Chapter 1 Tool
Staff Exercises on Mission

Use the staff exercises for each chapter with the entire staff or with smaller groupings of staff members. For brief time slots, such as the beginning of a meeting, one exercise could be covered. In longer time slots or retreats, use two or more exercises with time for small group discussions or journaling sessions. Include prayer with each exercise. 

Train yourself in godliness, for, while physical training is of some value, godliness is valuable in every way, holding promise for both the present life and the life to come.
—1 Timothy 4:7-8

1. Read Matthew 28:19-20. 
• List five ministries that the staff does in the name of your congregation. 
• Keeping those ministries in mind, discuss this question: Whose mission are you doing? 
• Are there differences between the mission of your congregation and the words of Jesus in Matthew 28:19-20? If so, what are the differences and what do those differences mean?

2. Write down the address and zip code of your congregation. 
• What does it mean that your congregation meets or has a building in this zip code? 
• Think about the neighborhood immediately around the congregation that the staff serves. List at least one way that the work of each staff member impacts the neighborhood. Is there an impact?
• Should there be an impact?

3. For an upcoming staff meeting, ask each person to bring a picture or item that represents their connection to 21st century culture. Invite staff members to explain the items they bring. 
• Do these items make a difference in the work of the congregation. Should they?
• Read Romans 12:2: Does this verse have any relevance to your items or your discussion?

4. Read Who Moved My Cheese? An Amazing Way to Deal with Change in Your Work and in Your Life, by Spencer Johnson (New York: Putnam, 1998).
• What does change mean for the specific ministries done by the staff team? 
• What would “moved cheese” would look like for your denomination? 
• What would “moved cheese” look like for the larger Christian church?
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Personnel Policies

Personnel policies must be written in compliance with local, state, and federal laws and in accordance with the governing documents of the congregation, the synod or judicatory, and denomination. Effective personnel policies are also written in equitable and balanced support of both the congregation as an employer and the staff members as employees. 

Take the time necessary to consider all the areas you need to cover in your congregation’s personnel policies. A risk management and liabilities study can identify and review areas to include in your policies. Consult with legal, synod or judicatory, and human resources professionals as well. 

Personnel policies should be reviewed and amended regularly, especially as new staff members are added or new laws and regulations come into existence. The policies document could be given to new members of the staff, congregation council or board to acquaint them with the congregation. 

Many employers use a process for obtaining a signed acknowledgment to ensure that each employee has received and read the current edition of the personnel policies or employee handbook. This is an example of a statement for a sign-off form:

As a staff member of ___________________ Church, I have read and understand all the information and policies covered in this handbook and my responsibility to uphold them.

Your local counsel will advise you on the specific laws for your state. In many states, the appropriate procedure is to have each staff member read and sign off on this type of statement when hired. Whenever policies are updated, all staff members are asked to read and sign the updated version. In some cases, all staff members reread the personnel policies and sign off annually.

Many employee handbooks have inadvertently been construed to be binding employment contracts. Your local counsel will assist you in drafting appropriate policies and handbook language that accurately reflects the desired nature of your congregation’s relationship with its employees. Because standards for employee handbooks vary widely from state to state, your local counsel can provide valuable insights into what to include in an employee handbook. The following subjects are commonly addressed in employee handbooks and personnel policies.

The congregation
Congregational history
Denominational background
Denominational requirements for the local congregation
Denominational responsibilities and connections
The congregation’s mission and vision statements
The congregation’s governance
The congregation’s structure, including lines of authority and responsibility 
Overview of values and philosophies for congregation as employer

The staff and congregation
Equal opportunity employment, including compliance 
with all anti-discrimination laws and regulations
Recruitment and hiring 
Orientation and/or training 
Confidentiality 
Performance appraisal 
Discipline and grievance 
Dismissal or termination 
Pastoral counseling 
Personnel records 
Overtime 
Sexual harassment and other unlawful harassment
Child abuse and other forms of abuse 
Youth safety and travel

Staff benefits
Pay schedules and staff classification
Available benefits
Eligibility for benefits
Insurance and pension plans
Reimbursement plans
Allowance plans
Vacation time
Holiday time
Short-term and long-term sick leave
Family and Medical Leave Act
Military leave 
Bereavement leave
Sabbaticals or extended leaves of absence
Jury duty
Worker’s compensation (if applicable)

Employment practices
Pay days and time sheets
Tax deductions and tax reports
Other payroll deductions and direct deposit
Evaluation and compensation
Work schedules, assignments, and record keeping
Meal and rest breaks
Absenteeism and lateness
Weather-related or emergency closings
Staff responsibilities
Housekeeping and maintenance issues
Building security (keys and security codes)
Parking
Personal property
Use of facilities
Reimbursements and allowance reports
Personal and long distance phone calls
E-mail and Internet use
Computer and software use

Job descriptions
Overview of each position, including primary and secondary areas of responsibility and authority 
A chart or graphic that shows responsibility and accountability between positions

Work rules and practices
Ethics and expected behavior
Reporting unethical behavior
Accidents, injuries, and emergency procedures
Confidentiality
Dress code
Smoking, alcohol, and drugs
Family and visitors
Safety and fire regulations
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Chapter 2 Tool
Sample Job Description

Director of Christian Education
Effective August 2003
Part-Time Position: 20 hours per week
Flexible hours to include Sundays

The mission
In support of the mission and vision statements of the congregation, the Director of Christian Education will:

• Develop, implement, and oversee a creative program of education designed to assist individuals of all ages—both within the membership of the congregation and those touched by the outreach ministries of the congregation—to discover and deepen their relationship with Jesus Christ.

• Expand the learning functions of the congregation with a philosophical approach that is and remains open to utilizing and planning for new instructional techniques, cutting edge curriculum resources, and up-to-date technical and multi-media equipment.

• Serve as the staff member of the Christian Education Commit-tee and its subgroups and, in working with the Sunday School Assistant, develop an in-depth and well-conceived program of teacher recruitment, training, and appreciation.
• Develop and plan intentional intergenerational and inter-
congregational learning activities.

Job specifications
Essential
• Minimum associate’s or bachelor’s degree in Christian education or related area.
• A committed personal relationship with Jesus Christ and familiarity with the basic teachings of the Lutheran church.
• Classroom experience.
• Supervisory experience.
• Computer technology and Internet experience, including the use of graphic arts and motion-presentation hardware and software.
• A demonstrated ability to work as a team member within a staff.
Key responsibilities 
Responsibilities for this position include the following, with the understanding that all tasks and duties will be accomplished in support of appropriate deadline responsibilities.
• Oversee, with volunteer assistants, the regular operation of Sunday school, confirmation, adult education, and vacation Bible school, including classroom staffing, space assignment, curriculum development and selection, teacher recruitment and training, and trouble shooting. This includes regular attendance at Sunday school, confirmation, adult education, and vacation Bible school sessions.
• Work with the Christian Education Committee to develop special events, summer education programs, and regular publicity for Christian Education programs, and maintain Christian Education bulletin boards.
• Work with the Associate Pastor for Senior Ministries to develop intergenerational educational opportunities and activities that encourage senior adults to share their knowledge, experience, and expertise.
Skill development expectations
• Stay familiar with all of the ministries of this congregation.
• Maintain awareness of congregational, community, and denominational resources, and use these resources in developing Christian Education program for participants of all ages.
• Take advantage of leadership training sessions offered through the congregation and synod.
• Be available to pursue continuing education experiences in the areas of education and technology as approved by the Senior Pastor and as provided in continuing education.

Accountability and reporting

The Director will:
• Report directly to the Senior Pastor. The Director will participate in an annual review by the Senior Pastor to assess the Director’s effectiveness in fulfilling the responsibilities of the position. 
• Attend all appropriate meetings, retreats, and other team-building events for the program staff as assigned by the Senior Pastor.
• Conduct him or herself in a manner supportive to the whole staff. 
• Participate in any ministry reporting schedules as requested by the Senior Pastor and will prepare an annual report to be included in the written annual report to the congregation 
distributed in conjunction with the annual congregational meeting.
• Meet regularly with the Christian Education Committee and also with its subcommittees as the staff person assigned to the area of Christian Education. The Director will be available to assist the chair of the Christian Education Committee in developing monthly agendas, writing reports of committee meetings for the congregational council, and preparing an annual budget request. 
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Lines of Authority and Responsibility

The sample chart on page 100 shows a larger congregation with multiple staff positions and a committee-based structure. The pastor(s), staff members, and representatives on the council or governing board in your congregation can use this tool to review or create a similar chart.

Reviewing an existing chart

If your congregation has a chart or other information about the congregation’s structure and lines of authority and responsibility, take time to review it. Are any updates needed? Can authority or responsibility be clarified in some way? Is the information on structure, authority, and responsibility available to the congregation?

Creating a chart for your congregation
If your congregation does not have a chart showing the congregation’s structure and lines of authority and responsibility, consider creating one. (You may be able to use computer software to simplify this process.) The following steps will help you gather information.

Begin by listing the current clergy and staff positions in your congregation. For each position, identify the areas of responsibility, the authority the position carries, and to whom the position is accountable.
Next, list the congregation council, committees, boards, and other working groups in your congregation. Then identify the clergy or staff positions that relate to each of these groups.

Look for items that may be unclear. How could these items be clarified?
Compile the information you have gathered and make it available to the congregation.
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Staff Exercises on Ministry

1. Read Romans 12:4-8. 
Create a diagram showing how other ministries connect to that ministry. If there is time, do this with each staff member. 
• How do parts of the human body communicate with each other? How do staff members communicate with each other? 
Is there a connection? 
• What does it mean that we are gifted? 
• What part does learning play in a particular gift? What part does communication play in a particular gift?

2. Talk about your denomination’s understanding of the differences between laity and clergy. 
• Discuss what the differences mean for each member of your staff team. 
• Are there any ministries in your congregation where it is important to maintain these distinctions? Are there any ministries in your congregation in which these distinctions are not important?

3. Talk (or dream) about the next possible new staff member or new staff position. 
• Will the existing ministries of the congregation change when this person or position is added? If so, in what ways?
• Ask each member of the staff team to list three ways that his 
or her job may change with a new staff member. 

4. “Comfort the afflicted and afflict the comfortable.” That statement has been used in seminary training as a challenge for preachers and the words they use on behalf of the gospel 
message. 
• What does this statement mean for other ministries in the 
congregation? 
• What does it mean for the comfort zone of each staff member?
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Employee Files

Each state has different rules regarding employee files. Discuss the following topics with legal counsel. Answers will vary from state to state:
• Who should maintain an employee file for each staff member?
• What information in the employee files is private and confidential?
• What information should be included in these files during employment?
• What information must be made available to employees?
• What are the procedures for staff members to examine or copy contents of their files?
• What are the procedures for staff members to change or correct information in their files?
• What happens with employee files in the case of wrongful 
discipline or termination?
• What information should be retained in employee files after termination?
Items commonly found in employee files include:
• Full legal name
• Address, telephone number(s), e-mail address
• Citizenship status
• Social Security number
• Sex
• Date of birth
• Name of spouse and dependents (if any)
• Emergency medical information
• Emergency contact persons
• Date of hire or call
• Position title
• Starting pay rate and benefits available, allowances, reimbursement funds, any special provisions for vacation and sabbaticals that are not included in the standard personnel policy
• Enrollment in any special services such as payroll direct deposit
• Employment application 
• Employment contracts or letters of acceptance for lay staff
• Résumé, including education and special training or skill 
information
• Employee’s Withholding Allowance Certificate Form W-4
• Employment Eligibility Verification Form I-9, and documentation of eligibility
• Group insurance or pension information
• Current job description with position title and hours
• Record of attendance history with data for accrued and used leave time
• Signed forms for receipt or annual review of personnel policy, annual policy compliance forms, confidentiality forms, key receipts, security information receipt, and so on 
• All performance appraisals 
• Records of military obligation
• Formal disciplinary action documents
• Complaints or grievances from staff member
• Termination documentation
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Staff Exercises on Service

1. Think of three scenarios (existing or imagined) where members of the congregation’s staff are, or could be, called to serve people who do not have similar backgrounds to themselves 
in terms of ethnic groups, religions, income levels, and so on. 
• What would ministries in these scenarios look like in your particular congregation?
• What would this mean for your staff?

2. Read Mark 10:42-45. 
• What is the connection between the word great and the word servant? 
• What does this passage mean for your work as a staff team?

3. Discuss whether your work in the congregation as a staff more closely resembles soloists or members of an orchestra. 
• If you can gather enough instruments (such harmonicas, kazoos, and so on), distribute one to each staff member. Ask all staff members to play when you count to three. What happens? 
• What do you need to do in order to make harmonious sounds together? Think about preparation, priorities, order, knowledge, leadership, and listening. 
• What is the next task before the staff? How can you work together in harmony on this task?

4. Read 1 Peter 4:12-14. 
• Do these words resonate in your staff or in the life of your 
congregation?
• Have you ever felt persecuted because you are a Christian? 
Are you aware of the persecution of Christians in any other parts of the world? 

5. Read Hebrews 12:1-2. 
• What do these words say about the way you serve in the 
ministries of your congregation?
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Developing a Staff Covenant or Words of Agreement

The Bible is full of covenant language because God has made and fulfilled covenants on behalf of our redemption. Ultimately, covenants are issues of grace between God and humankind. 
A staff covenant can reflect the language of God-to-humankind covenants, but it describes a person-to-person connection, helping staff members to define their working relationships and holding them accountable to one another to grow spiritually as individuals and as a staff team. 
A staff covenant should not be designed as a document that excludes others in the congregation. Instead, it should provide staff members with a helpful reminder and challenge to grow as disciples: “Let the word of Christ dwell in you richly; teach and admonish one another in all wisdom” (Colossians 3:16).

Developing a staff covenant requires two things: time and commitment. Your staff covenant can be a formal theological document, a simple written statement, or a mutual verbal agreement. Use the following steps to begin this process.

1. Begin first with prayer. Ask each member of the staff to pray individually about this exercise. Then pray together, asking for God’s guidance and wisdom in the covenant you will fashion as a group.

2. Look at your congregation’s mission statement or vision. If this type of document does not exist, take time to think through the priorities of the congregation and list them in a short, concise fashion. Incorporate the congregation’s mission and vision into your staff covenant.

3. Identify Bible passages that reflect what you need from each other to minister together and what God is encouraging you to be together. Use a concordance or some of the scriptures in this book as a starting point. 

4. Next, write a statement of intent and agreement to serve together with other members of the staff and congregation in ways that allow each staff member to grow as a disciple of Jesus Christ. 

Consider including the following items in your own words. 
• Statements about your joint commitment to prayer, Scripture reading, worship, the sharing of time and gifts, and service to others.
• Honest affirmations of availability, accountability, and responsibility to one another as staff members.
• Words that convey and encourage trust, respect, sincere care, and concern in calling upon the staff to grow as a team in its walk together. 
• Encouragement to acknowledge one another’s feelings, practice forgiveness, and follow Christian models of service. 

5. When you are finished creating a covenant that all staff members agree on, share it with lay leaders and the entire congre-gation, perhaps in a newsletter article. Ask the leaders and congregation to hold staff members accountable to this covenant. Ask them to pray that the staff will be able to live out the agreement. Encourage each staff member to pray for the grace needed to live out the covenant.

6. At some regular interval, perhaps during an annual staff retreat, review and amend the staff covenant as needed. 

7. Provide copies of your covenant to any candidates being interviewed for positions on your congregation’s staff.

8. Provide copies of your staff covenant to any new members of the staff team.
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Staff Exercises on Discipleship

1. Read John 17:20-26. 
• What does it mean to be “one”?
• What does this passage say to a staff attempting to be a team?

2. Read the Lord’s Prayer in Matthew 6:9-13 or Luke 11:2-4. 
• How does the Lord’s Prayer order our lives?
• Read the Lord’s Prayer one sentence at a time. Then write down the words that speak to you most strongly in each sentence. 
• Discuss the repeated use of the word “our” in relationship to the staff praying the prayer together.

3. “We need to talk to God,” reads the sign in front of a church. We do. When we have had our say, we also need to listen to the still small voice. Read 1 Kings 19:11-18. 
• How and where can we hear God’s voice?
• What difference does it make to talk and listen to God as a staff?

4. Discuss discipleship. 
• What does discipleship mean? What does it have to do with actions, authority, and anchors for our lives? 
• What does discipleship mean for the congregation and for the staff as a team?
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Staff Exercises on Leadership

1. Read Matthew 18:19-20. 
• Do these verses say anything about teamwork? 
• What do these verses mean for meeting and praying as a staff?

2. Read Matthew 18:21-22. 
• Is forgiveness practiced in your congregation? 
• What part does forgiveness play in your staff relationships? 
• Is forgiveness a leadership trait?

3. Discuss leadership as something that we do and something that 
we follow as a staff. 
• Who do we lead as staff members? Who do we follow? What are the differences? 
• What parts do communication, learning, and relationship-building play in leadership? 

4. Read Ephesians 4:11-16. 
• What does this passage tell us about leadership?

5. “Born OK the First Time,” a bumper sticker reads. Sin is the issue here, of course. If I’m OK, I don’t need a savior or the waters of baptism. 
• What language can we use to reach people who may have no 
concept of sin?
• What does this mean for the staff as leaders?
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