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‘Be Supported’  

Managing and Developing Youth Ministry
Andrew McNeilie, C.O.R.E. church, Dublin
Individual reasons for attending the training day:

· Sorting through the complications of legalities of employing a youth worker

· Keeping leaders focused on youth work

· Keeping youth workers motivated and valued

· Providing practical support for youth workers who are constantly rushing through life

· Clarifying expectations for full/part-time staff
Within the structure of the local parish the rector is the one bearing responsibility to lead by example in both the spiritual and organisational arena.

Key themes for organisational leaders to be proficient in:

· Vision
· Clarity of roles

· Structure
· Delegation

· Affirmation and praise
· Time Management

· Dealing with areas of conflict / confrontations
· Legalities
· Volunteers
VISION
“A picture of the future that produces passion in you.” – Bill Hybels
· Proverbs 29:18
Kingdom builders are those who see visions from God: burning bushes, olive trees, cities that have yet to be revealed, etc.

There needs to be a hierarchy of vision
· Archbishops

· Bishops

· Rectors / Deans

· Youth workers

 
You cannot borrow a vision.  It must be original to the leader.

· If you try to borrow one, it will lack authority and will not draw people.
Leaders must hear clearly from God before moving forward and leaders others.  It is key for leaders to be listening.
A vision must be communicated clearly to followers in order for them to be able to commit themselves.
· Best book on Church Leadership:  Courageous Leadership by Bill Hybels
CLARITY OF ROLES


Expectations, goals and objectives must be clearly communicated in order to help people become effective in their roles.

As a document, job descriptions do not survive.  What persists are the objectives or guiding principles behind a role. 

· See sample job description provided
· 3 Rock Youth Objective
· Raise up leaders for young people

· Encourage and resource clergy 

· Run events to set a standard for youth programming
· Encourage cross-parish participation

Objectives need to be S.M.A.R.T.

· S pecific
· M easurable
· A chievable
· R ealistic
· T ime-bound
The critical element of all of this is when someone says, “This isn’t working for me . .”

Clergy face difficulty when there is an increase in vulnerability and a decrease in control 


stress results in relation to staff relationships.

STRUCTURE
There must be clear lines of communication and a designated individual that serves as a ‘Line Manager’ to the church staff member to whom they report, discuss, remain accountable to, etc.  
· There must be a common set of objectives for the whole parish (on every level) that guides/directs the work in the parish.
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Each parish must have a definite structure applied to parish life which delegates responsibility and frees members up to become active participants in the life of the church.

Staff and volunteers must be properly supported in their role and met with regularly to debrief their responsibilities and re-clarify the vision on life in the parish.
People are at their happiest when they are doing what they’re good at in the life of the church.

DELEGATION
Delegation in the church doesn’t usually work well.
· We invite individuals to take on specific tasks

· Then we let them get on with it

· Unfortunately, parishes oftentimes skip the first step

Delegation begins with clear, concise direction for the staff member/volunteer.

Learning Development Cycle
· Conscious incompetence

· People know they don’t know how to do the task

· Conscious competence

· People now know how to accomplish the task

· Unconscious competence

· People do the tasks before them without giving much intentional thought to it

· Unconscious incompetence

· People lose effectiveness in their role due to lack of attentiveness to their contribution

· In order for the cycle to return to the first step it takes outside influence, what Andrew likes to call ‘DEUS EX MACHINA’ – ‘God outside the Machine’

                                     Situational Leadership Model
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AFFIRMATION / PRAISE
Sincere praise in the life of an individual makes a difference.  Everyone knows when they have been flattered and it’s not constructive or beneficial.

Be consistently on the lookout for things people are doing well and then go and praise them for it. Take the time to speak openly with staff/volunteers.

RAISING UP NEW GENERATION LEADERS

The challenge in Ireland today is to raise up the leadership amoung the crowds 
   who will carry God’s purposes forward. 

It’s best to draw from the pool of individuals who have already been a part of   

  the organisational structure and are familiar with the vision – if there is a  

  suitable candidate.
TIME MANAGEMENT GRID

[image: image4]
              FIRST IMPORTANCE

· GOD  (time with)
· SIGNIFICANT OTHERS  (spouse, children)
· VOCATION  (work)
DEALING WITH CONFLICT / CONFRONTATION

· Proverbs 3:12

· Matthew 18:15-22

Pastoral discipline, in theory, is not a something to be avoided.  It’s a principled approach that the Lord uses with His people and people use with their children.
Tough love or strong love, is not something to avoid but to be handled with wisdom, understanding and decisiveness.

How do we deal with confrontations in a ‘Kingdom’ way?

· Pray and/or fast

· Plan the meeting with the offender

· Where practical (except in cases of different gender), meet one-on-one

· Review your objectives – what are you trying to express/achieve?  What do you wish the outcome of the meeting to be?

· Determine how you are going to open the meeting?

· Utilise the art of ‘asking questions’ – it’s a more constructive approach that will keep defenses down so that real progress can occur

· “Help me to understand . . .”
· Agree with the person what the resolution to the issue is
· Write it down and present it to the individual to confirm what was agreed

· If the meeting is not reaching the end that you had planned or desired, don’t get frustrated or angry
· Close the meeting gently

· Regroup, reflect

· Make another attempt another day

LEGALITIES
If an employee breaches the agreed role as described in their contract follow this pattern:
· Give a verbal warning

· Document the warning and pass it on to them emphasizing it is a ‘verbal’ warning

· If the problem persists, give them a written warning

· Make sure you and the person in question have a common understanding of vocabulary being used (i.e. – ‘on time’, ‘late’, committed’, etc.)

· If the problem persists, give a second written warning

· If it still persists, the employer has every right to terminate the individual’s employment

· ALWAYS look for positive resolutions to allow the person to be free from employment if that is the decided course of action

· Try to preserve the relationships without compromising the institutional integrity or the responsibility of the role of the employed individual
VOLUNTEERS
· Maximise church service participation
· Maximise the mid-week opportunities

· Be intentional about approaching people in private to offer opportunities for service as well
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