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ABOUT SERVANTS

Servants to Asia’s Urban Poor has been ministering in the mega-cities of Asia for over 25 years.  The movement was started by Viv Grigg, who was working as a missionary in Manila and over a period of four years became increasingly burdened by the desperate situation of the millions of poor in the city.
Vision Statement
Our vision is to see the urban poor and their communities transformed by the power of Christ. 
Mission Statement
We are an international movement - a network of teams living in urban poor communities, primarily in Asia, participating with our neighbours to bring hope, justice and transformation through the presence and power of Christ.  

Principles
God has called us to practise the following five biblical principles:
INCARNATION
We intentionally live with the urban poor, learning from them, building genuine relationships, participating in their lives and struggles, learning their language and their culture, and working out how Jesus’ love can best be shown in their context.

COMMUNITY
As well as a commitment to the communities we move into, we have a passion to work together in supportive teams that model the love, care and community that Jesus spoke of. We work with people, not just for them.

WHOLISM
We want to see the good news of Jesus proclaimed in word, deed and power.  We have a God who is working to renew all things and to restore wholeness of life to individuals and communities, rich and poor alike. We work for justice, proclaim God’s grace, and lift all things to Him in prayer. 

SERVANTHOOD
We follow Jesus who came in humility ‘not to be served but to serve’, the path to true leadership. We empower the poor by placing control in their hands and not overpowering them with outside resources or expertise. With courage, we embrace sacrifice and suffering, share faithfully in the life of Jesus and the poor.

SIMPLE LIFESTYLE
We commit ourselves to lifestyles of inner and outward simplicity, in order to be free to love and serve God and the poor.  Setting aside our ‘right’ to affluence while there are still those who live in abject poverty, we desire to be a relevant yet prophetic voice in a world preoccupied with self. 
Community Values
We have five biblical community values that sustain us:

GRACE
All that we do and are is rooted and sustained by God’s lavish, unearned love, favour and forgiveness towards us. This profound grace delivers us from unhealthy striving, competition and condemnation of ourselves or judgment of others. 

CELEBRATION
Directing our celebrations to God in worship, we look for excuses to throw parties, consciously marking every milestone and achievement – no matter how small!  We want to be people of generosity, who refuse to take ourselves too seriously. 

BEAUTY
In our lives, in our homes, in our communities and in our world, we honour God and renew our souls by recognising and creating beauty.  In particular, we want to see and celebrate the beauty inherent in ourselves and in each other.

CREATIVITY
By allowing our senses, our imaginations, our minds and bodies to fulfil their God-given potentials for creativity, we glorify God. We believe it does our souls good (and pleases God) when we create, through writing and storytelling, poetry, cooking, music, painting and other art forms. 

REST
God calls us to regular rhythms of work, rest and reflection – weekly Sabbaths and regular holy-days (holidays). We seek to obey God’s command to rest in order to be refreshed, to be still and to deepen our relationship with him and one another. 

HOW THE SERVANTS BODY WORKS
Servants operates more like a network and a movement when compared with many other traditional, centralised ‘organisations’. It is a network of interdependent teams living in community.

There are generally two basic types of teams – Field teams who receive, nuture and utilise workers; and Sending teams who prepare, send and support workers - but the distinction is now blurred and some countries may have both types of teams.  Asian countries are beginning to send out workers and ministry teams are being formed in Western cities. God’s mission is for all people, and from every place.

SERVANTS TEAMS

Servants works in teams: ideally five or more people committed to the vision and mission of Servants.    Each team has a coordinator who ensures that the roles within the team are divided between workers appropriately and are working well. Workers may also have to take on roles in any legal entity required by the local authorities (such as foundation, NGO, charitable trust etc). The International Administrator
 maintains lists of tasks,  job descriptions and appointment procedures for the various kinds of roles and teams in order to help this process and to maintain best practice. 

Each country that Servants operates in has at least one team. Because these have to handle money and maybe assets, they normally have to set up themselves as legal entities under local legislation. This makes them autonomous units only in a legal sense.  They are primarily members of the Servants body, and accountable to the International Coordinating Team (International Coordinator, Asian Coordinator, International Administrator).  Depending on their location, a team’s primary line of accountability will be through either the International Coordinator or the Asia Coordinator. 

Field Teams

God has called Servants to minister to the urban poor.  We have established teams in selected Asian and Western cities where there is significant urban poverty.
Each Field team has a legal or informal structure appropriate to the location. This may mean registering as, for example, an NGO, a foundation, a business or a mission.

Each team meets together regularly for worship, prayer, mutual encouragement and conducting team and Servants international business.

The team needs to be of a sustainable size. From past experience, having one couple in a city is not sustainable, nor does it encourage new workers to join; a minimum size of 5 works well. Similarly, once a team becomes too large, it is difficult to sustain the same level of relationship, so if a team continues to grow, Servants will look to set up a new team in a different area of that city or in a different city in that country.

Whilst each team has at least one overall leader or coordinator, the time and range of giftings required for the team to thrive are too great for one person, so we seek to share the roles within the team according to individual giftings.

The team may have an office and/or a team centre.  Teams may choose to invite a team centre couple to live in the team centre and provide hospitality and pastoral care.

Home/Sending/Support Teams

Home teams seek to be communities which support and recruit Servants workers.  Home teams have a legal, charitable structure appropriate to the charity and tax regulations in their country.

The pattern of the home team varies from country to country, depending on the geographical spread of supporters and volunteers, and the amount of time the key volunteers can spend in Servants work. Ideally, a network of volunteers share the tasks between them, with the Home Coordinator supporting and mentoring the volunteers and ensuring the tasks are done. 

The team meets together regularly for worship, prayer, mutual encouragement and team and Servants international business. In practice, the timing and format of the home team meetings depends on the geographical spread of supporters and volunteers.

International Coordination Team (ICT)

The leadership tasks regarding Servants overall are currently shared between three roles:

International Coordinator (IC): Primarily responsible for overseeing the communication of the Servants vision in Western countries and thus helping recruit new workers, supporting the sending teams and publicising Servants, and providing overall leadership to the movement

Asia Coordinator (AC): Primarily responsible for overseeing the training and pastoral care of Asia-based teams, especially new teams as they start, and providing overall leadership to the movement

International Administrator (IA): works with the International and Asia Coordinators to oversee the logistic and administrative aspects of Servants, and providing overall leadership to the movement

Elders

Elders are a group of advisors, experienced in mission and supportive of Servants principles and values, who have journeyed with Servants for some time and hold us to account if needed. They use their various gifts and expertise to promote and support Servants.  This usually happens both by involvement in a Servants home country (such as speaking at a conference), visits to field teams and by some Elders attending our annual meetings.

INTERNATIONAL MEETINGS

We are a network of teams and therefore we rely strongly on relationships rather than hierarchical structure in our work and corporate life. E-mails and phonecalls are helpful but are no substitute for face-to-face meetings to mutually seek the Lord, provide accountability, pray for each other and develop Servants’ vision and work. However we try and balance the need for regular meetings against the financial and environmental costs; and in terms of time away from the communities where we live and minister.

We have found that the following meetings serve our needs at this stage: 

Home team meetings

The team in each home country meets together as appropriate given the geographical spread and time commitments of the volunteers. Each home team works out their own way to balance the need for business meetings and meetings for prayer, support and encouragement.

There will be other meetings in the home country open to enquirers, prayer supporters and those taking part in pre-field formation. These could include prayer meetings, discussion or study groups, events to raise the profile of Servants and joining in mission festivals/conferences etc.

Each home team holds at least one Annual Meeting in whichever format is required by the National charity or accounting regulations in their country.
Field Team meetings

Because field team workers are ministering full-time with Servants, regular meetings are built into team life. The timing and nature of these meetings depends upon team circumstances and may change as the team becomes more established, but teams usually meet together once a week. 

Meetings may include:

· Team retreats away from the area(s) we live and minister in.

· Worship, prayer and Bible study

· Sharing praying forand supporting each other

· Business meetings to discuss projects, finances, Servants International issues etc

· Planned time together at the team centre for business and prayer meetings but also for relaxation and celebration.
· Accountability meetings between a worker and designated person such as the team leader, for areas such as:

· 6-monthly reviews

· Debriefing before home leave

If there are separate teams in the same country they meet together at least once a year for a retreat, mutual encouragement and face-to-face discussion of Servants business.

International Leadership Council

The International Coordination Team (ICT), team delegates and some Elders meet together at least annually as the International Leadership Council (ILC).

ILC is usually hosted by one of the field teams, so that those attending have an opportunity to visit the city and see Servants at work there. Leadership training may also be provided at this time.
ILC is a time for: seeking the Lord for refreshment, direction and guidance; hearing from the leaders, elders and teams; setting vision and strategy for the future and finalising major policy.

The ILC delegates are responsible for discussing relevant issues with their team and bringing relevant recommendations to the meeting. Yet all present at the ILC come prepared to surrender their agendas and seek the Holy Spirit’s guidance with a completely open heart. Servants is not a democracy, instead we seek ‘charismatic consensus’ – mutually encouraging and supporting each other while seeking God’s heart for the advancing of his Kingdom and the service of the urban poor.

Forum

Traditionally this gathering takes place once every three years. It is open to any Servants worker, Elder, past worker, actively involved supporter and serious enquirer. All current Servants workers are encouraged to attend.

The Forum is the only time that the majority of Servants workers will meet those from other teams and is a compromise between maintaining the personal links on which the Servants network is built, with the environmental impact, expense and time needed for meetings of all workers. 

It is a time for: fellowship; sharing and celebrating what God is doing in and through our teams; seeking the Lord and learning about new vision and strategies.

Forum is generally held in a venue that provides a place of rest, beauty and relaxation for Servants workers and their families, yet is accessible by means of cheap flights. 

HELPING PEOPLE JOURNEY WITH SERVANTS
Finding out about Servants
People contact Servants from many sources: the website, books, personal contact, Servants events they have attended, mission conferences, hearing a visiting speaker or seeing Servants publicity. Home teams aim to follow up all enquiries, making enquirers feel welcome and providing any information they need. 
Involvement with the home team 

The first stage of getting to know Servants is usually through the team in that country. This may include: 

· attending events or local meetings

· receiving the Servants Newsletter

· e-mail updates

· joining a local prayer or study group 
· meeting team members to discuss further involvement
As enquirers jouney with us they may sense a calling to further involvement, such as seeking to live out Servants Ministry Principles and Community Values, helping the home team or journeying towards long-term involvement with a Servants field team. 

Any potential worker should first discuss their sense of call with their appropriate church leader(s).

Interested people should contact the Home Coordinator who will send relevant material, including a preliminary questionnaire. A member of the  Home Team will then arrange to meet potential workers and get preliminary comments from their church leadership.

If God seems to be confirming this direction to service with Servants, a member of the Home Team should meet with the appropriate church leader and potential worker to discuss the ”Steps to Joining”, training needs and options, and the point at which formal application to Servants is appropriate.

A very important part of helping a person examine their call to mission is the informal relationship that grows with regular contact between Servants and the potential worker, and Servants and the church leadership.  Through months and sometimes years of contact, we learn a great deal about a person’s gifts, ministry experience, character, personality, struggles under stress and further training needs.
Making a short-term visit
Short-term visits provide an excellent way of learning more about Servants ministry, but – more importantly – experiencing life in an urban poor community and getting to know individuals and families there. For those journeying towards long-term involvement, these visits are an important time of discernment by the visitor and the Servants team whether they sense God’s calling to long-term involvement with this particular team. We pray that all those making a short-term visit will return home more aware of God’s heart for the poor and motivated to greater involvement with poor communities in their own country.  The emphasis is on learning rather than doing ministry.

The number and timing of visits may be constrained by demands on the team such as whether the team size is reduced due to home leave, or whether there are extra demands such as the arrival of new workers; some teams may not be able to host short-termers at all and there may be times in other teams when short-termers cannot be accommodated.

Pre-field Formation (“Steps to Joining”)
If an enquirer senses a call to long-term involvement with Servants, they are asked to work with the Home Team for pre-field Formation including: readings, further training as needed, a short term visit to the field, Orientation course and regular meetings with a Servants mentor. 
This process also includes further discernment including talking with the enquirer’s church and the proposed field team, obtaining references, police checks, medical and psychological assessments.

See the Servants website for full details of the Steps to Becoming a Servants worker
Issues from the past

Servants is open to applications from those who have experienced divorce and other 'brokenness experiences’ provided we have a clear indication from other experienced Christians such as church leaders that the issues have been processed as fully as possible and healing found.  All of us are broken, wounded people on a journey to greater healing, wholeness and purity in Christ. But because working cross-culturally among the poor places greater emotional and spiritual demands upon us, while being open to those with such experiences, we would need clear indications of Gods’ healing grace indicating that past issues are not likely to resurface under the stress of life on the field. 

Practical Issues
During the formation process, the Servants mentor will help potential workers think about long-term issues such as medical needs, insurance and housing. Those with, or planning to have, children will have extra issues to consider, such as schooling possibilities and planning guardianship in the case of parental death.

On-Field Formation

Each new worker participates in a Formation Year, focussed on becoming proficient in the language, spiritual growth and becoming oriented to the culture of their chosen field and to facilitate effective future ministry. 

They will be linked with a mentor and meet regularly with them for prayer and encouragement. During this formation year they participate fully in the life of the team.

At the end of the first year on the field, new workers will meet with their team leader and discern whether God is calling them to continue in the team.  This is an opportunity for honest reflection and communication and either the new worker or the team may decide that Servants is not the best place for that person.
Home Leave

Servants recommend a balance of two months at home for every year spent in a field team. This is usually varies between taking 3 months leave every 18 months to taking 6 months leave every three years.

The time on leave should be a balance of visiting supporting groups and churches, rest and relaxation, debriefing with the Home Coordinator and perhaps undertaking further training. 

Return to the field is not automatic and depends on discernment by the Field Team, the sending church, the Home Coordinator and the Servants worker(s) themselves.
Returning to the sending country
When there is a sense that the worker’s time on the field is ending, the transition should be planned by the worker, their sending church and the Servants Home team. Full debriefing should be available both before leaving the field and upon returning home. Further debriefing by an independent person may be helpful.

Financial support should continue for long enough for the worker(s) to have some rest, relaxation and discern their future work area or ministry, usually a period of up to six months.
Returning workers are encouraged to continue their journey with Servants, becoming involved with the Sending Team in whatever manner best suits their new circumstances.

OTHER ISSUES AND RELATIONSHIPS 
Accountability

When we join Servants we are not joining an organization, but a community of Christian disciples. In joining such a community, we commit to loving one another, to supporting one another, and to allowing team mates to speak into our lives and to help keep us accountable for spiritual practices and ethical behaviour. As a community of disciples, we seek to live out the New Testament injunction to 'keep meeting together' in order to 'urge one another on to greater love and good deeds' (Hebrews 10:24-25). Thus, we freely choose to 'submit to one another out of reverence for Christ' (Ephesians 5:21). Every worker in Servants is expected to have a mentor and at least one person to whom he makes him or her self accountable. 
Decision making

Within Servants, we seek to make decisions by consultation, prayer and consensus between all those affected by the decision. 

In this regard, consensus means that all workers’ opinions and concerns have been heard and understood. All workers need not necessarily see the decision as most preferred but, after being heard and understood, they are willing to go ahead with the decision.

If consensus is not reached, the affected parties are encouraged to pray and fast for a period of time before trying to reach consensus again. If this still fails, then a mutually agreed third party would be called upon to assist the process.

By trying to include those affected by a decision, field and home decisions are generally made by members of those teams, with input and ratification by the wider Servants body for crucial decisions such as team leadership. 
Appointments

In line with our decision-making process, we seek to appoint Servants workers to specific roles using a consensus approach, seeking the Lord together for guidance. This process will be different in time-scale and breadth of consultation for roles on the International Coordination Team than for roles within field and home teams.

International Coordination Team 
Usually we will have notice when a member of this team is intending to step down, allowing time to seek a replacement and ensure a handover period. 

Ideally, we seek existing Servants workers to take on these key roles, because of the need to have experience of life and ministry amongst urban poor communities and because at least some Servants workers will already know them well, including their strengths and weaknesses.

Field and home teams
Teams decide who takes the role of leader and then who takes on the various responsibilites within their team.  The ICT is involved in the process and the ILC ratifies the appointment. 

Exceptions may be when forming new teams, when the ICT or ILC has recommended someone to start the team building process and gather a new team around them. In that case, as the team develops, the roles should be shared around the team as appropriate and in due course the team may sense that the person who developed the team may no longer be the most appropriate to coordinate the roles and responsibilies within the team.

Servants relationship with churches

Servants desire is to see mission firmly earthed in the life of sending churches.  We view the sending out of workers as a partnership between the church and the mission, in which the sending church has an important part to play in selection, training, commending, supporting and sending. Once a person is working with Servants, their Home Church continues to be a primary agent responsible for encouraging their financial, personal and prayer support.  
We seek an open partnership in which the church, the worker and Servants are all clearly involved in decision making to ensure a person’s progress is monitored carefully in terms of encouragement, supervision and support and informed assessments are made. However, the final decision about a worker’s acceptance for Servants ministry, field location, changes in location and return home lies with Servants and the candidate.

Seconded workers
Workers may be seconded from other organisations to Servants or from Servants to other organisations, whether local or international. 

Decisions regarding secondment should be made in consultation with any sending church, the Servants home team leadership, the Asia Coordinator and any relevant Servants Field team leadership. 

In all cases, decisions regarding the secondment itself and all communication, pastoral, financial and logistic areas must be clearly set out between Servants and the other organisation.

Seconded workers must agree to adhere to the Servants Ethos and Organisational guidelines, and complete the “Steps to Joining” and On-field Formation process. 

NEW SERVANTS TEAMS
Servants seeks to follow the Lord’s leading when establishing a new team, looking for a sense of God’s direction and calling combined with interest in that country from a significant number of enquirers. This may result in: 

sending a second team to a city where we already work

sending a team to a different city in a country where we already have a team

investigating entering a new country.

There are several stages in sending a new team:
· Exploratory Phase

· Decision Stage

· New Team

The ILC prayerfully considers the findings of the Exploratory Stage before making a decision whether to proceed and if so, how to proceed. Servants realises that teams need significant support during this crucial early period, so the International Coordinator or Asia Coordinator will work closely with new teams. 
FINANCES
Project Funds

Servants is not primarily a fundraising organisation because we see people and prayer as the most important resources needed for transformation.  Servants workers establishing projects take responsibility for sourcing the funds for those projects from institutional donors, supporters, churches, and donations made through Servants home offices.  Servants’ home offices may assist in sourcing funding for specific projects when asked.  
Supporting Field workers

Servants is a “faith mission”, with all members looking to God for their resources, but Servants will facilitate and assist the home church and the worker to raise the support they will need on the field.  This will be based on a typical budget supplied by the team leader of the chosen field and is normally well below the budgets of other missions.  We hope the worker’s church will be the primary vehicle through which God will supply their needs, supplemented by friends and relatives.  If needed, a worker may occasionally request help from the Struggling worker’s Fund.
Members use any excess funds for initiating new projects, for mercy giving etc. as well as their own living expenses.  There is also a general fund in each team for the Team Centre, projects, local worker support, field-end administration etc.

Supporting Home team members

As a general rule, Home Team workers are not paid by Servants, but supported on a faith basis, the same as Field workers.   Some workers support themselves by part time paid employment.  Much of the Home Team work is done by volunteers who give generously of their free time.

Supporting the International Coordination team

The International Coordination team members (IC, AC, & IA) are supported on a faith basis as other members. However these leaders have an increased burden of travel, because visiting field and home teams is a crucial part of their role, so Servants is committed to helping with these extra costs through the Vision Fund (see below).

The Tithe

A tithe of 10% is deducted from all Members personal support money and is used to cover some of their Home end administration costs, support the Vision Fund and the Struggling worker’s Fund. Where personal support money goes direct to the Servants member, that person is responsible for sending the tithe to the required places.

Vision Fund

As part of the tithe, 6% of personal support money goes to the Vision Fund which is used to communicate the vision and principles of Servants as well as to develop leaders and new teams within Servants.  This typically includes travel costs for the ICT, events, promotional materials, books, leadership training, new office set up costs, and recruitment expenses. 

Administration Costs

As part of the tithe, 3% of of personal support money is set aside for Servants Home Team offices which are supported by this and by any specific gifts for administration. This helps pay office costs, subsciption and insurance fees, phone, computer and postage costs plus publicity and newsletter costs.  All project donations are sent directly to the field teams with no deduction by the home office.  Formal project funding by agency donors will normally include an allocation for administration of the project and towards the costs of maintaining the Servants office in that country. Such money usually goes to the Field Team rather than the home team.

Struggling workers’ fund

As part of the tithe, 1% of of personal support money is set aside for allocation by Servants leadership on an as needed basis to any workers experiencing financial difficulty.

SAFEGUARDS
Crisis Contingency Plan

Each team maintains full Crisis Contingency plans which are updated at least annually. These are held on-line in the Servants Website Documentation area and set out recommended actions and lines of communication for the various crisis situations which may occur on the field.

The home coordinators have copies of these plans and are the primary contact point for relatives and home churches in the event of a crisis.

The I.C. or A.C. will be the official spokesperson for the mission in times of crisis.

In the event of Servants’ personnel or their dependents being kidnapped, every effort will be made to secure their release, using the guidelines in the Crisis Contingency Plan for that field. However, consistent with our dependence on God, it is important that workers and their families be aware that it is Servants policy, like most mission organisations and NGOs, not to pay ransom money, as this would place a price on the lives of other Servants’ workers and missionaries/workers from other organisations.  
Child Protection Policy

Each Servants team has a stringent Child Protection Policy, in order to protect vulnerable children in developing world situations from sexual or other forms of abuse. All field workers are required to sign this policy before leaving for the field. 

Police Check

All members applying to work in the field or to hold positions of responsibilty at the Sending office, will also be subject to a mandatory police check.
FURTHER INFORMATION

Further information on how the Servants body works can be found in the following documents. 
Statement of Beliefs (also available online)
Guidance for Candidates and Workers
Guidance for Teams and leadership
Guidance on Church Relationships
Guidance on Financial issues
Guidance on Meetings and Decision-making
Guidance on Resolving problems
These documents are available through the password protected section of the Servants website. Please contact any Servants office to obtain a copy.
For up-to-date contact details for these offices, visit Servants’ website www.servantsasia.org or email info@servantsasia.org
� In practice all this should be accessible to all teams on the password protected section of the website.
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