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Shared Ministry Updates
(HUU E-News)

November 21: Our Emerging Goals
The Shared Ministry Task Force, composed of Kathleen Burke, Julie Caran, David Lane, Bernie Mathes, and Carol Quintero, has been meeting since July, exploring models of shared ministry. The Task Force was convened by the HUU Board to examine how our congregation can best use our resources to provide ministerial services while we are without a minister. The Task force has been talking with professional ministers and lay leaders from other churches, reading materials by Unitarian/Universalists and members of other faiths, and discussing the existing strengths in our congregation.

We are in the middle of our investigations, and have no firm recommendations at this time, but want to share our emerging goals with the congregation:

1) to broaden and deepen community thinking about shared ministry

2) to research shared ministry options and models in congregations large and small both in the UUA and outside of it

3) to share important ministry-related resources with the congregation on a regular basis (or as we discover them) via both print and electronic media

4) to promote informed discussion of the ways ministry is actually shared at HUU and the ways that it might be shared differently in the future
November 28: What We Mean By “Shared Ministry”
"Shared Ministry" is the phrase we've used throughout our emerging goals.  This was intentional.  Here's why.
First, as we understand it, “shared ministry” applies to all who do the work of religious community, both to lay members and to ministry professionals.  UUA documents that explain the term are very clear in identifying ministry not just as the work of specialized, individuals, but as the work of every congregation member, seminary-trained or not.  Just as our congregations are open to all, irrespective of belief, status, or condition, so too they exclude no one from ministry and in fact need the gifts and talents of every member to survive and thrive.

But even more important, we need to be clear that ministry is not an “either/or” proposition.  Strengthening and supporting the lay ministry we currently rely on at HUU in no way precludes or excludes the possibility of ministry professionals in our future.  In fact, empowering our lay members to do the work of our religious community more effectively may actually bring the day closer when calling ministry professionals to HUU will be a practical possibility.  If doing ministry well is what grows congregations, the growth we need to support professional ministry can only be enhanced as we learn to share our key religious and institutional tasks more effectively.

So when task force members talk about “shared ministry,” please understand who we’re actually talking about.  Yes, certainly, the lay members at HUU that currently share the work of our religious community.  But also the ministry professionals that now visit us monthly.  And, in addition, the professionals we may someday call to serve us when we can support and sustain their work appropriately.  All these folks, lay and professional, are actual or potential partners in the work of our religious community, partners in ministry that excludes no one and encourages everyone to participate and contribute.  Simply put, “shared ministry” in our view means not exclusion, but inclusion.

December 5 and 12: The UUA on “Shared Ministry”

From Our Professional Ministry: Structure, Support and Renewal (1992):

Unitarian Universalism, as a democratic faith, affirms the “priesthood of all believers;” we are all lay ministers, whether or not we choose to be professional religious leaders.  This belief in the “priesthood of all believers” is central to who we are as a religious movement.

From “Are You a Member?” (www.uua.org > Home > Members):

Unitarian Universalist congregations have long understood that membership means involvement. . . When the idea of shared ministry was introduced to our congregations in the 1990s, it gave a vocabulary for what we have long believed: that a congregation will only be successful if its members give of their time, money, and talents and if that ministry is more than what the professional minister does.

From “A Ministering Congregation” (www.uua.org > Home > Leaders’ Library):

The task before us is to foster and develop a ministering congregation.  A ministering congregation . . has an intentional and ongoing “shared ministry program,” a process for helping lay people discover their gifts and live out their ministries in the church and in their daily lives.

From “Sharing Ministry” (www.uua.org > Home > Congregational Life):

Ministry is no longer an act provided by those who are ordained or called to serve.  Ministry happens wherever individuals embrace the belief that their good works, their volunteerism, their acts, can help serve the mission and vision of their congregation. . . Where formerly people may have thought of themselves as “just a volunteer” or one of a nameless group of people performing a task, now, more and more, members of Unitarian Universalist congregations understand that ministry is something shared by all who are part of a spiritual community; a way to put faith into action for the benefit of the church and the wider community.

From the chapter "Our Ministry," in The Unitarian Universalist Pocket Guide (2004):

When Unitarian Universalists speak of ministry, we are describing what we all do together as members of our faith communities.  We have ordained ministers in our tradition, of course, but those who serve their world in the name of the church extend far beyond the clergy.  Though we are a diverse population, a common truth for Unitarian Universalist communities remains: regardless of the size or constellation of the congregation, the ministry in our faith communities is mutual. . . As people of faith, our ministry involves taking care of one another, maintaining an emotional and spiritual connection throughout life's changes.  As we engage in mutual ministry, we feed one another.  And in so doing, we are able to turn to lend our succor to the world.  Our pastoral presence, our religious education, and our social action are all grounded in the ministry we give to and receive from one another.

Examining “Shared Ministry” At HUU

(The HUU Review, Winter 2008)

David Lane

Over the years at General Assembly, I’ve found myself having the same conversation again and again.  It starts off something like this:

. . about 70 members . . only 15 years old . . the Planning Task Force right now . . before that the Ministry Committee for three years . . the Board before that and the Membership Committee too . . and before that . .and before . . and . .”  (Well, you get the picture.)
No matter who I’m talking with (usually someone from a small or young congregation like HUU), we usually end up laughing.  We’ve had the same experience of course, rotating from one role or responsibility to another, year after year after year.

And how could it be otherwise in a small or young congregation?  Other than committed lay members, who else is there in these congregations to do the work of religious community?

Certainly not ministry professionals, at least not usually.  With families to support, debt to retire, and housing and health care issues very much on their minds, ministers need a level of reliable financial support that small congregations are usually unable to provide.  No wonder Rev. Jane Dwinell told us (at our 2006 congregational retreat) that only congregations with at least 125 attending members (yes, that’s right, ATTENDING members) should even begin to think about calling a full-time minister!

And no wonder, too, for congregations like HUU (with only half or even a third of that necessary 125 minimum present on any given Sunday) that attracting or retaining a part-time minister may be just as problematic.  Most ministers, after all, want full-time work.  A second job to make ends meet is not exactly what graduate level professionals normally train for.  In addition, they want financial support they can count on.  And yearly pledge fluctuations typical of small church budgets tend to work against this, making minister compensation far less predictable over time than in large congregations.

So without a critical mass of 125 members, small congregations like HUU face significant challenges:

· At UUA-recommended salary and benefit levels, securing full-time ministry professionals would be impossibly expensive, in fact costing more than the entire HUU budget for the current fiscal year.

· Even guaranteeing a fraction of that recommended level of support (say, 50% for a half-time minister), while not impossible for a 70 member congregation, would still require extremely heavy lifting: doubling pledge levels, re-mortgaging facilities, recruiting new members continuously and aggressively.

· With support for extension ministry ending several years ago, neither the UUA or the TJ District currently offers small congregations specific ministry alternatives other than occasional pulpit supply.  Letting each small congregation grow itself to 125 members, appears the only blueprint for securing ministry professionals that our district and association can currently suggest.

And that takes me right back to my ever-repeating conversation at GA, to the game of musical chairs played so well in small congregations.  For the way small congregations actually do ministry is by sharing it, rotating roles and responsibilities among their committed lay members year after year after year.  And, in fact, this shared responsibility for ministry is often the greatest strength of these congregations.  It accounts for their survival and growth (if they survive and grow at all) – just as in most cases (these days at least) it accounts for their founding in the first place.

So the real question small UU congregations need to address is not how to do ministry or even how to do ministry without a minister.  They generally do both from day one (and often with skill, foresight, and exemplary collaboration).  Instead the question they need to address as they move forward into the future is a very different one: how can the ministry their lay members already share be done more effectively, productively, and creatively?  What new ways can they come up with for doing the ministry they share?

That question is precisely what the HUU Shared Ministry Task Force (SMTF) has been asked by the Board to consider.  The five of us on this task force (Carol Quintero, Kathleen Burke, Julie Caran, David Lane, and Bernie Mathes) have been meeting since June, examining what shared ministry really means in the context of small, young UU congregations like our own.  We plan to keep the congregation posted about our work in a series of occasional HUU Review articles (like this one).

So stay turned for more news in the near future as we move forward researching shared ministry options for HUU.

The Reply of the Task Force to a Key Question (“What is Ministry?”) from Jim Geary
"Ministry" in brief is just "the work of religious community."  It is what all of us do as members and friends to sustain the life and outreach of HUU.  That means that each of us at HUU does "ministry" and is a "minister."
The idea that only professional ministers do ministry, that it is the work only of seminary-trained professionals, is not one that even very many ministers (UU or otherwise) would affirm (at least in public) nowadays.  Lay folks may actually think otherwise.  They may be remembering past church experiences when they heard ministry professionals talking about "their" ministries.  But lay folks too do ministry.  And in small, young lay-led congregations like our own, possibly the only ministry that may get done is done by lay folks.  At least if we define ministry as  the "work of religious community,” then for the most part, that work at HUU is done by members and friends sharing the burdens of that work with each other and at present with the three ministry professionals that join us in rotation once a month.

New Opportunities for Service:

An Initiative for Shared Ministry at HUU

SHARED MINISTRY TEAM MISSION

The mission of the HUU Shared Ministry Team will be to increase coherence, consistency, and communication in the on-going work of our congregation:

· by building on our congregation’s past achievements and current strengths

· by supporting the efforts of members and friends to address our congregation’s key religious tasks (sense-making, care-giving, and justice-seeking)

· by strengthening connections between HUU and the larger social and religious communities in which it exists

TEAM STRUCTURE

The Shared Ministry Team will begin with three members in the first year.  Team members will serve three-year terms, and may re-apply at the end of their terms.  Terms will begin in January and end in December.

· To assure continuity of experience and training, a fourth member will be added during the second year and a fifth member during the third year.

· At the end of the third year, two members will rotate off the team.  Thereafter one member will be replaced each year.  See chart (Structure of Shared Ministry Team for First Five Years) that follows (page 8).
SELECTION

The initial selection process will include the following steps:

· Applications will be available in May 2008.

· Interested congregants will complete an application and submit to Shared Ministry Task Force by June 30, 2008.

· The Shared Ministry Task Force will review applications, interview applicants, and make recommendations to the board by the September 2008 board meeting.

· Board will make the final selection of SMT members from the pool of recommended applicants by the October board meeting.

Thereafter the selection process will proceed as follows:

· Interested congregants will complete an application.

· Applications will be reviewed by the Shared Ministry Team, who will make recommendations to the board.

· Board selects new team member from pool of recommended applicants.

Interested applicants must meet the following qualifications:

· membership at HUU (minimum of one year)

· adherence to the UU principles, with special attention to the first principle, recognizing the inherent worth and dignity of all people 

· commitment to the spiritual growth of the congregation, and to furthering the congregation’s key religious tasks

· willingness to engage in an ethical covenant with the congregation

· commitment to maintaining confidentiality

· commitment to Beloved Community principles, as outlined in the HUU Covenant of  Beloved Community

· possession of the interpersonal, communication, and collaborative skills needed to fulfill the responsibilities of the Shared Ministry Team

· ability to commit to approximately 2-5 hours per week

· willingness to commit to continuing education locally and through district and UUA trainings

RESPONSIBILITIES AND RELATIONSHIPS OF SHARED MINISTRY TEAM

The Shared Ministry Team will:

· work as a collaborative team, meeting regularly (at least once a month)

· support the work of HUU committees by providing assistance in accomplishing committee tasks

· look for synergy and collaborations among congregational organizations

· develop and communicate an overview of the needs, strengths and visions of the congregation

· assist in the spiritual leadership of the congregation

· develop a pastoral care program and either receive training as caregivers themselves or recruit other congregation members to serve and be trained in that capacity

· help congregants coordinate life passage events

· utilize Beloved Community principles to resolve conflicts within the congregation

· maintain regular communication with the congregation, observing appropriate confidentiality

· maintain connections to UUA, monitoring national and district news and keeping the UUA principles alive at HUU

· attend district and national events and trainings

· ensure that a member of the SMT or a congregation member is present at interfaith meetings in the larger Harrisonburg community

· provide the Board with quarterly status reports of its work

· annually review its own roles and responsibilities and report any change recommendations to the board 

The Shared Ministry Team will not:

· share in the governance of the congregation

· direct the activities of the committees

· routinely serve as Sunday speakers

· provide psychological counseling

· act in any way that does not support the overall well-being and unity of the congregation

· allow personal relationships within the church community to interfere with their duties as members of the Shared Ministry Team

· put their own interests or the interests of other groups of members and friends ahead of the interests of the entire congregation

· present to the press their own views as representative of the entire community

· serve simultaneously on the Board

· be salaried

POSSIBLE TRAINING BUDGET

Initial training costs would be covered by funds available in current budget.  Subsequent training costs would be established as a budget line item.  Members of the SMT could take turns attending the following events.  The estimated costs are for one person traveling to each of the events listed.  Amounts will vary, depending on locations.

District Events (1-3 per year)


Leadership conference (Richmond)



Travel
 (includes meals on travel days)
$250



Meals
included in reg.




Home Hospitality 
free



Registration
$45


Specialized Topic conference



Travel (includes meals on travel days)
$300



Meals
included



Home Hospitality
free



Registration
$55


TJD Annual Meeting



Travel (includes meals on travel days)
$450



Meals
included



Hotel (2 nights @ $100/night)
$200



Registration

$50


Total
$1350

Mountain Leadership School in Highlands, NC


Registration
$750


Travel Costs (855 miles @ $.505/mi)
$432


Total
$1182
General Assembly


Registration for GA

$300


Registration for UU University at GA

$125


Mileage to/from Dulles (236 miles @ $.505/mi)
$119



Flight
$500


Transportation at GA

$250



Meals ($40/day)
$240




Hotel (est. $100/night)
$500


Total
$2034

Overall Total
$4566

Appendix

Structure of Shared Ministry Team for First Five Years

	
	Team Members

	Year One
	Abby, Bruce, Camille

	Year Two
	Abby, Bruce, Camille, Dan

	Year Three
	Abby, Bruce, Camille, Dan, Esther

	Year Four
	Dan, Esther, and new member (could be Frank or Abby, Bruce or Camille can reapply for the third spot)

	Year Five
	Esther, new member, plus an additional member


All members will serve for three years, with the option of applying to serve another three-year term.

SMT Relationships and Accountability
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� Different events are offered each year.  These three are presented as sample budgets.  The Shared Ministry Team will prioritize which trainings and events are most vital in keeping our congregation connected to the large body of UU congregations and in receiving the training and support the SMT needs.


� Leadership conference is offered three times a year at different locations, so the SMT member should attend the one in closest proximity to Harrisonburg.


� Could not find cost for this. Estimating $50.


� GA location varies. Thus costs for flight, meals, and hotel will also vary. Amounts provided are an estimated amount.


� Scholarships might be available.


� UU University is specialized training that occurs Tuesday through Wednesday prior to the start of GA.  GA opens on Wednesday and closes on Sunday.


� Rental car.  Might not be necessary at all locations.
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