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Home Teams

Western-based Home Teams work closely with the International Coordinator, and are accountable to the ICT and ILC.  The IC, Home coordinator and volunteers should consider which of these tasks are appropriate for their country and group, given how long the home team has been operating, the available time from volunteers and the balance between workers and enquirers. Full details and ideas will be found in the Home Team Manuals.

Promoting Servants mission and values. Consider:

· Visiting or arranging speakers at bible colleges and churches, especially those from which workers come 
· Maintaining regular contact with Servants prayer and support groups ensuring they get regular news from the field 
· Promoting the annual “Celebration of Commitment to the Poor” ceremony on world poverty day, October 17 or other appropriate occasion
· Networking with like-minded groups ministering among the urban poor in the home country

· Working with the International Coordinator when they visit, to make the most of promotional and networking opportunities

· Assisting home country churches to engage in urban poor, holistic mission in their local context.
· Ensuring appropriate literature and copies of Servants DVD/videos are available as resources for workers on home assignment, sponsoring churches, potential workers, support and prayer groups.
Journeying with workers and potential recruits. Consider:

· Journeying with enquirers as they find out more about Servants and consider God’s call on their lives

· Facilitating the stages of the pre-field Formation process (“Steps to Joining”) for candidates for long-term work

· Communicating with the enquirer’s church about: 

· Servants mission and values

· The suitability of the enquirer for ministry with Servants

· Training needs

· Financial support of the enquirer: the likely level, sources of finance and the contribution the sending church maight make. 

· Checking (including police checks) and briefing short-term workers, ideally in accordance with a national Code of Best Practice in Short-term Mission

· Debriefing short and long-termers when they return home. From experience, debriefing dates need to be set before the short-termers leave for the field, because unlike long-termers, they return straight back to work/study and full diaries.

· Assisting new and existing workers to raise the support necessary for service in Asia or in a Western team through sourcing and allocating of gifts to Servants personnel and ministries. Resources are available in the Pre-field guidelines and Home Team Manuals. 
· Keeping in regular contact with Servants workers from the home country to encourage them in their ministry
· Receipting and sending finances on a monthly basis.
· Ensuring good ongoing support for workers by oversight of the home country office and its systems to enable efficient acknowledgement of gifts and sharing of news. This includes being aware of the level of communication the worker has with their supporters, so that supporters and sponsoring churches do not drift away through lack of information. 
· Dialoguing with field leaders regarding any difficulties a worker is experiencing in adjusting to the language and culture and being part of the team, with the permission of the worker concerned. 
· Facilitating field workers’ home leave and ensuring they have accommodation, a car, sufficient finances, speaking opportunities and time for rest and recuperation including spiritual retreats, counselling and medical checkups as needed.

· Assisting in the resettlement of workers returning to their home country after service in Asia including debriefing retreats and counselling where needed.
Developing a sense of community amongst the home team. Consider:

· Facilitating regular meetings for prayer, mutual support and business, according to the time commitments and geographical spread of the workers, volunteers and supporters.

· Encouraging regular contact between meetings, such as phonecalls, video-conferences, sending of birthday cards etc.

· Encouraging supporters to share how they are working out Servants’ principles in their own lives

· Inviting members of the home team to visit field teams, perhaps alongside ILC meetings, at Forum or visiting Field workers from the home country.

· Journeying together with new team members through the initial Formation Year, using the Servants Formation material as a basis.

· Encouraging and nuturing each team member’s spirituality and obedience to Christ.

· Encouraging each team member to be have a spritual director or mentor.

· Encouraging each team member to to complete the Six Month Self Assessments.

Raising funds for Servants projects in Asia. Consider:

· Contact with individual and agency donors

· Personal contact especially by those who have visited Servants field teams

· Highlighting any needs including emergencies in the newsletter.
· Making use of any government tax incentives to maximise the effect of donations.

Organising the administration of the Servants Office. Consider:
· Adhering to national regulations and relevant guidelines for the organisation and constitution of the Servants legal body, for example

· Obtaining Charitable or Trust status.

· Obtaining membership of relevant mission groupings or networks

· Ensuring all relevant legal and financial requirements of the home country government are adhered to and seek to achieve excellence as an organisation in all management practices. For example

· Accounting regulations.

· Public Liability Insurance requirements

· Employee and volunteer regulations

· National Insurance and Pension regulations

· Data protection regulations

· Tax requirements

· Child Protection recommendations for voluntary organisations, including Criminal Record checks

· Ensuring all relevant Servants recommendations are followed, such as

· National Code of Practice for Short Term Mission

· Servants Child Protection Policy

· Maintaining accountability within Servants:

· Keeping in regular contact with the IA and ILC concerning governance and management issues for the Servants movement. 
· Preparing regular (usually monthly) financial statements and records of donors for each worker.
· Preparing an annual report and circulating the annual report to ILC and all workers from that home country.
· Scheduling an annual meeting at which a legal quorum of Servants members receives the annual report and audited financial statement. 

Field Teams

The Field Team leader or coordinator and volunteers/supporters should ensure the following tasks are delegated between team workers, depending on giftings and other commitments. 

Support the long-term workers in the country. Consider:
· Journeying together with new team members through the initial Formation Year, using the Servants Formation material as a basis.

· Facilitating in-service training for workers and encourage professional                        development.

· Encouraging regular contact between workers and their HC and home churches 

· Checking that each worker is receiving regular pastoral care

· Encouraging each team member to be have a spritual director or mentor.

· Encouraging and nuturing each team member’s spirituality and obedience to Christ.

· Ensure that each worker has regular reviews:

· 6-monthly self-assessment reviews

· Debriefing before home leave

· Team leaders should have at least an annual review with someone outside the team such as a member of the ICT, a visiting Home Coordinator or an Elder

· Dialogue with home coordinators about any matters regarding personnel from their country. 
· Keeping the Servants body informed about team developments as appropriate, for example

· Informing the ICT and appropriate HC about team decisions regarding potential new workers.
· Informing the ICT as  soon as an emergency arises.
· Sharing field needs and concerns with the ICT and other Servants team leaders while respecting confidentiality.
Develop community life amongst the field team. Consider:

· Facilitating regular meetings for prayer, mutual support and business, as described elsewhere

· Facilitiating team retreats when appropriate

· Encouraging celebration such as when workers join or leave the team, birthdays, christian festivals, national festivals if appropriate.

Promote Servants mission and values. Consider:

· Initiate planning for the progress of the ministry of the team.
· Cultivate and monitor relationships with national churches, local NGOs and                     relevant government agencies.
· Promote the annual  “Celebration of Commitment to the Poor” ceremony on world poverty day (October 17) or other appropriate occasion.
· Encourage the production of literature and videos and provide regular information for the Servants website so that details of the ministries of Servants and the needs of the field contexts are available as resources for workers, those on home assignment, sponsoring churches and support and prayer groups.

Facilitate visits by short-termers
· Develop, or make use of exisiting, short-term programs appropriate to the country 
· Dialogue with home coordinators about any short-term visitors, including providing feedback about how the visit went.

· Ensure that each short-term visitor has a debriefing appropriate to the length of their visit, before leaving the country

Organise the administration of the Servants Field Office. Consider:
· Adhering to national regulations and relevant guidelines for the organisation and constitution of the Servants legal body, for example

· Obtaining Charitable status.

· Obtaining membership of relevant mission groupings or networks

· Ensuring all relevant legal and financial requirements of the government are followed and seek to achieve excellence as an organisation in all management practices. For example

· Accounting regulations.

· Public Liability Insurance requirements

· Tax requirements

· Child Protection recommendations for voluntary organisations

· Ensuring all relevant Servants recommendations are followed, such as

· A current, known crisis contingency plan 
· Servants Child Protection Policy 
· National Code of Practice for Short Term Mission

· Maintaining accountability within Servants:

· Keeping in regular contact with the ICT and other team leaders concerning governance and management issues for the Servants movement 
· Participate in dialogue concerning issues with other team leaders.
· Preparing an annual report and audited accounts for circulation to the full leadership team.
International Coordination Team (ICT)

The leadership tasks regarding Servants overall are currently shared between three roles, ensuring a variety of giftings and enabling a geographic spread.
· International Coordinator: Primarily responsible for communicating the Servants vision in sending countries and thus helping recruit new workers, supporting the sending teams and publicising Servants. 

· Asia Coordinator: Primarily responsible for the training and pastoral care of Field teams, especially supporting new teams as they start.
· International Administrator: works with the International and Asia Coordinators in overseeing the logistical and administrative aspects of Servants.
ICT makes decisions regarding the every day work and growth of Servants in consultation with those affected by the decisions.  Key strategic decisions need to be  ratified at ILC.

Elders

Elders are asked to commit to the following involvement with Servants, though this will work out in different ways depending on giftings and other commitments.

· Prayer for Servants

· Responding to e-mails when requested and when there is a subject that interests them

· Being an advocate for Servants in the groups/areas they are already involved with.

· Giving at least one week a year to support Servants teams, for example:

· Participating in home team events e.g. conferences, supporters weekends, training courses such as Orientation

· Visiting field teams if this can be combined with other appointments in the country/area. Elders may simply catch up with the team, or may participate in events such as specific training, team retreats or orientation courses.

· Writing articles for publication or papers for use within Servants

· Elders should also attend the annual ILC meeting at least once every two years.
Starting new Teams

Exploratory phase

Factors to consider include:

· What God is doing in the city/country among the urban poor through other agencies and through the local church
· The climate of Government towards foreigners and towards Christians

· The make-up of the cities, including what the urban poor communities are like

· The unique needs of the urban poor in that city 

· Seeking God whether the calling is being confirmed

· Visa requirements

· Whether non-nationals can effectively minister in the urban poor communities

· Living conditions

· Travel and Communications

· Team Centre possibilities

· Medical facilities

· Education possibilities for families

· Government surveillance

Methods of finding this information may include:

· Networking with and visiting the work of other agencies, including other Christian groups

· Seeking out and visiting national Christians, churches and Bible Colleges

· Visits to and discussions with local community leaders

· Visits to several Urban Poor Communities

· Visits to and discussions with relevant officials in the Government

· Living in the country for a defined trial period.

In all areas it is essential that we are sensitive and do not compromise either national Christians or Christian groups already working in the country.

New Teams

Extra responsibilities of new teams may include:
· Developing a strategy for the work of Servants in the country/city.
· Establishing a new Servants work and prepare the way for new workers to be added. 
· Renting and seting up a retreat/team centre as appropriate.
· Establishing a legal structure within the country, in consultation with the ICT.
· Developing a Crisis Contingency Plan
· Developing a Child Protection Policy
· Building relationships with national church leaders.
· Building relationships with other groups, particularly with likeminded organisations
· Considering how best to orientate, locate and supervise new workers as they arrive and thus producing an On-field Formation manual.
Leadership considerations
In Servants, we are aware that the type of person who has the gifting for going into a new country, researching possibilites, networking and liaising with other groups, locals and government members, may not have the best gifting to take the team forward in the long-term. Therefore we recognise that at some stage changes in leadership may be appropriate, thus anyone involved in exploratory work should be aware of their giftings and be aware of the possibility that others may be more suitable at some later stage to coordinate the team functions.

Leadership Transition and Appointments
Leaders within Servants are not currently appointed for a specific length of time, so leaders do not step down automatically. 

The Leadership appointments are reviewed at each ILC meeting and, using the process described for other decisions within Servants, concensus sought over whether/when to start the transition/appointment process for particular leaders, or whether the leader will continue. 

At regular intervals (at least every three years) a process of appreciative enquiry will take place a to help inform ILC in their leadership reviews. This process reviews the performance of ICT and team leaders and is facilitated by a member of the ICT for team leaders and Elders, and a trusted other, such as an Elder, for members of the ICT.

Each Servants leader should be nurturing a replacement and mentoring/training them to ensure a smooth handover when they step down. Often, the names of suitable people will be suggested by other ILC members.  Prayerful concensus should be sought at an ILC meeting before agreeing any names and before inviting anyone to start a formal mentoring process. 

Field teams

The mentoring/training process will normally be followed in the field teams because we would not appoint a new team leader from outside the field team. There are occasions when leadership transition happens without time for training and mentoring, in which case the Asia Coordinator will provide extra support and mentoring for the new team leader, with added support from visiting Elders and other local christian leaders as appropriate.

Home Teams

Within home teams, there may not be anyone suitable or available to prepare for leadership. In that case, a new leader may be sought from outside Servants. 

Guidelines for external appointments

· A trusted, independent person such as an Elder and/or one of the ICT will coordinate the process

· Teams will suggest names to the wider Servants body and by consensus an agreed list will be made
· Information such as availability, CVs, references, vision statement etc. will be sought from the selected candidates and circulated along with any questions and answers. These will be discussed among the teams until consensus is reached on one candidate who will then be invited to visit as many teams as possible, if they have not done so already as part of previous Servants involvement.
· The mind of God will be sought by the whole Servants body. The decision will be made by ILC at one of their meetings rather than by correspondence, thus allowing time for discussion, reflection and prayer together. 

· If the person is appointed, handover will occur during the following few months.

· If the selected candidate is not appointed, the process will start again and interim measures will need to be put in place (e.g. continuation of the current person or the appointment of a temporary replacement).
There is a separate document describing in detail the steps to appointing a new leader. 

ICT

Servants would normally hope to appoint ICT members from amongst current workers, in which case the mentoring/training process would be followed. 

However there may be occasions when the appointment process needs to be spread wider, ideally including past Servants workers. In that case, the guidelines for External Appointments should be followed.
Elders

Elders hold an advisory role therefore it is helpful to have a mixture of past workers and others experienced in mission and Servants distinctives. As with other appointments, possible names should be decided by ILC with prayerful concensus.

Those suggested who are outside Servants should be invited to journey with Servants and get to know Servants leaders and teams outside their own country before a final decision is made by ILC.
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