Collaborative Leadership Between Professionals and Lay People
Collaborative leadership involves bringing a larger group of people fully into the exploration and decision-making process.  It involves listening to people’s requests, concerns, and suggestions, and waiting for people to discover certain truths on their own.  (See Isa Aron, The Self-Renewing Congregation, p. 91)
Practicing collaborative leadership requires movement along a continuum of engagement and tsimtsum, actively discerning when to assert your expertise and experience and when to pull back from directing the decision-making process.  The following explores concrete ways professionals can exercise leadership along a continuum of collaboration with lay people.
Practice Collaboration Between Professionals and Lay People By:

· Listening carefully to all perspectives; framing the discussion and acting as a facilitator.
· Being a symbolic leader; using the symbolic weight of your position to signal the importance of values or cultural elements and cultivating an awareness of how actions, behaviors, and words carry symbolic meaning and can send broad and important messages.
· Spotting and labeling; using your professional expertise to name and identify principles and practices that could be applied elsewhere.
· Relinquishing some control to share ownership, credit, and responsibility; be willing to say: “We’ll build this together. I’m learning too.”; practicing tsimtsum where and when appropriate.
· Cultivating the capacities and commitments generated in people who work on the RE‑IMAGINE Task Force/Leadership Team.  Helping congregants bring their own expertise to the process.
· Using personal invitations that convey an individual’s value and gifts.  Demonstrate publicly and privately appreciation for specific skills.

· Limiting and focusing the task(s) and time required of participants.

· Identifying and nurturing the personal desires, the neshamot of lay people and staff by providing supports for personal growth, learning, spiritual journeying.

· Sharing and developing with lay people and staff mental maps of the interrelationships of people, places and structures.

· Establishing an atmosphere of experimentation (a hot-house) where work is created jointly and within a context of “we’re discovering” together.

Text study: Please read together the sacred text below and answer the following questions:

Two men, one named Eldad and the other Medad (two of the elders designated as Moses’ administrative assistants), had remained in camp; ye the spirit rested upon them—they were among those recorded, but they had not gone out to the Tent—and they spoke in ecstasy in the camp.  A youth ran out and told Moses, saying, “Eldad and Medad are acting the prophet in the camp!”  And Joshua son of Nun, Moses’ attendant from his youth, spoke up and said, “My lord Moses restrain them!”  But Moses said to him, “Are you wrought up on my account?  Would that all the Lord’s people were prophets, that the Lord put His spirit upon them!”  Moses then reentered the camp with the elders of Israel. (Numbers 11:26-30)
1. Understanding that collaboration requires professionals to move along a continuum of engagement and tsimtsum and reflecting on the ways listed above to practice collaboration between professionals and lay people, where would you place Moses’ actions as leader?  What might he have done differently?
2. In what ways does Moses act as a symbolic leader in this text? 
Tsimtsum
Sharing Professional Expertise 
Active Engagement
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How Much Tsimtsum?

In one congregation the professionals were excited that congregants were willing to put in the effort to participate in The RE-IMAGINE Project.  Their lay people had never come close to doing anything like this.  They wanted to make sure they had a chance to explore and grow.  They chose not to directly express their opinion about the ideas Task Force members were generating.  After trying this for a few meetings, they realized the lay people were not thinking big enough and were in danger of wasting the opportunity to really make transformative change.  

· How could the professionals re-enter the conversation without seeming too directive?  What other choices could they have made to avoid finding themselves in this position?
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