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March 20, 2006

Pastor Dan Kollander and
All staff, leaders and congregation at
First Lutheran Church

Dear Pastor Dan and all the wonderful people at First Lutheran Church--
Thank you for your wonderful hospitality during my stay with you.

You cared for me, prayed with and for me. It was great to get to know you all. 1
appreciated the opportunity to walk with you during a week of listening, asking
guestions, assessing and making preliminary recommendations. God has
brought you to this place and time that God might use you to reach your
community and the world with the wonderful good news of God’s unconditional
love. | look forward to hearing how you will respond to God’s will and the power
of the Holy Spirit as you give your lives even more fully to Christ.

| believe the time together clarified many issues for you and will propel
your congregation to greater effectiveness in ministry. In the report that follows,
you will find a detailed analysis of First Lutheran Church. The report is divided
into four sections including the executive summary, with appendices. Appendix
A describes the process many churches use to share this information with the
congregation and to agree to move forward with the recommendations.

Dan, | believe you and First Lutheran Church are in the midst of an
exciting journey. It is God's desire that you make disciples for Jesus Christ by
being more intentional in your ministries. In this process you will help many to
know Jesus, and you will exalt him in your area. As you grow spiritually healthy
people, you will send them out to the world around you to reach those people
who are longing for a relationship with Jesus Christ.

It is my blessing to work with you!

In Christ's love,
Linnea Nilsen Capshaw
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EXECUTIVE SUMMARY FOR
g

This report is prepared specifically for First Lutheran Church by Linnea
Nilsen Capshaw. | have taken the information for this report from many sources
including the surveys completed by the congregation, council and staff (I will use
staff to include pastors unless otherwise noted), as well as interviews with groups
of staff, council and lay leaders and congregational members. Many hypotheses
arose in the process of analyzing the data. Each hypothesis was tested during
my time with you on February 15-19, 2006.

During the five days we spent together, | met with many people in group
sessions. My role during these sessions was to be a sponge to soak up all of the
concerns, worries, hopes and dreams of the staff and members of First Lutheran
Church and to analyze your abilities and willingness to embrace change in order
for FLC to reach its potential. This final report is the result of taking all the
information and processing it through the many questions and your willingness to
give honest, heart felt answers to those questions.

First, in this executive summary, | will summarize key learnings from this
consultation so that you understand the information used to ultimately create
your recommendations. Then | will briefly summarize the top four
recommendations to focus on.

In general, the Audit and on-site process revealed a congregation that has
a tremendous amount of strengths and talents, and has been struggling for some
time with some organizational dysfunction. FLC needs to move beyond “small
church thinking” and live into who God’s called you to be as you move forward in
mission in the Cedar Rapids area and beyond.
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1. The congregation has a number of people who are still functioning with a
“small church mentality”, which includes the “pastors are here to serve
me” mentality, gossip, mistrust, paying staff to do ministry, harmony at any
cost, a desire to know everyone and everything, and resistance to change,
any change. For most churches, this group is about 10-15% of the
congregation, but they are so vocal that at times it feels like they are 50%.
Based on my conversations with people, | believe you are in a similar
situation.

2. The leaders and staff at FLC do know and try to live out your current
mission, vision and values statements; however, most of the congregation
as a whole does not “own” these statements as a way of life. Many desire
to have more FOCUS and execution for working together on priorities to
live out your mission.

3. Your staff are functioning with systems that are built for a small church,
like a “mom and pop shop” and you need to build systems necessary to
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support a large church staff. The staff needs to grow in its level of
functioning as a true team and in roles to equip others for ministry.

4. The overwhelming majority of the people in the interviews at FLC want the
church to grow and to reach the community, while some are still resistant.

5. You are growing spiritually from a place that was “a mile wide and an inch
deep”. You have many small groups and have grown to 600 people
involved in them, but most are fairly new and need to continue to help
people grow spiritually and living missionally.

6. Welcoming and Connections: You have strengths in terms of welcoming
and connecting new people, and recognize you need to increase your
efforts in this area.

7. Prayer ministries can continue to be strengthened, even though there are
many people who pray.

8. The youth and young adult programs have a recent history of being weak
and many people are frustrated with the fact that they don't believe
anything is being done to improve these ministries.

9. The senior pastoral leadership of Dan Kollander is a strength. Pastor
Dan's leadership style is different, however, than that of pastors of most
small churches and hard for many people to accept. Pastor Dan should
not attend all major committee meetings or visit all families at home or
when ill. At this stage of your congregation’s size and life, and considering
Pastor Dan’s gifts, he should spend most of his time visioning, relating to
and growing spiritually his core staff group (see recommendations) and
Council, and collaborating with groups in the community to extend the
impact that FLC can have locally and beyond.

10.The time options for worship experiences on the weekend are a strength.

11.The music provided during your worship services is a strength; however,
people at the Saturday evening and Sunday 8:00 services would like to
have more of your high quality music during those services.

12.Many people are very happy with the Children’s Ministries, KidZone, and
are looking forward to more options there and with the new Family
ministries.

13.You do not have “expectations” for members, so many people are just

attending worship and “tipping” financially to the congregation, without
getting involved to grow spiritually and use their gifts in service to others.

14. Very few of you tithe and you feel like you're a “poor” church, developing

ministries by sight, not by faith.

15.Your facilities are too small, yet are maintained well.
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In order to reach your community and reach more people for Jesus, you

must be aware of your Core Challenge: Many of you have a "small church
mentality," as described above, and you want the pastor and staff to serve you.

In addition, some of you are quite resistant to the changes needed to

reach people who are not connected with a faith community at this point in their



lives. While most mainline congregations under 200 in worship have this
mentality, you are between 750-850 in worship on an average weekend and thus
this attitude has fostered your becoming increasingly dysfunctional and has
limited your growth. You must develop the mentality of a large-size
congregation.

As a result, you need to continually focus outward instead of inward.
Inward focused congregations have the following characteristics:

e We want to be served

e We want things "our way" vs. God's way

e We're a "friendly” congregation

e We are hung up about money, but give little

e Consequently, we are understaffed

e We don’t dream large dreams

e We speak in "code" language that unchurched people do not

understand

Outward focused congregations are always looking at who is in the
surrounding community that we could serve. They understand that in the 50's,
people came to church because that is what you were to do. Today, many fewer
people come to church automatically. So, outward focused congregations know
that they must go to those outside of the church to reach them in whatever ways
are appropriate for those people's lifestyles. In order for a church to be and stay
healthy, it must focus outside itself to those who are in need of the hope and
transformation the Gospel offers.

C ) 8 9’ )
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e Focus on God, not self.
e Pray to be guided by God's will not your own.
e Continue working to develop a solid community of faith which has four
major characteristics:
o Lack of major conflict
o0 Prayer ministries
o Spiritual leadership
o Spiritual formation for adults
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Make decisions through discernment, with your DNA as your boundaries, to allow
you to better live out who you are and where you're going. Currently, your
mission statement is “To Know Christ and Make Him Known”. Mission answers
the questions, “Why are we here?” While on-site your staff and key leaders
developed a Vision statement as follows,
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You have clear value statements, and may want to determine which are the top
3-5 that you want to focus on regularly since there are many on the list. Living by
your DNA (mission, vision, and values statements) will enable you to be more
permission giving to empower people, because you will have the boundaries
defined within which ministries could be developed.

Once you have finalized all these statements, start to make all decisions

by your DNA. Let these statements determine how your congregation spends
your time. Eliminate all meetings and programs that are not making a difference
for the DNA. Birth new ministry teams to fulfill DNA. And build your decisions
and budget around these statements.

Develop a Discernment Team to continually discern the church’s vision.
This team can include council, staff and anyone else who is interested in
helping discern the vision, but you never vote. Instead you continue to
learn to prayerfully discern all decisions.

Transition Council's role to Vision Team, from one that micromanages and
votes to one that prayerfully discerns the direction and course of this
congregation as it attempts to fulfill its mission. Have Pastor Dan serve as
a spiritual leader and coach to Council members as well as to a few key
paid staff (see below).

Establish a Staff Leadership Team that will focus on leading all staff at
FLC in teams, to include the senior pastor, a new role of ministry
coordinator/executive pastor, pastor for care and seniors and the business
administrator, to oversee the day-to-day operation of carrying out the
vision and plans of FLC. Eventually all accountability will hinge on this
team. Connect all teams in the congregation through staff teams.
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Develop a more effective organizational structure for staff. All paid
support staff should report up to the Business Administrator and all other
program ministry leaders except those reporting to the Pastor of Care and
Seniors, should report to a new role of Ministry Coordinator/Executive
Pastor. The staff should be restructured so that only 4-5 staff total report
to any of these key staff leaders.
Have staff begin to share more to develop trusting relationships and be
coached holistically by their direct report leader. Develop the staff to
function as a real team: eat, drink, play and pray together.
Ensure staff share FLC's DNA and are equipped to equip people (most
staff are living out 25-50% of their roles as equippers and the rest as
“doers”).
Do a church office assessment to find out what additional systems need to
be put in place to support the staff and decrease work inefficiencies.
Make changes accordingly, since the office is being run as a small church
office.
Then, recruit paid/unpaid program staff to total 10 full-time equivalents
(FTEs) of staff for maintenance, 11 FTEs for growth. It is best if you hire



from within people who carry the DNA you desire. Recruit and/or upgrade
paid/unpaid support staff in many roles to total 7 full-time equivalents of
staff for maintenance at your current levels, 8 FTEs for growth.
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Last year you began to focus on developing your Equipping Ministries at
FLC. You have implemented a number of strategies for this area, and need to
continue to focus on building the culture, teams and systems to support an
equipping environment at FLC. Specifically, the Equipping staff leader needs to
develop an Equipping Team that has leaders of other teams to implement all the
key areas of equipping ministries: preparing people, connecting people,
equipping/training people for ministry, and providing leadership development
regarding transitioning from leaders as “doers” to leaders as “equippers and
spiritual coaches”. One of the emphases of this ministry early in development
should be to develop teams that will follow-up with the members at FLC to
ensure they’re connected, involved and cared for well.

As you prayerfully discern this report, God will empower you to be more
effective in reaching the community around you with the Good News of Jesus
Christ. Research and fine-tune the strategies for each ministry recommended.
What worked one place may or may not work for you in another. Yet, you don't
need to re-invent the wheel either, so learn from other congregations. There are
many congregations in lowa, lllinois and Minnesota (including Hope Lutheran,
Prince of Peace and Wooddale Lutheran, Hawthorn Hills Community Church,
Willow Creek, Community Christian Church, and The Chapel) who were once
where you are and who have made the move to mission driven, permission
giving, lay empowered ministry teams. We are convinced that as you become
more mission centered, you will be propelled into greater ministry, at greater
depth, to more people.

Most important of all, move ahead as quickly as possible so you can ride
the wave of enthusiasm many of your leaders feel at the moment. Keep the fire
burning. The key to doing this is to develop an ever-widening group of leaders
who capture and embrace with passion the call of God in their lives and who will
dedicate themselves to help accomplish God's mission and vision for First
Lutheran Church. Congregations cannot thrive in the current atmosphere without
leaders dedicated to reaching those who need transformation with the Good
News of God's love. No one should be in leadership of any aspect of your
congregation who does not have this passion and conviction. You are so
blessed to have many people who have this passion.

Overall, opportunities abound at FLC. | hope you also understand the
potential and possibilities that are here before you, for you have Great People,
Great Opportunities, and Great Leadership. With God's help, you can do
whatever you are called to do!!!!




Now...Pray Hard to follow God’s will, search your heart for how God is

calling you to grow spiritually and live in service and mission, and then Move
forward in that mission.

Pray for, fast, and process this report. Through it all pray, "Lord, make us part
of what you are doing in your world. Put us within the flow of your Spirit.
Help us to do the things that you are blessing in this present age."
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The following is a Quick Glance at FLC in terms of strengths, opportunities for
improvement, hopes and dreams and most pressing issues.

F_G G/ T

e Larger than 96% of all Protestant churches

e Great pastors & staff

e Many gifted, friendly, welcoming people

e Worship, , sermons and options
of types and times

e Small groups and Alpha for relationships

e Children’s programs and Kid Zone

e Service opportunities and outreach

e Leader in the community

= “Alive” church to newcomers

e Spiritual director on staff

e Circle of Life process

e Spiritual growth emphasized and has increased a lot over years, many

opportunities to do so

e Some people really “walk the walk”

e Leadership thinks “outside the box”

e Staff try to model living like Jesus

e Safe environment to ask questions, for most people

e Little Debt, 11% of budget (can go to 28%), $335,000 special funds, and
$1 million endowment

e Beautiful, well-kept facilities

e Conflict often handled openly, with Matthew 18 process

e People’s lives have been transformed here

F_G G: - 5 '

e Some conflict is avoided, often depends on who manages the situation

e Many people are “comfortable” here

e Would like more special music in worship on Sat. evening and 8:00 Sunday
e Sermons can improve: focus on inspiring people to live more like Christ

e Some people fall through the cracks if they don't come to church, although

there is a follow-up

 Need more systems/people to care for people

* No real criteria for membership

e Youth (middle and high school) and young adult program major
dissatisfaction

e Too few regularly participate in serving, esp. in our near-by neighborhood



» Do not welcome ALL Outsiders well

e Many believe it's a weakness that the pastors don't visit all of the members

e Leadership development, rate 6 of 1-10 (lack of systems in place to fully train
and develop leaders to be all they can be at FLC and in their whole lives)

e Have lots of plans, need execution and leadership, and
communication...people are confused

e Give under our potential (1-2% avg.)

e —50% “tip” at less than $3/week

e —If 500 families gave 5% avg. household income in area ($62,500), have
$1.560 million/year (and you have many people who make well above the
average household income at FLC

e —Budget is $1.150 million

e You're a little understaffed; you don’t give enough to support what you really
need to grow

e Perception of huge debt burden

e You think you're a poor church!!

Approximately 2000 Confirmed Members on the roles, and only 800 average in
worship weekly in the last 10 years. Approximately 40% of confirmed
membership is reflected in weekly worship attendance. Thriving churches have
more people in worship than they have as members.

7 . 9 1 3%
e Youth and young adults
e Equipping people
e Spiritual formation
e Mission in community

e Family

e Small groups
e Facilities

e Worship

Unique items:
e 60% of your members have been at FLC over 10 years
e Many on staff and in leadership have a Lutheran background since they
were born

In addition to learning the strengths and opportunities available for FLC, |
also learned general themes that were important to know about the church.
These themes will help me make recommendations appropriate for FLC as well.
1. ( 7 7" ) ) ) 7

? " ";0 This will be addressed in detail in the next
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section, Core Challenge.

¢ 9 9 ")9 G ; ) 5 95
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? 0" "t ) ; ) ) . Thisis included with more detail
in the recommendations section.
D N I S 9)
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) 7 " )). In addition, some of the staff function as “silos”

and do not collaborate effectively with others. Team work needs to be
developed with all the paid staff, so that they can team others on their teams
how to function as teams. In addition, most of the staff are still “doing” a lot of
the ministry themselves, and need to learn how to effectively equip and coach
others in ministry.

¢ 5 7 8 ;)" ) "5 '&

) 7 9" ) ";. However, there is some
resistance to growth and an undertone of concern by some that you should
not change a thing at your church. You need to know that the majority of the
people are ready to move forward. A mission driven congregation embraces
challenge and must learn how to embrace and look for opportunities to
change. And there are many changes you have the opportunity to embrace.

.1 7 7 ) ) e ? 9 9

9 @ Icongratulate you on moving in the direction of enhancing
people’s spiritual lives through small groups. In just a few years you have
gone from no small groups to having 600 people involved in small groups.
And you have recently clarified your focus for small groups to live as the
Circle of Life, which is incredibly helpful for people to see the importance of
Study, Sabbath and Service in their small group communities. The presence
of your Spiritual Director is also a significant development at FLC and you
should continue to work with her to enhance discernment processes for the
church as a whole and individuals.

. 3 7 9 ) : ) 9" '
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Y7t ' 9 Mission driven, permission giving, outgoing and

friendly congregations use every avenue to welcome people into their
fellowship. You might want to visit some “User Friendly, Equipping Churches”
like Southeast Christian in Louisville or Community of Joy in Glendale, AZor
Prince of Peace in Burnsville, MN. What are they doing that you can do?

11
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; ;  Churches that are moving forward to following
Jesus on the road to mission are churches that become under attack because
they are now a real threat to the evil forces in this world. So, prayer needs to
be an essential and the most important part of your ministry!!! You do have a
few prayer initiatives; however, you don’t regularly have people meet for
prayer for the church and its leadership. More detail on Prayer ministries will
be included in recommendations.

8. ¢ ; ' 9; 7 9 " 7 5 ) 7
G. Many people felt frustrated about the perceived lack of effort to
address the struggles that these ministries are having at FLC.
Recommendations are included later in the report.

9. ( ) 9 ) 4 9 7" . Pastor Dan's
leadership style is different, however, than that of pastors of most small
churches and hard for some people to accept. Pastor Dan has a significant
vision and sees FLC being a crucial lever in God’s plan to impact your area
with the life changing message of Jesus Christ.

Many of you stated that you want your pastor to be in relationship with
everyone...and that is not possible. For you to grow, the pastor needs to
focus on shepherding key staff (paid and unpaid) and leaders, who will
shepherd a group of leaders, who will shepherd a group of leaders, and so
on.

Pastor Dan is grounded in God’s Spirit and committed to developing followers
of Jesus and to reaching your community. Leaders must always have time to
retool and renew. Pastor Dan will need time to enhance his leadership style
to that of a congregation of 900 or greater, to be a spiritual coach for key staff
and leaders of the church.

10.C ° ! ) A VA o
However, while your varied times (Saturday night, and three on Sunday
morning) are a plus, many people are feeling like they would like to be more
inspired to live a Christ-like life from the worship experiences. More
recommendations will be included later.

11.( 5999 7 ; 5 ‘7" . People
who attend the Saturday evening and Sunday 8:00 AM services would like to
have more music options available during those services. In addition, the
band at the contemporary service is struggling because they are not able to
be in close proximity to the singers, and have recommended a renovation to
the sanctuary to alleviate this challenge.

12. ; ot 9 B ) 491 9 G
) 9" ) Y & ; ) *''5 . The
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Children’s Ministries should focus on providing an option for children during
the 11:00 worship service, since many young families come to that service.
Children and Family ministries should work closely with Youth ministries to
provide seamless discipleship opportunities for all in families.
13.1 9 "5 ?2A "¢ @) ; §
"9 7 97 70) ;] 7 7" ' '
7 559" 7 ) ;09 ) 7) 5
. As leaders and people in small groups at FLC continue to grow
spiritually, you should consider in a few years the opportunity to have
membership that means something. Thriving churches gain commitment
from their members to spiritual growth and maturity. People will rise to the
expectations you give them, and currently have basically no expectations.

7 (] ]

14.. ;) ) 9: ) G ; 8 ? {
95 7 ) ;7 " ;) " . Itis hardest for people to give
up money on their faith journey. However, as people grow in their faith, it will
become easier to do so. You are not poor!! You have the money, it’s just in
your pockets and bank accounts, instead of given to FLC. You need to stop
making decisions by sight and ask where God wants you to go and take a big
leap of faith to do so.

15.1 ) ' ' ;! ' 9 . The last two worship
services on Sundays are close to being “full” at 80% of their capacity, on a
regular basis. In addition, there is not a good space for family life activities,
such as sports, at your current location.

13



SECTION TWO: Core Challenge Ministry Themes

When we look at congregations, we often find areas of conflict that
seem to be hindering the growth process, literally keeping the church from
moving on. We call these areas "Core Challenge Ministry Themes." (Thisis a
principle adapted from Lester Luborsky's book Principles of Relational Therapy).
These themes tend to keep the church stuck in dysfunctional patterns, in terms of
polity (how you are organized to do business) and carry over into all ministry
areas. By paying attention to the terms used in the discussions, words and ideas
tend to reappear on a regular basis. These words are usually the key to
understanding the Core Challenge themes of a given congregation that are
blocking this church from reaching its potential, or keeping the church from
discovering its mission and ministry. By watching the re-occurring themes you
will have a better idea of what the challenge is really about and how to deal with
it in grace and truth.

2 7/ 9 '@

Whenever a congregation grows from one stage or size to another, the
tendency is that people yearn to return to the previous, more comfortable days.
Many congregations resent the addition of new people. People in congregations
have a difficult time adjusting when their current congregations grow beyond their
comfort zones. Often they want to conduct business the way they always did,
when they were smaller. What they really want is to be in control. Control helps
them feel secure so that they can rest knowing that their church won’t change
(even as the whole world around you changes). This need for control is usually
driven by fear or nostalgia.

Fear—they can’t trust the future. It may turn on them and ruin what they
like, have grown to love and feel comfortable with.

Nostalgia—they wish they could return to 1959. It was such a great year.
Back then the Sunday school was full, and the church was filled. We all looked
alike, thought alike, acted alike. We knew what it meant to be church. We knew
what it meant to be Christians on Sunday and we didn’t allow the church to
interfere with us much.

Many people feel they've spent their lives in churches that were their clubs
or hospices. Why does that have to change? What if they don’t want it to
change?

We call this way of thinking the “Small Church Mindset.”

Years people have been at FLC
26% greater than 30 years

11% for 20-29 years

19% for 10-19 years

24% for 6-9 years

14



10% for 3-5 years
10% for 0-2 years

The following are examples of the “small church mindset” ideas | heard from a
people at FLC:

Who will be in control? (Who might want to be?)

We must know every thing that's going on and every decision.

We cannot trust the pastor or our leaders (but we don’t want responsibility

either.)

We have the right to talk, discuss, without ever going to a person face to

face. (Ignoring Matthew 18)

We have the right to voice our disagreement on any issue, regardless of

how hard people have prayed, and regardless that we don’t have a clue

about God’s opinion on the subject.

We want to know everyone.

We have always done things this way.

What is in this for me?

This congregation must begin to think like a very large congregation with a
passion. Small church thinking (above) is death to a congregation. In place of a
small church mindset, a very large church mindset looks for opportunities to help
all people come to know the love of God in Christ. Read Lyle Schaller's The
Very Large Church for helpful ideas to make you think large.

Small churches think in terms of either/or.

7 9 ' G J 9
Small churches think win/lose. “Those not here matter as
7 9 '" G J much if not more than
Small churches want to know, “What is in this for | those already here. =
me?” Bill Easum
7 9 ' G 2
LA ] 6 9 ) | ] | ] | ]
9; @ Large-minded churches are always looking for the lost and

attempting to envision where the future will lead so they can make pro-active
changes to address the future.

Learn the lesson of “Both/And”.

The days of “either/or” thinking are just about over. If you are to thrive in a
pluralistic society it will be crucial for you to embrace a kind of thinking that sees
a bigger picture, a picture where opposites can exist together at the same time.
For example, Sunday school is a great thing for many people. Don’t give up on
it, especially for those children who find nurture and support there. Also, don’t
think it is the only way to do things these days.

Small groups, like you have started, that meet off site (in homes) are the
best way to reach pre-Christian people at the current time. Many congregations
have begun to focus more energy on home small

“To equip the people
of God for their 15
ministry, so that the
whole body will be
complete.”
Ephesians 4:11-12




groups as a way to reach people. Don’t be fooled by those who say either we do
Sunday school or small groups. It is important for established churches to
continue doing both. The same is true for the styles of worship. More options,
not less, are what thriving congregations are offering. (See Jeff Patton’s article in
March 2001, Net Results, “Multiple Worship, Multiple Opportunities”.)

2) ( 7 70 )’ o) 9 N

One of the areas in which change will affect you most is the change in the
way the pastoral staff, program staff, and laity view and accomplish ministry. The
role of the pastors and all program staff is to equip the laity for their ministry, not
to take care of them and serve their needs. Currently, many at FLC want to pay
people to do the entire ministry at the church. They do not understand that the
role of paid staff is to equip everyone else to discover their spiritual gifts and
passion and live that out in service and ministry in the world. That means your
staff must use every opportunity for training and mentoring if your congregation is
to go forward. You must shift to a place where you do not allow the staff to tackle
any task unless they are taking a mentee with them. Each member of FLC has a
gift and if you are to be the best you can be you must use that gift. The day of
“Pastor/staff Fetch” is over. The day of hiring people into positions for whatever
work needs to be done should stop now!

Imagine if only 50% of your body worked? What if only 20%? | was told
by some that about 20% of FLC’s body works on a regular basis...no wonder
there is some unhealthy in your body! You are the Body of Christ and as a result
need to have each member of the body functioning at its best in terms of gifts
and passion. It is imperative that more of the “church” discover and use their
gifts.

In the changing church climate, Pastor Dan can do three things if you want
him to do them well.

-- PREACH/TEACH—connecting others to God in Jesus.

— VISION/LEADERSHIP—Prayerfully discern the Vision. Lead toward the

vision.

— SPIRITUAL COACHING--the key staff and Council of the congregation.
As you grow, the number who will need to be equipped and coached will grow.
As you grow you need to understand that not only do the responsibilities of the
senior pastor change, but also does the senior pastor’'s need for time away, both
as rest and as refreshment.

The Changing Role of the Staff

The role of the staff is to equip the laity and not to take care of them. To
accomplish this your other pastors and staff (staff) must focus on:

— 7—Your staff needs mentoring and other learning opportunities to
discover how staff functions in growing congregations. Continue to visit and
talk to staff of large congregations. Obtain a perspective on how their staff
interrelate, function and equip others.
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Some great examples to visit are the following:

“All changes, even the most
longed for have their
melancholy; for what we
leave behind is a part of
ourselves; we must die to
one life before we can enter
another.” Anatole France

Prince of Peace Lutheran, Burnsville, MN
Fraiser Memorial, Atlanta, GA

Ginghamsburg Church, Dayton, OH

Southeast Christian Church, Louisville, Kentucky
Church of the Resurrection, Kansas City, KS

KK * '—Your staff can’t spend the
bulk of their time “doing ministry.” They must learn

how to recruit, empower, equip, and mentor others

to use their gifts. The mentoring process is simply, “Lead, follow and get out of

the

way.”t The staff must ask the question, “Who am | coaching today?” The

staff can no longer ask, “What must | do today?” That will ultimately defeat the
mission. They must provide mentoring and training along the way. People need
regular coaching and accountability for ministry in order to effectively empower
them.

KK

G 7—Each aspect of church life is interrelated to all other aspects. The

staff is linked in ministry to each other and to laity. That linkage is essential as

the organism invites others in, grows, learns, shares, s .
and reaches others who find their way to FLC to Nothing
grow, learn, share, and reach others. ever

must link each person to their ministry/passion, and unless first
then empower them to succeed.

The

You can't hire enough staff to do ministry. You | Aappens

adream?”

Changing Role of the Laity

The role of the laity in thriving churches is to do the following:

1)

2)

- 5" --#1 purpose of laity is to invite pre-Christian people to experience
the love of God in Jesus. Invite them to worship (most won’t come). Invite
them to your home (most will come). And then demonstrate how God’s love
works in your life.

9 ' 9 ; 7) 96 9 7. When
your laity determines your passions, either through an assessment tool
process or by prayer, then find ways to live out your passions using your
spiritual gifts. You may have a person who says, “l have a passion for
teaching. | don’t want to teach 3 year olds. My passion is for older ages.
That is what | want to do.” The role of the staff and other leaders is to
make sure that fire is fanned into a mighty flame, to do everything you can
to make sure that person succeeds in their passion. According to
Ephesians, that is why pastors were gifted to the church.

1 Shirley Peddie, The New Art of Mentoring, Josey Bass, 1998
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3) 79 . God is able to do great things. Try it, allow God to
give you big dreams. Read Ephesians 3:20. According to the text, God is
able to do “exceedingly beyond what we can think or even imagine.” What
would it look like at FLC if God began doing things you can’t even imagine
God would do? Wow! | can see great things happening in every part of the
building. I can see life changing small groups in your local community as
well as the larger CR community. | can see God moving in ways it's hard to
even imagine today. Because many of you have been so successful in
your business/career lives, it is often challenging to rely on God to help you
imagine new things for your church. You think you should do it all
yourselves! God has given you those gifts to be successful...God can do
much more with them than you can on your own...let God try!!!

4) 6 " 9 )A T ) ) . If your ministry is
to be successful, you must help everyone abandon the idea that just
because your doors are open, people will come seeking you. Jesus said
we must “seek the lost” (Luke 19). We are back to a situation in America
where that is very true. If we are to have an impact on the lives of people
around us, we must get past our fear and reach out to those who don’t look,
act, smell, or think like us. Each person you pass on the street, see at
work, walk beside in the park, bump into at the mall is God’s creation, a
person made in the image and likeness of God. Your friends, business
associates, neighbors, people you're in relationship with may need to hear
the hope and love of God. Go to them. If they are lost, you can’t expect
them to find their way. You and | must demonstrate that Jesus is the way,
by the way we live and by how the passion to reach the lost flows out of our
lives.

As you next consider the recommendations, keep in mind that the primary
strength these recommendations have will be in direct proportion to how the
leadership and congregation feel toward the “pre-Christian population” or the
"yet-to-be-committed,” and how willing you are to discover new "wineskins." The
people of FLC are being asked the following: "How much do you care about
God's unchurched people?" "How much are you willing to sacrifice to reach
those not yet actively participating in the Body of Christ?" “Can you understand
that these Pre-Christian people will never look like the generations that came
before them?” They will respond to Jesus Christ, but they will carry out their
discipleship in radically different methods than people in previous generations.

No strategy can take the place of this spiritual passion for the souls and
lives of human beings. My prayers are with you as you entertain the following
recommendations.

The following recommendations are strategic pieces of an overall plan.
Respond to these recommendations as prayer moves you.
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In this section, | will present a recommendation that relates to an issue of
health and growth for FLC, define that issue and then discuss specific steps for

implementing that recommendation that should be

You must integrated into the 5-year planning process. An additional
remember that attachment includes all the initial work staff and lay
God is not leaders made in developing plans for their areas over the
concerned with next 5 years. | made specific recommendations for
buildings, but change on tho_se documents_as well. These overall

. . recommendations are listed in a planned order. Each
with building one will build upon the previous recommendations. Make
great people. these items your own; feel free to experiment with the

ideas.

During the implementation process, there will be those who will resist
change. Each time that occurs, it will be wise to ask yourself, "What is God
doing and do we disagree because this goes against the teaching of Scripture or
because we ) something else?” If First Lutheran Church does not have the
courage for the vision that God has given your leaders, then God will give that
vision to others. God so loves the mass of humanity we call the world that God
through Jesus literally died for it.

Above all, don't take it personally when others either have a different
vision or when they attack your vision because they have no vision. If you trust
that God is leading you, then keep your eye on the destination. Let God deal
with the resistance. That is commitment to the mission/vision.

When you encounter people who are against change, or who resist the
vision and the direction many in the congregation have discerned is God’s
purpose for their lives, you need to pray for them. We at Easum, Bandy &
Associates have learned this great prayer, and would encourage you to learn it.
“God, change and correct me. God, change and help others to see what
You want in this place. God, that which won’t change according to Your
will, please remove.”

Recommendation #1

Co 9 SR DI 7; '

Many have implied that until the recent efforts for small group spiritual
transformation, FLC was a mile wide and an inch deep. | understand that to
mean that you are not what you would desire as “mature” in your faith. In some
ways FLC has grown a great deal in terms of spirituality. But in terms of
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outreach, mission-driven, large vision for God’s purposes in your midst, FLC
tends to be a small thinking congregation. This “smallness” (see Core challenge
Ministry Theme) hampers your growth and effectiveness for Jesus Christ. You
tend, like many “young” Christians to walk more by sight than by faith. While
understandable, this also cripples your potential as you measure everything you
contemplate attempting based on what you did in the past or what you “think” you
can do in the future. God is calling you to greater things. God is calling you to
reach the people in your area with the wonderful news of God’s love for them in
Jesus Christ. That means FLC will have to grow to be a mile deep as well as a
mile wide.

/ ) T 9" ' ) G '95 7 9 ':
)) ! ) 8 ' o
e Lack of major conflict
e Prayer ministries
e Spiritual leadership
e Spiritual formation for adults

Lack of major conflict

Solid communities do not have a major conflict occurring. Certainly, all
organizations with people have conflicts that arise based on differing opinions,
etc. Here we are focused on major conflict. As you can see, your core challenge
of the small church mentality results in a lot of conflicts along the way. These
issues will continue to come up as the leadership moves forward in mission to be
the large church that you are. In the process, you need to hold people
accountable for their behavior and if negative behavior persists, pray for them
and eventually help them find a place where they will be happier being a
member. Leadership must be committed to stay focused on the mission and not
allow the small church mentalities stop you from moving forward. Pray for
strength!!!

Prayer Ministries

Solid communities of faith have strong prayer ministries pervading every
aspect of the life of the church and community. There are many more things you
can do for your prayer ministries, such as have people praying for each worship
service, for the Pastor’'s leadership, for staff teamwaork, for unity of spirit and
mission and vision, and that all those who attend experience God in ways they
need at the time. People in committees and small groups should regularly pray
for their groups and should share appropriate information with the larger church
for prayer needs. Classes can be taught about all the different ways we can pray
to develop our relationship with God. A great resource is, Creating a Life with
God: The Call of Ancient Prayer Practices by Daniel Wolpert. At this time, you
should incorporate prayers for the church’s future focus into every gathering
event of people at FLC. “It's not by might, not by power, but by my Spirit says
the Lord.”
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In addition, you may also want to implement the strategy of using this year
as a year of regular prayer and fasting for the congregation. It appears that
fasting has not been a significant focus yet at FLC with staff or the congregation.
Numerous stories in the Bible show how faithful people prayed and fasted as
they were making major decisions, and God directed their paths and honored
their faithfulness. Your lives will change forever, for the better if you do so!!

Spiritual Leadership

As many churches have adopted principles from business settings for how
to lead organizations, they have often forgotten the major difference between
business and church settings...Spiritual leadership. As a result, more churches
are running effective meetings and accomplishing plans, but they are often
planning what THEY want to see achieved versus what God would like the
congregation to be. Your senior pastor should not be a business CEO, but a
spiritual leader!

As you embark on these changes at FLC, it is essential that the leadership
of your church, your church council and the staff, continue to take the time to
develop spiritually together. Over the next 5 years, you should move to allowing
your Senior pastor to spend up to half of his time developing his spiritual life,
listening to God and growing in his faith in order to lead FLC most effectively.
Currently, your senior pastor and most of the staff have a yearning to spend
more quiet time with God on their spiritual journeys. You need to let them! In
addition, half of the lay leadership’s time when together should be spent studying
God’s Word, praying, and sharing relationally in groups of three or four. Then, as
you grow together in your understanding of God and your role as spiritual
leaders, you can serve the church and your committees and teams in new and
powerful ways.

Many church leadership groups will either spend half of the time for each
meeting in spiritual growth together, or will devote every other meeting to spiritual
growth, leaving the other meeting time to see how the church is accomplishing
it's mission and vision. As a result, when council or staff are making decisions,
for example, the focus will be “Where do we hear God calling us?” instead of “I
want it done this (my) way.” This year, the council and staff may want to study
the Book of Acts as well as discernment together to hear and see how God'’s
Spirit guided the development of the church after Jesus’ death and resurrection,
in a society hostile to this new idea of church.

Many people in congregations describe the characteristics of a church’s Typical
Business Decision-Making Process as the following. Consider which are most
prevalent at FLC:

e Lots of meetings

Poll the congregation, and they never agree on anything

“Power-based” decisions; self-focused, control the decision

Compromise

Conflict avoidance; peace and harmony vs. listening to God
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e Tyranny of the mob produces fear

e Budget-based decisions vs. faith

» Task-oriented committees

e “We've done it in the past” or “Another church did it and it worked” so let’s do
it

e “It's my pet project so we should do it”

e We bring to a leadership team meeting to present an agenda and analyze:
o0 Have a “token prayer”
o0 Share the idea and why you want it to happen
o Share how much money it will cost, scrimp if at all possible
o Decide who can “do” it after we approve it
o Control “how” it is done by people we've told to do it

On the other hand,_Spiritual leadership occurs when:

e Each person is growing in his or her faith and relationship with God

e Each person takes times of silence with God, works with a spiritual
director/coach to discern God’s will

e Groups utilize discernment processes to hear direction from God

e Take time to build relationships with one another

e Have team do a study together, i.e. Bible or book study

e Answer a question such as “Where did you see God working this week?”

e Provide accountability

e Share joys and concerns in groups of 2 or 3

e Give assignments to individuals on a team that connect them with God

Spiritual Discernment, as described in the book Beyond the Ordinary: Spirituality
for Church Leaders by Johnson and Dreitcer, looks like the following (through
end of section):

“We must contlnually remind ourselves that discernment has more to do
with 9 7 ) "9 ' G 7 7°
9 . Itis alifelong process of developing a relationship with God. And as
we make this journey, even our mistakes can prove useful.

Each time of discernment, whether it has positive or negative results, offers
us further practice in hearing and responding to God’s invitation. -* 5 5

7 o) = > 7;7 9; )

Whatever language is used, Christian dlscernment requires Judglng

whether a certain word, action, deC|S|on or conclusion is an
6 98 ) )

In the same book, various Models of Discernment used in Christian tradition over

the years are described and include at least five elements:

1. Grounded in studying, praying with, and interpreting the Old and New
Testaments

2. Wisdom of past Christians informs us
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Seeking help from a brother/sister with whom we worship, pray have
relationship

Listen to the movement of God within our own souls through the Holy Spirit:
sense of peace, depth of conviction, and/or an inner knowing

Experience of the culture in which we live; facts relative to an issue; see what
God is already doing

So, start Dreaming as | recommended while on-site and then discern where God
is calling you in those dreams:
By January 1, 2012, we will have...

Life changing outward focused immersion in the community around the
church.

Transformational worship, small groups and ministries with exponential
implications in the lives of those who live near your homes.

2,000 in worship, 3,000 in transformational small groups

Debt up to 28%; people giving 6-10% regularly

A Family life/Community Center as the hub of your 24/7/365 ministry plan
Growth to a satellite congregation in at least one location.....

The stumbling blocks to have teams/leaders move to using discernment for
decision-making often consist of the following:

1. Fear and lack of control

2. Filling leadership with business minded people, who haven’t been taught
about spiritual discernment

3. Task-oriented feeling to meetings versus discernment

4. Discernment process is not a part of a church’s culture typically

Individual Discernment

Individual Discernment models are important for leaders to learn and utilize as
they do Group Discernment (includes Ignatian and Quaker Discernment).
Ignatian Spirituality discernment includes steps such as the following:

1. Formulate the issue you're trying to address

2. Pray, focus on God, and ask others to pray

3. Gather information about the situation at hand, scripture that relates, from
others

4. Pray through the pros and cons, see how you feel. Imagine Jesus is with
you and what kind of answer you sense then, etc.

5. Make your decision for that time

6. Take more time to pray, feeling what it’s like with your decision made

7. Live into your decision where possible before acting on it

8. Determine if you feel an inner peace and freedom with your decision

9. Learn from the experience and continue to follow God’s will as possible.

The Quaker Discernment model includes using a Clearness Committee of 5-8
people who will meet with you and come in prayer, reviewing the issue, and then
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alternating between silent times, and times of people asking questions of the
person regarding the discernment issue until the end of the time together. You
may need a number of meetings to feel clear discernment.

Group Discernment
Ignatius of Loyola again has told us that “This process (group discernment)
assumes that all involved share the characteristics vital for discernment for
individuals: 9 9 KG 97 "; 7

) v '69) " 9° 7 ") 6 B 7 9
In addition, group discernment rests on the conviction that God’s wisdom comes
most fully through a group and depends on members’ willingness to trust the
wisdom of the group.”

O ) ' : Think about which of these characteristics are most needed
by your leaders on your team?

Group discernment cannot work if we come to decision-making groups with our
own agendas, ready to lobby for our own ideas and advocate for our own values.
If we bring this fixed attitude, we will simply argue on behalf of our own agendas
and try to persuade others to join our side. 6 9 ) G ")

§ ";5° ") "; ' "6 99 ' 99 .

Self-centered attitudes destroy group discernment. Members of the group must
come with only one agenda: to listen for God through the collective wisdom of the
group. Instead of believing that he or she has the complete answer, each
member comes to the group trusting that he or she brings some tiny piece of

wisdom that will be valuable in the process. 2 ; ; ™ 7 ' 7 B
) 9 1 ] 7 1 ] 1 ] 9 7 7 1 ] 1 ]
) ) " * . Each member looks for the direction of the Spirit and waits

for a sense of heartfelt unanimity.”

The following group discernment process is an example to use for any issue you
are trying to address at FLC
e Set a meeting time and pray for discernment prior to it
e Gather information related to the discernment issues
e Begin with prayer asking for God’s wisdom
e Sitin silence, reflecting on congregation (one person reads general
congregational vision, mission, values first; notice words, images that
come to you)
e Share reflections, without “cross talk”
e Sitin silence, reflecting on issue needing a decision (one person states
out loud the issue at hand; notice words, images that come to you)
e Again, share reflections, without “cross talk”
e Work to reach unity on the issue; do for additional issues as necessary
* Meet as many times as necessary
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“Waiting constitutes much of our life with God. Serious life with God is not made
for those who want instant resolution and gratification. Much of our spiritual life
and ministry is waiting! May we do it with patience and wisdom.” (end of
Johnson & Dreitcer references)

In addition, the staff and lay leadership can then guide each of their
groups that they lead to function in a similar manner. Leadership can serve as
spiritual coaches to these teams, helping them grow together in their faith as well
as hear where God is calling them to do ministry. As ministry leaders are
learning how to function as spiritual leaders, they will be able to develop more
people spiritually as well. More information on leaders as spiritual coaches will
be found in the recommendation for adult spiritual formation.

Those in leadership positions, starting with the staff and council and
expanding to ministry leaders, also should commit to fulfilling certain spiritual
leadership responsibilities. You at FLC need to decide what you expect for
spiritual disciplines from your leadership and then develop covenants for people
to sign when they enter leadership and annually thereafter and hold them
accountable. You cannot expect more from your congregation, if your staff and
lay leadership does not set the example and model Christ-like behavior!

Adult Spiritual Formation

Finally, in order to have a solid community of faith, adults need to be
growing continually in their faith journeys. As you identified, you believe the
congregation has been growing a lot in their spiritual lives since people have
been in small groups, and continual effort needs to be made to growing people in
groups, that can consist of just 2 people if that is what’s possible, all the way to
your current structure for triads and small groups. Some people just need a
“spiritual friend” to walk with them on the journey. Welcome and honor and
facilitate those relationships as well as your current small group structure.  Also,
bring the small groups together from time to time so you have more mid-size
gatherings for people who don’t feel as comfortable in small groups to attend.
Having people attend Chriseo is another way of helping them grow deeper in
their journeys!

As aresult, it is important to continue in those areas that are helping people
grow in their faith, including developing new small groups, especially for the
elderly, divorced and singles. In addition, each gathering of people including
committees, ministry teams, choirs, etc. can become a small group faith
community by devoting time to the following:

® Pray together and for each other

® Study God’s Word as it applies to their lives

® Share more deeply where they are on their faith journeys
® Hold each other accountable for growth
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Recognize that some people grow spiritually first by serving and then by
reflecting with others, instead of starting always with relationships. Your small
groups may want to spend time serving the seniors that are in your congregation
as part of their Study, Sabbath, and Service initiatives.

Finally, ensure that you link children, youth, and family spiritual formation and
service. Many studies are finding that adults will grow more in their faith as they
see their children and youth grow in their faith. So it is important to link these
processes of spiritual formation as well throughout the family system.

In the future, these small groups and faith communities should also walk
through a process of helping each other identify their spiritual gifts and passions
for ministry in order to serve in places of ministry that fill us up rather than burn
us out. There are numerous places to find studies and methods of developing
small groups and faith communltles as you are already finding. Some other

resources include ) * G , resources section, small group
training, “One Anothering” and others; 7 , resources
section; 9: , resources section, free resources, small
groups.

Adult Spiritual Formation: Leaders as Spiritual Coaches

In order for small groups to move to faith communities, the leaders need to begin
functioning more as spiritual coaches instead of task-delegators. Michael
Slaughter, with Warren Bird, in their recent book unLearning Church tells us that,
“We are not here to be consumers; we’re here to be conceivers. We are to
become pregnant and then give birth to God'’s purpose.

It's time to break up your unplowed ground, your unrealized potential in
the Holy Spirit. When you act on God’s promise, the outcome will always be
greater than your expectation. What a God!

Your mission is as critical as the mission of Jesus.

Your unique gift is critical to God’s mission and purpose. You are created and
called for the purpose of serving with your gifts, giving your life regardless of the
cost.

The ultimate turn-around moment in my life came when | was nineteen
years old. For the first time, | discovered that God wanted to use me—right
where | lived, with the gifts God had given me. | didn’'t need to travel to some far-
off place; | was to be who God created me to be right here in my neighborhood.
This is what it means to be a follower of Jesus.”

So, if our mission is as critical as the mission of Jesus and we're called for the
purpose of serving with our gifts, then how come so many of us Christians don’t
serve and if we serve, we don’t use our God-given gifts to serve holistically?

To that end, Slaughter says, “Why are so many of us not physically fit and
lacking a committed physical regimen every week? Because it's hard! Why are
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most of us in church not spiritually fit or lacking in spiritual regiment? For the
same reason: Sticking with it is hard.

If we are going to carry Christ everywhere we go, we have to do healthy
things. It is going to be hard.

Faith is hard work. One of the negatives of the modern church is that it
has taught an easy believe-ism. We are saved by faith, not by belief. In the
church today, many people think they're saved by right beliefs.

Faith is different from belief. | believe a lot of things that don’t impact my
day-to-day living. | believe in exercise. | have no doubt that people live longer
and are healthier if they exercise. Many of us believe in exercise, but believing is
not the same as doing.

| need a personal trainer to turn my belief into faith.

Faith is acting on the directive of God. It requires obedient action. Faith is
successful only when action accompanies it.”

And so, our church leaders need to serve as spiritual coaches, spiritual personal
trainers, to help turn people’s beliefs into faith, to live out their callings in their
lives.

QUESTIONS: How many people in your congregation believe their mission is as
critical as the mission of Jesus? How many say they “believe” and need help
turning their belief into faith? What do you currently do to help people put their
beliefs into faith action, based on their calling from God? What are the
challenges you experience doing so?

Leaders as Spiritual Coaches: Defining the role

It is essential to consider the role of leaders in terms of being spiritual
coaches and what they’re responsible for. All leaders, whether staff or lay,
ultimately need to serve as spiritual coaches for whatever group of people they
are leading. So, whether it's a small group leader, mission team leader, or
finance team leader, leaders are called to coach people on their teams spiritually
in order to help them live spiritually healthy lives, living out their passion and gifts
to serve in the world.

In his book Coaching Change, Tom Bandy states “There are many books
available about coaching written by enormously successful coaches. These are
coaches who have won national sports championships and who are now
applying the same principles and tactics to everything from business to religion.
Many of their principles and strategies are helpful. Unfortunately, they are all
oriented toward “winning.” They help clients (businesses or churches) compete to
become the best in the community, country, or world by raising the most money
or attracting the most people...However, coaching is not really about winning. It
is about growing.”
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Coaching is about growing! In Linnea’s workbook, Church as Wellness Center:
Strengthening and Sending Fit Christians into the World, she talks about
growth toward wellness. Jesus said, “I came so that you may have life and have
it more abundantly.” (John 10:10) Linnea believes that in order to do that, we
must grow in wellness in all aspects of our life. Spiritual coaches are needed to
guide us on that path of spiritual growth as we move toward wellness. In the
workbook, the role of coaches is described as follows:

Coaches will provide ongoing support and guidance: In the wellness
environment, leaders support and coach people in their ministry area. Leaders
are aware of the assessments performed by their team members and listen and
affirm people, continually giving feedback. Leaders as coaches continue to ask
people where they are in their walk, if what they are doing is helping them grow
in their call, and if their service is creating burnout. Coaches can help redirect
people in their teams who appear to be going in the wrong direction, or are
misguided. Coaches serve as listeners who ask
guestions to help people discern where God is calling
them. Coaches are not responsible for providing
answers for people.

Some of the basic instructions for coaches consist of
the following:

e See potential in people as God does

e Pray for and with those being coached

e Listen to, do not tell, others what to do

e Ask a lot of questions to help the person
discern and live their call

e Share scripture with others as it pertains to

God
e Ask people how they experience God, where
they feel God is leading them on their
spiritual journey, and where God is calling them to become more
disciplined in their walk
e Provide loving encouragement.

their situations
 Remind others to exercise their gifts from \

This may seem overwhelming—as if you are expecting these coaches to be God.
Assure them that this is not the case. Coaches do not need to spend an
inordinate amount of time with each person they are coaching, nor do they need
to give advice or offer friendship.

e They need to meet with their people initially to learn who they are and
what they are trying to achieve.
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e They need to follow-up, initially once a month in a group or team meeting
or individually if needed, to see how people are progressing.
e They need to be available to their people when needed, within boundaries.

This time spent on the assessment process will hopefully cut down on the time
needed by the coaches when people have crises in their lives. Remember,
coaches are also part of the congregation and need help and growth like
everyone else. Watch out for burnout. (For more on Leaders as Spiritual
Coaches, see Appendix B.)

0 9" L:27 < 9 : "
o ' ; 7 < 9 ")) 5 9
5 = ", Atthis time, you are not fully organized around living out your

DNA, and need to do so in order to have all you do be focused on your purpose.

Over the past four years, the Pastors Dan and Tom have been working on their

doctorates and have been discerning the focus for this congregation based on

their learnings. As a result, the following were the areas of focus at FLC in the

past few years:

e 2002: Vision: Bring them in, Turn them on, Send them out

e 2003: Discipleship, small group emphasis

e 2004: Equipping ministries emphasis

e 2005: Circle of Life (Study, Service and Sabbath) and 5 C'’s for living
(centering, connecting, cultivating, contributing and communicating)

While this transformation was taking place, a number of people in the
congregation were getting confused about the overall direction of FLC and were
feeling like FLC was developing the “program of the month” and then moving on
to new things. Even though | can see how some would feel there’s been a flavor
of the month approach to program development, there has actually been an
intentional strategy led by Pastors Dan and Tom to broaden the spiritual depth of
the congregation through growth in people’s inward and outward spiritual
journeys, and the specific strategies for this have emerged as they have learned
more while obtaining their doctorates.

$ J /'

A purpose/mission statement defines why you are here, and what God is
calling you to do. Most of you know by heart your current mission statement,
which is the following:

To Know Christ and Make Him Known!

Values
Again, the staff and leaders believe that they own the values at FLC, but thought
the congregation as a whole did not. 1our values should be reflected in how you
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desire people at FLC to behave. You currently have many value statements, and
| recommend that you decide on 3-5 that are your most important areas of
emphasis for these next 5 years. When you identify those Key Values, you
should also identify what behavior will result in people who are living out that core
value. For example, if your value is teamwork, then you expect people to work in
teams (at least 2 people) to fulfill ministry to meet your mission. So, if someone
has an idea to do ministry, they need to find a team of people who will help them
accomplish that ministry versus doing it alone. Values in action = behavior!

A New Vision was developed by the staff and leaders that met on Saturday while
| was on-site. This Vision allows you to focus on HOW you will live out your
mission of “To Know Christ and Make Him Known.” You will use this statement
as a guiding direction to make decisions in the future about what you will focus
on as a congregation and what you will need to let go of.

VISION: Extending Christ’s Love in Community to ALL people,
Through the Circle of Life (Study, Service and Sabbath)

e Develop and implement a communications plan for sharing your values
and vision throughout the congregation, starting with all leaders.
e Utilize your DNA for pastoral, staff, leadership team and ministry team
discernment processes.
e Integrate the DNA into evaluation processes:
o ldentify behaviors aligned with each of the key values and build
those into expectations for pastors, staff, leaders and the people of
FLC and converse about them regularly.
0 Integrate into ministry evaluation processes.

Beliefs

Many emerging churches are identifying that is more important to
behave/live out their values together, than it is to believe exactly the same things
about the Bible. It is important to have a broad framework for the biblical beliefs
at First Lutheran Church, but it's becoming less important in the process of
reaching people, than having a place for people to belong and then helping them
change their behavior to live more Christ-like on this earth.

A number of people in my interviews stated that they thought FLC was
becoming a “fundamentalist” church. Some of the concerns stemmed from the
fact that the pastors at FLC are collaborating with evangelical churches, in
addition to the mainline churches they collaborate with, in creating community
transformation. Others seemed to stem from the fact that FLC is using many of
the “tactics” for spiritual growth that evangelical churches have been using in the
last few decades to help people grow in faith, i.e. small groups, emphasis on
prayer and service, children’s “promiseland” education. These tactics do not
necessarily make a church “fundamentalist”. Fundamentalism comes from a
belief system in the inerrant word of God in the Bible, not from tactics for spiritual
growth.
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Many emerging churches are realizing that it's important to look at the
beliefs of a congregation in terms of the larger story of God’s work in the world
(see Brian McLaren’s book, The Story We find Ourselves in). Hebrews were
known for their story-telling, as was Jesus, and over the centuries many of our
churches have forgotten that and look at everything in the Bible as being
something that literally happened exactly as described. It will be important for
FLC to continue to look at what is taught to its people, children to adults, as to
whether it fits within the overall message of Jesus’ life on earth, vs. the recent
cultural influence of many of this country’s “modern” Christian beliefs.

Methods

Your method explains how a church carries out or accomplishes its
purpose. You currently have a method or process, the 5 C’s “Centering,
Connecting, Cultivating, Contributing, Communicating”.

Your DNA must be the lens through which you focus all you do. Each
team/committee /organization/activity in the congregation should evaluate itself to
see if is fulfilling the purpose of the church. Any activity, which does not seek to
fulfill the purpose once developed, should be put on hold until the coordinators of
the ministry can specify how these programs fulfill the purpose.

In addition to using the DNA on all major written publications, you need to
show how people are living out the purpose in a variety of ways; i.e. bulletin
boards, banners inside the church, signs outside the church, through videos
shown in worship, pictures on the website, etc.

It will be important that you organize everything you do around all of these
statements. Let these principles determine how the congregation spends their
time. Do not ask them to go to unnecessary meetings. Eliminate all meetings
that are not making a difference in your future. Build your budget around these
statements. These principles are not a wall to keep you from anything rather
they are lenses to view all you do. You can do almost anything as long as it
accomplishes your mission, fulfills your vision and stays within your core values
and beliefs.

Each year your committees and ministry teams can determine what
strategies and goals will be set to accomplish the purpose. The Church Council
can serve as the group that is reviewing what is going on in the community and
educating ministry leaders to changes so that ministry can be planned to meet
various needs in the community. As people discover their gifts and passions,
they can be coached to start ministries, as long as they fit the values and
accomplish the purpose of the church.

As you continue on this journey, it will be important that the staff
leadership team develops a plan that makes the purpose the center and source
of the activities and strategies of the church. Each year, the staff and lay
leadership should gather to review your plans to accomplish your purpose, and
determine where God is calling you to focus that year as you prayerfully discern
the God oriented strategies toward which God is calling you. Just because you
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have an initial 5-year plan, does not mean that you will not adjust plans each
year. You have to listen to the Holy Spirit’s guidance as you hear what is going
on in the world around you and how you are called to respond to live out your
purpose! Each year your congregational meeting should be a celebration of how
you're living out your purpose in the world around you!

Transition your Council to a Discernment Team

The Council should serve as the “keeper of your vision”: those who are in
touch with what is going on in the community, praying about the impact for FLC,
and dreaming about how to continue to meet the mission and vision of the
congregation within the core values developed. In the future, the council will not
need to meet on a monthly basis. However, initially you should do so and spend
time reading Acts, as mentioned earlier, to understand the role of Christians in a
pre-Christian world, similar to our society in the U.S. today. You should spend
time in prayer and study, fasting and sharing relationship so that you develop
together as spiritual leaders of the church. Your council meetings have focused
too much on detailed management of the church. That is the role of the staff
leadership at this size of church.

Develop a core staff team for Pastor Dan to spiritually coach (see upcoming
chart):

At your current size, the senior pastor’s role should be the spiritual leader
and coach to key equippers. Pastor Dan should be in touch weekly for coaching
with no more than 4 key pastors and staff people. Other staff should be
organized to report to those staff as shown below. This will allow Pastor Dan
time to work with a few key staff to see where they need to grow spiritually and
professionally and guide them to resources to do so. They will function as a
small group, sharing and growing in prayer and worship, relationship and study,
while doing ministry together. Each of the staff people should also build their
teams to consist of four people or so, who will then each coach four people, etc.
Ultimately, all ministry team leaders will be coached by a staff person, or through
another leader who is coached by a staff person. (See Wayne Cordeiro’s book,
Doing Church as a Team for this concept he calls “fractalling”.)

The current and future staff will need help transforming from doers to
equippers or coaches of teams. For coaching, it often works best to first do
something while those being coached are observing, then to do it together with
those being coached, then to have the apprentice do it and the coach watch and
give suggestions for change or improvement if needed. Pastor Dan is also
responsible for working with the staff and lay leadership team to anticipate, adjust
to, and interpret changes going on in the community and in the church.

5 7 (
In the future, you should invite anyone from the congregation to 2-3 or
more gatherings throughout the year to dream about ministry they can do
through FLC. This is an opportunity for people to prayerfully discern ideas that
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they can provide for ministry, based on their passions and giftedness. Any idea
is welcomed during this time. The group can help people discern if the idea fits
within the mission, vision, values and beliefs of the congregation. If so, the group
can help encourage people to live out their ideas to reach more people for Christ.
Another resource to help you understand and live out discernment processes
includes: Listening Hearts: Discerning Call in Community by Farnham, Gill,
McLean and Ward. In addition, the Quakers have a history of utilizing
discernment processes for decision making, the Shalem Institute in Bethesda,
MD also has developed discernment processes in their group spiritual direction
programs.
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Traditional church models, of which you are one, typically function best
when they have 1 full time program and for each 100 in worship and 1 full time
support staff for each 150 in worship to maintain the current organization. You
currently have 8.66 FTEs program staff for 1,000 in worship (the average number
of worshippers based on your data is 800; however since many people do not
come weekly to worship, we usually add 25% to the average number to get 1,000
as your total worshipping community.) As a result, you are understaffed for
maintenance where you should have 10 program staff, and for growth, where you
need at least 11 program staff! You currently have 6.6 FTES of support staff and
should have 7 to maintain, 8 to grow.

Before you determine which type of staff are needed, you need to first do
an analysis of your office functions and implement systems that will allow you to
function as a large church staff instead of a “mom and pop shop”. You should
have someone outside of the staff analyze what systems the staff use to
accomplish the mission and get things done, and then implement technological
and other systems to make the staff more effective. You should have a large
pool of unpaid servants for the office to help all staff with projects, and to serve
as receptionists for the office, as well as for the Welcome Center on Sundays.
Then you should designate paid support staff time (at least .5 FTE for each role)
to serve as Administrative Assistants to the key Staff Leadership Team listed
below. Training may be needed for the Staff Leadership Team to know how to
effectively allow those assistants to support them. Finally, you should pay your
support staff appropriately for the hours they are giving to their roles. Some are
working many more hours than designated and should be paid accordingly.

At your current size (average 1,000 in worship a month), the Senior Pastor
(Dan) should serve as Spiritual Leader and Coach. In this scenario, the less one
does the better the organization does. The Senior Pastor is the coach and
strategist and laity become the driving force of sustained growth in the
congregation. The Senior Pastor helps to oversee that the DNA of FLC is lived
out on a regular basis, and should be held accountable by the Church Council to
these results. You also need an Executive Pastor/Ministry Coordinator, the most
popular titles (other terms include Staff Director, Executive Director or similar) to
serve as Equipper and Permission Giver, deployed to oversee most of the
Ministry/Program staff. The Business Administrator would also report to the
Senior Pastor, along with the Pastor for Care and Seniors.

In this case, the Executive Pastor operates like the Executive officer of a
ship, handling much of the day to day operations and programs with the
Business Administrator. This person will also usually have leadership,
pastor/shepherd, and administration gifts and should be gifted in helping take the
Vision that is cast by the Senior Pastor to a place of equipping others to develop
plans to live out that Vision (see Appendix D for an example of a role description
developed by Pastor Tom in his doctorate paper). This person should also be
able to effectively coach staff in their professional and personal lives. Some of
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the other metaphors include pilot as Executive Pastor with Senior Pastor as
Navigator. In corporate language, some see the role as CEO for Pastor and COO
for Executive Pastor. In general the larger the congregation, the more they lean
towards the Executive Pastor role.

The Executive Pastor primarily serves the Senior Pastor. The Senior
Pastor is looking for a person to help guide the overall direction and function of
the church in leadership. For this reason, the Executive Pastor's gifts and
competencies must complement the Senior Pastor. This means that the Senior
Pastor must clearly define for them what they need in an Executive Pastor. They
should then examine what gifts are missing and needed. The Senior Pastor will
have adaptations to make but the Executive Pastor must adapt to play to the
Senior Pastor's strengths. The Executive Pastor also serves the program staff as
coach. In many cases, staff have desired more input than the Senior Pastor had
time to give. All pastors must increase their visibility with the congregation during
this transition time to help walk through the challenges that any transition process
produces and to help the congregation have a greater sense of leadership
presence, as Dan and Tom’s doctoral studies are coming to an end.

The Board is also served with this new organization in that many will feel
they have a person to help execute more of the functional work in the church.
Most often both Senior Pastor and Executive Pastor attend Board meetings.
Based on experience of church’s that have moved in this direction, the key issue
is a high level of trust between the Senior Pastor and Executive Pastor. Those
teams that don't trust each other don't last long. A key factor in trust building is
constant, honest communication.

One of the best ideas developed from a focus group of senior/executive
pastors came from a church that sat down with their board and wrote a three
column statement of what was needed from the Senior Pastor, the Executive
Pastor and the Board. It is not a static document, as needs change, adjustments
are made. The process is unique for each church and team and it cannot be
static. Because of the unique nature of each congregation, this process of
clarification of the details of the roles is the best way to design each description
to fit the team.

In the future at FLC, all staff must share the following characteristics:
® Have a passion for equipping people for ministry
® Be a coach and team player
® Own the purpose and principles of FLC

If a candidate or staff member won’t own the DNA of the congregation, then keep
looking for candidates until you find someone who will do so. Staff should be
hired to equip people, not to do the ministry themselves, including living out the
following:

e Mentor, coach, teach

e Help others discover gifts, passions, call
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« Help others live fulfilling, holistic lives

e Help others grow in their faith and living that out in all of their lives
e Support others in making decisions for ministry

» Hold others accountable

In summary, do the following for staff now:

e Analyze how the office works and implement systems for increasing
effectiveness

e Update your current staff ministry descriptions as necessary for each role
that includes the responsibilities for equipping and coaching people and
abiding by a leadership covenant, as well as for living into personal holistic
growth goals so that staff are modeling working toward wholeness.

e Then refine your performance evaluation processes to match these
descriptions (formal annually, informal quarterly).

e Compare the passions, spiritual gifts and abilities needed for the roles to
the giftedness of the staff person.

e Restructure roles/staff as recommended to achieve the DNA and again
match giftedness with gifts needed. Help each staff person develop plans
for growing in their spiritual and personal journeys, holistically. Many staff
said they felt called to spend more quiet time with God in their lives. Their
“coach” on staff should help them accomplish that, while living out the
Mission in their ministries.

e Ensure staff share FLC’s DNA and are equipped to equip people.

e In any recruiting process for new people (paid or unpaid staff), it is
essential that the current staff are a major part of the decision-making
process. If any staff member does not agree with the hire, that person
should not be hired since the staff need to create a tightly knit team
leading the congregation. We prefer if the candidates would write the job
description they believe God is calling them to and to work with that basic
outline in conjunction with the existing staff so as to create a realistic and
owned idea of what this particular job means and how my particular calling
fits into that framework. When you come to consensus between the staff
and the person seeking to answer a call to ministry, this pattern is much
more genuine and much more enforceable in terms of purpose fulfillment
and job accomplishment. Reuvisiting the “job description” on a regular
basis is vital to the ability of the job to flow with the ever-changing
dynamics of the congregation.

e |n addition, a team of people should be brought together for the
recruiting/interviewing processes, who are servants in the ministry area(s)
being hired for and who understand the DNA and vision for that ministry
area.

Other staff issues that need to be addressed include the following:
» Staff need to improve their teamwork to eliminate silos and enhance
collaboration
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e There is some mistrust among the staff

e There are not clear guidelines for who you will pay as staff and for how
many hours a week, and who will be unpaid

e There are not clear guidelines on how staff should function effectively at
FLC

In order to address these issues, do the following:

e Educate and coach staff on working as team (eat, drink, play, and pray
together to start) and develop expectations for their team behavior linked
with their performance evaluations.

e Have staff begin to share more to develop trusting relationships with each
other and be spiritually coached by their pastor leader.

e Develop guidelines for paid vs. unpaid staff roles (who will you pay and
not pay).

e Redefine the pastor’s, Council’s, and staff persons’ roles and organization
to fulfill the DNA as described above, and develop supporting
communication systems.

Finally, as the church anticipates the retirements over the next 5 years of Doug
(3/09), Dan (12/10), Everett and Kay, you need to develop a transition plan for
each person’s role to define what is roles are needed in the future and what gifts
and skills are needed to fulfill those roles. You should plan to replace both Doug
and Dan’s roles as defined in this report. You will need a lead custodian as well,
and want to make sure you hire someone who is an equipper as defined above,
to develop many teams to help meet all of the facility needs. Based on how well
Kay’s current areas work with the Equipping ministries to ensure teams are built
so that all people are connected and cared for by unpaid servants most of the
time, you should determine at that point if you need a full-time pastor to continue
in a similar role as hers, or hire a half-time chaplain who can serve in some of
Kay'’s functions to do funerals and provide care when required for seniors, and
then hire someone who is a great Equipper to develop the ongoing care
ministries through parish nursing, Stephen’s ministries, Barnabas ministries,
senior ministries, etc.

| have attached at the end of the Vision Strategy Plans on the separate
document, an example of a Transition Plan to be used/modified for each staff
person’s roles. Not all steps will be required for all roles, but it gives you an idea
of what factors to consider to help people through these transitions of Letting Go,
Living in the Neutral Zone, and Living into the New Beginning (based on William
Bridges’ Transition books).

@) 9" L
5 *D 7 ) 9/;° & v
9' 5 " 7) 9 ) "7 9 ) 9. The
following is a summary of some of the key aspects that need to be developed at
FLC:
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It is important to intentionally teach the biblical foundation for equipping
people for ministry in all of life in worship (through sermons, dramas,
testimonies and music), and with the staff and key leaders of the church.
Contact Pastor Chris Hardy, Westover Church to determine how he has
coached the ministers at Westover to integrate equipping into all sermons,
chris@westoverchurch.com.

o Highlight those people at FLC who are living their calls, serving
others with their gifts, as models for others. Sharing stories about
transformed lives is a powerful witness for people!

The key to creating an equipping cultural shift is for your pastors, staff and
leadership to live out and model the values and principles of equipping.
The pastors and staff should assess what you do in a typical week, and
determine for each task if it is an “equipping” or “doing” task. Then
regularly choose one or two that you want to change that will make the
most impact in your typical week and equip others to do the tasks. Make
these changes on an ongoing basis.

With your DNA refined, work with the Council and Staff Leadership team
to develop and implement new measurements of “success” for the
congregation and for leadership roles to meet your DNA (i.e. it's not just
the number of people or amount of budget you have, but changed lives,
people inviting others, people serving others, people experiencing life
transformation, communities being transformed, etc.).

Assist your staff and lay leadership in getting more connected to
integrating their faith into their whole lives by leading them through
resources related to faith in the workplace (job, home, neighborhood, etc.).
The Centered Life/Centered Work initiative out of Luther Seminary has
numerous resources to support your efforts here, www.centeredlife.org.
Also, review www.faithatwork.com’s resources in this area. Call affects all
our daily decisions: There are Big and Little Calls such as...

e what your job is and how that relates to your vocation,

e who you'll marry,

e will you have children and how will you raise them,

e what kind of relationships will you have with family and friends,

e how will you be involved in developing your spiritual life

e how to spend money day by day, year by year,

» will you be materialistic or simplistic in your purchasing patterns,

e how you'll treat the environment,

e what you'll do in your free time: from being active in the world to
being a couch potato, from physical fithess to nutrition to eating
habits

» will you be a positive or negative influence in your neighborhood
and community,

e how will you function in your workplace,
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e how will you be involved in your church or faith community,
e what you'll do to be an example of the love of Jesus Christ each
day.

Celebrate regularly and annually the progress related to Equipping and
reevaluate periodically.

The Executive Pastor/Ministry Coordinator, with support from the
equipping staff, needs to continually provide education to staff and leaders
on his expectations of their roles as equippers. In addition to Sue
Mallory’s books, The Equipping Church and The Equipping Church
Guidebook, a helpful resource is Wayne Cordeiro’s Doing Church as a
Team. From the spiritual coaching standpoint, More Ready than you
Realize by Brian McLaren is a wonderful resource for staff to study
together. For spiritual leadership development, Spiritual Leadership,
Eddie Hammett. The more you equip, the more lives you build!

Each pastor and staff leader’s role should be to coach their team of people
in order to grow spiritually and work together to perform the ministry based
on their gifts and passions (based on the Wayne Cordiero Team Model
explained earlier). Pastors and staff need to spend more time developing
a group of 3-5 key leaders to grow spiritually and live out their calls,
instead of “doing” a lot of ministry. In addition, they should be mentoring
apprentices for their ministry areas and training people to live out the
ministry most effectively.

The pastors need to also focus on establishing trusting relationships and
coaching staff, through building relationships, to live out their unique calls
from God. Your leadership needs to continually work to create a trusting
environment. At your size of church, you will get your greatest leverage
from focusing on your staff team. Even secular Gallup polls are
continually showing that employees who are “engaged” and working well
to achieve mission need to have very positive relationships with their
managers and have close friendships in their organizations.

As you build the Equipping environment, pastors and staff should take
time to hear where God is calling each of them to grow in their roles as
equippers. They should have discussions with their pastor/staff “coach”
related to their spiritual gifts/Myers Briggs/CARE/Enneagram assessments
and how God is calling them to learn and grow with this change. You
need to model what you desire from others.

The Ministry leaders, should be trained regularly on the equipping church
in terms of how their roles as key leaders (formal and informal) in the
church change and how the way of “doing church” transitions in an
equipping environment. All team leaders should learn how to provide
spiritual leadership, using discernment processes to make decisions.
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In terms of the systems needed to support an equipping environment, you need
to develop an Equipping team to build teams to implement each of the key
equipping systems (see The Equipping Church Guidebook). Each of these
leaders will develop a team to do more of the detailed work as envisioned and
documented in the attached notes. The Equipping Church Guidebook has
numerous detailed examples and suggestions for how to implement these
systems. This Equipping team should have people on it who can lead and
implement these key systems:

e Invite team (ensure you're welcoming and connecting people from the
time they come to FLC and you first know they’re a guest until they are
involved in a growing and/or service opportunity). You are doing many
things well here, continue to ensure that noone is falling through the
cracks.

e Connectors team (someone needed to oversee the connectors team and
determine the tools you'll use to find out about people’s needs and desires
and processes to track them, as well as the matching and placement
processes once people are interviewed),

e Administrative/Database Team (someone to oversee the selection and
development of an information system, and teams to enter the data), and

e Send/Equip team (someone to oversee the processes of training ministry
guides and helping them develop ministry descriptions for their teams and
train their team members to do ministry, where training is needed).

o*2 * "(2 L :2°

Recommendations 1-4 relate to the overall congregation at FLC and all staff and
leaders. The following recommendations relate to specific ministries that are
essential for continuing to improve. As stated earlier, all ministries have
developed 5-year plans, which will need to be processed and prioritized after
these recommendations are processed and discerned. The following are the key
ministries that need change over the next 5 years.

1 91 79

On all surveys and in interviews, people were greatly dissatisfied with the youth
and young adult ministries at FLC. The church’s leadership will continue to lose
trust and credibility if they do not make significant efforts to improve these
ministries. At this point, FLC needs a radical new paradigm for the middle
school, high school and young adult ministries. The current leaders do not seem
to be focused on the significant differences in the youth of today, most of them
with a postmodern mindset, not a modern mindset as in years past. As a result,
nothing works today as it did in the past. The leaders need to quickly become
educated on the postmodern, emerging church ideas provided in books like
Postmodern Youth Ministry, Tony Jones, Emerging Churches, Eddie Gibbs, and

41




resources available through Youth Specialties that are focused on these issues.
You need radical new ways of working with the youth for your confirmation
classes, small groups, servant opportunities, and fellowship times.

In addition, the following were listed as significant needs for improvements in the

youth area, by a variety of people at FLC:

e Need the “church” to value young people, and provide the love and resources
needed to keep them connected and growing

e Need charismatic leadership for the youth

e Need to focus on relationship building, mentoring, spiritual friendship

* Need regular parental and adult involvement

* Need to facilitate more service and reflection opportunities

e Need to link discipleship and programs from children to adulthood!

Families will continue to leave to go to other churches unless you work hard to
improve these ministries. It is still very difficult to reach younger people today
than it was 20-30 years ago, but you must try if you are going to fulfill your
mission.

-97 3

Many people feel your worship services and music are a great strength.
However, you need to always be looking at new ways of helping people
experience God in your worship opportunities. Again, form worship teams and
have them read Emerging Churches, Eddie Gibbs, to identify how worship is
changing to allow for more participation and transformation in worship. Also read
God at the Crossroads, Jeff Patton, to identify what is working and not working in
our worship services today to help people experience a Divine Intersection with
God. Then, develop teams to focus on helping people experience this Divine
Intersection where people encounter God'’s transformational love, presence, and
purpose in worship. You may only get one opportunity to do so with someone
who comes for the first time to FLC. Don’t miss it!

In addition, the following recommendations are made for enhancing your worship

experiences for people.

e Enhance the amount of special music in Sat. evening and Sunday 8:00 am
services

e« Empower teams to help the pastors both create and evaluate sermons, from
content to delivery

e Add a Children’s Church option for the 11:00 service, eventually building to
another Sunday School option at that time. Many young families will come to
your 11:00 service and want an opportunity for their children to grow in faith
while they worship.

e Many unchurched people are willing to give up 1 hour on a Sunday morning
for church for their families, so try and hold the services where you are getting

42



a lot of new people to as close to an hour as possible. We could like them to
commit more time, but the reality is that they won’t until they grow in their faith
(and then it's even hard in this day and age with so many other activities on
Sunday mornings for children and families).

e Renovate your worship space as proposed in front for contemporary music
and drama. Increase the amount of drama, dance, and other arts you provide
as part of your worship services. Help people connect with God in a variety of
creative ways.

e Add a site for contemporary/alternative worship at 9:30 am on Sundays. 9:30
am is still the most “popular” time for people to attend worship services in
America. Since you're nearly at capacity at your 9:30 and 11:00 services, find
a place that you can rent in the short-term for a 9:30 edgy alternative worship
service.
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e You are way below your potential in giving, 1-2% of income and this
hobbles all of your ministries. This has been a long-term challenge at
FLC. You always have to make a big “push” in December to meet your
budget, and recently haven’'t met your budget.

e A majority of your people don't tithe; you might be just stingy—

e Your giving patterns could be much higher according to the income in the
area. Give people specific training and instruction on how to incrementally
work toward tithing and beyond. Remember, Jesus asked for all of our
resources!

e As new people come, make sure you do the stewardship piece before
they join. Help them move to join you in tithing.

e Money issues are always an excuse, never a reason!

e As you help people grow in their spirituality and find their passion and
gifts, living into their calls, you will find people give more generously than
you can imagine.

e You aren’t a poor church. You are crippled by your thinking. Horizons
Stewardship can help you a great deal here both with a capital funds
campaign and with increased Stewardship emphasis. Call Clif
Christopher at 888-298-2020. Tell him that Linnea said you should call.

Most of your people are missing the joy of tithing. God is so generous to us all;
let’s do the same for God and the world!!

/ 9

You are nearly full on Sunday mornings for education and worship at 9:30,
11:00 (280). Always consider the 80% Rule: when you're at 80% capacity for
anything, you should be planning to expand, for most people will consider that
“full”. That is why you must start planning NOW to expand your space
downtown for worship and ministries, since you are committed to being here as a
downtown church. There were a number of ideas about having a Family Life
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Center locally that could be used by the community as well as the church. As
you discern this report and begin to do more discernment on Council and with
staff leadership, take this issue into consideration soon to start the process of
hearing where God is calling you.

In the meantime, keep the good condition overall of your facilities; | loved
the Gathering area. And add more “guest” parking for the lot by the large parking
lot, where most guests would arrive (consider how many guests typically come
during each service up to 10% of your worshipping community, i.e. if 11:00
worship is 280, then you may need as many as 28). Finally, the sign out front is
too small, put large banners (and rotate every 6-8 weeks) on the building like,
“Something Exciting is Happening In Here!”

/ -

Overall, opportunities abound at FLC. | hope you also understand the
potential and possibilities that are here before you, for you have Great People,
Great Opportunities, Great Pastoral Leadership, Great Staff and a Great God.
With God’s help, you can do whatever you are called to do!!!'! Now, continue to...

e Pray Hard to follow God’s will
e Continue to grow on your spiritual journeys
e Love exuberantly

320 28 #'" 4/

| want to thank each of you who filled out forms, answered questions,
attended the meetings, prepared food, and agreed to be part of the on-site
interview process. Now you must determine what to do with this final report. |
stand ready to assist you in this journey. If | have been wrong on my
assumptions, call me on it. If | have reported something you think to be in error,
change it and please tell me about it. If you simply disagree with me, that is also
fine.

| will be in contact with Pastors Dan and Tom to check-in on you and track
the progress you are making. | expect to hear great things from this wonderful
gathering of God's people called First Lutheran Church. May God richly bless
you as you seek to find ways to faithfully serve God in the 21% Century. And
remember to pray...
“God put me in the path of what you are doing in this world. Show me
where you are working. Run over me by Your presence and guide my path
to the other side.”

Peace and Blessings,

Linnea Nilsen Capshaw
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Our experience at EBA reveals that four strategies are necessary to
implement this report. If you follow these basic principles, you will be able to
implement this strategy within the shortest possible time period. Remember, the
most important part of a strategy is the process by which it is examined and
implemented. Be sure to spend all the time necessary to process this material.
It may take longer than recommended. Just do not let it sit on a shelf gathering
dust.

2 : The majority of the leadership must believe the strategy will work
and be willing to share their enthusiasm with the congregation.

( : The leadership must be willing to stand up for the strategy when
opposition arises from a select few. Every church always has some initial
opposition when attempting change and growth.

( : The report must be processed through the congregation and
revised and refined to reflect the values of the vast majority of the leadership. A
process that works well is described below.

& : The entire process below is usually completed within three to six
months or it does not get accomplished.

/' 2 : Assoon as possible after this consultation, have either the
most respected leader of the church and/or the chairperson of the Church
Council share in worship (3-5 minutes) his/her excitement about this consultation.

/' ( : Charge the Council, staff, or a task force, with the
responsibility of shepherding this strategy along to implement these
recommendations. This team works best if it consists of no more than seven
people, two under 40 years of age, two over fifty years of age, and two people
who have been members for less than two years.

VAR ¢ : Email/mail and/or put on the website the report to the entire
church the day you receive. Ask the church to join you in a two-week period of
prayer. Schedule a day of prayer at the church to pray for God's guidance as it
relates to the future of First Lutheran Church and the enclosed
recommendations. During worship over the next four weeks, call the church to
pray about the future of the church and action on the recommendations.

/' & : Hold afew all-church meetings within four weeks later, not to
vote on the recommendations, but to do the following: (1) To share with the
congregation the leadership's excitement for this strategy, as well as to say they
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know there will be some concerns in implementing it. Get feedback from the
membership; (2) List the reasons you support the strategy and its benefits; (3)
Tell the congregation you want them to share with you the challenges and
obstacles they see to the implementation of the strategy. Field their questions
and make note of all the obstacles or challenges they come up with; (4) Do not
take issue with (or try to rationalize away) any of the challenges they raise. You
are there to listen.

/' &5 : Have the group responsible for shepherding the report meet
over the next weeks to: (1) Answer all the questions they can that were raised
and solve all the challenges they can; (2) Decide if any of the challenges they
cannot seem to solve could derail the strategy; (3) Make any revision necessary
to remedy the challenges.

/' / A: Email/mail and/or place on the website the updates based on
the feedback to the people who attended the meeting and to anyone else who
has shown interest.

/' / 5 : Maille-mail, put on the web, and make available at the
church the revised/refined report to the entire church as soon as possible. This
report may look different from the original report. Then communicate in a variety
of ways that the pastors, staff and key leaders think the revised strategy is a very
wise vision and strategy for the church to pursue. It is imperative that the
pastors, staff, and key leaders are seen as in total support of the final product.
Do not say this is our only way forward. Say it is our best discernment after
weeks of study, prayer, and consultation with one another.

The leadership needs to understand that any time a church attempts to do
anything significant or to make the necessary adjustments in strategy to meet the
demands of a new generation, it always has a few who strongly oppose such
change. To give in to these vocal few, results in hurting many unseen people by
not providing ways to minister to the needs in 2006 and beyond. Please
understand that some people will get upset with these recommendations. Do
your best to bring everyone along in your planning and decision-making, but do
not allow such efforts to stop the momentum.
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Role of Spiritual Coaches, continued
To go even further, Mike Slaughter talks about leaders as coaches in unLearning
Church in this way:

“Emerging churches have learned to partner with as many as several thousand
coaches—Ileaders of ten—who focus on the personal development of each
individual.

...The trainer-coach applies biblical life principles to the unique needs of the
individual.

Trainer-coaches help us be faithful to our promises through demonstration,
encouragement, and accountability.

Trainer-coaches are at the heart of faith-building in the biblical plan. They help
others achieve their God destiny.

Through encouragement, demonstration, and faith a personal trainer promotes
personal discipline for the purpose of achieving desired results. Spiritual leaders
are in the business of faith development. Their purpose is to provoke personal
discipline to achieve God'’s desired results.

We teach our trainer-coaches to regularly cover such areas of relationship-based
discipleship as group-building skills, mentoring of others, prayer, service,
financial stewardship, and witness.

'Will you grow?’ is our constant emphasis. We know we’'re called to grow, but will
we actually make the choice to grow?”

QUESTIONS: Spiritual coaches serve to facilitate discovery and growth in
people. What do your leaders currently do to facilitate their teams’ growth and
discovery? Where do you see improvements needed? What are your success
stories to share?

In her book Jesus CEO, Using Ancient Wisdom for Visionary Leadership,
Laurie Beth Jones looks at the relationship skills that Jesus used to train and
motivate his team. All of these characteristics relate to how all leaders can most
effectively relate to people on their team.

“‘He Saw Them as God’s Gifts to Him

In his final recorded prayer on earth, Jesus said, “These people were your gifts to
me.” They were not projects to be completed. Sinners to be changed. Fools to be
corrected. Worms to be transformed....

He knew that God would not give him something that was not intrinsically good.
You must never forget that these people are, most of all, someone’s greatest
gifts to you.

e Do you believe your team members are God’s gifts to you?
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e List one aspect about each team member that shows he or she was hand-
picked for your greatest joy.

He Gave Them a Vision of Something Larger than Themselves

Jesus clearly and consistently conveyed to his staff the significance of what they
were doing. He spoke long and often about the calling, and they could feel and
see the long-lasting benefits of their work with him. They were changing people’s
lives for the good. They were working for something beyond themselves.

e Do you clearly communicate to your team the higher purpose for their
activities?

He Said “Yes”

Jesus said yes. “Yes, | will come to your party. Yes, | will show you where my
house is. Yes, | will meet your mother-in-law. Yes, | will heal your daughter. Yes,
| will do what you ask of me.” Jesus said yes.

e Experiment for twenty-four hours saying yes to others’ requests.
e Practice joyously, trustingly, happily saying yes more often.

He Believed in Them

Jesus had to believe in his staff or he never would have slept nights. Their
backgrounds were not glorious, and they did not grasp what he was saying most
of the time. They were constantly arguing over who would get to sit where in the
kingdom, and they dozed off and forgot him when he needed them most. Yet
these were the people he chose to work with, and he visualized the best in each
of them, even when there was evidence to the contrary. He poured a mold of
greatness for them to fill, and ultimately they went on to fill it.

People tend to rise to the occasion when they have someone who truly believes
in them. Perhaps we just need someone to show us who we really are inside.
Perhaps that is what we are all so desperately searching for——someone to
acknowledge the goodness that we each sense about ourselves but are so
hesitant to share.

e How can you show your team members you believe in them?

He Held Them Accountable

Holding people accountable allows them the opportunity to sign their name on a
portrait of success, no matter how small that portrait might be. It gives them their
next growth challenge in a defined and measurable form. Jesus held people
accountable.

e Do you constantly rescue others, or do you hold them accountable?

He Prayed for Them
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Jesus described a loving God so attentive to each of his children that he knows
how many inches tall they are and even how many hairs they each have on their
heads. Prayer means not only asking for heavenly intercession but also being in
an ongoing contemplative, meditative state on behalf of each loved one.
e How often do you contemplate each member of your team in a prayerful,
meditative way?

He Kept Urging Them On
Jesus kept urging people on. “You can do it. Take up your bed and walk. Come
on, Lazarus. Come into the light. Come on, Peter. Step out on the water. Come
on!”
e In what ways do you encourage your people to try harder, do more, and
be the best they can be?

He Loved Them
Jesus spoke for three years on everything from how not to swallow a camel to
how to become the greatest of all. Yet ultimately he summarized his teaching in
one sentence: “Love God with all your heart and mind and soul and strength, and
your neighbor as yourself.” Jesus could lead people because, quite simply, he
loved them.

e If your team members were asked to describe your feelings for them,

whom would they say you loved?
e What are three new ways you can show your love to your team?

He Played with Them

Jesus, the Omega leader, had no boundaries as far as his group was concerned.
Kids ran up to hug him. His staff had to force crowds to leave him late at night so
he could rest. Everyone wanted him to come to their parties. Jesus played with
his people. He surely reflected joy and laughter or people would not have flocked
to him so.

e When was the last time you and your team members played together?
e When was the last time you laughed with them?

He Saw Them as His Greatest Accomplishment
“Itis in them | am glorified.” In his final summary to God in John 17, Jesus did
not relate even one miracle that he performed. Instead, he listed his people as
his greatest accomplishment.

“Dear Chairman of the Board,

As proof of my good work here, | present to you Peter, James, John,

Mary,
Mary Magdalene, and Martha...completed in love.
Jesus”
e What (or who) would you consider as your greatest accomplishment?
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QUESTIONS: Do you have leaders who relate to their team members in these
ways? Do you want your leaders to relate to people in this way? Where do you
believe your leaders struggle most in relating to others as Jesus would, as
illustrated here? Do pastors set the example for your leaders to relate to others
as Jesus would?

The practice of Spiritual Direction is a specific profession that requires
training and certification. Even so, we have much to learn in the church from
spiritual directors and the work they do with people, for their role is in helping
people develop their relationship with God (see The Practice of Spiritual Direction
by William A. Barry & William J. Connolly). Barry and Connolly give us insight
into spiritual direction that is important to ponder as you consider the role of
leaders as spiritual coaches:

“Spiritual direction has always aimed ultimately at fostering union with God and
has, therefore, had to do with the individual’s relationship with God. The spiritual
director is most interested in what happens when a person consciously puts
himself into the presence of God. Not that the director has little or no interest in
the rest of a person’s life. He is interested in the whole person, but the focus of
interest is the prayer experience of the directee.

We remain free, however, to listen to God’s communication or not to listen, and
free to respond or not respond to what we hear. When we speak of
contemplative prayer, we are speaking at the same time of awareness of this
communication by God and of a willingness to listen to him and respond to him.
Spiritual directors have as their central task the facilitation of the relationship
between directees and God. They offer direct help with that relationship.
Teaching, preaching, and moral guidance are not the proper task of spiritual
directors. Their task is to help people experience God'’s action and respond to
him. Fostering discovery rather than teaching doctrine is their purpose.

What does a spiritual director do?....In any carefully drawn list some place will be
given to 1) empathetic listening, 2) paying attention, 3) affirming, 4) assisting in
clarification, 5) raising questions when the directee wants them, and 6) helping
the directee to recognize the affective attitudes that influence his attitude to God.
What are the most fundamental tasks of the director?....First, helping the
directee pay attention to God as he reveals himself; Second, helping the directee
recognize his reactions and decide on his responses to this God.

The director assists now by asking questions like: “What did the Scripture
passage mean to you? How did it make you feel? Good or bad, happy, sad,
apathetic, hopeful, discouraged? What did you say to him?” In this way he can
help the directee notice the impressions of God and his own reactions to him that
appeared in the prayer.”
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QUESTIONS: Have you found yourselves functioning in similar ways with
people? Are there leaders in your church who relate to others in this way,
listening, asking questions, and facilitating people’s relationship with God? Can
you see leaders using some of these techniques to function as spiritual coaches
in your congregation? If so, how? If not, why?

Leaders as Spiritual Coaches: Coaching Teams/Communities

Today we’re going to discuss how leaders as spiritual coaches go about
coaching teams of people to live out their roles most effectively. The most
effective way that post moderns seem to be growing spiritually today is in the
context of small groups, being in relationship with others. These groups need a
leader, a spiritual coach, who will encourage and support the whole team to
experience God and live out their destinies.

Since The Church of the Saviour began in the 1940’s in Washington DC,
Gordon Cosby has birthed people’s potentials in groups. Elizabeth O’Connor in
Servant Leaders, Servant Structures writes, “In his Handbook for Small Mission
Groups, Gordon Cosby describes the nuts and bolts of groups that endeavor to
be agents of change in the lives of their members and agents of social change in
the world.

One of the chief tasks of these groups would be to create safe space in
which the members could tell their stories—what has happened to them in the
past, what is happening in their hearts in their present life situations, and their
dreams, fears and hopes for the future. My own experience as a leader of small
therapy groups has utterly convinced me that the person that | come to know |
will come to love. As Christians we have the duty to love the person before us
with all his or her imperfections, frailties and distorted ways of seeing things.

For this reason our spiritual leaders are beginning to give emphasis to
storytelling—so that we may come to know ourselves and each other and learn
to love. In such a journey we will discover not only the light that is in us, but also
the darkness, and the tremendous capacity that each of us has for self-
deception.

In small groups we can create the climate and nurture the trust in which a
deep giving of ourselves can happen. Much more than the confession of our
light or our darkness is involved. What is involved is the recovery of love, itself,
the communion that is the deepest need of every life, the unlocking of that infinite
capacity that each one has to be a friend and to have a friend. If the pilgrim
journey is the journey toward freedom, then the liberating work is the freeing of
love in me and the freeing of love in you. Unfortunately, this journey which is the
foundation of the community in Christ is not well mapped for us, but it is
abundantly clear that it is more easily made within a group of twelve or fewer.”

So leaders as spiritual coaches, whether they’re coaching a small group, a
ministry team, a discipleship team, an outreach team, a worship team, a finance
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team, any team, are called to help people discovery their destinies in the midst of
a community of people in order that people may experience God more deeply
and live out their calls in the world.
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vggr 4
Multiple Services, Multiple
Opportunities

mul-ti-ple (mul(to-pol) adjective
Having, relating to, or consisting of more than one individual, element, part, or other component; 2

One city in middle America has two outlets of a major fast food restaurant, each
owned by a different management team, Old Mac’s East (OMEast) and Old Mac’s West
(OMWest). OMEast embarked on an efficiency program designed to boost productivity
and ease of training. Within two weeks of implementing the new program, OMEast
reached unheard of levels of efficiency. If you drove up to OMEast, you might be
surprised at what you would find. First there is no drive through and the parking lot
while small is rarely crowded. When you step up to the counter you find the big
efficiency move has changed the menu to one item, the Old Burger. This makes it
possible to have fewer mistakes on orders and simplifies the training of new employees.
You do get an option on drinks, you may have a large water or a small water. The
owners of OMEast, in a statement released earlier said, “We are offering a simple meal,
good nutrition, and we believe water is the best drink for the human body. We hope to
attract customers who share our vision.” OMWest, on the other hand, has surrendered to
the cultural pressures and offers variety in the menu, a drive-through, a large parking area
and a children’s play ground. Yes, OMWest has a poorer efficiency rate and training
new employees is time consuming. Which restaurant do you want to own? Even more
important, which one would you go to? One-size-fits-all service or multiple services? If
this is true about something as uncomplicated as a restaurant, choosing something as
complicated as a church in a culture which demands variety and choice is twice as
demanding.

Historical Overview

op-por-tu-ni-ty (dp or-t[J[Ini-t&, -ty[I[]-) noun op-por-tu-ni-ties
1. A favorable or advantageous circumstance or combination of circumstances.

2. A chance for progress or advancement. 3

In 1994, after a ten year slide in worship attendance, old downtown First Church
averaged 204 in one worship service. By March 2000, old First Church was running 420

2 Excerpted from The American Heritage Dictionary of the English Language, Third Edition Copyright © 1992 by
Houghton Mifflin Company. Electronic version licensed from Lernout & Hauspie Speech Products N.V., further
reproduction and distribution restricted in accordance with the Copyright Law of the United States. All rights reserved

3 Ibid. Excerpted from The American Heritage Dictionary of the English Language, Third Edition Copyright © 1992
by Houghton Mifflin Company..
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in worship and was still growing. What is the cause of this growth? One major reason is
the addition of two worship services.

In 1995, after a pastoral change, First Church added a second Sunday morning
service and by December 1996 worship attendance climbed to 257. On Christmas Eve
1997, First Church began a third service designed for the younger set. Not surprisingly,
within a few short weeks this additional Sunday morning service was attracting a wide
range of college and high school students as well as Busters, Boomers and even many
older people. Currently, there is talk of adding another service, this one on Sunday night.

Why all the variety? Why were extra services added? At a practical
level, how do you pull off additional services without burning out everyone?
What are the stressors and factors congregational leaders must know before
they begin additional services? This article will explore these issues in an
attempt to demonstrate the maxim that “multiple services are multiple
opportunities.” to reach people you are currently not reaching.

The sanctuary at old First church will seat 450. The decision to
begin the second service was made, not for space reasons but because
multiple services mean multiple opportunities to reach people you are
currently not reaching. One of Bill Easum’s growth principles (#8) is that
“Growth Will Occur with the Addition of Each New Morning Service of
Worship.”4 By giving people more choices we are able to reach more people.
More people brought into a personal relationship with Jesus Christ lead to
more people and on and on.

The first service added was a blended service on Sunday at 8:30 AM. The lead
pastor and worship team decided to offer an “early” service and not change the time or
style of the traditional service offered at 10:30 AM. At this “early” service, the format
varied from week to week. Once a month a band led the worship. The singing was led
by piano (not organ) with various soloists leading the singing. The service was billed as
“casual”, a “come as you are” appeal to people who wanted to worship, not dress up, and
be on their way to the golf course or ski resort by noon. By 1997, worship averages had
grown by 100 people. But a growing number of new attendees were not pleased by either
the “casual” early service (it wasn’t loud or fast enough) or the later “traditional” service
(it was way too slow, and did not relate to many young Christians or to the Pre-Christian
people coming to “check out” the worship for the first time).

In this consumer driven culture, we can’t pretend that one-size-fits-all. Imagine
going to any business and being told you only have one choice. How long would they
stay in business? Yet I find this mentality in most local congregations. As I do church
consultations across America [ am frequently asked, “How long will we have to offer
‘their music’ before they learn to like ‘good music’?” The question shows how much we
miss the point.

Why do we offer a variety of services?

4 William M. Easum, The Complete Ministry Audit, (1996 Abingdon Press) p. 109
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va-ri-ety ( ) noun
5

1. The quality or condition of being various or varied; diversity.

Any student of demographics knows the vast differences between the various age
groups. My mother thought Frank Sinatra was dreamy. She hated Jimi Hendricks and
the Rolling Stones. When she went to church she expected to hear music which was
familiar (she hated new hymns) and when we took our electric guitars to worship (at the
“early” service) she knew it was time to stay away.

In the same way, those born after 1955 stay away from worship they often
describe as irrelevant or worse, boring. These generations have voted with their feet by
staying away from what they perceive as irrelevant at best. Many young people, who
were raised in the church have also voted with their feet by staying away from worship
services that don’t speak their language and don’t relate to their felt needs.

We offer a variety of services because we live in a culture filled with a variety of
people, who all have preferences, tastes, likes and dislikes. So at 8 AM each Sunday you
will experience a traditional service: hymns, the Lord’s Prayer, creeds, Doxology. The
30-65 people who attend prefer this style and this time. At 10 AM we offer a blended
traditional service with: announcements on Powerpoint, frequent use of video’, as well as
choirs, hymns, and a children’s message. At 11:30 AM the band sets up for worship with
a drive, plugged in, loud, and joyous. The crowd is composed of college and high school
students and in the last year we have seen an influx of Boomers, Busters, Gen-Xers and
occasionally a few GI’s.

The Importance of Being Indigenous!

in-dig-e-nous (in-dij[Jo-nas) adjective
1. Originating and growing or living in an area or environment.
2. Intrinsic; innate. 6

In every service we attempt to speak in the language of those who attend. We

understand indigenousness to mean that we relate the Gospel in the language of the target
audience. For many people raised in the church in the 30’s and 40’s, traditional worship
(using the hynmnal published in 1931) remains the standard. Most think the church has
always worshiped like this. How quickly we forget the battles fought over bringing the
organ into the sanctuary.

5Excerpted from The American Heritage Dictionary of the English Language, Third Edition Copyright © 1992 by
Houghton Mifflin Company. Electronic version licensed from Lernout & Hauspie Speech Products N.V., further
reproduction and distribution restricted in accordance with the Copyright Law of the United States. All rights
reserved.

6Excerpted from The American Heritage Dictionary of the English Language, Third Edition Copyright © 1992 by
Houghton Mifflin Company. Electronic version licensed from Lernout & Hauspie Speech Products N.V., further
reproduction and distribution restricted in accordance with the Copyright Law of the United States. All rights
reserved.
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At First Church lead Pastor Dennis Otto makes sure we present the Gospel (the
Gospel never changes) in a package that each generation can understand. We also
understand that what communicates the Gospel for one generation will not necessarily
communicate the Gospel to the next generation.

Indigenous worship means we take serious the cultural and psychographic make
up of the worshipping community and the community at large. We don’t value one style
above the other, we simply recognize the needs and preferences of each generation. As
we recognize varying styles we try to offer worship, which does more than present people
with talking heads. We attempt to speak to the heart issues and felt needs of each
generation.

All is not rosy at First Church. We experience resistance at all levels. When we
began the third service, some in the “blended” service wondered how long we would do
this before we would admit our failure and close the service. After all, “this style really
wasn’t worship. It was entertainment.”

Practical Applications

chal-lenge (chall anj) noun
7

1. A test of one's abilities or resources in a demanding but stimulating undertaking.

Holding multiple services means multiple opportunities and multiple challenges.
Some of those challenges are:
e How do you enlist the necessary volunteers?
* How do you staff a growing congregation so you have more opportunities and
have more people take ownership for the growth?
e Who is going to pay for this?

It continues to be our opportunity and challenge that when we attract more people
we have more people to disciple and more people to send. Our mission to Invite, Teach
and Send governs the way we function. If the general activities and board meetings don’t
accomplish the mission, we stop having them.

Volunteer staffing has been great. We have the people we need. We often wish
we had more, but on a given week we see between 50-70 of all ages volunteering for
office work, running small groups, bands, choirs, serving meals to disadvantaged
elementary children, serving in tutoring programs and working with the youth. We ask
everyone to mentor someone else. No matter what mission/ministry you are actively
involved in, we want you to find someone to mentor. Train them to do this ministry with
the passion and drive you bring to it. We use the model of “lead, follow and get out of
the way.”

7Excerpted from The American Heritage Dictionary of the English Language, Third Edition Copyright © 1992 by
Houghton Mifflin Company. Electronic version licensed from Lernout & Hauspie Speech Products N.V., further
reproduction and distribution restricted in accordance with the Copyright Law of the United States. All rights
reserved.
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Keeping up with paid staff has been more difficult. We seem to quickly out grow
our projected need of staff. Were it not for our volunteers we staff would be ill or dead.
As the level of commitment of our believers increases, many of them have been mentored
to take responsibility for a given area. We find we are equipping more and more people
for their ministry. This has had a snowballing effect of attracting many more people who
are willing to give of their time (more precious than their money) on a weekly basis.

Finances is an area that causes concern, but paradoxically we are never short of
money. I believe money is NEVER the issue. I have not heard of God declaring Chapter
11 in any state. As we grow, discipling more and more individuals and families, we are
beginning to see marvelous things occur financially. We recently conducted a capital
funds campaign and raised well over three times our yearly budget for the three year
period of the campaign.

One area we have taken particular notice of has been the giving level of the
newest service. Many of those who attend the third service are students, many are new to
the Christian life, many have never thought about financial support of a church. We are
seeing about an 18 month lag time between attendance and financial support. The first
year was lean. The result is the finances lag significantly behind to preclude the inclusion
of more staff. Again, thank God for volunteer staff. The entire band volunteers. The
Tech Team (computer, sound board) volunteer. Each person has a passion for the
mission and that passion drives them to give of themselves.

At each worship service we have organized the attendees into teams to oversee
the three aspects of the mission; Invite, Teach, and Send. These teams run the show,
preparing the place for worship, tracking visitors, staffing the welcoming ministry, etc.
We are committed to lay empowerment and lay ministries. In fact, I see very little useful
distinction between lay and clergy and I encourage each person to discover their gifts,
dream big dreams and take the risk of really living the adventure of ministry.

The stress on the physical facilities has been a limiting factor. We quickly were
short on space. Sharing space between youth, choirs, band, pre-school, day care, after
school programs, and community programs places a high demand on the physical
structure. So we have no option but to buy land (we are committed to downtown), tear
down what is on it, and build the facilities necessary to meet the ministry needs of this
community.

As we grow we continue to be blessed with the right person for the right job at the
right time. Multiple services means multiple opportunities. As we continue growing,
God continues to funnel people into First Church who have the needed gifts: band
members, small group leaders, care givers, administrators, counselors, teachers, and
prayer ministries, seem to either grow into the right spot or simply appear. We are
always open to anyone looking to be part of a team whose heart is first and foremost for
God’s mission of “seeking and saving” those who have not yet had the opportunity to
hear the greatest news the world has and will ever hear.

A Glimpse into the Future
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qual-i-ty (kwollJi-tg) noun
1. a. Superiority of kind: an intellect of unquestioned quality. 8

While none of us can say with authority what the future holds when God is at
work, at the current rate of growth, First Church will soon see over 500 people attending
various worship experiences each week. We will need to add another more seeker
oriented service for that segment of pre-Christian people few of us are reaching. We are
preparing for that new service much like we have for the others.

We will only offer a quality product.

We will start in only when we can be consistent and have all support teams in
place.

We will be committed to that service for 18 months, during which time we will
constantly change and update the service to meet the needs of the target audience. We
already have junior and senior high students ready to lead the band and do the computer
graphics. God has already provided.

We have found that multiple services means,
multiple choice,
more work,
more opportunities,
reaching more with God’s love
more people to mentor,
reaching more people,
more opportunities,
more work,
more choices,
more services,
etc.

What about this excites you?

What are some of the opportunities related to worship that God might be
presenting your congregation?

Is your church more like Old Mac’s East or Old Mac’s West?
What specifically could be done to change who you are reaching?

By: Jeff Patton, jeff@jhpconsulting.com

8Excerpted from The American Heritage Dictionary of the English Language, Third Edition Copyright © 1992 by
Houghton Mifflin Company. Electronic version licensed from Lernout & Hauspie Speech Products N.V., further
reproduction and distribution restricted in accordance with the Copyright Law of the United States. All rights
reserved.
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APPENDIX D
EXECUTIVE PASTOR POSITION DESCRIPTION, DRAFT

First Lutheran Church
Ministry Description

Position Title: Executive Pastor
Reports To: Senior Pastor

Working Relationships: Serves as a team member with the other equipping and support
staff. The Executive Pastor works closely with the Senior Pastor. The Executive Pastor
supervises, directly or indirectly, particular program staff (i.e. Director of Discipleship
and Small Group Ministry; Director of Children and Family Ministry; Director of Teen
Ministry) with the exception of those who report directly to the Senior Pastor.

Summary of Responsibilities: As a servant leader, responsible for the supervision and
development of the staff and the oversight of the ministries in order to implement the
mission, vision and values of the Council. In the absence of the Senior Pastor, provide
leadership and guidance for the ongoing ministries of the church.

General Responsibilities

1. Implement First Lutheran’s Mission, Vision and Values

* Ensure that the staff, ministries and resources are aligned with the overall mission,
vision and values of First Lutheran

e Ensure that all ministries are coordinated and integrated with one another in order
to best accomplish the mission, vision, and values

e Develop an environment, systems and structures that nurture and develop all
ministries and staff

e Opversee the development and implementation of First Lutheran’s Strategic
Ministry Plan and Yearly Visioning Process

e Serves on the Ministry Development Team and Staff Vision Team

e Ex-officio member of Executive Committee

2. Develop Servant Leaders
e Lead, equip and encourage the program/shepherd/equipping staff in a plan for on-
going personal development
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Develop and implement a plan for on-going learning and development for the
Staff Visioning Team

Assist each program/shepherd staff with the identification, recruitment and
equipping of existing, new and emerging servant leaders

Assist the Senior Pastor in the recruitment and equipping of existing, new and
emerging leaders and council members (recommended to Nominating Committee)

3. Maintain and Develop Communication

Develop and maintain communication methods in order to clearly and effectively
communicate our mission, vision, values and ministry to our church family.
Develop and maintain clear lines of communication between our support staff,
equipping staff, council, ministry teams and church family

Keep the Senior Pastor and Council informed of all significant ministry and
personnel issues

Oversee any communication that represents the corporate ministry of First
Lutheran Church (in contrast to communication from a specific ministry) or that
represents our ministry to the external public i.e. church web site, church brochure
and newsletter, billboards, outreach mailings, bulletin layout, announcements, etc.

4. Specific Pastoral Oversight: Other additional ministry and pastoral oversight

responsibilities to be assigned by Sr. Pastor and Council.

5. GQGeneral Pastoral Duties

Model disciple-making in his home and church

Share Sunday morning worship responsibilities as assigned by the Senior Pastor
Conduct weddings and funerals as needed

Preach several times a year as needed

Involved in accountability relationship

Perform other ministry responsibilities as assigned

Spiritual Gifts and Abilities Strongly Recommended for Position

Spiritual Gifts of Leadership, Administration, and/or Shepherding
Demonstrates capability of functioning as a catalyst/organizer

Combines effective management skills with strong leadership

Ability to create, advance, refine, and execute a strategic plan successfully

Ministry Parameters and Supervision

Exhibit the character qualities of an elder as found in 1 Timothy 3 and Titus 1
Must be in full agreement with the church’s constitution, statement of faith and
philosophy of ministry

Serves on the Council

Attends all staff meetings
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