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Part III:  

Church Structure and

Leadership Roles
Chapter 9  

Statements and Organization 


Come as living stones, and let yourselves be used in building the spiritual temple, where you will serve as holy priests to offer spiritual and acceptable sacrifices to God through Jesus Christ.  (1 Peter 2:5)


This chapter begins Part III, which together with Part IV, "Leadership in Practice," constitute the working components of this volume.  Saint Peter says we should be like living stones to be built together into a spiritual house.  This chapter explains how this temple of believers fits form to function by its guiding statements and organizational structure.  


The church on earth is the living body of Christ, sacred, commissioned, ever changing, subject to man's building and tearing down.  It has three intra-functioning parts(members, leaders, and structure.  The last component, the organization structure, establishes how we work together.  Structure plays a larger role in our success than generally understood because it guides individual performance, utilizes specialization, and multiplies effort through marshalling and grouping.  Poor organization is a great detriment.  Sin can actually be involved, inhibiting and restricting by form and function, either accidental or intended.  So, as William Easum says, congregations must be "designed and structured to introduce people to Christ in a language that they can understand and respond to with integrity."  The purpose of this chapter is to assist in this design and structuring.  Each church, however, as a complex and unique multifaceted entity, must tailor its own design. 


This chapter is divided into two division(church statements, and church constitution and organization.  The two are interrelated in the sense that some statements such as articles of faith and mission are usually contained in the church's constitution.  However, our division treats the various statements collectively as matters of outlook and philosophy, and the operational aspects of constitution and organizational structure as separate aspects of church management.  

Church Statements 


The purpose of church statements is to establish firm evidence of the congregation's beliefs and intent.  They focus and guide church activities. They are written as "articles of faith," church "constitution," "goals," etc., each of which will be described in this chapter.  All are living entities, interlocking and mutually reinforcing.  Such statements should be placed in a "documents" booklet, distributed to members.  As an act of reaffirmation, the statements should be periodically reviewed, updated, and approved with rededication and confidence.  Statements transient in nature, such as church goals, should be reviewed frequently, perhaps even yearly during changing conditions.  Certain guidance related to operations, consistently employed, such as job descriptions, authority lines, and coordination and approval procedures, may also require separate earmarked periodic distribution in addition to inclusion in the collective documents volume. 


The updating of church statements requires care and discernment.  God continually speaks to us.  We must be alert to hear. "And what I say to you I say to all: Keep awake."  (Mark 13:37)  Congregations must pray to have "eyes to see, ears to hear, and a mind that may know God's will."  Typically, a special group must be convened to conduct the review.  Their mission, to seek God's true calling for the congregation.  The review must be both introspective and outward looking.  A thorough inquiry requires study, reflection, reading, interviews with congregational members, discussions, and drafting and redrafting.  To discern what God wants a congregation to do and how he wants it done is altogether a difficult and time-consuming task.  Prayer, bible reading, and diligent reordering are the keys. Prepare the way of the Lord, make straight his paths.  (Matthew 3:3) 


We must also add that church statements must in no way establish any hierarchy, authority, or procedure that discourages joyful entry into the body of Christ and enthusiastic service.  Such restraints are what we referred to earlier as a "sin" of the organization. 

The statements presented in this chapter are as follows in order of their dependency, i.e., each succeeding statement is based upon and engendered by its predecessors:



Articles of faith*


Emerging conditions



Mission statement and directional concepts*



Operating principles



Church policy



Public policy    


While the list of entries may seem excessive to some, few churches in fact have all six, each is distinctive and supportive of the whole.  The two italicized statements(articles of faith and operating principles(are underlying and generally subject to little change.  The two underlined statements(operating principles and church policy(have the greatest affect on day-to-day operations.  The asterisk indicates statements typically contained in the church constitution.

Articles of Faith



Organizations based on faith must necessarily begin their corporate existence with the beliefs on which they are founded.  Christians take great comfort from these articles, for they transcend all human frailties and misery, promising eternal life for all believers.  They reaffirm the theological basis for us to join together and serve as a church entity.   In all things the congregation returns again and again for comfort and strength to these underlying precepts.


The confession of faith should be written in simple language for all to understand.  While expressed in words suitable for each congregation, the statements are based on denominational creeds and sanctions.  Bible passages are usually referenced for each article.  Model articles may be obtained from the various denominations, actual articles from individual congregations.   


The most common articles can be stated as follows:   
1.  HOLY TRINITY


We believe that there is one true God, eternally existing in three persons(the Father, the Son, and the Holy Spirit(three-in-one.  


The grace of the Lord Jesus Christ, the love of God, and the fellowship of the Holy Spirit be with you all.  (2 Corinthians 13:13)

2.  CHRIST’S ADVENT


Jesus Christ is the eternal Son of God, the Living Word, who came into the world that he might manifest God to men, fulfill prophecy, and become redeemer of the world.  He is the perfect deity and true humanity united in one person.  Jesus lived a sinless life on earth and voluntarily atoned for the sins of men by dying on the cross as their substitute, thus satisfying divine justice and accomplishing salvation for all who trust in Him alone.  We believe that, He arose from the dead in the same body, though glorified, and ascended into heaven and now sits at the right hand of God the Father, where He is the only mediator between God and man, continually making intercession for His own.  Jesus Christ is the head and authority of the Church.


The Word became a human being and lived among us.  We saw his glory, full of grace and truth.  This was the glory he received as the Father’s only son.  (John 1:14)  For Christ himself died for you; once and for all he died for sins, a good man for bad men, in order to lead you to God.  (1st Peter 3:18)  "For the Son of Man came to seek and to save the lost." (Luke 19: 10)  I write you this, my children, so that you will not sin; but if anyone does sin, we have Jesus Christ, the righteous, who pleads for us with the Father.  For Christ himself is the means by which our sins are forgiven, and not our sins only, but also the sins of all men.  (1st John 2:1-2)


3.  SCRIPTURE


The Bible is the inspired word of God leading to Jesus Christ and designed for our practical instruction.


For all Scripture is inspired by God and is useful for teaching the truth, rebuking error, correcting faults, and giving instruction for right living, so that the man who serves God may be fully qualified and equipped to do every kind of good work.  (2 Timothy 3:16-17)  For I have complete confidence in the gospel: it is God’s power to save all who believe, first the Jews and also the Gentiles.  (Romans 1:16)

4.  HUMANKIND


Man and woman were created in God's image yet are now burdened with original sin as a result of Adam's first act of disobedience.  Man is therefore unable to please God except by renewal through divine grace.  Through faith we are forgiven and healed as a gift from God.  

So God created man in his own image, in the image of God created he him; male and female created he them.  (Genesis 1:27)  …and all men have sinned and are far away from God's saving presence.  But by the free gift of God's grace they are all put right with him through Christ Jesus, who sets them free.  (Romans 2:23)  For I am certain that nothing can separate us from his love: neither death nor life; neither angels nor other heavenly rulers or power; neither the present nor the future; neither the world above nor the world below(there is nothing in all creation that will ever be able to separate us from the love of God which is ours through Christ Jesus our Lord.  (Romans 8:38)

5.  SALVATION


The world is redeemed through our savior Jesus Christ’s death and resurrection.  The assurance of salvation is not based on any kind of human merit, but is produced by a new birth of the believer which comes through the Holy Spirit.


“I tell you the truth,” replied Jesus, “that no one can enter the Kingdom of God unless he is born of water and the Spirit.”  (John 3:5)  Now that we have been put right with God through faith, we have peace with God through our Lord Jesus Christ.  He has brought us, by faith, into this experience of God's grace, in which we now live. (Romans 5:1-2)  I write you this so that you may know that you have eternal life(you that believe in the name of the Son of God.  (1 John 5:13)
6.  THE HOLY SPIRIT    


The Holy Spirit, the third person of the Trinity, lives in every believer as Spiritual counselor, and is the source of all power and acceptable worship and service.  


The Helper will come(the Spirit of truth, who comes from the Father.  I will send him to you from the Father, and he will speak about me."  (John 15:26)  
7.  THE CHURCH



The church is the Body of Christ composed of all believers who have been joined to Him through saving faith.  God has ordained the church to proclaim the Good News of Jesus Christ throughout the world, to conduct worship services, and to gather the faithful together for mutual encouragement and support.  


God put all things under Christ’s feet, and gave him to the church as supreme Lord over all things.  The church is Christ’s body, the completion of him who himself completes all things everywhere.  (Ephesians 1:22-23)  "Go, then, to all peoples everywhere and make them my disciples." (Matthew 28:19)

8.  THE FINAL JUDGMENT 

The prophecy will be fulfilled.  Jesus Christ will come again to the earth to receive to himself into Heaven his own.  


There will be a shout of command, the archangel’s voice, the sound of God’s trumpet, and the Lord himself will come down from heaven!  Those who have died believing in Christ will be raised to life first; then we who are living at that time will all be gathered up along with them in the clouds to meet the Lord in the air.  And so we will always be with the Lord.  (1 Thessalonians 4:16-17)  

9.  SATAN 

There exists a personal spirit of evil, Satan, enemy of God and the people of God.  Satan, our adversary, carries on continuing opposition to the Kingdom of God, seeking the demise of all men.  At the end he will suffer ultimate and total defeat at the hands of Jesus Christ.


How art thou fallen from heaven, O Lucifer, son of the morning! How art thou cut down to the ground, which didst weaken the nations!  (Isaiah 14:12)  Be alert, be on watch!  Your enemy, the Devil, roams around like a roaring lion, looking  for someone to devour.  (1Peter 5:8)

10.  ETERNAL LIFE 

The saved will live with Christ forever in his glory.  


“Then the King will say to the people on his right: ‘You who are blessed by my Father: come!  Come and receive the kingdom which has been prepared for you ever since the creation of the world.’”  (Matthew 25:34)


Articles of faith are often expressed in simpler terms for general use as follows
:


1.  God, the creator of all things, lives and governs all.


2.  Jesus Christ, the son of God, teaches us the good news of spiritual living and brings forgiveness and healing through his death and resurrection. 


3.  Faith underlies and brings about all good.  We believe, trust, and are confident in God's love and goodness.  


4.  Through prayer, and directed and empowered by the Holy Spirit living within us, we reach out to God in seeking to serve according to His will. 


5.  The Bible is the Word of God, our source of inspiration, and the ways of Christian living.


6.  The peace from God, the grace of redemption, and the certainty of eternal life are the hallmarks of the Christian life.


7.  Each person is an object of God's love and therefore the object of our love for one another.  We do not judge, but rather teach, support, and comfort one another.  

Emerging Conditions 

People generally take most things for granted, reasonably assuming that day-to-day circumstances will remain essentially the same.  Altogether different is the difficulty of seeing some distance ahead.  Of such skills, fortunes have been made.  The church also "profits" from such insight, not from any riches gained, but in new knowledge and awareness of emerging opportunities.  Yet congregations place surprisingly little importance on the assessment of trends and forecasting, partly because most changes are so gradual that increments appear negligible and unimportant. "We kept losing a few members each year, until suddenly we realized we had no congregation!"  No church wants to undergo disappointments or forego opportunities because of lack of foresight 


Every few years a special task force should be convened to review the church environment in light of changing world, national, and local conditions.  Their findings and implications should be presented to the congregation followed by any necessary response.


William Easum's list of "emerging conditions," reported in Chapter 2, illustrate the nature of such statements at the national level.  At the local level, the church's changing environment may be examined in three ways:


(1) The changing demography of the immediate surrounding community may be examined in terms of past trends and short-term projections.  What's happening to the neighborhood is of great consequence to church membership.  Inner city churches in particular must be sensitive to their often rapidly changing surroundings.  "We once were the center of activities in a long-standing older community; now we compete for the attention of younger, more transient and detached residents."  Factors involved are population, family characteristics, racial composition, wealth, movement, and religious affiliation.  Much of this information is available through published city demographic studies and local newspaper reports.


(2)  The changing composition of the congregation itself is revealing.  Where do new members come from and why did they join?  What are the circumstances of departures?  Is the membership aging?  Are commuting distances increasing?   The answers need to be studied over time.  Priorities may be revised, for example, if it is discovered that families now join for the children's program whereas they previously became members because the church was nearby.  Information on the congregation can only be gained through a member survey. 


(3)  Evidence of changing community mores and values will help the church design appropriate responses.  Examples of discernable attitudes include evidence of growing distrust of leaders, rising uncertainty and stress, increased division and polarization, decline in denominational allegiance (people simply want to be Christians), and greater concern for "spirituality" as opposed to organized religion.  Many of these sociological changes are national in nature and their prevalence in a given community can be ascertained by limited polling, published studies, and newspaper accounts.  

Mission Statement and Directional Concepts (Objectives)

The great commandments are to love God with all our heart, soul, and mind (Matthew 22:37), and to love our neighbor as ourselves (Matthew 22:37-39).  We are further commissioned to go forth and make disciples of all people everywhere (Matthew 28:19).  To do this we must be spiritually prepared which is also a commandment.  But you do not live as your human nature tells you to; you live as the Spirit tells you to(if, in fact, God’s Spirit lives in you.  Whoever does not have the Spirit of Christ does not belong to him.  (Romans 8:9)  These are the mission responsibilities of all Christians.  They are well summed up by Dietrich Bonhoeffer.  "The first demand which is made of those who belong to God’s Church is ....that they shall be witnesses to Jesus Christ before the world.  It is for this task that the Holy Spirit equips those to whom He gives Himself.  It is, of course, to be assumed that this testimony before the world can be delivered in the right way only if it springs from a hallowed life in the congregation of God.”  Note, first the outward look then the inward preparation.  An evangelistic outreaching church always receives more than it gives, however generous in its benevolence.

So commissioned, church mission statements might appear largely a settled matter.  And in the highest sense they are, for in all things we seek God's will.  But every congregation is also bound up in a unique set of circumstances and opportunities allowing, even mandating, special responses.  This means that the congregation must discover for itself its own distinct calling.  To do so involves an integration of scriptural guidance, member needs and talents, and community and society needs.  The essential components are who is to be served, and secondarily what are their needs.  We then respond in how these needs are to be satisfied.  


But a church's mission is principally tied to who it seeks to serve.  The choice depends primarily on spiritual calling, proximity and depth of need, and practical feasibility. Most churches develop their mission from local community needs.  Discernment is important to avoid carbon copies.  The mission must also naturally have the wholehearted endorsement and support of the congregation.  It must inspire support and enrich the lives of members.  Its distinction should engender pride.  Strong mission statements also strengthen a church's boundaries and set its members apart.  I know of one church whose evangelistic calling is so strong the pastor warns members that as a result they may often feel neglected and that this must be accepted as a necessary sacrifice for the mission.  What an enrichment this mission!     


Missions must not be left apart to become overly settled and latent.  Sometimes goals are even lost sight of and must be chosen again.  Congregations become distracted by what William Easum observes is a constant merry-go-round of meetings and taking care of facilities until we lose sight of our original mandate.  Part of any misdirection may stem from a lack of specificity.  Supporting policy statements provide this detail as a second echelon to the mission statement itself.  They may include general courses of action, goals, priorities, and objectives, all introducing realism.


Multiple missions require ordering.  Ordering awakens and motivates.  It is critical when resources are limited.  Spread too thin, the congregation's efforts are diluted, leading to marginal performance.  Better to do a few things well than sacrifice the quality of all in undertaking too much.  Ordering focuses and unifies the congregation's energy.  It identifies those combinations of opportunities and abilities that result in the greatest overall member involvement and productive service.  The smaller the congregation the greater the requirement for such concentration.  Time is also an ordering factor.  In some instances, special attention may be focused for a relatively short duration, sufficient only, for example, to bring a faltering program up to par.


Mission statements must be realistic.  However receptive and enthusiastic a congregation may be to new challenges, much of what is hoped for may be limited by apparent or real restrictions.  Historical precedent, geographical location and surrounding community, and congregational size and financial strength may all act to limit what appears possible.  Sometimes a new set of circumstances intervene to alter and improve prospects.  The arrival of a new pastor or completion of a capital building program, for example, can renew energy and free resources.  Without such stimuli, congregations must simply stay positively alert to all potential challenges, believing in God's power to direct and marshal all that is required.  As with Abraham and Moses, we must listen for God's voice and not fear to plunge into uncharted waters. 


Most congregations begin their mission statement with a vision preface, a perceived image of a preferred future or promising outcome that guides and motivates.  Together the two(vision and mission(can and should be stated simply as in the following example:


Our Vision



That every person and community will discover and respond to the 



Kingdom of God embodied by Jesus Christ.


Our Mission

     

To nurture, equip, and embolden individuals and communities to:




─ grow into the likeness of Jesus Christ,




─ discover God's purpose for their lives, and




─ respond in faith and through sacrificial action.


Substantially more detailed mission statements often include directional concepts (identified by ( below) of intentions or objectives which add specificity.  They may go so far as to quantify objectives such as a physical count of new members.  Obstacles likely to be encountered may also be included.  The resulting concepts/objectives combination introduces real intentions, reality that increases the likelihood that the congregation will take the mission seriously.


Mission and concept/objectives statements are illustrated as follows:
  

A house of worship and prayer (to experience the living presence of God).


Jesus said, "Worship the Lord your God and serve only him!" (Matthew 4:11)  “God is Spirit, and those who worship him must worship in spirit and in truth.”  (John 4:24)  Set your hearts on spiritual gifts, especially the gift of speaking God's message.  (1 Corinthians 14:1)


A transforming relationship with God through Jesus Christ is nurtured through an inward journey of prayer and study along with an outward journey of worship.


(  Administer the sacraments of Holy Communion and Baptism.


(  Establish a pulpit of excellence in the proclamation of the gospel of 



Jesus Christ.

(  Provide opportunities for prayer, quiet meditation, discussion, and 

reconciliation in a faith context.

(  Design the service to enhance the experience of every member and 

provide alternative services to meet the special needs and 

preferences of groups such as young people and newcomers.

(  Preserve and enhance the architectural, musical, artistic, and cultural 

ministry.

A house of nurturing and involvement (a life-sharing fellowship community).

But continue to grow in the grace and knowledge of our Lord and Savior Jesus Christ.  (2nd Peter 3:18)  Each one, as a good manager of God’s different gifts, must use for the good of others the special gift he has received from God.  (1 Peter 4:10)  

Life is best lived and call genuinely discerned within a community of faith, support, and accountability.

(  Assist every member in their spiritual journey, promoting life-long 

growth in discipleship. Use small groups to establish a sense of 

fellowship and mutual concern for one another.  

(  Instruct and encourage all to become involved in service, consistent 

with personal abilities and interest.  Direct members to be faithful

stewards of their talents and resources.

(  Direct special attention to the well-being of children and young adults 

by providing a safe and nourishing environment, especially for  those

at risk.  Strengthen family bonds.

(  Develop new leaders by seeking out potential candidates, conducting 

training programs, and providing opportunities to lead.
A house to spread God’s word (sharing God's power and love).

"Go, then, to all peoples everywhere and make them my disciples: baptize them in the name of the Father and of the Son and of the Holy Spirit, and teach them to obey everything I have commanded you."  (Matthew 28:19-20)

Jesus Christ came to save all people and challenges us to pursue the challenge of spreading the Gospel message for all to hear.

(  Go forth in the immediate community proclaiming God's good news

boldly to bring residents into the folds of the church

(  Sponsor domestic and foreign missions.  

A house of Christian education (searching together).

Do not be like children in your thinking, brothers; be children so far as evil is concerned, but be mature in your thinking.  (1 Corinthians 14:20)  Parents, do not treat your children in such a way as to make them angry.  Instead, raise them with Christian discipline and instruction.  (Ephesians 6:4) 

 We are sustained and directed as we ground ourselves in biblical scripture.

( Expand programs of Christian education to include curriculum

development and increased youth and adult participation.

(  Train instructors how to teach.  Use modern technology and the media

to optimize the learning experience.

(  Create opportunities for dialogue on national and international issues

in a faith context.

A house of Christian service to others (serving to the very least one).

All the believers continued together in close fellowship and shared their belongings with one another.  They would sell their property and possessions and distribute the money among all, according to what each one needed.  (Acts 2:44-45)

God has a purpose for everyone and invites each of us to discern and live out that call.

(  Develop a responsive social service presence concentrating on the local

community.

(  Maintain mutual support and sharing relationships with congregations

and institutions in the area.
(  Meet the ecumenical responsibilities inherent in membership of  the

greater church as a whole.

(  Continue to play a role in interfaith dialogue, understanding, and

cooperation.

Operating Principles 
Principles are generalizations gained from experience that describe observed functional relationships in patterns of behavior.  They are the apparent natural processes which underlie how humans work and function together.  Principles are generally stated as a cause and effect, e.g.,  a smile conveys friendliness; harsh and unkind words create pain and lasting resentment. They indicate our understanding of the dynamics involved in human relations. 

Principles pertaining to church operations are not easy to identify, but their importance to understanding how things can be most effectively accomplished warrant making an attempt.  However, we must keep in mind Oswald Chambers' warning, "The authority we blindly grope after is God Himself, not a tendency making for righteousness, not a set of principles."

The following list of principles for effective human interaction relevant to congregational life are illustrative rather than definitive:

   
  People respond to overtures of kindness and expressions of concern.

(  Recognition and credit encourage performance.

(  People are motivated by clear-cut reachable goals or sought end-

results.

(  Personal contributions are maximized when individual talents and

skills are recognized and employed.

(  Caring groups establish emotional involvement and honest 

communication.


(  Small group discussions are most effective in fostering openness, self-

examination, and in changing people’s attitudes and values; a

straight lecture is least effective. 

(  Conviction of the mission's importance creates cooperative wholeness

for change and concerted effort.

(  A singular and simple focus facilitates communication, e.g., the single

“take-home” sermon message.

(  The more  vivid and intense the impression, the greater the chance of

retention.

(  Effective communication requires accessibility and listening

receptivity.

(  Written instructions and training greatly improve performance.

(  Decentralization of authority and leadership encourage involvement,

increasing productivity. 

(  A flat organizational structure distributes responsibility and authority, 

allows specialization,  and facilitates vertical communication.

(  Flexibility and adaptability are essential for success in new

undertakings.

(  Continuous evaluation and corrective feedback leads to improvement.

(  Control and micro-management overloads operating units and stifles

self-initiative and creativity.

(  Sharing concerns with the neighborhood demonstrates the spirit of 

serving.

Church Policy 
Policy is a declaration of intentions, the "rules of the game" if you will, the map and compass of operations.  Policy statements are designed to guide operations in a harmonious and productive manner.  They often implement approved operating principles (stated above).  Church policies encourage cooperation, understanding, and patience, and recognition that the church’s mission is a common task, not an individual one. With this important role, preparation of policy statements should never be neglected.  Example statements of this type are:

It is the policy of the (church name) congregation to: 
(1) Foster love and a caring covenant among members to the very least 

   one.  People matter to God and to us. 

(2) Treat every congregational member gently and respectfully, knowing 

   that each is equally important as a child of God and has a God-

   given ministry. 

(3) Ensure that every member is encouraged to join one or more of the

   church's study, service, or fellowship groups.

(4) Promote stewardship through personal counseling and suitable

   advertisement of opportunities and needs. 

(5) Encourage every member in personal evangelism.  

(6) Promote personal spiritual growth by requiring periodic participation

   in church education programs.

(7) Design and conduct a comprehensive program of Christian education 

   that meets the needs of all members. 

(8) Provide a range of participation and leadership opportunities to all 

   members, encouraging universal involvement according to

   individual abilities and calling. 

(9) Facilitate attendance by holding meetings at convenient times and 

   places.  

(10) Encourage attendance at all meetings by an announced "open-door"

   policy.

(11) Begin every meeting with prayer, seeking God’s guidance to do his 

   will.

(12) Elect leaders who collectively represent the whole congregation. 

(13) Seek excellence in all things by enlisting all available talents and

   remaining flexible and adaptable to new ideas and changing
   conditions. 

(14) Always be receptive to new and creative ideas and suggestions.  Be

   willing to step out in visionary faith and take risks for God.

(15) Solve problems through prayer, bible study, and scholarly inquiry 

   and discussion.

(16) Earnestly seek pastoral guidance from God's emissary.

(17) Foster improvement in the spoken word through a lay pulpit advisory 

   group.

Public Policy    

Christian churches are always vitally concerned with social justice and public issues affecting human dignity and well-being.  The involvement may be documented in a prepared position statement that responds to the issues from a biblical and theological foundation.  Such papers are intended to be both instructive and persuasive, within the framework of individual interpretation.  One indirect advantage of such dissemination is that it greatly lessens the need for contemporary politics from the pulpit.  Below is an outline of public policy areas for which position statements have been prepared by the United Methodist Church
:

I.  THE NATURAL WORLD
 A) Water, Air, Soil, Minerals, Plants

D) Space




B) Energy Resources Utilization


E) Science and Technology


C) Animal Life 





F) Food Safety

II.  THE NUTURING COMMUNITY
A) The Family





H) Family Violence and Abuse

B) Other Christian Communities


I) Sexual Harassment

C) Marriage





J) Abortion

D) Divorce





K) Adoption

E) Single Persons




L) Faithful Care of the Dying

F) Women and Men




M) Suicide

G) Human Sexuality

III.  THE SOCIAL COMMUNITY
A) Rights of Racial and Ethnic Persons
K) Tobacco

B) Rights of Religious Minorities 

L) Medical Experimentation

C) Rights of Children




M) Genetic Technology

D) Rights of Young People 


N) Rural Life

E) Rights of the Aging



O) Sustainable Agriculture

F) Rights of Women




P) Urban-Suburban Life

G) Rights of Persons with Disabilities
Q) Media Violence and Christian Values

H) Equal Rights Regardless of


R) The Internet
 


Sexual Orientation



S) Persons Living with HIV and AIDS

I) Population





T) Right to Health Care

J) Alcohol and Other Drugs


U) Organ Transplantation and Donation

IV.  THE ECONOMIC COMMUNITY

A) Property





F) Migrant Workers

B) Collective Bargaining



G) Gambling

C) Work and Leisure 




H) Family Farms


D) Consumption




I) Corporate Responsibility

E) Poverty

V.  THE POLITICAL COMMUNITY

A) Basic Freedoms and Human Rights 
E) Civil Obedience and Civil  

B) Political Responsibility 



Disobedience

C) Freedom of Information



F) Criminal and Restorative Justice

D) Education





G) Military Service



VI.  THE WORLD COMMUNITY

A) Nations and Cultures



C) War and Peace

B) National Power and Responsibility

D) Justice and Law

Church Constitution and Organization 
This chapter division briefly discusses the nature of church constitutions, church organizational structure of trustees, council, and committees, and the critical importance of job descriptions. 
Church Constitution 

Constitutions set forth an organization's governing system, describing its nature, functions, and structure.  Denominational models are typically available.  Certain provisions are generally required within religious affiliations.  Specific internal details, applicable to a given congregation, are covered in bylaws and continuing resolutions.

A typical model constitution provided by the Evangelical Lutheran Church in America has these chapter components:

Preamble

1.  Name and Incorporation


5.  Powers of the Congregation

2.  Confession of Faith



6.  Church Affiliation


3.  Nature of the Church


7.  Property Ownership

4.  Statement of Purpose


8.  Membership 

 9. The Pastor





15. Discipline of Members and


10. Congregation Meetings 



Adjudication

11. Officers 





16. Bylaws

12. Congregation Council


17. Amendments

13. Congregation Committees

18. Continuing Resolutions

14. Organizations Within the

19. Indemnification

Congregation




20. Parish Authorization

Constitutions, by-and-large, are mechanical in nature, underlying but minimally affecting day-to-day operations.  The "constitutionality" of certain matters may occasionally be checked, but otherwise the document itself is seldom referred to.  It remains an unseen church "backbone."  Far more important in guiding behavior are the church's operating principles and policies.  We emphasize their preparation and broadcast.  Even articles of faith, though sacred and fundamental, are more likely to be viewed as reaffirmation of scripture than as working tools.  Operating principles and church policy, whether documented or not, is what "moves and shakes" congregations.  No congregation should be without both.

Church Organization 
Leadership and organization are the ultimate collaborative effort between the congregation, the clergy, and God.  Man and system work together, enjoined with the Holy Spirit to do God's will.  It can be a very effective partnership.  How we organize establishes how the work is shared.  It plays a large role in the effectiveness of each individual.  In military terms it is a "force multiplier."  Therefore, every congregation should continuously seek to improve its organizational structure. 

Organization starts with a church's mission statement and objectives, for we organize to achieve these purposes.  Organization is also based on the principles of division of labor and specialization.  Horizontal divisions are created to group like activities for reinforcement and coordination, and to marshal the special skills and talents required.  Vertical division is created to allocate duties and responsibilities of control and management to provide direction and oversight. 
For congregations, the organizational dimensions generally consist of two vertical operating levels,
  the council with elected church officers, and a number of standing committees and temporary task forces creating the horizontal level.  In addition, we recommend church "trustees" be named to provide senior level guidance and conduct special studies.  Because of the involved complexity, it is always advisable to chart the church's organizational components together with brief descriptions.

An additional organizational dimension less often recognized is the number of leadership opportunities involved.  Terms of office become a factor.  Consider, for example, that a 12-member council with two-year terms has more than twice the number of individuals involved over a six-year period (total = 36) as an eight-member council with three-year terms (total = 16).  Congregations should keep count and continuously seek to expand their leadership positions.   

Several principles are involved in organizational structuring.  First, bureaucratic layering of organizational levels should be kept to a minimum to facilitate vertical control and communication.  Second, delegation of responsibilities should be made to the lowest level possible, consistent with recipient capabilities.  This means giving properly staffed committees as much responsibility in their assigned area as their expertise permits.  Third, transfer authority equal to responsibility since the two must work in tandem.  Congregational committees should be given big jobs and told to run with them.  Fourth, the span of control should not extend beyond what the involved authority can manage.  This simply means don't overload the boss.  The congregation president and council should oversee not micro-manage. 

Some churches may feel the need to establish executive committees, deacons, and other high level offices.  Some have intermediate levels between committees and the council.  We believe such senior positions and organizational layers create or at least imply a hierarchical structure incompatible with the democratic nature of Christianity.  Servant leadership advocates a minimal vertical dimension.  "Layering" stifles initiative, creativity, and energy.  It inhibits and slows upward communication.  "We always felt the deacons were looking over our shoulder and it was inhibiting."  "There were so many approvals required, we simply quit making suggestions."  "Our division director always reported for us, so we felt out of the loop."  Thus in the recommended church structure, committee chairs report to the church council, or, possibly, directly to the congregation.
  (See Chapter 10 for council versus committee authority.) 

Horizontal span of control can also be a problem, but is greatly lessened when committees are well staffed and left to work out their own problems.  The design and advantages of the committee arrangement are discussed in Chapter 10.  In evaluating any church organization, keep in mind that the intent of the structuring is always two fold: (1) to identify and group similar core activities so that the necessary skills and talents can be assembled together for a collective, mutually supporting effort, and (2) to provide guidance (control) and coordination through a vertical overseeing structure. 

Church Staff.  The duties of the professional and operational church staff are generally supervised by the congregation pastor or, in very large churches, shared with a full-time administrative officer.  Pastors may appropriately manage all routine staff duties, if so assigned, including day-to-day direction.  However, the general functional responsibilities of key staff members should be overseen by the related congregational committees acting in an advisory role.  Thus the church Director of Music also "reports" to the Worship and Music Committee; the Sunday School Superintendent to the Education Committee; the Church Treasurer to the Administration/ Property/Finance Committee and so on.  This oversight may not sit well with some controlling pastors, but is essential if the congregation is to be fully interwoven in church operations and take greater responsibility.  And, importantly, such commissioning is at all times tempered by interwoven pastoral guidance, always essential, always sought. 

Congregation Trustees.  Trustees are an option, but one strongly recommended to perform broad oversight duties normally beyond the immediate concerns of the church council.  Four important purposes are served:  (1) to care for and support the council president/members and occasionally advise,  (2) to conduct special studies and prepare general guidance papers, (3) to mentor potential young leaders, and (4) to provide additional honored opportunities for members to serve (as trustees).  The role of church trustees is discussed in detail in Chapter 10. 
Congregational Council.  The church council has general oversight over the spiritual life and activities of the congregation seeing that everything is done in accordance with the Word of God.  Its specific functions advised here are those of setting goals and priorities; staffing; monitoring, evaluating, and guiding activities; and long-range planning (sometimes referred to the trustees).  The council guides the congregation in developing its mission and ministry and ensures peace and goodwill among members.  Program administration and most problem solving are delegated to the church's committees.  Council members are elected by the congregation.  Council officers are elected by the council.  All members should exemplify the Christian life.  Details on council actions are presented in Chapter 10. 

Congregational Committees. The church's standing committees (variously called teams or ministries) focus on individual church functions and attract members with corresponding skills and interests.  Committees serve as clearinghouses for debate, analysis, planning, and management.  Their jurisdiction is mandated by the church council.  All assigned responsibilities should be related.  Too diverse combinations are difficult to oversee, frustrating leaders and members.  Too focused specialization, limits interest and possible participation. 

Committees are generally sufficiently dedicated and capable to be semi-autonomous, dealing directly with problems largely independent of higher level approval.  Committees are the "work horses" of the congregation in terms of guiding day-to-day performance and recommending improvements.  Each committee has a job description outlining duties and authority.  The role of committees is discussed in detail in Chapter 10.

…by speaking the truth in a spirit of love, we must grow up in every way to Christ, who is the head.  Under his control all the different parts of the body fit together, and the whole body is held together by every joint with which it is provided.  So when each separate part works as it should, the whole body grows and builds itself up through love.  (Ephesians 4:15-16)


All committee structuring stems from eight distinct Christian and support responsibilities: 

( Parish Life  (responsible for the encouragement of communications,

fellowship, and the well-being of all members of the congregation)  

( Worship & Music (oversees the conduct and promotion of worship 

services and musical presentations)

( Evangelism (oversees the outreach program of witnessing for Christ in 

the community and welcoming church visitors)

( Stewardship (responsible for the promotion and encouragement of 

Christian service through one's time, talent, and wealth)

( Christian Education (oversees the conduct and advancement of the

church school and other education activities)

( Youth Ministry (oversees the conduct and development of special

programs of fellowship and service for young people)

( Social Ministries (oversees the mission programs which seek to

broaden the vision of the congregation toward serving Christ at home

and throughout the world)  

( Finance/Property (responsible for the church's financial integrity,

annual budget, and maintenance of the building and grounds)

Job Descriptions 
Job descriptions spell out specifically and concisely, the activities and responsibilities of a job, and the manner and circumstances in which they are to be performed.  They include authority, accountability, coordination, and reporting responsibilities.  Over time, job descriptions should be extended and refined to ensure coverage and coordination of all church positions.  They are an essential tool in training new office holders. They promote continuity and effectiveness.  Finally, job descriptions are a sign of respect for the subject offices. 

Jobs have to be made as attractive and seemingly important as possible to attract new appointees and hold incumbents.  Leadership responsibilities, however slight, add prestige to any job.  Descriptions should never be written in such a manner as to deter creativity and innovation.  Jobs are often what individuals make of them.  Resourceful people, closest to the action, should always have latitude to make new job boundaries.  Descriptions should be upgraded based on such findings whenever possible. 

All church job descriptions should be written, maintained in a church documents omnibus, and appropriately distributed.  Selected job descriptions are presented in Appendix B.

    � Primarily adapted from William Easum, Dancing With Dinosaurs: Ministry in a Hostile & Hurting World (Nashville, Abingdon Press, 1993).


    � The Festival Center and The Servant Leadership School, Washington, D.C., 2004. 


    � Format and some content adapted from the "strategic directions" and related planning statements of the Washington National Cathedral, Washington, D.C.  Other content from The Festival Center and The Servant Leadership School, Washington, D.C.


    � The United Methodist Church, Social Principles, The United Methodist Church: 2001-2004 (Washington, DC, The General Board of Church and Society, 2002). 


    � The organization may also have "trustees" assigned to manage the church endowment, "deacons" to serve with the pastor in performing pastoral ministry tasks, and "elders," governing officers having pastoral, teaching, or music functions. The pastor is generally responsible for managing full-time staff members such as assistant pastors, day care director, office secretaries, and custodians. 


    � The Boards (committees) of Our Savior Lutheran Church (Chippewa Falls, Wisconsin), for example, are autonomous, reporting directly to the congregation.  "Our church council makes no decisions.  That's a big change from the old tradition.  The job of that group is to totally look forward, to plan.  So there aren’t any three-hour council meetings about the hole in the roof or problems with ushering.  The Boards (committees) all make their own decisions and build their own budgets.  They're responsible directly to the congregation.  Our council asks questions."   Roger R. Skatrud,  Our Savior Lutheran Church, Chippewa Falls, Wis.  
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