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A Theology and Practice 
of Christian Ministry
C. ALAN MELTON

Ministry as a Theology of Grace 
God’s redeeming grace revealed in 
Jesus Christ is a reality in the world; 
this grace alone, mediated through per
sons and symbols, is the power that 
brings his creation to wholeness. A 
theology and practice of Christian min
istry can be built on this thesis. A 
theology of grace begins with Scripture, 
moves to theology, and interprets both 
for our day.

Scripture.—Jesus taught and lived 
the life-changing power of grace. No 
text better illustrates Jesus’ under
standing of grace than the parable of 
the prodigal son and his loving father 
(see Luke 15:11-32). The gracious love 
of the parent wrought change in the 
lives of his two sons. The parent’s pos
ture of grace drew the prodigal home to 
claim the acceptance he thought his ri
otous living had destroyed. It was this 
same free grace that called the elder 
brother in from the fields to enjoy the 
acceptance he falsely thought his righ
teous living created. Neither son’s ac
tions altered the haunting grace of God, 
which bays at humanity’s heel like the 
’’hound of heaven.”

Grace is central in Paul’s writings. In 
writing to the Galatian Christians, 
Paul spoke of having received ’’the gos
pel which ... is not man’s gospel” (Gal. 
1:11, RSV).1 Paul declared, ”1 did not 
receive it from man, nor was I taught it, 
but it came through a revelation of 
Jesus Christ” (Gal. 1:12, RSV). Paul de
scribed this gospel as the ’’grace of 
Christ” (Gal. 1:6, RSV) and with great 

audacity concluded that there is no 
other gospel (see v. 7, RSV). Having 
first acknowledged this grace on the 
Damascus road, Paul spent a lifetime 
growing in the grace of Jesus Christ. 
Christians today are called to acknowl
edge this same grace throughout their 
Christian journey.

Theology.—Several theologians have 
struck a chord of grace within me. 
Augustine wrote of the searching 
power of grace when he prayed to God, 
”Our hearts are restless ’till they find 
their rest in thee.”2 Luther spoke of 
God’s grace in the preaching of God’s 
Word; he believed that ”as often as 
God’s word is preached, it creates a joy
ful, open and assured conscience before 
God; for it is the word of grace.”3 This 
is not to deny the experience of judg
ment one often feels in the presence of 
God’s Word, but it is to affirm that 
God’s final Word is a Word of grace.

Paul Tillich played an important role 
in my life when I first wrestled with the 
relationship of theology to psychology. 
On the power of grace in counseling, 
Tillich said: ’’The power which makes 
acceptance possible is the resource in 
all pastoral care. It must be effective in 
him who helps, and it must become 
effective in him who is helped. . . . This 
means that both the pastor and the 
counselee are under the power of some
thing which transcends both of them. 
One can call this power the new crea
ture of the New Being.”4 Tillich re
ferred to the power of the ’’New Being” 
as the power of God’s redeeming grace.
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Others have used a variety of terms to 
express the same reality: John Powell’s 
"unconditional love,”5 Morton Kelsey’s 
"acceptance,”6 and Carl Jung’s "un
prejudiced objectivity.”7 It is a sad com
mentary on our times that 
psychologists seem to have captured 
grace and its power to transform per
sons.

A theology of grace should permeate 
every facet of ministry. John Claypool 
has also reached this conclusion. Clay
pool believes that grace is the central 
foundation of life and only "when that 
sense of grace becomes the foundation 
of all things—our very lives, what we 
feel and what we do—then . . . gift-love 
becomes possible.”8

Both the New Testament and theolo
gy establish grace as the foundation for 
Christian ministry. This understand
ing sets the foundation for ministry.

Ministry as a Practice of Grace
A fundamental goal of my life has been 
to integrate the theology and practice 
of ministry. I have found the concept of 
grace to be that integrating factor. The 
minister is called to share and be that 
which he or she has received. Grace is 
what I have received and what I wish to 
share.

Like Paul and many others through
out the history of the church, I have 
received the gospel through the revela
tion of Jesus Christ. It did not come to 
me on a Damascus road, but its coming 
has been just as life changing. Christ 
has come to me in concrete ways 
through family, church, friends, semi
nary, and acts of devotion. Persons and 
symbols have been the mediators of 
grace to me, and my goal is to be a 
mediator of grace to others. My experi
ences of grace have led me to alter my 
ways of doing ministry.

Inadequate styles of ministry.—The 
model of ministry as the practice of 

grace has become my goal as other mod
els have been tried and rejected. The 
first style I rejected is what I call "one
sided education.” At one time I thought 
correct theology would make people 
whole. I spent vast amounts of time en
couraging people to think correctly, be
lieving that if they thought correctly 
they would act correctly. The inadequa
cy of this model is based on the fact that 
persons are more than rational crea
tures. Education that neglects the emo
tive dimension is not adequate, for the 
grace of God grasps our entire being.

The second ministry style that failed 
me may be described as being "a perfect 
example.” Paul encouraged us to be an 
example, but we must look closely at 
the kind of example he called us to be! 
I once thought of Paul as a superman— 
strong, moral, courageous—an exam
ple to the community. I have since 
found a word of grace in Paul’s concept 
of strength in weakness. Paul wrote: 
"God chose what is foolish in the world 
to shame the wise, God chose what is 
weak in the world to shame the strong, 
God chose what is low and despised in 
the world, even things that are not, to 
bring to nothing things that are, so that 
no human being might boast in the 
presence of God” (1 Cor. 1:27-29, RSV). 
A style of ministry that accepts 
strength in weakness must reject the 
moralistic style of being a perfect ex
ample.

The third rejected style of ministry is 
"guilt-ridden compliance.” How often I 
have verbally whipped people into sub
mission, both from the pulpit and one- 
on-one. My wife referred to my style as 
"the wounding healer!” I would some
times beat people over the head with 
my pet themes until they became like 
me. Then I asked them, "Now, don’t 
you feel better?”

Leander Keck, in his book Paul and 
His Letters,9 made a clear distinction 
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between compliance and obedience. 
Compliance is forced; obedience is 
voluntary. Getting people to act the 
way I want them to act is of no benefit 
to them if they do not perceive their 
action as God’s will for their lives.

Actually, all ministry styles based on 
legalistic concepts are inadequate, for 
they deny the nature of the gospel as 
the grace of Christ.

Salvation as process.—The model of 
ministry as the practice of grace has 
been influenced further by James Fowl
er’s book Stages of Faith.10 Fowler 
combined developmental theory with a 
theological understanding of life to say 
that persons grow in grace through 
stages of faith. Fowler saw six different 
stages: intuitive-project faith, mythic- 
literal faith, synthetic-conventional 
faith, individuative-reflective faith, 
conjunctive faith, and universalizing 
faith. I have used Fowler’s stages and 
the stages recorded by the devotional 
giants of church history to redefine my 
understanding of salvation.

'From the Revised Standard Version of the Bible, copyrighted 
1946, 1952, © 1971, 1973. Subsequent quotations are marked 
RSV.

’Augustine, Confession (London: Cox and Wyman Ltd., 1961), 
p. 21.

’Gerhard Ebeling, Luther: an Introduction to His Thought 
(Philadelphia: Fortress, 1970), p. 238.

‘Howard Clinebell, Basic Types of Pastoral Counseling (Abing
don: Nashville, 1966), pp. 306-307.

’John Powell, The Secret of Staying in Love (Niles: Argus, 
1974), p. 51.

‘Morton T. Kelsey, Caring: How We Can Love One Another 
(New York: Paulist Press, 1981), p. 59.

7C. G. Jung, Modern Man in Search of a Soul (New York: 
Harcourt, Brace & World, 1933), p. 234.

‘John Claypool, The Preaching Event (Waco: Word Books, 
1980), p. 81.

’Leander Keck, Paul and His Letters (Philadelphia: Fortress 
Press, 1979), p. 53.

'“James Fowler, Stages of Faith (San Francisco: Harper and 
Row, 1981), pp. 117-99.

"Henri Nouwen, The Wounded Healer (Garden City: Double
day and Company, 1972), p. xiv.

Paul saw salvation as past, present, 
and future. We are at once saved, being 
saved, and one day will be saved. Salva
tion is growth in grace through life’s 
critical stages. Ministry as the practice 
of grace will pay special attention to 
those teachable moments throughout a 
person’s life.

Roles of ministry.—How has grace 
changed my ministry? My preaching 
has changed as confessionalism and 
storytelling have become primary ways 
to communicate grace from the pulpit. 
My pastoral caring has changed as 'The 

wounded healer”11 and strength 
through weakness have become means 
for me to share grace to those who need 
care. My leadership role has changed as 
I have seen acceptance become an effec
tive tool for parish formation and mis
sion. My teaching has changed as I 
have discovered people to be more than 
rational creatures. Finally, my person
al pilgrimage has drastically changed 
as I have allowed prayer and devotional 
practices to become vehicles of God’s 
grace to my heart and mind.

The grace of God experienced in 
prayer, family, worship, and friends 
has started me on a journey of facing 
the many facets of my identity, includ
ing the dark side. This has been an ex
citing, but sometimes frightening, 
journey, but I am confident that God’s 
grace is sufficient and to that end I am 
willing to share what I have received. * 7
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The Pastor 
as Staff Leader
J. DANIEL DAY

After the pastor has ceased to laugh at 
the tired old gags about Jacob dying 
while "leaning upon ... his staff" (Heb. 
11:21) and that "the fitches are [sup
posed to be] beaten out with a staff’ 
(Isa. 28:27), the fact remains that a 
church staff is a gift of God. Unfortu
nately, too many pastors wish their gift 
had been given to someone else. Scores 
of us spend our formative years an
ticipating a pastorate large enough to 
have a staff; but when the day finally 
comes, we spend our remaining years 
wondering why we thought it was such 
a good idea.

George Truett did have a good idea in 
1904, when he led First Baptist Church 
of Dallas, Texas, to call Robert Cole
man as the pastor’s assistant. This 
union was the first church staff team 
(beyond clerical help) in the Southern 
Baptist Convention.1 With the excep
tion of a six-year hiatus, 1909-15, that 
team lasted until Truett’s death forty 
years later. There is little doubt that 
the growth of that church in those 
years was a result of both men’s dedi
cated labors.

Equally there is no doubt that church 
staff teams today can be a source of 
blessing to churches and to the staff 
members. Fulfilling that potential is a 
major challenge for the pastor.

In this article I want to discuss how 
the pastor can be a more effective staff 
team leader. Three convictions and one 
confession undergird this effort.

The first conviction is that the pastor 
is and must be the leader of the church 

and its staff. The pastor cannot dele
gate to another this task of leadership. 
By virtue of his calling as the pastor of 
a local church, he is the leader. Ernest 
Mosley wrote, "He may function effec
tively or ineffectively, but he cannot es
cape the responsibility.’’2 In those 
churches with staffs, the pastor’s first 
leadership obligation is with that staff. 
If he cannot lead there, he has little 
chance of effective leadership else
where in the church.

This leads to the second conviction: 
The best staff leadership is team leader
ship. This means that staff persons are 
valued as colleagues and not treated as 
hired hands. It means the contribution 
of each staff member is prized as indis
pensable to the mission of the church. 
It means helping every member feel his 
importance.

Sufficient biblical warrant for this 
conviction is to be found in Paul’s pre
sentation of the Spirit-endowed body. 
"There are many forms of work, but all 
of them, in all men, are the work of the 
same God. In each of us the Spirit is 
manifested in one particular way, for 
some useful purpose’’ (1 Cor. 12:6-7, 
NEB).3

The third conviction must be pref
aced by this confession: I have as many 
bruises as trophies to display from my 
sixteen years of trying to implement 
these first two convictions. The story of 
the newly elected, young bank presi
dent fits my experience. Desiring to do 
well in his new position, he asked the 
venerable chairman of the board for 
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any secrets of success.
The old man grunted, "Right deci

sions.”
The new president pressed, "Well, 

that’s really helpful; but how do I make 
right decisions?”

To this question the old man replied 
with one word: "Experience.”

"But, sir, that’s just my reason for 
talking with you,” said the youngster.- 
"I don’t have that experience. How do 
I get it?”

The senior grumbled, "Wrong deci
sions.”

I have made my share of wrong deci
sions and painful mistakes. Yet there is 
wisdom from the pain. Hence, the third 
conviction: Pastors can learn to be bet
ter staff leaders. Hopefully not all 
learning will come by way of bad deci
sions. In this task of leadership, as in all 
other areas, we can learn by study as 
well as by experience.

Jerry Brown in Church Staff Teams 
That Win provided a helpful distinc
tion for us when he isolated the two 
major functions of a church staff as it 
carries out its purpose of helping the 
church achieve its goals. The first of 
these functions is maintaining healthy 
interpersonal relationships within the 
staff. The second function is accom
plishing the tasks assigned to the staff.4 
These two functions could be described 
as being the church for one another and 
as doing the work of the church with 
the realization that it is the whole 
church, not the church staff alone, that 
should do the work of the church.

The maintenance and task functions 
comprise the twofold front for the pas
tor’s leadership of the staff. He must 
lead the staff to be an effective team. In 
actual practice, of course, leadership 
isn’t this neatly divided. Every day 
these two dimensions overlap. When 
communication and esteem sag (the 
maintenance function), task efficiency 

suffers. When performance slackens 
(the task function), morale is threat
ened. Consequently the pastor must be 
vigilant in both areas, valuing both as 
equally important for effective leader
ship. However, for purposes of analysis, 
it is helpful to retain the distinction.

As the pastor leads the staff to be a 
team (the maintenance function), a pri
mary consideration is the enlistment of 
team members. A pastor cannot be too 
careful in selecting his staff. A team 
can be devastated by the selection of 
the wrong person.

I have learned to pray more fervently 
about the search for staff members 
than about anything else in my minis
try. (If this confession sounds strange, I 
can only refer to Jesus’ all-night prayer 
vigil prior to selecting the twelve.) I 
have also learned to lean heavily on the 
laity of the church in this search. Al
though the staff persons must be able to 
work well with the pastor, it is pre- 
sumptous and arrogant for me to as
sume that I alone can discern God’s will 
and the needs of the church. Prayerful 
members of the body of Christ often 
recognize the person who fits the 
church’s needs better than I. I cannot 
buttress my conviction here with any 
example from Christ’s ministry, but I 
can illustrate it with the tale told re
garding Theodore Roosevelt’s dog.

The hound was forever fighting with 
other dogs and, just as often, losing. 
One day he attacked a flea-infested cur 
on the White House lawn in the pres
ence of Roosevelt and one of his aides. 
When Roosevelt’s dog retreated in de
feat, the aide said, "I see your dog isn’t 
much of a fighter, Mr. President.

"On the contrary, sir,” replied Roose
velt, "he’s an excellent fighter but a 
poor judge of dogs.”

Pastors who excel in many other 
areas may be poor judges of prospective 
staff members. If so, there is wisdom in 
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leaning on the wisdom of the laity. This 
is not an abdication of pastoral leader
ship; it is a display of it, evoking the 
gifts of the people in leading the church 
to accomplish its mission.

However, prior to any search for a 
staff person, the pastor needs to lead 
the church to see the necessity of this 
position and to be clear in its expecta
tions. Eliminating this step guarantees 
frustration for all involved. Discussions 
between pastor and the personnel com
mittee, deacons, church council, and 
others can lead the church to see the 
necessity of the position. A written job 
description, outlining the principal 
function and responsibilities of the 
desired staff person, helps to clarify ex
pectations. The pastor owes this kind of 
preparation to any prospective staff 
member. It is a crucial aspect of the 
pastor’s staff-leadership task.

Another primary consideration in 
staff leadership is developing and nur
turing koinonia among the staff. Even 
a team of all the right persons isn’t nec
essarily going to be one, big, happy fam
ily. Koinonia is infinitely more than 
that, and it may be other than that. 
Nonetheless, without koinonia no 
healthful work can be accomplished. 
While, as Daniel Niles said, 'Koinonia 
is a noun coming down from heaven,”5 
not a verb generated by man; there are 
certain practical measures the pastor 
can take to open the windows for its 
coming.

Weekly staff meetings with regular 
provisions for worship and personal in
teraction are essential. Because our 
secretaries are crucial to our staff, they 
are included in these meetings; each 
one has a regular opportunity to lead 
the rest in a devotional meditation. A 
fruitful month of staff meetings can 
come by brainstorming the numerous 
times the term one another is used in 
the New Testament. ("Honor one an

other.” "Accept one another.” "Forgive 
one another.” "Stir up one another.”) 
Appreciation and understanding grow 
as you try to illustrate to one another 
the meaning of these short sayings in 
the personal context of family and 
daily work.

John Lee Taylor employs an exercise 
in his weekly staff meetings which is 
designed to enable the staff members to 
know one another and the Lord better. 
Two of his more ingenious exercises 
are:

Each staff member’s name is typed 
on the top of a white 8l/z by 11 sheet 
of paper. Each one writes two ap
preciated characteristics of the per
son named. The paper is folded over so 
that no one reads what the others 
have written. When all have finished, 
the sheet is returned to the person 
named. Then in the sharing time, 
each is asked to name the one com
ment that means the most and ex
plain why the comment was judged to 
mean the most.

Each staff member is handed a 
blank 8!4 by 11 sheet of paper. He is 
asked to symbolize what he would like 
the church to give him. Then he 
shares his need from the church.6 
Periodic retreats where extended 

time can be given to knowing one an
other better are also wise. Not to be 
overlooked are the human relations 
benefits stemming from daily unstruc
tured occasions like hallway conversa
tions and shared coffee breaks. Similar 
dividends are to be found in celebrating 
birthdays and employment anniversar
ies and in entertaining staff members 
in the pastor’s home.

Although some might place praise 
and criticism under the category of the 
task dimension of leadership, I see it as 
equally important in the maintenance 
dimension. Week-by-week expressions 
of appreciation and correction are team 
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builders in the highest sense. Why wait 
for the semiannual job review to con
gratulate the minister of music for a 
splendid anthem or the youth minister 
for a well-planned youth retreat? Con
versely, why retain your negative 
evaluations? Certainly there is wisdom 
in periodic evaluations of the staff per
son’s performance, but there is also wis
dom in weekly coaching. It keeps the 
air clean, providing a space for koi- 
nonia.

Turning now to the pastor’s role in 
leading the staff to be an effective team 
(the task function), I offer a checklist, a 
series of questions for the pastor to use 
in measuring his effectiveness. If the 
pastor is brave enough, he might even 
ask the staff members to use the same 
list to give their assessments of the pas
tor.

Does the pastor know what leader
ship is.2—Out of the voluminous litera
ture on leadership one can find many 
definitions of leadership. Ted Engstrom 
said:

Though leadership may be hard to 
define, the one characteristic common 
to all leaders is the ability to make 
things happen—to act in order to help 
others work in an environment with
in which each individual serving 
under him finds himself encouraged 
and stimulated to a point where he is 
helped to realize his fullest potential 
to contribute meaningfully. . . . Lead
ership is an act or behavior required 
by a group to meet its goals, rather 
than a condition. It is an act by either 
word or deed to influence behavior to
ward a desired end.7
When one asks what specific actions 

the effective leader takes, the manage
ment theorists outline four: planning, 
organizing, leading, and controlling. 
Planning actions include forecasting 
the future, establishing objectives, pro
gramming, scheduling, budgeting, and 

developing policies and procedures. Or
ganizing actions include developing or
ganizational structure, delegating, and 
establishing relationships. Leading ac
tions include decision making, com
municating, motivating, and selecting 
and developing people. Controlling ac
tions include establishing performance 
standards, measuring performance, 
evaluating, and correcting.8

While such a breakdown may 
precipitate a nervous breakdown when 
the pastor first sees it, such a holistic 
model is necessary and helpful. It is 
necessary in that it reminds us that 
leadership means infinitely more than 
pulpit promotions of a good idea 
hatched in last week’s staff meeting. 
And it is helpful in that it gives practi
cal handles for doing the total leader
ship task.

Is the pastor willing to pay the price 
of leadership?—He who would lead the 
band must face the music—and the 
flack, the anger, the misunderstanding, 
the loneliness, the jealousy, and the re
jection which leadership costs. As a 
rule, pastors enjoy being liked. Some 
are so insecure as to feel that they are 
in a perpetual popularity contest which 
they are determined to win. However, 
this tendency must be checked if the 
pastor wishes to be an effective leader. 
Staff morale and the church’s mission 
are thwarted if the pastor will not act 
decisively, risking his popularity if nec
essary.

Does the pastor know his objective(s)? 
—Staff members need to know what 
the pastor wants for the church and 
what he expects of them. Without such 
clear knowledge they will flounder. Can 
you imagine a football coach telling his 
team simply, "Play ball”? Those words 
are to be used by impartial referees, not 
coaches! The team members at least ex
pect their coach to say, "Let’s go out 
and win!” Unfortunately too many pas
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tors, by failing to spell out their objec- 
tives(s), are telling their staff members 
simply to "play church.” Even if that is 
sufficient instruction, the pastor needs 
to outline for them what he means by 
"church.” That way the team members 
know what "winning” means to the 
pastor; and they can then play to win.

Periodically the pastor needs to clari
fy prayerfully his own dreams and vi
sion for the church. What is God’s 
desire for this church at this point in its 
history? Is it an enlarged Bible teach
ing program? a richer experience of 
worship? a zealous evangelism effort? a 
witness through social ministries? 
These dreams need to be communicat
ed clearly to both church and staff. 
They provide a line of direction, an in
tentionality that gives cohesion and 
that allows prioritizing. The staff then 
knows the name of the pastor’s game 
and can do more than just "play 
church.”

Is the pastor a doer of the dream1? 
—The issues here are integrity and 
credibility. Pastoral modeling is 
needed. Suppose the pastor verbally es
pouses his desire for a zealous evange
lism effort, yet is haphazard in 
participating in the visitation pro
grams designed by the minister of edu
cation. Or suppose the pastor declares 
his desire for a richer worship experi
ence for the church, yet destroys the 
worship labors of the minister of music 
by telling jokes or giving overlooked an
nouncements immediately after the 
choir’s anthem?

If the pastor has honestly sought 
God’s directives for this church and has 
communicated these to his co-laborers 
and they are seeking to implement 
them, the pastor owes them his support 
and encouragement. If he fails to model 
committed cooperation, he undercuts 
his staff and their leadership potential 
in the church.

Can the pastor delegate clearly?—The 
only justification for a multiple church 
staff is the presence of more work than 
one person can do. Unfortunately, even 
when some pastors have ample staff as
sistants, the work still goes undone or is 
done poorly. One major reason is a pas
toral failure in delegation, the fine art 
of "giving your job away but remaining 
responsible for it.”9

Often the failure begins within the 
personality of the pastor. If he is a per
fectionist, he likely will have difficulty 
trusting the competence of others to ac
complish a delegated task and may de
moralize them by snooping into their 
work. On the other hand, if he is a rath
er structureless person himself, his at
tempts at delegating may be so vague 
and his follow-up supervision so hap
hazard as to jeopardize the delegation 
process. R. Alec Mackenzie listed four
teen personal barriers the pastor must 
overcome to delegate effectively.

1. Preference for operating
2. Demand that everyone "know 

all the details”
3. "I can do it better myself’ falla

cy
4. Lack of experience in the job or 

in delegating
5. Insecurity
6. Fear of being disliked
7. Refusal to allow mistakes
8. Lack of confidence in subordi

nates
9. Perfectionism, leading to over 

control
10. Lack of organizational skill in 

balancing workloads
11. Failure to delegate authority 

commensurate with responsibility
12. Uncertainty over tasks and ina

bility to explain
13. Disinclination to develop subor

dinates
14. Failure to establish effective 

controls and to follow up
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Effective delegation begins with clear 
position descriptions for each staff 
member. In addition, within the weekly 
administration of the church’s minis
try, further delegation is always neces
sary. At such times the pastor needs to: 
(1) determine the best person for the 
task, (2) explain the assignment 
thoroughly to that person (stipulating 
exactly what is to be done, when it is to 
be done, and by what rules it is to be 
done), (3) give the person the authority 
necessary to accomplish the assign
ment (Usually this means he is to act as 
his judgment dictates and then report 
to the pastor; he is to act only after 
approval from the pastor; or he acts 
with complete authority.), (4) provide 
the freedom the staff member needs to 
accomplish the task, and (5) supervise 
the person as he accomplishes it (by 
scheduled reviews of progress and/or 
perpetual availability for counsel).

Is the pastor fair?—This question en
compasses everything from determin
ing staff salaries and travel allocations 
to whose office gets new furniture or 
whose program is publicly applauded 
by the pastor. It certainly includes the 
pastor’s approach to problem solving. 
Does he insist on finding a personal 
scapegoat for every ill, or is he able to 
isolate the problem and then coach the 
entire staff in collectively correcting 
the problem? Favoritism is a mortal sin 
in staff leadership.

Will the pastor listen as well as lead? 
—While I am convinced that the pastor 
must be the leader, I am also convinced 
that his best leadership is as the first 
among equals. This means that he will 
seek regularly the opinions and sugges
tions of his associates. Not even in the 
formulation of the church’s distincitve 
thrust (as discussed in the third ques
tion) should the pastor act in isolation. 
Certainly the final decision must be his 
prayerful responsibility; but each staff 

member is also a gifted, committed vi
sionary whose dreams need to be heard. 
"Everyone wants to believe that they 
have been heard. If they perceive their 
leader as having understood the situa
tion and giving their viewpoints careful 
consideration, then they are much 
more likely to be tolerant of his or her 
choice to find a different solution.”11

1 Encyclopedia of Southern Baptists, 1st ed., s.v. "church staff.”
2Ernest E. Mosley, Called to Joy: a Design for Pastoral Minis-

Is the pastor a pastor to the staff?— In 
an article of this nature, considering 
primarily practical, administrative 
matters, it is easy to overlook the spiri
tual dimension of a pastor’s staff lead
ership. It is also easy to do the same 
thing in the actual practice of ministry. 
Unfortunately that means pastors may 
become only a work supervisor rather 
than a spiritual leader to their staff 
members, and our church staffs become 
little more than religious people doing 
religious work.

The staff members need to have the 
leadership of a man who will utilize the 
best insights of the management theo
rists and who will also pray with them 
and for them as they lead the church. 
They need and deserve not only a 
competent supervisor but also a con
cerned pastor. Regular and impromptu 
occasions of prayer with staff members 
about their work and their personal 
lives are essential in this. As the pastor 
implements this, he will be amazed at 
how his maintenance and task leader
ship functions coalesce and bear fruit.

One of the undergirding convictions 
for this article has been that pastors 
can learn to be better staff team lead
ers. We can, and we must. Our mission 
and our potential are too great for us to 
jeopardize them through inept leader
ship. The resources for improvement 
are abundant. We need only to use 
them. 1 2
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tries (Nashville: Convention Press, 1973), p. 26.
3From The New English Bible. Copyright © The Delegates of 

the Oxford University Press and the Syndics of the Cambridge 
University Press, 1961, 1970. Reprinted by permission. Subse
quent quotations are marked NEB.

Merry W. Brown, Church Staff Teams That Win (Nashville: 
Convention Press, 1979), pp. 27-31.

’Daniel T. Niles, The Preacher’s Calling to Be Servant (New 
York: Harper and Brothers, 1959), p. 29.

Mohn Lee Taylor, "A Church Staff Builds Understanding,”

Search, 6 (Summer 1976), p. 23.
’Theodore W. Engstrom, The Making of a Christian Leader 

(Grand Rapids: Zondervan, 1976), p. 20.
‘Bruce Grubbs, "Managerial Leadership: Is It Workable for a 

Minister?” Search, 8 (Summer 1978), pp. 51-59.
’Brooks R. Faulkner, Getting on Top of Your Work (Nashville: 

Convention Press, 1973), p. 92.
10R. Alec Mackenzie, The Time Trap (New York: Amacom, 

1972), p. 133.
1‘"Modeling,” Christian Leadership, letter, (July 1978).
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as a Minister of Education
These books will help you to grow and to be effective in the many roles you play as 
a minister of education.

The Minister of Education as Educator, compiled by Will Beal.—The church’s 
educational leader will lead the church to discover the needs, to plan, to organize, 
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The Work of the Minister of Education, compiled by Will Beal.—Those who have 
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Staff Relationships
CHARLES B. BUGG

One of the greatest joys for any minis
ter is being a part of a church staff that 
functions well together. On the other 
hand, being a part of a staff whose in
teractions are destructive and un
healthful is unpleasant. Unfortunately 
too many ministers in Southern Baptist 
churches are in the latter situation. 
The result is not only unhappy staff 
people but also, too frequently, unhap
py church members, who sense that all 
is not right in their "ecclesiastical high 
places.”

But what do we do to restore or main
tain healthful staff relationships? That 
is the question! At the outset a personal 
word needs to be said. I am still a learn
er in this matter of staff relationships. 
As of the writing of this article, I have 
just moved from a stable and close-knit 
staff relationship to a church where I 
am getting to know a staff that was al
ready "in place.” Because we are new to 
one another, we are still in that "get
ting to know you” phase. One of the 
joys as well as anxieties of such a situa
tion is the testing of persons’ philoso
phies of co-ministering in a new 
laboratory.

In thinking about the church staff, 
two images come to mind: the staff as a 
family and the staff as a team. In some 
ways this reflects the intention of the 
church. The church is a family, or in a 
large church, a group of families, who 
has as one of its tasks, paying attention 
to and caring for one another. But the 
church is also a team in the sense that 
it establishes goals, agrees on strate
gies, and works together to achieve 
whatever it purposes.

Thus, this article will examine the 
matter of staff relationships utilizing 
the concepts of family and team. Un
derneath each of those general themes, 
three tasks, important to the fulfill
ment of our working together as co
laborers for God, will be discussed.

The Staff as Family
Fundamental to the staffs becoming 
family is the staffs agreement that 
they are called to be something as well 
as to do something. Folks in the church 
are looking at the staffs interaction as 
well as its performance. How do the 
staff members get along with one an
other? Do they love or even like one 
another? When the pastor exhorts us to 
listen for the needs around us, does he 
himself model this for us in his rela
tionship with his ministerial col
leagues?

It is important that, as church staff 
members, we model how the congrega
tion should relate to one another. 
When distrust, dislike, and disregard 
are allowed to fester, they sabotage the 
strength of both the staff family and 
the church family.

The gift of attention.—One of the 
things a good family does is to pay at
tention to each family member. In his 
powerful autobiography, John Powell 
addressed the matter of inattention: "I 
have read that most theologians be
lieve that the most serious obstacle to a 
life of faith is 'inattention.’ The world is 
charged with the presence and glory of 
God, but men do not see. We are too 
preoccupied with ourselves, too con
cerned about our own needs, too bent 
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upon our own pleasures.”1
Inattention to God is a problem. We 

miss the joy of communion with the 
Head of our family as well as with our 
brothers and sisters in ministry. But 
why do we often fail to pay the kind of 
attention we should?

Busyness is certainly a factor. Minis
ters are some of the busiest people I 
know. There is always more to do than 
we can possibly achieve. Most of us are 
people pleasers. We really would like to 
be all things to all people, and we fall 
victim to the vice of responding to our 
own and others’ expectations. What re
sults is that we pay little attention to 
our own real needs, much less to the 
needs of those around us.

How tragic it is that we who are 
called to a vocation of sensitivity often 
wind up so insensitive. Overwork, com
petition, trying to please everybody— 
all of these crowd out the fulfillment 
that comes when we make time to lis
ten ajid learn to bear one another’s bur
dens and to rejoice in each other’s 
blessings.

"'But you seemed so busy.” Which of 
us has not heard that tragic indictment 
on the way we minister? Usually spo
ken by someone who did not want to 
complicate our seemingly cluttered and 
chaotic lives, we still got the message. 
In our rush to bring in the Kingdom, we 
had left behind one of those for whom 
our Lord always seemed to have time.

I am convinced that a part of a staffs 
calling is getting to know who each 
staff member is and not just what each 
person does. Planning programs and 
putting dates on the calendar are im
portant. But are they more important 
than giving the gift of attention to 
someone who labors beside us? Hardly. 
Learning to pay attention—to words, to 
feelings between the words, to the ec
stasy of achievement and the agony of 
failure—is a higher priority. One of the 

things I need from my staff family and 
need to give them is the gift of atten
tion.

The gift of encouragement.—Blessed 
are the Barnabas people on every 
church staff, those sons and daughters 
of encouragement whose words and 
ways pick us up and send us forth with 
new enthusiasm.

Nobody has to tell us that a family 
functions better in an environment of 
encouragement. Children who are con
stantly put down usually develop nega
tive self-images, and the world suffers a 
little more because someone who could 
have contributed something never 
tries.

Is the church staff as family any dif
ferent? There will always be those in 
the church whose calling is to keep us 
humble. They will tell us how to run 
our jobs as well as our lives. Of course, 
some negative criticism is valid; and we 
need to hear it to make us better minis
ters. But if that is all we hear, we soon 
become disheartened; and our ministry 
becomes motion without much mean
ing.

What a joy to see a staff who know 
how to encourage one another! "That 
was a wonderful music program.” 
"Thank you for that sermon; it really 
spoke to me.” "I have never seen better 
organization than you had for Sunday 
School Enlargement Week.” Show me a 
church where words like that flow 
among the staff, and I will show you a 
group of happy warriors!

The gift of confrontation.—Give me 
encouragement! Give me applause! But 
give me confrontation? What kind of 
gift is that?

Most of us have been taught to think 
of confrontation as something to be 
avoided. Nice, sophisticated people do 
not confront. Gentle Christians, meek 
and mild, do not challenge one another. 
And so we smilingly agree our way 
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through life, avoiding the growth that 
comes when we care enough to confront 
or are secure enough to be confronted.

Now, a word needs to be said about 
confrontation, and that word probably 
best comes from David Augsburger, 
who has written a most stimulating 
book, Caring Enough to Confront. 
Augsburger lists five vital guidelines 
for good confrontation: (1) Confront car- 
ingly. (2) Confront gently. (3) Confront 
constructively. (4) Confront acceptab
ly. (5) Confront clearly.2

When these guidelines are followed, 
confrontation becomes redemptive in
stead of destructive. It is an invitation 
to growth; it is the summons of one pil
grim to another. It is not "over-under” 
communication, but communication 
which comes from the love of a family 
whose members are concerned that 
each one develop all his/her God-given 
potential.

The Staff as Team
Obviously a church staff is called to do 
more than maintain good relationships 
with one another. As important as that 
is, attention to the tasks or mission of 
the church is imperative. Jerry Brown, 
in his book Church Staff Teams That 
Win, talked in terms of "being” and 
"doing.” "Just as who you are makes an 
impact,” Brown said, "so does how you 
do your work make an impact. Whereas 
being reflects more of the nature of the 
staff, doing reflects more of the func
tioning of the staff.”3

So every good staff is engaged in the 
processes of both being and doing, relat
ing to each other as family and relating 
to the church as a team on mission.

Recognition of the overall purposes of 
the church.—One of the things that 
often sabotage the functioning of a staff 
is the failure to recognize the overall 
purposes of the church. We can easily 
become defensive of our territory and 

see our area of ministry as the only one 
with any real importance.

The pastor decides that preaching is 
the key to church success. Everything 
hinges on the worship service, and he 
becomes oblivious to the other vital 
functions of the church. Soon the mes
sage that what you are doing is not 
nearly so important as what I am doing 
is communicated to the rest of the staff.

A partial remedy to this problem is 
the staff and church leaders’ deciding 
together their purposes and priorities. 
Of course, some of these will change 
with time and circumstances; but it is 
important that a congregation and its 
leaders have a sense of direction. With 
goals set, the staff team can sit down 
and decide how together they can best 
achieve their purposes.

The preaching minister of the church 
probably faces the greatest temptation 
to exalt his role high above the others 
on the staff. Since he usually is the 
"quarterback,” his role is the most visi
ble; consequently he usually receives 
the most public affirmation. Even on 
the worst of Sundays, some of the sweet 
saints will probably tell him how much 
they enjoyed that sermon.

But the preaching minister is cer
tainly not the only one subject to this 
temptation. It usually happens to staffs 
that work mainly in isolation. Every
one begins to feel, I am in this thing 
alone, and the only way to survive is to 
defend my territory. That is why it is so 
vitally important that every staff talk 
frequently about what they are doing 
together, not just what each member is 
doing alone.

Recognition of the value of each per
sons ministry.—While the staff needs 
to work together to achieve the pur
poses of the church, its members spend 
the vast majority of their time func
tioning in their assigned areas. Two 
things need to be said at this point.
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First, each staff member needs to be 
clear about his/her role. What is my 
role in this church? What is my con
tract or covenant with this congrega
tion? Lyle Schaller wrote, "The more 
clearly defined the role of a staff mem
ber, the more likely that person will 
enjoy meaningful satisfactions from 
filling that role and the less likely that 
person will encounter frustrations be
cause of confusion over role.”4

Second, the call and role of each staff 
member needs to be respected and hon
ored. The senior-minister-and-hired- 
hands syndrome needs to be eliminat
ed. All of us are ministers with differ
ent gifts, and no team functions well 
with just a pitcher or just a left fielder. 
Again, the pastor needs to be sensitive 
to those on his staff whose roles are less 
visible and, who therefore, usually re
ceive less affirmation. Their role as 
ministers needs to be shared with the 
congregation and their hard, behind- 
the-scenes work needs to be rewarded 
with recognition.

Hopefully, none of us are in the min
istry for the recognition. However, 
most of us function better and more en
thusiastically in a climate where our 
gifts are celebrated. The quarterback 
who takes his offensive line to lunch is 
a wise leader. And the pastor who lets 
his staff know that they are appreciat
ed and valued is also wise.

Recognition of God as our source of 
strength.—What does God have to do 
with this anyway? As strange as that 
question sounds, some staffs function as 
if everything depended on them. Again, 
Schaller pointed out, "One of the basic 
differences between the dynamics of 
small groups and the functioning of 
large groups is that the larger the num
ber of persons in the group, the greater 
the demands the collection of people 
place on the leadership to initiate.”5 
Thus, the staff of any church functions 

with pressure to produce, and the pres
sure tends to escalate with the size of 
the congregation.

In my first pastorate after seminary, 
I had a friend in a nearby church who 
used to joke at the Monday morning 
pastor’s conference, "I’m going to leave 
the ministry and go into religious 
work.” We laughed on the outside, but 
some of us cried on the inside. We un
derstood. Too often the church resem
bles big business, and the staff are seen 
simply as corporate executives. Produc
tion becomes the bottom line, and we 
feverishly work to meet what we think 
are the expectations of the stockholders 
(church members).

Little wonder that so many ministers 
burn out, fizzle out, or run out on their 
vocation. Output without input leads to 
kaput. And one of the saddest things in 
our denomination is to see some leave 
the ministry because of frustration and 
depression.

The psalmist said: "I will lift up my 
eyes to the mountains; From whence 
shall my help come? My help comes 
from the Lord, Who made heaven and 
earth” (Ps. 121:1, NASB).6 Maybe it is 
the "lifting of the eyes” that is needed. 
Preoccupied with problems, saddled 
with inner and outer expectations, the 
minister pours himself into his job, hat
ing almost every minute of it. Occasion
ally he or she recalls that day of 
commitment to the call and the close
ness that was felt to God, but now God 
seems remote from the everyday world 
of the churches. The result is anger, 
depression, and increased alienation 
from family, self, staff, and church.

One of the most meaningful things I 
ever did was to celebrate the Lord’s 
Supper with my staff. We did not talk 
about the work of God. That day we 
tried to talk to God, pouring out our 
hopes and fears and listening in on the 
deep concerns of each person’s life, as 
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we committed ourselves again to Christ 
and to our calling.

A congregation has a way of soon 
sensing whether its staff only talks 
about God or with him and then about 
him. The church takes its cue from its 
leaders. Is the church just one more in
stitution, or is it indeed that group of 
folks whose primary task is reconciling 
creation to Creator through the Christ? 
This is no invitation to parade our 
piety. Indeed, nothing turns me off 
more than the constant, "God did this 
or that for me.” Authentic piety shares 
its struggles and its failures. Nor is this 
recognition of God as our source of 
strength another name for escapism. 
Jesus told us to go to the closet but not 
to stay there. Ministry involves respon
sibility, hard work, and long hours; and 
woe to us if we are always "at ease in 
Zion.”

But this is a call to dependence on the 
one who calls and keeps us in the work 
of ministry. Perhaps, Michel Quoist 
said it best: "As soon as you surrender 
yourself without reserve into the hands 
of God, you’ll discover a new strength 
to meet life’s challenge. You can rest 
assured of ultimate success, although it 
may not be the kind of worldly success 
you’ve been dreaming of.”7

‘John Powell, He Touched Me: My Pilgrimage of Prayer (Niles, 
Illinois: Argus Communications, 1974), p. 59.

’David Ausburger, Caring Enough to Confront: How to Under
stand and Express Your Deepest Feelings Toward Others (Ven
tura, California: Regal Books), pp. 58-59.

’Jerry W. Brown, Church Staff Teams That Win (Nashville: 
Convention Press, 1979), p. 123.

4 Lyle E. Schaller, The Multiple Staff and the Larger Church 
(Nashville: Abingdon, 1980), p. 99.

’Ibid., p. 18.
‘From the New American Standard Bible. Copyright © The 

Lockman Foundation, 1960, 1962, 1963, 1971, 1972, 1973, 1975, 
1977. Used by permission.

’Michel Quoist, The Meaning of Success (Notre Dame, Indiana: 
Fides/Claretian, 1963), p. 91.
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Joys and Frustrations of 
Being a Staff Member
One of my greatest joys in being a staff 
member is knowing that I am part of a 
team which seeks to accomplish a com
mon goal. Since, as a college and semi
nary student, I served churches in 
which I was the only person employed, 
I can appreciate the difference in hav
ing colleagues in the ministry.

Surely one of the most significant di
mensions of leading a staff has been the 
attempt to shape a small body of Christ 
within the larger body. It has been 
thrilling to see the development of 
openness, the growth of compassion, 
the broadening of cooperation, the en
largement of effectiveness, and the 
magnification of love among staff mem
bers. When the staff is living and work
ing as Christ’s body, the example and 
stimulus for the church are evident and 
effective.

Immense joy has been mine in 
sharing my ministry with other staff 
members who are committed to serving 
and equipping people in cooperation 
with me. I know it is impossible for me 
to oversee all the activities and be with 
all the people in a metropolitan church 
with hundreds of families. I find a sense 
of satisfaction in knowing that my col
leagues on the staff are working with, 
building, loving, and enabling a certain 
segment of the congregation. It is 
fulfilling to see the results of the 
growth in the lives of church members 
and the entry of new persons into the 
church because of the love and labor of 
fellow staff members.

Often one of the greatest joys in 
sharing is having the support and un

derstanding of a fellow staff worker. 
This is evident professionally when an
other staff member makes suggestions 
to improve the church, shares a case 
study, reviews a professional periodi
cal, or informs of a special training 
event or continuing education opportu
nity. The greatest personal resource 
and joy I have found in other staff mem
bers is having encouragers who care 
about me, love me, support me, and 
pray for me. My ministry has been 
blessed and multiplied by my staff 
teammates.

Along with the joys have been frus
trations in having co-workers on the 
church staff. There have been great 
team members, and there have been 
those persons who were incompatible. 
Attitude, style, approach, and expecta
tions of persons on the staff have varied 
greatly. This has been true both of 
those who were in a church when I 
went there and those who came to a 
church after I did.

Often it is difficult to determine in 
the interviewing/screening process 
what motivates and dominates a staff 
member’s life and work. It is a real frus
tration to conclude that a staff member 
is locked in a problem-filled work habit 
and is unwilling to make any changes. 
It is also frustrating to discover that 
under the veneer of busyness and pleas
antness is serious inability to accom
plish the assigned work. It is unnerving 
to learn, either during a fellow staff 
member’s term of work or after his de
parture, that there was disloyalty in 
the heart and work of that person.
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Certainly one of the ongoing strug
gles on a church staff is trying to deal 
with and overcome jealousy among the 
staff members. Jealousy creates poor 
teamwork, thereby weakening the 
overall effectiveness of the staff. Some 
of my struggles with jealousy among 
staff members are exemplified by these 
questions: Which person does which 
task? How long should one take for 
lunch? Who gets the choice vacation 
times? How much should one earn in 
comparison with another? Whose office 
is larger or nicer? How often is one al
lowed to preach? Who does visitation? 
Who works late when needed? Who 
gains the most attention of the church 
members? Who gets the most public 
recognition?

The further I go in my ministry the 
more I realize that good staff members 
are hardest to find, and poor ones are 
slowest to leave! There is a constant 
tension between the joys and the frus
trations involved in being a staff mem
ber. While admitting that a staff is not 
without its problems, the potential joy 
and effectiveness are great and worth 
the effort.

Robert W. Bailey
Pastor 

Southside Baptist Church 
Birmingham, Alabama

Serving as a church secretary has been 
one of the greatest blessings of my life. 
I believe God called me to serve as a 
church secretary just as he called oth
ers to serve as pastors, ministers of edu
cation, ministers of music, and in other 
areas of ministry.

The church secretary has a ministry 
all her own—challenging and demand
ing, as well as exciting. She must serve 
the church members as well as the com
munity at large. She must work closely 
with the ministerial staff to provide the 
secretarial assistance needed in admin

istering the various programs the 
church provides for the community. 
She must act as a public relations per
son for the entire church membership. 
Basically she must be an extension of 
the ministerial staff. In all these areas 
of ministry, a church secretary can ex
perience a great number of frustrations 
as well as a multitude of joys.

First, for me, is the frustration of not 
being able to help everyone who comes 
to me for assistance. I want to be able 
to deal with people where they are. I 
want to offer the best assistance avail
able for their need, whether it be secre
tarial, spiritual, or physical. However, 
providing these kinds of assistance is 
often impossible because of limited 
financial, physical, and educational re
sources.

Second is the frustration of the lack 
of time to meet the demands that are 
often placed on a church secretary. A 
church secretary usually has a tremen
dous amount of responsibility and work 
load which she endeavors to accom
plish each week. My frustration usual
ly comes as a result of too many tasks 
to be accomplished in a given time 
span. My planning or that of the 
church organizational leaders or the 
ministerial staff often does not allow 
enough time to complete the tasks that 
need to be done.

Finally there is the frustration of the 
lack of recognition by church members 
for the need of special training for the 
church secretary. Because the respon
sibilities of a church secretary demand 
many skills and knowledge different 
from that required of a secretary in the 
secular world, it is important for her to 
be equipped with the best training 
available to her.

Southern Baptists have made signifi
cant progress in recent years in provid
ing this training. The Church 
Secretary’s Personal Enrichment Pro
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gram offered by the Sunday School 
Board; workshops and seminars offered 
at state and associational levels; and 
new literature, books, and newsletters 
have done much to help alleviate this 
frustration. However, many churches 
fail to recognize this need for profes
sional development, and the church 
secretary continues to be frustrated by 
not being allowed or encouraged to take 
advantage of training opportunities. I 
am grateful to my church for recogniz
ing and encouraging such training.

One of the greatest joys of being a 
church secretary is the commitment 
that would be impossible without God’s 
leadership in one’s life. Serving as a 
church secretary is a wonderful oppor
tunity to help fulfill the Great Commis
sion. Because of the tasks involved in 
church secretarial work, I have also 
become involved with people—Chris
tians as well as non-Christians. I have 
many opportunities to witness by re
sponding to the needs of people and ac
tually sharing Scriptures with persons. 
No task is too insignificant or too diffi
cult when I do it with the proper motive 
—glorifying God.

Another joy of being a church secre
tary is that of giving—the giving of my
self to the task God has called me to do. 
No one can ever give more than he 
gave, and the little of myself that I give 
seems so insignificant when I think of 
his wonderful gift to us. The Bible 
teaches that we must use the talents 
God has given us. God has opened up 
many opportunities for me to use my 
talents through my job as a church 
secretary.

And last, the joy of receiving far out
weighs any frustrations I have encoun
tered. Just knowing that in some small 
way the service I have rendered to 
someone has helped them to do a better 
job with their Sunday School or Church 
Training class, their mission organiza

tion or committee meeting, gives me a 
warm feeling of satisfaction and joy. 
This is a feeling of contentment and 
inner peace that comes from the Lord’s 
working in one’s life. This is a joy that 
can only come when one is truly serv
ing the Lord where he has called them 
to serve.

Marty Ethridge
Former pastor's secretary 

Judson Baptist Church 
Nashville, Tennessee

Being called as a staff member in the 
local church is a challenge presented to 
only a select group of God’s servants. 
It’s a challenge that should never be 
taken lightly; and it’s a challenge that 
should be accepted as a direct call from 
God.

A staff member has a chance to get to 
know many people on a one-on-one ba
sis. They share ideas, disappointments, 
heartaches, frustrations, times of hap
piness, times of sorrow, times of spiri
tual enrichment and fulfillment. It 
takes a "special” person, called by God, 
to be a staff member.

The times of joy with your members 
are rewarding and uplifting to you per
sonally; at the same time, a staff mem
ber has a tendency to feel many 
frustrations. This is not unnatural, and 
a staff member shouldn’t feel that he’s 
not doing all he can if he feels these 
frustrations.

Many things come to my mind when 
I think of the word joy. Webster defines 
joy as "a delightful feeling, or a feeling 
of happiness.” Galatians 5:2 says that 
"joy” is a fruit of the Spirit.

When this word is applied to my own 
ministry, I recall so many joyful times 
that it would be difficult to list all of 
them. As I talk with other ministers, 
they reflect this same feeling over and 
over again.

How can you really describe the feel-
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ing of:
• seeing someone come to know 

Christ as Lord?
• having one of your members tell 

you how much you’re appreciated?
• welcoming a new baby to a church 

family?
• watching a family grow closer 

together because of your help?
• helping plan and conduct a suc

cessful program in your church?
• watching your own children grow 

up and learn about Jesus?
• seeing a new member come into 

your church and take an active role in 
the life of the church program?

• watching the smile on the face of a 
person who’s just found out they can go 
home from the hospital?

• helping a couple solve a marital 
problem?

• helping a young person develop 
into the person God wants him to be?

• having someone say, "I love you”?
I could go on and on and not begin to 

scratch the surface of how much joy can 
be experienced by a staff member.

All ministers feel frustrations at 
some point in their ministries. Frustra
tions toward members, deacons, or 
other staff members; their own person
al inadequacies; a lack of time to ac
complish all they feel they need to 
accomplish; a lack of money to do some
thing either through the church pro
gram or personally; or the lack of time 
with one’s own family are but a few of 
the frustrations I’ve heard many staff 
members expressing.

Frustrations become the downfall of 
many staff members because they allow 
them to become the dominating part of 
their ministries. A person can dwell on 
one particular frustrating aspect so 
much that he loses perspective of his 
total ministry opportunities. Frustra
tions do occur, but rather than lie back 
and complain or feel sorry for our

selves, staff members should confront 
the problem. The problems which cause 
frustrations don’t go away because 
they’re ignored; they go away because 
they’re solved.

In a medium-sized church in a 
Georgia town, the budget gifts were be
hind, so the money wasn’t available to 
do everything that was planned for an 
upcoming program. Costs were cut to 
conduct the program on a smaller 
scale. When the program wasn’t as suc
cessful as one staff member believed it 
should have been, a deep feeling of frus
tration and resentment came over him. 
He blamed everyone, from the mem
bers who hadn’t given their tithes, to 
his committee who didn’t do a good job 
of publicity, to other staff members who 
didn’t help with this program (even 
though he never asked for their help). 
This is just a small example of how 
frustration can be blown out of propor
tion.

Frustration on a personal level can 
have a deep-rooted effect on a person 
also. I have seen staff members tremen
dously frustrated because their job de
scription encompasses so many things 
that they can’t do any one thing well. 
The day just isn’t long enough to get all 
the details worked out, or five straight 
nights, not including Sunday have been 
filled with meetings.

Where do all your church activities 
leave you in relation to your family? If 
you find yourself struggling to find time 
with them, you have too many church 
activities. Frustration at home can lead 
to frustration on your church field.

God’s call to serve him is a special 
call. We try to prepare ourselves to bet
ter serve him through our education. 
We’re called to a church to serve on 
their staff, and God has equipped us to 
handle the situations we will face. He 
has given us a Source to go to when 
frustrations arise, but how many of us 
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go to that Source?
The biggest problem we as staff mem

bers face is trying to solve our frustra
tions alone. We don’t carry them back 
to our Source, Jesus Christ, and ask 
him to give us the strength to face 
them.

The joys of being a staff member far 
outweigh the frustrations, but the 
greatest joy we can have is allowing the 
Source of our strength to help us solve 
and overcome frustrations.

Jerry Harris
Minister of Christian recreation 

Shades Mountain Baptist Church 
Birmingham, Alabama

"I wouldn’t know whether to read the 
books or look out the window,” is the 
comment I often hear, concerning our 
church media library. This frustration 
is obvious, for the collection is large and 
inviting, and the windows overlook 
Corpus Christi Bay. My church pro
vides a beautiful facility and supports it 
with generous gifts. As director, I re
ceive loving encouragement and praise 
in addition to a salary. It is a sweet 
fellowship, a church really seeking to 
live as a "partaker of the glory that 
shall be revealed” (1 Pet. 5:1).

In reality, churches are like my 
friend’s bird feeder. She expected a 
peaceable kingdom, and she got spar
rows and grackles. We struggle along 
expecting others to live by our rules.

I have heard that the victory has al
ready been won. To me it seems that 
the battle is still raging, and I am on 
the front lines every day.

I fight the battle on a personal and 
more subtle level. The desire that "all 
things be done decently and in order” (1 
Cor. 14:40) can slip into a compulsion to 
control. While this may seem to bring 
greater credit to me, it restricts and 
stifles others. Creative order is a joy. 
"The primal artistic act was God’s cre

ation of the universe out of chaos, 
... and every artist since ... has sought 
to imitate him—by selection and ar
rangement to reduce the chaotic ... to 
a meaningful and pleasing order.”1 
This kind of order invites and stimu
lates exploration.

It is trying to be required to contin
ually define myself and my role, to be 
always saying: "Let us help. We can do 
that. We had just what you needed, if 
only you had asked.” (Even after ten 
years they still forget.) It is true that 
"your joy is your sorrow unmasked.”2 
There is excitement in knowing that 
what I do defines media library director.

As a thirteen-year-old, I was ready to 
head for the uttermost parts of the 
earth. But his steady response to my: 
"Where? What?” was, "I want you to be 
what I want you to be.” Although I am 
confident the library is where I should 
be today, I still have had no revelation, 
not even a well-defined role to play. 
What a thrilling way to live for one pos
sessed of a meek and quiet spirit, but 
what a frustration for one who still 
takes the bit in her teeth.

In the kingdom "there is neither 
male nor female” (Gal. 3:28), but there 
is in a Baptist church! No matter how 
well I do my job, how consecrated I may 
be, there are some things I will not be 
permitted to do. I also know that I am 
doing only a part of what I can do and 
that not as well as I might. I know that 
I should "not strive to outdo the suc
cessful nor envy him who gains his 
ends” (Ps. 37:7, NEB).3 I know that I 
should just keep my eyes on Jesus, but 
some days that’s hard to do.

On some days a letter addressed to 
"Dear Church Staff Member,” inviting 
me to "bring your wife,” is merely 
amusing. On other days that kind of 
thoughtlessness hurts. I am grateful for 
friends and colleagues who encourage 
me and accept my contributions.
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I often feel like Nikolai Kuzmich who 
changed his years into seconds. What 
had seemed to him to be tremendous 
wealth slipped from his grasp in spite of 
all his efforts to conserve.4 The treasure 
which, at one time, I was willing to give 
completely, I guard. I begrudge the sec
onds snatched away by others. As a 
media library director, I have little 
time for reading the books or looking 
out the windows. I am school librarian, 
Bible scholar, and storefront counselor 
—all before noon.

At one o’clock I become the librarian 
for a firm of forty attorneys. I work in 
a library I helped to design, overlooking 
the bay. The collection is large and 
growing rapidly. I am paid half again as 
much as I earn at church and am pro
vided benefits the church does not pro
vide "part-time employees.” Not one of 
the attorneys has ever called me at 
home before 8:00 AM or after 10:00 PM 
or anytime on Saturday. I have never 
taken work home from the law library, 
although I do, on occasion, work over
time, for which I am paid time and a 
half Periodically an attorney asks me 
when I am coming to work for them 
full-time.

Then, again, none of the attorneys 
has ever confided, "I want to be a li
brarian when I grow up.” Or, "The book 
you gave me changed my life!” That 
sort of thing counts a lot more.

I could easily write on the frustra
tions of being a law librarian. But what
ever the source, my "Boss” has a 
wondrous way of dealing with frustra
tion. Because of fatigue or hormones or 
perversity or neglect of his instruc
tions, I sometimes court the frustra
tions and nurse them. They solidify 
into great lumps of bitterness which I 
cannot put aside. He takes the lumps 
when I am ready to turn them loose. 
Then he tells me that I am the one he 
has chosen to do what I do. Moreover, 

he says, "Be strong, and do it. . . . For 
the Lord God . . . will not fail thee, nor 
forsake thee, until thou hast finished 
all the work” (1 Chron. 28:10,20).

Barbara Bevis Houston
Church media library director 

First Baptist Church 
Corpus Christi, Texas

A staff member’s life is never dull! Each 
day brings new situations that create 
feelings of joy and frustration. These 
situations occur through opportunities 
of dealing with many individuals. Each 
encounter presents an opportunity for 
people to share a small part of them
selves with the staff member. The 
things they share may be good or bad, 
depending on the person’s need for that 
day.

The way a staff member feels about 
himself is a key element that affects all 
phases of ministry. The minister must 
be able to accept himself as he is. This 
acceptance involves knowing what his 
strengths and weaknesses are. The 
strengths should be applied in a way 
that will be most effective for the 
church, the staff, and the minister. The 
weaknesses of one staff person may be 
the strengths of another. This is how 
team effort comes into play. If we all 
specialized in the same areas, other 
vital areas would not be properly cov
ered. A better blend occurs if a staff 
team works as a support to each mem
ber.

Another part of self-acceptance is 
realizing that everything you try as a 
staff or as an individual is not going to 
work all of the time. Frustration be
cause of failure is a common problem 
among church staff members. New 
seminary graduates often go to their 
first full-time position feeling that the 
church and its staff are waiting to ac
cept everything they have learned in 
the classroom.
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After a few months the young minis
ter begins to feel the frustration and 
anxiety caused by things not working 
out as he had planned. The people in 
his new church did not roll out the red 
carpet or hang onto every word of the 
new graduate. If the failure is taken 
personally, signs of burnout begin to 
appear. This is one strong reason the 
average tenure for a pastor in Southern 
Baptist churches is less than three 
years. It is even shorter with other staff 
positions.5 This problem applies not 
only to young ministers but also to 
those who have been on church staffs 
for many years.

Being part of a staff that is a team 
usually makes each staff member’s job 
easier and more enjoyable. It is frus
trating to work with a staff that has 
theological beliefs, goals, and methods 
contrary to yours. There is constant 
conflict and distrust that affects the 
total working relationship. The disuni
ty among the staff may be picked up by 
church members. Then the bad feelings 
will be reflected in the attitudes of 
members toward their church and its 
ministers. An ancient saying '"like 
priest, like people” can be applied to 
the church staff today—"like staff, like 
church.”

One of the joys I experience each day 
is being part of a multiple staff. This 
multiplicity allows me to minister in a 
specific area of the church. The multi
ple ministry requires a considerable 
amount of coordination among the 
various staff areas. This coordination is 
accomplished by frequent communica
tion. Best accomplished in a weekly 
staff meeting, communication is a nec
essary key to a successful church staff.

The multiple staff allows specialized 
ministers the joy of developing specific 
areas of ministry. The specific ministry 
area is usually one the minister has 
special abilities and training to lead.

The minister develops special rapport 
with the group of people he serves. This 
rapport provides an avenue for a fulfill
ing ministry. The multiple staff is nec
essary in larger churches. It is 
impossible for the pastor to cover every 
area because of the number of people 
involved. Since it is impossible to cover 
everything, the pastor must rely on spe
cial-area ministers to assist him. This 
approach provides a direct way for the 
pastor to be aware of the positive and 
negative happenings in the church.

The rewards and frustrations that 
come through being a minister to chil
dren are many. It is exciting to have a 
church that is interested in building 
the basic foundations of life. It is re
warding to be able to minister to chil
dren and their parents during a time of 
crisis. However, it is frustrating to be 
able to go only so far in the helping 
ministry.

Limits are caused by: (1) time—not 
having enough of it; (2) obstacles over 
which children have no control—being 
caught in the middle of a divorce; (3) 
ministers’ having only a limited influ
ence—parents’ not assisting by teach
ing Christian principles at home and 
failing to realize their children’s great
est needs are not material things.

A frequent frustration I encounter is 
the need for more dedicated laypersons 
to assist in the ministries of the church. 
On the other hand, in spite of com
plaints about the lack of leadership, 
our church has many people who are 
called by God to give of themselves to 
teach and train the children of our 
church. Teachers who give their best 
every week are bright spots in the min
istry of a minister of children’s educa
tion. Our church could not make it 
without them!

Being a church staff member is a gi
gantic responsibility with lots of joys 
and frustrations. God will hold every 
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staff member accountable! "For every
one who has been given much, much 
will be demanded” (Luke 12:48, NIV).7

Steve Peek
Minister of children's education 

First Baptist Church, Concord 
Knoxville, Tennessee

Much like the proverbial two sides of 
the coin tucked away in your pocket or 
purse right now, serving as a member 
of a church staff has dual perspectives. 
To speak of those two sides as joys and 
frustrations is appropriate.

Perhaps the greatest joy that comes 
to me as a member of a church staff is 
being given a splendid vantage point 
from which to observe change and 
growth in persons. To watch someone— 
child or adult—unfold like a rose before 
my eyes following a crisis, or perhaps 
for the first time ever, is a choice bless
ing!

Closely akin is the joy I sense when I 
have been able to effect the process of 
change or growth in a person. Serving 
as a staff member puts me in touch with 
resources that can meet the needs of 
persons in the church. Teaching a per
son to fish, rather than handing him 
one fish at a time, is a constant chal
lenge, but one which, when effected, 
brings great joy.

The reverse of this joy is the frustra
tion I feel when a person expects me to 
"fix it” when he or she is experiencing 
a crisis. Persons tend to ascribe unreal
istic powers to the church staff mem
ber, thereby abdicating all personal 
responsibility. Watching a person 
become disillusioned or fail to get ac
tively involved in his or her healing 
process is indeed disheartening.

For me, a spin-off frustration result
ing from being in a helping profession 
is the recurring struggle I have with 
the messiah complex—the desire to 
take responsibility for everyone I meet.

The temptation is to see myself as being 
called to save the world, forgetting that 
I am the facilitator of God’s ministry.

Another joy I experience as a mem
ber of a church staff is that of co-labor- 
ing with some of God’s most choice 
people, both laypersons and other staff 
persons. To work and be surrounded by 
committed and caring persons is a rare 
gift. In addition, the opportunity to 
meet and spend time with outstanding 
speakers, conference leaders, and staff 
members from other churches feeds me 
spiritually, personally, and profession
ally.

The attendant flip side to this advan
tage is the fact that I find it difficult to 
get my spiritual needs met. More often 
than not, when a guest resource person 
is speaking, I am responsible for the 
mechanics of the meeting or confer
ence, which robs me of the opportunity 
to worship or benefit in other ways 
from what is being done or said. I find, 
then, that I must discipline myself to 
get my cup filled in other ways at other 
times.

As minister of education, another joy 
I experience is seeing a person matched 
with a position of service that meshes 
like hand in glove, resulting in a job 
well-done and a person who feels pro
ductive, useful, and rewarded. The frus
trating side is enlisting a person who 
has the potential or the skills but lacks 
the commitment to do a responsible job.

Since I have served on the same staff 
for seventeen years, I have had the joy 
of seeing some long-range ministries 
come to fruition. The wastebasket is 
also full of ideas and efforts that either 
sputtered and died or never got off the 
ground.

My job is one that I am glad to greet 
in the mornings. I enjoy the variety it 
offers. I enjoy the challenge that keeps 
stretching me personally and profes
sionally, and I am deeply grateful for 
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the opportunity to participate in God’s 
redemptive work.

Dorothy K. Thompson
Minister of education 

Second Baptist Church 
Lubbock, Texas

The greatest joy of being a staff person 
is working with people. That is also the 
greatest source of frustration.

I am in the young people business. 
The very ones who lift me to great 
heights of fulfillment are the same ones 
who make me feel like a cold pancake 
leftover at Saturday-morning break
fast. Somewhere between feeling like 
an eagle and a turkey, I find the con
tentment and joy which keeps me go
ing.

The greatest joy of being a youth 
minister is being trusted with the care 
and well-being of youth. A father once 
pledged his prayers and support be
cause his daughter had just reached 
junior-high age! Watching young peo
ple grow from uncoordinated, pimply
faced children into mature, attractive 
young adults is a great joy. Seventh
graders do become productive members 
of our society! Leading a youth to dis
cover the meaning of the Christian 
faith and walk is exciting. I receive 
much personal satisfaction as I help 
shape the thoughts, values, and spiri
tual insights of young people.

Friendships established with the stu
dents are lasting. Memories of camps, 
retreats, and Bible studies become like 
old photos in the family album. I re
cently performed the wedding of a cou
ple who were juniors in high school 
when I came to First Richardson. After 
seven years of being youth, they are 
now one of my family’s favorite cou
ples. Filling the roles of father, brother, 
friend, counselor, and minister to peo
ple who trust me is a great joy.

The stress of developing my own pro

gram and being responsible for its suc
cess produces personal frustrations. I 
often take low attendance in Sunday 
School personally, as if I had something 
to do with the absentees’ not coming to 
church. I am often held up as a magic 
worker or "holy man of God” who is 
expected to perform miracles with 
young people who are unready for or 
incapable of such change. I become 
frustrated when I take on parents’ im
possible dream that their son, who is 
flunking out of math, become an ac
countant. Living up to the expectations 
of others is difficult. Time for personal 
study, relaxation, and quiet times is 
limited. Free time is spent more in 
preparation than in recreation.

My wife and child receive joy from 
being accepted and loved by the people 
of our church. Gifts, phone calls, let
ters, and personal words of thanks 
bring happiness to each of our lives. My 
wife feels a part of much that I do and 
helps in my ministry. Feeling welcome 
and secure wherever we go helps us 
cope with the fragmentation of our hec
tic lives. There is a place of prominence 
and prestige whenever we attend a 
church or community function.

Yet, like Bilbo Baggins in J. R. R. 
Tolkien’s The Hobbit who becomes pos
sessed by overuse of Gollum’s magical 
precious ring,8 my family sometimes 
feels more possessed than loved. Emer
gencies, invitations, and meetings rob 
my family of time together. Days off are 
rare. I live in a paradox of whom to 
serve—those entrusted to my care at 
the church or those at home. My wife is 
frustrated if I do not schedule time for 
her into my week. Storey Leigh shares 
her father with three hundred other 
young people, and Kim often waits her 
turn for a night alone with me. This 
produces considerable anxiety for us at 
times.

Serving on a multiple staff offers 
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many advantages. The other staff mem
bers are a support group—my commu
nity of worship, prayer, and ministry. 
Some of them have become my best 
friends with whom I spend much of my 
spare time. They encourage growth and 
creativity. Cooperation and teamwork 
make my job easier and more produc
tive.

Compared to most office jobs, the 
church staff position is one of relative 
freedom. I plan my program and devel
op it. I choose my activities and build a 
program I consider effective. I like 
working with young people. Their 
openness, vitality, and insights make 
my work new and exciting each day. As 
God’s instrument, I enjoy molding the 
lives of young people.

My vocation also produces several 
frustrations. Working with an all
volunteer organization is sometimes 
like declaring war and having only half 
of the army show up with their weap
ons! Often the youth minister, like oth
ers on the staff, is forced to offer a 
babysitting service or a circus to enter
tain.

Everyone is an authority on youth 
work, and all parents know what is best 
for their children. Some want more 
Bible study; others, more activities; and 
all want more discipline. Pleasing a 
tribe of chiefs is hard on the captured 
paleface. And while there is relative 
freedom in choosing what I should do, 
my daily schedule is often manipulated 
by the needs and demands of others.

Being an "underling” on the staff 
totem pole offers its frustrations to one 
who likes to call his own shots. Sharing 
calendar time, budget money, and peo
ple’s talents and time produces tension 
among staff and church members.

All in all, there is no greater fulfill
ment than serving God and his people 
on a church staff. It is a calling. Simply 
to choose this work because it is fun or 

provides security is dangerous to both 
the staff member and the people. One 
can only endure for so long something 
on which his or her heart is not set. 
With God’s sure hand of encourage
ment and continued guidance, the min
istry to young people is one of the 
highest and most fulfilling callings in 
this world.

Gene Wilkes
Minister to youth 

First Baptist Church 
Richardson, Texas

From my earliest memory as a small 
child, I have been conscious of the fact 
that my life was to be spent serving 
others. Of course, in the process of 
growing up, I went through various 
stages in my thoughts, plans, and aspi
rations; but just after high-school 
graduation I felt a clear-cut call to the 
ministry. I did not realize for some time 
that my area of ministry would be 
through music. After nearly twenty- 
five years of ministry through music, I 
gratefully acknowledge that I do indeed 
find great joy in being a minister and in 
serving on the staff of a great church. I 
have said to persons countless times 
that they probably do not know anyone 
else who enjoys and loves what he does 
more than I.

There is great joy for me in working 
with people. Persons have vastly differ
ing personality orientations, and I just 
happen to be a "people person.” I love 
people; I enjoy working with them; and 
I find great fulfillment in sharing their 
greatest joys and their deepest sorrows.

I also love music, especially the 
music of the church, the music of wor
ship. Music has been an important and 
enriching part of my life for as long as 
I can remember. I find church music 
more fulfilling.

I find great joy and satisfaction in 
teamwork. I serve a church which has 
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a relatively large staff—seven full-time 
ministers. Working with a staff of this 
size should give ample opportunity to 
dream together, to plan together, and 
to work together as a team.

I have never had a problem in not 
being the "chief of staff” I am comfort
able serving in my own staff position. 
The ministers on our staff could hardly 
be more diverse in personality, in 
professional orientation, or in leader
ship styles. Sometimes this can contrib
ute to frustration and anxiety; but I 
have learned, and I continue to try to 
learn, to know my fellow staff mem
bers, to love them, to accept them as 
they are, to respect their professional
ism, to be patient with them, and to be 
humble in my own attitude and con
duct.

I am certain that the greatest frus
trations with which one must deal as a 
church staff member are poor personal 
relationships within the staff and the 
unrealistic desire and necessity, real or 
imagined, to please all the people. I 
have worked in some situations where 
staff relationships were as nearly per
fect as one could ever hope for in this 
life. I have also worked in situations 
where staff relationships were strained 
and where tensions were thick.

When staff members are really 
together, when teamwork is the norm, 
life is about as full and rewarding for 
all concerned as it can ever be. There 
are almost no obstacles that cannot be 
overcome when the staff is together. 
When there are personality differences, 
or philosophical differences, life can be 
pretty miserable. I am thoroughly con
vinced that most differences can be re
solved if that is truly desired and if 
those involved are willing to make the 
effort to stick with their jobs long 
enough to allow the differences to be 
resolved. Too many people quit too 
soon. I am glad that when I have ex

perienced less than ideal staff relations, 
I have been able to work through them. 
There are, however, circumstances 
that cannot be resolved, and at that 
point the one who finds his situation 
intolerable should leave quietly.

The other major frustration, the 
necessity to please everyone, is almost 
as difficult to manage as poor staff rela
tions. The church musician feels the re
sponsibility to please his audience, but 
he needs to be true to his own convic
tions as a minister and as a musician. 
Most of all he must direct his efforts 
toward praising and honoring God and 
toward inspiring and equipping others 
to do the same.

Deciding which of these considera
tions gets top priority may seem sim
ple, but it is not. Many take the easy 
way out and become crowd pleasers, 
without much regard for their own 
musicial or spiritual convictions, and 
with little thought as to whether their 
music pleases or honors God. I cannot 
live and function that way. I try dili
gently to choose, prepare, and present 
everything with consideration for the 
Lord, the congregation, and myself. 
That is not easy; it can produce frustra
tions. When it works, and it does most 
of the time, it is most rewarding.

Worship is the supreme act of the 
church. It is the source of inspiration 
and energy for all the other things the 
church does. The approach I have de
scribed is the one I have found which 
magnifies worship and gives me peace 
and confidence that I have my priori
ties straight.

I am certain that everyone in every 
line of work has some inevitable frus
trations; they just go with the territory. 
The music ministry is no different. It 
certainly has its frustrations. However, 
I am completely honest when I say that 
for me the joys far outweigh the frus
trations, and I truthfully would not 

Spring 1984 31



change places with any other person I 
have ever known.

William B. Williams
Minister of music

Immanuel Baptist Church
Lexington, Kentucky
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Poetry (New York: Harcourt. Brace and World, 1971), chapter 14.
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Church staff person,
Would you like

... to be able to work more effectively with the church secretary?

... to help the secretary feel that you really care about her as a person and about 
the important work she does?
... to help motivate her to do the very best she is capable of doing?

Why not order these four church secretary’s books for her and let her learn new 
and better ways to do her job. She can be even better than she is!

Order today from the Baptist Book Store near you:

The Work of the Church Secretary (5290-06), $8.10
A Church Office Manual of Style (5290-64), $4.85
Shortcuts for Church Office Workers (5290-63), $4.85
Church Secretary’s Handbook (5290-87), $11.00
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Planning with a Church 
Staff
REGINALD M. McDONOUGH

Whether formal or informal, group-de
veloped or conceived by the pastor, 
committed to paper or carried in the 
minds of the staff, every church staff 
has some type of planning system that 
it implements week by week, month by 
month, and year by year. After all, 
planning is nothing more than laying 
out a pattern of work to get from where 
an enterprise is to where it wants to be.

But is the planning system adequate? 
Is it comprehensive? Are the right per
sons and groups involved at the right 
times? Does it focus on priorities or on 
maintenance? Is it oriented toward the 
future or the past? Does it get results?

More specifically, the answers to the 
following questions should provide a 
closer look at a church and staff plan
ning system:

Teamsmanship.—Is there a feeling of 
trust, openness, and genuine concern 
among the church staff? Or is there dis
trust, competition, and jealousy?

Pastoral leadership.—Is the pastor 
actively involved in the leadership of 
the church and staff planning system?

Church priorities.—Does the staff 
have an agreed-upon understanding of 
church priorities?

Lay involvement.—Are various 
groups of laypersons actively involved 
in planning and decision making?

Planning meetings.—Does the 
church staff have regular planning 
meetings? Are staff meetings often 
shifted or cancelled because other 
things are given priority? Does the 

church staff have regular planning re
treats?

Planning agenda.—Does the staff 
spend most of its meeting time ironing 
out details related to immediate 
events? How much time is spent taking 
a long look?

Holistic perspective.—Does staff plan
ning primarily consist of coordination 
of the plans of various segments of the 
church program directed by staff mem
bers? Or do they balance their program 
with a holistic perspective?

Program budget.—Is the church pro
gram planning process properly related 
to the budget planning process?

Evaluation.—Does the staff have a 
process for evaluation and midcourse 
corrections?

Comprehensiveness.—Does the plan
ning system include operational, short- 
range, and long-range planning?

Results.—Are plans being imple
mented? Are goals being achieved?

Public opinion.—How do church 
members feel about the future of the 
church? Do church members express 
frustration about trying to relate fam
ily activities to the church’s schedule of 
activities?

The answers to these questions 
should give a clear picture of the 
adequacy of a church’s planning sys
tem and the effective involvement of 
the church staff. It is impossible to 
separate church staff planning and 
church planning. In a larger church the 
church staff is the primary planning 
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group. Unless the staff functions effec
tively, the church planning system will 
break down. They are the church’s 
chief planners and the administrators 
of the church planning system.

Types of Planning
Basically, there are three types of plan
ning activities: operational planning, 
short-range or annual planning, and 
long-range or strategic planning.

Operational planning is done from 
week to week and month to month to 
get ready for projects. It is necessary to 
keep the church program going. For ex
ample, a revival may be put on the 
church calendar as a part of the short- 
range planning process. But planning 
is not complete when the event is put 
on the calendar. Committees are set up 
to continue preparation. All of the 
preparation activity for the revival is 
operational planning. Operational 
planning also includes the planning 
done in preparation for the worship 
service and the church newsletter.

Operational planning is the most 
time-consuming. In fact, the demands 
of operational planning make it diffi
cult to make time for effective short- 
range and long-range planning. Time is 
given to operational planning because 
the system demands it. When opera
tional planning is inadequate, it is im
mediately apparent—something or 
someone looks bad. The content of most 
weekly staff meetings relates to opera
tional planning activities.

Short-range planning relates to mak
ing decisions about goals, action plans, 
budgets, midcourse corrections, and 
calendars. It is normally done in incre
ments of one year and is often called 
annual planning. Short-range planning 
can describe planning that is done for a 
quarter, six months, or one or more 
years. The basic issue relates to the 
level of decisions being made. Short

range planning decisions relate to 
putting an event on the church calen
dar and designating budget for the 
event. Using the example of a revival 
again, the decisions to calendar the 
revival and to allocate money in the 
budget are short-range planning activi
ties.

Most church staff groups do some 
type of short-range planning. It may be 
as simple as changing the dates on last 
year’s calendar to fit next year. More 
sophisticated short-range planning in
volves setting goals, developing action 
plans, and program budgeting. It 
should also be noted that short-range 
planning is continually being done 
even though a church may annually 
complete a short-range planning pro
cess. For example, setting the date for 
a special Bible study may be done three 
years in advance in order to obtain a 
certain teacher. The calendaring of this 
event may be done apart from the an
nual planning process. Also, this type 
of calendaring should not be considered 
long-range planning since it relates to 
an isolated event.

Long-range planning takes a compre
hensive look at the church’s future. It is 
often called strategic planning because 
it relates to making major decisions 
about the future directions of the 
church’s life and work. Most long-range 
planning is done for a period of three to 
five years or more. The number of years 
included in the plan depends on the sta
bility of the church’s environment. The 
reliability of planning information var
ies in direct proportion to the rapidity 
of change in a particular community. 
Some churches in a rapidly changing 
area would be unwise to develop a long- 
range plan for more than three years. 
Other churches in more stable areas 
could project future directions for as 
long as ten years.

From an ideal perspective a church 
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staff should lead the church to develop 
a long-range plan before beginning to 
do more intensive short-range plan
ning. However, experience has shown 
that it is more practical to learn to do 
effective short-range planning before 
launching into long-range planning. A 
long-range plan depends on effective 
short-range plans for implementation. 
Many long-range plans have simply col
lected dust on a shelf because the 
church did not have an effective short- 
range planning process.

The Pastor's Role
Effective planning will not happen if 
the pastor does not initiate and direct 
staff planning. There may be a few ex
ceptions, but they are few and far be
tween. The pastor is the only person 
with the perspective and power to lead 
the planning effort. The pastor is not 
the church’s superplanner, but he must 
be the leader of the planners.

His first planning responsibility is 
building a team. A church staff is not 
automatically a team. Commitment, 
time, patience, and persistence are re
quired to build and maintain an effec
tive staff team.

An effective team has a holistic view. 
Team members are willing to give and 
take for the benefit of the whole 
church. A team attitude is absolutely 
required to do effective staff planning. 
Staff members who use planning meet
ings to lobby for a particular program 
area can undermine staff planning.

Effective teamwork is built on trust. 
To develop trust persons must get to 
know and care about one another. 
Team-building retreats, sharing times 
in staff meetings, and staff fellowship 
events are some ways to build caring, 
trusting relationships.

No more will be said here about 
team-building because other articles in 
this issue deal with the subject more 

adequately. However, it should be 
clearly understood that effective staff 
planning will not happen until the staff 
can work together as a team.

The pastor’s second planning respon
sibility is making time for planning. 
The staff agenda is filled with many 
items that demand immediate atten
tion. It is easy to postpone planning 
until a later day. Planning will not get 
done unless the pastor makes it a pri
ority item on the staff agenda.

The pastor’s third planning responsi
bility is articulating openly his hopes 
and dreams and encouraging the staff 
to follow his example. The church and 
the staff look to the pastor for vision. 
The staff and the church will tend to 
maintain the status quo or develop iso
lated programs unless the pastor gives 
visionary leadership to church-cen
tered planning.

Another important responsibility of 
the pastor related to planning is bring
ing out the best in other members of the 
staff. A typical staff is composed of per
sons with different personalities and 
different abilities. The pastor should 
know enough about the abilities of each 
individual to help each person make a 
maximum contribution to the overall 
planning effort.

The pastor must also be the visible 
leader of the planning effort. He can 
and should delegate many of the details 
of planning, but he must be the front 
person. A church looks to the pastor for 
primary leadership. A plan may be 
technically adequate; but if the pastor 
does not visibly put his influence be
hind the plan, it will not get adequate 
attention.

Finally, the pastor must lead in the 
development of the planning system. 
The system must be outlined; persons 
and groups, informed about their par
ticipation; and meetings, called to get 
the system running.
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The Staff Member’s Role
The pastor is not the only person on the 
church staff who must accept responsi
bility for the success or failure of staff 
planning efforts. Every member of the 
staff team must shoulder the wheel.

A staff member’s first responsibility 
is to be a team player. This means being 
honest, open, and willing to put forth 
the effort to develop an effective team.

A second responsibility is to be pre
pared. When one person on the team is 
unprepared, the entire team suffers. 
Meeting times should be used to delib
erate and make decisions. When per
sons are not adequately prepared, a 
meeting can become a pooling of igno
rance.

Another important responsibility re
lates to openness. Some persons don’t 
have much to say in the planning meet
ings, but they are critical of the team’s 
decisions outside the meetings. This 
type of behavior can destroy the effec
tiveness of the team. Other team mem
bers should confront such a person.

The Church Council’s Role
In a small church with little or no staff, 
the church council does most of the 
church planning. However, as the 
church and the staff grow, more of the 
church planning responsibility is shift
ed to the staff. The staff will need to 
spend considerably more time planning 
than most volunteer church council 
leaders can give.

The planning role of the church 
council remains important, but the na
ture of its contribution changes. As the 
church staff assumes more of the de
tailed planning work, the church coun
cil assumes more of an input and 
evaluation role. Before the staff begins 
a particular planning process, the 
church council should be asked for in
put. Some churches have a church 
council and church staff retreat each 

year to initiate the next cycle of short- 
range planning. As the planning pro
cess progresses, the church council con
tinues to evaluate and approve the 
contents of the plans. By the time the 
plans are presented to the church, the 
church council should feel a sense of 
ownership equal to the church staff. It 
is a mistake to ignore the church coun
cil in the planning process. However, it 
is also a mistake to let the limitations 
of the volunteer church council limit 
the quality of the church staffs plan
ning.

The Role of the Long-range 
Planning Committee
Most churches elect a special commit
tee to develop the church’s long-range 
plan. In some churches staff members 
are made members of the committee, 
while in other churches the staff serves 
alongside the committee in a staff 
capacity. In either instance, the rela
tion of the staff to the long-range plan
ning committee will be different than 
to the church council. When a staff 
member serves on the long-range plan
ning committee, the staff member must 
wear two hats. Wearing one hat, the 
staff member should function from a 
holistic perspective; but wearing the 
other hat, the staff member represents 
a particular program area and seeks to 
provide input to the committee from 
that perspective. This dual role is diffi
cult to play. For this reason many staff 
members prefer to relate to the long- 
range planning committee in only a 
staff capacity.

Serving as staff to the long-range 
planning committee is primarily an ad
visory and informational role. The staff 
member seeks to make certain that the 
committee has the best possible infor
mation about its respective program 
area. It is also necessary to help the 
committee evaluate the effects of vari
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ous alternatives.
In a large church a long-range plan

ning committee cannot function effec
tively without considerable staff 
support. However, because long-range 
planning deals with setting major di
rections for the future, staff members, 
with the exception of the pastor, play a 
less visible role. The pastor, because of 
his position, will have a more active, 
visible role.

Staff Retreats
Regular staff retreats are essential to 
effective staff planning. The location of 
the retreats may be the church or an
other place. The location is not as im
portant as the atmosphere of the 
meeting. The staff needs hours of unin
terrupted time.

Every retreat should include some 
time for team building. Time spent in 
building relationships will pay big divi
dends in completing task work. The 
team-building activities should usually 
come at the beginning of the retreat.

Many staff groups have found it 
profitable to have three retreats per 
year—one in January, another in May, 
and another in late August. The winter 
retreat often relates to long-range con
cerns. Next year’s priorities and goals 
—short-range planning—are good sub
jects for the May meeting. The late Au
gust meeting usually relates to 
completing the short-range plans and 
setting up the proper structure for op
erational planning throughout the 
year.

A Short-range Planning Model
Space does not permit the review of a 
planning system for operational, short- 
range, and long-range planning. Also, 
since short-range planning is the heart 
of a planning system, the remainder of 
this article will be an overview of a 
model for short-range planning.

Essentially, any planning model 
must provide a way to ask and answer 
three simple questions: Why? What? 
How? As shown on the accompanying 
illustration, this model seeks to answer 
these questions in ten steps:

Purpose.—Any effective planning 
process must begin with the question, 
Why do we exist? If a church has a long- 
range plan, this information should be 
available in written form which can be 
deliberately and carefully reviewed. 
Otherwise, it is worth the time spent to 
write a statement of purpose and to 
make certain that the planners are 
working with a common understanding 
of purpose.

Key result areas.—These are the 
areas of the church’s work where re
sults must be achieved if the church is 
to accomplish its purpose. Typical 
areas might include: membership 
growth, program participation, pro
gram quality, community acceptance, 
financial support, leadership effective
ness, organization effectiveness, and 
service quantity and quality. These 
areas need to have a comprehensive 
purpose statement. They serve as 
categories for study, goal setting, and 
action planning.

Situation study.—Adequate plans 
must be built on a valid assessment of 
the environment. Five studies should 
be completed in each of the key result 
areas: past performance, current situa
tion, forecasts, opportunities and 
threats, and organizational strengths 
and weaknesses.

Priorities.—Not all needs discovered 
in the situation study can become plan
ning targets. The most critical needs 
must be given priority. It is best to 
make this determination early in the 
planning process.

Goals.—Goals are written in each of 
the key result areas. Goals tell what 
result is desired, how much is to be 
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achieved, and the time limit for achiev
ing stated goals. The emphasis is on the 
desired result, not on the method of 
achieving that result.

Action plans.—Action plans are the 
methods chosen to accomplish the 
goals. Action plans become the content 
for operational planning. The short- 
range plans contain descriptions of the 
action plans, the necessary organiza
tion, and the required resources. The 
final part of action planning is the de
velopment of a calendar of activities.

Budget.—Many church planning 
groups do a good job to this point and 
then give inadequate attention to the 
rest of the planning process. Budgeting 
is obviously an important considera
tion, but many planning groups do not 
connect the program-planning process 
with the budgeting process. The cost es
timates developed in the last step 
should be tabulated and compared 
against anticipated available funds. 
Lower priority items may need to be 
dropped.

Personnel assignments.—The plans 
are not complete until some person has 
been assigned responsibility for im
plementation. It is better to make a per
son, rather than an organization, 
responsible. If the action plan is to be 
implemented by some unit of organiza
tion, a specific person should be as

signed to lead the effort.
Feedback.—Feedback is the informa

tion collected during the effort and is 
used to judge progress toward goal 
achievement. In terms of a comprehen
sive planning system, feedback is part 
of operational planning. However, 
provision for obtaining feedback should 
be made as a part of the short-range 
planning process. Dates should be set 
for evaluation of progress.

Corrective actions.—Some goals will 
be achieved ahead of schedule, and oth
ers will be behind schedule. Corrective 
action is often needed to assure goal 
achievement. A plan should be flexible. 
In reality, a plan begins to change as 
soon as it is complete.

God is a planner. All things were 
made by him according to his plan. The 
entire Bible is a plan—a record of God’s 
plan and action to redeem, instruct, 
and fellowship with his creation.

A church can do no less than follow 
God’s example to the fullest of their 
ability. The primary motive for church 
planning is not to avoid failure but to 
achieve success—to be all that God 
would have his people to be. As equip- 
pers and enablers, a church staff has an 
awesome responsibility and opportu
nity to lead a church to plan and to 
implement its plans.
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Budget Goals
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A Job Performance 
Evaluation System
LA VONN D. BROWN

"No one is ever going to evaluate my 
ministry.” This statement was made by 
a pastor at a meeting where I had just 
described the evaluation system used 
by our church for a number of years.

I can understand his immediate reac
tion. After all, the minister is called of 
God. He may be seminary trained for 
his task. He often works without a job 
description. If he is conscientious, he 
has sought a biblical understanding of 
"the work of the ministry.” Much of his 
work is done behind the scenes. Many 
hours given to sermon preparation and 
maintaining spiritual disciplines go 
unobserved. Who, then, is qualified to 
evaluate the performance of the minis
ter? What layperson knows enough to 
be fair in his observations?

What I did not tell my friend at the 
time is that our ministries are being 
evaluated. The evaluation may take 
place in the coffee shop; over the back
yard fence; at a Sunday School class 
party; or in an annual, planned job per
formance evaluation. For those who 
choose the latter, permit me to describe 
a method used by the First Baptist 
Church, Norman, Oklahoma.

Developing the System
Historically, First Baptist Church of 
Norman has been a strong church 
located in a small town with the grow
ing University of Oklahoma. Through 
the years it has enjoyed a healthy min
istry among the townspeople of Nor
man. The student ministry has given 
an added dimension. University profes

sors and administrators have played a 
vital role.

In the late sixties a number of things 
of historical significance happened. The 
church was facing a major transition. 
The pastor, who had served the church 
well for forty-six years, had announced 
his retirement. Such times of transition 
always create uncertainty for the 
present staff.

The personnel committee, made up 
of strong, capable leaders, saw both the 
perils and the opportunities of such a 
time of transition. They were charged 
with the responsibilities of the success
ful functioning of the present staff, 
recommending salaries and benefits to 
the budget planning committee, and 
working with the pastor selection com
mittee to determine the general qualifi
cations for the new pastor.

When the time came to recommend 
salaries and benefits, they realized how 
little they actually knew about the job 
performances of staff persons. General
ly the only people who voluntarily 
came to them with information were 
the complainers, and they represented 
a small percentage of the total member
ship. How could they gather informa
tion from the larger body of the 
church?

The personnel committee members 
made it clear that they were not after 
anybody’s job. In fact, their primary 
concern in developing an evaluation 
system was to head off potential prob
lems rather than to solve any existing 
problem. Their desire was to develop an 
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effective job performance evaluation 
system that would provide the essential 
information needed for determining sa
laries and merit raises while encourag
ing improved job performance.

Producing the Necessary Instrument
The first problem was to produce an in
strument that could be used to gather 
the needed information. They could not 
turn to other churches for help because 
they knew of no churches that were in
volved in evaluation. They received 
minimal help from secular sources. The 
final document came from a series of 
long committee meetings.

They desired congregational partici
pation in the evaluation process. This 
participation is ideally representative 
of the congregation at large, but the 
most beneficial evaluation will come 
from those who worked closely with the 
staff person and had occasion to observe 
his/h^r performance on a daily basis.

The instrument would need to pro
vide information that could be used by 
the committee in overall evaluation. It 
should provide some way to quantify 
the results. It should reveal areas of 
strengths, as well as weaknesses, and 
the committee should be able to use the 
results to encourage improved perfor
mance and attitude on the part of the 
staff person where necessary.

In order to receive as accurate infor
mation as possible, the participant 
would have to be assured of the privacy 
of his/her evaluation. This would be 
done by clipping the participant’s name 
from the form as soon as it was re
ceived. From that point on the informa
tion was used without consideration of 
the personality of the evaluator.

It was determined that there should 
be five categories of evaluation: (1) un
satisfactory, (2) below average, (3) aver
age, (4) above average, and (5) excellent. 
An additional "no knowledge” column 

was provided for those who had no occa
sion to observe the staff person’s perfor
mance in a particular area. Space also 
was provided for personal comments.

The final product called for an 
evaluation of the individual staff per
son in four major categories: (1) person
al attributes, (2) education and 
experience, (3) work relationships, and 
(4) job performances. Each category 
had a number of subdivisions.

Implementing the Plan
The next step was to get the instrument 
for evaluation to the proper people. A 
letter giving instruction to the partici
pant was prepared. Each letter con
tained the necessary number of 
evaluation forms along with a stamped 
return envelope.

It was determined that the letters 
should be mailed in early August with 
a return deadline of September 1. This 
would give the committee time to tabu
late the results and use the information 
to make their report to the budget plan
ning committee.

Our church has an active group of 
thirty-six deacons. The committee 
agreed that each deacon should fill out 
an evaluation form on each profession
al staff person. The professional staff 
was also evaluated by various members 
of church committees who worked 
closely with them as they performed 
their jobs. The support staff (secretarial 
and custodial) was evaluated by the 
professional staff, as well as by selected 
members of the church who worked 
closely with them. In more recent years 
evaluation forms have been sent to ad
ditional members selected at random in 
order to broaden the representation. 
These forms were a different color so 
they could be quickly distinguished as 
random samples.
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Tabulating the Results
The percentage of return on the evalua
tion forms has been good. Three things 
contribute to this: (1) the motivational 
letter sent with the forms, (2) the prom
ise of anonymity, and (3) the assurance 
that the evaluations will be taken seri
ously by the personnel committee.

Immediately upon receiving the in
struments by return mail, the names of 
the evaluators are clipped from the 
form. The committee chairperson be
gins the process of quantifying the re
sults. This is done by assigning 
numerical values to the five categories 
of evaluation as follows: excellent—5 
points, above average—4, average—3, 
below average—2, and unsatisfactory 
—1.

Each returned evaluation form is 
carefully studied and tabulated for 
each staff person. The total number of 
"excellent” evaluations is multiplied 
by five; the total number of "above av
erage” evaluations is multiplied by 
four, and so on until the process is com
plete. Once a total of all evaluations 
has been determined, that number is 
divided by the total number of boxes 
checked on all the forms for that staff 
member, providing a median figure. 
The highest possible evaluation would 
be a 5, which would mean that every 
evaluator had checked "excellent” in 
every box.

Consider the following example: one 
staff person received: forty-two excel
lent evaluations, forty-nine above aver
age, twenty-four average, thirteen 
below average, and two unsatisfactory.

The total points would be tabulated 
as follows:

42 X 5 = 210
49 X 4 = 196
24 X 3 = 72
13 X 2 = 26 
2X1 = 2 

130 506 total points

That total is then divided by the total 
number of boxes checked (130). This 
provides a median figure of 3.89. This 
staff person’s overall evaluation would 
be on the high side of "average” and 
close to "above average.”

Using the Results
Our church generally gives two kinds 
of salary increases. A cost-of-living in
crease is given to each professional and 
support staff person who is retained. In 
the past few years this increase has 
been considered automatic. The reason 
for this is simple. If the cost-of-living 
factor increases by 7 percent and the 
staff person does not receive a 7 percent 
increase in salary, then, in reality, he/ 
she is experiencing a cut or loss in com
pensation.

The second kind of salary increase is 
in the area of merit raises. It is at this 
point that the information from the job 
performance evaluations comes into 
play. Merit increases are not automatic 
and may be given to only one or two 
staff people per year. If the evaluation 
forms reveal that a staff person has ren
dered exceptional service or has ex
perienced unusual growth in job 
performance, then a merit increase 
may be recommended.

However, the information gleaned 
from the evaluation process is useful in 
one other strategic area. It can be help
ful in achieving better job performance 
and improving attitudes. For that rea
son we have annual evaluation confer
ences for each person on our 
professional and support staff.

The process goes like this. The 
chairperson of the personnel commit
tee meets with the pastor. The pastor 
meets with each professional staff per
son. Then, the church administrator 
meets with each support staff person.

In each case the responsible person 
will make a careful study of the evalua
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tion forms. The conference is intended 
to be constructive, not destructive. Staff 
persons receive positive stroking for 
work well-done and for areas of growth 
and progress in performance. The re
sult may be a feeling of assurance and 
a sense of security that comes from no 
other source.

But sometimes problems emerge, 
and evaluations are low. It will be evi
dent from the information on evalua
tion forms that a staff person is not 
performing satisfactorily and needs to 
improve in certain areas of his/her 
work.

This happens whether or not you 
have a system of job performance 
evaluation. Where there is no annual 
evaluation, the situation will simply 
get worse until drastic action must be 
taken. On the other hand, an annual 
staff evaluation conference may lead to 
improvement.

A few years ago a member of our staff 
received some "below average” and 
"unsatisfactory” marks on the evalua
tion forms. The personnel committee 
viewed the situation as serious and 
asked the chairperson of the committee 
and the pastor to meet with the in
dividual. The evaluation conference 
dealt with the reality of the situation 

firmly but with compassion. The staff 
person was challenged to make im
provements in various areas of job per
formance within the next year. The 
results were positive. Improvements 
were made. The following year the 
evaluations were higher and have con
tinued to improve. This person is still a 
valuable member of our staff.

Staff evaluation does take place. It is 
inevitable. The questions are: Where 
and under what circumstances? Is it in 
a controlled or noncontrolled situation? 
Is it received in a form that is helpful, 
usable? Or is it intended to be destruc
tive?

As pastor, unless I am willing for my 
own ministry to be evaluated, I cannot 
conscientiously require an evaluation 
of other staff persons. Our church staff, 
deacons, and personnel committee 
members all agree that this job perfor
mance evaluation system has had a 
positive effect in our church.

In Acts 15:25, it is recorded that our 
early brothers in Christ did that which 
"seemed good.” In verse 28, they said, 
"It seemed good to the Holy Ghost, and 
to us.” This job performance evaluation 
system is presented in that same spirit; 
it seems good to us.
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PERSONNEL EVALUATION FORM

Activity or Department

Evaluator

Staff Member Being Evaluated

Month Day Year

Instructions: Rank the staff member 
being evaluated by making a check in 
the appropriate box to the right. In
dividuals being evaluated should be 
rated in terms of their ability to per
form the job currently held, rather 
than in comparison with others who 
may have held the job previously in 
this church or some other church.
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COMMENTS

PERSONAL ATTRIBUTES:
Christian commitment______________________
Integrity ___________________________________
Creativity _________________________________
Ability to inspire others ____________________
Personal witness____________________________
Community relationships __________________

EDUCATION AND EXPERIENCE:
Adequacy of education and training ________
Adequacy of prior experience _______________
Continuing growth on the job _______________

WORK RELATIONSHIPS:
Relationship with other staff members ______
Relationship with church members__________
Supportive of total church program ________

JOB PERFORMANCE:
Work organization__________________________
Work habits________________________________
Supervisory ability _________________________
Initiative (works without external pressure) _
Production (follows through, finishes tasks) _
Quality of performance (outcomes) __________

OVERALL EVALUATION
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An Interview with a 
Bivocational Staff
Clark Street Baptist Church, in John
son City, Tennessee, has three bivoca- 
tional staff members and a full-time 
church secretary. With an average at
tendance of 130, this church is involved 
in many activities most people expect to 
find only in larger churches. When we 
visited the church in May 1983, they 
were planning, in their weekly planning 
meeting, their youth week, Vacation 
Bible School, and church mission trip 
to Michigan. The atmosphere was posi
tively charged. This feeling comes 
through in the following interview with 
the church staff. For more about this 
church and how their bivocational 
team works, see "A Bivocational Team 
That Really Works” by Linda Barr in 
April 1984 Church Administration— 
Editor.

EDITOR: The first thing I’d like for 
each of you to do is tell us who you are, 
what you do at the church, and what 
your other vocation is.

CAMBRON: I’m James Cambron. 
I’m the pastor, and I’m in the insurance 
business.

CHURCH: I am Glenn Church. I am 
the minister of music; I also work for 
the United States Postal Service.

SAYERS: I’m Linda Sayers. I’m the 
secretary, and I’m a housewife and 
mother.

ALMAROAD: Roy Almaroad; I’m op
erations manager at Pepsi-Cola and the 
associate pastor here at the church.

EDITOR: I’d like for one of you to tell 
me a little bit about the history of the 
church and how it came to be bivoca
tional.

CAMBRON: Last year we celebrated 
the twenty-fifth anniversary of the 
church. As far as I know, this is the first 
time since it has been constituted as a 
church that it has been bivocational. I 
came here as interim pastor and re
mained as an interim for quite some 
time before they asked me to stay. The 
church called Roy at the same time and 
asked us to serve on a permanent bivo
cational basis. Prior to our coming, the 
church had a full-time pastor and a 
part-time secretary. Now they have a 
full-time secretary and three part-time 
folks.

One reason the church opted for a 
bivocational staff may have been finan
cial. We no longer have the same finan
cial problem.

SAYERS: Part of it was financial. 
Brother Cambron had been here as in
terim for almost a year, and I think the 
church’s decision to call him had a lot 
to do with his leading of the church dur
ing that time. They wanted him, and 
Roy had come in and helped. This was 
the way the people wanted it.

EDITOR: How do you plan with three 
bivocational people and one full-time?

CAMBRON: The key to it is really 
Linda’s being full-time and at the office 
all the time. She correlates the total 
organization. She’s more than a secre
tary; she’s an administrative secretary.

We do meet each Wednesday night 
prior to the prayer service and have a 
planning time together with the staff 
and the organizational leaders—what 
we call the church cabinet. One 
Wednesday night out of the month, we 
put the calendar together for the next 
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month. Each Wednesday night we sit 
down and go over the next two weeks to 
see how our planning is coming, how we 
are working together, and what needs 
to be done.

We obviously divide the ministry. I’m 
in charge of the services on Sunday 
morning, and Roy is in charge of the 
services on Sunday evening. Glenn is in 
charge of the music at all times. Right 
now, Roy is in charge of the outreach 
ministry; we have visitation every 
Thursday night. And I’m in charge of 
the prayer ministry of the church. We 
simply divide the responsibilities, and 
we continue to shift those to keep any
one from getting stale in one particular 
job.

ALMAROAD: Jim and I both come 
on Thursday night. We have some dea
cons and other people who go out on our 
weekly visitation.

We have our hospital ministry divid
ed, too. Jim goes on Monday, Wednes
day, and Friday; and I go on Tuesday, 
Thursday, and Saturday. There are 
times when we’ll switch those days; but 
this way, if one of our members is in the 
hospital, or if a relative of a member, or 
someone who has been put on our 
prayer list needs visitation, one of us is 
at the hospital every day. No one per
son has the load of going to the hospital 
every day. Being bivocational does help 
to divide that ministry at the hospital.

CAMBRON: Roy is in charge of the 
outreach ministry. He organizes it, and 
we both work at it just like we both 
work at the prayer ministry.

EDITOR: Do you think some mem
bers of the congregation respond more 
actively because they know their staff 
is bivocational?

ALMAROAD: As a bivocational 
team, I think we’ve had an excellent 
reception from the people. Many of the 
people are willing to pitch in and help 
out if we tell them there’s a need.

Let’s take our Vacation Bible School 
as a good example. Linda will be the 
principal of our Vacation Bible School, 
and Jim or I may come by once or twice 
during the week. Jim probably will be 
here for any children who need to be 
counseled about salvation. Linda will 
coordinate the total operation.

Many of the people pitch in and help 
more in areas like visitation. Jim and I 
are trying to get one of the laypersons 
to handle the direction of the visitation 
—feeling that they would relate per
haps a little better to another layper
son. We’ll still be here with the 
assignments, but we’re going to try 
some new avenues in that area.

EDITOR: Linda, tell us about your 
role as the only full-time staff member.

SAYERS: We have to work as a team. 
Since I’ve been here five and one-half 
years, I’m familiar with the different 
areas. In our small church I think I 
have to be aware of what’s going on in 
each organization and its needs.

Everyone reports to the church office. 
Because of that, I am aware of what 
goes on. Both pastors let me know what 
they are working on at any particular 
time, but after a while I developed a 
feel for working with both of them. I 
know some things they like and what 
they would like me to do.

I’m also the church organist. When 
Glenn has a break, he’ll drop by and 
we’ll order the music. Just yesterday, 
for instance, one of the church mem
bers came by; he was going to sing at a 
funeral and needed me to run over 
some music with him.

My job does require full-time com
mitment, and I believe I am where I 
should be.

EDITOR: Will each of you tell us how 
you feel personally about the demands 
of having two vocations?

CAMBRON: There is a certain 
amount of frustration, of course; and in 

46 Search



a sense there is never enough time. I 
think church work on the bivocational 
level calls for much better organizing, 
planning, and distributing of the work. 
The key is good, dependable staff to 
whom you can delegate responsibilities 
and have confidence that the tasks are 
going to be completed.

There are many advantages to being 
bivocational. One of them comes when 
you stand in the pulpit, because you 
live where the people live. You face the 
same temptations as they do on the job. 
You face the same frustrations of how 
to witness on your job. You can relate 
to people where they are; they respect 
you for that because they know you’re 
struggling with some of the same 
things they are. Using my time wisely 
is a matter of budgeting, making sure I 
have some family time and preparation 
time. Before coming to Clark Street, I 
had been bivocational, preaching three 
times every week. Working with Roy, I 
preach only once on Sunday, so I have 
much more time to put into that mes
sage. Then I lead prayer meeting on 
Wednesday night.

One of the things that helps me is 
that I own my own business; the Lord 
has been very gracious. In fact, my son, 
my son-in-law, and I, as well as three 
other people, work together. If I need to 
be off in the daytime, I can be. That 
really is an asset when there are emer
gency calls, funerals, and other things 
that must be handled.

CHURCH: I got into the music minis
try quite by accident. I happened to be 
in a church that was without a minister 
of music at the time, so they asked me 
to fill in. And, like Brother Cambron, I 
was interim here for two years. Then 
they finally decided I was the man they 
wanted, so they enlisted me as their 
minister of music. I do the music be
cause I enjoy it. I really don’t think 
much about the demands it makes on 

my time. Quite honestly, I would be in 
the church about the same amount of 
time even if I were not on the staff. I’m 
here because I enjoy it.

My family doesn’t resent the time I 
spend at church. In fact, my wife helps 
me out quite a bit, and she also sings in 
the choir.

I’m not my own boss on my outside 
job, but I do work for a good Christian 
man. Any time my service is needed 
here at the church, he makes the ar
rangements so that I can be here. I’m 
often asked to help with funerals and 
different things. I’ve never had any 
problem getting off any time I’ve 
needed to be at the church.

I don’t think I could do what I do here 
at the church without Linda’s help. I 
also have a good pianist who helps out 
quite a bit. I don’t plan all the music 
myself. Linda, the pianist, and I often 
talk to Brother Jim and Roy when 
we’re selecting special music. It’s not 
something that I do myself Here again 
it takes teamwork.

SAYERS: With children I have two 
full-time jobs! But this job is just a part 
of my life. I can agree with the others 
that there are frustrations with it, espe
cially when my children are sick. If 
they are, I just need to pick up the 
phone and say, "Hey, one of my kids is 
sick.” It’s worked out that I can be off. 
I’ve never had a problem with having to 
be off with any of the children. There’s 
always been someone to pitch in and 
help.

Because I love what I do, my family 
and I work together. If I’m late on a 
bulletin and it needs to be folded, it 
comes home lots of time. While the kids 
are watching TV, they fold them or 
they work on the newsletter. Lots of 
times they come into the office and 
pitch in and help. It’s just a part of our 
way of life. And it’s one that I like.

ALMAROAD: Jim is a very orga
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nized person. I think our system de
mands organization, and Jim does that. 
We call on Linda during the day to 
work out many of the situations, but 
Jim and I can call one another many 
times during the day and relate any 
problems that we have. Jim may call 
and say: "Roy, I’ve got something that’s 
come up; I need to switch Wednesday 
night Bible study with you. Will you 
take that?” Or I may do the same thing. 
This weekend I’m going to be out of 
town, and Jim will fill in.

Being on a bivocational staff is very 
demanding; but I love it, as I know 
these other three love it. If we didn’t, it 
would not be as successful as the Lord 
has made it.

The Lord has put the four of us 
together. Why he’s put us together 
right now I can’t answer totally, but 
there’s a reason for it. We’ve seen the 
Lord do some tremendous work here at 
Clark Street. I think the Lord has led us 
here at this particular time; we just put 
our dependence on that.

When we plan a revival, we all sit 
down and discuss it. We take it to the 
deacons, and we discuss who we’re 
going to bring and what kind of services 
we’re going to have. This process goes 
for a revival, Vacation Bible School, or 
whatever activity we have to plan.

CHURCH: These men are also in
volved in the music. Roy does what I 
ask him and spends quite a bit of extra 
time at the church because we have 
outside practices. And I’ve called 
Brother Jim many times and said: "I 
can’t make it tonight. Will you take 
care of the music?”

We have that kind of relationship. If 
something happens to prevent my 
being here, I don’t have to worry about 
it. All I have to do is let Brother Jim or 
Roy know I’m going to be away.

CAMBRON: I think there are a cou
ple of examples of our working togeth

er. The church bulletin is one. Tonight, 
we will begin to put together the week
ly calendar. For the final touches, 
Linda will call me Friday morning at 
my office, and I will dictate it over the 
telephone so it can be finished by Fri
day morning.

We put out a monthly newsletter in 
the same fashion. Most of my articles 
are dictated over the telephone from 
my office. She gets something from each 
of us and correlates it. Again, she’s at 
the helm.

Bivocational pastorates are not for 
every church and will not always be for 
this church. We just pray and trust the 
Lord that the church will grow to the 
point we can’t handle it any more. That 
would be ideal. This has happened in 
other places I’ve been, and I praise the 
Lord for that. As long as the Lord is 
using us and blessing our work and the 
people are satisfied and feel their needs 
are being met, then to the Lord be glo
ry; and we’ll stay with it.

EDITOR: What specific advice or 
suggestions do you have for churches 
considering a bivocational staff?

ALMAROAD: Brother Jim hit it a 
minute ago when he said bivocational 
pastors are not for every church. Bivo
cational men just would not in any way 
have time to take care of the needs of a 
congregation of four or five or six hun
dred people. There you would definitely 
need a full-time pastor and probably 
other full-time staff.

My advice in any situation where 
you’re looking for a pastor—whether 
it’s bivocational or whether it’s full- 
time—is to pray about it and seek the 
Lord’s guidance. Probably some of the 
staff at the Sunday School Board and at 
the Home Mission Board could give 
leadership and guidance in those areas, 
too.

CAMBRON: One thing I would say to 
churches is: Don’t close your mind to it; 
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at least consider it. I am aware of a 
small church that has tried to keep a 
full-time pastor on a salary he could not 
live on. There have been all kinds of 
problems for him; and he’s left the com
munity, owing money. That church 
needs to be honest with itself and real
ize that, with what it can pay, it should 
consider a bivocational pastor. It is un
fair not to pay a man enough so that he 
can live comfortably and not struggle 
or worry about his finances constantly.

A bivocational pastor can be much 
more prophetic. I don’t depend on this 
job for my financial support, so I can 
say whatever the Lord leads me to say. 
If I walk out of here tomorrow, I can 
eat. I have some friends in pastorates 
who are hanging in there because they 
have to and are praying, "Lord, please 
improve the situation here; or take me 
somewhere else.” It’s not a matter of 
being independent to the point of not 
trusting the Lord; it’s a matter of being 
a little more prophetic because you are 
not depending on the church for your 
complete financial support.

The people on this staff are here be
cause they love the Lord. They’re serv
ing the Lord by being here, and that’s 
why the Lord has blessed the ministry 
they’re performing.

CHURCH: I’d have to say the same 
thing Brother Jim said. Being bivoca
tional, I can feel free to do what I feel 
the Lord leads me to do in my ministry 
here in the church without being afraid 
someone will ask me to leave.

ALMAROAD: Any church of this 
size, or perhaps smaller than this, 
should never put out of its mind that it 
could be bivocational and do a good job. 
Many times the church and the pastor 
will be hurt because he is not being paid 
a livable wage. I think a full-time pas
tor should make an average of what the 
congregation makes. The church, in 
many cases, does not feel that way.

SAYERS: I’ve worked with both full- 
time and bivocational pastors. Having 
a bivocational staff changes the whole 
outlook of the church. They don’t know 
what they’re in for and the thrill that 
will be theirs. The people become more 
involved. They see that their pastor 
lives where they live everyday. They 
respect that. I think there is more re
spect because, in most churches with a 
full-time staff, the people are basically 
unaware of all that each staff person 
does. Many think the only thing a 
church secretary does is type the bulle
tin. It is the same with the pastor. All 
he has to do is preach on Sundays and 
make a visit or two. They have no con
cept of what the office is. With bivoca
tional people, the whole church 
becomes aware of what is done. This 
has happened here—the whole church 
has become aware, and each member 
sees what we do.

CHURCH: One important aspect of 
our relationship here is the availability 
of both of our pastors. They are more or 
less their own bosses; but there’s not a 
doubt in my mind I could call either one 
of these men at any time, day or night, 
and he would be there. They are avail
able. I think the success of a bivocation
al pastor would, to a great extent, 
depend on his other profession.

EDITOR: (Sam Grogg, deacon chair
man, later added his feelings about 
Clark Street’s bivocational staff.) How 
do you feel about the church’s having a 
bivocational staff? How do you feel the 
congregation responds?

GROGG: To really understand it, 
you’d have to understand the history of 
this church.

After our first pastor left, we had a 
number of pastors who were full-time 
in name but were far short of being full- 
time as far as their activity was con
cerned. It was my pleasure to be a dea
con at Central Baptist Church when 
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that church ordained Jim Cambron, 
who is now our pastor. In the twenty- 
five years now that I’ve been here, more 
leadership is provided today by the 
bivocational pastor than has been pro
vided since our first pastor of this 
church. He spends more time, even 
though he is bivocational, visiting, 
meeting, directing, and challenging. 
Roy works just as hard. As the associ
ate, he follows through on his respon
sibilities. But Jim is the leader—the 
one who builds the fires. He’ll work you 
to death; he’s that kind of pastor. I feel 
that he is freer in this than someone 
we’d call full-time, because he is not 
dependent on this church for his liveli
hood. He is financially independent of 
the salary, which is meager as far as I 
am concerned. He gives his all to this 
work. He is the type of person who 
strives, and his primary goal is to see 
people saved. He backs this up by doing 
the groundwork, the visitation. He’s 
also a Bible-teaching person.

As far as I’m concerned, the bivoca
tional pastors have far excelled some of 
the full-time pastors we have had here, 
both with time and effort. They’re just 
wonderful. I’ve been thrilled. I think if 
you’ll check our church records for this 
past couple of years—the number of ad
ditions to the church, the number of 
baptisms—you will see how we have 
grown, even compared to some larger 
churches. I feel that our leaders are de
pending on the Holy Spirit to direct us.

We had been so long without leader
ship. Through the years, this church 
primarily has been made up of tran
sient people. A lot of churches have the 
same group that comes and stays. We 
happen to be a church that attracts peo
ple who’re on the move. We’re now ave
raging around 130 in Sunday School.

The people accept the bivocational 
pastor exceptionally well. I have not 
heard one derogatory remark by any

one because he has a job besides his 
pastoral duties. They love him, and this 
is evidenced by the people’s loyalty.

The people’s acceptance is also 
shown financially. This church strug
gled for years. Since our bivocational 
pastor has come, we have paid off all 
indebtedness. We’re more than exceed
ing our budget, and this is something 
that hasn’t happened for fifteen years.

For the smaller church that does not 
have a large financial income, I think 
that having a bivocational staff is a 
good option. Having a pastor like we 
have here, who does not depend on the 
church for his livelihood, will mean 
much to a small church.

We’re all full-time Christians. We 
use the term full-time Christian service, 
and I understand what we mean. But I 
think sometimes a lot of people don’t 
understand that they should be giving 
100 percent for Christ all the time. Our 
pastor does exactly that.

Brother Cambron puts the workload 
on the deacons, as it should be. He pro
vides the leadership, but he doesn’t do 
all the work. He demands that the dea
cons be a part of the leadership of the 
church and that they, as well as the 
pastor, set the example. I like this be
cause it catches on, down through the 
other parts of the church. The deacons 
I’ve served with since Jim Cambron has 
been here are well pleased with the 
way he handles this situation. He does 
expect action. It’s a joy to me to work 
with a person like this because I’ve 
stayed here through the years, believ
ing that God wanted me here and that 
I could help.

What’s going on now is just wonder
ful! It’s just beautiful!

If you run into the situation where a 
church could use a bivocational pastor, 
and if you can get a person like Jim 
Cambron, my advice is to take him.
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Ministerial
Development in Context
ROYCE ROSE

Anthropologist Ashley Montague said, 
"Man is the most plastic, the most 
malleable, the most educable creature 
in the world.” An explosion in molding 
these plastic creatures has hit the 
worlds of both education and manage
ment. Changes such as these demand 
the attention of the New Testament 
church as it considers how to be most 
effective in accomplishing its mission.

In an address to a continuing educa
tion conference, Patricia Cross de
scribed some of the changes taking 
place in continuing education as it ap
pears in industry. "Though 90 percent 
of the adults engaged in organized in
struction today [are capable of college
level study], colleges and universities 
provide less than 40 percent of the or
ganized instruction for adults.”1

This "shadow educational system” 
invests more in its in-house training 
than all fifty states do in higher educa
tion. There are approximately forty- 
five thousand full-time corporate em
ployees who devote all or most of their 
time to educational duties.2

Cross pointed out that the distinc
tions which once prevailed between in
dustrial education and traditional 
education no longer exist. While col
leges and universities move to off-cam- 
pus programs to serve working adults, 
industry is building luxurious residen
tial campuses.3 IBM now has a twenty- 
six-acre, five-building campus near 
New York City. Aetna Insurance Com
pany has a thirty-five-million-dollar fa
cility in downtown Hartford that will 

house and feed four hundred residen
tial students. Eastman Kodak’s giant 
center and General Motor’s Institute in 
Flint are also representative of this 
movement. "The corporation, the trade 
association, and the trade union will do 
most of the creative and continuing 
education.... Only the overflow ... will 
appear on the campuses.”4

Another reversal is the movement of 
colleges into noncredit programs and 
the movement of industry into credit 
and even degree programs. Already, 
the American Council on Education 
has evaluated more than one thousand 
courses offered by more than one hun
dred corporations as worthy of academ
ic credit. Cross concluded, "I cite all of 
this evidence of growing numbers of 
educational providers, not to evoke fear 
that traditional education is facing 
unaccustomed competition, but to dem
onstrate that education has moved 
from an isolated phenomenon, confined 
to certain years of life and certain insti
tutions of society, to a pervasive influ
ence throughout the society.”5 
Organized instruction is becoming a 
part of almost every person’s life.

Development and MBO
This turn in traditional education and 
the rapid acceptance of management 
by objectives (MBO) in the past three 
decades may have some relationship. 
From its inception in the work of Al
fred Sloan in the twenties, MBO has 
introduced American industry to many 
new concepts. One of the most signifi
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cant contributions was that of human 
development as an aspect of the total 
management process. John Humble 
defined MBO as "a dynamic system 
which seeks to integrate the company’s 
need to clarify and achieve its profit 
and growth goals with the manager’s 
need to contribute and develop him
self.”6 Any management approach 
which fails to take into account the 
needs of the individual as a person to 
improve, grow, and expand his knowl
edge does not meet the criteria of MBO.

Students of management are aware 
of McGregor’s X and Y theories. His 
general idea was that the X manager 
views the worker as a resource to get 
the work done without regard for per
sonality, motivation, and individuality. 
The Y manager recognizes that most 
workers really want to work, to im
prove, and to achieve. Humble suggest
ed that MBO is, in a sense, a sincere 
attempt to demonstrate the reality of 
McGregor’s Theory Y.7

Warren Bennis, of MIT, identified 
three areas which indicate that MBO is 
a shift toward the Y theory. First, there 
is a new concept of man, based on in
creased knowledge of his complex and 
shifting needs, which replaces the over
simplified, push-button idea of man. 
Second, MBO introduces a new concept 
of power, based on collaboration and 
reason, which replaces a model of 
power based on coercion and fear. 
Third, there is a new concept of organi
zational values, based on humanistic- 
democratic ideals, which replaces the 
depersonalized, mechanistic value sys
tems of bureaucracy.8

The Church Application
Dale McConkey, in Managing Non
profit Organizations, offered sound rea
soning for using MBO in the church. 
There is a growing need for greater ac
countability in the nonprofit organiza

tion. There is a greater demand for 
more participation in the administra
tive functions. There is an increasing 
rate of change as organizations adapt to 
the changing world around them. Fi
nally, there is an increasing degree of 
complexity in organization, task, and 
services.9 These factors indicate a need 
for better management of churches 
through management practices such as 
MBO. McConkey’s explanation of ap
plying MBO to the church suggests a 
way for the church to put first things 
first and to avoid spending time and en
ergy on unnecessary things.10

The church should consider the MBO 
corollary of providing development for 
those who are managing. This concept 
has been expressed by the Home Mis
sion Board’s J. C. Bradley in his presen
tation of transactional church 
administration.11 Charles Willbanks, 
in a comparison of traditional and tran
sactional administration, explained 
that the latter creates conditions which 
enhance the expression of human tal
ent and integrate the goals of the work
er with those of the institution. This 
reflects McGregor’s Theory Y.12

MBO, then, has encouraged the idea 
that managers, or participants, in an 
organization become more a part of the 
mission of that organization when their 
goals and needs for development are 
considered along with the goals of the 
total organization. This concern for the 
development of the person has led secu
lar industry to develop massive pro
grams of training and continuing 
education.

Developmental training contributes 
greatly to persons’ satisfaction in the 
task area. If a minister or staff member 
sees that the needs of the church are 
met simultaneously with his needs as a 
growing minister, he is much more like
ly to stay and grow with the church. If 
a church stops to count the cost of los
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ing a staff member, it may begin to see 
the advantages of "worker satisfac
tion” as met by continuing education 
and development. When a staff mem
ber leaves, the average church spends a 
great deal of time and money inter
viewing, moving, settling, and training 
the new staff member. This does not 
take into account the repercussions 
such change can have on the program, 
spirit, and continuity of ministry in the 
church.

The type of development a church 
provides for its staff is an important 
factor in the life and ministry of the 
church. Development which stops with 
the classroom is not beneficial to the 
organization, reasoned George Ordi- 
orne.13 It is not enough for the church 
to "send the staff off’ for training. Ordi- 
orne said that new knowledge, new atti
tudes, and new skills learned in the 
classroom are likely to fade without on- 
the-job change.14 It is important to 
think in terms of skill development and 
methods improvement which the staff 
members can put to use immediately in 
their work situation. Knowledge and 
skills should be learned in context.

Denominational Resources
Southern Baptists have not been slack 
in providing ways to develop staff skills, 
knowledge, and methods. Baptist col
leges and seminaries have been in the 
forefront in providing both in-service 
training and continuing education op
portunities. Great strides have been 
made in recent years to ensure that 
those crossing the stage and receiving 
recognition of completed seminary 
work have had the experience of being 
on the front line of ministry. Programs 
of summer involvement in new work 
areas have added a new dimension to 
this work.

The area of in-service guidance is 
also a concern of Baptist colleges as 

they consider ways to expose their 
ministerial students to the experience 
of ministry service. Most Baptist col
leges have programs which address this 
concern. The Home Mission Board now 
has a consultant who relates totally to 
the in-service guidance programs of the 
seminaries, colleges, and Bible schools. 
In 1981, there were eighty-one institu
tions with in-service guidance pro
grams.

But experience and education devel
opment must go beyond the years of 
normal training for those who serve in 
our churches. Continuing education 
programs provide one means of carry
ing this out. Hundreds of opportunities 
are offered each year through a smor
gasbord of continuing education events 
sponsored by colleges, seminaries, as
sociations, SBC agencies, and state con
ventions. During a given year a staff 
member has any number of choices con
cerning ways to improve skills which 
help accomplish the mission of the 
church. Events may be for one day to 
two weeks or longer. Each contributes 
a unique part to the total development 
of personnel who serve the churches.

Development in Context
One other alternative is available to 
both professional and lay church lead
ers. This alternative allows instant 
reinforcement of the new knowledge 
and instant practice of the new skill. It 
can serve as either continuing educa
tion or basic skills education. It is the 
program of Seminary Extension.

Seminary Extension places develop
ment opportunities in the hands of 
those serving in churches in fifty states 
and twenty foreign countries. It places 
development opportunities in the con
text of ministry. Ministers do not have 
to leave their field or be concerned 
about the expense of travel and lodg
ing. It combines the practicality of the 
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industrial training opportunities with 
the quality of the educational institu
tion’s off-campus programs.

The curriculum of Seminary Exten
sion can be used in several ways. For 
that minister without formal theologi
cal education, it becomes his basic foun
dation for ministry. As many as half of 
the ministers currently involved fit into 
this category. They can gain a balanced 
theological education while continuing 
to minister in their churches. The min
ister can study preaching and then 
practice it two or three times a week. 
He can study the administration of the 
church’s educational program and then 
implement what he has learned in his 
work.

Seminary Extension also offers op
portunities for continuing education. 
Ministers who received their basic edu
cation prior to entering full-time minis
try find that their skills and knowledge 
get rusty. They also may find that there 
were some skills they failed to master 
during their seminary days. Seminary 
Extension offers them a chance to re
fresh forgotten knowledge and sharpen 
forgotten skills. An opportunity for 
sound, in-context education is there for 
the taking. Special helps for this type 
minister are provided in the division’s 
CESA system (Continuing Education 
for Seminary Alumni).

Since its inception in 1951, Seminary 
Extension has sought to provide oppor
tunities for church leaders and staff to 

develop the skills and gain the knowl
edge needed for ministry. Doing this 
within the context of ministry places it 
in a unique position to fill the need that 
has surfaced as concepts of MBO and 
continuing education have moved 
human development to the forefront of 
training.

If you would like to know more about 
the ministry of the Seminary Exten
sion Department, write Seminary Ex
tension, 460 James Robertson 
Parkway, Nashville, TN 37219. Please 
indicate whether you are a seminary 
graduate desiring continuing educa
tion opportunities or a minister desir
ing an opportunity for in-context 
theological education.
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The Apolitical
Stance of the
Foreign Mission Board
MARY C. HOGUE

One of the refreshing ground swells in 
Southern Baptist churches is the in
volvement of more and more pastors 
and laypersons in short-term projects 
in overseas missions. For them and for 
the churches which send them, it is im
portant to understand the Foreign Mis
sion Board’s stance of political 
neutrality in the countries where mis
sionaries serve.

Career missionaries have often 
worked patiently for years to establish 
good working relations with govern
ments of the countries they serve. This 
is basic to effective ministry in social 
programs and spiritual emphases.

Concerns for persons of all political 
persuasions is characteristic of the 
board’s stance. The position also re
flects the command of Jesus to preach 
the gospel among all nations. Following 
that command places restraints on 
Christians as they go into different cul
tures.

Foreign Mission Board action in Oc
tober 1974 reads as follows:

That the Foreign Mission Board 
reassert its stance of political neutral
ity in nations where its representa
tives serve, its concern for persons 
regardless of their political convic
tions or involvements, its readiness to 
work for the spiritual and 
humanitarian welfare of persons on 
all sides during times of crisis and 
war, and its request to missionaries to 

refrain from actions or statements 
which might endanger other mission
aries or national Christians or jeop
ardize the witness for Christ in any 
part of the world.
The kingdom of God is above the 

political plane, although political 
forces affect the citizens of God’s king
dom. How to conduct oneself as a citi
zen of two worlds has always produced 
tension, and different people react in 
different ways to that stress.

Jesus experienced that tension but 
kept the main purpose of his own life 
uppermost without trying to correct all 
evils of the society into which he was 
born. Jewish expectations for the Mes
siah revolved more around the mate
rial and physical than the spiritual; the 
spiritual ministry was not hidden to 
them in the Old Testament, just over
looked.

Jesus was aware of people’s needs 
and of the failure of governments to 
meet those needs, but he followed the 
timetable and the expectations of the 
Heavenly Father in his ministry. He 
fed the hungry and healed the sick but 
resisted attempts to force him into be
coming a political leader. When con
fronted with loyalty to government, he 
advised keeping responsibilities to God 
and Caesar separate.

Following Jesus’ teaching, most Bap
tists have sought to keep church and 
state separate in order to have freedom 
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to worship and to pursue life’s main 
purpose of Kingdom extension. Foreign 
Mission Board President R. Keith 
Parks believes that Baptist distinctive 
has double significance in foreign mis
sion outreach. "The distinction which 
Jesus made between That which is Cae
sar’s’ and That which is God’s’ must ap
ply,” he says. "Any implication of 
political connections compromises our 
singular spiritual ministry to a lost 
world.”

Overseas missionaries are guests of 
foreign governments, not citizens of 
those countries. "They have no right to 
intervene in the local political pro
cesses,” Parks states.

Real and lasting change in social 
problems and political structure can 
best come about through local Chris
tians. As the gospel is preached and in
dividuals respond, their lives are 
changed. The dynamic of a relationship 
with the living Lord sharpens the sense 
of justice, deepens compassion for the 
hungry and destitute, and quickens 
awareness of spiritual need.

In Korea Christ is changing the 
shape of the nation through the lives of 
individuals. Missionary Paul Rhoads 
says it is not so much revival as new 
birth that is happening. And he attri
butes the change to Korean prayer 
meetings—every morning at 4:30. He 
sees the real key to changed society as 
new life in individuals.

Ernest and Lee Ann McAninch dis
tribute literature in El Salvador. Many 
mornings they awake to the sounds of 
battle. Lee Ann says she did not think 
she could live in the nation before she 
came, but "the Lord gives strength to 
meet each thing as it comes along.”

The McAninches will stay as long as 
they feel there is a work they can do 
and as long as they are helping people 
by working in the churches and in the 
book store. "We are here strictly in our 

literature ministry,” Lee Ann McA
ninch adds, "and to win people to the 
Lord. We are not here to decide who is 
right and who is wrong.”

In the turmoil and upheaval of na
tions where they serve, missionaries 
have had to test the statement of politi
cal neutrality many times.

In Argentina, missionaries were 
caught in a web of strong conflicting 
emotions when the United States sided 
with Great Britain in the war over the 
Falkland/Malvinas Islands. Argentine 
Baptists made a formal statement in 
support of Argentina, but missionaries 
did not. By remaining neutral and 
making no public statements, the real 
purpose for the missionaries’ presence 
in Argentina was defined—to further 
God’s kingdom among Argentines. Bap
tists there assured missionaries of their 
love and asked them not to leave.

Other Southern Baptist missionaries 
have decided to remain in the midst of 
war. During the worst shelling of West 
Beirut, James Ragland opened Beirut 
Baptist School as a refugee center and 
ministered to all who came, including 
Palestinians.

In neighboring Israel, missionaries 
work among both Jews and Arabs. 
Since Jewish religious parties form a 
part of the political structure, siding 
with a particular position or action 
may have grave consequences. Believ
ers have been the target of violence and 
death. Political neutrality is the wisest 
position possible in this situation to 
protect the lives of believers.

Martha Skelton explored the view
points of three missionaries regarding 
political neutrality in The Commission 
(February 1983). She omitted names of 
missionaries and country to protect 
their continuing service and their Bap
tist co-workers.

One missionary takes a conservative 
view. It is important to him to keep gov
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ernment channels open in order to 
have witnessing opportunities in mili
tary installations and prisons. When is
sues arise that require him to make a 
choice, he seeks biblical understanding 
and the advice of other missionaries 
and national brethren before making 
any pronouncement.

A second missionary says that there 
are times when missionaries must 
apply their message to local life. In his 
country biblical concepts of justice are 
on the line. He believes a stand can be 
taken without siding with either pro
government or anti-government fac
tions.

Skelton cites a third missionary who 
reevaluates daily what he can and 
should say. The Board policy does a lot 
of protecting, he believes.

Where social problems can be al
leviated by working to change them or 
by speaking out, another missionary 
says he cannot be quiet; but some cau
tion must be exercised even then.

Parks says missionaries can bring 
more needed changes by constructive 
methods than by criticizing a govern
ment or leader. While he was a mission
ary in Indonesia, there was a time 
when one could not legally criticize the 
Communist party. A missionary from 
another field preached against the 
Communists while in Indonesia, caus
ing concern among Indonesian Baptists 
and missionaries. When Parks told him 
afterwards that he could not do that in 
Indonesia, the man felt that this stance 
was a compromise. Parks did not agree 
because missionaries did teach and 
preach biblical truth in direct opposi
tion to Communist philosophy without 
naming the group. The difference lay in 
dealing in principles rather than spe
cifics.

Missionaries can bring about change 

in the morality, ethics, human rights, 
and justice of a country by encouraging 
individual Baptists to apply those prin
ciples in national life.

One missionary inadvertently 
groomed a student to become president 
of the national convention of Baptists. 
The student was a seminary dropout 
but later wanted to resume study. The 
missionary was adamant with him. He 
would have to memorize the first chap
ter of the Book of James within a week 
as a test of his willingness to enter dis
cipleship training. When he returned a 
week later, he had memorized not only 
the first chapter but part of the second.

His study triggered questions: What 
is God’s wisdom? Could they study 
God’s wisdom next? What about God’s 
love? Could they make that a study?

The young man’s hunger for spiri
tual wisdom and truth prepared him 
for a leadership role. His teacher later 
commented that she sees the role of the 
missionary as an enabler, helping peo
ple to develop their own spiritual lives 
to their full potential so that they can 
lead their people.

The same missionary is comfortable 
with the Board’s position of political 
neutrality. Where she serves, it is abso
lutely essential to abide by that posi
tion. Both missionaries and other 
Christians have been killed in this 
country. Although in the midst of dan
ger, she can pursue what God called her 
to do because of the Board’s policy.

Like career missionaries, volunteers 
who fit into missionary service can best 
serve by winning individuals to the 
Lord. Where they construct buildings, 
aid the sick, teach reading, and per
form other caring ministries, their ser
vice will tell its own story of the love 
that brought them to another land.
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Book Reviews________

Voices from the Old Testament. 
James E. Hightower, Jr. Nashville: 
Broadman Press, 1982. 128 pages. 
$3.95, paperback.

Perhaps one of the most needed areas 
for sermonic help is in the area of Bible 
personalities. People continuously 
seem to be interested in the lives of 
other people. Much of the literature on 
Bible personalities has not presented 
the characteristics in a realistic man
ner. There is also the lack of pragmatic 
literature which helps one preach or 
teach realistically on Bible personali
ties. James Hightower, editor of Pro
claim magazine, has written a book 
with basic homiletical principles for 
preparing sermons on Old Testament 
personalities and twelve diverse ser
mon models about selected Old Testa
ment characters. The book is a unique 
combination of theory and practice.

The first chapter begins with a bibli
cal rationale of the Bible as a record of 
God’s relationships with various peo
ple. The author said, "I assume that the 
Bible was first told as stories before it 
became a written account” (p. 4). He 
added, "If the Bible is a collection of 
stories that were told and retold, then 
our preaching should be experienced as 
storytelling” (p. 4). Hightower iden
tified preaching on Bible personalities 
with the method of the Bible’s origin 
and development. After establishing a 
substantial rationale for telling the sto
ries of Bible personalities, the author 
proceeded to help with practical steps 
in how to tell a person’s story. In addi
tion to the exegetical study of commen

taries, Hightower stressed the need to 
connect the interpreter’s or preacher’s 
story with the people’s story.

In chapter 1, the author moved from 
a theoretical rationale for preaching on 
Old Testament personalities to a plea 
for variety in structuring sermons. To 
achieve variety in style the author off
ered three helpful, homiletical sugges
tions: Don’t be afraid to try. Use your 
exegetical imagination. Write out a full 
manuscript. Using these three intro
ductory suggestions, Hightower eased 
the reader into more sermonic tech
nique suggestions.

More than half of the first chapter is 
devoted to a discussion of sermon 
forms. The author was careful to 
memorialize the traditional forms of 
expository, life-situational, and topical 
preaching. His most helpful discussion 
of sermon form came as he related 
Bible personalities to the morphology 
of monologue, dialogue, Bible book, 
narration, thematic, series, and tradi
tional. With each one of these seven 
forms, the author gave a concise defini
tion of the form and brief practical 
helps about how one could prepare ser
mons using the particular form.

In chapters 2-13 Hightower gave 
twelve character studies. The selec
tions were varied, with such selections 
as Caleb, Jephthah, Hophni and Phi- 
neas, Esther, Job, Deborah, Ruth, 
Joash, Jonah, Jethro, Samson, and 
Naaman. A few of these Old Testament 
selections have been treated extensive
ly in other works, but Hightower has 
discussed many Old Testament per
sonalities which receive little atten
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tion. I have seen little material, for ex
ample, on Jephthah, Joash, or Jethro.

Not only is there a varied selection of 
personalities, but there is also a diverse 
manner of treatment of each character. 
The author demonstrates practically 
various forms which may be used in a 
sermon on a Bible personality. The 
studies of Caleb and Deborah represent 
a monologue. Hightower told the story 
of Caleb in the first person, and he told 
the story of Deborah through someone 
else’s eyes.

In chapter 11, the author presented a 
study of Jethro, using the dialogue 
form. It is a dialogue between Moses 
and his father-in-law, Jethro. To 
present the sermon orally would re
quire two persons. Still another form 
Hightower used was the Bible book 
method. This is where the author se
lected the main hero or heroine of a 
particular book in the Bible and told 
the story. For example, Hightower gave 
studies in Esther (chapter 5), Job (chap
ter 6), and Ruth (chapter 8) and drama
tized the book by using one of the main 
characters.

Hightower utilized the narration 
form for the studies of Jephthah, Hoph- 
ni and Phineas, Joash, Jonah, and Sam
son. In these studies the story of the 
particular Old Testament character is 
told simply; but within the story there 
is the skillful, subtle injection of both 
the teller’s story as well as the lis
tener’s or reader’s story.

Voices from the Old Testament is a 
helpful book for those who want to 
teach or to preach on Old Testament 
personalities. It is written in a conver
sational style, and it has ample illustra
tions of abstract principles. The first 
chapter is an excellent survey of theo
ries about Bible personalities. Many 
readers will be introduced to innova
tive techniques in preaching. The 
twelve character studies are pleasura

ble and profitable reading. The chap
ters have diverse content and style. The 
reader can read these studies and profit 
personally, or the reader can be moti
vated and taught to retell the ancient 
stories of Old Testament personalities 
in a realistic and practical manner. For 
those who are interested in teaching or 
preaching about Bible personalities, 
this book will be a helpful possession.

Harold T. Bryson
Professor of preaching 

New Orleans Baptist Theological 
Seminary 

New Orleans, Louisiana

Building Sermons to Meet People’s 
Needs. Harold T. Bryson and James C. 
Taylor. Nashville: Broadman Press, 
1980. 138 pages. $5.95.

Building Sermons to Meet People's 
Needs is a "meat and potatoes” book; 
it’s basic and essential. Written by two 
professors of preaching at New Orleans 
Baptist Seminary, this book displays 
helpful theory and practical advice.

The authors point out that the 
preacher is in control of his sermon. 
Because of this fact, he needs to give 
serious attention to the best ways of 
building sermons to help meet people’s 
real needs. Bryson and Taylor show 
how the Bible can be interpreted from 
a personal perspective. "To deal solely 
with hermeneutical . . . matters might 
cause one to miss the life dimension of 
the text. One’s whole system of study
ing the Bible for a sermon is brought to 
bear upon the task of interpreting life” 
(p. 22).

Chapter 3 is entitled "Putting People 
in Sermons.” The authors write, "All 
preaching should have for its main 
business the direct constructive meet
ing of some problem which puzzles the 
mind, burdens the conscience, or dis

spring 1984 59



tracts life” (p. 39). The pastor knows 
people’s needs by being self-aware and 
by closely observing life. Visitation in 
parishoners’ homes also indicates their 
life needs.

Chapters 4 through 7 deal with the 
practical realities of writing sermons. 
The beginning preacher often asks, 
"How do I start to build a sermon?” The 
authors indicate how the preacher can 
get ideas from the Bible, focus on an 
idea, expand it into a sermon, supply 
the necessary illustrations and transi
tions, and conclude in a way which will 
help the listeners.

The discussion of the sermon’s propo
sition, purpose, and objective is essen
tial. Many preachers fail to focus on 
one clear idea, have no real idea why 
they are preaching a particular ser
mon, and do not know what they hope 
to accomplish. Bryson and Taylor are 
especially helpful in these areas.

This book concludes with a discus
sion of communication as a process 
rather that a static reality: "You need 
to develop the art of understanding the 
needs of people, what they are think
ing, and what their feelings are about 
the sermon at the time of delivery. 
Preaching then will be dialogical with
out the use of spoken words from the 
audience” (p. 118).

A few minor flaws can be found in the 
book. Two lines are mixed up toward 
the bottom of page 30 and make no 
sense as they stand. A diagram of Mas
low’s hierarchy of needs is out of place 
in the text of page 44. Reuel Howe’s 
name is spelled "How” in the bibliogra
phy.

These problems aside, Building Ser
mons to Meet People's Needs is an excel
lent book for the beginning preacher to 
study and for preachers with more ex
perience to peruse for new perspec
tives.

Don M. Aycock
Pastor 

West Side Baptist Church 
Louisville, Kentucky

The Doctrine of Biblical Authority. 
Russell H. Dilday, Jr. Nashville: Con
vention Press, 1982. 158 pages. $2.55.

For several years Southern Baptists 
have been fighting about the Bible. It 
seems odd to me that the book that tells 
us of God’s love is the book we choose to 
fight about. This book was written out 
of response to this in-house fighting and 
because Baptists really do love the 
Bible. It is one in a series of books devel
oped annually by the Sunday School 
Board to help Baptists understand doc
trine.

Russell H. Dilday, Jr. is a well-known 
Baptist leader. Currently he is presi
dent of Southwestern Baptist Theologi
cal Seminary. He has been pastor of 
several large Baptist churches. As a 
preacher, scholar, and Baptist leader, a 
finer choice in writer could not have 
been made.

The book is divided into ten chapters. 
A brief outline follows.

Chapter 1, "Sources of Authority in 
Christian Thought,” explores the basic 
question of authority. Alternative doc
trines of authority are investigated, 
and a pattern of authority is presented 
as the best approach. The chapter also 
proposes the case for biblical authority, 
verified by internal and external evi
dence.

Chapter 2, "The History of Biblical 
Authority from the Early Church to the 
Middle Ages (Christ to AD 1500),” and 
chapter 3, "The History of Biblical Au
thority from the Reformation to Mod
ern Times (AD 1500 to Present),” 
briefly trace the history of this doctrine 
from the early church through the cur
rent discussions of biblical authority in 
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our own denomination.
Beginning with chapter 4 the various 

elements of the doctrine of biblical au
thority are presented.

Chapter 4, "God Revealing Himself 
to Man—the Origin of Biblical Authori
ty,” explores the necessity of divine 
revelation and how God has chosen to 
share himself with man.

Chapter 5, "How Did God’s Revela
tion Come to Be Written?” deals with 
the theories of inspiration and exam
ines in particular what the Bible teach
es about inspiration.

Chapter 6, "How Did the Written 
Revelation Come to Us in Our Lan
guage?” deals with an equally impor
tant theme of transmission, the miracle 
of how the sixty-six books came togeth
er and how God has preserved them 
over the centuries.

Chapter 7, "What Kind of Book Is the 
Bible?” and chapter 8, "How Have 
Southern Baptists Described Biblical 
Authority?” deal with the unique na
ture of the Bible and the various ex
pressions Southern Baptists through 
the years have given to the doctrine of 
biblical authority.

Chapter 9, "Biblical Authority Calls 
for an Understanding of the Bible,” in
dicates how important the interpreta
tion of the Bible is to a clear 
understanding of its authority.

Chapter 10, "Biblical Authority Calls 
for Obedience,” concludes the study 
with a call for a practical application of 
scriptural authority in everyday life. It 
points out that defending the authority 
of the Word of God is not our only goal. 
We also must bow in submission before 
its truth and in courageous obedience 
put it into practice.

The significance of this book is its 
timeliness in Southern Baptist life. Dil- 
day is not interested in telling us what 
to believe about the Bible, but in our 
understanding the issue of biblical au

thority from a historical perspective.
The Bible is central to Baptist life. 

Dilday makes me proud to be a Baptist. 
He reminds me of my God-given right 
to responsibly interpret Scripture in 
the light of Jesus Christ. He una
shamedly calls us from fighting about 
the Bible to sharing it with a lost world.

Perhaps this book needs to be taught 
to our thirty-six thousand pastors first, 
then to our fourteen million members.

James Hightower
Specialist in pastoral ministry 

Church Administration Department 
Sunday School Board 
Nashville, Tennessee

Stages of Faith: the Psychology of 
Human Development and the Quest 
for Meaning. James W. Fowler. San 
Francisco: Harper and Row, 1981. 332 
pages. $14.95.

Stages of Faith is the latest and most 
complete account of James Fowler’s re
search in the psychology of human de
velopment and the quest for meaning. 
The earliest statement in book form of 
his theory of faith development ap
peared in Life Maps: Conversations on 
the Journey of Faith (with Sam Keen, 
Waco: Word, 1978) which grew out of a 
colloquy at Houston’s Institute of Reli
gion at the Texas Medical Center. Tra
jectories of Faith (with Robin Lovin et 
al., Nashville: Abingdon Press, 1980) 
was next to appear. It illustrated Fowl
er’s stage development theory through 
the "psychobiographies” of Malcom X, 
Anne Hutchinson, Blaise Pascal, Lud
wig Wittgenstein, and Deitrich Bonho- 
effer. It is, however, Stages of Faith 
\,hich presents the definitive state
ment of his theory.

Fowler is the director of the research 
project on faith and moral development 
and associate professor of theology and 
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human development at Candler School 
of Theology, Emory University. For 
Fowler, faith does not mean belief in a 
particular creed, doctrinal statement, 
or value system. Rather, faith is per
ceived as the way one goes about giving 
meaning to life. Faith is something one 
does (emphasizing the aspect of verb 
over noun). Since all living persons op
erate by some basic faith (i.e., they give 
meaning to their life), faith in this tech
nical sense is universal.

Fowler and his colleagues inter
viewed 359 individuals from 1972 to 
1980. The interview questions and their 
statistical findings are included as ap
pendices at the end of the book. From 
these interviews Fowler has suggested 
a six-stage developmental theory 
which, he posits, all people seem to 
share. The heart of the book (Part IV) 
describes each stage in detail. The crisis 
which triggers the transition to the 
next stage is noted. Excerpts from in
terview transcripts illustrate and in
carnate each of these stages. At the 
conclusion of each of these chapters the 
author has added a succinct summary 
of the stage under discussion.

Fowler admits that his own thinking 
has been highly influenced by the re
search of Jean Piaget on cognitive de
velopment, Erik Erikson on human 
development, and Lawrence Kohlberg 
on moral development. To illustrate 
how he is indebted to these thinkers 
and how their disciplines relate to faith 
development and to one another, Fowl
er has written a fictional conversation 
in which the reader overhears how 
these men would have spoken about the 
stages of human development from 
their point of view had the conversa
tion actually occurred. This chapter 
serves to orient the reader to the role 
faith development plays within the 
larger framework of human develop
mental psychology.

The book’s concluding chapters allow 
the reader to experience working with 
the faith development theory. Follow
ing an extensive transcript of an inter
view with "Mary,” Fowler guides the 
reader in applying his theory to Mary’s 
responses. Thus one can see how the 
theory took shape after analyzing all 
359 interviews and how the theory can 
be applied to interview responses to de
termine one’s own stage of faith devel
opment.

This book is not designed to make a 
person feel "holier than thou” because 
he has attained a higher level of faith 
development than another individual. 
Rather, it is an attempt to explain 
something we all do—that is, how we 
give meaning to our lives. No doubt fur
ther research will refine Fowler’s theo
ry—which itself is developing! One does 
not have to agree completely with the 
author to recognize his strong influence 
today in the field of the psychology of 
religion. However, the Christian leader 
who finds this faith-development theo
ry to be valid will feel the ramifications 
it brings to the disciplines of proclama
tion, religious education, and pastoral 
care (among others). But most of all, the 
reader will appreciate the self-under
standing of his own journey in faith 
which this book brings.

Wallace W. Buckner
Pastor

Grace Baptist Mission 
San Francisco, California

Discipling Through Theological 
Education by Extension. Vergil 
Glenn Gerber, editor. Chicago: Moody 
Press, 1980. 191 pages. $4.95.

"Multiplying nuclear cells around the 
world”—that is the way Christianity 
grows through personal witness under 
the power of the Holy Spirit. Disciple
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ship is described in this book as the cul
mination of evangelism. Evangelism 
leads an individual to make a commit
ment to Christ; discipleship takes him 
from this point to an inner growth (in 
stronger faith, knowledge of God) and 
to an outward growth (into the world— 
witnessing to people and "reproducing” 
his own Christianity in them). As he 
does this, he is discipling others or prac
ticing discipling in the name of Christ.

Instead of proposing that discipling 
demands theological instruction of 
leaders for the churches, the authors of 
this book propose that discipling and 
theological instruction are much the 
same. That is, an individual is instruct
ed theologically as he disciples others. 
The educational model to allow for this 
is Theological Education by Extension 
(TEE), a theological manifestation of 
the adult education movement of the 
twentieth century. TEE first emerged 
in the missionary work in Guatemala 
in the early sixties. While the educa
tional model for the kind of discipling 
proposed by Gerber is TEE, the 
theoretical model is church growth as 
proposed by Donald McGavran of the 
Institute of Church Growth at Fuller 
Theological Seminary (also since the 
early sixties). McGavran’s approach 
focuses on factors that contribute to 
receptivity toward the gospel among 
particular populations. In fact, numer
ous projects in church growth and TEE 
have and are being conducted espe
cially in Third World countries. Theo
logical Education by Extension, 
combined with the church growth 
thrust for aggressive evangelism, has 
become at least a valid supplement to 
the residence concept of theological 
education. In fact, the leaders of TEE 
have suggested that it is not a supple
ment but the most legitimate method. 
It has the local church provide the edu
cation of leaders who already have 

proved themselves as such (instead of 
young people who are yet to prove 
themselves). It is a matter of selection 
of those naturally gifted, they claim. 
Enlargement of the concept of ministry 
is a good feature of the movement (as 
can be seen from McGavran’s concept 
of five levels of ministry, from the local 
leader, a layperson, to the pastor of a 
large church and the international 
scholar). Contextualization of theology 
to specific countries where missions are 
conducted is also an important aspect 
in this combination of education and 
evangelism.

Vergil Gerber served for many years 
as a missionary to Latin America and 
as a missionary executive for the Con
servative Baptist Association of Ameri
ca (a conservative, missions-oriented 
split of the American Baptist Conven
tion). He is executive director of Evan
gelical Missions Information Service, 
headquartered in Wheaton, Illinois. 
Gerber has been involved in the promo
tion of church growth workshops in 
many countries. His previous books 
have been on missions and church 
growth (Missions in Creative Tension, 
1971; God's Way to Keep a Church 
Going and Growing, 1973—the latter is 
a numerically oriented, statistics-aid
ed, church growth workbook). His 
present book brings together both 
"classic” and recent contributions by 
Lois McKinney, Terry C. Hulbert, 
Ralph R. Covell, A. Clark Scanlon, Fred 
Holland, George Patterson, Avery T. 
Willis, and Vergil Gerber himself. The 
novelty of this book is that it shows 
clearly how the concepts of church 
growth and TEE belong together.

There may be some overstatement on 
the superiority of TEE over residence 
seminaries. (All the leaders of the 
movement are residence seminary 
graduates themselves.) It remains to be 
seen whether, in fact, as suggests one of 
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the authors, the programmed text
books used exclusively in TEE allow for 
discovery learning more than the "bor
ing” lectures in a residential seminary. 
The dim view of the value of large li
braries in residential seminaries may 
well lead to a narrow-minded ministry. 
But the point is well made that the 
church leader must belong in the com
munity he serves.

This book is important for anyone in
terested in foreign missions, evange- 
lism/church growth, and extension 
forms of Christian education. It is read
able for both the layman and the spe
cialist. Simulated letters from 
residence and extension seminary stu
dents, at the beginning, set the attrac
tive tone of the book.

Samuel Gomes
Southwestern Baptist Theological

Seminary
Fort Worth, Texas

Say No, Say Yes to Change: Finding 
Growth Opportunities in Life’s 
Changes. Elaine Dickson. Nashville: 
Broadman Press, 1982. 144 pages. 
$5.95.

Elaine Dickson is on the right track! In 
explaning the issue of change she ex
amines the questions What? and How? 
rather than Why? Listen to her words:

While growing up, I plagued my par
ents with why questions. My whys were 
curious and spontaneous. They also 
were sometimes difficult to answer. 
They still are! But several years ago I 
became seriously interested in the 
change processes I and others were ex
periencing. Instead of spending so much 
time with Why? I started probing the 
What? and How? of change. And, like 
others who have walked into the un
known as an explorer, I return to extend 
to you my hand and a little light, as 

together we continue life’s quest, (p. 12)
Because of this purpose Dickson 

deals with the process of changing rath
er than specific changes persons should 
make. Here is how she describes what 
the book can—and cannot do:

This book does not suggest specific 
changes for us to make. It is about the 
process of changing. This book does not 
deal with change on a big scale, like the 
changing number of old people in our 
population or the changing amount of 
energy resources in our world. The em
phasis of the book is on personal change 
in settings, such as home, school, 
church, and work, where we have the 
possibility of person-to-person contact 
and face-to-face communication with 
other people. Massive social change, like 
the changing role of women, is dealt 
with only as it enters the smaller world 
of our personal experiences. This book 
may not help you and me change the 
world, but it should help us change and 
respond to change in our world—that 
part of the world we touch and which 
touches us. (p. 14)

Elaine Dickson delivers what she 
promises. Her chapter on resisting 
change is worth more than the book’s 
price. Chapter 6, "Listening to Stran
gers,” has a lengthy section on conflict 
(both its process and management). 
That section should be required read
ing for all persons engaged in ministry.

This book deals with the change pro
cess effectively; however, it forces us to 
deal with change existentially. Each 
chapter concludes with questions for 
reflection. If these are used seriously, 
the reader can deal redemptively with 
change in his personal life.

Dr. Dickson is currently a free-lance 
writer and consultant. At the time this 
book was released, she was the manag
er, Direct Sales Department, Sunday 
School Board of the Southern Baptist
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Convention. She has served as a staff 
member of Southern Baptist’s Wo
man’s Missionary Union and as dean of 
student affairs at Southern Baptist 
Theological Seminary, Louisville, Ken
tucky. Elaine Dickson is alive with ex
periences. She brings these to Say No, 
Say Yes to Change. The alive quality of 
her illustrations help the book’s con
tent come to life.

One last note, each chapter begins 
with a poetic prayer by Billie Pate. 
They catch the essence of each chapter 
plus inspring us to ask God’s guidance 
as we face the everyday challenge of 
change.

It’s a noteworthy book that receives 
an A+ from this reviewer.

James Hightower, Jr.
Specialist in pastoral ministries 

Church Administration Department 
Baptist Sunday School Board

Nashville, Tennessee

The Senior Years: Getting There, 
Being There. Jack Gulledge. Nash
ville: Convention Press, 1983. 164 
pages, paperback. $2.75.

This book about aging is both enter
taining and informative. Its main point 
is that more persons than ever are 
making it to retirement age and 
beyond, so the last chapter of your life 
will probably be longer and more hope
ful than you might at first think.

Jack Gulledge, editor of Mature Liv
ing, authored the book. Formerly, he 
edited Proclaim, a periodical on 
preaching. In earlier years still, he pas- 
tored and worked in administration of 
a hospital. This volume gathers all 
these emphases into one. The Senior 
Years is supportive. It is sermonic in 
nature with a lot of anecdotes. There is 
strong encouragement to plan with 
some how-to’s included. Horace Kerr, 

supervisor of the Senior Adult Section, 
Family Ministry Department, Sunday 
School Board, wrote the following en
dorsement: "I am enriched by having 
read this book. I believe you will be 
too.”

The author edits other people’s 
manuscripts constantly. He has done a 
good job with his own. The Contents 
includes eight chapter titles that are 
interesting enough to inform the read
er and launch him into the main mate
rial. The book has a flow to it that is 
appealing. Documented materials are 
woven together with entertaining folk
sy stories. Obviously this is a popular 
style of presentation. "Don’t take me 
too lightly or too seriously,” the writer 
seems to say.

Browse through the index, and you 
will discover some strong hints on what 
Southern Baptists are doing in minis
try to senior adults. Most, but by no 
means all, of the sources are drawn 
from Southern Baptist writers.

You would expect the book to have a 
biblical foundation, and it does. Chap
ters often begin with a Bible character 
or characters. Then the transition is 
made into modern-day life. I think a 
theology of aging would have strength
ened the book.

The book should appeal to median 
adults who are beginning to get serious 
about the next chapter of their lives. 
Senior adults will find the book a help
ful and hopeful checklist on what they 
can do to make their lives more fulfill
ing. Gulledge dedicated the book to his 
wife, Shirley; so he offers it with love 
and respect. The Senior Years left me 
informed, challenged, and encouraged.

Fred McGehee
Career guidance consultant 

Church Administration Department 
Sunday School Board 
Nashville, Tennessee
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1982 Update Directory 
Excellent Office 
Guidebook!
Have you ever needed the complete mailing address of the church where Sunday’s 
new member previously attended? Has a faithful member asked you about Southern 
Baptist churches in the area he is moving?

If you or your church staff have ever needed a church mailing address for any 
reason, you’ll be glad to see this—the 1982 Update Directory of Southern Baptist 
Churches. It’s a quick and easy reference book, containing the mailing address, city, 
state, and zip code for all thirty-five thousand Southern Baptist churches. This 
handy reference tool is widely used by churches, associations, and state conventions.

Order the 1982 Update Directory of Southern Baptist Churches for your church 
office on the Undated Materials Order Form under the "Sunday School Growth” 
heading. Item #9579-6, $15.50.
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Building Sermons to 
Strengthen Families

. .. the title of a new book by G. Glenn Saul 
and William Pinson, Jr.

This book is to help pastors prepare stimulating 
sermons on the “family”

Building Sermons to 
Strengthen Families

D. Glenn Saul 
William M. Pinson, Jr.

PARTNERS N GROWTH

BAPT ST 
BOOK 
STORES

BUILDING SERMONS TO 
STRENGTHEN FAMILIES provides 
pastors with ideas of enrichment to use 
in preaching to “strengthen families” 
through commitment, responsibility, and 
behavior, thereby growing strong and 
healthy individuals. Skilled writers such 
as Saul, Pinson, and J. P. Allen give sug
gestions for a series of sermons on the 
family.
Chapter titles include:
• Preaching to Strengthen Families 
• Needs of Today’s Family Members 
• Issues and Problems Facing Families 
• Biblical Resources for Sermons on 

Family
• Approaches to Preaching on Family 
• Applying Basic Beliefs to Family 

Living
• Other Ministries Related to Preaching 

on Family
• Preaching on the Family: How to 

Prepare a Sermon
• Sermon Analysis
• Sample Sermons on Family Life
• Resources for Preaching on Family 
(Convention) $6.55

Visit your Baptist Book Store or order 
from the Baptist Book Store or Mail 
Order Center serving you.

PLEASE NOTE: On all cash mail orders add state sales tax for AL, AR, AZ, CA, CO, FL, GA IL, 
IN, KS, KY, LA MD, MI, MO, MS, NC, NY, OH, OK, SC, TN, TX, VA WA and add the following 
for delivery and handling—$1.00 on orders for $15.00 or less, $2.00 on orders $15.01-$50.00, $3.00 on 
orders $50.01-$100.00, or $4.00 on orders over $100.00. 9-G521



e re in a Countdown to Ibmorro

Satellite V>1984
Telecommunications

Ministry Network
Operated by the Baptist Sunday School Board

BTN Equipment Needed
In order to receive BTN programming, your church will 
need the following:

• TVRO (television receive only) equipment: para
bolic dish antenna, feed horn, microwave receiver 
with modulator and downconverter, and LNA (low 
noise amplifier)

• Television set
• 1/2" VHS videocassette recorder/player
• BTN Subscription

BTN Programming and Your Church
The heart of BTN will be the programs which will pro
vide training, support for dated church emphases, help 
in personal and Christian growth, and news and infor
mation about missions and every facet of denomina
tional life.

Subscribing churches will be able to take advantage 
of weekly ongoing series such as “Life and Work 
Preparation for Youth Workers” and “Life and Work 
Preparation for Adult Workers.”

Training Workers—BTN programs will provide train
ing for church workers in Sunday School, Church 
Training, Woman’s Missionary Union, Brotherhood and 
music organizations. Training programs for deacons, 
committee members and workers in family, student, 
recreation and media library ministries will also be 
highlighted.

Dated Emphases—BTN programs will include infor
mational and resource material for use with annual 
Southern Baptist events such as home and foreign 
mission studies and weeks of prayer, Baptist Doctrine 
Study, Christian Home Week and others.

Christian Growth—Discipleship, skills in biblical 
interpretation and aids for enriching marriage and 
family life are among the topics to be addressed.

News and Information—News from the home and 
foreign mission fields as well as developments in SBC 
and state conventions will be highlighted. Interviews 
with authors of Broadman books will be broadcast 
regularly, along with information and demonstrations 
of new books, music, audiovisuals and supplies pro
duced by Broadman, Holman and Convention Press.

“Missions Update,” a quarterly news program pro
duced since 1980 by the Foreign Mission Board and 
distributed through the SBC Video Tape Service and 
directors of missions, will reach an expanded au
dience on Baptist TelNet.

BTN Subscription Costs and Discount
Churches will subscribe to Baptist TelNet in a process 
similar to that for ordering literature. Rates will be 
based on resident church membership.

Subscription fees are to be billed and paid on a 
quarterly basis. Any church wishing to pay for a full 
year in advance will receive a 5% discount.

Broadman Has Everything Your Church Needs to 
Receive BTN

Broadman offers a complete line of video 
recorders/players, cameras, television receivers, 
video carts, and stands.

Broadman also offers for purchase 10, 13, and 
16-foot first-quality commercial TVRO equipment 
with or without installation, complete with war
ranty and dependable maintenance.

For further information on BTN, please fill out 
the coupon and mail to:

Broadman Consumer Sales 
Nashville, Tennessee 37234 
(615) 251-2544

BE READY!
Make BTN Happen in your church!

_ Yes! I want to make BTN happen in 
my church! Please send me the 

g following information on BTN.
□ Please send details of BTN programs and 

subscription rates.
□ Please send details of Broadman TVRO Systems.
□ Please send brochure of video equipment recom

mended by Broadman for participation in BTN 
and a list of all videocassettes available now.

Name _____________________________________
Position ___________________________________
Church ___________________________________
Address___________________________________
City State Zip
Phone____________________________________
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