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Why do a mutual ministry review?

1) We need to be accountable to each other:


Accountability is a concept built into our Baptismal Covenant (BCP pg.304-305). National and Diocesan Canon Law (Title III) assume a web of accountabilities involving vestry, congregation, priest and bishop. Paid workers have to be accountable to whoever provides compensation. Volunteers are accountable, by virtue of their baptism, for ministry in the church, and in the world. All members of the church, whether salaried or not, are receiving God's gifts of life and salvation. Accountabilities in ministry, compensation and stewardship are all related.

2) To develop strong ministry of both clergy and laity:


In the church, evaluation of the priest's professional per​formance is only a small part of the review of mutual ministry. We actually look at everything that goes on in a parish ministry done by clergy and laity alike. For the pur​poses of this study the term "review" includes evaluation, planning, dreaming, etc. "Evaluation" is a judgment upon what has gone on before and therefore is only a part of review. The purpose of a review is to develop strong ministry. The central question is "how well is this con​gregation and its ordained leader(s) meeting God's and our expectations of what can be achieved in our mutual ministry?

3) Mutual Ministry assumes a joint ministry:


No ministry belongs to one person alone. Lay people and clergy alike share accountability for the stewardship of ministry.

This booklet assumes that it is ministry that is being reviewed-ministry of the priest AND lay people together in a specific community of God's people your congrega​tion. A review tests the condition of this ministry, its ac​complishments, its performance, and its results. These results are measured against certain voiced or unvoiced expecta​tions and accountabilities. Some of these may be found in the parish profile, in priests' documentation  of themselves, and in the agreements entered into when the priest was called. Others, the unvoiced ones, are to be found in the values of your parish, its goals and the en​vironment for ministry of your community.

4) Mutual Ministry Reviews are NOT performance appraisals:


For a long while “performance appraisals” have been a popular management tool within secular institutions. Most of these management tools do not fit the church because they assume that one part, usually “management”, is evaluating the other – usually a subordinate. Such a perspective is unacceptable in a mutual ministry relationship of congregation and priest. Neither party is superior and neither one is subordinate. Ministry is a mutual undertaking of clergy and lay people together.

5) The Church Deployment office strongly urges that any review process be undertaken ONLY WITH THE HELP OF AN OUTSIDE CONSULTANT OR A SKILLED FACILITATOR.

PART I

PARISH MINISTRY REVIEW

Though much of the ministry of a congregation relies on the ministry of a priest, the priest is not the focus of total ministry review. Rather, the focus is the work of the con​gregation. How is the CONGREGATION doing? What is going well? What needs improvement? Are we being faithful to our mission? Review of ministry is for the pur​pose of development.

All these questions are ones the priest asks continually. Your priest is a valuable resource for planning and review. So, while the priest is not the focus of this review, the priest is an essential member of the reviewing team The partnership between priest and lay persons can be strengthened through such a review. They are equals in their love for the congregation and faithfulness to the call God has issued to them. This partnership can insure growth in the ministry of a congregation and in the faith journeys of those who are a part of that ministry In an at​mosphere of trust and mutual interdependence, the peo​ple of a congregation can feel supported in their life as a worshipping community.

MUTUAL MINISTRY REVIEW

Sizing Up the Congregation

Getting clear about where the accountability lies is the most important part of a review of the ministry of a congregation.

In "Sizing Up A Congregation", Arlin Rothauge provides a helpful way of thinking about how congregational size determines structures for ministry. Rothauge describes four kinds of congregations: Family, Pastoral; Program; Corporate. Each of these models suggests differing con-tracts for accountability For instance, in a "Family" sized congregation, there is likely to be strong overlap among principal lay leaders and the membership of the Vestry But in a "Corporate" type of parish, there will be many more committees and lay leaders with little actual overlap with  Vestry  membership.  But  no  matter  the congregation's size or style, for better or worse, someone is accountable for every ministry of a congregation. Determining who is the first step in Parish Ministry Review.

LAY MINISTRY vs. LAY LEADERSHIP

There is much discussion throughout the Church about Lay Ministry. Each of us, at baptism has been given a ministry in the world. Whether or not a person is a leader of some aspect of the work of the church, all persons are "ministers." In Parish Ministry Review the aim is not either to challenge or to criticize the ministry of an individual. Rather, the goal is to enhance the ministry of the CONGREGATION by insuring that whatever objectives were set are, in fact, being carried out.


Lay Leaders are called by the congregation to accountable ministry. Along with the clergy and Vestry they mean to achieve a clearly defined and understood end. After a period of time, it is helpful both to the individual and to the leadership to check and see just how their ministry is progressing. This check-in time is what Parish Ministry Review is all about.

FOUR STEPS IN MUTUAL MINISTRY REVIEW

Regardless of the size of the congregation, all Mutual Ministry Review proceeds along similar lines.

1) Decide exactly what is to be reviewed:


A good method is to take a look at what gets done - Pastoral Care, Financial Management, Outreach, Liturgy, etc. Develop and keep an ongoing list of all that the congregation does. You may not want to review all that is going on in a congregation. For example, the Altar Guild ministry might be going along just fine and its leader feels review isn't helpful each time you gather to Review. These criteria are helpful in determining what to review:

a) IS IT TIMELY? Every congregation develops initiatives in ministry from time to time. You might want to check out those objectives carefully in the beginning stages.

b) IS IT CANONICAL? Lay leadership in a congregation is responsible for certain aspects of ministry distinct from those of the clergy. These should be reviewed carefully.

c) IS IT SOMETHING WE WANT TO SEE A BIG CHANGE IN? These criteria are like shining a spotlight on an area of ministry of particular importance to a congregation. Sometimes things are not going as well as you might like and feel increased attention will help to make improvement. Other times things can be going quite well, but there is a surge of enthusiasm for that area. Review can be a way of helping emphasize the importance of that ministry in the life of the congregation.

Again, it is important that you begin with a list of all that is happening in the congregation That way you can be sure that you have a picture of the total ministry of the congregation.

2) Look at what's gone on:

  
Once you know what you are going to review, decide on who will review and against what expectations or goals. How are things going in that area of the parish ministry? Did you meet expecta​tions? Why? Why not? Remember, blame is not helpful. You need to learn from failures. It is also important to celebrate successes.

3) Set plans for the future:


Once you have developed an idea of how things went, spend some time envisioning the future. Is this something you want to con​tinue? What will be achievable goals during the next review period? Who will you want to lead this effort?

4) Call someone to this ministry:

Whether clergy or lay or a team, it is important that someone be ac​countable and agree with your vision for this ministry Here are some suggestions:

-share your review of the ministry with the person(s) you wish to call

-share your visions for the future

-explain why this person(s) is the one to enter into accountability with you for that ministry

-explain what resources  (financial,  people, materials) are available

-avoid "recruiting" language. You are talking about ministry. You hope the person(s) called will grow in their faith through work in this ministry.

-if they accept, get concurrence with the vision and the goals. Explain there will be a review of the ministry at the end of the review period.

-Develop a way to check in with your lay leader from time to time offering support, encouragement and listening for their needs

CARING FOR THE LAY LEADERS

There is a temptation to leave lay leaders alone between reviews. This may seem to express confidence. However, every ministry that is important enough to warrant a lay leader requires care from all of the leadership Lay leaders will appreciate the interest and concern of their fellow leaders. In addition there may be chances to help make linkages between lay leaders to help each find resource in the others.

Evaluation of programs and ministries within a con​gregation is not a matter of putting people on the spot. If we truly believe that God is calling us to effective ministry, then persons who enter into accountability for those ministries are partners in the work of the church. Care should be taken to define objectives that are achievable by - that particular person. Success in meeting objectives can be a faith growing experience. Failure can be dis​couraging.

PART II

RECTOR DEVELOPMENT REVIEW

The purpose of the Rector Development Review is growth within a ministry. Because of this, we strongly recommend that this process be initiated at the beginning of a pastorate. Thus, each year growth can be celebrated and encouraged. Starting in the fourth or seventh year of a pastorate leaves a lot to review and can cause an unreal weighing of some of the data. When review is a part of the ongoing life of a parish and priest from the beginning it is far easier to see development and not judgment as the goal.

Clergy who care about their work ask two basic ques​tions "How am I doing?" and "How can I do what I am doing better?" Most systems for Rector Development build in the following characteristics:

· A protective, supportive climate to help pastors deal with the personal dimensions that are close to their work, and to face negative feedback.

· Possibilities for developing growth through resources such as continuing education

· Opportunity to do something about what is discovered

· Clear, measurable, achievable expectations.
OBJECTIVES OF RECTOR REVIEW

Clergy are continually confronted by conflicting expec​tations. Many clergy find it difficult to get a clear reading on their own effectiveness, achievement, or development. Few lay people know how a priest's time is spent or how it should be spent.

Rector review is to improve performance to affirm what's going well and to revise mutual expectations. It is never to resolve conflict, or to correct what is clearly un​satisfactory performance. (There are other resources and techniques for conflict resolution.)

Reasons to Do Rector Review

· To celebrate what is going well and to identify what needs to be changed

· To give clear and reliable feedback.

· To strengthen relationships by sharing concerns about priestly and professional development

· To minimize or eliminate unrealistic expectations

· To renew personal and parish goals
annual salary negotiations The purpose of review development. Giving a raise is not a substitute for quality feedback on a person's ministry. Withholding a raise not a good way to encourage professional development. We urge you to keep the processes separate in time a to use both to continue the quest for excellence ministry

RESPONSIBILITIES vs. ROLE

A Rector is also a Priest. "Rector" implies responsibilities and tasks, while "Priest" implies role. Rector means doing…planning services, teaching your supervising staff. Priesting means being… a bearer of holy things, prophetic, open, loving. Rectoring calls up words like: professionalism, competence, and performance. Priesting calls up: spirituality, faith, and mystery.

Professional Development is best understood, then, the context of the Rector's total vocation and ministry which includes:

· Responsibilities

· Role

· Plans for the future
RESPONSIBILITIES 





ROLE

Being a spiritual person





Preaching

Pastoring







Being a sacramental person

Administering - etc.






Being authentic etc.

RESPONSIBILITIES







Rectors provide adminis​trative authority, organiza​tional leadership, pastoral care,  and guidance toward growth. They are the organ​ization's key for resources, action  and reaction. Their primary vocation is com​mitment to the organiza​tion. The effectiveness of the congregation's  total ministry depends to a large  extent on what the lay people expect of their rector, how they share the ministry, and how they contribute toward it.

ROLE

Priests are central by what they symbolize to the congregation, and by the way they represent the congregation to the wider community.  They are central and symbolic in the way they express personal faith, care and commitment, especially when that faith and commitment are visible to other people and influential in their lives.

SHOULD COMPENSATION BE TIED TO REVIEW?

Over the centuries there has been much thought given to the question, "What does a stipend pay for?" Some lay people may believe that the job description, on a secular model, answers the question. This suggests a contractual accountability spelled out legalistically-quid pro quo. Others are likely to see accountability expressed in the commitments articulated in the baptismal covenant, the catechism, the ordination service and the service of Celebration of a New Ministry. St. Paul says those who preach the Gospel should get their living from it. (I Cor. 9 14) Another view is that the priests are paid not only for what they do, but also for what they know and what they are. Still another view is that the priest is paid a living, not for work done, but so they won't have to find other sources of compensation.

Whatever the view, there seems to be a link in many peoples' minds between performance and compensation. A salary policy for congregational leaders must take into account the results of a review of a person's ministry. However, a review should be separated in time from annual salary negotiations. The purpose of a review is development. Giving a raise is not a substitute for quality feedback on a person’s ministry. Witholding a raise is not a good way to encourage professional development. We urge you to keep the processes separate in time and to use both to continue the quest for excellence in ministry.

SIX STEPS IN PROFESSIONAL REVIEW OF A PRIEST

1) Develop a process:

The process which is adopted must fit the local situation and its participants. This does not mean re-inventing a wheel, but rather choosing the approach which fits the style of the team and can be completed in the time available. The process must be mutually developed, considering the needs of both priest and congregation. To get started:

-Take a look at what your priest has done over the last three months. This calendar review will usually give you a good list of tasks.

-Make a list of the commonly-held expectations for the Rector's performance (e.g. job description, parish needs profile See also Appendix A and B of this manual.)

-Interview pensioners, the Bishop, other clergy Ask, "When you think of the Rector of this parish, what qualities do you feel should be present?" This will give you a head start on some of the "role" items you might cover in review.

-Your priest must be a part of this from the be​ginning. Without agreement the review could begin on a defensive note. Once everyone agrees to a "working docu​ment" it is time to form a team.

2)  Form a team:

Choice and preparation of the team, which will include the priest, can make or break a review The whole team must thoroughly understand and trust the concepts, style, and objectives of the review pro​cess Any members of the team who have not helped to shape the elements of the process should be fully in​formed before they participate.

The team should include three or four persons in addi​tion to the priest. We also recommend the use of a consul​tant to guide the process. It may be helpful, too, to have the priest select an "advocate"-someone who "sits at the clergy's side. "Review is an in-depth look. A small number of people in the review process can help insure that the feedback will be carefully and sensitively presented

The priest, as both the spiritual and temporal leader of the parish, may have overall responsibility for initiating and guiding the review, but need not be involved in every detail of planning and administration. Priest and vestry together can select a lay person as operating head of the evaluation team.

3) Collect information:


The review team should seek consensus on the performance of the priest through meeting together and reporting on observations that it has gathered. These observations may come from individual on the team and from individuals with whom they have spoken. The most useful information will be current typical, specific and identified "Current" means facts an( figures which reflect recent events "Typical" is important because one out of character moment generally mean little. "Specific" refers to a certain moment not a general statement. "Identified" means that the source of the information is clearly known (not of the casual or mysterious nature implied in statements like "Lots of people say…”). Remember: one important source of data is the priest.

4) Rector report:

At the same time the review tear is collecting data, the Rector reviews the document and reports "typical" behavior in each of the categories. These should be specific, typical and current as well.

5) Share the findings and conclusions:


The team comes together with the Rector to discuss each other’s findings and to negotiate a common list. This is the climax of the review process. This discussion should be held in a supportive and mutually affirming atmosphere. Different interpretations emerge, so there should be some attempt to recognize and account for the differences. We suggest that the priest be the "secretary" of the team, writing the final report for all team members to sign.

6) Determine and agree upon the implications and disclosure of the team's conclusions:


There will be reasons to celebrate, and there may be recommendations for significant changes in some aspects of parish life. In any event, the goal is development of ministry Specific objectives for the priest should be agreed upon and incorporated into the next review. This report can be shared with the Vestry. We suggest summary rather than the full report. The aim here is communication, not a second review. 

