Presentation Notes

Fewer Enter Ministry

As fewer people enter the ministry the demand for lay leaders continues to grow.  Add to that the increasingly complex task of running a church and the need for adequately trained lay leaders becomes even more evident.  But how is this growing demand going to be met?  
Analyze the Problem

As you analyze the problem the question becomes not only what is the most efficient and effective delivery method for this training, but how can we encourage continued growth after the training. 
Tap into Power of CoP

The goal of this project evolved into seeing if I could tap into the powerful concept of communities of practice to offer a support system that enables participants to continue their personal growth.  
Living Embodiment
Also the church is more than a repository of Biblical theology, it is a living embodiment of knowledge that resides in the faithful, and that knowledge needs to be shared.

Goal Stronger Church
Put another way we were trying to build a stronger church through empowering the lay leadership.  
Tell You a Story
With the help of my construction timeline I am going to tell you a story about my adventure in trying to build a structure that would enable that empowerment to happen.  

1:30 -1:30
Vision of Grand Structure

I had a vision of the finished product.  It was a grand structure consisting of multiple online courses, certification programs, support libraries, and places to hold all kinds of theological and practical discussions, a truly virtual lay leadership training academy.

Engineering Profs Shudder

However, I had left out one thing that would make my old engineering professors shudder.  What part of this structure have I not talked about?  The foundation, I had not laid the foundation on which this grand structure was to be built.  
Met 2 Co-Researchers

But part of the reason was because I got so excited about the potential of these ideas.  I felt very fortunate to meet 2 co-researchers early on.  Dr. John Russell the president of McMurry University, and Rev. Ava Berry the local District Superintendent of the Methodist church.  It turns out they had been having similar conversations because they felt that lay leaders were often not prepared for the positions they were asked to fill, and not just from a job function standpoint, but from a scriptural background.  
Committee Formed
My excitement continued to build as a committee was formed of McMurry faculty, local clergy, and the three of us.  
Committee Close to CoP

The OMET program helped me recognize that this committee was close to a community of practice.  
1:50 -3:20

Cycle 1 - How to use online tools
I began my first cycle basically with the question: How can on-line tools be used to provide lay leader training and support? 

Already Done Lit Review

I had already done my literature review and in the process located all these sites that offered varying degrees of online lay leader training.  Based on that, I had decided what this lay leader academy should look like and came prepared to present it.  Since Dr. Russell and Rev. Berry had seemed so enthusiastic I didn’t anticipate any opposition.  
First Crack in Dream Academy - Relationships

But then the first crack appeared in my dream academy.  I had not taken into account the prior relationships that existed.  The clergy on the committee all knew each other, had a common background and trust already existed among them.  The faculty had a similar relationship.  While I at least knew some of the faculty, I was basically an outsider with both groups.
Second Crack – No defined Form

A second crack appeared when Dr. Russell didn’t define the form or content of the academy, but rightfully left it up to the committee to decide.  

Final Crack – Just IT Guy

The final crack that caused my vision to crumble was the perception that I was just the IT guy whose purpose was to put together a web site.  I had no credibility with the committee on any other issues pertaining to the Academy.  
Collapse –No Online Courses

That caused a collapse as the committee decided not to offer any online courses, but instead to have a weekend conference.  I left the meeting wondering if there was any validity left to my Action Research Plan at that point.
1:40 -5:00

Reflected –Hadn’t Built Firm Foundation
Somewhat dejected I went back to reflect on what had happened.  That’s when I realized I had not built a firm foundation on which to construct my vision.  
First Ingredient - Relationships

One of the ingredients I needed for a firm foundation is relationships.  The other members had no reason to respect my opinions; they didn’t know me, or my background.
Another Ingredient – Shared Experience

Another ingredient was shared experiences.  They needed to know that I had been a lifelong Methodist, that I had served on many committees including chairing the administrative board, and serving as lay leader.

Third Ingredient -Communication

A third ingredient was communication.  Primarily I needed to listen to their concerns and fears about online learning.

Reflected –Realized Wisdom
So I spent time reflecting on what I had heard and I realized their wisdom.  
Right –Limited Time

They were right to be concerned about the limited time, we probably couldn’t put together online courses in that time frame.  
Right –Quality First

They were right when they said we needed to stress quality in the first Academy, because that would help turn participants into advocates.
Right –Content not Delivery

They were also right when they were more concerned about the content than they were the method of delivery.  This was about changing people’s lives, not about showcasing technology.  

Swept Off Rubble

So I swept all the rubble off the foundation and went about repairing it.

Work Mixing Ingredients

I had some work to do to get all the ingredients mixed together, so I met individually with some of the members, establishing relationships and opening lines of communication so I could share my church experiences.  
More Engaged in Content

As a result I found myself much more engaged in the content discussions.  
Repaired Foundation – It Cured
I had repaired the foundation, and as it cured it became the foundation on which the Academy for Faithful Ministry would be built.
2:05 -7:05
Cycle 2 –Architectural Drawing
With what I learned in cycle 1 my cycle 2 question became: how could I build an online component that would compliment and support what the committee had in mind?  
New Architectural Drawings

Basically in cycle 2 it was time to develop new architectural drawing.  I still felt that an online support site could help the attendees continue their personal growth; but could I gain the support of the committee for such a site?
Relationship Matured – features discussion

As our relationships matured the committee began to value my suggestions and see the potential in such a site.    
Knowledgeable Colleagues – Best Platform

In addition to discussions with the committee I also met with knowledgeable colleagues about the objectives and parameters that had been developed and discussed what platform would best meet the objectives.  

CoP forming CoP

Interestingly, it struck me one day that I was involved in a community of practice to form a community of practice.

Gained Support – Next Cycle ?
Reflecting back on the second cycle I felt I had gained support for the online site, gotten input into the general purpose they expected it to serve, and solicited expert advice on a delivery platform.  It was time to move to another cycle.
1:20 – 8:25
Cycle 3 –Begin Construction
In cycle 3 I was ready to begin construction.  But this was going to be trial and error as I sought to determine what layout, format, and features would be most effective.  
Develop Beta Site

I would begin by developing a beta site.   Since the committee members had limited experience with any of the online tools, the Beta site would allow the committee to experience the look and feel of the site.    
Gather Feedback

I gathered feedback in the form of a survey, personal conversations, and committee meeting discussions.  In addition because the committee wasn’t familiar with online training I requested feedback from experienced online instructors and a graphic designer.  
0:50 –9:15
Review Final Site

So what did the site end up looking like?  As you can see the main page introduces the visitor to the Academy for Faithful Ministry.  It has information about when, where, and who will be leading the sessions.  It also has a sign up form.  
Post Academy Site

When you move to the post academy support site you notice many of the features you are familiar with in online courses:  Discussion Forums, Chat rooms, Quick Polls, and a resources area that everyone can contribute to.  It also has an RSS feed from the United Methodist News Service where they can read about the latest news stories involving the church.  We decided to keep it simple so we don’t overwhelm those unfamiliar with a lot of these technologies.
0:50 – 10:05

Cycle 4 –Focus Group
I know what the committee and the experts I consulted thought but would the site meet the needs of potential attendees?  I wanted to assemble a focus group, but unfortunately the deadline was upon us to get the site up.  
Adjusted Plan

So I adjusted my plan to review the effectiveness of the site after the Academy.  I plan to survey all those that attend the academy to determine if they had visited the site and why they had or had not participated in online discussions, and what could be improved.  
Future Questions –Will CoPs Develop?

There will be many other questions that will arise as we move forward resulting in many other cycles.
I will be looking for ways to assess whether communities of practice actually develop?  
Will our dream of these communities becoming the cornerstone to empowering lay leaders be realized?

Will Empowering lay leaders result in a stronger church?  
Some of those questions will begin to be answered in the coming weeks because the first Academy is this weekend, and I hate that I’m going to miss it.  

Not Through Building

But we are not through building and we will continue to add a piece at a time until we have the right structure.

1:15 – 11:20
What I learned –How to Build It
While I learned a lot about the architecture of this building, I learned more about how to build it, and what should go on inside it.  
I learned a lot about being a member of a startup community of practice.  I learned there is a difference between reading about how to set up a community of practice and living inside one where you deal with all the political and emotional aspects.  
I also learned the necessity of building a consensus and the importance relationships play in achieving that.  
I believe the insight this experience has given me about working within communities of practice will help me as I try to nurture the Academy for Faithful Ministry communities.

0:45 – 12:05

