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Welcome to the UPCSA Session Management course. This course is designed for a workshop format and is not suitable for one-on-one training, as the interaction within the small groups and the interaction between the small groups form an integral part of the learning process. The material is suitable for use by the Session of a single congregation or for groups of Elders from more than one congregation. The course is both a team builder and an enrichment module.

Ideally the workshop can accommodate 20 to 25 people, with each small group limited to 5 participants. Timing for small group activity is based on a given amount of time per person so that, if a group exceeds 5, there will be insufficient time for each to contribute. In such an event, the Facilitator will need to adjust plenary feedback time, perhaps by limiting the number of groups who report back. Where possible groups should be seated around tables, but this is not essential if folk are prepared to work on their laps.

Requirements:
1. Flipchart stand, pens and paper
2. Data projector (and laptop) or OHP. Where this equipment is not available, the slides can be printed on large sheets of paper and stuck to the flipchart with prestic.
3. Participants will need pens and paper/ notebooks.
4. A sufficient supply of the hand-outs referred to within the body of the course (templates in this pack).
5. An evaluation form, which should be collected before participants leave. These forms or a summary of the evaluation should be submitted to the Education & Training Committee of the General Assembly for re-evaluation of the course material.

Timing is tight – the trainer will need to keep up the pace and be careful not to get too far off the subject.

A suggested programme could be:

	09h00 – 11h00
	Understanding our role

	11h00 – 11h30
	Tea

	11h30 – 13h00
	Putting round pegs in round holes

	13h00 – 14h00
	Lunch

	14h00 – 15h00
	Fitting it together



In this pack the trainer should find everything s/he needs to prepare her/himself to facilitate this workshop. However, an understanding of the functioning of the UPCSA decision-making structures will be necessary and wider reading on the subject is strongly encouraged.
MODULE 1 – UNDERSTANDING OUR ROLE
(Approximately 2 hours)


	5 Min
	INTRODUCTION
· Welcome & introduce yourself. Name tags are useful.
· Use OHP/ slide to explain course outline
· Ask for evaluation forms to be returned at the close of the course.
· Constitute in prayer
· FORMS GROUPS
· No more than 5 to a table/ in a group
· Explain roles of group leaders (to keep the group to the question & watch the time) and scribes (to note what the group is saying and be ready to report back for no longer than 1 minute)
· Explain that leaders and scribes will be changed during the course of the program and that group members will be rotated from time to time.


	5 Min
“Ice breaker”
	· Groups to elect a leader. No scribe required for this task.
· Leader to ask group members to introduce themselves.
· Group to discuss “What I enjoy about being an Elder”

No report back on this.

	10 Min
	· Groups to appoint a scribe
· Groups to discuss “We see the role of an Elder as…”


	10 Min
	After 10 Minutes, ask the groups to discuss “We see the role of Session as…”




While the groups are in discussion, divide the flipchart sheet into two columns. Head one “Elder” and the other “Session”. Distribute hand-out SM:1.1, face down on the tables.

	10 Min
	Each group to have 1 minute to report back. Capture feedback into columns on flipchart paper. (Looking for pastoral, setting an example, serving on Session, etc for Elders; leadership; oversight of congregation, planning, etc for Session.) If groups have muddled the roles, separate as you capture and explain the difference.



	10 Min
	FACILITATOR INPUT (Note time: Keep input brief & to the point)
Invite participants to pick up the handout.
Using Numbers 11:10-17, establish the Call to the eldership.
For background see extracts from “Leading God’s People”

Highlight:
· Elders are people who are raised by God from within the community/ congregation (whereas the “Minister” is part of the eldership in that s/he is called into the position from outside). Recognised as leaders.
· Role of individual Elder vs Role of Session (Group responsibility; team orientation) Refer to the flipchart columns. No one Elder, working alone, could fulfil any of the Session’s responsibilities.
· Spirit-filled
Eldership often referred to as “Spiritual leadership”




	10 Min
	PLENARY
Brainstorm: What does the concept of “Spiritual leadership” mean to you and how would this be reflected by the Session?
For background see : 10 Indicators of a Spirit-filled leader by Paul Chapel

Stress that both the Elder individually and the Session collectively are led by the Holy Spirit. All decisions, however practical, need to made with spiritual issues in mind.




	5 Min
	FACILIATATOR INPUT
Refer participates to “exploded atom” diagram. (See teaching note 1.1) Explain how the different activities might fit into that diagram. Suggest this diagram is only one possible illustration of the areas of a Session’s responsibility.
Distribute SM1.2


	10 Min
	Groups to peruse handout and to add or subtract from it as they feel appropriate

	10 Min
	Scribes to share input from each group. Ask participants to update their own copies of the handout.



	10 Min
	Groups to elect new leaders and scribes
Discuss: “What are the essentials any team must concentrate on to play as well as it can?”
Distribute SM1.3


	5 Min
	Scribes to feed back.
See Teaching note SM1.2


	10 Min
	FACILITATOR INPUT
There is a “touchy feely” idea that effective teamwork relies on how each person is feeling – that they feel loved and appreciated. While that is true for personal relationships, it is not necessarily true for teamwork. Teamwork means that people will try to cooperate with each other, despite any personal conflict between individuals, and will clearly defined roles within the team in order for everyone to have a clear purpose. For teamwork to take place in the Session, each person has to know and agree to the aims that the Session is trying to achieve. In order that this might happen more readily, there is a need for a new model and a better concept of Session Management.




End of module one. Break for tea.



















MODULE 2 : PUTTING ROUND PEGS IN ROUND HOLES
(Approximately 1,5 hours)

	20 min
	FACILITATOR INPUT:
One person from each group to move to a different group.

You will remember that, this morning, I drew attention to the fact that the Session is a corporate body and needs to work as a team. Now, anyone who has played a team sport (like soccer, rugby or netball) will be able to confirm that one of the most important aspects of team work is “positional play”. A soccer team will not play its best if the strikers fall back and interfere with the goalkeeper; and if the goalkeeper moved out of the goalmouth and interfered with the defenders he would leaving the goals open to the opposition. If you read the account of the Exodus, you will see that Moses assigned specific tasks to specific tribes/ groups of people. (See Numbers 10:11-28). So, when the cloud moved everybody knew what their role was. Without an established order, it would have been impossible for Moses to lead the Israelites across the wilderness to the Promised Land. So the concept of “positional play” is important in itself. But there is also a point that particular positions require particular skills or abilities. Speed is an advantage to a soccer striker; agility is needed in the goalkeeper. Each one of us has different talents; different skills and abilities. But each one of us also has at least one particular, Spiritual gift, given to us by the Holy Spirit.

It is quite clear from everything that is written about Spiritual gifts that ALL of ministry being restricted to just one person was never what God intended. Quite the opposite, in fact. It seems clear that God’s idea was that we should work together, be a team, inter-dependent upon each other and always dependent on Him.

	
	Ephesians 4:11-13
Read the passage then highlight:
· He gave SOME as apostles, and SOME as prophets etc. He did not give ONE to have all those functions; different functions were to be performed by different people
· The purpose was to equip his people (that’s us) for works of service and to build up the body of Christ (which is the church – which, again, is us). So if all had the same purpose, then clearly, whatever each was going to do, they would need to work together.


	
	1 Corinthians 12:4-7
Read the passage then highlight
· There are varieties of gifts
· There are varieties of ministries
· Every Christian receives a gift – Paul writes “to each one” – not to the selected few; not only to those who have earned it; to each one
· The gifts are (again) given for the common good.


	
	1 Peter 4:10
Read the passage then highlight:
· As each one has received a special gift, employ it in serving one another, as good stewards of the manifold grace of God.


	
	And one last one, 1 Corinthians 12:11
Read the passage then highlight:
· The gifts are given by the Spirit “just as he determines”. It is God’s decision who receives what gift or gifts.
Put up summary slide:
To summarise these four passages, then, it is clear that:
· We all have at least one gift
· It is the Spirit who decides what gift we get
· Our gifts differ from each other
· But, all gifts were given for the same purpose – the building up of the church



	10 Min
	FACILITATOR INPUT
Pass out the “Discovering your gifts” handout while you talk.

It is extremely useful to know and understand the gift (or gifts) you have been given. This knowledge, plus an unbiased view of our natural talents and a recognition of what we are particularly interested in, informs the part we are best suited to play within the team that is the Session. The same information also informs your personal ministry and the part you play within the wider body of the Church. There are a number of exercises that have been designed to assist us in discovering our gifts – they range from really quite simply to hugely complicated. For our purposes today (and for you to use back in your own sessions – if this is a multi-congregation workshop) we are using a relatively simply tool. It consists of a questionnaire and a table into which you will need to capture the results of the questionnaire. They have been printed back-to-back to save paper. This tool is not designed to identify ALL the Spiritual Gifts. It will help you to discover those gifts best suited to the role you will play within your session. There are other, equally important gifts which relate more to the ministry of individuals. So, if you have an opportunity to do a similar exercise using one of the larger tools, please do so.

What each person now needs to do is:
· Read the first statement on the questionnaire.
· On a scale of 1-5, decide how correct that statement is for you. So, the first statement says “I am good at listening”. If you know that you are REALLY good at listening, score yourself 5 points; if you know that you are too busy or too impatient or if your attention slides away if people talk too long, score yourself 0 points. If you are somewhere in the middle, rate yourself somewhere between 0 and 5.
· It is important that you rate yourself honestly; you need to rate yourself as you know yourself to be – not what you think all Christians should be or what you wish you could be.
· Turn the page over and write your rating into block number 1 (statement 1, block 1)
· Then read the second statement and go through the same process. Turn the page over and write your rating into block 2 (statement 2, block 2)
· When you have filled in all the blocks from 1 to 36, then you need to add your scores together across the table. So you will add your scores in blocks 1, 10, 19 and 28 and write the total into block A. Then you add together your scores in blocks 2, 11, 20 and 29 and write the total into block B and so on down the table. Draw a ring around the 2 highest scores.
When you have done all this, please wait until the others are finished. Let’s try to finish in 20 minutes. Please ask for help if you get stuck.

	20 Min
	Participants work through questionnaire and complete the table.


	20 Min
	Call groups back into plenary.
Working from the top of the table, ask:
· Who has “ringed” block A? Write “pastoral” next to that block.
· Who has “ringed” block B? Write “teaching” next to that block.
· And so on, down the table.
Hand out SM2.1 and talk through it.
Allow time for questions.



	20 Min
	WRAP UP
· Remember that Spiritual gifts are given to build up the Body of Christ – not for the personal enhancement or status of the receiver. The fact that you might have discovered a gift for teaching does not mean you may take over the role of existing teachers in your congregation.
· It is the Spirit who decides who receives what gift – nobody is made more or less important depending on the gift they have received.
· ALL gifts are useful in their place. Some gifts are NOT more important than others. We need the helpers and administrators just as much as we need the pastors and evangelists.
· It is not only possible, it is important for each of us to practice using our gifts in order to develop them. A gift that lies dormant will fade away.
· Not having received a particular gift does not excuse you from involvement in any activity – you may NOT, for example, say I don’t have a gift for evangelism therefore I don’t have to bear witness to my faith. ALL Christians are called to bear witness, to help, to care for others.
· It is possible, as the handouts suggests, for us to mislead ourselves. Do consider asking others to complete the questionnaire about you in order to check the outcome.


	
	Any more questions?
Ask somebody to pray to say thank you for the food and break for lunch.
















MODULE THREE : FITTING IT ALL TOGETHER
(Approximately 1 hour)


	10 min
	One person from each table to move to another table.
Each table to elect a new leader and a new scribe

FACILITATOR INPUT
One of the surest ways to increase the effectiveness of a Session is to deliberately divide the labour – allocating certain responsibilities to specific people, rather than having everybody trying to keep an eye on everything. The work of the UPCSA General Assembly is undertaken by various committees, each of which carries on with its work independently, reporting to each GA meeting. While the work of a congregation differs from that of the General Assembly, this nevertheless suggests a practical working structure. A structure of this kind also allows individuals to concentrate on the areas of the work of the congregation that interest them most and where their gifts and skills can be most effectively used.

Refer the group back to the “exploded atom” and to handout SM1.2. Understanding that Elders, as individuals, have different interests, different talents and different Spiritual Gifts, how could you structure the Session to ensure that (a) everybody was involved and (b) all the areas of responsibility were receiving attention? Explain that some areas might logically be linked to other areas and some activities overlap with others.


	15 Min
	Groups to discuss.
At 10 minute mark, pose the second question: “How could this structure be expanded to include additional members of the congregation?”

Remind at 14 minute mark to brief the scribes to report back


	10 Min
	Plenary feedback. Allow time for questions to each group. (Take care that this does not become “nit-picky”.)





	20 min
	FACILITATOR INPUT
First of all, please be very clear that there might be any number of ways of doing this. Each Session needs to plan their own structure – the structure that will meet the needs of their own congregation. And every Session needs to be flexible enough to change that structure to meet changing circumstances to ensure that you continue to meet the needs of your own congregation. Sessions do not need to mirror the GA committee structure nor is it necessary to have a workgroup for each of the identified areas of responsibility.
Hand out SM3.1 and SM3.2 while you speak.
Let’s examine a couple of examples:




	
	4-Workgroup structure
· Create 4 Workgroups, one each for Worship, Pastoral care, Mission and Education & communication
· Allocate specific tasks/ areas of responsibility to each Workgroup so that all aspects of work have been covered
· Allocate Elders to Workgroup taking into account personal interest and Spiritual Gifts. Elders are free to choose but EVERY Elder has to be a member of a Workgroup.
· Appoint/ elect 2 Elders to lead each Workgroup

Optional:
· The 2 leaders, plus the minister, plus (say) the Session Clerk and Treasurer form the Core Group
· Core Group is an executive of Session; serves as a think-tank for the aims which the individual Workgroups want to achieve; streamlines aims of different Workgroups to ensure compatibility with each other and overall congregation aims; oversees the work of the Workgroups; reports to Session.

Alternatively workgroup leaders report to Session and Session oversees their activities.

· Workgroups meet once a month, in the week before the Session meeting
· Once the aims have been agreed Workgroups can co-opt people from the membership in order to implement their plans.


Advantages
· All Elders are involved and held accountable
· Time in Session meetings is reduced as only Workgroup decisions/ recommendations are discussed
· Opens space for involvement of members
· Workgroups have clear area of operations


	
	Reach up, Reach in, Reach out structure
· Theoretically the same as the previous example except division is based on impact of activities and Core group is excluded.
· Workgroups to “unpack” their areas of responsibility to reflect the congregation’s actual activities and have the authority to introduce new activities from time to time
· Retains capacity to co-opt members of the congregation

	
	Circular leadership structure
· This is a very comprehensive diagram which, given in the light of what we have been discussing, doesn’t really need any explanation. The diagram can be adapted to reflect any congregations actual acitivites.
· [bookmark: _GoBack]Membership of each sector can include “non-Elders” in order to draw the members of the congregation into the structure.

	
	Allow time for questions if any.
Remind that there is no “correct” way to do this. Sessions need to work out what will suit them and the needs of their congregation.



	5 min
	WRAP UP
To quickly summarise what we have achieved today…..
· We have examined our roles as individual Elders and members of the Session
· We have considered what makes a team function effectively and the importance of positional play
· We have learned a lot about Spiritual Gifts and discovered the gifts we ourselves have been given
· And we have considered how structuring the Session into Workgroups, consisting of the Elders with the appropriate Spiritual Gifts, would smooth the functioning of the Session.

Our task now is to go home and put what we have learned into practice – for the building up of the body of Christ and the greater glory of God’s kingdom.
Let’s pray…..
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