Guidance on Resolving problems

Team relationships

It is the responsibility of every team and team member, under the guidance of their team leader, to work in harmony with each other, making every effort to resolve conflict as it arises following the principles of Matthew 5:21-24 (reconciliation must proceed worship); Matthew 18:15-20 (go first to your team mate for a one on one discussion – then seek mediation); Romans 12:9-21 (“be devoted to love; honour one another above self; bless those who annoy you; strive for empathy; strive for harmony; do not be proud or stubborn; do those things which build peace; never seek revenge; practice enemy love); Ephesians 4:25-5:2 (speak truth in love; do not leave issues (anger) unresolved; refrain from words that wound/use words that encourage and build-up; practice kindness, compassion and forgiveness; imitate Christ); and the process of Non Violent Communication.

See appendix 1 outlining the process of Non Violent Communication. We encourage all candidates and team members to familiarize themselves with this model, and for it to be taught at Orientations. Resource people in Servants are Kristin Jack and Steve Tripp.

We also encourage all Servants workers to train in and practice the technique known as ‘reflective listening’ (see appendix 2). Mark Delaney is our Servants resource person.
In the case of any relational breakdown within the team, the conflicting parties are encouraged to firstly listen to and understand each other’s position and resolve the issue themselves.

Should this resolution not occur, the team leader, or another worker who is not involved in the conflict and whom both parties trust, can seek to conciliate and help the parties bring the issue to resolution.

If no member of the team is uninvolved enough to conciliate, the conflicting parties should be empowered to select people they trust to mediate/arbitrate. The ICT should be kept informed at this stage.

If the issue remains unresolved, the ICT will make a decision after suitable consultation, which may include consulting the Elders group. 

The ILC will review the decision.  

Personal Issues

If in the opinion of the team leader or ICT, a field or sending team worker has a significant problem which affects their own wellbeing, the wellbeing of the team, or which may compromise Servants’ ministry or reputation, the team leadership should consult with the ICT and, if appropriate, the home church regarding how to proceed. The ICT may also seek advice from the Elders. 

Where appropriate, the worker should be made clearly aware of what changes they  need to make in order to resolve the issue.  Relevant support such as counselling/conciliation should be offered during this period.

If there is a breakdown in relationships, a serious moral lapse, or a serious health problem, the worker will step aside from ministry until the issue is resolved and all parties are in agreement that they should return to ministry.  Throughout this process the worker will continue to be supported by their team. 

The statutory authorities in both the field and home country should be informed if a criminal offence has been committed.

Field Team considerations

If it is not appropriate for the worker to remain on the field, or if the team is unable to provide the support they need while working through an issue, the worker may be asked to return to their home country, in which case they will continue to be supported by their sending team.

Where workers are asked to return home:

· It is essential that every possible means of redeeming the situation on the field be explored first and that the Sending Team Coordinator and Home Church understand what is being done.  

· The team leader and ICT should ultimately be responsible for the decision to send a worker home, but only after clear and adequate consultation with the worker, their team, the Home Church, the relevant Sending Team Coordinator and, if appropriate, the Elders.

· The ICT or their appointee should liaise between the church and STC and Field leadership to minimise unnecessary conflict and misunderstanding. This will include considering the best way to inform members of the Home Church and the wider Servants body.

· Followup should be carefully planned in advance and agreed with the worker if possible. This may include:

· The usual home leave planning such as the need for accommodation, transport and schooling for children.

· Planned meetings between the home church, STC and the worker upon return from the team and later as appropriate.

· How long financial support should continue

· Faciliating access to ongoing medical care or rehabilitation upon return to the sending country, if needed.

· Provision of debriefing/ongoing counselling by a trusted outsider and consideration of how any financial cost should be met.

· Continued contact with Servants leaders, Elders or other agreed conciliators in order to continue/restore the relationship

· When and how to consider whether it is appropriate for the worker to return to their role within Servants.

· When and how a return to the field team is appropriate, either for a full resumption of ministry, or for a short visit to provide closure.

· The worker is welcome to stay involved in their Sending Country team as appropriate.

Sending Team considerations

The Sending Teams are not as defined as the field teams; instead of a group of commissioned Servants Workers living in proximity to each other and meeting regularly, there tends to be a commissioned team leadership, supported by a team of volunteers with a variety of time commitments, who may be scattered throughout the country and meet irregularly. 

Therefore, if problems occur with a Sending Team worker or volunteer, the consultation should again include the ICT and Elders, and the team consultation should be as wide as appropriate. Considerations may include:

· Time and logistical constraints involved in obtaining consensus between a number of people spread across a country who do not meet together often

· The worker’s wish for particular people to be included

· Respecting the worker by not discussing private issues with too wide a constituency

As with field teams, it may be necessary for a home person to step aside from ministry or their volunteer role until the issue is resolved and all parties are in agreement that they should return to ministry. The home team and others as appropriate will continue to support the person during this time.

If it is no longer appropriate for the worker/volunteer to remain a part of the sending team, or if the team is unable to support them, the worker may be asked to withdraw from active participation in the team. As with field workers, suitable follow-up should be carefully planned, ideally in advance and agreed by the worker/ volunteer.

Support and follow-up will continue as long as possible/is appropriate and the person is welcome to stay involved with Servants as a supporter and attending appropriate meetings/events. 

Leadership

If workers have concerns over their team leader or any ICT members, they should be raised with an elder or member of ICT. The annual ILC meeting is the best opportunity to consider such concerns, though urgent concerns can be raised at any time.

Servants Vision and Direction

If Servants workers or individual Elders have concerns over the vision or direction of Servants as a whole these should be:

· Raised with their team, team leader or with the ICT as appropriate.

· If the concerns are not resolved, they should be brought to the next ILC meeting and/or raised with the Elders. This will ensure there is discussion, prayer and concensus seeking within Servants about the issues and might result in a change of direction or of leadership.

If the Elders as a group have concerns over the vision or direction of Servants as a whole, these should be:

· Raised with the ICT

· If the concerns are not resolved, they should be brought to the next ILC meeting for discussion and prayer.

· If there is still no appropriate response, the concerns should be communicated to all Servants members and might result in a change of direction or of leadership.

Some concerns over vision and direction might mean that Servants could no longer remain as a member of key organisations such as umbrella mission groups and networks; the Elders would have a duty to inform such groups of their concerns.

Following is a brief summary of the Non Violent Communication model. For a fuller description see the document ‘The New Teams Guide’. 
Appendix 1: Life Affirming Communication
	Towards Greater Peace Making
(Personal, Interpersonal, Communal)
	Towards Greater Conflict
(Personal, Interpersonal, Communal)

	Observation of an event. 

Check out their version


	Judgement/Evaluation of an event (assuming we know & understand the back story, intent etc).
“The stories we tell ourselves”

	Awareness of my feelings re the event

(Self Empathy)
	Unable to name or identify my feelings

	Awareness of the Needs behind my feelings – see the Needs List.

(Self Empathy)
	Unable to name or identify my needs

	Awareness & Ownership of the Strategies I am using to get my Needs met (Honesty).
	Unable to name or identify my strategies

	Awareness that the other person’s behaviour is a Strategy to get their Needs met.

(Empathy for Others)
	Treating other peoples behaviour at face value, without considering the Needs they are trying to meet.

	An attempt to understand the Feelings driving the other persons behaviour & Strategy
(Empathy for Others)
	No attempt to know and regard the other person’s feelings.

	Rethink the Strategy I am using: “is it really helping me to meet my deepest Needs & move me towards more positive Feelings?”

(Self Awareness)
	Refuse to budge or modify my Strategies. Refuse to consider that they might be ineffective or unhealthy.

(Stubbornness, Lack of Self Awareness)

	Help the other to rethink their Strategies & ask “are they really helping you meet your deepest Needs & move you towards more positive Feelings?”

(Compassion)
	Through fear, intimidation, indifference or hate, avoid discussing the other persons Strategies, Needs & Feelings with them. Allow them to continue to use an ineffective or unhealthy Strategy.

	Use ‘Neutral Language’ (non threatening) about Observations, Feelings, Needs; and make Requests
	Use ‘Judgement Language’ (right v wrong, good v bad, fair v unfair). Don’t make Demands (give no choice).

	Work towards a Win/Win outcome in which both parties Feelings are acknowledged, both parties Needs are met, and both are now using Strategies that are effective & healthy.
	Work towards a Win/Lose outcome in which only one person’s feelings are acknowledged & needs are met.

Continue to use ineffective & unhelpful strategies.

	Make EMPATHY
· for self 

· & for others
your life goal, and love, joy, peace, patience, kindness, goodness, faithfulness, gentleness, self-control – are likely to be very evident in your life.
	Make BLAME
· of self

· & of others
your life orientation, and anger, bitterness, loneliness and conflict are likely to be very evident in your life.


The Process of Life Affirming Communication
Observation; Feeling; Needs; Requests (OFNR)



· my Feelings
· my Needs      
· my Strategies

· their Strategies
· their Needs 
· their Feelings

· to acknowledge both sets of Feelings
· to  meet both sets of Needs
· make Requests, not Demands
3. Self - Empathy








4. Empathy for Others








5. Negotiate Strategies














2. Observation, not Judgement 











1. Conflict Event
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