
Lay Leaders and Ministers as Partners:
New Ways of Doing Ministry
by Barbara Child
Member, UUA Women and Religion Committee

The Committee's Study

T
1 he UUA Continental Women and Religion Commit-
tee has undertaken a major project this year of study-
ing ministerial authority and the empowerment of the

laity. Based on the committee's charge to implement the
1977 Women and Religion Resolution, and on the UUA's
Sexism Audit, the study has found some innovative and
notably effective programs underway in UU congrega-
tions. These programs signal significant change in how the
denomination conceives of and practices ministry.

To launch the study, Marilyn Gentile, committee chair,
wrote to the president of every North American UU con-
gregation and to some other individuals known to have a
special interest in lay ministry. The letter asked for re-
sponses to the following questions:

• What is your definition of lay ministry? Shared minis-
try? Shared leadership? Other related terms?

• What are examples of shared ministry programs in

your congregation?

• What is your philosophy behind these programs?

• What are their benefits? Their drawbacks?

• What is the future direction of these programs?

Defining Terms
The responses showed considerable variation in peo-

ple's use of terms to describe different forms of ministry.
In the interest of common understanding, the committee
adopted the most common definitions of key terms:

• Ministry: teaching, nurturing, and articulating religious
values; putting values into action in the church and
world; caring for the well being of others; and
conducting religious ceremonies.

• Team ministry: two or more clergypersons ministering
together.

• Co-ministry: team ministry in which two or more
clergypersons share one position.

• Lay ministry: ministry by lay persons.

• Shared ministry: clergy and lay persons ministering
together.

Philosophies about Shared Ministry
Thinking about shared ministry means thinking about

who does what in a congregation. It also means thinking
about what activities are regarded as ministry and about
how ministry and leadership differ, if they do. Is social jus-
tice work a form of ministry? Is directing the choir a form
of ministry? What about serving as an officer, a member of
the board of trustees, a committee chair, or a consultant on
conflict management? In other words, where is the line be-
tween ministry and leadership? Where is the line between
ministry and service? What does it mean, after all, to be a
servant-leader?

Shared ministry in practice in our congregations ranges
from the minimal participation of lay persons as "helpers"
or substitutes when the minister is away to formal pro-
grams involving titled lay positions, training, and accredi-
tation. Those who favor shared ministry maintain that we
are all called to share our gifts and serve one another. They
speak of broad participation as healthy, and of hierarchical
structure as unhealthy. They believe that a major role of
the clergy is to teach lay people how to minister. They rec-
ognize both (1) that the congregation members have a
myriad of skills that no one person could embody alone,
and (2) that no one else has the professional skill of the
clergyperson. continued on page 4

n!
3

7

8 -

10

12-13

Special Double Issue
Inside this Issue

n
A Feminist "Coming of Age"

Feminist Theology Awards

Crossroads: Calendar of Events

GA '93: A Kaleidoscope of Perspectives

WomanSpace Registration



UU Flood Relief
Seeks Support

T
B he UUA and the UU Service Committee have estab-
lished an emergency fund for flood relief in the Mid-
west. The fund was announced in late July by UUA

President John Buehrens and UUSC Executive Director Ri-
chard Scobie. In a joint letter sent to congregations, active
ministers, and others in the UU community, they ex-
plained:

"As the waters begin to recede and the full scale of the
damage is assessed, our staffs, working together, are in
close contact with churches and community groups in the
area in order to determine how best to be of assistance.

"We urge you to bring this appeal to the attention of
your congregation through any and all means, asking that
people who wish to respond to this emergency with finan-
cial assistance to send checks to UU Flood Relief, c/o
UUSC, 130 Prospect Street, Cambridge, MA 02139. Charlie
Zoeller of UUSC will serve as staff coordinator of this ef-
fort.

"Funds will be distributed by a UUA/UUSC task force
to Unitarian Universalist organizations as they develop in
the area of impact, and to other effective organizations
providing direct assistance. Priority will be given to pro-
grams addressing the needs of the most vulnerable victims
of the flooding.

"Individuals interested in information about possible
volunteer opportunities should contact the UU Service
Committee.

"We hope that Unitarian Universalist will respond to
this crisis with the same generosity with which they met
the destruction of Hurricane Andrew and the urban dis-
turbances in Los Angeles."
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Rise Up Update
The time when many of us will be sitting in circles

and exploring woman-honoring, earth-based spiritu-
alities from around the globe is drawing closer. The
training of leaders for the UUWF's curriculum, "Rise
Up and Call Her Name: A Woman Honoring Jour-
ney into Global Earth-based Spiritualities" has taken
place this summer and fall and will be completed be-
fore the year is over. Teams of leaders from almost
all of the UUA districts have volunteered to come to
one of the two training sessions — in Milwaukee,
Wis., in September and Beaumont, Calif, in October.
After their own training, they will schedule district
training sessions for facilitators for the curriculum in
local churches.

Pat White, Harvard, Mass., a training coordinator
along with Mairi Maeks of the UUWF Boston office,
reports that the response from the districts has been
enthusiastic and many wonderful, competent wom-
en will receive this training. In addition, there seems
to be a high level of cooperation and collaboration at
the district level, which will insure that the program,
so long awaited, will be available to all who want to
share the experience of the multi-cultural roots of
women's spirituality.

Watch for more news of "Rise Up" in the Commu-
nicator or in your district newsletter.

Continental UUWF Administrative
Board

The following women were installed as members of the
board for 1993-95 at the UUWF Biennial in June in Char-
lotte, N.C.:
Kay Aler-Maida, President, Brooklyn, N.Y.; Arlene
Johnson, Vice President, Tulsa, Okla.; Dee Ann Dain,
Treasurer, Dallas, Texas; Judy Williams, Secretary,
Houston, Texas; the Rev. Elinor Artman, Cincinnati, Ohio;
Sally Graves, Seattle, Wash.; Susan Haskin, San Diego, Ca-
lif.; Beth Hone, Lumsden, Saskatchewan; Janet Nortrom,
Shorewood, Wis.; Qiyamah Rahman, Atlanta, Ga.; Frances
Sebuabey, Washington, D.C.; Nada Velimirovic, Palo Alto,
Calif.

1993-95 Nominating Committee
The names of those elected to the UUWF Nominating

Committee for 1993-95 were also announced at Biennial.
They are: Marjorie Bowens-Wheatley, Washington, D.C.;
Peg Carlson, Salem, Wis.; Katie Stein Sather, Lacombe, Al-
berta; and Nancy S. Young, Tampa, Fla. In accordance
with the UUWF bylaws, the 1991-93 Nominating Commit-
tee elected one of its members, Betsy McCall, Moscow,
Idaho, to serve a second term.
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Be Nobody s Darling: Our Experience of a Feminist
"Coming of Age"

Editor's Note: The following article relates the experience of
Margaret Merrifield with the "Coming of Age Program," which
was developed by the Shawnee Mission Unitarian Society of
Shawnee Mission, Kan. Designed for young people who are inter-
ested in learning more about Unitarian Universalism and their own
religious beliefs, this is an elective program for youth from the
ages of 12 to 14. An adult church member, serving as mentor,
guides the young person through service programs within the
church, service in the larger community, and discussion with
members about religious beliefs, societal responsibilities, and
personal relationships. Upon completion of the program, the stu-
dent is honored at a graduation ceremony and appropriate festivi-
ties. The curriculum is described in detail in a publication available
from the UUA Bookstore. Ask for Order01014. The price is $7.95.

by Susan Merrifield and Dorothy Rogers
Boston, Mass.

"Through the 'Coming of Age' process, I have learned a
great deal...By confirming a belief in liberal religion, I must
stand behind my words, and not remain quiet when I hear
the old remark that has become so familiar to me: 'So, you
don't believe in much; Unitarians don't really have a reli-
gion'." — Margaret Merrifield

G rappling with this common misconception of Unitari-
an Universalism became a focal point of Margaret's
struggle to define her identity and beliefs as she en-

gaged in the year-lcng "Coming of Age" process. During
this time, "Mugsy" worked closely with Dorothy, whom
she had chosen as her mentor, to complete a number of re-
quirements, including volunteer service, exploring religious
literature and worship, and interviewing religious leaders.
As the words Margaret speaks above make clear, often Uni-
tarian Universalism is perceived to be a religion without
faith. Yet at 14 years of age, she was able to say: "I discov-
ered what it means to say, 'I am a Unitarian Universalist.'
To state this simple sentence, I must not be afraid to explore
and respect my inner feelings, speak up against unjust ac-
tions, and not to worry about putting my pride on the line."

As feminists, working with Mugsy and helping her
through her "Coming of Age" was particularly inspiring.
The process culminated in a ceremony which itself was rich
with feminist convictions. "Be Nobody's Darling" — the Al-
ice Walker poem which Margaret selected to be among the
readings in her ceremony — in essence grew to be the
theme of the service. Mother, father, grandparents, god-
mother, minister, and mentor each offered their words of
wisdom for the challenges she will face and the lure of "be-
coming a darling" in any number of ways, rather than as-
serting herself and affirming who she is and is to become.

If we had an "agenda," it was this: simply to provide

Coming of Age
Margaret Merrifield (center of top row, holding
with other participants in her "Coming of "Age
last fall at the Arlington Street Church, Boston,

Bruce Roberts photo

book) is shown
" celebration
Mass.

Margaret with the support and encouragement that we did
not have as we "came of age"...

Resources. We gave Mugsy books to read, books about
spirituality as well as about women leaders. Among them
was UUWF's Roots of Our Strength, about Unitarian and
Universalist women who paved their own way rather than
wait to be assigned a role by society. Also among this litera-
ture was Alice Walker's Revolutionary Petunias, which con-
tained the poem that Margaret ultimately took as her
theme.

Encouragement. On visits to the Arlington Street Church/
Dignity Friday Night Supper Program to feed the homeless,
on interviews with religious leaders, and in her readings, ei-
ther one of us or her dad would accompany her or talk over
questions and concerns. We let her know there was a help-
ing hand to guide her whenever she felt she needed it, that
she didn't have to do it all alone.

Role Models. We sought out people to act as role models
through this process. We were grateful to witness such sup-
port from those she interviewed: Hildred Cyr, member of
Arlington Street Church in Boston and social activist; Bill
Gardiner, Director of Social Justice at the UUA; Elea
Kemler, Harvard Divinity student and intern at First and
Second Church in Boston; Mairi Maeks, executive director
of UUWF; Phyllis Rickter, former president of UUWF; and
Judith Carpenter, chaplain at Dana Hall School in Welles-
ley, Mass. There are also countless others — teachers, neigh-
bors, family, and friends who helped and encouraged Mug-
sy along the way.

Perhaps the greatest mark of success of this program,
however, was the way in which it drew a community of
women together in ritualizing the process by which Marga-
ret made the transition from a girl into a woman. While

continued on page 6
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• Lay Leaders and Ministry, continued from page 1

Those who are skeptical about shared ministry stress
that even though all may have the capacity to minister,
only ordained ministers have the training and developed
talents to do so effectively. Some worry about the "quality
control" of lay ministry, mentioning "amateurish" Sunday
services and incompetent handling of other ministerial
functions. They wonder whether lay people understand
the boundaries that differentiate ministering from other re-
lationships. Some who other- _______________
wise compliment shared minis-
try nonetheless worry about
skilled and committed volun-
teers burning out or spreading
themselves too thin.

Models of Shared Ministry
The Women and Religion

Committee's study uncovered numerous models of shared
ministry. However various they are, their success appears
to depend on four common components, identified by
Ginny Kushnick of Huntington, N.Y., as follows:

Commitment to common goals.
Communication.
Compromise.
Appreciation of each person's talents.

Some models were described at a workshop sponsored
by the Women and Religion Committee at General Assem-
bly last June.

Canadian Chaplaincy. Donna Morrison-Reed, who co-
ministers with her husband, Mark, in Toronto, described
the Canadian chaplaincy program. Lay chaplains perform
marriages, memorial services, and other ceremonial rites
under the supervision of the board of trustees of a congre-
gation. The board hires, evaluates, and renews its chap-
lains. The Canadian Unitarian Council licenses chaplains
and establishes guidelines and training requirements. Per-
sonal characteristics are regarded as more important than
professional background. Chaplains contribute greatly to
outreach, as they perform rites for people who are not Uni-
tarian Universalists.

The Commitment to Fellowship in Huntington, N.Y.
Paul Beedle described the commitment to shared leader-
ship in his congregation, which called their first minister
30 years ago but intentionally continue to call themselves
the Unitarian Universalist Fellowship of Huntington. Their
bylaws describe the minister and board as co-spiritual
leaders. Whenever they undertake a major project, such as
when they prepared to become a "welcoming congrega-
tion," they have "spiritual directions" meetings to hear
from all who wish to speak.

Paul Beedle assessed the challenges of shared ministry
as logistical and the benefits as spiritual. He stressed that
undertaking shared ministry requires an intentional pro-

..ifyou make the work important, treat

it with respect, and validate the people

who do it, volunteers abound.

cess to educate the congregation about how to adjust its
culture. The ultimate benefits, he said, are a happy minis-
ter and a vital congregation.

The Oakland, Calif., Associates Programs. Bob Hood de-
scribed the First Unitarian Church of Oakland's Associates
Programs, which are based on the philosophy: "The work
is worthy, and so are the workers." Two of the four pro-

grams are solidly established.
•—"-————•—————--— Oakland's 12 Worship Associ-

ates plan all the Sunday ser-
vices along with the co-minis-
ters. People apply to be Wor-
ship Associates, and there are
always more applicants than
slots. Pastoral Associates do
not apply. They are asked to

serve as such by the Ministerial Relations Committee.
Presently there are seven. They attend the sick and dying
and others in crisis.

Two more Associates Programs are nascent. Teaching
Associates work in the Religious Education Program. So-
cial Justice Associates work on projects of their own choos-
ing, applying in groups of at least four. Oakland's pro-
grams reflect the understanding that the entire congrega-
tion owns and is responsible for church life.

When someone in the workshop audience said that in
her congregation it was impossible to garner enough com-
mitted volunteers for such ambitious programs, Bob Hood
responded that if you make the work important, treat it
with respect, and validate the people who do it, volunteers
abound.

Other audience members mentioned other variations
on the shared ministry theme. For example, in one congre-
gation lay ministers, chosen by the president, minister to
clusters of committees. In another, Wednesday evening
chapels are led by congregation members.

Looking Ahead
More shared ministry is clearly ahead for more congre-

gations. The more a congregation grows, the more shared
the ministry becomes. The more a congregation values
shared ministry, the more it recognizes the need for train-
ing, structured programs, and formal recognition.

The Women and Religion Committee is exploring pos-
sibilities for a packet of resource materials on model pro-
grams and training. Attention will also be given to work-
ing with seminaries to train ministerial students on em-
powering the laity. Those with models or other materials
to share may send a one- or two-page description to Laila
Ibrahim, a member of the committee, at 2125 Alfreda
Blvd., San Pablo, CA 94806.

While resources are being tapped and materials gath-
ered, congregations might want to consider doing what
the Huntington Fellowship did in response to the Women

continued on page 8
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