsure what this meant I looked around to see what other churches were doing and where they were being successful. I picked three things that seemed to be working at growing churches and delivered the vision to the church leadership at our annual retreat. For some reason, they were not interested. The energy really picked up when we did the review of what we had been doing in our setting resulting in growth. Everyone was so excited, I wondered what it would be like to focus more on these things and set my preliminary vision statement aside. The leaders were helpful in creating a really good summary of what we were doing that was working and what it might look like to be doing more of these things. Together we crafted a vision and mission we are all excited about and committed to living into this year.”

				Growing

				Below are comments that reflect individuals’ experiences and observations as behaviors become more common in groups and teams.

				Lay Person: 

				“My pastor invited me to serve on a strategic planning team for our church. She started the first meeting by asking what we have done in the past that seemed to create the most energy. I mentioned our monthly potluck dinners. Church members bring some of the best food and we have a great time together. Others were invited to mention other ministries, and together we realized that these ministries were all focused on self-serving interests with no real central purpose. We needed to identify a direction for our church.

				Our pastor asked us to consider what God was calling our church to be and to allow that to help us decide the ministries we would offer this year and why we were doing it. She asked us why our church existed, and then she did a lot of listening. She listened to different groups in our church and even different groups in our community. As we moved forward, we started to realize that God was doing something among us. When we started to recognize where the spirit was stirring, the vision started to emerge. Our team scheduled a whole day to articulate what we were hearing. We drew images, we shared dreams and we even created a list of next steps. The piece that was the most helpful was having our core values in front of us, articulating the vision in alignment with these values. Our vision statement is used in all of our decisions today as it states who we are and who we are becoming through the grace of God. This process helped me to see that instead of having a church potluck, we could put that energy into launching a dinner church for our community. That aligns perfectly with the vision of our church to create space for hope and healing in our community.”

			

		

	
		
			
				Pastor: 

				“As we articulated our new vision and started to implement our next steps, we had to bring the church into alignment in several ways. We realized that we needed to make a spiritual shift in the way we recruited volunteers. Instead of asking people to serve just because we need someone to fill a spot, we began asking people to serve in various roles because God is calling us to do it. We intentionally connected every volunteer activity of the church to the vision that God has called us to fulfill. Volunteering at church now is spiritually fulfilling. When we ask people to volunteer, more people say yes now. They know that they are working toward a specific purpose, and that purpose is God’s purpose.”

				Pastor:

				“Our church has a lot of creative dreamers that like to start new ministries. That seems like it would be a good thing, but it seemed that we ended up launching so many ministries that everyone seemed to be going in different directions, which served to pull the church apart. When we discerned a vision statement for our church, we began to ask how these new ministry ideas aligns with our mission and vision. It also has shown us what kind of ministries we need to add and what kind of ministries we need to discontinue. It has helped us to say, ‘no’ to some good ministry ideas. Saying no is often difficult because we want to please everyone, but if we say ‘yes’ to ministries that are not aligned with our vision, it takes resources away from our vision. Stated simply, our vision statement allows us to align our ministries to the vision that God has given us.”

				Pastor:

				“I am such a ‘people pleaser’ that I do not want anyone to leave our church. Unfortunately, a few families decided to leave as we defined our vision. Our Council scheduled listening sessions with the congregation to make sure we were hearing all voices. While most of our church members agreed with out new vision, there were some who did not agree. Those who didn’t agree were anxious about the shift in direction that would happen. This made life difficult and relationships became strained. As we completed this listening process, there came a time to stay true to the discerned vision and suggest to those who disagreed that there may be other local churches that align more closely to their vision. Having to say goodbye to some good people was difficult and yet brought new energy to our church through alignment to the vision.”

				System

				Below are comments that reflect individuals’ experiences and observations as behaviors become systematized and routine.

				Lay Person:

				“When I came to this church it was apparent right away that this church was all about a very specific vision, and it gave me a place to explore where I might fit in with my gifts. I was able to jump on board and become a part of this church family faster than I had in previous churches that I visited. The vision has helped to create a sense of family and collegiality in the church, because 

			

		

	
		
			
				we all know that we are working together. We are all working toward the same goal— God’s goal—for our church.”

				Rabbi:

				“My Jewish congregation has many aging adults and we have recently had several of our members struggle with Alzheimer’s disease. We were trying to decide if we should launch some form of respite ministry when we learned that the United Methodist Church in town had adopted a five-year vision to be a place of hope and healing for older adults. As part of that vision, they were offering respite care. Instead of working in competition with a neighboring faith community, we decided to support them. We shared $10,000 as a gift in support of that ministry. The vision of that United Methodist Congregation is lifting our whole community.”

				Action Planning Guide

				These actions reflect some of the ways other leaders have sought to strengthen their competency related to Defining and Articulating a Future Vision of the Church.

				•	Explore the spiritual disciplines you have in place for the discernment of God’s will. What spiritual disciplines would you want more of as you live into the vision for your local church? Consider how time spent in these disciplines will be included in your schedule and your action plan.

				•	Articulate the vision through an image. What would you include in a presentation, as found here?

				•	Work with your team to create a vision statement in less than 10 words.

				•	Design with a team a creative narrative that will describe the broader result of the vision.

				•	Think about who to invite on the vision team and review the chart here of leader behaviors through the various points of an organization’s life cycle. (Ward, 2003) What behaviors do you see that would be helpful in this moment of your congregation’s life? How might your strengths be engaged in these behaviors? Who in your congregation might be a partner as their strengths complement yours for what is needed for “a time such as this”? 

				•	Explore the core values of your congregation as a step in the discernment of vision. 

				•	Use Listening Focus Groups to hear what God has placed on the hearts of people in and around the church. What groups in the church may speak to its vision? What organizations and institutions in the community may speak to needs that might inform the church’s vision? Create time and space to listen to schools, local government, civic organizations, etc. 

				Sample Questions for Coaches, Supervisors or Professional Development Teams

				These questions have been found helpful as leaders explore, understand, and strengthen their behaviors related to Defining and Articulating a Future Vision of the Church.

				1.	Tell me about a time that you have discerned a compelling vision. What was compelling about the vision? What process was used to clarify and refine the vision? Who helped you clarify the vision? How 

			

		

	
		
			
				was the vision shared? How was the vision passed to a larger group of people? Who came around the vision to make it come alive? 

				2.	How would you articulate the “why” of your congregation’s current vision? How has a shared understanding of the “why” of the vision inspired action toward the vision?

				3.	What ministries have created the most positive energy in the church? Is there a common link between them that paints a picture of your church’s unique purpose? What are the core values of the congregation you serve? How did you determine the congregation’s core values? How have these core values been lived out?

				4.	Review the use of the church’s financial, volunteer, and other physical resources. How do these reflect or define the core values of the congregation? 

				5.	How might you create the opportunity for the congregation to articulate their core values as they step into a commitment to the vision for their future?  

				6.	How will you know the core values are in being lived out a year from now as the vision is being implemented? 

				7.	Who is responsible for the long-term ownership of the vision? How are you helping the laity of the congregation to be engaged in the creation and ownership of the vision? How will you know they own the vision? 

				8.	How might the surrounding community speak into the vision casting process? 

				9.	What vision is being lived into in your current setting? 

				10.	Where are you (as a group) seeing the vision come alive? 

				11.	What can you imagine being the results of the vision two years from now? What would need to be true to reach these results? 

				12.	Who do you need to invite into the process as you build the vision team (perhaps through the lens of individual strengths, and internal and external resources)? 

				13.	Have you gone through a personal vision discernment journey recently? How will your experience influence the corporate discernment process? It has been said that vision comes to one person. How do you know when someone has been given a vision to be shared? 

				14.	What spiritual disciplines will you engage to discern God’s vision? 

				15.	What practices do you engage to hear what others are hearing from God about the vision of the church?

				16.	How will you build consensus in the ownership of the vision in the congregation? 

				17.	Who will communicate this vision? To whom and when? 

				18.	How will you know the vision has “caught on” and others are passionate about living into it?  
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				Brown, B. (2018). Dare to lead. New York: Random House. Offers practical tools in the process of self-awareness, building a foundation of courage and trust that leads to transformational leadership. 

				Brown, B. (2018). Dare to lead workbook. [Blog Post]. This resource offers valuable tools for exploring the core values of your congregation.
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				Jackson, J. (2015). Spiritual Practices for Effective Leadership. Valley Forge, PA: Judson Press. Practical guide for the integration of spiritual disciplines into the daily life of the pastor in support of discernment in all areas of one’s ministry.
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				Nouwen, H. (2015) Discernment: Reading the signs of daily life. San Francisco: HarperOne. Discernment, the third book in a series, teaches us how to read the “signs of the times” in daily life in order to make decisions that are ultimately guided by God. Nouwen emphasizes listening to the Word of God--in our hearts, in the Bible, in the community of faith, and in the voice of the poor.

				Sinek, S., How Great Leaders Inspire Action. Published September 2009. Length 17:58. In this video, Simon 

			

		

	
		
			
				Sinek articulates how great leaders start with “why” and how that drives organizations to success.

				Ward, A. (2003) The leadership lifecycle: Matching leaders to evolving organizations. New York, NY: Palgrave Macmillan, 178 pages. Provides a description of leader behaviors within an evolving organization. Five development stages are identified: Creation, Growth, Maturity, Turnaround, and Decline. Identifies behaviors to be adopted and strengthened by leadership within each developmental stage. (Chart of stages and leader behaviors here.)

				Weems Jr, L., & Berlin, T. (2011) Bearing fruit: Ministry with real results. Nashville, TN: Abingdon Press. Provides a practical construct for the alignment of vision and mission in the local church. Chapter Three shares the importance of asking “so that” to transform activities to outcomes. Chapter Four entitled “From Fruitful Management to Fruitful Leadership: The Power of Vision” Shares biblical constructs of the behaviors of a visionary leader.

				Berlin, T. & Weems, L. Bearing Fruit Study Guide [Online PDF] through United Methodists of Arkansas Center for Vitality. A practical guide to engaging in the work to align mission to all the ministries of the local church. Designed as a companion to the book of the same name. 

				Whitney, D., Trosten-Bloom A., & Rader, K. (2010) Appreciative leadership. New York: McGraw-Hill Education. An appreciative approach to building a strong team and thriving organization. Chapter Six - The Courage of Inspiration: Awakening the Creative Spirit. Table 6-2 Five Criteria for a Compelling Vision p 143. The stonemason story on page 143 presents an illustration of a compelling vision.

				Wills, D. (1999). Waking to God’s dream. Nashville, TN: Abingdon Press. Wills’ work is focused on the principle that a leader’s ability to define and articulate a vision is deeply rooted in their own spiritual disciplines. Wills demonstrates how personal commitment on the part of the congregation’s leaders and ministers have been the key to the turnaround work his church accomplished.

				Additional Scripture References

				•	Habakkuk 2: 2-3 (NIV)

				•	Proverbs 16: 9 (NIV)

				•	Joel 2: 28

			

		

	
		
			
				Competency 8: Inspire Confidence and Trust Through Words and Deeds

				Key Scripture

				Put on then, as God’s chosen ones, holy and beloved, compassionate hearts, kindness, humility, meekness, and patience, bearing with one another and, if one has a complaint against another, forgiving each other; as the Lord has forgiven you, so you also must forgive. And above all these put on love, which binds everything together in perfect harmony. And let the peace of Christ rule in your hearts, to which indeed you were called in one body. And be thankful. Let the word of Christ dwell in you richly, teaching and admonishing one another in all wisdom, singing psalms and hymns and spiritual songs, with thankfulness in your hearts to God. And whatever you do, in word or deed, do everything in the name of the Lord Jesus, giving thanks to God the Father through him.

				Colossians 3: 12–17

				Working Definitions

				•	Inspire: to create a sense of urgency or importance to take a particular action or approach

				•	Confidence: 1) feeling or belief that one can depend on someone or something; experiencing trust in the other; 2) the state of feeling certain about the truth of something

				•	Words: something a person says or writes to convey a message or create a meaning of an action or experience 

				•	Deeds: an action that is done intentionally or consciously 

				Competency Behaviors

				The table below illustrates a subset of behaviors related to Inspiring Confidence and Trust Through Words and Deeds. The Neglected Competence column reflects observed behaviors of pastors and/or leaders when the competence is largely absent. The Unconscious Incompetence column reflects behaviors that demonstrate an unintentional misunderstanding or misapplication of the competence behavior. The Conscious Competence column reflects behavior based on a sound understanding and effective application of the competence.

				
					Neglected Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Leader withdraws from the discourse 

				

				
					Leader tells people how to feel, think or act with little interest in what others think

				

				
					Leader routinely practices reflective listening and encourages others to listen more fully

				

			

		

	
		
			
				
					Neglected Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Leader self-reliant, asks few questions

				

				
					Leader makes statements before asking questions

				

				
					Leader is curious, asking questions before making statements

				

				
					Leader relies on own experience as normative and projects own perspective on others

				

				
					Leader processes experiences through a dualistic lens of right/wrong, good/bad

				

				
					Leader is able to hold many ideas in relation to one another, engaging in both/and thinking

				

				
					Leader uses language that magnifies the potential for failure

				

				
					Leader uses language that limits thinking instead of opening the conversation “we have done it that way before and it did not work”

				

				
					Leader uses language that creates possibilities, adding onto other’s ideas without the need to negate them (yes, and)

				

				
					Leader is pessimistic, focusing mostly on what is bad or broken

				

				
					Leader focuses energy and attention on fixing broken things

				

				
					Leaders focuses on what gives life and possibilities

				

				
					Leader ignores a needed interaction and does not engage at all

				

				
					Leader reacts immediately, often based on emotional response

				

				
					Leader responds after taking time to reflect 

				

				
					Leader plays no discernable role in the creation of confidence and trust 

				

				
					Leader is easily drawn into the drama of other’s behavior

				

				
					Leader consciously focuses on being in a place peace and offering it to others, providing a non-anxious presence

				

				Beginning

				Below are comments that reflect individuals’ experiences and observations as individual leaders begin to exhibit the competency behaviors.

				Pastor:

				“I am new at being a lead pastor. In my previous appointments, someone else always set the boundaries for our meetings and schedule for clergy. When I first got here, I promised way too much and could not possibly fit everything in. People were frustrated and I was exhausted. It has become clear that I need to do something to get my schedule under control so that people will trust me to do what I say I will do and be where I say I will be.” 

				Lay person: 

				“When our new pastor got here, he was trying to please everyone. We had people coming out of the woodwork telling him what he needed to ‘do’ and when he needed to do it. By saying yes to everyone and everything, he set up a system of distrust—he could not possibly deliver on everything he was committing to doing. I really respect him, as he saw what was happening and saw how it was eroding the trust of the congregation. He asked me to help him figure things out. As the SPRC Chair, this felt great. I cannot remember a Pastor asking me for help. We had a great conversation. We looked at what needed to be done by him. We also explored when and what 

			

		

	
		
			
				others could do. He is more careful to decide what he takes on himself and when to ask for help from others. We are off to a good start growing into this change together.” 

				Growing

				Below are comments that reflect individuals’ experiences and observations as behaviors become more common in groups and teams.

				Pastor:

				“At the onset, the culture of my current appointment was very different than the way I hoped it would be. There was a spirit of distrust that came from a lack of respect and transparency in leadership. This became clear as I met with each of the staff and lay leadership to ask what I could do for them to help them succeed. Being curious about their needs helped me to be experienced as a transparent and accountable leader. Development of trust was my first goal. To set the stage to be a trusted leader in my new setting I started meetings on time, became accountable as I asked them to be accountable, and gave people the benefit of the doubt. It became easier to ask a question before making a statement to gain clarity before jumping to an assumption. Together we have become a cohesive team that shares a common vision and knows that we are all in this together.” 

				Administrative Assistant to Pastor:

				“Wow. We are in a whole new ball game at the church. Our new Pastor has helped the whole leadership team to work together. We have taken steps to communicate what we hope for in our own areas of ministry and what we need from each other to meet our goals. This has been possible with Pastor N’s style of leadership. He came in and asked a lot of questions, he told us where he would be and was there. We know that he keeps his word and look forward to serving with him for a long time.”

				System

				Below are comments that reflect individuals’ experiences and observations as behaviors become systematized and routine.

				Associate Pastor:

				“I have served with a lot of leaders in my 22 years in ministry. Our current Pastor takes the cake. He came in here asking a lot of questions and really listening to the answers. I know he is listening because he keeps engaged in the conversation. He even sets his phone on his desk and never looks at it until I am walking out of the room. He and I have a lot of different opinions, I am much more conservative theologically than him. We have never had ‘words.’ He is respectful of our differences and even asked me how I came to believe how I did. I trust him as he has always shown me respect and keeps my confidences. Together we make a great team.”

			

		

	
		
			
				Stewardship Chair: 

				“I have been the Stewardship Chair for this church for the last five years. It has been a hard journey as our pastor has tried to strengthen our spiritual discipline of tithing. When she first got here, we never talked about money except for one ‘money sermon’ in the fall. Everyone knew it was coming and just rolled their eyes. Pastor J has taken a totally different approach. First, she is transparent about her own tithing. We know she does what she is asking us to do. Secondly, she has been consistent in her language and vision. God is up to something here and she points to the abundance we enjoy regularly. She even asks us to share how we have been blessed periodically in our ‘mission moments’ in worship. There is a great improvement in how we see and experience budgeting in our local setting. We have much stronger support for investing in our apportionments to the conference and denomination. She points to our progress and appreciates all that we have become in our journey to be good stewards of all God has given us.”

				United Methodist Women’s Chair: 

				“Our Pastor may be new in ministry, but she has my support. We got off on a rocky start. Without asking, she scheduled a youth event in the kitchen on a Sunday evening. As I stepped into the kitchen on Monday morning, I noticed everything was in a different place. It was maddening. I went right to her office and blew off some steam. Actually, I do not think I was very nice in my comments. Pastor M invited me to sit down and asked me how she could help. When I told her my side of the story, her eyes got as big as quarters. Only at that moment did she realize the UMW schedules everything that happens in the kitchen. She asked questions about how we could work together to make sure this never happened again. She was calm and curious about the process of using the kitchen and how to know where everything went. Her calm helped me settle down. I had expected a knock-down-drag-out fight. Instead, I got an apology and a deeper conversation about how the kitchen really was the ‘heart of this family.’ We talked about ways the kitchen had been used in the past and what I could imagine in the future. When we were done, I left hoping some of those dreams would come true. We grew our trust in each other that morning. I look forward to working with Pastor M in the future.”

				Action Planning Guide

				These actions reflect some of the ways other leaders have sought to strengthen their competency related to Inspiring Confidence and Trust Through Words and Deeds.

				•	Be curious. Make a habit of asking questions before making statements. See how the conversation opens up.

				•	Show respect for others by listening deeply and intentionally. Try leaving your phone outside of your view while in a conversation. See how the other person responds.

				•	Create a transparent environment by sharing how you came to your thought, suggestion or decision. Ask questions of others to clarify their perspectives. 

				•	Recognize and correct mistakes as they happen. Say you are sorry. Asking what “good” would look like 

			

		

	
		
			
				to the other person may help to resolve a distressing situation and prepare the way for further generative conversation.

				•	Give credit where credit is due. Highlight what others are doing and being that contributes to the success being experienced. Lift others’ achievements up and lend support for what they are doing well.

				•	Align your actions to what you are asking of others. If you expect others to tithe, pray for others, engage in the community, you can build trust by modelling the behaviors. 

				•	Address discord by asking about it. “Tell me more . . . and what else . . .” will help to uncover what is going on. Be sensitive to own your own actions and being curious about what others are thinking about your actions. Setting the stage for reconciliation is one of the greatest gifts you can give others.

				•	Be accountable and live in integrity. Be intentional about your own actions. For instance, be where you say you are going to be and do what you say you are going to do. Be careful to know your own boundaries and to help others to know they can count on you.

				•	Know your core values and be intentional about living in them. Practicing what you believe and believing what you live will help others have confidence and trust in you. See the Dare to Lead workbook in the additional resource section for more about exploring core values.

				•	Be careful to use words that create more of what you want more of. For instance, the use of “and” instead of “but” can build a bridge between two very different ideas and create space to explore “both and” instead of “either or.”

				•	Focus on what is working. You are likely to get more of that upon which you focus. (More about this can be found in the Appreciative Leadership resource listed in Resources section below.)

				•	Support people in finding their strengths and gifts that bring them alive. 

				•	Treat everyone equally as you are curious about what gives life to all those with whom you journey. 

				•	Try to respond as opposed to reacting. Taking a deep breath, asking a question, being curious will set the stage for a deeper dialogue and better ending. Ask yourself “Am I being drawn into the drama or pulled into the peace?” 

				•	Assess your own behaviors that lead to building of trust as listed in the ROCC of Trust in the resource listing below. Identify three behaviors on page two that you would like to develop further. Possibly include these on your development plan.

				Sample Questions for Coaches, Supervisors or Professional Development Teams

				These questions have been found helpful as leaders explore, understand, and strengthen their behaviors related to Inspiring Confidence and Trust Through Words and Deeds.

				1.	What have you learned through assessments about your ability to inspire others through your words and actions? 

				2.	Which of your strengths, as identified by the Strengths Finder assessment, could support your behavior 

			

		

	
		
			
				as a leader who builds trust? 

				3.	Which of your strengths, as identified by the Strengths Finder assessment, could support your behavior as a leader who inspires others? 

				4.	As you’ve explored your assessments, what behaviors have you identified to develop that would support growth in the ability to inspire others through your words and deeds?

				5.	What is the result of your being trusted as a leader and able to inspire others? 

				6.	Let’s explore when you have experienced a leader who inspired you and how that person behaved. Tell me about someone you served with who inspired you? How did this leader live into the core value you identified? What were the behaviors of the person who inspired you? How did this person gain your trust, so that you wanted to follow them?

				7.	Tell me about a time someone (or a group) followed you. What was that like? How would you describe the behavior that engendered their trust? How would you describe them and their response to you? How did you know what to do or be? What ultimately happened with that person or group?	

				Additional Resources

				Anglin, B. (2018, March 4). Goleman’s leadership that gets results. 42 Fresh Ideas. Summary video of leadership modes from Goleman’s article.

				Bolsinger, T. (2018). Canoeing the mountains. Downers Grove, IL: InterVarsity Press. Set in the context of the Lewis and Clark expedition with the Corps of Discovery, Bolsinger explores the behavior of leaders who build trust through adaptive leadership. “No one is going to follow you off the map until they trust you on the map.” Loc.148

				Brown, B. (2018). Dare to lead. New York: Random House. Offers practical tools in the process of self-awareness, building a foundation of courage and trust that leads to transformational leadership. 

				Brown, B. SuperSoul sessions: Anatomy of trust. Houston, TX: BreneBrown.com. Based on her book Dare to Lead, Brown shares insight on the anatomy of trust through the acronym BRAVING. (Video Length 22:48). 

				Brown, B. (2018). Dare to lead: Read along workbook. Houston, TX: BreneBrown.com. A companion to the book Dare to Lead, contains exercises and activities for teams of 3 or more to put the principles to action. 

				Cooperrider, D., & Whitney,D. (2005) Appreciative inquiry: A positive revolution in change. San Francisco, CA: Berrett-Koehler Publishers.Basic text for appreciative inquiry. Particular focus for this indicator of vitality: Our words create our world. (The Social Construction of Reality)

				Dutton, J. (2003). Respectful engagement: At a glance. [Online PDF] Center for Positive Organizations. Provides an approach for building high quality conversation and respectful engagement.

				Dutton, J. (2003). Energize your workplace. San Francisco, CA: Jossey-Bass. Presents the key behaviors of leaders who engage others that may be a useful in the creation of your development plan.

				Goleman, D. (2000, March - April). Leadership that gets results. Harvard Business Review, 78(2). pp. 78-93. Documents the results of a massive research project on the impact of six modes of leadership on the climate of 

			

		

	
		
			
				an organization. Leaders of healthy organizations nimbly and routinely use four or more modes of leadership.

				Jester, R., & Walker Jones, K. (2009) Know your own story and lead with it. Lanham, MD: Rowman & Littlefield. The power of not-knowing, asking curious questions and listening to one’s own and other’s stories are explored as a way to lead to transformation as an adaptive leader. Narrative leadership engages power that “grows out of appreciation of people’s stories and the unrecognized resources that reside in those stories.” 

				Maxwell, J. (2002). Leadership 101. Nashville, TN: Thomas Nelson, Inc. Leadership behavior is the focus of Maxwell’s work. Documents the behavior of leaders who develops trust and respect of those with whom they partner. “No leaders can break trust with his/her people and expect to have the same influence with them. Trust in the foundation for leadership.”

				Maxwell, J. (2004) Relationships 101. Nashville, TN: HarperCollins Leadership. Maxwell looks at the importance of three aspects of building relationship as a leader: 1) The Nature of Relationships 2) The Building Blocks of Relationships 3) The Growth of Relationships. “Real leadership is being the person others will gladly follow and confidently follow.”

				Mishra, A., & Mishra, N. (2008) The ROCC of trust: At a glance. [Online PDF] Center for Positive Organizations. Summary of Key Points from Trust is Everything. Presents the key behaviors of leaders who build mutual trust that may be useful in the creation of your development plan. 

				Stanier, M. (2016, March 16). The top questions every manager should know, by Michael Bungay Stanier. Box of Crayons Movies. Uses Goleman’s Leadership that Gets Results article as the foundation for discussion. Offers suggested questions to be engaged with the Coaching Leadership mode. 

				Whitney, D., Trosten-Bloom, A., & Rader, K. (2010) Appreciative leadership. New York, NY: McGraw-Hill Education. An appreciative approach to building a strong team and thriving organization. Chapter seven explores “Making choices for the good of the whole”, living in integrity as a leader.

				Additional Scripture References:

				•	Proverbs 15: 4 The Message 

				•	Philippians 4: 8–9 

				•	Hebrews 10: 23–25 

				•	Ephesians 4: 29–31 

				•	Matthew 12: 33–37

				•	Colossians 4: 6

			

		

	
		
			
				Competency 9: Demonstrate Effective Management of the Local Church (e.g., financial, operational, staff)

				Key Scripture

				So Jesus called them and said to them, “You know that among the Gentiles those whom they recognize as their rulers lord it over them, and their great ones are tyrants over them. But it is not so among you; but whoever wishes to become great among you must be your servant, and whoever wishes to be first among you must be slave of all. For the Son of Man came not to be served but to serve, and to give his life a ransom for many.”

				Mark 10: 42–45

				Working Definitions

				•	Management: process and responsibility for dealing with or controlling the resources of the church

				•	Arenas of Management: financial procedures, financial reporting, stewardship, donor relations, endowment management, staff relations, constituent relations, planning, programming, and facility maintenance

				Competency Behaviors

				The table below illustrates a subset of behaviors related to Demonstrating Effective Management of the Local Church (e.g., financial, operational, staff). The Neglected Competence column reflects observed behaviors of pastors and/or leaders when the competence is largely absent. The Unconscious Incompetence column reflects behaviors that demonstrate an unintentional misunderstanding or misapplication of the competence behavior. The Conscious Competence column reflects behavior based on a sound understanding and effective application of the competence.

				
					Neglected Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Church employs outdated and ineffective communications practices

				

				
					Communications with constituents are unplanned and uncoordinated; constituents are starved of information or overwhelmed by volume of messaging

				

				
					Communications are designed and targeted to meet needs of constituent groups

				

			

		

	
		
			
				
					Neglected Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Financial records are missing or inaccessible

				

				
					Church leaders tolerate a lack of information about financial balances, income and expense reporting

				

				
					Consistent financial records are kept and accessible to leaders

				

				
					Donors receive minimal reporting - e.g., an annual statement of giving for tax reporting

				

				
					Leaders assume giving is a duty of members and provide little or no feedback to donors who underwrite the budget.

				

				
					Donors are well informed and routinely acknowledged with gratitude

				

				
					Pastor delegates financial oversight exclusively to lay leaders.

				

				
					Pastor attends meetings without addressing neglected procedures, such as annual independent audits or policies that reduce opportunities for fraud or mismanagement of funds.

				

				
					Pastor provides professional oversight alongside lay leaders for financial procedures and policies.

				

				
					Leaders tolerate poor maintenance of facility.

				

				
					Leaders rely primarily on volunteers to perform unskilled and skilled maintenance.

				

				
					Facility maintenance is scheduled and performed

				

				
					Paid and unpaid staff members are self-directed and uncoordinated

				

				
					Lay and clergy leaders assume that staff are functioning properly without close supervision

				

				
					Staff roles are clearly defined and well documented

				

				
					Church membership data is held and maintained by a single person

				

				
					Lay and clergy leaders tolerate church membership data that is inaccurate and outdated

				

				
					Constituent data is well organized and accessible to leaders

				

				
					Everyone has keys to the facility and can turn in expenses to be reimbursed without accountability

				

				
					Matriarchs and Patriarchs of the church - or the pastor - control access to shared resources without system of oversight or accountability

				

				
					Shared resources are coordinated and accessible to leaders

				

				
					Static programming at church hasn’t changed in years

				

				
					Random acts of programming take place without clear expected outcomes or evaluation

				

				
					Programming is executed faithfully and evaluated for fruitfulness

				

				Beginning

				Below are comments that reflect individuals’ experiences and observations as individual leaders begin to exhibit the competency behaviors.

				Pastor:

				“I took the required course on parish management in seminary, and I wish I could say it prepared me for leading the church. I’m getting a crash course of on-the-job training. Thankfully, the conversations are lifesavers that we’re having during the Residency in Ordained Ministry (RIOM), with my coach and with a nearby pastor who’s turned out to be a great mentor. There are just so many arenas of the church life that I hadn’t fully understood until I showed up here as ‘pastor in 

			

		

	
		
			
				charge.’ The first big lesson for me was that the people in the church really expect me to know what we need to do and to let them know when we aren’t doing things we need to be doing. When I got here, I quickly realized that they didn’t have an accurate list of people who were members of the church. There were several paper roll books dated from the 1920s to the mid-90s. I’m not sure what they did after that. A couple of people had email lists and the treasurer had postal addresses for people who are giving to the church. But there wasn’t a master list with information about who was a member, baptism dates, etc. I started to create one myself, but my mentor wisely encouraged me to ask for the church leaders to do that work. It took them about six months of effort, but by working through the end of year reports that the district had received, they reconstructed a pretty good roll of members and even found information about baptisms and transfers for a lot of people. I helped them transfer that onto an online church membership database. We had to adjust the membership number reported, but now it’s tied to real names and people instead of just a guess.”

				Pastor: 

				“We have three part time staff members and a couple of volunteers who function like staff members, just without pay. When I first came, I asked each one of them for a job description but none of them had anything in writing. They are really great people, and I wanted to encourage them, but I know with even five people roles can get confused. So we started writing their job descriptions together as a group during our staff meetings. We’d spend the first 15 minutes of our staff time working on one of their job descriptions. It was interesting to hear their perspectives on each other’s job descriptions. By the end of six months, everyone had a written job description and we had worked out several little friction points that had long irritated the staff system.” 

				Growing

				Below are comments that reflect individuals’ experiences and observations as behaviors become more common in groups and teams.

				Pastor:

				“The church finances got into a bit of a mess over the course of several years. Our volunteer treasurer began to have some mental difficulties that no one recognized. We’d still get reports from her, but months passed before we realized that they weren’t balancing to the bank accounts. Bills went unpaid, including our payroll tax liability. We finally realized something was wrong when a bill collector called to try to collect an unpaid debt. I’ve never faced anything like that before. We were very concerned about the treasurer’s well-being but also had to quickly sort out the financial affairs of the church. I called the DS and the Conference Treasurer to let them know what we were facing. The SPRC Chair, Lay Leader, Council Chair and Finance Committee chair met with me and talked through everything that we needed to investigate and reconcile. 

				I was so proud of the way they stepped up. When the finance chair and I sat down with the treasurer and let her know what we had learned, she was actually relieved. She knew she was in trouble but was ashamed to tell anyone. We got her to call a family member she trusted to come and help her get the medical care she needed. She was glad to hand over the treasurer’s role to 

			

		

	
		
			
				someone else. It was pretty quick work to figure out how to rebalance the accounts. It was a lot harder and very expensive to catch up the tax payments in arrears and settle some accounts in collection. But we were able to get there over the next couple of years.

				What was really great is that the lay leaders learned a lot about the importance of routine oversight and not taking reports for granted. They ask a lot more good questions when the financial reports are distributed and there are at least five people now who have access to banking and financial records in addition to our treasurer.”

				Pastor:

				“Our trustees’ meetings were in a rut. We’d meet every month and every month we had the same list of things we talked about, but it seemed like we never made progress. Everyone acknowledged that our bathrooms were not good, and it was almost impossible for anyone with any kind of physical infirmity to get in the building. Something that really changed the dynamic for us was when we put some questions at the beginning of the agenda and used them to set the context for our meeting. ‘What do we want people, especially people with disabilities, to think and feel when they are trying to get into our facility?’ ‘What do people want to experience when they go to the public restroom at our church?’ Just that little change of agenda broke us out of the rut. They’ve already remodeled the bathrooms at a reasonable cost and are raising money to install an elevator.” 

				System

				Below are comments that reflect individuals’ experiences and observations as behaviors become systematized and routine.

				Youth Minister:

				“We have a church policies and procedures manual that is referenced frequently by lay leaders and staff members. It’s a living document that is updated as new circumstances are encountered. The policy manual isn’t about controlling people as much as it is about capturing the institutional wisdom and preserving it for the future. The policies are directly related to the vision of our church: how we do things around here. It details the things we do. For example, we take our issues with someone to them first. It details things we don’t do: We don’t talk about our interpersonal problems with a third party in the church. The great thing about this is that we have an agreed behavioral covenant that allows people to manage themselves better and that is an anchor that strengthens and empowers people.”

				Nurture Chair: 

				“We have a program planning process that has really changed our church for the better. We had been like a lot of churches, doing the things we had always done. Our pastor was gentle but firm, asking some really good questions. ‘I’ve noticed that over the last ten years, participation in worship and Christian Education has dropped by half. What would we like to do about that?’ We invited a team from the conference in to do some interviews in the church and community and 

			

		

	
		
			
				help us figure out what might be going on. One of their recommendations that we embraced was to change our program planning process. Instead of starting with what we did last year (or the last ten years), we start with identifying who the constituency is for the program, learning about their personal and spiritual needs, and then identifying the outcomes in their lives the programming would facilitate. Then we design the program to facilitate those outcomes. The team that runs the program also evaluates it with the constituents to see how well it met the outcomes. Our membership has increased a little since we started doing this process, but people are participating in our programs a lot more frequently. In two years, we’ve made up years of losses we had experienced.”

				Action Planning Guide

				These actions reflect some of the ways other leaders have sought to strengthen their competency related to Demonstrating Effective Management of the Local Church.

				•	Gather a diverse group of people from the church to conduct a communications audit to explore the ways the church is communicating and to strategize ways to improve communication. Seek to document and explore using some additional venues of communication relevant to your constituency, for example Slack, Microsoft Teams, Zoom (video conferencing), SMS, Telegram (messaging service), Zoho Projects (project planning), Planning Center Online (multi-faceted church software). United Methodist Communications provides significant resources retrieved from: http://www.umcom.org/services-products/audit-resources.

				•	Work with your finance committee to clarify the financial procedures that are in place to assure accurate records are kept and the church and its leaders are protected from risk. Use the United Methodist Church Financial Handbook as a guide.

				•	Form or renew your stewardship team with a joint study of Not Your Parent’s Offering Plate by Clif Christopher. Churches that update their practices of communication, teaching, and gratitude experience stronger and more consistent financial support.

				•	Invite a small team of church leaders to confirm or renew the accessibility, completeness, and accuracy of the membership and constituency records of the church. 

				•	Conduct a study with your SPRC and/or leadership team of Managing to Change the World to consider ways to strengthen and improve your local church management system.

				•	Invite a person or persons from outside the church membership to do a walk-through of your church facility to provide you with a different perspective on the condition, attractiveness, and accessibility of your spaces. Offer them the Secret Guest Survey document as a guide to evaluating their experience of the church.

				•	Use an Appreciative Inquiry or Essential Coaching process to evaluate one or more of the program offerings of the church to strengthen the work, clarify intended outcomes, and improve fruitfulness. 

				•	Participate in a management course for non-profit executives or one specifically designed for pastors with multi-staff churches.

			

		

	
		
			
				Sample Questions for Coaches, Supervisors or Professional Development Teams

				These questions have been found helpful as leaders explore, understand, and strengthen their behaviors related to Demonstrating Effective Management of the Local Church (e.g., financial, operational, staff).

				1.	How would you describe the financial routine of your church leadership? 

				2.	Tell me about the latest financial audit your church conducted. (For supervisors, this is a crucial question. As churches experience decline and financial stress, risk of financial mismanagement increases. An annual audit can reduce the risk significantly and preserve confidence in the local church.)

				3.	What areas of risk do you perceive in the management of the finances in your church? 

				4.	What are the areas of strength in the financial management system of your church? 

				5.	What might be a next step to strengthen the financial system of your church? 

				6.	In your role as pastor, what will you do to strengthen the financial system of your church? 

				7.	Tell me about how your church cares for its facilities. 

				8.	What are the elements of your facility that draw the greatest attention from those responsible for their care and maintenance? 

				9.	How do you evaluate the condition of your church’s facilities? What happens with the evaluation? 

				10.	What processes would help your leaders better care for and/or renovate your facilities to better support the mission of the church? 

				11.	What will you do as pastor to help one of these processes be implemented? 

				12.	As you look five years into the future, what impact will result from the changes you are proposing for how you manage your facilities?

				13.	Churches often have unpaid persons who serve in staff roles. How do you supervise unpaid staff members of your church? 

				14.	What do your staff members need from you in order to succeed? 

				15.	What does excellence look like among your staff leaders? 

				16.	What have you seen or learned about how other pastors supervise staff with excellence? 

				17.	What do you need more of in order to better supervise and support your staff? 

				18.	What would be a first step to improve staff excellence in your church? What will you do in your role as pastor to facilitate that improvement? 

				19.	When you strengthen your staff processes, what are the values that will be experienced by the staff? 

				20.	Looking out a year from now, how will you know that your staff has grown to work more effectively together? 

			

		

	
		
			
				Additional Resources

				Allen, T. (2018). What is the difference between management and leadership? [Blog Post]. Forbes.com. Allen distinguishes between managing things and leading people. Retrieved from: https://www.forbes.com/sites/terinaallen/2018/10/09/what-is-the-difference-between-management-and-leadership/#7aca82b074d6 

				Beaumont, S. & Rendle, G. (2007). When Moses meets Aaron: Staffing and supervision in large congregations. Herndon, VA: The Alban Institute. Not just for large church pastors, provides insights into staff management and leadership that are applicable for any pastor who supervises paid or unpaid staff members.

				Bridges, W., & Bridges, S. (2009). Managing transitions: Making the most of change (Revised). Philadelphia, PA: Da Capo Press. Provides a model for change management with important implications for how organizations can successfully navigate a change process, maintaining engagement and sustaining the new beginning into a fruitful future.

				Burnett, B., & Evans, D. (2018). Designing your life: How to build a well lived, joyful life. New York, NY: Alfred A. Knopf. Applying Design Principles and Processes to personal lives. Opening up design as a fruitful tool in individual and social development - with implications for managing and navigating change in local churches. Source book from the first session of M-Lab (Movement – Learning Action Board), a gathering to encourage innovative clergy.

				Callahan, K. (1990). Effective church leadership: Building on the twelve keys. San Francisco, CA: Josey-Bass. Part Four: The Heart of the Matter provides helpful frameworks for leadership and management of the local church including descriptive structures, processes and methods of evaluation.

				Christopher, C. (2015). Not your parent’s offering plate: A new vision for financial stewardship (Revised). Nashville, TN: Abingdon. A resource detailing effective stewardship practices for today’s church giving environment.

				Cothern, S., & Gilland, J. Building & loan manual of the Western North Carolina Conference of the United Methodist Church. (2018). Huntersville, NC: The United Methodist Foundation of Western North Carolina. Outlines step-by-step procedures that will assist new and existing churches through the building and loan process for new construction, new additions, renovations, capital improvements, and refinancing loans.

				Green, A., & Hauser, J. (2012). Managing to change the world: The nonprofit manager’s guide to getting results. San Francisco, CA: John Wiley & Sons. A practical guide to management in a non-profit setting. Includes many helpful sample documents and procedures for every aspect of organizational life.

				Hagewood, M., & General Council on Finance and Administration. (2017). Church financial records handbook: A complete guide to the tools that help you support the financial ministries of your church. Nashville, TN: The United Methodist Publishing House. Essential documents and chart of accounts to understand and strengthen financial procedures in the local church.

				The Local Church Audit Guide. (2017). Nashville, TN: General Council on Finance and Administration, The United Methodist Church. The Annual Audit is meant to be a process that provides reasonable assurance that good stewardship is being used in handling and accounting for the funds and other assets of the local church.

				Unknown Author. Church finances: Involve, teach and share the budget. (2018). Nashville, TN: United Methodist 

			

		

	
		
			
				Communications. Most people in your congregation probably don’t think about church finances beyond their own gifts. Yet as you know, church finances go far beyond managing donated money. Why not tell your congregation how your church collects, processes and distributes the dollars it receives? Better yet, involve your congregation in the finances.

				Rainer, T. (2014). Secret guest survey. A survey to guide a person recruited from outside your church to be a secret guest who will provide feedback about the hospitality they received, their experience of the worship, program and relevant ministries of the church, their perception of the quality of the facilities and overall impression of your church.

				Senge, P. (2006). The fifth discipline: The art and practice of the learning organization (Revised). New York, NY: Doubleday. Updated classic documenting a form of adaptive leadership supporting the culture of a learning organization. Chapter 2: Does Your Organization have a Learning Disability and Part 2: The Fifth Discipline: The Cornerstone of the Learning Organization provide a powerful framework for managing in a rapidly changing environment.

				Senior, D. (2016). The gift of administration: New Testament foundations for the vocation of administrative service. Collegeville, MN: The Order of St. Benedict. A significant exploration of the biblical roots of administration and management as a spiritual gift and discipline. Provides a theological counterbalance for clergy who struggle to see administration as a critical part of their spiritual responsibilities.

				Senior, D. (October 16, 2018). Donald Senior: Administration is a Christian vocation. Faith and Leadership. Interview describing the spiritual journey that lead the Rev. Senior to more fully embrace administration as a spiritual vocation.

				Snipes, D., Kinken, G., & Brittain, J. Reynolds Academy for Ministry Management. Huntersville, NC: The United Methodist Foundation of Western North Carolina. A year-long peer course to equip clergy with the necessary skills to effectively manage a church. 

				Steinke, P. (2006). Congregational leadership in anxious times: Being calm and courageous no matter what. Herndon, VA: The Alban Institute. A reliable and detailed account of how to practice being a non-anxious presence and helping congregations thrive through anxious and rapidly changing circumstances.

				Wimberly, J. (2010). The business of the church: The uncomfortable truth that faithful ministry requires effective management. Herndon, VA: The Alban Institute. Weaves the realities of congregational dynamics and faith-centered purpose together with practical, proven approaches to business management.

				The National Association of Church Business Administrators. The Church Network. Online portal with many resources for administration, financial policies and procedures, staffing and facilities management.

				Additional Scripture References

				•	Exodus 4: 27–31

				•	Matthew 16: 17–19 

				•	Mark 6: 35–40

				•	1 Timothy 5: 17–20

			

		

	
		
			
				•	Acts 6: 1–7

				•	John 13: 27b–29

			

		

	
		
			
				Competency 10: Influence the Actions and Behaviors of Others to Accomplish Changes in the Local Church

				Key Scripture

				Now there are varieties of gifts, but the same Spirit; and there are varieties of services, but the same Lord, and there are varieties of activities but it is the same God who activates all of them in everyone. 

				1 Corinthians 12: 4-6

				Working Definitions

				•	Influence: to form, shape, transform

				•	Action: practices, habits, activities, work, movement, endeavors, efforts

				•	Behavior: ways in which one acts, conducts self, especially towards others; ways in which one responds

				•	Others: congregation, volunteer staff, paid staff, congregational leaders, persons in the mission field

				•	Accomplish: to bring to completion, complete successfully, fulfill, achieve, attain, realize, finish

				•	Change: to make something different; an alteration, modification, adjustment, or adaptation

				Competency Behaviors

				The table below illustrates a subset of behaviors related to Influencing the Actions and Behaviors of Others to Accomplish Changes in the Local Church. The Neglected Competence column reflects observed behaviors of pastors and/or leaders when the competency behavior is largely absent. The Unconscious Incompetence column reflects behaviors that demonstrate an unintentional misunderstanding or misapplication of the competence behavior. The Conscious Competence column reflects behavior based on a sound understanding and effective application of the competence.

				
					Neglected Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Leaders rarely offer training for volunteers

				

				
					Leaders offer training for volunteers from standard publications with little alignment to local vision and leadership culture

				

				
					Leaders offer training for ministry work areas with careful attention to transition of leaders, vision and expectations

				

			

		

	
		
			
				
					Neglected Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Ministry teams isolated from one another with few coordinated efforts for accomplishing change

				

				
					Ministry teams attempt to coordinate with one another but mostly continue to operate independently 

				

				
					Ministry teams collaborate across ministry areas to leverage resources, people and finances in coordination of change initiatives

				

				
					Leaders are unclear what are the core values of the church

				

				
					Leaders rarely consult core values in ministry planning

				

				
					Leaders clearly articulate core values and utilize them in decision-making

				

				
					Ministry team meetings consist mostly reporting of past activities

				

				
					Ministry teams repeat programs without meaningful evaluation

				

				
					Teams consistently reflect on ministry for what’s working (bearing fruit) and how they might get more fruit

				

				
					Ministry teams rarely fulfill the responsibilities of their ministry work area

				

				
					Ministry teams make plans for action with little clarity for individual responsibility and mutual accountability

				

				
					Team members have clear understanding of responsibilities and are held accountable and affirmed for fulfilling their responsibilities

				

				
					Leaders hire people for current skill set; no discernable expectation or plan exists for professional development

				

				
					Leaders expect staff to stay up to date with knowledge and skills on their own time and with their own money

				

				
					Leaders prioritize continuing education and staff development, providing time, funding and accountability for staff members.

				

				
					Leaders assume formation of ministry teams happens with little planning or intentionality; assessments, if present, are used superficially if at all.

				

				
					Leaders make occasional church-wide efforts to conduct spiritual gifts inventory; information rarely used in forming and strengthening teams

				

				
					Leaders frequently refer to spiritual gifts inventory, CliftonStrengths or other assessments with interpretative support so that teams are formed well and continue to grow stronger

				

				
					Leadership positions lack discernable diversity of age, race, gender, and experience

				

				
					Leaders intends to reflect diverse constituency in team formation, but diverse team members rarely participate; cross-cultural competency lacking

				

				
					Leaders are intentional about inclusive diversity (i.e., age, sex, race, experience) of people serving in leadership positions; seek out frequent training in cross-cultural competency 

				

				Beginning 

				Below are comments that reflect individuals’ experiences and observations as individual leaders begin to exhibit the competency behaviors.

				Pastor:

				“When I moved to First Church, I quickly noticed the number of lay people who had served in leadership positions for a long time. I felt the tension between the need for appreciating folks who had served faithfully and the need for training new people in leadership roles. How do you gracefully move someone from a position that she has held for a long time without hurting her 

			

		

	
		
			
				feelings and having her feel that she’s being pushed out? I made the mistake of trying to change too quickly and the pushback from leadership was strong. I need another approach. Suppose there was opportunity to ‘mentor’ someone into a new position, almost like an apprentice. The knowledge of the laity who had served for so long was critical from an historical perspective, and yet, we needed to give opportunities for others to lead. Our lay leadership team [nominations team] made a concerted effort to pair people in roles, explaining the value of passing along the knowledge. The Church treasurer (70-year-old servant who had served in the position for 10 years) was paired with a younger person who showed appreciation and a willingness to learn from the older and more experienced adult. We were careful to draw attention to the need for a teaching spirit as well as a teachable spirit.” 

				Pastor:

				“The ministry teams of Fourth UMC are so faithful to the Church. They are hard workers, committed to Christ and always willing to try any ministry that they think will make disciples of Christ and serve the community. The problem? They are willing to try anything! It seems every idea gets tried and every new program that they see in another church becomes an idea for Fourth Church. The result leaves financial resources spread thin, people resources overwhelmed and our focus very scattered. We have lots of activity at the church, but we question if we are making any significant impact for the Kingdom of God. This year, we are trying something new to focus our mission and ministry. At our annual leadership retreat, we looked at the vision statement of the church. We identified our core values and our focus for the coming year. We committed to one another that for every ministry we would ask ourselves if the ministry fit our core values and if it helped us to live into our focus for the year. We considered all new ministries in this framework and asked these same questions of any existing ministry. Just because we’ve always done it doesn’t mean that it still fits into our core values and fulfills our focus. Already we’ve seen ministry alignment to core values and focus that is yielding fruit and bringing about a new energy in the congregation.”

				Lay person:

				“I’m the mission team leader and it’s my responsibility to call our team together monthly for meetings. A few months ago, I began to wonder if we really needed to meet so often. Most of the time it felt like we were just reporting something that had already been decided somewhere else. Team members were coming in late, if they showed up at all. It was also very frustrating to rehash some of the same items each month because no one had followed up on a specific task. I shared my frustrations with my pastor. She asked me some questions about the meetings: how is the agenda decided, what do I think a successful meeting might look like, what could potentially make the meeting unsuccessful, how are action items assigned at the end of the meeting? Already I’m seeing a difference in meetings. They are certainly not as frustrating as they used to be.”

			

		

	
		
			
				Growing 

				Below are comments that reflect individuals’ experiences and observations as behaviors become more common in groups and teams.

				Lay person:

				“When the Lay Leadership team asked me about serving as finance chair, my first thought was ‘no way’! I had served on the finance team for one year and had some sense of the team’s responsibilities, but leading the team was very intimidating. The Lay Leadership team explained that I would slowly transition into the role and I agreed. I’m finishing my second year as team leader and in the next year, I will begin teaching my replacement. I’m surprised that I could do the job! I suppose God used me in a place that I would have been very hesitant to step into without the support and encouragement of others.

				Lay person:

				“I’m finishing out my term as missions team leader next month and meetings have improved so much. I can see real change in both the meeting itself and in the action and change that comes from the meeting. First, we don’t meet monthly anymore, and everyone is happy about that. We found that making a few changes to the preparation for, the discussion during, and the follow-up from the meeting accomplished so much more than past meetings. Before each meeting, I email everyone on the team, reminding them of the date and time, asking them for any agenda items they may have, and reminding them if they had any homework or assigned tasks from the prior meeting. Now instead of it taking what seems like a year to decide and plan a mission opportunity, we can make ministry happen so much faster and smoother. People see their time being used effectively—not being in committee meetings but truly doing the work of the Christ.” 

				System

				Below are comments that reflect individuals’ experiences and observations as behaviors become systematized and routine.

				Pastor:

				“For the past five years, our church has used a training model for leaders that intentionally utilizes mentors and apprentices in providing leaders for the key ministry teams of Trustees, Finance and Staff-Parish Relations. While all ministry teams are important, finding the right people to serve as the leaders of these three teams is often difficult. Members know the tremendous responsibility of these positions and often ask, ‘How do I know what to do?’ Lay Leadership now considers people for positions with attention to their willingness to learn from others, to serve in a collaborative relationship and to teach others the expectations of the position. We’ve seen very smooth transitions in leadership, consistency in vision and mission, and the ability to make needed changes without losing momentum.” 

			

		

	
		
			
				Pastor:

				“Fourth UMC has become a church that is accomplishing ministry in exciting ways. Several years ago, the leadership committed to the alignment of mission and ministry with our core values and our focus for the coming year. Our core values as a congregation have remained the same. Our focus may change somewhat from year to year, but the difference is everyone is on the same page in our focus. Our teams and our staff have guidelines that are wide enough for permission-giving ministry and yet narrow enough to reduce scattered ministry. We are seeing the fruit of our shared ministry.”

				Action Planning

				These actions reflect some of the ways other leaders have sought to strengthen their competency related to Influencing the Actions and Behaviors of Others to Accomplish Changes in the Local Church.

				•	Utilize an assessment (i.e., CliftonStrengths, spiritual gifts inventory) for yourself, key lay leaders and when appropriate, the church staff. Spend time interpreting the results and how this information might impact behaviors and actions. Give attention to this information in the formation of teams.

				•	Develop a format for your leadership of meetings that has clear desired outcomes, space for input from others, opportunities for reflection, assignment of responsibilities and planning for accountability.

				•	Create listening opportunities so that you might know more of the stories of your congregation. Consider whose voices you are hearing, whose voices are missing and how their stories might impact lay leadership in the church as well as your own leadership. Who are the voices that will be cheerleaders for the mission and ministry of the church?

				•	Lead a discipleship group with church leaders for intentional study and prayer centered on the mission and vision of the church.

				•	Work with the laity and staff to provide annual training of leaders, with special attention to the transition of ministry and mission and the continuity of the church’s vision.

				•	Work with laity and staff to create opportunities to ask reflective, curious questions for mission and ministry. Examples might be: what worked, what do we want more of, how will we know when we have more of ___?

				•	Work with laity to define the core values of the church.

				•	Preach a sermon series on the core values of the church.

				•	Create opportunities for staff and/or key leaders to build relationships and build trust among one another.

				•	Talk with clergy colleagues to learn their best practices for building teams and try practices that are appropriate for your context. 

				•	Talk with clergy colleagues to learn their best practices in leading a multi-staff church and utilize those practices that are appropriate for your staff.

				•	Reflect on the best practice resources of churches that make them available through their websites (i.e., 

			

		

	
		
			
				www.sharechurch.com). What might you integrate in your context?

				•	Attend continuing education events that address leading change. Invite lay leaders to attend and spend time in reflection of what might be implemented in your church setting

				Sample Questions for Coaches, Supervisors or Professional Development Teams

				These questions have been found helpful as leaders explore, understand, and strengthen their behaviors related to the Influencing the Actions and Behaviors of Others to Accomplish Changes in the Local Church.

				1.	Tell me the process for leadership selection in your local church. 

				2.	How are new leaders trained for their positions? 

				3.	What are the core values of leadership in your local setting? 

				4.	Tell me about a time when you experienced good transition of leadership in the church. What happened? What steps created a smooth transition? 

				5.	What are the behaviors of a trained leader in your church? 

				6.	How might you create a process for continuity of mission and ministry among leaders? 

				7.	When utilizing an “apprentice/mentor” model for leadership training, how might the apprentice experience the relationship in the transition? How might the mentor experience the relationship? 

				8.	Tell me about your staff meetings. How is the agenda created? 

				9.	Tell me what an effective staff meeting looks like. Who does most of the talking in the staff meeting? What do you hope for in each staff meeting? 

				10.	Describe a time when the desired outcomes of a staff meeting were met. What happened? What needed to be true for this outcome? 

				11.	In the next Administrative Council meeting, what will need to be true to create a productive meeting? 

				12.	How can you and the leaders guard against the possibility of a non-productive meeting? 

				13.	How do you know when someone is listening to you? How do others know you are listening to them? What are the behaviors of someone who listens? 

				14.	How do you know when someone has “bought in” or accepted a proposed change? 

				15.	Tell me about a time when a change at the church was implemented very smoothly. 

				16.	Tell me about a time when implementation did not go well. What happened? Knowing what you know now, what might you do differently next time? 

				Additional Resources

				Acevedo, J. (2012). Vital: Churches changing communities and the world. Nashville, TN: Abingdon Press. Offers principles for pastoral leadership that have been observed in vital congregations. 

				Berger, J. G. (2012). Changing on the job: Developing leaders for a complex world. Stanford, CA: Stanford 

			

		

	
		
			
				Business Books. Examines the stages of the adult mind and how the stages influence leadership. Also offers suggestions for coaching leaders in those various stages.

				Bolsinger, T. (2015). Canoeing the mountains. Downers Grove, Illinois: IVP Books. Discusses leading congregations in our changing context with suggestions for new navigational tools.

				Cartmill, C., & Gentile, Y. (2006). Leadership essentials: Practical tools for leading in the church. Nashville, TN: Abingdon Books. Practical skills, worksheets and exercises for growth in congregational leadership. Appropriate for clergy and lay leadership.

				Goleman, D. (2000, March - April). Leadership that Gets Results. Harvard Business Review, 78(2). pp. 78-93. Describes various leadership styles which may be helpful for influencing behavior among congregational leaders.

				Heath, C., & Heath, D. (2013). Decisive: How to make better choices in life and work. New York, NY: Crown Business. Offers skills and helpful scenarios in making decisions, both useful in our leadership in churches and in our personal lives.

				Heath, C., & Heath, D. (2010). Switch: How to change when change is hard. New York: Broadway Books. Offers practical tools for creating change in diverse circumstances. Helpful for congregational leadership and personal change.

				Hester, R., & Walker-Jones, K. (2009). Know your story and lead with it: The power of narrative in clergy Leadership. Landam, MD: Rowman and Littlefield Publishers. Knowing the stories of the congregation can influence how change is understood and accepted in church communities.

				Krutz, M. (2019) How to grow the leaders your church needs to thrive. [Blog Post]. Lewis Center for Leadership. Kurtz shares a 3-step formula for developing leaders in the local church, modeling the leadership succession plan of Christ. 

				Lewis Center for Church Leadership. (2019). 50 Ways to multiply your church’s leadership capacity. Practical suggestions for cultivating leadership in the local church.

				Nouwen, H. (2013). Discernment: Reading the signs of daily life, (with Christenson, M. & Laird, R.). New York, NY: Harper One. Offers theological reflection on spiritual discernment, critical in creating effective change in congregations.

				The Arbinger Institute. (2015). Anatomy of peace. San Francisco, CA: Berrett-Koehler. Explores how our view of others affects conflict and what might we do to be people of peace in the midst of change.

				Additional Scripture References

				•	Ephesians 4: 11-12 

				•	Colossians 3: 14-15, 17 

				•	Philippians 2: 13

			

		

	
		
			
				Competency 11: Recognize, Understand, and Empathize with Feelings and Needs of Others and Respond Accordingly

				Key Scripture

				A white-tailed deer drinks from the creek; I want to drink God, deep draughts of God. I’m thirsty for God-alive. I wonder, “Will I ever make it— arrive and drink in God’s presence?” I’m on a diet of tears—tears for breakfast, tears for supper. All day long people knock at my door, pestering, “Where is this God of yours?” These are the things I go over and over, emptying out the pockets of my life. I was always at the head of the worshiping crowd, right out in front, leading them all, eager to arrive and worship, shouting praises, singing thanksgiving—celebrating, all of us, God’s feast! Why are you down in the dumps, dear soul? Why are you crying the blues? Fix my eyes on God—soon I’ll be praising again. He puts a smile on my face. He’s my God. When my soul is in the dumps, I rehearse everything I know of you, From Jordan depths to Hermon Heights, including Mount Mizar. Chaos calls to chaos, to the tune of whitewater rapids. Your breaking surf, your thundering breakers crash and crush me. Then God promises to love me all day, sing songs all through the night! My life is God’s prayer. Sometimes I ask God, my rock-solid God, “Why did you let me down? Why am I walking around in tears, harassed by enemies?” They’re out for the kill, these tormentors with their obscenities, Taunting day after day, “Where is this God of yours?” Why are you down in the dumps, dear soul? Why are you crying the blues? Fix my eyes on God—soon I’ll be praising again. He puts a smile on my face. He’s my God. 

				Psalm 42 (The Message)

				Working Definitions

				•	Recognize: to identify the feelings someone else is experiencing from having encountered the feeling before

				•	Understand: to perceive the significance, explanation or cause of the feelings someone else is having

				•	Empathize: to resonate with or share the feelings of another person

				•	Respond: to answer the feelings of other persons in a way that respects, honors, dignifies their experience and humanity

			

		

	
		
			
				Competency Behaviors

				The table below illustrates a subset of behaviors related to Recognizing, Understanding, and Empathizing with Feelings and Needs of Others and Responding Accordingly. The Neglected Competence column reflects observed behaviors of pastors and/or leaders when the competence is largely absent. The Unconscious Incompetence column reflects behaviors that demonstrate an unintentional misunderstanding or misapplication of the competence behavior. The Conscious Competence column reflects behavior based on a sound understanding and effective application of the competence.

				
					Neglected Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Pastor doesn’t convey a meaningful personal understanding of her or his own feelings.

				

				
					Pastor is overly transparent and carelessly revealing, leaving an impression of emotional unpredictability.

				

				
					Pastor authentically and appropriately communicates her or his own feelings and emotions.

				

				
					Pastor or key leaders are reactionary in emotional response to stress.

				

				
					Leaders show no emotional engagement in stressful situations. They withdraw.

				

				
					Pastor and key leaders remain emotionally engaged and non-anxious in stressful situations.

				

				
					Leaders persist in routine behaviors even as the circumstances change, and new challenges emerge.

				

				
					Leaders copy the actions of others with minimal self-reflection, investigation, detailed planning and developing ownership

				

				
					Pastor and leadership adapt approaches in novel circumstances and adjust to sudden changes

				

				
					Leaders are blindsided by emotional responses of others to their leadership actions and decisions

				

				
					Leaders assign character flaws to others who resist or disagree with the direction or vision of the church or program

				

				
					Pastor and leaders can articulate insightful descriptions of the emotional landscape of their constituents

				

				
					Leaders are dismissive of the emotional responses of constituents to their decisions, actions and changes.

				

				
					Leaders assume that others will respond emotionally to decisions, actions and changes in the same way that they would.

				

				
					Pastor and leaders address the emotional components of the organizational life alongside the temporal and spiritual components

				

				
					Pastor rides out the emotional rollercoaster of ministry all alone; social isolation is ascendant; spouse may become hardened to the church

				

				
					Pastor meets with peers or distant friends who top one another with tales of their emotional contexts; pastor overshares on “closed” clergy social media

				

				
					Pastor frequently talks with a coach, counselor and/or therapist to process the complex emotional context in which she or he serves

				

			

		

	
		
			
				
					Neglected Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Pastor is perplexed by the range of emotional states among her or his people; overwhelmed by the complexity, frequently retreats from relationships

				

				
					Pastor responds to emotional experiences on the fly and without planning; People experience the pastor as careless

				

				
					Pastor prepares thoughtful, gracious, loving ways to be, things to say and what to do in response to frequently encountered emotional experiences; Practices mindfulness

				

				Beginning

				Below are comments that reflect individuals’ experiences and observations as individual leaders begin to exhibit the competency behaviors.

				Pastor:

				“I learned how not to overshare in a very embarrassing way. I had been preaching this same sermon in a series of locations when we were raising money for a big project. About the third place I preached, at the sanctuary door, an older gentleman stepped up to greet me. He had a gentle smile on his face as he handed me a folded piece of paper and said ‘Hello.’ I unfolded the paper to see six words written neatly down the page. ‘What’s this, I asked?’ He looked me in the eye and said, ‘Those are six of the seven deadly sins you confessed to during your sermon this morning.’ He raised his eyebrows, turned and walked away. I believe in confession, but clearly, I had overshared that morning. I still strive to be transparent in my preaching, but it’s best not to bleed all over the pulpit, don’t you think?”

				Pastor:

				“I’ve always had a quick temper. It’s not something I’m proud of, but I can blow up fairly easily. I could see the pain I inflicted on others after the fact, and I knew I had done a lot of damage in my family and in my church. When I was working on my development plan, I told my coach I wanted to change that about myself. She was very encouraging that self-management is a set of behaviors that people can develop and grow. So, we worked to put together a plan for me managing my quick temper. We started with mindfulness, and she asked me to describe what was happening in my body when I was getting ready to cut loose on someone. I was so surprised at how unaware I was of myself. At first, I couldn’t even describe my own feelings and what was happening in my body. But over time, I am becoming much more mindful and aware, and it’s helping me get control.”

				Growing

				Below are comments that reflect individuals’ experiences and observations as behaviors become more common in groups and teams.

			

		

	
		
			
				Council Chair:

				“Our council meetings were becoming increasingly tense. We had a written agenda, but it was tough to stay on track. On even the most unimportant decisions, people would say sharp and hurtful things to one another. I talked with the pastor and with the SPRC chair about what they thought was happening, but they were as perplexed as I was. So, I started interviewing members of the council. It was a straightforward interview process. I’d talk with each person face to face and ask something like, ‘When we were having the discussion at council the other night, you seemed really uneasy. What’s that about?’ I mapped out the responses I collected and realized that there had been several people who’d gotten mad at each other. It wasn’t at all about something happening at church. In one case, a child had been injured playing at a friend’s house and the parents didn’t handle it well. In another case, two sisters were in a dispute over something belonging to their deceased mother. It is interesting that having a conversation and understanding what they were dealing with gave me some insight into how to lead so that we could stay on track with our council agenda. Perhaps the conversations helped them tamp down their emotional responses as well—at least at our church council meetings.”

				Building Committee Chair:

				“When we decided as a committee to recommend to the congregation that we build a new sanctuary and convert the old sanctuary into classroom space we knew it would be a tough sell. The sanctuary held 50 years of precious memories: baptisms, weddings, funerals, beloved pastors, choral concerts, children’s programs. We had spent two years of very hard work exploring so many different facets of our church life and facilities to come to this conclusion. Even though we were unanimous in our support and people were somewhat aware of what we were thinking, it seemed clear to us that springing our final decision on the congregation would be like dropping a bomb. So, we decided to spend nine months investing in conversations with groups within the church helping them explore all that we had explored and taking the same spiritual and emotional journey we had taken. Only then did we publicly offer our recommendation. I was so gratified that when it came to a church conference vote that we had only a handful of people who voted against our recommendation. Not only that, but even those who disagreed felt heard enough that none of them chose to leave and some of them even made pledges to invest in the new project.”

				System

				Below are comments that reflect individuals’ experiences and observations as behaviors become systematized and routine.

				Youth Minister:

				“We have a wall screen mounted in the room where we meet for staff meetings. We use it for collaborative work—we can all get on a document together to write, edit, refine and sign off on the final product. We pride ourselves on being professional in and being committed to excellence in everything we do. That includes supporting the healthy emotional life of our staff, our lay leaders and our constituents. So we pop the emotional intelligence grid up on the screen nearly every 

			

		

	
		
			
				week and certainly when we are aware that people are responding emotionally to something going on in the life of the church. ‘Which of the emotional intelligence behaviors do we need to attend to with what’s happening right now?’ We’ve each become more fluent in talking about the emotional components of our church life and have developed quite a few individual and group behaviors to strengthen the healthy emotional life of our church.”

				Pastor:

				“I was so grateful when I came to this church and found a group of lay leaders who were so well prepared and so resilient. I’ve been in the church a long time and had never experienced this kind of emotional maturity before. As I’ve explored that feature of our life together what I’ve found is a combination of factors that build on one another. We’re in a community with a lot of executive leaders from large companies. These are people whose people skills have been honed and polished in grad school, formal and informal corporate training. As they became involved in our church, the pastors and staff that preceded me offered them deep, theologically rich instruction in the spiritual disciplines, especially private and corporate prayer, mutual accountability and devotional reading. One group of three mature leaders has been meeting together in their spiritual accountability group for 30 years. Their maturity didn’t just appear out of nothingness, it is an emotional and spiritual maturity that has been hard earned. I realized that for most of my ministry, I had been asking too little of the people I led. These people are a monument to asking for depth and maturity and investing themselves so that God has time to refine them. If you want people in your church to become more emotionally resilient and mature, it takes a wise investment of depth and obedience that extends over a lifetime.”

				Action Planning Guide

				These actions reflect some of the ways other leaders have sought to strengthen their competency related to Recognizing, Understanding, and Empathizing with Feelings and Needs of Others and Responding Accordingly.

				•	Work with a coach to develop self-awareness of your own emotional state and the triggers or precursors to emotion.

				•	Seek the help of a spiritual director or coach to develop personal practices of mindfulness, meditation and attention.

				•	Explore with your coach the emotions you recognize and articulate descriptions of how they are expressed in yourself and among the people with whom you are in relationship, so that you grow your capacity for Self and Social Awareness.

				•	Map out some of the family system relationships and histories that exist in the church community with a trusted member of the SPRC or another church lay leader so that you increase your capacity for Relationship Management.

				•	Work with a coach or advisor to review the emotional landscape of leadership in your church so that you can plan healthy, non-anxious leadership in recurring emotional encounters.

				•	Role play each of the six modes of leadership from Leadership that Gets Results, so that you recognize 

			

		

	
		
			
				more fully and choose more consciously which mode of leadership you are utilizing.

				•	Explore the 12 elements of Emotional Intelligence with your coach, SPRC and other lay leaders to develop greater awareness and grow in your corporate capacity to navigate these elements.1

				•	Practice writing questions that are relentlessly positive to help yourself and your leaders clarify the positive core of your work, mission and vision.

				•	Invite leaders in your church to deeper experiences of personal and corporate spiritual disciplines, especially the disciplines of mutual accountability. 

				Sample Questions for Coaches, Supervisors or Professional Development Teams

				These questions have been found helpful as leaders explore, understand, and strengthen their behaviors related to Recognizing, Understanding, and Empathizing with Feelings and Needs of Others and Responding Accordingly.

				1.	Let’s work on emotional self-awareness. Tell me about a recent experience as a leader in which you noticed you were having an emotional response. What happened that elicited the response? 

				2.	How would you describe your emotional response? What emotions did you observe in the other person(s) in the experience? 

				-	How do you manage your own feelings when you recognize powerful feelings in another person? What helps you differentiate your feelings from their feelings?

				-	When you encounter powerful feelings again, how would you want to respond? What would need to change about you so that you are more likely to have a planned response rather than a reactionary one? What would be a next step to move you toward that change? When you consistently respond in this planned way, what impact would that have on your leadership? 

				Additional Resources

				Brown, B. (2013). Brene Brown on empathy. London, England: The RSA. What makes empathy and sympathy very different from one another? 

				Chamorro-Premuzic, T., & Yearsley, A. The downsides of being very emotionally intelligent. (2017, January 12). [Blog Post]. Harvard Business Review. People with high Emotional Intelligence tend to be great at building relations and working with others but may lack the necessary levels of nonconformity and unconventionality to challenge the status quo. 

				Childre, D., & Rozman, D. Transforming stress: The heartmath solution for relieving worry, fatigue, and tension. (2005) Oakland, CA: New Harbinger Publications. The HeartMath method of emotional regulation is the idea that, by focusing on positive feelings such as appreciation, care, or compassion, anyone can create dramatic changes in his or her heart rhythms, precipitating a series of neural, hormonal, and biochemical events 

				
					1	Goleman, D. and Boyatzis, R. Emotional Intelligence Has 12 Elements. Which Do You Need to Work On? (2017, February. 6) Boston, MA: Harvard Business Review. 

				

			

		

	
		
			
				that dissipate stress and anger and lead to greater well-being.

				Fredrickson, B. (2009) Positivity: Top notch research reveals the 3 to 1 ratio that will change your life. New York, NY: Three Rivers Press. How positivity can enhance relationships, work, and health, and how it relieves depression, broadens minds, and builds lives. Includes references to research that backs the 3-to-1 “positivity ratio” as a key tipping point.

				Goleman, D., & Boyatzis, R. Emotional Intelligence Has 12 Elements. Which Do You Need to Work On? (2017, February. 6) [Blog Post]. Harvard Business Review. Description of 12 Emotional Intelligence Competencies in Four Domains - Self Awareness, Self Management, Social Awareness and Relationship Management. Contends that these competencies are not innate but can be learned and developed. 

				Goleman, D. (2005). Emotional intelligence: Why it can matter more than IQ. New York, NY: Bantam Books. Popular account of Emotional Intelligence and its origins in psychology and neuroscience.

				Goleman, D. (2000, March - April). Leadership that gets results. Harvard Business Review, 78(2). pp. 78-93. Documents the results of a research project on the impact of six modes of leadership on the climate of an organization. Leaders of healthy organizations nimbly and routinely use four or more modes of leadership. 

				Jackman, J., & Strober, M. (2003, April). Fear of feedback. Harvard Business Review, 81(4). pp. 101-108. Adapting to feedback is critical for ministers and leaders who find themselves in churches and ministries undergoing frequent transitions. 

				McKee, A. How to help someone develop emotional intelligence. (2015, April 24) [Blog Post]. Harvard Business Review. Emphasizing the coaching path to developing Emotional Intelligence by connecting Emotional Intelligence to the dream that motivates a person to be fruitful in her or his work. 

				Oden, A. (2017). Right here right now: The practice of Christian mindfulness. Nashville, TN: Abingdon Press. Deftly lifts up a template for what lies at the core of all spiritual practice: mindfulness—an awareness within ordinary life of divine presence, here and now. Unlike many generic practices of mindfulness now popular in business, education, and the fitness industry, underscores that Christian mindfulness is not an end in itself but an awareness that turns us toward God.

				Watson, K. (2017). The band meeting: Rediscovering relational discipleship in transformational community. Franklin, TN: Seedbed Publishing. Watson describes the theory and practice of mutual accountability through small groups of disciples.

				Additional Scripture References

				•	Philippians 4: 4-9

				•	Galatians 5: 16-26

				•	2 Timothy 2: 22-26

				•	1 Samuel 16: 14-23

				•	Mark 12: 28-34

			

		

	
		
			
				Competency 12: Propel the Local Church to Set and Achieve Significant Goals Through Effective Leadership

				Key Scripture

				Now to him who by the power at work within us is able to accomplish abundantly far more than all we can ask or imagine.

				Ephesians 3: 20

				Working Definitions

				•	Propel: to move, encourage, motivate, spur, lead

				•	Achieve: to reach, accomplish, fulfill, complete

				•	Significant: important, relevant, purposeful, fruitful

				•	Goals: purpose, plan, objective, ideas

				•	Effective: productive, successful, competent

				Competency Behaviors

				The table below illustrates a subset of behaviors related to Propelling the Local Church to Set and Achieve Significant Goals Through Effective Leadership. The Neglected Competence column reflects observed behaviors of pastors and/or leaders when the competency behavior is largely absent. The Unconscious Incompetence column suggests behaviors that reflect an unintentional misunderstanding or misapplication of the competence behavior. The Conscious Competence column reflects behavior based on a sound understanding and effective application of the competence.

				
					Neglected Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Leaders operate without goals for ministry areas or for the church

				

				
					Leaders base goals on secular considerations and/or immediate needs; theological reflection and prayerful discernment are secondary

				

				
					Leaders practice prayerful discernment and theological reflection to lay the foundation for goal setting and implementation

				

				
					Leaders offer little or no opportunity for congregational input in goal setting

				

				
					Leaders conduct surveys to receive congregational input, but goals are rarely aligned with the input

				

				
					Leaders listen to, value and utilize congregational input

				

			

		

	
		
			
				
					Neglected Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Leaders set arbitrary goals more often to fit into an alliterative framework than in response to researched and tested human needs and values 

				

				
					Leaders set goals using untested assumptions about community needs, congregational expectations and available assets

				

				
					Leaders are conversant in congregational expectations, community needs and available assets, and use this knowledge in goal setting and implementation

				

				
					Leaders do not set goals or set goals with little alignment to vision

				

				
					Leaders attempt to set goals in alignment with church vision without a framework for accountability

				

				
					Leaders set goals based on vision of local church with consistent reflection for alignment of goals to vision

				

				
					Fear of failure limits any new and/or risk-taking goals

				

				
					Leaders are reluctant to set or revise goals; past failures hinder future experiments; Leaders unskilled in capturing learning from failure or disappointment

				

				
					Leaders willing to experiment, learn from failures and use information in future endeavors

				

				
					Clergy and lay leaders offer little or no goal setting information to congregation; few people know if goals exist

				

				
					Clergy leader creates goals with limited or no lay involvement, teams asked to endorse and achieve goals, congregation receives goal announcements 

				

				
					Leader sets goals collaboratively, transparently and communicates goals widely to maximize support and ownership of goals

				

				
					Leader sets goals based on self-worth, reputation and self-fulfillment; egotistical leadership

				

				
					Leader controls the formation of goals and implementation steps to reach the goals; micromanages; anxious leadership

				

				
					Leaders empower others to set and achieve meaningful goals. Leaders celebrate the achievements and perseverance of others; empowering leadership

				

				Beginning 

				Below are comments that reflect individuals’ experiences and observations as individual leaders begin to exhibit the competency behaviors. 

				Pastor:

				“Our church has been very faithful in giving and has almost paid off the debt on our building. It’s been about eight years since we borrowed money to build a much-needed fellowship hall. Now we are asking ourselves how we might continue to faithfully give towards new goals based on our vision for the future. I can see that folks are ready to tackle new possibilities. Recently after prayerful conversation, the lay leader and I invited 12 people to join us in meeting together monthly for a season of prayer and theological reflection to discern God’s direction. Some of these folks are ministry team leaders. Some are people who I know have a deep prayer life, a strong faith and a willingness to dream. We are not going to rush but patiently seek God’s guidance for our future.” 

			

		

	
		
			
				Layperson:

				“When Pastor J arrived at Jefferson Church, several people started talking to her about starting a new contemporary worship service. I was immediately concerned that this might cause tension between those folks who loved traditional music and the folks who wanted contemporary music. I just didn’t think it could work, and as lay leader, I thought I had a pretty good handle on what the congregation wanted. I met with Pastor J about my concerns and she asked me if I was willing to give it a trial run. We began to talk to church members about experimenting with a new service for the summer. Some folks were excited to try something new. Other folks were concerned but felt better knowing the service was a trial. The response to the service has been great. A trial run gave us the opportunity to experiment with a new idea and then evaluate the service based on actual evidence instead of our assumptions.” 

				Growing 

				Below are comments that reflect individuals’ experiences and observations as behaviors become more common in groups and teams.

				Pastor:

				“For four months, we’ve been meeting with a group of leaders that we handpicked to spend time in prayer and theological reflection for setting goals. Now we are moving to include more voices in the process. Last week I preached a sermon using the Great Commandment and the Great Commission as the central focus: love God, love people, and make disciples. I invited the congregation to dream about the possibilities for the future of First Church. Towards the end of the sermon time, I asked everyone to spend three minutes in silent reflection while music was playing in the background. Then I invited them to take the sticky note found in their bulletin and write down their thoughts to this question: If resources were unlimited, what would they hope for their congregation? After they had opportunity to write, I invited them to bring their sticky notes and place them on the altar while we sang the last song. It was a powerful time together! This week the ‘Dream Team’ met to categorize the themes in the sticky notes. Amazing! Children’s and youth ministries, affinity groups (grief, recovery), discipleship small groups, and mission were the consistent themes. Now the Dream Team can begin to work with the Church Council to strategize goals. The process of prayerful discernment, input from many voices and consistency of themes will be instrumental in implementing the goals that we set together.”

				Layperson:

				“‘Who is our neighbor?’ Two years ago, Pastor L began asking us this question in numerous ways—at our annual Leadership Retreat, in sermons, at our Bible studies, on the outdoor church sign, the bulletin, the newsletter—everywhere we looked. He asked us ‘who are our neighbors?’ but also ‘what are the needs of our neighbors?’ The question began to change the way we thought about everything. Several church members decided to go to the elementary school just around the corner to see how we help them. It didn’t take long before we had a group of 20 adults volunteering with their reading program. Asking the right questions has changed the climate of 

			

		

	
		
			
				our church. For too long, we had been asking how we might bring people to our church. Now we ask: how can we bring our church to our neighbors? Who are they? What do they need? What can we learn from our neighbors? How can we be in community together?”

				System

				Below are comments that reflect individuals’ experiences and observations as behaviors become systematized and routine.

				Layperson:

				“As a member of Second Street Church, I have seen our goal setting and implementation change over the past 10 years. We have moved from a yearly leadership retreat that sets goals created on immediate needs and circumstances to a model of repeated refinement of goals based on the vision of the church. Every six months, our leadership team reviews our set goals, considers their alignment to the vision of the church, and makes changes as needed. New goals are added and those that no longer fit the vision are removed. We’ve had two pastoral changes during these years, yet our momentum has not slowed down. The goals are centered on who God is calling Second Street Church to be and to do in the community, not on who is in pastoral leadership. We consistently communicate so that the goals are embraced and owned by the whole church. We’ve moved to a much more holistic approach to goal setting and implementation.” 

				Action Planning Guide

				These actions reflect some of the ways other leaders have sought to strengthen their competency related to Propelling the Local Church to Set and Achieve Significant Goals Through Effective Leadership.

				•	Take a walk or a drive around your church and look at the community. Learn who is in your community through demographics, city information, and/or a MissionInsite report. www.missioninsite.com. 

				•	Start a small group of leaders that meets together specifically to pray for the future goals of the church.

				•	Create opportunities for the congregation to share with one another their dreams for the church through home group meetings, surveys, gathering ideas during in worship, and brainstorming sessions.

				•	Create a team of leaders who will review input gained from listening sessions and organize into themes of goals. Work with team and governing body (i.e., Church Council, Administrative Council) to build strategy and set goals.

				•	Work with leaders in the church to try a new risk-taking ministry for a limited period. Evaluate the ministry throughout the trial period. Reflect with leaders whether the ministry is meeting the desired outcomes and if not, what needs to be changed and/or what needs to be stopped.

				•	Work with a team to create a communication plan for new goals utilizing as many methods as needed to reach the congregation.

				•	Work with staff and/or team of folks to review all the ministries of the church. Align each ministry to goals that are set by leadership. Evaluate with questions such as: What is the “so that” principle in this 

			

		

	
		
			
				ministry? Do we see fruit? Is anyone else doing this ministry? If this ministry stopped, who would be affected?

				•	Invite laity to complete a spiritual gifts inventory and a survey indicating the areas that they believe their gifts best match. Provide interpreters who help people process what they are learning about their spiritual gifts and calling in relationship to the church. Work with lay leadership team to ensure that the right people are leading and serving in the right areas.

				•	Evaluate your involvement in ministries. As pastoral leader, what ministries are dependent on your presence and involvement? In those areas you are the dominant leader, work to develop, coach and mentor others so that they might lead.

				•	Create systems for set goals to be put into action. Set a specific timeline. Decide who’s doing what. Create accountability within the system.

				Sample Questions for Coaches, Supervisors and Professional Development Teams

				These questions have been found helpful as leaders explore, understand, and strengthen their behaviors related to Propelling the Local Church to Set and Achieve Significant Goals Through Effective Leadership.

				1.	Tell me how you might connect sermons to goal setting. What scriptures might you use? Who are biblical leaders that have set goals and completed them? 

				2.	Tell me about a time when you set a goal in your personal life and how you completed it.

				3.	Who are pastoral leaders that have inspired you? What qualities do you observe in them that you might build in yourself?

				4.	Tell me about a recent goal setting meeting at your church. Who led the meeting? Who did most of the talking? What were you doing during the meeting? 

				5.	What could you do to create opportunities for mentoring new leaders? 

				6.	What small step might you take to complete a goal? What might be a way to experiment with a small step? 

				7.	What might you tell your best clergy friend to do if she was uncertain about her leadership abilities in goal setting?

				8.	Who are the people that support you and encourage you in your leadership, especially in times of uncertainty? 

				9.	Tell me about a plan for communicating goals to the congregation. What are the methods of communication for the diversity of your congregation (i.e., millennials, older adults, marginalized)? How might you communicate your goals to your community? 

				10.	What are the behaviors of a congregation that is supportive of setting and achieving goals? What are they doing? What would you be hearing from their lay leaders? 

				11.	Tell me about a time when a goal failed or was not met. What did you learn from this failure? How 

			

		

	
		
			
				might this experience help you in future endeavors? What might you and the church leaders do next time? What adaptations may make this goal attainable? 

				12.	When a goal has not been met, what do you notice about yourself emotionally? 

				13.	How will you know a goal has been successfully met? 

				14.	How will you know a goal aligns with the church’s vision? What process ensures alignment of vision and goals?

				Additional Resources

				Acevedo, J. (2012). Vital: Churches changing communities and the world. Nashville, TN: Abingdon Press. Offers principles for pastoral leadership and goal setting that have been observed in vital congregations. 

				Bennett, C. (2018). 5 ways to know if your church needs a strategic plan. [Blog Post] Lewis Center for Leadership. Suggests questions for assessing the need of a strategic plan for a church.

				Bolsinger, T. (2015). Canoeing the Mountains. Downers Grove, Illinois: IVP Books. Considers how pastoral leaders might lead congregations in a changing context with suggestions for new navigational tools.

				Cartmill, C., & Gentile, Y. (2006). Leadership essentials: practical tools for leading in the church. Nashville, TN: Abingdon Books. Practical skills, worksheets and exercises for growth in congregational leadership. Appropriate for clergy and lay leadership.

				Heath, C., & Heath, D. (2013). Decisive: How to make better choices in life and work. New York: Crown Business. Offers skills and helpful scenarios in making decisions and setting goals, both useful in our leadership in churches and in our personal lives.

				Heath, C., & Heath, D. (2010). Switch: How to change when change is hard. New York: Broadway Books. Offers practical tools for creating change in diverse circumstances. Helpful for congregational leadership and in personal change.

				McIntosh, L., Smother, J., & Smothers, R. (2019) 7 mindset shifts that can reshape your church’s future. [Blog Post] Lewis Center for Leadership. Suggests mindset shifts that help move a congregation towards a future of new possibilities, rather than a future based on fear and stereotypical thinking.

				Sun Han, M. (2012). Planning inspired by the spirit. [Blog Post] Lewis Center for Leadership. Offers key principles for strategic planning and setting goals for local churches.

				Weems, L., & Berlin, B. (2011). Bearing fruit: Ministry with real results. Nashville, TN: Abingdon Press. Practical tools and guidance for setting goals in local churches that produce fruitful ministry.

				Additional Scripture Resources

				•	Philippians 3: 12-14

				•	Philippians 1: 6

				•	Ephesians 1: 17-19

			

		

	
		
			
				•	Psalm 138: 8

				•	Acts 2: 43-47

			

		

	
		
			
				Competency 13: Understand and Lead in the Context in Which They Serve

				Key Scripture

				Thus says the Lord of hosts, the God of Israel, to all the exiles whom I have sent into exile from Jerusalem to Babylon: Build houses and live in them; plant gardens and eat what they produce. Take wives and have sons and daughters; take wives for your sons, and give your daughters in marriage, that they may bear sons and daughters; multiply there, and do not decrease. But seek the welfare of the city where I have sent you into exile, and pray to the Lord on its behalf, for in its welfare you will find your welfare.

				Jeremiah 29: 4-7

				Working Definitions

				•	Understand: to interpret the context of ministry for the church

				•	Lead: to show others the features of the context and encourage engagement with people outside the church

				•	Context: the setting of ministry to which the church is called, often referred to as “mission field”

				•	Serve: to be of help, support, encouragement or inspiration

				Competency Behaviors

				The table below illustrates a subset of behaviors related to Understanding and Leading in the Context in Which They Serve. The Neglected Competence column reflects observed behaviors of pastors and/or leaders when the competence is largely absent. The Unconscious Incompetence column reflects behaviors that demonstrate an unintentional misunderstanding or misapplication of the competence behavior. The Conscious Competence column reflects behavior based on a sound understanding and effective application of the competence.

				
					Neglected Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Pastors and lay leaders assume everyone has a similar culture and mindset.

				

				
					Leaders unintentionally offend people and damage relationships through cultural ignorance and insensitivity.

				

				
					Pastors and laity understand features of cultural distance in their church and community and work to fruitfully bridge that distance.

				

				
					Leaders are uninterested in readily available demographic information.

				

				
					Leaders download demographic reports and spend little time in interpretation and planning.

				

				
					Church leaders access and accurately interpret demographic data about their church and community.

				

			

		

	
		
			
				
					Neglected Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Neither pastors or lay leaders seek connections with leaders outside the church.

				

				
					Pastors rely completely on church lay leaders for connection to organizations and agencies in the community.

				

				
					Pastors curate and engage relationships among economic, political, civic, religious and social leaders in the community.

				

				
					Pastor and/or lay leaders ignore or discount language and dialect diversity in their mission field.

				

				
					Pastors and lay leaders rely completely on translators to understand the people around them.

				

				
					Pastors and lay leaders are gaining fluency in the languages and dialects of people in their mission field.

				

				
					Church leaders retreat to the relatively homogenous comfort of the church. Little interest shown for people from differing backgrounds.

				

				
					Church leaders serve people in the community, providing help for temporal needs with little personal or social engagement beyond the donor transaction.

				

				
					Pastors and lay leaders serve capably among diverse socio-economic groups of people in their mission field.

				

				
					Pastors exclusively participate in church related activities, spending little or no time in the community engagement.

				

				
					Pastors show up for local cultural events but remain aloof and disengaged.

				

				
					Pastors intentionally embrace and participate in local cultural traditions, events and habits, interpreting them appreciatively and in the context of the Gospel.

				

				
					Pastor and/or lay leaders gossip demeaning stories about one another or about people in their ministry context.

				

				
					Pastors and lay leaders express love for one another and for people in their ministry context while also telling negative stories about people from different backgrounds.

				

				
					Pastors consistently maintain a respectful attitude and interpret appreciatively the lives of the people in their mission field.

				

				
					Pastor utilizes standard or generic stories and illustrations in leadership and preaching.

				

				
					Pastor tells stories and histories from her or his own past with limited or no reference to the current context.

				

				
					Pastor studies and learns the history, stories, legends and formative events of her or his community and church.

				

				Beginning

				Below are comments that reflect individuals’ experiences and observations as individual leaders begin to exhibit the competency behaviors.

				Pastor:

				“When I first heard we were moving, I started doing some research on the new church and community. They have a local weekly paper and I started reading the stories on their website. The church had a nice history section on their website that gave me some great insights before I even met anyone. It was very interesting to see names from the church website showing up as leaders interviewed for the newspaper’s stories. I’ve come to know that there are three main families who are very important to the church. They’ve been around for generations and in a small town, there are more cousins and second cousin relationships in the church than I can count. You’ve got to be careful talking about anyone because you’re likely talking to their cousin. I’m learning how important it is to understand the impact of those family relationships on decisions we make as a church. I’m still trying to figure out how to integrate new people who aren’t a cousin into the life of 

			

		

	
		
			
				the church.”

				SPRC Chair: 

				“One of the things I really love about our pastor is the way she retells our stories from her perspective. She’s worked so hard at getting to know each one of us and to learn about the kind of experiences that have made us who we are as individuals and as a church. One thing she’s done that is just so thoughtful: She has a ‘take your pastor to work’ day once a month. She offers a day to someone every month and goes with them to work. Then the next Sunday, she shares some beautiful observations about their life, their work, and their co-workers. She always finds the most interesting details to share and it makes us proud of her, of our friends she’s visited, and of our community.” 

				Pastor:

				“Like a lot of places, we have families living and working in our community who don’t speak English. I’ve felt called to be able to speak their language at least a little. I’m taking Conversational Spanish at the local community college. It’s three hours a week in class, so I asked the SPRC if they’d support me in doing that. I was so pleased when they were unanimous in saying yes. I’m making progress. I feel comfortable speaking with people who I see at work or meet when I’m out in the community. I’m not fluent, but at least I can make them feel more at ease.”

				Growing

				Below are comments that reflect individuals’ experiences and observations as behaviors become more common in groups and teams.

				Pastor:

				“The leaders in this church all grew up in this community. The youngest leaders are my parents’ age and the oldest are my grandparents’ age. There’s no leader within 20 years of my age. I grew up in the city in a large church and now the closest store to my house is a Dollar General, 20 miles way. We have internet, but just barely and cell phone service is spotty. I was so grateful to find an interpreter for this setting since I am such a stranger in a strange land. My SPRC chairperson’s daughter isn’t active in the church but lives in the community. She went off to college, worked for a few years in the state capitol and then came back home to become the county manager. She has been so helpful to me as I try to learn how to lead with these people whose lives and experiences are so different from mine. When I sense tension rising in my relationships, she often can help me figure out how to navigate and communicate. I don’t know how I would ever succeed here without her.”

				Lay Leader:

				“We have a team in our church working on connecting us with the new people who are moving into our town. There is a big sports complex being built with apartments nearby. Most of our church members no longer live near the church and so we don’t meet the new residents in our everyday lives. The team is working to create more chances to interact. They have been interviewing leaders 

			

		

	
		
			
				who are working on the sports complex and the managers who are running the apartments. We’re learning about needs and hopes of the new residents and beginning to imagine how those hopes and needs intersect with what our church is all about. I’m hopeful that our team is going to really change the dynamic of our church’s relationship with our community.”

				System

				Below are comments that reflect individuals’ experiences and observations as behaviors become systematized and routine.

				Outreach Team Leader:

				“We’ve found some great opportunities through doing a demographic study of our church and community. We took all our church members’ addresses and uploaded them to the demographics company our conference works with. Then we got a report that compared our members’ profile to the community around us. There is a guide that helped us interpret the report and begin to understand some of the ways we might relevantly reach out to people. It’s just a starting point, but it is a much better starting point than just guessing! We are creating our own guide for training and equipping leaders in the church about what we are learning.”

				SPRC Chair:

				“When we learned we were getting a new pastor, we started working on a transition plan right away. One of the key elements of success for our church and our previous pastor was the many ways she was the face of our church to the community. We didn’t want to lose that feature of our pastoral leadership. Our plan included detailing all the relationships that contributed to our pastor’s rich connection with community leaders. In addition to planning some get acquainted meetings with members of the church, we also made a list of groups, clubs, councils, and leaders we wanted to introduce to our new pastor. Through the next year at least, we’re working to support our new pastor in becoming connected with the community as well as the church. We’ll know our efforts have been a success when leaders in the community are calling on our new pastor as an asset to our town.”

				Action Planning Guide

				These actions reflect some of the ways other leaders have sought to strengthen their competency related to Understanding and Leading in the Context in Which They Serve.

				•	Work with your coach to explore the cultural, generational, ethnic, socio-economic, educational, language and ideological diversity that exists among you and your church members. Who or what might help bridge the cultural diversity so that your church would be stronger?

				•	Form a team in the church to study available demographic data about your church and community. Use Tom Bandy’s “Mission Impact Guide” as a resource to discover opportunities to help your church better connect with people in the community. (See Additional Resources below)

				•	Reach out to local schools, fire fighters, police, and social workers to learn what languages they 

			

		

	
		
			
				encounter as they do their work. What resources are available in the community that help them and might help your church connect with people whose first language is not American English?

				•	Investigate the calendars of events for your community to identify opportunities to connect with individuals and groups who rarely encounter you or members of your church. Make a plan to enlarge the network of connections between your church and groups in the community.

				•	Schedule appointments to meet and become acquainted with the mayor, police chief, sheriff, fire chief, presidents of local civic organizations, and nonprofit groups serving the community.

				•	Ask the police or sheriff’s department in your community to take you on a ride-along with one of their officers to become better acquainted with the public servants and the people they seek to protect and serve.

				•	Attend some meetings of the town or city council, homeowners’ associations, parent-teacher organizations, and school board meetings in your community.

				•	Read (or compile) a history of your community, highlighting opportunities to connect the story of your community with the story of your church and its mission.

				•	Conduct prayer walks in neighborhoods in your community: walking, observing, and praying to better see, understand, and empathize with the people your church is called to serve.

				Sample Questions for Coaches, Supervisors or Professional Development Teams

				These questions have been found helpful as leaders explore, understand, and strengthen their behaviors related to Understanding and Leading in the Context in Which They Serve.

				1.	How have you and/or your church sought to better understand the people and the culture(s) in your ministry setting?

				2.	What are some key points of interest or opportunity that you have come to understand about the people and cultures where you serve?

				3.	What tools have been valuable to you and your team in learning about the people living in the community your church serves?

				4.	How would you describe the culture of your church? How would you describe the culture(s) of the people in your ministry context? What have you come to understand about the differences among the members of your church and the people who live in your ministry context?

				5.	What areas of connection, synchrony or friendship are you witnessing as your church members serve people in your ministry context?

				6.	What areas of friction, discomfort or alienation have you noticed as your church members serve people in your ministry context?

				7.	Who are the leaders in your church most responsible for promoting stronger relationships between the people in your church and the people in the community your church serves? How are they leading that 

			

		

	
		
			
				engagement? What do you believe is working best to increase engagement between the church and people in your context?

				8.	What leaders in the community have you become acquainted with? How would you describe the impact of your relationship with them?

				9.	What kinds of study or investigation have you undertaken to better understand your church and ministry context? Who has helped in undertaking or interpreting the information?

				10.	Based on what you’ve come to understand about your ministry context, describe some of the opportunities you see for the church to strengthen its work?

				11.	What needs to change about you and your church so that your church can engage the ministry context more effectively? What are some steps that would move toward that change? What do you need to do next for those changes to get started?

				12.	When your church is more deeply engaged with the people in its ministry context how would you know that was happening?

				13.	Looking five years into the future, when your church has overcome obstacles and fully engaged with the people in your community, what impact would that have? What would be better in the lives of people in the church and community?

				Additional Resources

				Bandy, T. (2019). MissionImpact guide 3.0. [Online Ebook] MissionInsite. Ministry. Applications and filters for each of the 71 Mosiac Lifestyle Segments from MissionInsite demographic studies. 

				Deymaz, M., & Li, H. (2010). Ethnic blends: Mixing diversity into your local church. Grand Rapids, MI: Zondervan. Practical insights into ministry among ethnically diverse people in a local church.

				Elmer, D. (2006). Cross-Cultural servanthood: Serving the world in Christlike humility. Madison, WI: Intervarsity Press. An account of six critical steps to effective/fruitful servanthood in cross-cultural settings.

				Hodge, G. (2017). Learning from strangers: Best practices for cross-cultural and cross-racial ministry in the United Methodist Church. Washington, DC: General Commission on Religion and Race. Ministry is increasingly cross-cultural and cross-racial. Even in ordinary appointments, many factors produce cultural distance among people. 

				Regele, M., Salter, C., & Wernett, P. (2019). MissionInsite: Community engagement specialists for faith and non-profit groups. [Online Demographic Tools] MissionInsite. Corporate partner offering detailed contextual demographic data for local church leaders. Registration available through your conference or denominational agency. 

				Wells, B. (July 20, 2009). Who in the world are these people? [Blog Post] Faith and Leadership. Comprehensive article exploring the need for contextualization in preaching and resources that have been found useful in the process. 

			

		

	
		
			
				Additional Scripture References

				•	Jeremiah 29: 4-7 

				•	Acts 2: 1-11

				•	Acts 8: 26-40 

				•	Acts 11 

				•	Acts 17: 22-23

				•	1 Corinthians 9: 9-23

			

		

	
		
			
				Competency 14: Inspire the Congregation Through Preaching

				Key Scripture

				For the message about the cross is foolishness to those who are perishing, but to us who are being saved it is the power of God. For it is written,“I will destroy the wisdom of the wise, and the discernment of the discerning I will thwart.” Where is the one who is wise? Where is the scribe? Where is the debater of this age? Has not God made foolish the wisdom of the world? For since, in the wisdom of God, the world did not know God through wisdom, God decided, through the foolishness of our proclamation, to save those who believe. For Jews demand signs and Greeks desire wisdom, but we proclaim Christ crucified, a stumbling block to Jews and foolishness to Gentiles, but to those who are the called, both Jews and Greeks, Christ the power of God and the wisdom of God. For God’s foolishness is wiser than human wisdom, and God’s weakness is stronger than human strength.

				1 Corinthians 1: 18-25

				Working Definitions

				•	Inspire: to fill (someone) with the urge or ability to do or feel something, especially to do something creative; stimulate, motivate, encourage, influence, rouse, move, stir, energize, galvanize, incite; “impart a truth or idea to someone” 

				•	Preach: to set forth in a sermon, to advocate earnestly, to deliver something publicly, to bring, put, or affect by public speaking, sharing insights through conversation with a crowd 

				•	Congregation: the crowd of people who are the members, prospects, constituents and observers of the body of Christ for whom the preacher is responsible

				Competency Behaviors

				The table below illustrates a subset of behaviors related to Inspiring the Congregation Through Preaching. The Neglected Competence column reflects observed behaviors of pastors and/or leaders when the competence is largely absent. The Unconscious Incompetence column reflects behaviors that demonstrate an unintentional misunderstanding or misapplication of the competence behavior. The Conscious Competence column reflects behavior based on a sound understanding and effective application of the competence.

			

		

	
		
			
				
					Neglected Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Pastor frequently skips elements of sermon and worship preparation to address other personal and pastoral responsibilities

				

				
					Pastor spends excessive time in sermon and worship preparation to the detriment of other personal and pastoral responsibilities.

				

				
					Pastor invests weekly in study and sermon preparation in balance with her or his other responsibilities.

				

				
					Sermons are abstract and without personal or corporate application or compelling call to action.

				

				
					Preacher delivers a sermon that could be preached to any group of believers, no particular contextual application to this setting.

				

				
					Preacher practices an exegetical approach to understanding her or his context and people alongside biblical and theological exegesis.

				

				
					Sermons carry little or no personal narrative of emotional lives of people.

				

				
					Preacher delivers facts, ideas, doctrines with little emotional engagement

				

				
					Preacher delivers the message in a manner that connects emotionally with the people while effectively communicating the content of the message.

				

				
					Preacher doesn’t provide any forecast of message to other leaders.

				

				
					Preacher delivers sermon text and title to an administrator or a software tool the week of delivery.

				

				
					Preacher plans in advance for preaching and worship so that others may more fully contribute to the worship experience.

				

				
					Preacher wonders if the people are hearing and understanding the message.

				

				
					Preacher relies entirely upon anecdotal feedback at the sanctuary door to evaluate her or his preaching.

				

				
					Preacher routinely solicits feedback from worshipers in the congregation.

				

				
					Preacher is the only voice to preach in the worship experience.

				

				
					Preacher writes or selects elements of liturgy for diverse people to read in worship.

				

				
					Pastor strives to include diverse voices in the proclamation of the message.

				

				
					Pastor plans worship, prepares the bulletin, chooses the music, writes the liturgy and delivers it for the people.

				

				
					Pastor creates her or his intended worship outcomes and directs others to write or create content based almost exclusively on those outcomes.

				

				
					Pastor designs worship and sermons in collaboration with a worship team.

				

				Beginning

				Below are comments that reflect individuals’ experiences and observations as individual leaders begin to exhibit the competency behaviors.

				Pastor:

				“When I was appointed to this charge, I had preached a total of 10 sermons in my life. In seminary, I read 200 pages in commentaries and spent six weeks working on my sermon to present in my homiletics class. Now I’m preaching every week and it’s a struggle to do a great job with all the other expectations I’m required to meet. People are thanking me for my messages, but I’m not confident that I’m a good enough preacher.”

			

		

	
		
			
				Pastor:

				“I’m realizing I need a deeper understanding of the people in my church and community. I grew up in a very different setting than this and the experiences I’ve had are so different than what the average person in my church has lived. I received high marks in seminary in my preaching classes, but the things that got me A’s there don’t sit well with the people in my pews.”

				Lay Person: 

				“We love our pastor. She’s kind, thoughtful and smart. She’s working very hard and is always available to take a phone call or show up when someone needs her. I wish she’d be in the pulpit the same way she is when we’re in a meeting or talking one on one. She reads her sermons and while they are always logical and true, it would help if she’d look at us once in a while.”

				Growing

				Below are comments that reflect individuals’ experiences and observations during as behaviors become more common in groups and teams.

				Pastor:

				“I’ve got a solid rhythm going in my preaching. I mostly follow the lectionary, so the scriptures are selected at least six or eight weeks ahead. Even though the choir chooses what to sing on a weekly basis—they don’t plan ahead except for Christmas and Easter—I share my scripture texts with the choir director and organist with a worship calendar. I received great feedback from a sermon series that came out of the lectionary readings in Galatians.”

				Pastor: 

				“It’s been scary to do this, but I’ve started asking for sermon feedback from people in my congregation. Once a month, I ask a trusted church member to give a simple form with seven questions to two or three people. They are asked to spend a few minutes writing out their feedback and returning it to the church member who then brings the forms to me. It’s helped me gain confidence that my messages are getting through to people, as well as let me recognize some distracting habits and some parts of worship that were just confusing to people.”

				Lay Person:

				“I’ve recently seen a change in our pastor’s preaching over the last year. She’s been quite brave and creative in the sermons she gives. She’s tackled some difficult topics in beautiful ways. I’ve been inspired to reexamine my own position on a controversial issue and see it from a very different perspective. Our trust in her as a pastor and preacher continues to grow. She formed a congregational preaching team who meet with her once a month over dinner to discuss her preaching and help her grow. I’ve never seen a preacher do that before. It’s an honor to participate in that team with her.”

			

		

	
		
			
				System

				Below are comments that reflect individuals’ experiences and observations as behaviors become systematized and routine.

				Pastors:

				“We are a very diverse congregation and it would not be right for us to hear the gospel from just one person. No matter how culturally sensitive a preacher might be, there is power in hearing the gospel in your own language and from someone who’s like you. We don’t have just one preacher, we have a system of preachers and preaching that reflects the diversity of the people we serve. Over the last year, we’ve had 21 preachers from the congregation fill the pulpit. We are the pastors in charge and the way we exercise our leadership is to provide an interactive rubric and a process of sermon preparation for the many preachers we invite to speak.”

				Pastor:

				“We work as a team to design worship that is deeply engaging and conversational. We have an annual retreat where we storyboard the entire year’s messages. Each member of the team from the pastor in charge to the administrative assistant who prepares the handouts contributes to the planning process. We approach the storyboarding process like a movie’s production team would. The big idea and the scriptures are chosen, the message is imagined, and then all the members of the team know what they are expected to contribute to the presentation of that message. Planning so far ahead allows the creative people on our team to spend the time necessary to fully engage their gifts and talents.”

				Lay Person:

				“We are so proud of our church. Our pastors are well respected in the community and known as thought leaders. One way that’s happened is that the sermons that are preached in our congregation are published in many venues. We hear the message from the stage, it’s live streamed online. There are clips from the messages published on YouTube that have quite a lot of subscribers. When our preachers create a sermon series, it is published as a book and resource set by a publishing company. Pastors and laity come to our church to see what we’re doing. We are a teaching church.”

				Action Planning Guide

				These suggested actions reflect some of the ways other leaders have sought to strengthen their competency related to Inspiring the Congregation Through Preaching.

				•	Research the planning process of effective or vital churches like the church you serve. Explore both what they do to prepare for engaging and inspiring worship but also what they are aspiring to improve in their planning and worship design process.

				•	Request an invitation to join a preaching cohort through your DS or the Office of Ministerial Services. Or request to be invited to the Institute of Preaching at Duke Divinity School. 

			

		

	
		
			
				•	Form or join a small group of preachers for mutual support and to focus on designing inspirational worship and preaching.

				•	Join a Toastmasters Club near you where people come together regularly to improve their presentation and public speaking.

				•	Set aside time each month to listen to an excellent sermon or to attend a worship service that you didn’t design or lead yourself. Take appreciative note of what inspires or engages you. 

				•	Study Rhetoric, and the Science of Persuasion. Choose a rhetorical technique each month and practice incorporating it into your sermon writing process. Select a practice from the science of persuasion and use it to improve the response to your messages.

				•	Invite a dozen laity to join a Congregational Preaching Team that meets regularly to view one of your sermons and offer appreciative feedback, encouragement, and support.

				•	Spend a portion of your worship planning time with your team (or a lay leader if you don’t have a team) exploring one element of worship. How might this element of worship become more engaging to our congregation?

				Sample Questions for Coaches, Supervisors or Professional Development Teams

				These questions have been found helpful as leaders explore, understand, and strengthen their behaviors related to Inspiring the Congregation Through Preaching.

				1.	Think of the last sermon you preached that you knocked out of the park. What did you do in preparation so that the sermon was impactful? 

				2.	Tell me more about how you plan for worship leadership and preaching. 

				3.	How is the worship you lead engaging and inspiring people in the congregation? 

				-	How do you know when people are engaged or inspired? 

				-	What is a person feeling when they are inspired? What are they seeing? What are they thinking? 

				-	What does a preacher do so that persons in the congregation are experiencing engagement or inspiration? 

				-	What do you wish you and your team had more of so that your congregation was more deeply engaged and inspired? How would you design your planning process so that you had more of that? 

				-	What do you and your team need to study or learn so that your leadership is more engaging and inspirational? 

				4.	Think of a person who let you know they were inspired by a message or worship? What touched them? How would you and your team plan so that more of that happened? 

				5.	Who was the last preacher who inspired you? What about them and their message touched you? What did you observe them doing to evoke inspiration? 

				6.	If limitations of people time and money were removed, how would you plan for, design and lead worship 

			

		

	
		
			
				differently? Even with limited resources, how could you and your team plan so that more of that happened? 

				7.	How do you solicit feedback about your preaching and worship leadership? How could you improve your feedback system? 

				8.	Who is on your team for worship planning, sermon development, and improvement in worship and preaching? Who could you add to your team so that worship is more engaging and inspirational? What would you hope they would bring to the planning process and implementation? 

				9.	As you’ve studied and prayed, what changes do you want to make in the next month so that worship is more engaging, and your preaching is more inspiring to the congregation? The next 12 months? 

				10.	Who would you ask to help you be accountable to make those changes? What role might I play so that you made those practices habitual? 

				Additional Resources

				Scougal, H. (16th Century). The life of God in the soul of man. public domain. This is a classic work of Christian devotion that heavily influenced George Whitfield, Wesley and others who seek the power and wisdom of God in Christ. 

				Brueggemann, W. (1978). The prophetic imagination. Minneapolis, MN: Fortress Press. A classic work exploring the rich theology and ethics of the Hebrew scriptures and the vision of lament and resistance by the community of God that provides a holy and just alternative to a brutal world. 

				Stanley, A., & Jones, L. (2006). Communicating for a change: 7 concepts to empower your public speaking. Colorado Springs, CO: Multnomah Books. Offers a unique strategy for communicators seeking to deliver captivating and practical messages. In this highly creative presentation, the authors unpack seven concepts that will empower you to engage and impact your audience in a way that leaves them wanting more.

				Long, T. (2016). The witness of preaching, Third Edition. Louisville, KY: Westminster John Knox Press. You may have read it in seminary, but it’s worth reopening to explore the practice of bearing witness. Offers a practical, step-by-step guide to writing a sermon. Long centers his approach around the biblical concept of witness. To be a preacher, Long posits, is to be a witness to God’s work in the world—one who sees before speaking, one whose task is to “tell the truth, the whole truth, and nothing but the truth about what is seen.” 

				Reid, R., & Hogan, L. (2012). The six deadly sins of preaching: Becoming responsible for the faith we proclaim. Nashville, TN: Abingdon Press. Just as the church historically derived its Seven Holy Virtues (chastity, temperance, charity, diligence, patience, kindness, & humility) by naming Seven Deadly Sins (lust, gluttony, greed, sloth, wrath, envy, & pride), Reid and Hogan call preachers to turn away from pulpit vices and strive to realize the corresponding homiletic virtues. 

				Witherington, B. (2009). New Testament rhetoric: An introductory guide to the art of persuasion in and of the New Testament. Eugene, OR: Cascade Books. This brief guide book is intended to provide the reader with an entrance into understanding the rhetorical analysis of various parts of the NT, the value such studies bring for understanding what is being proclaimed and defended in the NT, and how Christ is presented in ways that would 

			

		

	
		
			
				be considered persuasive in antiquity

				Turkle, S. (2015) Reclaiming conversation: The power of talk in a digital age. New York, NY: Penguin Books. Based on five years of research and interviews in homes, schools, and the workplace, Turkle argues that we have come to a better understanding of where our technology can and cannot take us and that the time is right to reclaim conversation, the most human—and humanizing—thing that we do.

				Cialdini, R. (1984) Influence: The psychology of persuasion. New York, NY: William Morrow and Company, Inc. Explores the ways that some people are more persuasive than others, features of human behavior that impact persuasion and how people defend themselves against unwanted persuasive techniques.

				The Festival of Homiletics – Luther Seminary - The Festival of Homiletics is a week-long conference that brings together a wide variety of outstanding preachers and professors of homiletics to inspire a discourse about preaching, worship and culture.

				The Institute of Preaching – Duke Divinity School - The Institute of Preaching is a nine-month program of three retreats designed to help clergy from the Florida and Western North Carolina Conferences of the United Methodist Church improve their preaching.

				Woodley, M. (October, 2016) Deep preaching in a distracted age: Will anything capture people’s attention and keep it long enough for God to do his work? [Blog Post]. Brief article outlining the emerging challenges of a distracted digital culture and deep practices of the preacher that facilitate engaging a distracted audience. 

				A playlist of diverse preachers and communicators - YouTube –Chosen not for theology but for their diverse approaches and methods used in preaching and verbal communication.

				Additional Scripture References

				•	Ephesians 4: 11-16

				•	Acts 17: 16-23

				•	Philippians 1: 12-18

				•	Luke 4: 14-30

				•	1 Corinthians 15: 3-11

				•	2 Timothy 4: 1-2

				•	Acts 13: 44-51

				•	1 Corinthians 1: 21

			

		

	
		
			
				Competency 15: Develop a Formal Written Mission and Vision and Review within Five Years

				Key Scripture 

				Then Jesus came near and said to them, “All authority has been given to Me in heaven and on earth. Go, therefore, and make disciples of all nations, baptizing them in the name of the Father and of the Son and of the Holy Spirit, teaching them to observe everything I have commanded you. And remember, I am with you always, to the end of the age.” 

				Matthew 28: 18-40

				Working Definitions

				•	Develop: a formal process to discern, covenant, and document a clear direction with projected outcomes for the life of the local congregation (See “Define and articulate a future vision of the church”)

				•	Vision: a compelling image of the future that is greater than what currently exists; a well-articulated statement that describes the outcome of a fulfilled mission

				•	Mission: the primary task and/or objective of a person or organization

				•	Reviewed: Regular reflection of how behaviors are aligned to the stated mission and vision, as well as the relevance of the mission and vision in the local setting in the current time frame

				Competency Behaviors

				The table below illustrates a subset of behaviors related to Developing a Formal Written Mission and Vision That Has Been Reviewed in the Last Five Years. The Neglected Competence column reflects observed behaviors of pastors and/or leaders when the competency behavior is largely absent. The Unconscious Incompetence column reflects behaviors that demonstrate an unintentional misunderstanding or misapplication of the competence behavior. The Conscious Competence column reflects behavior based on a sound understanding and effective application of the competence.

				
					Neglected Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Members and visitors cannot articulate what the mission and the vision is for this congregation

				

				
					A mission and vision statement were once created by a team in the congregation, now forgotten

				

				
					Leaders share and publish the mission and vision so that they are infused into the life of the congregation

				

			

		

	
		
			
				
					Neglected Competence

				

				
					Unconscious Incompetence

				

				
					Conscious Competence

				

				
					Ministry is created haphazardly without clear guiding outcomes 

				

				
					A written mission and vision statement sits on the shelf in the Pastor’s office. 

				

				
					Leaders use shared mission and vision statement to consistently shape and align ministry in the church

				

				
					Leaders do not consider mission and vision; Church continues doing what has always been done

				

				
					Review of mission and vision happens whenever someone happens to think of it 

				

				
					Leaders regularly conduct incremental checkups happen to insure alignment of vision and ministry

				

				
					Every idea is developed into a ministry, no discernable alignment with vision needed

				

				
					Vision drift happens when someone has an idea for ministry that attracts attention and gains momentum without regard to its contribution to the long-term shared vision

				

				
					Leaders schedule a deep dive exploration of vision at least every five years in order to resist the drifting of vision

				

				
					Ministries live long past their usefulness because ‘we have always done this’

				

				
					Ministry continues without evaluation of what it contributes to the ongoing mission and its alignment to vision.

				

				
					Congregational leaders reflect regularly on what is working to reach the vision and how to offer more of those fruitful things in the community 

				

				
					The mission and vision of the congregation is seen as fixed and unchanging 

				

				
					A small group of people make decisions about the changes in vision and mission without input from ministry stakeholders; 

				

				
					Leaders reflect on incremental shifts that may need to be made on an ongoing basis by being curious in dialog with ministry stakeholders

				

				
					No one knows the mission and vision of the church

				

				
					Leaders announce the mission and vision of the church; no plans implemented to renew awareness and ownership by the church

				

				
					Leaders implement a communication plan clearly sharing the mission and vision with new people in the church and community

				

				
					Leaders allows any ministry to start that will make its members happy

				

				
					Leaders ask members to force their ministry to fit the mission statement

				

				
					Leaders actively encourage ministry to develop around the current vision

				

				
					Leaders continue to offer same programs because it has always been done that way

				

				
					Leaders have annual planning team meeting to schedule major events, vision and mission not considered

				

				
					Leaders asks, “what ministry programs should we offer this year to help fulfill our vision?”

				

				
					Church members ask, “What programs can we offer to make our church happy?”

				

				
					Church members ask, “What programs can we offer to attract new people?”

				

				
					Church members ask, “How can we help our church fulfill our vision?”

				

				
					Management asks, “How can we manage our resources to keep our church open?”

				

				
					Leaders asks, “How can we earn extra money to support our ministry?”

				

				
					Leaders asks, “How can we make decisions to help the church fulfill our vision?”

				

				Beginning

				Below are comments that reflect individuals’ experiences and observations as individual leaders begin to exhibit the competency behaviors.

			

		

	
		
			
				Pastor: 

				“When I first got to this appointment, ministry was a free-flowing stream, frequently edging past its banks and into uncharted areas. There were lots of well-meaning people with incredible ideas, and the ministries within the church were plentiful. Some had been around for decades and treated like sacred cows. I immediately talked to the finance team to see how we were paying for all this activity, only to find out we were spending money we did not have. With the help of the finance chair, we identified the ministries that needed to die as they had outlived their usefulness and were actually costing us money. We rounded up the people who were engaged in these ministries and told them they would no longer be funded. This information was received with a significant amount of anger, and I was just about run out of the meeting room. Wow! I thought I was being a good steward of our time and money and look what thanks I got.”

				Lay Person:

				“Three years ago, we spent three months working on a Mission and Vision Statement. Twelve people worked very hard on crafting what turned out to be a 15-page description of how we as a congregation hoped to serve God in the next decade. The document sits on the bookshelf in our Pastor’s office. I cannot remember the last time it was reviewed.”

				Growing

				Below are comments that reflect individuals’ experiences and observations during as behaviors become more common in groups and teams.

				Pastor: 

				“We have a very active church with a lot of ministry that has been going on for generation after generation. Our chili supper has been happening for decades with the same people serving for the entire time. Our volunteers were getting tired and the folks who benefit the most were our own members. Two years ago, we did not have one new face among either the workers or those sitting at the tables. Our mission is to be “an open table and serve God’s love and harvest in a healthy way to all of our community.” Clearly it was time to reflect on how this ministry aligned with this goal. We use an appreciative process for the evaluation of our ministry to our mission and vision on a regular basis. We engaged the process, got all the stakeholders together and invited a few members of the community to share how our chili supper was supporting our mission. We have become intentional in our effort to ‘open the table’ to our neighbors. is One of the key measures of success of this initiative is the increasing number of neighbors attending. Aligning the ministry to the mission and vision with the right stakeholders at the table has made all the difference.”

				Lay Person: 

				“Our church is on the move. We created a mission and vision statement three years ago. It is a living-and-breathing map for the way we live together and the community to ‘Know Christ and Make Christ Known.’ Each year we engage in what our Council calls a ‘Checkup’ where we look at a list of ‘vital signs’’ to see how we are being as the Body of Christ and how it aligns to 

			

		

	
		
			
				our mission and vision. We are intentional about the way we use information and testimonies in discernment, seeking God’s will for our church. We recognize that God is always creating, and we are praying to be in step with God’s plan for us.’

				System

				Below are comments that reflect individuals’ experiences and observations as behaviors become systematized and routine.

				Neighbor: 

				“I did not know much about the church down the street from my house. I am sure the folks were friendly; we just did not have much chance to engage. About a year ago, I was walking my dog and met one of the women from the church. She was curious about me and others living in the neighborhood. She asked me what I thought is important to the folks who live here. I was invited to become part of a team to figure out how the church and neighborhood could help and support one another. Our first real conversation felt like a small step to me, and a big step to the folks in the church. They keep talking about ‘Our mission is to be an open table and serve God’s love and harvest in a healthy way to all of our community.’ The church had been having a chili supper every year and no one came from our neighborhood. We explored this as an example of how the church and the neighborhood might help each other by sharing the same table. I love the whole idea. It was great being invited to help shape that meal for the church and neighborhood. We are now talking about other ways to live into this hope of helping one another. I am happy to be included and so are my neighbors.”

				Elementary School Principal: 

				“Grace, a member of Mainstreet UMC who lives in our neighborhood, came to visit our elementary school and asked if she and her neighbors could help in any way. They all live within two miles of the school. Wanting to make a difference, they were looking for a way to love our kids. We are so glad they offered. The children feel cared for and the teachers are thrilled with the results. Last year our school had a major increase in tutoring support from the church, which resulted in much better End of Grade scores. They say, ‘Loving others as Christ loves us is the mission of the Church.’ It sure works for us.”

				Action Planning Guide

				These suggested actions reflect some of the ways other leaders have sought to strengthen their competency related to developing a formal written mission and vision that has been reviewed in the last five years.

				•	Be curious. How is your church being experienced in the community? How does this align with the shared mission and vision?

				•	Consider a regular Vision Sunday (or perhaps a moment each Sunday) to share key initiatives and how they align to the stated mission and vision of the church. 

				•	Show respect for others by listening deeply and intentionally to hear how the vision is being lived out 

			

		

	
		
			
				and experienced in the broader community.

				•	Create a checklist of “vital signs” (Rankin and Crissman, 2014) and an opportunity for “annual check in” on the shared mission and vision with congregation leaders. 

				•	Be curious about the spiritual giftedness of the new people in your midst. Consider offering a recurring small group on giftedness for people to explore where their passion aligns to the vision and mission of the church. 

				•	Engage with the prayer ministry of the church to include the vision of the church in creative prayer. 

				•	Create a culture of a living mission and vision statement as you regularly include the statements in worship, study, ministry, community engagement, and prayer. “Our words create our world.” (More on this can be found in Appreciative Leadership (Whitney, Trosten-Bloom, & Rader, 2010, pg. 15) resource below.

				•	Create a long-term communication plan to regularly lift up the vision and mission of the church in creative ways using all channels of communication, remembering people have preferred means of getting information that range from postcards to phone-tree to tweets. 

				Sample Questions for Coaches, Supervisors or Professional Development Teams

				These questions have been found helpful as leaders explore, understand, and strengthen their behaviors related to developing a formal written mission and vision that has been reviewed in the last five years. 

				1.	If a year from now, you have a fully developed and shared vision with those within your local setting, how do you know the shared mission and vision is being fully engaged? What are you seeing? What are you hearing in the community? 

				2.	How will you determine which of the current ministries align to the vision and which do not? 

				3.	What signs will you look for on a regular basis that your congregation is making progress on the stated vision and mission? What process will you use? 

				4.	How will you know when you have reached your vision? What happens then? 

				5.	When will you review your mission and vision statement to make sure they are in alignment with your current reality? What needs to happen to schedule the review? What information will you need? What process will you use?

				6.	When you consider the lives of your constituents, what changes have taken place that might require you to do things differently? Consider these possible changes in your community life:

				-	Work schedules or responsibilities? 

				-	Communications preferences and habits?

				-	School or educational schedules?

				-	Sports or athletic commitments?

				-	Eating schedules?

			

		

	
		
			
				-	Friendship or connection habits?

				7.	What process might you engage to discern how these changes require a recalibration of your mission and vision? When you successfully recalibrate your ministry to address changing needs in the community, what will you be hearing or seeing? What will be improved or strengthened in the community as a result of your recalibration of mission and vision?

				8.	What are the core values you will use to discern possible adjustments in the mission and vision? How will you reach consensus with the congregation on these adjustments? How will you communicate these adjustments? How will you measure the fruitfulness of these adjustments? 

				9.	What are your next steps to review your formal mission and vision statement? 

				Additional Resources

				Berlin, T., & Weems, L. H. (2011). Bearing fruit: Ministry with real results. Nashville, TN: Abingdon Press. Provides a practical construct for the alignment of vision and mission in the local church. Chapter Three shares the importance of asking “so that” to transform activities to outcomes. Chapter Four entitled “From Fruitful Management to Fruitful Leadership: The Power of Vision” Shares biblical constructs of the behaviors of a visionary leader.

				Bolsinger, T. (2018). Canoeing the mountains: Christian leadership in uncharted territory. Downers Grove, IL: Intervarsity Press. Set in the context of the Lewis and Clark expedition with the Corps of Discovery, Bolsinger explores the behavior of leaders who build trust through adaptive leadership. Chapter 11 speaks to the importance of a clear set of shared values as a foundation to discover new ways to address challenges faced in reaching a well-defined mission and vision.

				Goleman, D. (2000, March - April). Leadership that Gets Results. Harvard Business Review, 78(2). pp. 78-93. As indicated by research documented in this article, leaders use a variety of leadership modes in their work and life. 

				James, S. (June, 2018) Creating an action plan for a valued staff member. [Blog Post] Steve James Coaching. A brief guide for helping a staff member make improvements in performance as aligned with mission and vision of the church. Includes a list of useful questions for the leader or coach.

				Rankin, N., & Crissman, B. (2014). Choosing the faithful path. Asheville NC: Plowpoint Ministries. A biblically based resource which provides a process for assessing a church’s health and vitality in alignment with mission and vision. 

				Regele, M., Salter, C., & Wernett, P. [Web Toolkit] MissionInsite.com MissionInsite empowers faith-based and nonprofit organizations with the tools they need to visualize and cultivate their current and prospective members, donors and volunteers and solve their most difficult challenges. The FaithConnect tool integrates information about the local church congregants and visitors with demographic and analytical tools to help solve complex strategic mission challenges.

				Slaughter, M. (2013). Dare to dream. Nashville, TN: Abingdon Press. This resource encourages individuals in the discernment of a personal God-size mission and be empowered to live into it in the world. Ongoing 

			

		

	
		
			
				discernment, including regular reflection of the gifts God has provided through people is support vital ministry and mission.

				Hester, R., & Walker-Jones, K. (2009). Know your story and lead with it. Lanham, MD: Rowman & Littlefield. Chapter 5 of this resource shares how ‘narrative leadership can bring about changes in a congregation’s culture’. The resources section offers a simple process of reflection in the form of Lectio Divina. 

				Whitney, D., Trosten-Bloom, A., & Rader, K. (2010) Appreciative leadership. New York, NY: McGraw-Hill Education. An appreciative approach to building a strong team and thriving organization. Chapter three explores the ways a leader can ask questions to investigate what is working and how to get more of this towards reach a goal or in this case vision.

				Wills, D., (1999). Waking to God’s dream. Nashville, TN: Abingdon Press. Wills’ shares the process of vision discernment as well as the importance of reproduction of the vision. “A vision either dies or is reproduced into a new vision.” pg. 21. This material will support reflection on vision and mission on a regular basis.

				Additional Scripture References

				•	2 Kings 11

				•	Mark 5: 22-24

				•	Philippians 3: 13-14

				•	I John 5: 14-15

				•	Proverbs 3: 5-6

				•	Habakkuk 2: 3 ESV 

				•	Acts 20: 24
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In both frequency and effectiveness, another question to pay
close attention is: how does the self-report compare to the
others? Research on multi-rater feedback instruments and people
who consistently score themselves significantly higher than what
others rate them, maybe harder to debrief. This will influence
how one prepares to work with someone. The person who scores
themselves higher presents an additional level of difficultly as the
interpretation presents the opportunity to bring the person to

terms with a perhaps inflated view of themselves.

Low scores recorded by “Self”, compared to others, tend to be
people who have underrated themselves. They may be meek,
humble, or lack self-awareness. However, somebody who scores
themselves lower than others may be easier to help to a realistic

sense of themselves and their strengths.
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