 February CD Training

Structuring for Growth - Breaking Barriers

· INTRO. Last month we discussed the fact that as our church continues to bring people to Jesus and build them up in that relationship we are going to have to make structural changes to enable us to maintain the pace of ministry.

· We identified four areas of transition over the next months and years:

· The role of the Senior Pastor

· The role of the Board

· The role of the Staff, and 

· The role of the Congregation

· Change is not new to Northgate. Last month the Board and the Management Team went on a retreat to discuss this evolution of church structure. During our time together we reflected on the changes that have taken place over the last quarter of a century. It was insightful to hear Barry Northup and Charlie Canon talk about the changes they’ve seen in 30+ years. It was also interesting to hear the rest of the team discuss changes that they’ve seen taking place, even as recently as in the last few months. The reality is that Northgate has never stopped changing and that’s a large part of the reason why we are here today… ministering to almost 1,000 people per week.

· Today I want to talk about some changes in the role of the church board.

· Some of you can probably remember when the church was at a point where board meetings consisted of making decisions like this:

· We need a new copier. Should we buy one or take our materials to Office Max?

· When should we schedule a church-cleaning day? Do we need a committee to head this up?

· Who is going to teach our children’s Sunday school class?

· Some of you can remember the days when the treasurer would take the offering home after church, count it on the kitchen table, and deposit it in the bank on Monday or Tuesday. 

· Some of you can remember the days when the church board had to make decisions like this, “We don’t have enough money to pay all of the bills, so which ones do we pay?”

· Let me assure you… times have changed!

· In the early 1990s under the leadership of Pastor Mitch Pierce, Northgate moved to a staff-led structure. That simply means that the staff would be taking more initiative in leadership and daily management decisions.

· As our church continues to grow we realize more and more the necessity of being a staff led church. Let me give you four reasons for this:
· It enables more people to choose ministry – as the church continues to grow it requires more hands on management. The result is that our people have to choose between meetings and ministry. A staff-led structure enables lay people to choose ministry more often.

· It allows us to strategically place our best leaders in ministry – as a consequence of the increased need for daily management, often our best lay leaders get recruited for “meeting” type management. The result is that we have some of our best teachers, etc. attending meetings and consequently not having time to teach, etc. We believe that the most strategic place for godly, competent leaders is with people…not in a meeting! A staff led structure enables our best leaders to be strategically placed in ministry contexts.

· The truth is, I’d rather have our best leaders working with people rather than deciding what kind of copier to purchase.

· With growth comes complexity – Tim Stevens, the Executive Pastor at Granger Community Church in Indiana (home of the Super Bowl Champion Colts), writes, “A few years ago at Granger, we realized that we were spending a lot of time getting our lay board up to speed so they could make the same decisions we would have made without them. This may also be true in your church if you have lay board members. They spend fifty-plus hours per week at a job, then come to the church office for evening meetings. They are tired and would love to be spending time with their families. We think we’re doing them a favor by involving them in decision-making. They want to be helpful, so they give their time to what we think is important. But it takes many hours to give them enough information to make an informed decision – hours they could have spent in meaningful ministry. […] I’ve heard Rick Warren say many times, ‘The people are the ministers; the staff are the ad-ministers.’ If your church is two hundred or larger in size, then it is too big for lay volunteers to be involved in its daily operational decisions.” (Simply Strategic Stuff, pg. 165 – Tim Stevens) 

· The reality is that the larger the church grows the more complex the daily management of the church becomes and the more time consuming the decision-making is. The most practical way to deal with this increasing complexity is to enable those who are on-sight to deal with the issues as appropriate.

·  Our ability to hire specialists increases as we grow – as the church grows and revenue increases we are able to hire “specialists” to perform the necessary administrative, management, and pastoral roles. Early on in the life of the church it was necessary to have the board making many of the business decisions, as typically the senior pastor is not an administrator. However, as the church grows the administrative responsibilities begin to demand more attention that a once a month board meeting can provide. Once the church is financially capable it is prudent to hire specialists who can capably assist the senior pastor and the board in providing administrative oversight and more specifically focused leadership (e.g. director of discipleship; director of worship ministries; etc.). This frees the laity to do ministry and thus adheres to the Biblical mandate of Ephesians 4:11-12, and produces the results listed in Ephesians 4:16, “As each part does its own special work, it helps the other parts grow, so that the whole body is healthy and growing and full of love.”

· Now you might be asking, “Then what role does the board play in a growing church?” Let me give you nine functions that this board serves:

1. The board serves as trustees, the legal representatives of the church

2. The board serves as the pastor’s cabinet providing wise counsel

3. The board serves as the delegates, the representatives from the church to the annual conference and from the annual conference to the church

4. The board sets and approves policy

5. The board approves the annual budget 

6. The board oversees the hiring of management level staff

7. The board approves purchases over $10,000 and reviews monthly purchases under that amount to confirm that they are mission driven and values based

8. The board is the champion and model of our mission, vision, and values 

9. The board holds the Management Team accountable to the mission, vision, values, and policies of the local church

· In days past, it was the board that led the church. However, as we have previously alluded to, in the early 90’s a transition began from being a board led to a staff led church.

· These days at Northgate one of the continuing evolutions that we are working our way through is the leadership structure, one that gives more leadership authority to the Management Team and sees the board functioning in a policy setting and wise counsel role.

· I will tell you that after several years of experience with churches in the role of local church pastor, District Leader, and member of the Conference Board of Administration, I have not served with a board as fine as this one.

· It is my pleasure to meet regularly with Dave Kibler, Charlie Canon, Ted Miller, Linda Schmidt, Barry Northup, Jan Bailey, Bob Wood, Mike Stasko, and Don Weis. This board is committed to our mission and to the continuing evolution of Northgate structure. I applaud them!

· So why this lesson? To highlight three BIG points:

· The church is continuing to move to a staff led structure – one in which the daily management decisions are made by the Management Team – Paul Peterson, Vern Saile, Darlene Mieney, Jeff Harmon, and Anthony Hoisington.

· The Board continues to serve as a high value team that sets policy, provides wise counsel, and holds the Management Team accountable to the mission, vision, values, and policies of our church.

· The Management Team and the Board will continue to work in conjunction with one another doing such things as taking an annual retreat together such as we did last month.

· Thank you for being a part of the Northgate team! I love working with you and regularly celebrate what God is doing through our church!

PAGE  
5

