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Chapter 1: Introduction

Many Houses of Worship (HOWSs) in Massachusetts are addressing the environmental
problems created by our carbon based economy, by making efforts to reduce their environmental
footprint. They are also aware of their need to reduce consumption, minimize costs, and to find
affordable ways to provide for their energy and other needs, while becoming progressively more
sustainable. In his work, the term “sustainability” is understood under the United Nation’s
Brundtland Commission's 1987 report definition of “sustainable development.” In such report,
sustainable development is defined as a "... development which meets the needs of current
generations without compromising the ability of future generations to meet their own needs"
(United Nations Economic Commission for Europe -UNECE-, n.d.). Such concept supports
strong economic and social development, and at the same time, it highlights the importance of
protecting the natural resources and the environment, making efforts to maintain
intergenerational solidarity in the use of our available resources.

Among the several sustainable initiatives intended to make their congregations “greener,”
some HOWs have recently begun utilizing windows and lighting fixtures replacements, facility
insulation improvements and community parks cleaning initiatives, as well as solar photovoltaic
(PV) systems installations (Roseland, 2012; Lovins, 2011). Up to the present, several HOWs
have already implemented those practices successfully, in most cases relying on the expertise
and advice of Massachusetts Interfaith Power and Light (MIP&L), which is the State of
Massachusetts chapter of Interfaith Power and Light (IPL). IPL is a faith based organization
committed to the mission of protecting God’s Creation by promoting sustainability in HOWs of

different religious denominations in the United States.



Research Goals, Questions, and Hypothesis

My research focuses on successful sustainable initiatives conducted by groups of
volunteers or “teams” at different HOWSs. The three main goals of this research include the
understanding of interpersonal relationships, the identification of processes supporting team
dynamics and performance improvement, and the production of guidelines and recommendations
for future sustainable initiatives. Specifically, this research explores the relationships among
team members and between the members and the team’s leader with facilitative skills, exploring
how the positive improvements in those relationships help teams improve performance towards

successfully implementing their goals. The research goals are graphically presented in Fig. 1.
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Figure 1. Research goals. The main purposes of this research are the understanding of interpersonal
relationships, the identification of keys to team success, and the elaboration of guidelines for best
sustainability practices.




The main question guiding this research focuses on the qualities or characteristics that
make a team of volunteers successfully plan, conduct and complete a sustainable practice in a
HOW in an effective and efficient manner. The research question is formulated as follows: How
do the interactions among the members of teams of volunteers, including their leaders with
facilitative skills, in Houses of Worship, support the development of positive team dynamics and
performance that directly leads to successful planning and implementation of sustainable
initiatives.

The following specific questions help to elucidate the main research question:

e How do the practices of a leader with facilitative skills enhance the process using the
conceptual framework of “self-managed,” and “high performance teams?”
e What are the lessons learned by these teams as the result of the improvement of their

team’s social dynamics and the successful implementation of their sustainable initiatives?

The teams of volunteers considered in this research are “self-managed” teams as defined
by Thompson (2011). Team dynamics can be assessed through the “Interpersonal Processes”
framework that is also referred to as the “6Cs and T concepts developed by Yeatts and Hyten
(1997). This “6Cs and T” framework includes: communication, coordination, cooperation,
collaboration, conflict resolution, cohesion and trust. It has been shown that improvement to
team dynamics allows the team to also improve performance, therefore approaching the “high
performance” team model (Katz, 2009; Cook, 2009). The “facilitative leader” (Schwarz, 2005;
Bacharach, 2009) is also part of the team, either formally appointed by other members or
informally defined through team members’ interactions over time.

In this research, the role of the leader with facilitative skills is deemed as significant in

the process of successfully planning and completing sustainable initiatives at the HOW level. For



this study, success is defined as a team’s ability to be efficient in the use of their time and their
financial and human resources, maximizing benefits and minimizing costs, and improving their
capacity to achieve their goals. It should also be noted that there are external elements
influencing a team’s success, including institutional support, legislation and the global economy
(for example, trends in the global energy markets). More details about the aforementioned
concepts are included in Chapter 2.

I hypothesize that: the improvement of interpersonal processes such as communication,
coordination, cooperation, collaboration, conflict resolution, cohesion and trust, can improve
team dynamics and performance with the support of the HOW team’s leader with facilitative
skills, who is also able to influence team members’ enthusiasm and commitment to protect
Creation, and guide this “self-managed” team towards being successful, approaching the “high
performance” team model. This model will enhance the likelihood of success through enhancing
team efficiency (maximization of the cost/benefit relationship in terms of money, human
resources and time) and effectiveness (the capacity of achieving the team’s goals), when
implementing sustainable practices at the HOW level.

The new knowledge emerging from this study informs recommendations for “best
practices” based on the experiences of the teams who successfully implemented sustainable
practices. It is hoped that HOW teams or teams in similar types of organizations committed to
conducting sustainable practices in the future may benefit from these recommendations. In
summary, a deeper understanding of team members’ social dynamics along with the team
members’ relationships with their leader with facilitative skills is seminal to understanding

processes that will enhance opportunities for success.



Research Process Overview and Identification of Case Study Sites

This research included seven HOW teams that completed solar PV systems installations
and parks cleaning works, grouped into the COMPLETED case study. It also included one HOW
team that was in the process of implementing three sustainable practices simultaneously,
consisting of windows installation, lighting fixtures replacement and room insulation work. This
last team was named ONGOING case study in this research. The HOWs included counted on
highly motivated volunteers who undertook the initiatives as their own mission to protect
Creation. Passion and conviction were significant motivators for those team members to develop
their initiatives.

I developed a pilot project in an early phase of this research. This pilot research resulted
in the identification of the seven HOWs to include in the COMPLETED case study and one
HOW to serve as the ONGOING case study. It involved working with a group of different
HOWs representatives, most of them belonging to the Episcopal Diocese of Massachusetts. This
group included members of different teams that already completed solar PV installations, and
they were seeking to engage other HOWs in the development of sustainable initiatives. The
group was in charge of providing knowledge, experience and networks to help MIP&L in the
process of advancing solar PV initiatives in the State of Massachusetts. This initial contact led
me to identify a group of nine HOWs that was showcased as a pioneer in successful solar PV
installations.

This pilot research project started after this research proposal was approved by the
Antioch University New England Institutional Review Board. The first action was contacting
members of the aforementioned group to request information about the successful nine HOWs.

Their stories of success had been published as case studies in the Episcopal Diocese of



Massachusetts website (Sun-powered stewardship: Nine churches in the Diocese using solar
energy, n.d.). In addition, a Sustainable Houses of Worship Workshop (SHOW) took place in
Western Massachusetts, which provided an opportunity to observe the team interactions from
these HOWs. SHOWs are instrumental to MIP&L, allowing this organization to spread the word
and engage other HOWs in the process of becoming more sustainable. Several volunteers from
different HOWs participated, interested in learning about solar PV installations, heating,
ventilation and air conditioning (HVAC) upgrades and retrofitting, room insulation work,
building temperature zoning, and windows and lighting fixtures replacements.

The preliminary data acquired for this pilot research project included publicly available
information from each HOW’s and MIP&L’s websites, as well as press releases and other
publications provided by HOWs’ and MIP&L’s representatives about HOWSs sustainable
initiatives in Eastern Massachusetts, and specifics about solar PV and other sustainable projects.
An early question arose as to whether or not all HOWs’ projects had a similar start or if each
case had a particular approach to engaging their congregation. Another question focused on how
these groups of volunteers managed to work together to bring those projects to a successful
completion. On one hand, I was interested in the description of the processes and the technical
aspects of the project development, and on the other, in the specifics of the dynamics and
performance that characterized the people forming those groups, or teams, that made the process
possible. Both types of knowledge would later help answer my research questions.

The initial interactions with the nine HOW teams and other individuals associated with
MIP&L provided valuable data including contact information about individuals in positions of
leadership. I also developed a semi-structured interview questionnaire and a survey that was

submitted to a MIP&L representative as well as the Dissertation Committee for review. Using



the reviewed versions of both, the pilot study data collection phase started. The first step
consisted of contacting each of the aforementioned nine HOW representatives or leaders, by e-
mail and phone. Of the nine HOWSs contacted, seven finally agreed to participate in this research.
These seven sites are referred to as the COMPLETED case study in this dissertation research.

For privacy reasons, the real names of each HOW were changed by “HOW 1" through
“HOW?7,” and each participant’s name was replaced by a nickname. The individuals contacted
had been in a position of leadership, and they were potentially able to provide help to contact
other team members that had also been involved. In some cases, I asked those leaders to gather
participants for a short group meeting. In some cases, this was not possible since the teams did
not exist anymore and no contact information was available. In those cases, only one or two
original team members were available to participate in this research. I communicated and
interacted with them directly for the data collection.

After this initial assessment involving HOW teams that have already completed the
sustainable initiatives, assessing a team in the process of implementing sustainable initiatives
became essential in order to analyze the evolution of group dynamics. Three potential teams
were identified for this purpose: the first one was in its early stages of the decision making
process for solar installation; the second was mostly focused on sustainable or “green”
investment. Finally, the third team was conducting the three aforementioned sustainable
initiatives simultaneously, the windows, the lighting and the room insulation works. Because
their ongoing status and the fact that their initiatives were comparable to the ones this research
includes, I selected the third team, that consisted in a very proactive and enthusiastic group of

people that called themselves the “Energy Team” in their Congregation. I contacted the team



through their leader, and they responded positively to participate in this research. This site is
referred to as the ONGOING case study in this dissertation research.
Description of Chapters

This dissertation contains five chapters. Summarized in this chapter (Chapter 1) are the
research goals and questions along with the associated hypothesis of research. The pilot research
is described including the partner organization. The chapter then describes how the outcomes
from this pilot research identify the successful COMPLETED and the ONGOING case study
sites for the dissertation research.

Chapter 2 Literature Review and Theoretical Framework, presents a review of literature
that to supports the methodology and the discussion of research results, and describes the basis of
the body of theory that was drawn upon to craft the theoretical framework that guides this work.
It includes definitions related to the concepts of high performance team, self-managing team,
leadership with facilitative skills, and also a reference to the importance of the culture of the
organization and the concept of risk.

Chapter 3 Methods, presents the specifics of the methodology, including case study
approach, mixed methods approach, the description of the area of study, including a description
of Massachusetts Interfaith Power and Light, as well as general characteristics of the HOW
teams included in this research (carefully avoiding identifiers to comply with privacy issues). It
also presents validity and ethical considerations.

Chapter 4 Results, includes the results obtained from the research process. They are
presented separately for the COMPLETED case (including all the HOWSs that completed
sustainable initiatives) and the ONGOING case (including data from the HOW team I observed

while they were in the process of completing three sustainable initiatives). The data includes



quantitative and qualitative information. Qualitative information includes numerous quotes from
team member’s statements to help clarify results.
Chapter 5 Discussion and Conclusions, provides a discussion and interpretation of the

results and a sets out recommendations for “best practices” and future research questions.
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Chapter 2: Literature Review and Theoretical Framework

Theoretical Considerations

According to Daft (2010), “Organization Theory” is concerned with the organizational
level of analysis, but it also focuses on groups and the environment. In order to understand and
explain an organization, a researcher needs to take into account the characteristics of the
environment in addition to the organization itself. Organization Theory is the “macro”
examination of an organization, since it analyzes it as a “unit.” It is concerned with the “big
picture” of an organization and its main departments or fragments. This theory focuses on people
grouped into departments or fragments with different structures and behavioral characteristics at
the organizational level of analysis. On the other hand, “Organization Behavior Theory” (Bass,
1960; Bass and Bass, 2008) is concerned with individuals within organizations as the “units” of
analysis. It is the “micro” approach to organizations, it focuses on concepts such as “motivation,”
“leadership style,” and “personality,” and it is concerned with emotional and cognitive
differences existing among people within organizations. Daft (2010) points out that
“Organizational Theory” could be characterized as the “Sociology” of organizations, while
“Organizational Behavior Theory” would be the “Psychology” of organizations.

I focused on the observation and assessment of teams that are self-managed, seeking to
approach the high performance team model, and that are supported by leadership with facilitative
skills. I drew upon the Organization Theory and Organizational Behavior Theory to understand
how self-managing, high performance seeking teams are managed and developed through leaders
with facilitative skills in order to improve team performance towards achieving the goals set by
the larger organization. In this research, I am referring to a group of people intentionally working

together to achieve a common goal, as a type of “organization.”
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According to Laiken (1998), in high performance organizations the organizational goals
and the personal needs are met at the same time. Furthermore, personal needs are met through
the achievements of the organization. The organizational culture of high performance
organizations fosters respect, responsibility and opportunity, people-centered processes, and
perhaps most importantly, the ability to work effectively in small groups or work teams. The
functioning of semi-autonomous work teams, including their ability to establish goals, set
priorities and resolve work-related problems is key to organizational effectiveness (Laiken,
1998). In a high performance team, the creativity in each individual is stimulated through the
work dynamics. In contrast to the traditional authority model, leadership behavior for team
development supports the idea of an effective leader (or a leader with facilitative skills) who
enables, empowers and facilitates the work of team members. I will be drawing upon the
aforementioned concepts in order to define and understand the role of the leader with facilitative
skills in keeping the team working effectively towards achieving its goal.

For this research, leadership with facilitation skills is defined as the formal or informal
process of one or more individuals within a small group or work team who enables, empowers
and facilitates the work of team members. Groups of people or “teams” evolve as members
interact with each other and with their leaders while they are invested in working together
towards a common goal. The Theory of Group Formation proposed by Tuckman (1965) and later
revised by Tuckman and Jensen (1977), can be used as an organizing framework to understand
how a team is formed and how it evolves to approach the “high performance team” model.
Tuckman (1965) analyzed a series of published articles describing group development stages

over time in different group settings. The author proposed four general stages of group

29 ¢¢ 29 ¢

development: “forming,” “storming,” “norming,” and “performing.” In a later revision, Tuckman
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and Jensen (1977) added the stage of “adjourning.” The “forming” phase represents the
beginning of the process, in which relationships among the team members are established. It is
characterized by orientation, testing and dependence (Tuckman, 1965; Molnau, 2013). The
“storming” phase represents the stage in which power plays and conflict among the members
(who are still confused) arise. This phase is dominated by resistance to group influence and to
the task required. The “norming” phase follows. In it, the team has developed trust and good
communication level and there is openness among team members. The “performing” phase is
that in which team cohesiveness is achieved, and the team members start constructive action.
Lastly, the “adjourning” phase is when the group is disengaged and it is dominated by separation
anxiety, sadness, and feelings towards leaders and team members.

This research also drew upon the interpersonal processes within a team presented by
Yeatts & Hyten (1998). Interpersonal processes among team members and between them and
their leader with facilitative skills include the “6 C's Plus Trust” (or “6 C’s and T”’) context,
including the concepts of communication, coordination, cooperation, collaboration, conflict,
cohesion and trust. The author's research data indicated that these interpersonal processes
influence and are influenced by the work processes, the characteristics of the team, the team's
environment, and the characteristics of the team members. However, the most significant
influence on the team's performance has been found to occur through its effect on the first one,
the team's work process (including team member's efforts, available resources, talent and
procedures applied to their work). The “6 C's Plus Trust” processes are described in the
following paragraphs.

Communication is a key team interpersonal process. It generally has direct positive

effects on people's talents applied at work, since people continually learn from others’ mistakes,
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and they are inclined to ask for help. The team environment affects and is affected by the
organizational culture, the resources available to the team, the training opportunities and the
relationship with leadership. Team design, including team’s norms, size, composition and
leadership, also affects the level of communication. The role of the formal team leader is
particularly important, since communication tends to be more prevalent when the leader actually
encourages team members’ communication in an open, complete, honest and nonthreatening
way, facilitating the team decision-making process. Finally, the characteristics of the team
members, including the knowledge and skills, the interests in the work, and their personalities
influence communication.

Coordination has not received as much attention as communication in the literature.
Work coordination can be defined as the “... act of performing two or more steps of a work
process in a proper order” (Yeatts & Hyten, 1998). This interpersonal process is particularly
important when considering team performance. If the tasks are not well coordinated between
team members, the procedures will not be carried out correctly, resulting in inefficiency and
ineffectiveness in the process of achieving the team's goals.

Cooperation and collaboration are two concepts that remain closely related, and are
sometimes used interchangeably. For the purpose of this study, they are considered synonyms,
and defined as “...the act of two or more people working together for a common purpose” (Yeatts
& Hyten, 1998). These terms are closely related to the concept of conflict, which has been
traditionally defined as “...disagreements between two or more people that leads to mistrust, poor
communication, and lack of cooperation” (Yeatts & Hyten, 1998). However, behaviorists in the
late 1960s started to view conflict as a natural process that may lead to either dysfunctional

behavior or to beneficial behavior. Therefore, “beneficial conflict” or “cooperative conflict”
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refers to situations in which two or more team members with opposite ideas or interests are
motivated to explore and understand each other. Cooperation, collaboration and conflict are also
related to the team work process, the environment, the design and the characteristics of the team
members. This influence of Yeatts and Hyten’s concepts is of particular interest for this research,
in which “conflict” conveys the idea of conflict resolution capacity within a team.

The research conducted by Yeatts and Hyten (1998) demonstrated that while cooperation
tends to be high and conflict low among team members that are similar in their job status, values,
prejudices and talents, the opposite tends to happen when team members are in a different status.
Those in the lower ratings tend to feel threatened by those in higher ratings (formal leadership),
and these may tend to downplay the recommendations from those in the lower status. This
reduces cooperation and increases conflict.

Cohesion “...1s the degree to which members of a team feel attracted to their team and
feel compelled to stay in it” (Yeatts & Hyten, 1998). Trust is defined as “... a belief held by one
team member about another that 1) the behavior of the other can influence whether one gains or
loses something; 2) one has no control over the other's behavior; and 3) that the other will behave
in such a way that gains will result” (Yeatts & Hyten,1998). Trust and cohesion are two of the
conditions characterizing solid, long lasting teams, and therefore their development within a
team takes a long time. In certain circumstances, teams form for a short period of time to achieve
a specific, short term goal. It is critical to consider how the degree of development of these
interpersonal processes impacts the group dynamics.

The Team and the High Performance Team
A team can be defined as “... an interdependent collection of individuals who share

responsibility for specific outcomes for their organizations” (Thompson, 2011). It can also be
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defined as a “... small number of people with complementary skills who are committed to a
common purpose, performance goals, and approach for which they hold themselves mutually
accountable” (Katzenbach & Smith, 2003). Both definitions convey the meaning of commitment
and cooperation in order to achieve common goals. Belbin (2010) considers that “[t]he essence
of a team is a set of players who have a reciprocal part to play, and who are dynamically engaged
with one another.” A “high performance team” is one that meets all the conditions of a team, but
according to Katz (2009) it has, in addition, ... members who are deeply committed to one
others' personal growth and success.” Those teams are often extremely focused on their
objectives and generally achieve superior business outcomes. Cook (2009) considers a “high

performance team” as the one that shows the following characteristics: “a clearly defined and

99 6 99 ¢¢

commonly shared purpose,” “mutual trust and respect,” “clarity around individual roles and

responsibility,” “high levels of communication,” has “a leader who both supports and challenges

99 ¢¢

team members,” “a climate of cooperation,” and “an ability to voice differences and appreciate
conflict.”

Some experts question the validity or value of having teams in charge of executing
specific tasks in any organization. According to Katz (2009), teams do not represent the solution
to all the organizational needs, since they are not able to solve absolutely all the problems, or
enhance everyone's results, or help top management tackle every challenging task. Furthermore,
in some cases, the existence of teams in organizations can be resisted. However, Katz points out
that teams generally outperform individuals or even other groups, and are key to effect necessary

change in high performance organizations. Those managers who are convinced that some

behavior-based characteristics (as quality, cost-effectiveness, innovation, and customer service,
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and the statement inquiring about whether team leadership valued and recognized team
member’s individual contributions stresses again the importance of the leadership role. The data
show that when team leadership values team member’s contributions, team cohesion tends to
improve as well.

Team conflict resolution showed dependence with variables not involving the role of
leadership as well. For example, it showed a positive relationship with non-frequent changes in
team membership, which makes sense since as team members work together for a longer period
of time, they tend to become acquainted and used to work well with each other. Conflict
resolution also positively related to positive answers about team members’ levels of satisfaction
by working in their teams. Generally, as little changes happen in the team composition, and as
team members tend to feel more satisfied working in the team, the capacity for conflict
resolution tends to improve within the group.

Finally, a strong interdependence involved trust and the answers to two survey
statements: whether a member would highly recommend his or her team to successfully
complete a sustainable project on one hand, and whether a member was motivated to have his or
her team succeed. These statements were essentially related since they evidenced team member’s
perception of their team performance, and their own sentiment about the group. It was expected
that they both had a similar interdependence with trust. Team members are more motivated to
have their team succeed and they would recommend their team to develop future initiatives as far
as trust had been built to the highest levels.

The data from the ONGOING case study survey (second iteration) indicated that the
strongest relationships were found between cohesion and cooperation, between cohesion and

coordination, between cooperation and coordination and between trust and collaboration (Table
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8, Chapter 4). The data in the first three interactions indicated that cohesion, cooperation,
coordination and trust vary in a similar direction, improving together within the group. High
levels of collaboration were associated with moderate to high levels of trust, indicating that even
when trust was moderate, team members considered that collaboration met high standards. This
suggests that members were moved by a significant trust in the team, but also that the role of
their leader might have been key to keeping the group motivated to collaborate towards
successfully advancing the projects.

Thirteen interactions showed interdependence between variables as presented in Table 9,
Chapter 4. Seven of these interactions involved the role of leadership, and five of these seven
involved conflict resolution. These results are consistent with the ones obtained through the first
survey iteration, which appears to indicate that the role of the facilitative leader is important in
the process of conflict resolution towards improving team dynamics and performance. Team
conflict resolution showed a positive relationship with the positive responses to five survey
statements related to leadership. First, conflict resolution positively related to whether team
leadership helped the team clarify the project’s objectives, suggesting that as leadership made the
project’s objectives clearer, conflict was reduced. Second, conflict resolution was positively
related to whether team leadership gave feedback in a timely and equitable manner, and the data
indicated that leadership’s feedback provided in a timely manner helped reduce conflict or
enhance the capacity for conflict resolution within the team. Third, this interpersonal quality was
positively related to whether team leadership addressed potential issues or conflicts early in the
process, and the positive relationship suggested that an early address of potential issues by team
leadership helped to resolve conflicts within the team. Fourth, conflict resolution was positively

related to whether team leadership managed change efficiently, and the data suggested that
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efficient change management by leadership improved the capacity to resolve the conflicts that
emerged within the group. Finally, conflict resolution relates to whether team leadership helped
others develop passion for their project. The data suggests that as team leadership helped team
members feel comfortable and develop passion for their work, possibly leading by example,
team members felt more inclined to negotiate and improve their capacity for conflict resolution.

Team collaboration and trust were also strongly related to the role of team leadership.
Both of these interpersonal processes were related to the responses to the statements about
whether team leadership provided authority for members to make decisions. The data suggested
a positive relationship between the variables, in which team leadership can improve
collaboration among team members by giving them opportunities to make decisions. It seems
that this provides them ownership and direct responsibility for the development of tasks,
prompting them to engage in collaboration with other team members. Trust also relates to this
statement, and the data suggested that team members agreed to the fact that team leadership
provided members the authority to make decisions, whether the levels of trust were moderate or
very good.

The relationship between trust and collaboration demonstrated a mutual dependence.
Each of these two interpersonal processes are related to each of the following three statements:
whether team members were motivated to have the team succeed, whether team members
implemented innovative ways to perform tasks successfully, and whether there was room for
improvement in team work. In the first statement, the data suggested that as collaboration
improved, members felt more motivated to see the team succeed. From the interaction between
trust and that statement, it is possible to conclude that team members considered that they were

motivated to have the team succeed when the levels of trust was considered moderate to
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excellent. The issue of team members being motivated to have their team succeed has been
recurrent in these interactions when exploring the ONGOING case study data, either related to
trust or to collaboration, and that was notable. Collaboration and trust are also positively related
to the statement about whether the team implemented innovative ways to perform tasks
successfully. The data suggested that as collaboration and trust improve, team members feel
inspired to implement innovative mechanisms to conduct the initiatives. Finally the statement
about whether there was room for improvement in team work was also related to high levels of
collaboration and trust, but presenting opposite rankings. For example: when collaboration was
ranked high, some people in the same team would state that there was room for improvement
while others would state that there was not room for improvement. A similar situation was found
in the case of trust. This result suggests that while collaboration remains high (either when
people think that there is room for improvement or they think there is none), people trust that the
others are doing their best to perform their tasks and develop their initiatives, and therefore they
do not foresee much room for improvement in the process.

2. First specific research question.

From the analysis of the interactions between the different variables, it became apparent
that the role of the facilitative leader was a key element in the success of these teams, and team
members understood the role of their leader as being fundamental to the successful completion of
their projects. The data then supports the position that the role of the facilitate leader is a pivotal
structure maintaining the team members together, and at the same time, as the functional force
keeping the team motivated towards achieving their goal. Therefore, the analysis of the
quantitative data was also fundamental in the process of partially responding to the first specific
research question: How does a facilitative leader’s practices enhance the process using the

conceptual framework of “self-managed,” and “high performance teams?”’
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In addition, qualitative data collected from interviews, focus groups, observations and
open ended questions in the survey contributed to complete the understanding about the role of
leadership in helping team evolution. While in both, the COMPLETED and the ONGOING
cases, the role of the facilitative leader in successfully completing the initiatives was
fundamental, it was not possible to clearly identify how that leader may have contributed or not
to the team evolution towards approaching the high performance team model in the
COMPLETED case study. This part of the research question had to be examined through the
analysis of the ONGOING case study data, in which the team evolution and consequently the
role of the leader became apparent. During the focus groups meetings (especially during the third
focus group), members of this team stated that when they first undertook the responsibility for
the sustainable initiatives, nobody knew what to do or how to start. This changed when one of
the members offered to assume leadership for one of the three initiatives, and later other two
members followed suit. This evolution resonated with the idea of “norming” established by
Tuckman (1965). What was observed, then, was a phase in which the group had evolved from
“forming” and “storming,” towards “norming.” By the time the three team members voluntarily
assumed their responsibilities for leading the three projects, the team started to move to the final
phase of “performing.” Then the leader of the entire team assumed a role as supporting and
facilitating the leading roles of each of the three project’s leaders, and helped them to organize
the tasks, but allowing them to make decisions needed to mobilize the necessary resources. This
evidences, on one hand, the presence of a “self-managed” team, and on the other, the role of a
“leader with facilitative skills,” who also helped to keep the entire team motivated and attentive
to the developments of each of the projects, and encouraged and recognized every

accomplishment during the process. The leader also helped the decision-making when the group
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dynamics posed some challenges or when the team members could not reach consensus about
specific issues. Briefly returning to the discussion about the survey responses of this specific
group, I posit that the group dynamics improved by the improvement of the levels of
communication and trust. Collaboration, cooperation, and conflict resolution (this last one with a
strong support of the facilitative leader) also improved, and the cohesion within the group also
appeared to have improved. This evidently helped improve the team’s performance that led to
the completion of three initiatives in approximately six months. The group is now enthusiastic
about undertaking more challenging sustainability initiatives within their HOW.

3. Second specific research question.

The second specific research question is stated as follows: What are the lessons learned
by these teams as the result of the improvement of their team’s social dynamics and the
successful implementation of their sustainable initiatives? The answer provides information
about what takes for a HOW team to advance and successfully complete a sustainable initiative,
and what team members have learned from such experience. This knowledge offers the basis to
elaborate a set of proposed guidelines for the implementation of sustainable initiatives by HOW
teams.

Qualitative data were primarily used in the process of answering this research question.
These data helped to reveal how team members saw themselves as being part of a successful
team, and were obtained from interviews, observations and focus groups, as well as team
members’ comments and answers to open ended questions in the survey. By answering these
open ended questions, team members found an opportunity to express their opinions and share
what it would be their advice to others, based on their own lessons learned. The data obtained
described interviewees’ lessons learned from the development of the sustainability initiatives at

their respective HOWs, highlighting topics and issues that appeared to be important or relevant
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to them. They are summarized and grouped into the following six categories: /. Leadership and
the Importance of the Message, 2. The Motivations for Team Members to Volunteer, 3. The Team
and Its Relationship with the HOW’s Congregation, 4. The Importance of Knowledge, Skills,
Experience and Planning Ahead, 5. The Advantages of Involving Members of Other HOW
Boards or Committees, 6. The Facilitative Leader Providing Ownership to the Team, 7. The
Benefits of Starting Small, and 8. The Beauty of Timing and Opportunity.

1. Leadership and the importance of the message.

Team members’ answers to interview questions suggested that besides team members’
strong conviction about their mission to protect creation, there is another key element: the way
leaders at all levels of the HOW organization, from team leaders to spiritual leaders, deliver their
message to engage other people in the congregation. The message leads people towards doing
the “right thing” to protect creation, even if that is not necessarily what makes financial sense
from the pragmatic and individualistic points of view. Sometimes, the right thing to do may not
be what makes financial sense within the HOW congregation or community environment. In
order to bring a positive influence to the community, it is necessary that HOW leaders show their
genuine conviction about the need to make a positive impact in the world. This message then
becomes instilled in the culture of the team members and their leader, helping improve team
dynamics and performance, since they have then the clear goal of protecting Creation in the back
of their minds when discussing decisions and executing their tasks. One interviewee pointed out
“... It is part of the message that we consistently send ... We try to hold ourselves up as an
example for all of these different ways of being together, and environment was one of those.

’

[People take] any step they can.’
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Interviewees also point out the importance of their leader’s enthusiasm and personal
motivations. For example, an interviewee stated: “/Our Team Leader] is very determined and 1
think part of his determination comes from the fact that protecting the environment is part of his
calling.”

2. The motivations for team members to volunteer.

Volunteers in HOWs fit two main categories: the ones who also have a day job and
generally other responsibilities that demand most of their time and energy, and the ones who are
retired from the workforce, counting on more free time, and who have found in their HOW teams
a way to give back to the community, contributing to improve the environmental quality of their
congregations. While both have obvious different time availability, both types of volunteers are
equally willing to cooperate and help advance the sustainable projects, sharing their passion for
and dedication to their HOWs. Having people volunteering at the HOW implies that they are not
formally attached to any agenda or deadline. However, most of the time people are willing to
offer their expertise voluntarily when nobody presses them into doing it. It is important, then,
that the team, and especially the facilitative leader knows how to manage the opportunity to lead
a group of motivated volunteers towards successfully completing a project.

Another important aspect of the volunteering process is the emphasis of team members
on either the process or the goal when conducting a HOW sustainable initiative. For example, an
interviewee pointed out that the process is more important than the goal, while two of her
teammates said that it depends on the circumstances, and most of the times process and goal are
equally important. In one specific project, the HOW team’s initial idea was to develop a
sustainable practice consisting of cleaning city public parks. They then decided to prepare

information flyers to be distributed among community members, in order to discover the number
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of people they could reach and engage in the initiative. The HOW team then completed several
parks cleaning work with the community’s help and support. Participation gave team members
the sense of empowerment, which prioritized the relevance of the process versus the goal. The
team helped to reinforce such empowerment by producing a call for action report including
personal narratives from participants, pictures and other engaging visual resources, as well as
providing publicity and diffusion to the park greening work through poster presentations and
networking activities through e-mail lists for community’s participants. They also created
especially designed metallic reusable water bottles (containing the HOW logo besides the
recycling logo), that were used by the volunteers, and also sold to the public. The purpose was
setting an example and sending a message about the need to avoid plastic water bottles. The
project’s process became then a catalyst for the integration of the entire community. According
to team members, the initiative had a “snowball effect,” and it was a learning experience. They
also learned that other congregations in the region, from different religious denominations, were
also interested in doing a similar work but they did not have the needed knowledge or expertise.
All groups then joined forces and facilitated the process for each other, cooperating in the effort.
Participants stressed the importance of the goal and pointed out the importance of the
ultimate objective: as a community, contributing to make our Planet more sustainable.
Interviewees reported building blogs as well as practicing community outreach and education to
teach other people how to be more energy efficient in their daily lives. They stressed the fact that
everybody should make a personal commitment and assume their own responsibilities instead of
blaming others for the shortcomings. For example, an interviewee stated that instead of blaming
the energy businesses for producing fossil fuels-based energy, we need to take responsibility for

reducing our energy consumption, which would lead to the reduction of energy production.
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It can be concluded from these teams’ experiences that team members may judge either
the process or the goal, or both as the most important focus of their initiatives, and that is a
personal choice. However, these ideas are not incompatible and the differences of opinions do
not appear to interfere with the group’s dynamics and performance improvement.

3. The team and its relationship with the how’s congregation.

The data indicate that there is generally strong support from the HOW community
towards their specific initiatives. In general, congregations received the initiatives positively, and
they are also able to see how they may benefit from them in the future. One interviewee
described how their congregation willingly welcomed the solar panels’ project:

“... Bringing the Parish on board ... nobody thought it was a bad idea ... it was great!

Nobody was worried about it, nobody thought it was going to be an eye sore, nobody was

trying to talk us out of it, so it was important.”

On Sunday, November 15%, 2015, a significant number of congregation members (more
than thirty) attended an event held by the ONGOING team after Service. Team members placed
two tables with information materials in the parish house community room during coffee hour,
with the purpose of providing written information and educating attendees about the success
accomplished by the team by having three sustainable initiatives completed during the year.
Congregation members celebrated the accomplishments with enthusiasm, and some of them were
also willing to implement similar initiatives in their own homes. It could be noticed that the
community was happy to see the improvements and the initiatives’ savings potential.

HOW team members want to see their congregations and their entire communities
advancing towards being more sustainable and efficient in the use of resources. People in HOW

teams are willing to “give back” to their communities, and become creative in finding ways to
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make them more sustainable and saving their resources. For instance, an interviewee who saw

his HOW solar panels project completed, reflected about the future path that, in his view, solar

PV generation capacity at the community level should adopt:
“... from what I learned during the last 2-3 years ... [ have some reluctance to believe that
the best way forward as a community is for everybody to have their own patch of panels in
their own house. To me, the most efficient way to do this is to find a large, empty field,
several acres of size, maybe what is called a brownfield ... clean it up, maybe with all kinds
of tax subsidies and incentives associated with the cleanup, and then ... line it up corner to
corner with solar panels. Then, they have shares, like a company shares, that would sell ...
the power to either residential or commercial customers, or maybe a mixture of commercial,
industrial and residential customers. Because you have the economics of scale, [and only]
one financial package, one set of permits, and one set of lawyers involved ... to me, that
sounds like ultimately the way to do it.”

Based on his experience, this team member suggested the implementation of community
solar mechanisms as a more efficient initiative to generate solar energy and benefit HOW
congregations and their entire communities in the future.

4. The importance of knowledge, skills, experience and planning ahead.

Participants pointed out that not having previous experiences in developing solar PV
initiatives, for example, and sometimes not having the needed knowledge from the start, can be a
significant obstacle to the development of the HOW project. Teams were concerned about not
knowing what a good contract would look like, or whether it would be a good deal for the HOW

or not, or the legal, bureaucratic and technical steps that are needed to conduct the project. Some
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teams reported this initial lack of expertise at the beginning of their initiatives, and therefore their
inability to plan ahead of time.

Another important aspect of the knowledge is related to the future savings potential of
solar PV or any other initiative at the HOW level. For some groups, savings potential and the
correlated environmental impact reduction were the key elements for them to evaluate success.
As an interviewee pointed out:

“I have access to all the numbers, so I know how much we are paying for the power, and

I know what the power costs, and it costs a lot more than [the price] we are paying for it.

So ... it is costing now 21 or 22 cents, and we are paying 13.5 cents. We are saving about

8.5 cents per kW/h, and I think we are generating about 2500 kW/h per month, so we are

saving about $200 a month. ... [The solar installer company] has a website, and at any

time I can go and see what the system is generating at that very moment, or for the last
week, or the last month, or the last year, or any time I want to measure it... It is hard to
quantify the environmental impact, but you know it is real. The financial impact I can

quantify ... easily, and I think it correlates ... well to the environmental impact. So I am

1

very convinced that this was a great decision.’

5. The advantages of involving members of other how boards or committees.

The planning and decision-making process for the implementation of an initiative
requires bureaucratic procedures involving different needed permits and authorizations, some of
them from the HOW internal governing structure. The different boards or committees within the
HOW are also formed by volunteer membership and meet on determined schedules that most of
the times do not fit the team’s schedule. The team, then, needs to wait for the specific committee

to meet in order to discuss the issue. However, if it is possible to engage at least some of the
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members belonging to other boards or committees, and having them as part of the team, it would
help streamline the processes of evaluation and approval. For example, the ONGOING team has
members from the Board of Nominating, the Board of Finance and the Board of Properties,
which helped to accelerate the decision-making and approval processes necessary to advance the
windows upgrade, lighting fixtures replacements and room insulation initiatives within the
HOW. Finally, having people from other boards or committees not only inside but also outside
the HOW structure (town committees, for example) enhances the team’s networks. As an
interviewee pointed out in a written statement: “We rely on our contacts (networking).”
6. The leader with facilitative skills providing ownership to the team.

Team members in both the COMPLETED and the ONGOING case studies appeared to
be very committed and dedicated groups. Furthermore, one interviewee described his team as “a
group of engaged professionals that engaged others.” People in charge of specific tasks within
each team were able to engage other people in the group, who helped in the process of planning
and decision-making. Each team member, then, educated him or herself in order to better
contribute to the team work. This is an evidence of the importance of task ownership, and the
need for the team leader to give team members the opportunity to take responsibility for the
planning and decision-making. The leader also needs to engage the team and others within the
HOW structure in order to gather the support needed to move forward. The data generally
revealed a positive attitude towards providing task ownership on the part of leaders, and
accepting ownership on the part of team members. There was also willingness for mutual support

between team members and leadership.
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7. The benefits of starting small.

Participants reported that it is possible that their solar PV projects or initiatives were
successful due to the fact that other projects that needed smaller amounts of monetary and/or
human resources and time happened first and served the purpose of consolidating the team. In
other words, taking advantage of the “low hanging fruit” first prepared the team for undertaking
more significant challenges later. This helped people feel empowered and prepared to undertake
bigger challenges in the future. Solar PV installation projects are particularly challenging in
terms of monetary costs as well as legal and bureaucratic matters, and therefore, when
completed, they represented particularly visible accomplishments at the HOW community level,
regardless of the challenges encountered in the process. Some HOWSs are more proactive than
others when it comes to advertise their sustainable initiatives. By the time this research started,
there was a strong momentum in terms of solar PV developments and other sustainable
initiatives within the HOW environment in Massachusetts, helping engage more people within
the entire community in the process of becoming more sustainable.

8. The beauty of timing and opportunity.

Several team members pointed out the importance of timing and opportunity when obtaining
government incentives in order to implement sustainable practices, especially solar PV projects.
State and Federal government incentives have been fundamental to the solar power generation
initiatives in general, and it has helped the HOW initiatives indirectly. HOWs are not allowed to
benefit from government subsidies, but in a power purchase agreement (PPA) it is the private
financial partner the one able to obtain such benefits. The incentives are not always available,
and one interviewee reported that his HOW was fortunate to have the PPA proposal approved in

2013, because these incentives might come to an end in the future. He recalls that when people at
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the congregation asked the team whether they should wait because the solar technology was
going to improve, they explained that the technology certainly would in the future, but as it
improves, the need for government incentives would be decreasing and the deals would become
less attractive for financial partners. Therefore, that was the right time for their HOW to take
advantage of the benefits yielded through a PPA. Each HOW team, then, needs to determine the
best time and the best financial mechanisms to implement any initiative.

Guidelines or Recommendations for HOW Teams’ Sustainability “Best Practices”

Based on the HOW teams’ lessons learned, it was possible to elaborate the following list
of guidelines or recommendations for teams’ “best practices” when undertaking sustainable
initiatives at the HOW level: 1. Understand the Importance of the Message and Clearly
Communicate It to the HOW Congregation; 2. Identify and Support HOW Team Volunteers’
Motivations, 3. Maintain a Positive and Healthy Relationship with the HOW Congregation, 4.
Pursue and Support Diversity of Volunteer Skills and Expertise; 5. Plan Bureaucratic and Legal
Procedures at the Beginning of the Project Execution; 6. Invite Members of Other HOW
Commiittees or Boards to be Part of the Team, 7. Provide Project’s Ownership to Team
Members, 8. Start Small to Build Knowledge and Organizational Capacity prior to Undertaking
a Major Project; 9. Take Advantage of Timing and Opportunity for Implementing the Initiative,
and 10. Capitalize on the Previous Experiences to Re-direct the Course of the Project Execution.

1. Understand the importance of the message and clearly communicate it to the HOW
congregation.

HOW leaders at all levels of the HOW structure need to communicate their message in a
clear, solid and specific way in order to engage congregation members in supporting new
sustainable initiatives, and to become willing to engage in the process of reducing the

environmental footprint in their HOW and other dimensions of their daily lives. Also, as pointed
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5. Plan bureaucratic and legal procedures at the beginning of the project execution.

Planning ahead all the steps needed to accomplish a project can help the team to save time
and resources, maintaining the project on schedule and on budget. Interviewees reported that if
they could return to the beginning with the knowledge that they have now (acquired through the
project development process), they would better prepare for the process of obtaining all the
permits and complying with all the bureaucratic procedures, particularly in more complex
projects like the solar PV installation. This planning would help to minimize delays related to
diocese permits, town permits and utility interconnection. Having the necessary knowledge and
the networks to sort these matters can be useful for the team.

6. Invite members of other HOW committees or boards to be part of the team.

When possible, it is recommendable to involve members from other groups within the HOW
structure, such as Properties or Finance committees’ members, to also volunteer in the team.
Most of the interviewees reported the inclusion of members of other HOW committees in the
team, and this has a series of advantages. For example, members of the Properties Committee
can bring information needed about the permits required to install an array of solar panels at the
HOW. Then, when the Properties Committee meets, this member, who has a firsthand
knowledge about the details of the solar project, can personally bring the proposal to the next
Properties Committee meeting and explain details of the matter. Some decisions can also be
made without having to wait for the next Properties Committee to meet, or can be resolved more
easily and faster with this team member’s assistance, contributing to expedite the project’s
approval and execution.

7. Provide project’s ownership to team members.

When taking ownership over the project, team members tend to feel more engaged and

motivated to perform more effectively. According to interviewees, as facilitative leaders provide
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ongoing experiences to adjust the planned execution of their project, if needed. Undertaking a

sustainable initiative may imply undergoing a steep learning curve. It is important to capitalize

on the team’s experiences to move forward and be efficient in the use of resources as the team

advances in the execution of the sustainable initiatives.

The main set of proposed guidelines or recommendations for the execution of sustainable

initiatives are summarized in Table 10.

Table 10.

Proposed Guidelines for Conducting Sustainable Initiatives through HOW teams

Category

Description

1.Understand the Importance of the
Message and Clearly Communicate
1t to the HOW Congregation

2. Identify and Support HOW Team
Volunteers’ Motivations

3. Maintain a Positive and Healthy
Relationship with the HOW

Congregation

4. Pursue and Support Diversity of
Volunteer Skills and Expertise

5. Plan All Necessary Bureaucratic
and Legal Procedures before
Starting the Project’s Execution

Leaders at all levels of the HOW organization are
more likely to engage congregation members in
becoming sustainable when the message is clear
and consistent with the HOW’s own sustainable
practices and ethics.

Facilitative leaders in volunteer HOW teams need
to support and stimulate team members’ internal
and external motivations to volunteer, such as
doing “the right thing” to protect God’s Creation
and saving money for the congregation. The entire
team needs to benefit from these motivations and
concentrate their efforts on helping their HOWs’
congregations.

Support from the congregation is essential to team
member’s success. It is therefore important for
HOW teams to demonstrate a sincere interest in
improving the congregation’s sustainability and
engaging people in their initiatives.

Having volunteers with needed skills in different
specific tasks, counting on knowledge to build
plans, and learning from their previous experiences
are keys to the success of teams’ initiatives.

In order to minimize time and resources in the
project execution, it is appropriate to establish in
advance the necessary legal and bureaucratic steps
to be followed. For example: diocese permits, town



6. Invite Members of Other HOW
Committees or Boards to be Part of
the Team

7. Provide Project’s Ownership to
Team Members

8. Start Small to Build Knowledge
and Organizational Capacity prior
to Undertaking a Major Project

9. Take Advantage of Timing and
Opportunity to Implement an
Initiative

10. Capitalize on the Previous
Experiences to Redirect the Course
of the Project Execution
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permits and utility grid interconnection
requirements among others.

Engaging members of other committees and boards
in the HOW and integrating them as part of the
team, may help expedite decision-making and
problem solving.

When leaders allow team members to take
responsibility and ownership for specific tasks,
team members may be empowered. Taking such
responsibility also provides them a sense of
accomplishment when acknowledged for their
success.

Developing small projects that need lower amounts
of resources and time at the beginning of the team
process can be beneficial, since it contributes to
consolidate the team and prepares it for undertaking
bigger endeavors in the future.

Taking advantages of the right opportunities for
financing and execution at the right time is essential
for success. For example: it may be signing a PPA
agreement when government subsidies are
available and private parties are interested in
investing in solar PV installations.

HOW teams can benefit from their own and also
from other teams’ lessons learned when executing a
sustainable initiative. They need to have the
flexibility to adapt to change and modify the initial
plan as needed.

Note: Information based on testimonials and observations

Verifying Research’s Hypothesis and Closing Thoughts

One of the most noteworthy facts that attracted my attention was the strong momentum

that the HOW communities included in this research have experienced in terms of solar PV

installations and other sustainable initiatives. In addition to the teams, entire HOW congregations

were aware of the need to be more environmentally conscious, and that is the main motive for
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congregations to support HOW team’s initiatives. More recently, Pope Francis’ Encyclical
published in 2015 had a significant impact on HOWs of different religious denominations, and
influenced more cooperation among different HOWs, reinforcing the main purpose of interfaith
organizations like MIP&L. As previously stated, most (but not all) of the HOWs included in this
research maintained a connection with MIP&L. For example, the Pope’s Encyclical including a
call to cooperate and fight climate change was the focus of a meeting hosted at a Synagogue in
the Boston Metro Area in October, 2015. More than 500 people from different religious
denominations attended this interfaith gathering with the purpose of discussing the main points
stated in the Pope’s document. Many HOW team members believe that this important step in
promoting interest and cooperation to fight climate change and protect Creation can help engage
more congregations within the international interfaith community.

Besides the strong momentum that HOWs have been experiencing in terms of advancing
initiatives to make them more sustainable and reducing their environmental footprint, an
interesting discovery was the enthusiasm and dedication that people in HOW teams
demonstrated in the process. It was surprising to discover the extent to what these teams, formed
by groups of volunteers were motivated by strong convictions and deep commitment to a cause
or mission. Those motivations stem from individuals’ preexisting convictions and commitment
to do right thing to protect God’s Creation, or they are instilled by their HOW congregations. An
interesting fact is that these individuals did not have any formal training on how to form and
develop as a group. They formed spontaneously, moved by their need to do the right thing, to
support their HOW congregations. As one participant pointed out: “to do something that could
transcend them and be available to the HOW for many years in the future.” Some team

members experience their need to “give back to the community” and also be part of a group of
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intelligent, capable people they can learn from by meeting periodically at the HOW. As an
interviewee pointed out, the team does their work because they believe they have a mission, and
they wish to do something meaningful that will stay relevant in the future. Others pointed out
that it simply feels good to do things for the HOW, and they collaborate whenever they can.

At the time ONGOING team members had the opportunity to assess their team
development processes, they also compared their latest team status to their initial status (when
their projects started). They then reported that it was an enriching learning experience and they
were able to build capacity within the HOW. According to an interviewee, the team was able to
build capacity due to the fact that team members took the projects as a personal commitment or a
personal mission.

Another significant discovery of this research was the deep respect and admiration for
others demonstrated by team members. They also professed a great amount of respect and
gratitude for their leader, who had been elected by the team members to lead them. This person
was a true facilitative leader, engaging members in the decision-making process at all times.
Some of the team members’ comments stated that the leader was a very driven, thoughtful and
organized person, who is always listening and leading.

Finally, this research allowed me to verify the research hypothesis, stated as follows: The
improvement of interpersonal processes such as communication, coordination, cooperation,
collaboration, conflict resolution, cohesion and trust, can improve team dynamics and
performance with the support of the HOW team’s leader, who is also able to influence team
members’ enthusiasm and commitment to protect Creation, and guide this “self-managed” team
towards being successful, approaching the “high performance” team model. It is possible then

to enhance the likelihood of success through enhancing team efficiency (maximization of the
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cost/benefit relationship in terms of money, human resources and time) and effectiveness (the
capacity of achieving the team’s goals), when implementing sustainable practices at the HOW
level.

In summary, it was possible to verify that the influence of the leader with facilitative
skills was fundamental in helping the team improve the interpersonal processes towards
enhancing team dynamics, and having team members motivated and committed to achieve their
goals, improving effectiveness, and helping allocate resources and direct efforts towards
achieving their goals faster and more efficiently. The data confirms that HOW team members
valued the way their leader conducted the team by enabling, guiding, making other people
comfortable through creating a healthy environment, explaining goals, drawing support from the
community, managing change efficiently, encouraging people’s opinions, showing recognition
for team members’ contributions, giving feedback in a timely and equitable manner, addressing
issues early in the process, providing authority to make decisions, and helping develop passion
for the team work. However, it can be concluded that leaders with facilitative skills were
successful because they counted on a very motivated and proactive group of volunteers who
helped the team experience to be successful.

Limitations of this Research

This research was not intended for replication, since it was applied to a specific dataset of
HOWs, selected because they were successful in completing sustainable initiatives. It was
intended to provide insights about the elements that explained HOW teams’ success and finally,
a series of recommendations and guidelines for sustainability “best practices” through volunteer
teams in HOWs. The data allowed to obtain expected results, despite the small dataset consisting

of N =9 in the COMPLETED Case Study, and in N =7 in the ONGOING Case study.
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In addition, while it was possible to verify the effectiveness of achieving goals, the
efficiency (cost/benefit relationships in terms of financial resources or human efforts) was not
numerically verified. Due to matters of privacy and especially confidentiality, it was not possible
to have access to all the documents related to the financial statements or the PPA agreements, or
to all the billing statements in order to prove actual savings. However, it was not the purpose of
this research to offer details about financial matters.

This research included a set of selected HOWSs that positively proved to be successful in
implementing sustainable initiatives in the COMPLETED case study. However, the team that
was included in the ONGOING case study was conducting three projects at the time of the data
collection, and the results were still uncertain at the time this research was being designed.
However, it presented potential for success, as it could be noticed after my preliminary
interactions with the team, and in the end, they proved to be a successful team.

It is important to notice that the findings of this research transcend one type of religious
faith, since faith denomination was not taken into account when selecting the participant HOWs
and therefore, it was not a decision factor. Even when faith denomination may have potentially
been a factor to determine success, exploring such influence was beyond the scope of this
research.

In addition, this research was applied to HOW self-managed teams counting on the
support of leaders with facilitative skills in volunteer-based and faith-based organizations. Those
teams successfully plan, conduct and complete sustainable initiatives to benefit their
congregations. In this research, the interpersonal processes were described by Yeatts and Hyten
(1997) were used to assess and analyze the interactions influencing team dynamics. These team

members and their leaders had not received any formal training based on the literature on team



165

development, and they formed organically within the volunteer-based HOW congregation

structure.

The conclusions of this research are intended to provide the aforementioned set of
guidelines to HOW teams developing sustainable initiatives. These guidelines may be applicable
and improve the likelihood of success for some teams in HOWs or other organizations, but not
for other teams immersed in different circumstances. Additionally, some guidelines would be
more applicable or relevant to specific HOW teams than others. This consideration would
anticipate variations due to the culture of different religious organizations other than the ones
that were randomly selected for this work. As already specified, religious denomination as a
factor of success was not explored in this research. In summary, the set of proposed guidelines is
not intended to be prescriptive or guarantee success in all HOW cases. It was elaborated based
on the lessons learned and recommendations from a specific set of successful HOWs, and
therefore it should be used as a reference.

Recommendations for Future Research
For future research it is recommended that this study:

e [srepeated in larger datasets (at least N = 20) and in a larger number of HOWs,
contemplating completed and ongoing sustainable projects, in order to verify if more key
elements for success can be found, and explore more deeply the elements of team dynamics
including facilitative leadership. This can be done with the purpose of enhancing reliability,
serving as the basis for future replication.

e [s performed in a more diverse group of HOW faith denominations, in order to determine

whether the faith orientation may be an influential factor in HOW team success.
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Is applied to for-profit, pay-based, non-religious or businesses organizations, and other than
self-managed teams, and observe whether the role of the leader would be effective in leading
the team towards success, or whether other type of leadership would be needed.
Contemplates an exercise about ongoing case studies involving formal training about team
development received by leadership and the team, in order to observe whether this
knowledge would be significant in statistically improving the quality of the team outcomes.
The study would include a significant sample of teams described as follows: 1. a control team
in which no advice to the leader or team members is provided before the project starts; 2. a
group of teams in which advice is provided to the leader prior to the start of the project; 3. a
group of teams in which advice is provided to team members before starting, and 4. a group
of teams in which advice is provided separately to both the leader and the team before the
initiative starts. Ideally, this study should include more than one team in each group (for
example, four teams for each group), contributing to obtain a significant sample.

Finally, it is recommended that this research is applied to HOW teams that have not
necessarily been successful, and evaluate the reasons for not being successful. In other
words, at the time of research design, the selection criteria for participant HOWs should

change to other than “successful HOW team.”
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Appendix A: Survey to COMPLETED Case Study



Sustainable Houses of Worship (SHOWs)

Keys to Successful Project Developments

COMPLETE Case Study

=SURVEY=

Carolina Saiz

Please rate the following Inter-Personal Processes in your Team

Antioch University New England

Inter-Personal Processes in your Team

EXCELLENT

VERY
GOOD

MODERATE

NEUTRAL

POOR

I DON'T
KNOW

COMMUNICATION

(among all team members, incl. leadership)

COORDINATION

(performing tasks in an organized manner)

COOPERATION

(among all team members, incl. leadership)

COLLABORATION

(among all team members, incl. leadership)

COHESION
(the degree to what members felt attracted
to the team and compelled to stay in it)

CONFLICT RESOLUTION
(team members worked out differences to
find a positive solution)

TRUST

(among all team members, incl. leadership)
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Sustainable Houses of Worship (SHOWs) COMPLETE Case Study Carolina Saiz
Antioch University New England

Keys to Successful Project Developments =SURVEY=

Part 1: Your House of Worship (HOW) Sustainable Project

1. How did the sustainable project initiative start?

O Consensus O Leadership set O Congregation member O Business proposal O Other
agenda suggestion to HOW

2. How did the team communicate with the Governing Body (HOW Authorities) about the project?

O Regular O Ad-hoc O Written O Oral/Informal O Other
meetings meetings communications communications

3. How OFTEN did the team communicate with the Governing Body about the project?

O Very frequently O Frequently O Not frequently O Few times O Not at all

4. How much support did your team receive from the Governing Body for this project?

O Significant O Acceptable O Moderate O Little O No support

5. How did the team bring recommendations to the Governing Body?

O Team & Gov. Body O Mailing lists O Gov. Body requested O Team requested O Other
regular meetings (on a daily basis) regular reporting special meetings
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Sustainable Houses of Worship (SHOWs) COMPLETE Case Study Carolina Saiz

Antioch University New England

Keys to Successful Project Developments =SURVEY=

Part 1: Your House of Worship Sustainable Project (cont’d)

6. How did the Governing Body act on recommendations?

O Extremely fast O Fast O Moderately fast O Slow O No action

7. If the Governing Body did not act on recommendations, why was it?

8. How did the members of your team help you improve your knowledge and expertise during the project

development?

O Significantly O Acceptably O Neutral O Somehow O Not at all
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Sustainable Houses of Worship (SHOWs) COMPLETE Case Study Carolina Saiz

Antioch University New England
Keys to Successful Project Developments =SURVEY= #

Part 1: Your House of Worship Sustainable Project (cont’d)

9. What were the major obstacles to the project’s completion?

10. How did team leadership and team members react in the face of uncertainties, obstacles or situations that posed

some type of risk to the project completion, and how did they overcome them? (Please elaborate)
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Sustainable Houses of Worship (SHOWs) COMPLETE Case Study Carolina Saiz

Antioch University New England

Keys to Successful Project Developments =SURVEY=

Part 2: Team Dynamics and Performance

1. Did you know the members of your team?

O All of them [0 Most of them O Some of them O Few of them [0 None of them

2. Team membership changed:

O Very frequently O Frequently O Not frequently O Few times O No changes at all

3. How long has your team worked together (for this or other projects)?

O More than 5 years O 2-5 years O 1-2 years O Less than 1 year O Other (specify) ---==-===-=----

4. How many projects have you completed together as a team (please specify)?

5. How strongly did your team need COMMUNICATION and COORDINATION?

O Very strongly O Strongly O Moderately strongly O Slightly O Not likely
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Sustainable Houses of Worship (SHOWs) COMPLETE Case Study Carolina Saiz
Antioch University New England

Keys to Successful Project Developments =SURVEY=

Part 2: Team Dynamics and Performance (cont’d)

6. The team had:

O Too many members O The right # of members O Too few members M I don’t know O Other -------==-=--—ommmmoeon

7. The team had .............. talent, skills and experience for the type of work that was done.

O Exceeding O Enough O Not enough O I don't know O Other -------=-=-=-mmmmmmomm e

8. How clear were the team’s goals and outcomes?

O Extremely clear O Very clear O Moderately clear O Not too clear O Unclear or confusing

9. Obtaining advice and guidance from coaches or leaders when needed was:

O Extremely easy O Very easy O Moderately easy O Difficult O Other -----========mmmmmmmmemee
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Sustainable Houses of Worship (SHOWs) COMPLETE Case Study Carolina Saiz
Antioch Universit

Keys to Successful Project Developments =SURVEY=

Part 2: Team Dynamics and Performance (cont’d)

10. Obtaining technical support and material resources when needed was:

O Extremely easy O Very easy O Moderately easy O Sometimes difficult

11. Working on this team was:

O Extremely satisfying O Very satisfying O Neutral [0 Sometimes frustrating

12. How often did team members socialize outside the work environment?

O Always O Most of the time O Sometimes O Few times
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O Always difficult

O Always frustrating

[0 Never
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Sustainable Houses of Worship (SHOWs) COMPLETE Case Study Carolina Saiz
Antioch Universit

Keys to Successful Project Developments =SURVEY=

Please indicate how much you agree with the following statements:
Part 2: Team Dynamics and Performance (cont’d)

Strongly

Agree Agree Neutral

Statement

. The GOALS of the project were specified by the Church Authorities
(or Governing Body).

.The PROCEDURES were decided by the team members.
. My team should have met more often than it did.

. The members of my team shared responsibilities fairly with each
other.

. The members of my team treated each other with respect and
consideration.

. My team met its deadlines most of the time.
. My team acted quickly on its decisions.
. I would highly recommend this team to successfully complete a

sustainable project.

. Team members took initiatives to constructively resolve problems
arising from within the group.
. My team offered constructive and timely criticism.

. Team members were motivated to have the team succeed.
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Disagree

Strongly
Disagree

I Don’t
Know
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Sustainable Houses of Worship (SHOWs) COMPLETE Case Study Carolina Saiz

Antioch University New England

Keys to Successful Project Developments =SURVEY=

Part 2: Team Dynamics and Performance (cont’d)

Strongly I Don’t
Disagree Know

Strongly

Statement Agree

Agree Neutral Disagree

Team members implemented innovative ways to perform tasks
successfully.

Team members shared their knowledge and expertise with one another.
I felt a sense of personal satisfaction when the team did well.

Team members learned lessons well from work experiences.

I learned a great deal from my work on this team.

Along the process, the team produced high quality work.

Producing high quality work was critical to me.

Meeting deadlines and respecting timelines was critical to me.

If I were troubled by change, I could have safely confided my concerns
to and ask help from my teammates and leadership.

There was room for improvement in team work.

I had no problems with cultural differences and I was able to adapt
easily.

It was clear what UNNACEPTABLE member behavior was.

The longer we worked together, THE BETTER we did.

The longer we worked together, THE WORSE we did.
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Sustainable Houses of Worship (SHOWs) COMPLETE Case Study Carolina Saiz
Antioch Universit

Keys to Successful Project Developments =SURVEY=

Part 3: Team Leadership: Leaders among Team Members

1. Team leadership offered team members constructive and timely criticism:

O Extremely well O Very well O Neutral O Not well O Poorly

2. Team leadership handled criticism towards him/her:

O Extremely well O Very well O Neutral O Not well O Poorly

3. Team leadership was:

O Extremely available O Very available O Neutral O Rarely available O Unavailable

4. Team leadership made decisions:

O Extremely quickly O Quickly O Neutral O Slightly slowly O Very slowly

5. How comfortable were you letting your team’s leadership know about your concerns?

O Extremely comfortable O Very comfortable O Comfortable O Slightly uncomfortable O Very uncomfortable
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Sustainable Houses of Worship (SHOWs) COMPLETE Case Study Carolina Saiz
Antioch University New England

Keys to Successful Project Developments =SURVEY=

Part 3: Team Leadership: Leaders among Team Members (cont’d)

6. How effective was leadership when handling problems arising within the team?

O Extremely effective O Very effective O Effective O Somewhat effective O Ineffective

7. Is there anything that team leadership could have done differently? (Please elaborate)
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Sustainable Houses of Worship (SHOWs) COMPLETE Case Study Carolina Saiz
Antioch University New England

Keys to Successful Project Developments =SURVEY=

Please indicate how much you agree with the following statements:
Part 3: Team Leadership: Leaders among Team Members (cont’d)

Strongly I Don’t
Disagree Know

Strongly

Statement Agree

Agree Neutral Disagree
. My team leadership provided motivation to all team members.

. I trusted my team leadership.

. I felt comfortable with the level of guidance provided by my team

leadership.

. Team leadership addressed potential issues/conflicts early on in the
process.

. Team leadership recognized the value of people having different
talents and skills.

. Team leadership managed change efficiently.

. Team leadership encouraged people to communicate their opinions.

. Team leadership valued and recognized my individual contributions.

. Team leadership contributed to the development of a talented team.

. Team leadership engaged team members in planning.

. Team leadership encouraged team members’ ownership by delegating.
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Sustainable Houses of Worship (SHOWs) COMPLETE Case Study Carolina Saiz
Antioch University New England

Keys to Successful Project Developments =SURVEY=

Part 3: Team Leadership: Leaders among Team Members (cont’d)

Strongly I Don’t
Disagree Know

Strongly

Statement Agree

Agree Neutral Disagree

. Team leadership provided authority for members to make decisions.

. Team leadership was able to build commitment for ideas.
. Team leadership communicated a project vision.

. Team leadership helped others develop passion for their project work.

. Team leadership helped the team clarify the project’s objectives.

. Team leadership involved team members in decisions.

. Team leadership gave feedback in a timely and equitable manner.

. Team leadership involved team members’ opinions at the time of making
decisions.

. Team leadership used the Congregation’s and teams’ resources
effectively, with nearly no waste.

. Team leadership helped others by providing constructive criticism when a
mistake was made.
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Sustainable Houses of Worship (SHOWs) COMPLETE Case Study

Carolina Saiz

Antioch University New England
Keys to Successful Project Developments =SURVEY=
/
Part 3: Team Leadership: Leaders among Team Members (cont’d)
Strongly . Strongly I Don’t
Statement e Agree Neutral Disagree Disagree Know

. Team leadership was very reliable.

. I was very satisfied with my team’s leadership.

. My leadership really led the team to achieve the project’s goals.
. Team leadership was able to efficiently draw support from the

community.

.Team leadership clearly explained to all members the organization’s
goals, objectives and plans.

. Team leadership focused on creating a healthy, comfortable work
environment.

Other Comments (Optional):
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Carolina Saiz
Antioch University New England

Sustainable Houses of Worship (SHOWs) ONGOING Case Study

Keys to Successful Project Developments =SURVEY=

Please rate the following Inter-Personal Processes in your Team

Inter-Personal Processes in your Team

VERY I DON'T
EXCELLENT GOOD MODERATE NEUTRAL POOR KNOW

COMMUNICATION

(among all team members, incl. leadership)
COORDINATION

(performing tasks in an organized manner)
COOPERATION

(among all team members, incl. leadership)
COLLABORATION

(among all team members, incl. leadership)

COHESION
(the degree to what members felt attracted
to the team and compelled to stay in it)

CONFLICT RESOLUTION
(team members worked out differences to
find a positive solution)

TRUST

(among all team members, incl. leadership)
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Sustainable Houses of Worship (SHOWs) ONGOING Case Study Antioch University New England

Keys to Successful Project Developments

Part 1: Your House of Worship (HOW) Sustainable Project

1. How did the sustainable project initiative start?

O Consensus [ Leadership set O Congregation member O Business proposal O Other
agenda suggestion to HOW

2. How does the team communicate with the Governing Body (HOW Authorities) about the project?

O Regular O Ad-hoc O Written O Oral/Informal O Other

meetings meetings communications communications

3. How OFTEN does the team communicate with the Governing Body about the project?

O Very frequently O Frequently O Not frequently O Few times O Not at all

4. How much support does your team receive from the Governing Body for this project?

O Significant O Acceptable O Moderate O Little O No support

5. How does the team bring recommendations to the Governing Body?

O Team & Gov. Body [ Mailing lists O Gov. Body requests O Team requests O Other
regular meetings (on a daily basis) regular reporting special meetings
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Sustainable Houses of Worship (SHOWs) ONGOING Case Study Antioch University New England

Keys to Successful Project Developments

Part 1: Your House of Worship Sustainable Project (cont’d)

6. How does the Governing Body act on recommendations?

O Extremely fast O Fast O Moderately fast O Slow O No action

7. If the Governing Body does not act on a recommendation, why is that? (Feel free to mention a specific example).

8. How do the members of your team help you improve your knowledge and expertise through the project development?

O Significantly O Acceptably O Neutral O Somehow O Not at all
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Sustainable Houses of Worship (SHOWs) ONGOING Case Study Antioch University New England
Keys to Successful Project Developments #

Part 1: Your House of Worship Sustainable Project (cont’d)

9. So far, what have been the major obstacles to the project’s completion? How did you overcome them?

10. How do team leadership and team members react in the face of uncertainties, obstacles or situations that pose some

type of risk to the project completion, and how have they overcome them so far? (Please elaborate)
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Sustainable Houses of Worship (SHOWs) ONGOING Case Study Antioch University New England

Keys to Successful Project Developments

Part 2: Team Dynamics and Performance

1. Do you know the members of your team?

O All of them O Most of them O Some of them O Few of them O None of them

2. Team membership changes:

O Very frequently O Frequently O Not frequently O Few times O No changes at all

3. How long has your team worked together (for this or other projects)?

O More than 5 years O 2-5 years O 1-2 years O Less than 1 year O Other (specify) ----=-====-=---

4. So far, how many projects have you completed together as a team (please specify)?

5. How strongly does your team need COMMUNICATION and COORDINATION?

O Very strongly O Strongly O Moderately strongly O Slightly O Not likely
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Sustainable Houses of Worship (SHOWs) ONGOING Case Study Antioch University New England

Keys to Successful Project Developments

Part 2: Team Dynamics and Performance (cont’d)

6. The team has:

O Too many members O The right # of members O Too few members O I don’t know O Other -------==-=--—ommmmoeen

7. The team has .............. talent, skills and experience for the type of work that is being done.

O Exceeding O Enough O Not enough O I don't know O Other -----=-====cmcmmmmmmceeee

8. How clear are the team’s goals and outcomes?

O Extremely clear O Very clear O Moderately clear O Not too clear O Unclear or confusing

9. Obtaining advice and guidance from coaches or leaders when needed is:

O Extremely easy O Very easy O Moderately easy O Difficult O Other ~---~===~=m=mmmmemcmm e
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Carolina Saiz
Antioch University New England

Sustainable Houses of Worship (SHOWs) ONGOING Case Study

Keys to Successful Project Developments

Part 2: Team Dynamics and Performance (cont’d)

10. Obtaining technical support and material resources when needed is:

O Extremely easy O Very easy O Moderately easy O Sometimes difficult

11. Working on this team is:

O Extremely satisfying O Very satisfying O Neutral [0 Sometimes frustrating

12. How often do team members socialize outside the work environment?

O Always O Most of the time O Sometimes O Few times
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Carolina Saiz

Sustainable Houses of Worship (SHOWs) ONGOING Case Study Antioch University New England

Keys to Successful Project Developments

Please indicate how much you agree with the following statements:
Part 2: Team Dynamics and Performance (cont’d)

Strongly I Don’t

Strongly
Disagree Know

Statement Agree

. The GOALS of the project are specified by the Church Authorities
(or Governing Body).

. The PROCEDURES are decided by the team members.

Agree Neutral Disagree

. My team should meet more often than it does.

. The members of my team share responsibilities fairly with each
other.

. The members of my team treat each other with respect and
consideration.

. My team meets its deadlines most of the time.
. My team acts quickly on its decisions.
. I would highly recommend this team to successfully complete a

sustainable project.

. Team members take initiatives to constructively resolve problems
arising from within the group.
. My team offers constructive and timely criticism.

. Team members are motivated to have the team succeed.
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Part 2: Team Dynamics and Performance (cont’d)

Statement Strongly Agree
Agree

Team members implement innovative ways to perform tasks
successfully.

Team members share their knowledge and expertise with one
another.

I feel a sense of personal satisfaction when the team does well.
Team members learn lessons well from work experiences.

I learn a great deal from my work on this team.

Along the process, the team produces high quality work.
Producing high quality work is critical to me.

Meeting deadlines and respecting timelines is critical to me.

If I am troubled by change, I can safely confide my concerns to
and ask help from my teammates and leadership.

There is room for improvement in team work.

I have no problems with cultural differences and I am able to
adapt easily.

It is clear what UNNACEPTABLE member behavior is.

The longer we work together, THE BETTER we do.

The longer we work together, THE WORSE we do.
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Part 3: Team Leadership: Leaders among Team Members

1. Team leadership offers team members constructive and timely criticism:

O Extremely well O Very well O Neutral O Not well

2. Team leadership handles criticism towards him/her:

O Extremely well O Very well O Neutral O Not well

3. Team leadership is:

O Extremely available O Very available O Neutral O Rarely available

4. Team leadership makes decisions:

O Poorly

O Poorly

O Unavailable

O Extremely quickly O Quickly O Neutral O Slightly slowly O Very slowly
5. How comfortable are you letting your team’s leadership know about your concerns?
O Extremely comfortable O Very comfortable O Comfortable O Slightly uncomfortable O Very uncomfortable
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Part 3: Team Leadership: Leaders among Team Members (cont’d)

6. How effective is leadership when handling problems arising within the team?

O Extremely effective O Very effective O Effective O Somewhat effective O Ineffective

7. Is there anything that team leadership could do differently? (Please elaborate)
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Please indicate how much you agree with the following statements:

Part 3: Team Leadership: Leaders among Team Members (cont’d)

Statement Strongly Agree Neutral Disagree Strongly I Don’t
Agree Disagree Know

. My team leadership provides motivation to all team members.
. I trust my team leadership.
. I feel comfortable with the level of guidance provided by my team

leadership.

. Team leadership addresses potential issues/conflicts early on in the
process.

. Team leadership recognizes the value of people having different
talents and skills.
. Team leadership manages change efficiently.

. Team leadership encourages people to communicate their opinions

. Team leadership values and recognizes my individual contributions.

. Team leadership contributes to the development of a talented team.
. Team leadership engages team members in planning.

. Team leadership encourages team members’ ownership by
delegating.
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Part 3: Team Leadership: Leaders among Team Members (cont’d)

Strongly I Don’t
Disagree Know

Strongly

Statement Agree Agree Neutral Disagree

. Team leadership provides authority for members to make
decisions.

. Team leadership is able to build commitment for ideas.
. Team leadership communicates a project vision.

. Team leadership helps others develop passion for their project
work.

. Team leadership helps the team clarify the project’s objectives.
. Team leadership involves team members in decisions.

. Team leadership gives feedback in a timely and equitable
manner.

. Team leadership involves team members’ opinions at the time
of making decisions.

. Team leadership uses the Congregation’s and teams’ resources
effectively, with nearly no waste.

. Team leadership helps others by providing constructive criticism
when a mistake is made.
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Part 3: Team Leadership: Leaders among Team Members (cont’d)

Statement Strongly

I Don’t
Agree Neutral Disagree Strongly
Agree

Disagree Know
. Team leadership is very reliable.

. I am very satisfied with my team’s leadership.
. My leadership really leads the team to achieve the project’s goals.
. Team leadership is able to efficiently draw support from the

community.

.Team leadership clearly explains to all members the organization’s
goals, objectives and plans.

. Team leadership focuses on creating a healthy, comfortable work
environment.

Other Comments (Optional):
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Appendix C: Semi-structured Interview Questionnaire to COMPLETED Case Study

Interview Questionnaire Template

HOW:

Participant:

Date:

*1. How did the sustainable idea start within the Congregation? Was it part of a cascading
effect? You received a business proposal from a solar company? Other?

*2 Was it a suggestion of MIP&L? Did they do an initial assessment?

*3. How long (total) did it take from the beginning (decision, first meeting, first action, etc.) to
commissioning?

*4. How many people were involved in the project besides you? Did you get any help?

*5. Were you (and others) involved in other projects or activities at the Church? Have you
completed other projects with the same people?

*6. How long had you been working together as a group?

*7. Were all volunteers, and members of the Congregation?

*8. What company executed the project?

*9. What kind of agreement did you do and how did you get funding to execute the project?
*10. How large is your system (kW). (Solar PV only)

*11. Does it cover all your Church’s/Congregation’s electricity needs? Are you planning to make
an upgrade? (Solar PV only)

*12. Did you have to make investments to improve the building’s structure (for example on the
roofs) previous to the installation? (Solar PV only)

*13. How was the process with the Utility Company (interconnection)? Please elaborate. (Solar
PV only)

*14. What were the major obstacles you found in the process and how did you overcome them?
*15. What were the major milestones of this project?

*16. Have you experienced any problems (technical or other) after commissioning? (Solar PV

only)
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*17. If you were to change anything in your group/process/relationship with Church governing
body, what would that be? What that ONE thing would be?

*18. How do you feel the projects are developed now compared to how they were in the
beginning?

*19. Question to be asked in two different ways: Considering this and other previous projects:
how successful you (and your group) and other people at the Congregation felt your
sustainability efforts are and how can you tell? Or how much people feel they are reducing the
environmental impact, or their environmental footprint and how can you tell?

*20. Do you see that people in the Congregation bring these ideas home? (For example, they
want to install solar panels in their houses).

*21. What is your background as you see yourself as being part of this group?

*22. Why do you like to volunteer for this particular congregation/team? Why do you do this in
the first place? What motivates you?

*23. What or who inspired you the most to do this work? Without this/this person I would be
here or doing this.

*24. Other comments (Optional).
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Second Survey Additional Questions (Please use the reverse of each page or more paper if needed)

> A. Why do you like to volunteer for this Organization/Cause/Congregation? (Why are you doing this
in the first place?)

> B. What/Who inspires you the most to do this work? (Without THIS/THIS PERSON, you will not be
here)
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> C. What are you motivations for being part of this particular Team? Would you do it all over again
with the SAME team?

> D. What is your background? (How do you see yourself as part of this team?)

> E. Are you leading a special project?

No Yes (Please specify)
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> F. How well do you think team projects are being developed now compared to how well they were in
the beginning? (Please elaborate. Use the reverse of this page if needed)

» G. If you could change anything about the team/process/relationship with the Church’s Governing
Body, or other, what would that ONE thing be? (For example, ONE thing that you know now, but that you
wish you to had known when you started)
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> H. Question to be asked in 2 ways: 1) Considering all projects developed so far, how successful you,
your team and other people in the Congregation think your sustainability efforts are, and how can
you tell? OR 2) How much do you all think you are reducing your environmental impact (or
environmental footprint), IF SO, and how can you tell? (Please elaborate. Use the reverse of this page if
needed)

> I. Do you see people in your Congregation (including yourself) bringing these ideas home? (For
example, installing energy efficient lighting fixtures or windows, or improving insulation). (Please elaborate.
Use the reverse of this page if needed)

» J. Please choose one of the recently developed projects and enumerate its major milestones. (For
example: 1. Idea, 2. Approval by X, Y and Z, 3. Contractor choice, ..., n. Completion).
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Appendix E: Informed Consent for COMPLETED Case Study Research Participants
Informed Consent
Research Subject: “Opportunities for Conversion to More Sustainable Practices by Houses of

Worship through Team Performance Enhancing Strategies that Include Facilitative
Leadership”

Dear Sr. or Madam,

My name is Carolina Saiz, and I am a student in the PhD in Environmental Studies
program at Antioch University New England, located in Keene, NH. I am researching about how
groups of people work as teams, guided by their team leaders to make Houses of Worship
(HOWs) “greener.” The “greening” may consist of energy conservation practices, recycling or
installing solar energy. These projects can help congregations and their communities foster
healthier environments and human wellbeing, while saving money.

I am contacting you because you have participated in successfully completing one of
those sustainable project at the HOW level, working with other community members in the past.
The purpose of this research is to understand how the dynamics in your team and the relationship
with leadership worked in a way that it was possible to carry on the “greening” process in your
HOW. That is why I am asking your help to obtain information for my research. This research
will start by analyzing completed projects like yours that have been successful in the process of
“greening” HOWSs. I would like you to respond to a survey that has been designed for my data
collection. As part of my research, I will also survey other members of your team and other
HOW *“greening” projects, as well as observing an ongoing project for approximately one year,
in order to understand team dynamics. As a way to thank you for your participation, I will
provide you with a copy of the research results and my set of conclusions and suggestions that

will hopefully be helpful to future projects in your organization.
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I want to clarify that your participation does not likely pose any risk or harm to you. Also,
your participation is voluntary and you can discontinue it at any time. Your identity will be kept
confidential, and I will be the only person to have access to it. The materials that I produce (in
printed and in electronic formats) will also be kept confidential in a place only known to me for
five years after the publication of the doctoral dissertation. Then, they will be destroyed.

If you have any questions about this research, you may contact Carolina Saiz at telephone
number ||| or via e-mail at || . 1t you have any questions about
your rights as a research participant, you may contact my Academic Advisor at Antioch
University New England, Dr. James Gruber, PhD, at telephone number ||| | N or via -
mail at ||| A ntioch University New England is located at 40 Avon St., Keene,
NH, 03431.

I thank you very much for your attention and your kind cooperation.

Respectfully,

Carolina Saiz

PhD in Environmental Studies Program Student
Antioch University New England - 40 Avon St. - Keene, NH - 03431

By signing below, I confirm that I have read and understood the terms of this Informed
Consent, and I agree to participate in this research.

Print Name Signature Date
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Appendix F: Informed Consent for ONGOING Case Study Research Participants
Informed Consent

Research Subject: “Opportunities for Conversion to More Sustainable Practices by Houses of
Worship through Team Performance Enhancing Strategies that Include Facilitative Leadership”

Dear Sr. or Madam,

My name is Carolina Saiz, and I am a student in the PhD in Environmental Studies
program at Antioch University New England, located in Keene, NH. I am researching about how
groups of people work as teams, guided by their team leaders to make Houses of Worship
(HOWs) “greener.” The “greening” may consist of energy conservation practices, recycling or
installing solar energy. These projects can help congregations and their communities foster
healthier environments and human wellbeing, while saving money.

I am contacting you because you are currently participating in one of those sustainable
projects at the HOW level, working with other Congregation members. The purpose of this
research is to understand how the dynamics in your team and the relationship with leadership
works in a way that it is possible to carry on the “greening” process in your HOW. That is why I
am asking your help to obtain information for my research. Your participation would involve
allowing me to access to your project team’s interactions, such as non-confidential
documentation, mailing lists, team meetings, and all kinds of events and interactions that are
relevant to the project, so I will be able to observe the team project’s process for weeks, months
or up to 1 year, as needed. In addition, I would also need team members to complete a survey a
pair of times (one by the beginning or our interaction, and the other towards the end of the
process), and meet with me three times during the entire process, at the team’s convenience.
Those meetings may happen right after any of your regular meetings or gatherings, and the

meetings will be used as information “check-up” and additional data collection mechanisms. All
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the data will be treated as a “group data,” so to preserve each individual’s identity. Each survey’s
data will remain anonymous. As a way to thank you for your participation, I will provide you
with a copy of the research results and my set of conclusions and suggestions that may hopefully
be helpful for future projects in your organization. I want to clarify that your participation does
not likely pose any risk or harm to you. Also, your participation is voluntary and you can
discontinue it at any time. Your identity will be kept confidential, and I will be the only person to
have access to it. The materials that I produce (in printed and in electronic formats) will also be
kept confidential in a place only known to me for five years after the publication of the doctoral
dissertation. Then, they will be destroyed.

If you have any questions about this research, you may contact Carolina Saiz at telephone
number ||| or via e-mail at ||} [ you have any questions about
your rights as a research participant, you may contact my Academic Advisor at Antioch
University New England, Dr. James Gruber, PhD, at telephone number ||| o: via -
mail at ||| . Antioch University New England is located at 40 Avon St., Keene,
NH, 03431.

Thank you very much for your attention and your kind cooperation.

Respecttully,

Carolina Saiz

PhD in Environmental Studies Program Student-
Antioch University New England - 40 Avon St. - Keene, NH - 03431

By signing below, I confirm that I have read and understood the terms of this Informed
Consent, and I agree to participate in this research.

Print Name Signature Date
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