Central Canadian District of the C&MA-Canada

GUIDELINES FOR HIRING, SUPERVISING AND TRANSITIONING PASTORAL STAFF MEMBERS

INTRODUCTION

Working together as a pastoral staff provides an opportunity to multiply our effectiveness in local church ministry.  The combined efforts of a team can accomplish far more than individuals working in isolation.  However, group dynamics are complex.  Ministering as a member of a staff can be a bitter-sweet experience.  The ecclesiastical road is littered with pastoral staff casualties.  We must steward wisely the human resources God has placed in leadership roles.  Building a healthy, peak performance team is both an art and a science.  It calls for substantial investment of time and energy by each member involved. 
Some staff members eventually move into senior leadership roles.  So in addition to enhancing the positive impact of local church ministry, pastoral team building prepares emerging leaders which can advance the future effectiveness of our movement as a family of Alliance churches in Canada. 

HIRING PASTORAL STAFF MEMBERS
A great place to begin the decision to hire staff is to revisit your church’s purpose, values and vision.  Instead of just assuming every congregation needs conventional age-based staff (adult, youth, children), it is important to add staff which will enable you to accomplish your mission more effectively.  This may mean that you choose to hire on the basis of function, like a Pastor of Evangelism, who services all age groups.  It is important to have the mindset that you are not hiring people to do the work of the ministry themselves, but people who are capable of equipping others to do it.  

The general rule of thumb is one staff for every 150 active members.  Generally, it is wise to hire staff to move you toward growth rather than waiting for growth to occur and then pay “catch up”.  Wise churches staff for outward-focused growth, not merely for inward maintenance and survival.  Many congregations hire staff in stages, beginning with part-time personnel and then moving to full-time staffing. 
Is it best to hire from within the congregation or outside the church?  Both approaches have advantages and disadvantages.  When hiring “home-grown” staff, the staff person’s character and competency has been observed up close for an extended period of time.  He/she already “fits” the ministry environment, owning the church’s values and vision.  The process of multiplying leaders becomes an intentional priority.  Home-grown staff represent a “known commodity”, having already earned the trust of the congregation.  However, churches often need a staff person who can function at a higher level sooner than potential staff can be developed from within.  For many churches hiring people from outside the congregation proves to be the most effective means of acquiring the skill sets needed to match the church’s needs.
Church leaders generally look for three things when it comes to hiring staff: character, competency and chemistry.  Each candidate needs to be evaluated on the basis of these key factors.

The Local Church Constitution of Alliance churches outlines the following policy for hiring pastoral staff members:

Section 2—Pastors (other than senior) and Licensed Workers

The senior pastor shall consider for ministry staff only those candidates who in his judgement have proper qualifications for pastors or licensed workers in the church and are approved by the District Superintendent. All licensed workers shall be nominated by the senior pastor, called by the Board and appointed by the District Superintendent. Upon appointment, the licensed worker and spouse become members of the church.

It is important to keep in close contact with the district office during the search process for a new staff member.  We need to allow a reasonable period of time to accredit candidates before they the show up for a formal on-site candidating visit.  The accreditation process entails the filling out of an application (including doctrinal questionnaire, references and police check), followed by a 2 hour interview.  Candidates who have not attended an Alliance university/seminary will need to take an Alliance History and Thought course either on-line or at ACTS-East.
Many churches include the following steps in their candidating process:

1. The board appoints a search committee, with the senior pastor serving as chairman.
2. A brief description of the position is created and then posted on various websites.  Each C&MA district office has a website.
· Central Canadian District: info@ccdcma.com
· Eastern Canadian District: office@ecd.on.ca
· Canadian Midwest District: office@cma-cmd.ca
· Western Canadian District: office@cmawdo.org
· Canadian Pacific District: cpdoffice@cmacpd.bc.ca
3.   The following website have also been helpful: 
· Alliance University College/Seminary: www.auc-nuc.ca
· Willow Creek Association: www.willowcreek.com (“The Exchange”)
· Tyndale College/Seminary: www.christiancareer.com
· Providence College: www.prov.ca
· Briercrest Bible College: www.briercrest.ca
· Trinity Western University: www.twu.ca
· General: www.churchstaffing.com or www.ChristianJobs.com
· Canadian Christianity: www.canadianchristianity.com 

· Youth positions: www.youthspecialties.com (job bank)
4. Resumes are pre-screened by the senior pastor and initial contact is made with the most promising candidates and an information packet (including detailed job description) is sent to them.

5. Often the search committee assists in checking references of the “short list” of top candidates.
6. Phone interviews are conducted, using prepared behavioural questions (see appendix #1).
7. An on-site candidating experience is scheduled with finalists, including their spouse, providing as in-depth exposure to the church as possible.  Honesty is critical since we are all prone to oversell the positive in situations like this.  Make sure expectations are put on top of the table, including the compensation package the candidate can expect to receive.
8. After consulting the district superintendent and board, a call is offered and an agreed upon timetable for the candidate’s response established.

9. Once a call has been accepted, every effort is made to warmly welcome the new staff member and assist him/her in getting settled in.

10. Please contact the district office to coordinate the staff person’s benefits package and to schedule an Installation Service.

SUPERVISING PASTORAL STAFF MEMEBERS
When it comes to supervising staff, clearly one size does not fit all.  Too close of involvement may feel like being micromanaged to one staff person, while a more “hands-off” approach may seems like being neglected by another.  Discerning senior pastors custom design their approach to match the unique needs of each staff member. Many emerging leaders are entering ministry with a mentoring deficit and need extra coaching in their early years to function effectively.  In his book, Self Leadership, Ken Blanchard provides a model for tailoring supervision to the particular stage in a staff member’s development.  
Here are some keys to effective team building.

1. MEETING TOGETHER
Regular communication among members of the team is a non-negotiable.  Most teams conduct a weekly staff meeting to coordinate their ministries.  Here are 3 components of a staff meeting:

a. Inner-View: 

It’s critical to build a solid foundation of relational trust.  During a personal “check-in” time, each staff member is given opportunity to share personal and ministry concerns.  Stimulating one another toward spiritual growth is key.  It’s important to integrate Scripture and prayer into staff meetings through a variety of means.
b. Re-View:

In order to improve performance, healthy teams regularly evaluate major ministry projects.  Strong teams take the time to assess “did-wells” and “do-betters”, celebrating wins and learning from mistakes.
c. Pre-View:

Effective staffs strategize together as they map out future events.  In order to move forward as a unit, teams need to intentionally work on “ministry alignment”, bringing individual segment ministries into harmony with the overall vision and goals of the church.
Weekly staff meetings need to be supplemented with periodic one-to-one meetings between the senior pastor and individual staff members.  It is also of great value to block out larger chunks of time for “big picture” planning and in-depth team building.

2. LEARNING TOGETHER

Healthy teams commit to life-long learning.  Continuing education can be woven into the life of the pastoral staff in a variety of ways.  Books can be discussed, training events attended and  field trips to model ministries conducted.  An essential component to growth is constructive feedback.  Senior leaders must inspect what they expect.  A performance assessment of each staff member needs to be conducted at least once a year with specific written benchmarks for progress outlined. 
3. BLENDING TOGETHER

To maximize team performance, its valuable to understand how each staff members is uniquely wired.  There are several tools available which provide a personality/temperament profile of team members and guide you in discerning how to best compliment each other as each member’s distinctive contribution is identified.  Here a some of the inventories available:
· Leading from Your Strengths Teambuilding Workbook: (lion, otter, beaver, golden retriever) www.leadingfromyourstrengths.com
· Your Leadership Grip by Paul Ford: www.churchsmart.com
· The Way We Work by Cythnia Tobias: Focus on the Family
· Team-Building Manual (DISC): Sonlife Ministries
4. PLAYING TOGETHER

Taking time to have fun together will pay big dividends in team performance.  Birthdays and other special events need to be celebrated.  Getting away from the church building and socializing builds shared experiences that bond teams at a deep level.
TRANSITIONING PASTORAL STAFF TEAMS

Continuity benefits everyone.  Keeping a team together over the long-haul produces a cumulative winning edge for your pastoral staff.  However, transition to new ministries is a normal part of team life.  How a person begins and ends his/her ministry really matters.  It can have lasting impact (for good or bad) on the team, congregation and community.  So it’s essential that we help staff members transition to a new ministry in a healthy manner.  The contributions of a departing staff members need to honoured and celebrated.  The congregation has invested in this person’s life and it needs to feel a part of commissioning him/her to a new season and place of ministry.
Here are the Alliance’s policies for governing staff transition:

The licensed worker may resign from the church by giving due notice of intention to the senior pastor and the District Superintendent and through the senior pastor to the Board. The senior pastor may, with the approval of the Board, and after consultation with the District Superintendent, terminate the employment of workers covered in this section in accordance with the policies of The Christian and Missionary Alliance in Canada. The District Superintendent may, after consultation with the senior pastor and Board and with the approval of the District Executive Committee, terminate the appointment of the licensed worker.
It can be helpful for all parties involved for the board to establish clear policies concerning the continuity of staff during times of senior pastor transition.  A policy could be adopted which retains existing staff members during the period of transition with a fresh evaluation to be conducted by the new senior pastor six to twelve months after he has assumed his ministry.  Decisions could then be made by the senior pastor about retaining staff on an on-going basis or requesting that a staff member transition to a new ministry.  The issue of appropriate severance pay needs to be factored into these decisions.
EXIT INTERVIEWS

To help the district office provide appropriate supervision of pastors, it is strongly urged that an exit interview be conducted by a CCD staff member with both the senior pastor and the departing staff member.  This procedure can help everyone involved learn from the transition and help in the redeployment of staff members.  Exit interview forms are attached to this document as appendix 2.

RESOURCES TO ENRICH STAFF TEAM BUILDING

Staff Your Church for Growth by Gary McIntosh, Baker Books
Becoming a Healthy Team by Stephen Macchia, Baker Books

Coaching 101 by Robert Logan, Church Smart Resource

Overcoming the Five Dysfunctions of a Team by Patrick Lencioni, Jossey-Bass

The 17 Indisputable Laws of Teamwork by John Maxwell, Thomas Nelson
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Appendix 1
SAMPLE BEHAVIORAL QUESTIONS for INTERVIWING CANDIDATES
SPIRITUAL FORMATION
· How is your relationship with God different today than it was one year ago?

· What specific spiritual disciplines have you found most helpful during the past six months in cultivating intimacy with God?

· How is worship a part of your life 24/7?


OUTREACH/ASSIMILATION

· Tell us about some recent contacts you have had with unbelievers.  How have you gone about cultivating a relationship with these people?

· What are some tangible things you have done to make your ministry more “user-friendly” for seekers and guests?

· What approaches have you used in helping new people get plugged into the life and ministry of a local church?

TEAM BUILDING/EQUIPPING FOR MINISTRY
· Give an example of how you helped move someone from nominal to active involvement in ministry.  How did you get that person to move off the sidelines and into the game?

· Share some practical ways you have gone about building a ministry team.  What approaches have you used to train lay leaders

· Tell us about someone you mentored who is now mentoring others.  What steps do you take to ensure your ministry will flourish in your absence?

· How have you gone about cultivating “relational community” among members of your ministry team?

· Describe your best experience in leading a small group.  Tell how you have coached small group leaders?

· Tell us about the methods you have used to help lay people discover and utilize their unique spiritual gift mix.

· What approaches have you utilized to stair-step people toward spiritual maturity?

PREACHING/TEACHING
· When it comes to communicating God’s Word, what have been your most important “guiding principles”?

· Tell us about a recent series of messages you have presented.

· What steps do you follow in putting together a message?  What have been your most valuable resources?

· How do you help people apply the truths you teach?

MISCELLANEOUS

· What specific things help you balance: home and ministry?  Work and rest?  Describe an ideal “day off”.
· How would you describe your spouse’s preferred role in ministry on the spectrum below:
”Behind-the-scenes-supporter” …………………………”Up-Front Partner”

· Tell us about a time when you “hit the wall” and what helped you bounce back.

· Describe a “sandpaper” person you have had a conflict with and the steps you took to reconcile the relationship.

· What are your spiritual gifts?  How would you describe your personality type and leadership style?

· What has been one of the best pastoral staff teams you’ve been a part of?  What made it strong?

· What has been one of the worst pastoral staff teams you’ve been a part of?  What made it weak?

· In what setting do you believe you fit best and can make your maximum contribution to the Kingdom of God?


-size and type of church:


-size and type of community:


-size and type of staff:

· What are the top 3 questions you want to ask any church in which you would consider ministering?
Appendix 2

PASTORAL STAFF EXIT INTERVIEW

Central Canadian District of the C&MA

SENIOR PASTOR’S RESPONSE

Church: __________________________________________________

Senior Pastor’s Name: _______________________________________

Staff Members’ Name: _______________________________________

Staff Members Start Date: ___________________


Finish Date: ______________________________

1. What do you believe were the staff member’s best contributions to the life and ministry of your church?

2. What were the major factors which led to the staff members’ departure?

3. How were these concerns communicated with the staff person?

4. Looking back on the staff member’s departure, would you have done anything differently if you had the opportunity?

5. Were there any lessons learned from this experience that could improve the hiring and supervising of staff in the future?

6. Would you recommend this staff person for ministry in the future?  If so, in what ways?  If not, why not?

7. General comments:
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________________________________________________________________________

PASTORAL STAFF EXIT INTERVIEW

Central Canadian District of the C&MA

STAFF MEMBER’S RESPONSE

Church: __________________________________________________

Senior Pastor’s Name: _______________________________________

Staff Members’ Name: _______________________________________

Staff Members Start Date: ___________________


Finish Date: ______________________________

1. What do you believe were your best contributions to the life and ministry of your church?

2. What were the major factors which led to your departure?

3. How were major concerns communicated with you?

4. Looking back on this experience, would you have done anything differently if you had the opportunity?

5. Were there any lessons learned from this experience that can improve your future ministry?

6. General comments:

CCD/SDC: February 2006

