Morristown Unitarian Fellowship Develops Network Model of Organization
At our leadership retreat last November we looked at how things operate at the Fellowship (membership 269). We heard stories about how one group had no idea what the other was doing; about how it was difficult to get important information out to different segments of the congregation in a timely way; about how our data bases were scattered and inaccessible; about how our Interim Minister and acting DRE have found serious shortcomings that have taken up time that could have been better spent on the work they were hired to do. In short, we have an enormous communications problem.

We developed a model of networking that will improve communication with each other and between committees. It will also provide opportunities to build on each others ideas. We developed two sometimes overlapping networks: Administrative (which will support the physical plant and the work of the congregation) and Program (which will support committee work). 
Representatives on the Administrative Network are from Finance, Endowment, Pledge Campaign, Newsletter, Website, Public Relations, Memorial Garden, Personnel, Buildings and Grounds, Technology, and Membership Database, etc. Representatives on the Program Network are from the committees and programs that are too numerous to list (we have about 50), but include Sunday Services, Welcoming and Membership Support, Social Responsibilities (SR), etc. (We expect that there will be some consolidation of representation as with SR, which has one chair who represents all the working SR committees.) Each group decides who will attend and it may be the same person or a different person each month. And, actually, anyone who is interested may attend either or both of these meetings.
Each Network will meet once a month before the regular Board meeting. Before the Network meeting, each group will send to the Chair a short report using a template designed to keep such reports brief, on point, and let other members of the Network know a) what has been done since the last meeting, b) whether it needs discussion at the following Network meeting and/or c) if it needs Board action. 

Both meetings will be attended by two Vice-Presidents (currently called Chairs), the Minister, DRE and Administrator (more on that below).
Chairing the two networks will be the two VP/Chairs: one for Administration and one for Programs. They will be members of the Board of Trustees along with the President, President-Elect, Treasurer, and Secretary. The charge of this smaller Board is to set policy based on the needs presented by the two Networks.  The Board will not be involved in the day-to-day operations of committees or staff, although they will certainly be interacting with the minister and DRE and be available to everyone as always.

Along with these two Networks we realized (and this was clear to every single person at the retreat) that for a new minister to focus on the pastoral and program aspects of Fellowship life rather than on administration, we need to provide a full time Administrator to direct office staff and volunteers as well as support congregational goals. So one of the tasks for the Board is to develop a job description, obtain congregational support and funding, and proceed with the search for a person who will fulfill our requirements.

We have begun a trial period for this new Network model which will end in May, when the congregation will decide whether or not to change our by-laws and make this model permanent. During this trial period we continue to operate with our current Board from whose ranks the two VP/Chairs were selected.
Of course this is a work in progress, but if the enthusiasm of the first Network participants is any indication, we have high hopes that this reorganization will more than fulfill our goals. 
