1
2

Kamloops Okanagan Presbytery

Visitation Guide

 For Presbytery Oversight Visits

Please place this guide in a binder or folder (probably the one used for the manual it replaces) and keep it in the church office.  It should be available to persons in your congregation when they are asked to be a member of a team visiting another congregation.

The guide should also be reviewed by the congregation before a visiting team comes.

Revised January 2010
This Manual may be downloaded directly from 

the Kamloops Okanagan Presbytery Website

http://www.bc.united-church.ca/ko
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Mission Statement of Kamloops Okanagan Presbytery

(adopted October 2003)

“To have healthy and vital congregations which 

call and nurture people to be disciples of Jesus Christ.”

Visits to congregations by presbytery representatives is a requirement laid out in the United Church Manual.  The visit is primarily pastoral in nature, an opportunity for Presbytery to listen, support, encourage and counsel.  It is also, however, a fulfillment of the presbytery’s obligation to provide oversight and accountability.

An effective presbytery visit can help a congregation appreciate itself and its gifts.  

It can also alert the pastoral charge and presbytery to potential problems.

It is the responsibility of the Presbytery Visitation Committee to appoint visiting teams and to name a team coordinator (leader).  The team may consist of four visitors to larger pastoral charges (where more interviews are likely) and to to three visitors for visits to smaller pastoral charges. Ideally the team will include clergy and lay, men and women; as well every effort will be made to ensure that at least one team member has experience in a similarly sized church to the one being visited.

It is the responsibility of all ministry personnel in the Presbytery to participate as a member of visitation teams.   Ministry personnel are also asked to name one or two persons from their congregations with the abilities and interests to serve on a visitation team.

This guide contains material which has been developed by Kamloops Okanagan Presbytery to assist in pastoral visitations.  After its use, please reassemble the material and place it in your church file for future use.

An effective visit should include:

1. interviews with ministry personnel

2. interviews with  support staff

3. interviews with church leaders (chairpersons of or entire board/council, M&P Committee.  In some cases, it is also helpful to conduct interviews with key committee chairs as well.)

4. an overview of facilities

5. a review of church records

6. a review of the church constitution, if one exists, or policies related to governance and structure.

7. an open meeting with Board/Council and congregation members.

The visiting team is not normally responsible for follow-up of its recommendations after the report is written.

Purpose of the Visit by Members of Presbytery

The purpose of the visit to the pastoral charge is:

1. to affirm and celebrate the good things which have been happening in the  pastoral charge in a spirit of support, encouragement and counsel.

2. to provide an opportunity for the pastoral charge to do some self-evaluation.

3. to invite the pastoral charge to think about it’s mission in light of the Presbytery Mission Statement.

4. to explore how the laity and ministry personnel share the ministry of the church.

5. to help identify difficulties or potential problems and to make suggestions and recommendations.

6. to enhance awareness of the larger church (i.e. the total church beyond the pastoral charge).

7. to review pastoral charge records on behalf  of presbytery.

The visiting team is prepared to:

1. provide an opportunity for the pastoral charge to share the good things which are happening in its life and work

2. assist the pastoral charge in discovering things on which they can build.

3. listen to concerns and make suggestions or referrals that may  assist the pastoral charge to make creative changes as needed.

4. facilitate communication within the pastoral charge if needed.

5. assist the pastoral charge in gaining some self-appreciation and new perspectives.

6. review pastoral charge records on behalf of Presbytery.

Guidelines For Presbytery Visitation Teams

1. The coordinator should communicate with the team well in advance to make preliminary plans re: dates, places, and which persons and groups you wish to meet. Make a clear decision as to who will be team leader, and who will prepare the written report.

2. At least six weeks in advance, arrange with the pastoral charge the date, the times, and the places for the visit.

3. As soon as possible follow up with a letter to the minister(s) and the chairperson of the Official Board/Council and the Chair of the Ministry & Personnel Committee, confirming the arrangements and requesting they do the following before the visit:

a) Announce the visit and its purpose to the congregation in the Sunday bulletin a few weeks before the visit (a copy of the purpose is on page 4 ).

b) Schedule meetings with the Ministry personnel, staff persons, church leaders and Board/Council or congregation.

c) Send a copy of the pastoral charge constitution, if one exists, (a condensed version of lengthy constitutions is acceptable) or policies regarding governance and structure to the team leader.  

d) Have congregational records available including marriages, funerals, baptisms, membership, and minutes of the Session, Official Board or Council.

This follow up letter may be adapted from the sample letter on page A l  of this guide.  Include at least two copies of the Pre-Visitation Data Sheet also in the appendix.

4. It would be helpful if a member of the team could speak personally to the Board/Council chair and the Ministry and Personnel chair in advance of the visit to clarify the purpose and become aware of any concerns.

5. Read the Questions For Discussion (page 7) and use them during the interviews.  The information they request is needed for an adequate picture of the pastoral charge.  However, they should not be slavishly followed.  A straight question and answer format can result in a person or group feeling “interrogated” so try to keep a conversational tone. The Open Session Format (page 15) is a guide as to how to proceed in a meeting with the board and/or congregation.

6. Connect with the team to plan the visit,(this may be via email, telephone or in person) ensuring that:

a) each team member has a role to play in the visit.

b) all visiting team members have read and understand the “Questions for Discussion” and other materials they will use.

c) hymns are selected and prayers are prepared for the open session worship time.

d) you have planned the sequence of the visit.

e) you have the resources needed (felt pen, newsprint accompanist,, etc.)

f) one member of the team will look over the congregational records of funerals, marriages, baptisms, membership list and  meeting minutes (see pages 14 and A12).

g) one member of the team is prepared to see that the final report is compiled and sent in.

7. Give feedback to the pastoral charge during the visit.  It bears repeating that the visiting team needs to affirm the local charge as well to help the people see where growth is needed.  In other words it is important for the team to give encouragement to the local pastoral charge and its leaders.  Be sure to take a few minutes at the end of the visit to check with the ministers and members of the M&P. Committee for any final feedback before leaving.

8. Prepare a complete written report as soon as possible after the visit and no later than one month (see page 16).  The form included in the appendix is recom​mended.(p A6).

Please send copies to the following (addresses on page A13):

a) the Chairperson of the Presbytery Visitation Committee.

b) the Presbytery Pastoral Relations Chair(s),

c) each ministry personnel

d) the Official Board or Council for the Pastoral Charge along with a copy of the evaluation form. ( page A10 )

e) the Conference Minister

9. Presbytery asks us to seek ideas, programs, events, etc. that may be of interest to other congregations.

Time Line of Events

	6 weeks or sooner
	Team leader contacts the Pastoral charge to set tentative date and arrangements then confirms these with the team.

	3 weeks
	Telephone contact to clarify purpose and to note relevant matters. (See A 1)

	Prior to visit
	The team meets to review this manual to determine the role each member will play.

	Follow up within 1 month
	Mail reports (and evaluation form) to pastoral charge and to presbytery chairpersons.


Questions For Discussion

The following questions are guides to lead to discussions of the life and mission of the pastoral charge. It is hoped that the discussion will cover as many of these topics as possible.  There are questions for: 

· Ministry personnel

· Ministry personnel and partners

· Team Ministries

· Ministry personnel and M&P Committees

· Ministry personnel and Board/Council

· Board/Council

· Stewards or Management/Finance Committee.

· Other Staff

Questions for the Ministry Personnel

1. How do you feel about your ministry in relation to the congregation’s mission and/or vision statements? 

2. Comment on your ministry in terms of the Presbytery’s mission statement of having “healthy and vital congregations which call and nurture people to be disciples of Jesus Christ”.

3. How would you describe the current overall health of your pastoral charge?   

4. What excites you here?  Or gives you joy?

5.  What challenges you here?   Or makes for disappointments?    

5. Describe any joys or concerns regarding salary, working conditions, housing allowance, continuing education/book allowance, manse or other benefits?  

6. How would you describe your relationship with the pastoral charge generally?

7. Describe your relationship with the Ministry and Personnel Committee, including the process and frequency of reviews of your ministry.  

8. Do you feel supported in your ministry here?  What are your sources of support?  How proactive are you in creating your own support system? 

9. What are the ways you nurture and challenge yourself to grow spiritually?

Questions for Ministry Personnel and Partner Together

1. (to partner)  Does the congregation have an expectation that you will participate in its life and ministry?  Is this something you are comfortable doing?  How do you feel about it?

2. Do you as a couple make space in your lives to grow together?   Do you individually and as a couple have a support system in place?  Is there something the congregation, presbytery or conference minister could do to assist you in any way?   

Questions for a Team Ministry   (usually asked of team members together, although there may be occasions where a separate interview seems more appropriate) 

1. Describe your team ministry in terms of your shared role in calling and nurturing disciples of Jesus Christ, including particular responsibility areas of each team member.   

2. How would you describe the working relationship of team members?   

3. What are the joys, disappointments and challenges in the working relationship?
 What are the conflict areas, if any? 

4. How often do you meet together, and describe the nature and format of such meetings?      Do you meet with other staff members too on a regular basis?  

5. How do you together make decisions about the ministry you share?  

6. How clear do you think the congregation is about the roles and responsibilities each of you carries?   

7. What outside resources have you used or would you use for team building events, conflict resolution, etc?  

Questions for Other Staff

1. How clear are you about your duties as a staff member?    Do you have a current job description?

2. How do the responsibilities of other staff members relate to yours?     How clear are you about their responsibilities?  

3. What is your relationship with the Ministry and Personnel Committee?   How is your work reviewed?  To whom are you accountable?

4. Is there a clear distinction between your role as a staff member and your role as a congregation member?   If there is confusion, what might you (or some other group in the church) do to alleviate that confusion?  

5. Please comment on your level of job satisfaction.

Questions for Ministry and Personnel Committee

1. How does the minister(s) establish goals and priorities?   What role does the M&P Committee have in working with the minister(s) to establish goals and priorities?

2. Comment on the minister’s work load, days off, other time away from work, work with the larger church, community involvement, etc.     

3. How are ministry personnel accountable to the congregation?   To the M&P Committee?    

4. How do you as the M&P Committee provide support and encouragement to the minister(s)?   To other staff?    

5. Describe the working relationship between the minister(s) and other staff.

6. Describe the present relationship between the minister(s) and the pastoral charge?

7. Describe the process for annual work reviews for all staff.

8. What concerns have you addressed as a committee in the past few years? 

9. Has each ministry personnel obtained a Level Two Police Records Check and shown it to the M&P Committee within the past 6 years?  

10. Are all staff who are working at least 14 hours per week enrolled in the pension and group insurance plan? 

Questions for Other Persons, Groups and Committees

In visiting some pastoral charges, it may be helpful to interview key lay leaders and/or groups/ committees.    Generally speaking and given the limited time available for most visits, these interviews would be the exception rather than the norm.     If such interviews are deemed appropriate or are requested, then the format will need to be determined by the particular visiting team.   General questions would likely include: 

11. Describe your role in the on-going ministry of the pastoral charge.

12. Describe your working relationship with

a. the minister(s)

b. the governing body of the pastoral charge

c. other groups and committees within the church

13. For what reasons do you think it important that the visiting team spend time with you or this particular group/committee?

Questions for the Official Board/Council

1. Describe your governance structure, including joys and disappointments with the structure.     What changes would you envisage to realize your potential?    

2. How does that structure enable the congregation in “calling and nurturing disciples of Jesus Christ?”     How does that structure equip the congregation for its ministry beyond the church?  

3. How do you as a Board/Council support and encourage various groups, committees within the church?

4. How do you ensure that various groups, committees, etc are accountable to the congregation? 

5. How do you as a Board/Council relate with the minister(s)?

6. How are the priorities/goals/directions of the pastoral charge established?   

7. How does the congregation keep advised of the work of the wider church?               (e.g. Presbytery, Conference, General Council, Mission and Service Fund, special appeals, etc.)

8. In what ways do your minister(s) and Presbytery delegate fulfill their responsibilities to the wider church?  (e.g. through serving on committees, groups, offering leadership, taking on ad hoc responsibilities, attending meetings of Presbytery, Conference, etc.)      Does the congregation understand and support this work?  

9. Records To Be Checked

The United Church Manual requires that the records of a church be inspected regularly.  The visiting team is therefore asked to check records and assist the congregation in keeping neat, accurate, and up-to-date records in the required forms.

Historic Roll

· All people who have been members of the congregation are to be recorded in the Historic Roll.  No name is to be deleted from this record.  When a member dies, moves away, or ceases to be a member, a notation to that effect is made in the record.

· A congregation may also have, for its own use, mailing lists or other records that contain the names of members and adherents.  The Historic Roll is for members only ( i.e. those who have made a profession of faith in this church or have done so in another church and been duly transferred).

Baptismal Record

· Sufficient information, including family information in the case of infant or child baptism, should be recorded for each person or child baptized.

Funeral Records

· Sufficient information, including disposition of the remains (name of cemetery, etc.) should be recorded.

Wedding Records

· Sufficient information, including family information, should be recorded for each couple married.  Marriage License number must be shown.

Minutes of the Official Board and of Congregational Meetings 

(Annual meetings and special meetings)

· Minutes should be dated, show all motions and their disposal, and be signed (upon approval)  by the chairperson and secretary.

· Requirements are specified in the Manual, sections 90-91 (See Appendix, page A12)

Police Record Checks

· The team will check with the Ministry and Personnel committee to ensure that a Police Records Check has been obtained from each Ministry Personnel within the last six years.

· The fulfillment or non-fulfillment of this requirement is to be recorded in the Visitation Report. 

A Format for an Open Session

with Board/Council and Congregation Members

A) Introduction

· Introduce the team and explain that this visit is meant as a means of support and encouragement to congregations and ministry personnel.
B) Reading And Meditation

· Led by the local presbytery delegate or visiting team member.  (see appendix page 17-23 for possible options or choose one of your own)

C) Setting the Mood
· We are here to celebrate as well as to evaluate ourselves, to be honest and open, to be involved and to be positive.
· Share a few positive discoveries of the afternoon.  

D) Discussions - Small Groupings

a) Recall, list and discuss your most satisfying memories or impressions of this pastoral charge's life in the past two years. Share these with the whole group

b) Recall list and discuss your most frustrating or disturbing memory or impression of this pastoral charge-in the last two years. Share these with the whole group

c) List and discuss what you think are the major growing points or challenges of the next two, five or ten years. Share these with the whole group.

E) Congregation's Viewpoint [Minister(s) and partner(s) asked to leave at this point, with a team member offering to accompany them. Remember that during a visit, the minister is the one who feels most vulnerable. The purpose of the visit is not to evaluate the minister but to consider the ministry of the whole congregation.]

· How would you describe the relationship between your Ministry personnel and the congregation?

· How would you describe the working relationship between the Minister(s) and the persons and committees with whom they work?

· What do you perceive to be the Minister’s priorities and aims and how do you feel about them?

· How does the pastoral charge encourage and support its Ministers?

· How do you see the role of this church in serving its congregation, the community and the world?

· How does this congregation support the larger church (Presbytery, Conference, etc.)? 

· How does the larger church support you?

· How do you feel about the future of this congregation?  Do you know where you go from here?

At the end of this segment, consider inviting clergy and spouse back to hear some general feedback from the congregational session, before moving to the prayers and benediction.

F) Closing (Minister(s) and spouse(s) return)
Prayers for the congregation, Hymn & Benediction

Writing the Report

· Complete your written report as soon as possible after your visit (before vital information or the tone of the visit is forgotten) - within one month. It is helpful when there is some consistency between the reports we receive from different pastoral charges so we suggest a reporting form that is included in the Appendix on page A6.

· Try to keep your report as positive as possible while yet remaining honest and saying what needs to be said.  

· Be careful how you word any recommendations or suggestions (recommendations are stronger than suggestions).  Be truthful but sensitive.  An offended congregation is not very open to hearing feedback or making changes.  A long list of recommendations may imply failure. You may not have any recommendations but a few brief, clear ones can be helpful.  Please make sure that recommendations for action by either the presbytery or the pastoral charge are specific enough that it is clear who needs to do what to fulfill them. Vague recommendations can cause as much harm as good.

· There may be sensitive or confidential information that the Pastoral Visitation Committee should know about but which would not be helpful to include it in the report to the congregation.  Attach a separate sheet with the copy of the report to the Committee and include any suggestions that Presbytery may need to follow up on.

· Please note: Opinions should be stated as such, not as facts.  A few examples may be included if they are factual and representative. Some information you receive may be better referred to the congregation’s M & P. Committee than put in the report

· Please remind the church board/council to complete the evaluation form and send it to the chairperson of the Presbytery Visitation Committee.

· Copies of the report should go to each of the following people (addresses on page A13):.

a. each ministry personnel

b. the Official Board/Council of the Pastoral Charge (include a copy of the evaluation form)

c. the Chairperson of the Presbytery Pastoral  Visitation Committee

d. the Chairperson(s) of Presbytery Pastoral Relations Committee.

e. the Conference Minister

· After writing the report, prepare a one page summary (see Appendix) to help the Presbytery Leadership Team be in touch with the state of the congregation.  Avoid confidential information in this summary.

· The Pastoral Visitation Committee is authorized at their discretion, and if asked, to disclose information to: the Presbytery representative to a local Joint Needs Assessment or Search Committee, or future visiting teams.

· With the submission of the report, the team’s task is normally finished. If there are recommendations that the Presbytery needs to act upon, the Pastoral Visitation Committee will ensure that tasks are communicated to the appropriate persons or working units.

· The Presbytery is grateful for the work you have done.  It is important and valuable.

Handling Difficult or Sensitive Situations

Occasionally you may find yourself in a setting where there is conflict or strong criticism. Usually your team would have some advance warning of this but not always.  Here are some tips for handling these situations.

1. Stay calm.  It’s not your problem and you can be more helpful if you don’t take on the congregation’s problem as your own.  Your “non-anxious presence” will help the congregation to reduce their own anxiety as well.

2. Be curious.  Show openness to hear every viewpoint, slowing down the process if necessary to let everyone be heard.  Paraphrase to show the person that you have understood.

3. If a person voices an opinion in a hostile way, there may still be some helpful information hidden in the message.  A cantankerous person will often say things that others are feeling but are too “nice” to say.  To show interest in what the person is saying and to reframe it in a more acceptable way may disarm the emotional charge.  

4. Regardless of #3 above, if persons persists in aggressive, hostile, disrespectful or abusive behavior, they should be confronted with that and offered a more acceptable way to express their viewpoint.

5. If things get too heated, a break for prayer can often change the climate quickly.  If you know that conflict is likely, a statement requesting that opinions and feelings be voiced respectfully, accompanied by a prayer will often set a positive tone.

6. If criticism is voiced, particularly of the ministry personnel when they are out of the room, it may be useful to get a show of hands to indicate how many others agree with each statement. You may even seek more specific information by asking how many (1) Strongly agree, (2) Partly agree, (3) Have no opinion, (4) Partly disagree, (5) Strongly disagree.  This is very helpful information to put the criticism in context and to avoid giving too much power to a vocal minority.  It also helps those who may be so taken aback by the criticism that they are silent, wishing later they had spoken up.

7. Remember that in any visit, the ministry personnel are the ones who feel the most vulnerable.  Work hard to be open, transparent and fair with them.  Avoid surprises as much as possible.  After the open session with the ministry personnel absent, debrief with them afterward to let them know the gist of what you heard.  This way they’re not wondering for two weeks if  “the shoe is going to drop” in the form of the written report.

8. If there is bad news for the ministry personnel in the report (or any other key individual) make sure that person receives a copy of the report before anyone else does.  Provide or arrange for some pastoral support if you think it wise. (Perhaps the Conference Minister can be helpful here.)

� Visitors are asked to keep this mission statement in mind during the visit.





