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TO: FSA Community of Faith 

FROM: FSA Leadership Council 

RE: Establishing, Supporting and Sustaining Positive Working Relationships 

Recommendations for establishing, supporting, and sustaining positive working 
relationships among the Staff of FSA, the Committees of FSA, Lay Leaders and the 
Congregation. 

DATE: May 2, 2021 

EXECUTIVE SUMMARY 

Purpose of this paper: To give guidance and direction to FSA in light of the pending recruitment 
and welcoming of a new Minister to FSA.   

Context: THE COVENANTING RELATIONSHIP: A foundational commitment is made when a 
Minister is called to a pastoral charge. This commitment involves the Minister, the community 
of faith and the Regional Council – in the case of FSA this refers to the Antler River Watershed 
Regional Council. 

SUSTAINING POSITIVE WORKING RELATIONSHIPS 

Recommendation #1: That the Leadership Council of FSA together with its new Minister 
establish and implement a process of reviewing the pastoral relationship between the minister, 
the Leadership Council and the congregation as a whole.  

The purpose of this recommendation is to sustain and enhance positive relationships, both in 
terms of how the participants feel about the relationship (the affective component) and how 
the relationship has worked in attaining the goals of the organization (the effective 
component).  

One element of positive relationship building has already been taken by Council by its 
commitment to participate in the United Church’s United Fresh Start program. 

Recommendation #2: That early in the tenure of the new Minister at FSA that a facilitated team 
building exercise be undertaken which would include staff, Leadership Council members and 
key stakeholders. This exercise should include developing a statement of responsibilities and 
expectations. Responsibility for implementing this recommendation lies with Council.  

The purpose of this recommendation is to develop shared expectations and to build 
relationships among staff, the Leadership Council and other FSA leaders. This facilitated session 
should include methods of conflict resolution and consensus building regarding how conflicts 
will be addressed.  
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Recommendations specific to the M&P Committee 

ANNUAL REVIEWS 

Recommendation #3: That the M&P Committee, in consultation with the Leadership Council 
Executive, develop a revised annual performance review (APR) procedure for all staff members 
of FSA, eventually bringing a proposal to the Executive Committee for any further consideration 
and eventual submission by the Executive Committee to Leadership Council for formal 
approval/endorsement. The intention is that an approved revised APR procedure be in place for 
the next performance review cycle.       

EXIT INTERVIEWS 

Recommendation #4: That M&P develop a formal exit interview process and tools for use upon 
the departure of staff, so that FSA has the opportunity to learn lessons, both positive and 
negative, based on the staff member’s experience at FSA.  
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TO: FSA Community of Faith 

FROM: FSA Leadership Council 

RE: Establishing, Supporting and Sustaining Positive Working Relationships 

Recommendations for establishing, supporting, and sustaining positive working 
relationships among the Staff of FSA, the Committees of FSA, Lay Leaders and the 
Congregation. 

DATE: May 2, 2021 

INTRODUCTION 

This paper has been prepared to give guidance and direction to FSA in light of the pending 
recruitment and welcoming of a new Minister to FSA.  The early acceptance of a new Minister, 
and sustaining a healthy Minister-congregation relationship, are foundational in achieving a 
ministry that meets the goals and expectations of all parties. This document outlines the 
development of a framework to sustain and enhance positive working relationships among the 
staff, between individual staff members and the committees of FSA (in particular, the Ministry 
and Personnel Committee), all lay leaders, and the congregation as a whole. This framework 
also is intended to help resolve conflict in a structured manner. The document emphasizes the 
relationship between the Minister and committees, lay leaders and the congregation but some 
of its elements apply to all staff members. 

THE COVENANTING RELATIONSHIP 

A foundational commitment is made when a Minister is called to a pastoral charge. This 
commitment involves the Minister, the community of faith and the Regional Council – in the 
case of FSA this refers to the Antler River Watershed Regional Council. 

The Covenanting relationship, as defined by Regional Council, reads (in part) as follows: 

The communities of faith and Regional Council of Antler River Watershed share ministry in 
mutual respect as part of The United Church of Canada.  Together we celebrate God’s 
presence, seek justice, and love and serve others.  A covenantal relationship, intentionally 
and willingly entered into by a community of faith with the Regional Council, is an 
important symbol of our commitment to one another. … 
 
This covenant between FSA and Antler River Watershed Regional Council is an expression 
of our gratitude and commitment to one another and promises to share the ministry 
entrusted to us as members of The United Church of Canada and our gratitude for the 
gifts we have been given by God for this work.   
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The section titled “Care for the Covenantal Relationship” reads (in part) as follows: 

Both FSA and Antler River Watershed Regional Council commit to working together in 
positive ways.  We commit to a code of conduct that is uplifting and supportive and all 
take responsibility to stand against bullying and harassment. 
 
We all recognize that there may be times when through misunderstanding, inattention, or 
poor judgement we may cause harm to the covenant between us. In such moments, we 
commit to drawing closer even when tempted to create distance and to seeking ways to 
restore our relationship drawing on whatever resources might help with that until we 
reach agreement on the way forward.  

 
First-St. Andrew’s is a Christian community; as such all our dealings with each other should 
reflect the love of Christ. Loving one’s neighbour inevitably means that we love and accept 
those who are different from us, including those who hold different views. Differing views will 
lead to conflicts from time to time; this is the nature of our world. We must demonstrate our 
Christian values by resolving our differences with love, respect and understanding towards the 
other.  

SUSTAINING POSITIVE WORKING RELATIONSHIPS 

Recommendation #1: That the Leadership Council of FSA together with its new Minister 
establish and implement a process of reviewing the pastoral relationship between the 
minister, the Leadership Council and the congregation as a whole.  

The purpose of this recommendation is to sustain and enhance positive relationships, both in 
terms of how the participants feel about the relationship (the affective component) and how 
the relationship has worked in attaining the goals of the organization (the effective 
component).  

In a congregation, we trust that our members strive to love one another and act for the greater 
good, as put forth in God’s Great Commandments [Matthew 22:36-40]. However, we 
acknowledge that we can always do better. Although policies cannot be relied upon to 
determine the attitudes and behaviours of individuals, they are important and necessary to 
provide a structure within which we can act. It is proposed that FSA strengthen those policies 
that pertain to the relationship between the Ministry and Personnel (M&P) Committee and 
staff, and among staff, lay leaders and the Congregation as a whole. 

One element of this positive relationship building has already been taken by Council by its 
commitment to participate in the United Church’s United Fresh Start program. This program is 
designed to create a “fresh start” for the new pastoral relationship. To quote from the United 
Fresh Start program: https://www.unitedfreshstart.ca/ 

The program covers key topics, such as entering new systems, conflict management, 
family systems theory, polarity management, church size theory, and adaptive 
leadership. Together, ministers and congregational leaders gain a mutual understanding 

https://www.unitedfreshstart.ca/
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of leadership expectations, role clarity, and the use of power and authority. The 
program will help create a fresh start for the pastoral relationship and prepare for 
effective mission and ministry together. 

Recommendation #2: That early in the tenure of the new Minister at FSA that a facilitated 
team building exercise be undertaken which would include staff, Leadership Council 
members and key stakeholders. This exercise should include developing a statement of 
responsibilities and expectations. Responsibility for implementing this recommendation lies 
with Council.  

The purpose of this recommendation is to develop shared expectations and to build 
relationships among staff, the Leadership Council and other FSA leaders. By taking place early in 
the tenure of the new Minister of FSA, it can be a proactive and positive way to understand 
roles, responsibilities and expectations and establish a positive footing on which to move 
forward. This facilitated session should include methods of conflict resolution and consensus 
building regarding how conflicts will be addressed.  

THE MINISTRY AND PERSONNEL COMMITTEE 

The Ministry and Personnel Committee (M&P) has a special and particular responsibility when it 
comes to ensuring that all staff have a safe and healthy environment in which to work. Staff 
must have a “safe zone” wherein they can openly and honestly share their feelings about the 
workplace environment and the nature of their relationship to the congregation.  

M&P currently assigns a member of the committee as a liaison to each staff person. One of the 
roles of this liaison is to create the “safe zone”. Meetings between a staff person and her/his 
liaison should be intentional and held regularly. These meetings should be proactive in 
determining both positive and negative feedback to/from the staff person. The liaison is a 
conduit between the staff person and the M&P Committee, bringing updates, suggestions, 
concerns or issues that need to be discussed and/or resolved to the M&P Committee. M&P 
members need to be trained in the responsibilities and best practices of the liaison-staff 
interaction. This aspect of the work of the M&P committee is a crucial element in creating a 
productive, positive work environment for staff and a healthy relationship between staff and 
the congregation.  

ANNUAL REVIEWS 

Another primary component of the M&P committee’s mandate is conducting an annual 
performance review (APR) for each staff member. Foci of the APR process are: fostering staff 
development, assessing performance against previously established goals and expectations, 
and setting goals for the next year. This aspect of the work of the M&P committee is also a 
crucial element in creating a productive, positive work environment for staff and a healthy 
relationship between staff and the congregation. 

M&P has had a formal annual review procedure for each staff member since 2014, with slightly 
different versions for ministers and lay staff. The specifics of this process should be reviewed 
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and revised, guided by UCC resource materials, Antler River Watershed Region (ARWR) 
resource materials and resource staff, and ARWR workshops for M&P committees. Among 
other elements, the revised APR procedure should include a mechanism for direct input from 
stakeholders with whom staff interact on a regular basis; this group would include, but need 
not necessarily be limited to, committee chairs and lay leaders. M&P members should receive 
education on the APR process in general and also training on the specifics of the FSA process. 

Recommendation #3:  

That the M&P Committee, in consultation with the Leadership Council Executive, develop a 
revised annual performance review (APR) procedure for all staff members of FSA, eventually 
bringing a proposal to the Executive Committee for any further consideration and eventual 
submission by the Executive Committee to Leadership Council for formal 
approval/endorsement. The intention is that an approved revised APR procedure be in place 
for the next performance review cycle.       

EXIT INTERVIEWS 

A consistent, formal exit interview process has not been followed in recent years. It is 
recommended that the M&P Committee should conduct an exit interview with all staff 
members who leave FSA in the future, whether by resignation, termination, or retirement. This 
interview is to be placed in an appropriate context of ending rituals, including celebration, 
thanksgiving and expressions of love and well wishes for the future. It is recognized that an exit 
interview requires the willing participation of the departing staff member, so while an exit 
interview should be pursued, it may not always be possible. 

Recommendation #4: That M&P develop a formal exit interview process and tools for use 
upon the departure of staff, so that FSA has the opportunity to learn lessons, both positive 
and negative, based on the staff member’s experience at FSA.  

NEXT STEPS 

Share with the FSA Community of Faith and then take steps to implement the 
recommendations as approved.  

 

This document was approved by the FSA Leadership Council on Tuesday, April 20, 2021 
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Reference Material 
 

A Covenant of Mutual Commitment, Accountability and Support 
Between 

________________ (name of the community of faith)  
and 

Antler River Watershed Regional Council 
 
Preamble:  
The communities of faith and Regional Council of Antler River Watershed share ministry in 
mutual respect as part of The United Church of Canada.  Together we celebrate God’s 
presence, seek justice, and love and serve others.  A covenantal relationship, intentionally 
and willingly entered into by a community of faith with the Regional Council, is an important 
symbol of our commitment to one another. 
 
 “Covenant” is a term with deep roots in the Christian tradition. In scripture it is frequently 
used to describe a relationship.  For example the covenant at Sinai joined God and the 
people together in an expression of gratitude and mutual commitment with the Ten 
Commandments serving as the foundation for their relationship with God and one another.  
In Jesus, we are given a “new covenant” to love one another as we are loved by Christ.  
And in our personal relationships, marriage is a covenant that draws two people together 
into a partnership based on love, mutual respect and promises to care for one another.   
 
 
This covenant between _____________ and Antler River Watershed, is an expression of our 
gratitude and commitment to one another, promises to share the ministry entrusted to us 
as members of The United Church of Canada, and our gratitude for the gifts we have been 
given by God for this work.   
 
Regional Council 
    
Antler River Watershed Regional Council covenants to fulfill the responsibilities of a regional 
council as outlined in The Manual of The United Church of Canada and its accompanying 
handbooks with a commitment to holding and encouraging communities of faith. In keeping 
with this commitment, the regional council will  

• make decisions concerning communities of faith with, not for, the community of faith 
• offer staff resources to assist communities of faith in strengthening their 

understanding of themselves and to equip them to be partners in God’s mission; 
• ensure that sources of funds are widely known throughout the regional council;  
• serve as a connection with mission partners in other denominations and faiths for 

mission projects on a regional, national, or international level;  
• encourage the development and ongoing activities of local clusters of communities of 

faith and of networks that lift up different aspects of the life of The United Church; 
• enable access to specialized technical and professional services from the staff of the 

denominational council if such services are beyond the knowledge of the regional 
council staff; 
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Community of Faith 
 
_______ (name of community of faith) covenants to fulfill the responsibilities of a 
community of faith as outlined in The Manual of The United Church of Canada and its 
accompanying handbooks.  
 
_______ (name of community of faith) will… 

 
• review and update their Living Faith Story and assess their ministry annually; 
• respect and follow the policies set out by the regional council; 
• recognize that all property (real and personal) is held in trust for the ministry of The 

United Church of Canada and to act accordingly in partnership with the regional 
council according to the Model Trust Deed 

• Participate in the work of Antler River Watershed Region by electing representatives 
to the Region, sharing information about the Region with their community, and 
supporting the Region with prayer and engagement with Regional ministries. 
 

Symbols: 
Just as the bread and cup, or a wedding ring, are familiar symbols of covenant, our 
relationship is also represented with tangible symbols of our promises to one another. 
The following symbols represent the spirit which the regional council enters this covenant: 
 
The Stole:  to mark our shared worship life 
 
Basin and Towel:  to serve in practical ways with respect, compassion and love. 
 
Loaf and Cup: to remember our unity as the church, the body of Christ. 
    
The Bible:  to ground our relationship and ministries in scripture and the  

  teachings of Jesus 
 

_____________ (CoF) names these symbols that represent the spirit with which they enter this 
relationship: 

•  Name symbol and what it represents 
•   
•  

 
 
Care for the Covenantal Relationship 
 
 
Both __________________ (name of community of faith) and Antler River Watershed 
Regional Council commit to working together in positive ways.  We commit to a code of 
conduct that is uplifting and supportive and all take responsibility to stand against bullying and 
harassment. 
 
We all recognize that there may be times when through misunderstanding, inattention, or 
poor judgement we may cause harm to the covenant between us. In such moments, we 
commit to drawing closer even when tempted to create distance and to seeking ways to 
restore our relationship drawing on whatever resources might help with that until we reach 
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agreement on the way forward. And remembering that at all times we are held 
together in the love and grace of God. 
 
 
  

Dated at {insert place and date}  
  
     
 ____________________ On behalf of (name of community of faith)   
  
  
Dated at {insert place and date}  
  
   
 _____________________ On behalf of _______ Regional Council  
 
 
 
 
 
 
 
CONFLICT RESOLUTION 
 
A formal conflict resolution process needs to be developed. There are many resources on 
effective conflict resolution strategies to which we can refer. 

For example: Conflict, Mediation and Negotiation | Western Continuing Studies (uwo.ca) 

For guidance see: Conflict Resolution for Holy Beings by Joy Harjo | Poetry Foundation 

It may be appropriate at times to consider a First Nations Indigenous “healing circle” approach 
in which the purpose is not to judge, assign blame, retribution and consequences, but to 
restore a sense of wholeness and harmony, through the willingness to acknowledge failings, 
respectfully appreciate the experiences of others, apologize and create the conditions for 
moving forward in positive ways. 

 

https://wcs.uwo.ca/public/category/programStream.do?method=load&selectedProgramAreaId=24536371&selectedProgramStreamId=24538260&utm_source=Adwords&utm_medium=CPC&utm_campaign=WCS-ProCertificates&gclid=Cj0KCQiApY6BBhCsARIsAOI_GjZE6xD0B1pjPQc2P6I9K0fgcxtugwf6E06tYMxyTpQVq5qfDQXV9dYaAuLFEALw_wcB
https://www.poetryfoundation.org/poems/141847/conflict-resolution-for-holy-beings

