
Paid and elected leaders are spiritually grounded.
Staff members seem to enjoy each other, yet I’m not sure if they trust each other.
Reporting (rather than dreaming, discerning, or learning) seems to consume meetings.
The strategic plan isn’t used to guide agendas, next steps, & communication.
Leader struggles from lack of clarity about roles, norms, and next steps.

Is Basecamp working for leaders? What changes need to be made to be more useful?
How might your “calendaring” conversations become more efficient?
Who tends to the strategic plan? How is it guiding next steps? Could it be simplified?
Do staff members feel that team members have their back?
Is it safe for staff members to speak their mind? Hold each other accountable?
Based on your job descriptions and goals, are you spending time on the right things?
How are the changes in elected leadership impacting your work?
What do you need from lay leaders to do your best work? What do they need from you?
Do you have a plan for chipping away at the things that aren’t working for you?

Reconfigure meetings so that they fit within the timeframe allowed. 
Use “2 minute updates” and “2 minute silent reflections” to tighten up schedules. 
Start & end meetings on time; use "weekly check-in" feature in Basecamp to review weekend events.
Update staff covenant; consider creating a church/leader covenant.
Have lunch together once a month rather than weekly.
Have conversations at a team meeting about potential shifts in your responsibilities.

Consider having an annual sermon series on mission and vision statements.
As a team, read and discuss a book together every quarter.
Build your meeting agendas based on your desired outcomes rather than everyone's input. 

Above and Below the Line Team Covenant Exercise.
Send Monthly Email Updates to Your Leaders.
4 Types of Conversations.
Facilitating Stand-up Meetings.
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