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MANAGEMENT REVIEW, 1993

Introduction

1.
In August 1993, the Pastor, with the authority of the Elders’ and Deacons’ Courts, invited me to conduct a brief review of what might be called the management structure of the Church and its implications for future staffing.

2
At my initial meeting with the Pastor on 10th August it was agreed that during the remainder of the month and in September I would have individual meetings with the staff and with the Church Secretary and Treasurer.
An interim report would be presented to the Deacons’ Retreat on 9th October, to be followed by a final report in December. However, in view of the urgency arising from the proximity of the quinquennial election, I have tried to complete my study more quickly and am now able to report by the end of October.

The 1957 Strategy Report

3
It would seem sensible to start where we left off six years ago, with the strategy report of 1987.
The most radical recommendation that it made was for a completely new structure of office bearers. Each five years the congregation would elect an appropriate number of elders. There would be no election of deacons, but their traditional duties would be managed by a group of men, termed ‘deacons’ nominated by the elders and brought to the congregation for approval. They would be selected for their manifest gifts in their particular area of responsibility including finance, property, ‘Record’ editorship, Beulah Home management, stewarding and so on. An elder would be appointed as chairman and collectively they would form the ‘management team’.
They would then nominate to the elders their individual teams made up of church members of both sexes.

4
The elders would, as at present, be responsible for pastoral matters, appointing from their number leaders of pastoral groups, church secretary, treasurer, chairman of management team, and conveners of music, evangelism, youth council, foreign and home mission work.

5
I have a good deal of sympathy with the essence of these proposals, but before making some constructive criticism them, let me suggest three, as they seem to me, basic principles. They are these: [1] the primacy of the preaching ministry; [2] the maximum lay involvement in church affairs; and [3] the necessity for unitary management at the top. Let me explain. First, among all the many aspects of church life, priority must surely go to the pulpit ministry which must be the Pastor’s major commitment. Second, the many gifts which God has given to church members should be fully mobilised in His service in the church. Third, there should be no room for doubt as to who is ultimately in charge, namely the Pastor. Experience in other churches has shown that where so called ‘team ministry’ is allowed to fudge this issue, disaster results.

6
Let me now assess the 1987 proposals in the light of these three principles. On the second, lay involvement, I believe it is sound. It seems to me to be obviously sensible to select "deacons" [if they continue to be so called] on the basis of their suitability for particular responsibilities rather than solely on their spiritual qualities, essential as these, of course, are.

7
It is on the first and third principles that I am critical of the 1987 report. Apart from stating that ‘the pastoral team should be relieved of all administrative responsibilities’, the Pastor's role is hardly mentioned in the report and some of the proposals seem to me to erode his essential managerial authority. The strategy group proposed that ‘the Management Team would be responsible to the congregation’ at regular business meetings. By by-passing both Pastor and elders in this way, their responsibility for the overall management of church affairs would be compromised and the principle of unitary management violated. I suggest instead that the Chairman of the Management Team should report to the Elders' Court of which he would be a member. Only on major policy issues would I expect this to take up much Elders' Court time.

8
The strategy group also recommended that a deacon be appointed as Church Manager, with responsibility for all day to day administrative work in the Chapel. Having interviewed the Pastor, Pastoral Assistant, Pastor's Secretary, Deaconess and Church Officer, I do not at present see the need for such a post which, I suspect, might muddle relations within and with the members of the pastoral team. One of the great strengths of the present system is the effectiveness of our relatively autonomous working groups such as Beulah Home and Foreign Missions Committees, and the groups such as the Mustard Seed Cafe staff and the ladies who fold the weekly bulletin. Nothing should be done to diminish their valuable contribution by an overly bureaucratic management structure; a fourth principle applies - delegate wherever one can.
If we learned one thing from the long vacancy, it is that the Lord has provided us with a wealth of talent in Charlotte Chapel; let us ensure that it is effectively deployed in His service.

9
In this connection, it seems to me that much more use should be made of the ‘opportunities for service’ scheme so that all the varied talents in our large and heterogeneous membership can be mobilised. It should be made the responsibility of an elder with a small team to assist him.

10
Also, I see the need for strengthening the pastoral care of our growing congregation.
The ‘fellowship groups’ have got off to a good start with some 400 people involved, but they only cover about one third of the membership. What is definitely needed is to ensure that everyone in the fellowship has adequate pastoral care and in the next section of my report I make some suggestions as to how this might be provided. Having been an elder myself for many years I know how time consuming and demanding the elder's role is, especially alongside all the claims of a full time professional career, and I doubt if it is realistic to expect, as we do at present, that the elders can provide adequate pastoral care themselves.

Recommendations regarding structure

11
The purpose of any management structure is to provide a framework within which certain tasks, essential to the objectives of the organisation, can be effectively and efficiently performed.
In the case of the Chapel, those tasks can be conveniently - if somewhat arbitrarily - divided into temporal and spiritual groups, the former traditionally the domain of the deacons and the latter the elders. At the deepest-level, however, all are essentially spiritual since that is what the Chapel is all about. Those performing both sets of tasks, therefore, require above all else to possess the spiritual qualities clearly set out in the Scriptures. But in addition they need to possess special gifts of leadership in different fields - pastoral care, teaching, finance, practical affairs and so on. It is important to recognise that few if any are gifted in every field and that gifts need to be identified and used by allocating appropriate tasks to those who possess the appropriate gifts.

12
Let me deal first with what I have called the ‘temporal’ duties, matters of-finance, property, stewarding, etc. Clearly these are areas in which particular gifts, training and experience are relevant and it would seem sensible, as the 1987 strategy report suggested, to put in charge of these tasks people possessing these qualities. They are not, of course, peculiar to men and it might well make sense, for example, for a woman to convene the Beulah Home Committee since the home is populated and staffed almost exclusively by women. The essential point is that these somewhat technical sets of duties should be performed by those who manifest the appropriate gifts and the simplest way of ensuring this is for them to be appointed by the Elders’ Court rather than having to hope that suitable people will be elected to a Deacons’ Court.

13
Since there might well be objections to having women deacons, I would prefer to avoid the use of the title, and, as recommended in 1987 to have no elected diaconate. I suggest the following.
The elders would, as the 1987 report put it, ‘come to a common mind as to the best people to head the various areas of administration, eg finance, property, Record editorship, Beulah Home management, stewarding, etc. These nominees would ....... collectively form the Management Team. An elder would be appointed as chairman. The team would meet monthly or as they thought necessary. The list of nominees would be brought to the congregation for approval’. The Management Team would nominate to the elders church members to form the individual committees for finance, property, etc. and the committees would meet as required, reporting regularly to the Management Team.

14 For the reasons set out in paragraph 7 above, I recommend that the Management Team report to the Elders’ Court and not to the congregation as suggested in the 1987 report. 

15 There may, of course, be those who will feel strongly that the traditional elected diaconate should be maintained. In that case an alternative scheme would be to elect, say, 10-12 deacons to act as conveners and deputies of the committees for property, finance, etc. There would be no need for them to meet as a Deacons’ Court, but they would form the Management Team reporting through its chairman, presumably an elder, to the Elders' Court. Women would, unfortunately, be excluded from convenerships but could serve as members of committees. If, of course, the Church were to approve of women deacons, this limitation would be removed.

16
I turn now to what might be called the "spiritual" duties, those traditionally regarded as the responsibility of the Pastor and elders. These include music, evangelism, home missions, foreign missions, the "opportunities for service" scheme, and not least the pastoral care of the flock. In recent years this has been an area of difficulty as some elders have felt either that they had insufficient time to do the job properly or that they did not possess the necessary pastoral gifts. These are real problems and they are not easy of solution, but I make some suggestions below.

17
First of all, however, I think it is necessary to spell out several constraints which should be taken into account when proposing a structure within which these spiritual duties might be undertaken in the future. They are these:

· the undesirability of so enlarging the Elders' Court that it becomes unwieldy as a decision making body;

· not all elders are likely to be gifted in the area of pastoral care although they have other important gifts;

· the work load imposed on elders holding convenerships and similar offices does indeed make it difficult for them to undertake pastoral care;

· in addition to the elders, there are other agencies of pastoral care, ie the Pastoral Assistant, the Deaconess and, most recently, the Fellowship Groups;

· and there are within the membership others with gifts of pastoral care which are not at present fully mobilised.

18
As with the temporal duties, there are issues of principle to be resolved by the Elders’ Court before new structures are finally decided upon. These are, firstly, whether it is of the essence of being an elder that every elder, without exception, should be responsible for the pastoral care of a section of the flock. Secondly, whether every church member should have a pastoral care relationship with a particular elder. My own view is that, with a membership the size of ours, it is impracticable to insist on these two traditional positions and the experience of recent years has, I suggest, demonstrated this.
Our present arrangements for pastoral care have simply proved to be inadequate.

19
What, then, can be done to make the system more effective? I suggest the following:

- the size of the Elders' Court should remain as at present, 22 or thereabout;

- those elders holding convenerships [5], YPM Liaison (1), Church Secretary and Treasurer [2] should not be expected to be actively involved in pastoral care;

- the remaining 14 would comprise what might be called the Pastoral Care Team, responsible through a convener to the Elders' Court [and ultimately to the membership] for the coordination and conduct of pastoral care by all the agencies involved, and to engage in visitation, counselling, etc as required;

- two Visitation Teams should be established comprised of male and female church members of some seniority and possessing proven gifts of pastoral care. The teams would be under the day to day control of the Pastoral Assistant, with the cooperation of the Deaconess. These two teams would undertake the major visitation work, relieving the Pastor and elders to a considerable extent;

- a valuable new agency of pastoral care exists in the Fellowship Groups. Already experience has shown that their small size and intimate relationships make it possible for leaders and hosts to be alert to needs for pastoral care and to pass on this information to the supervising elder and/or the Pastoral Assistant/Deaconess. Unfortunately it seems that, although some 400 are in the groups, only about a third of the membership is involved. Emphasis should be placed on increasing this involvement so that, over time, the Fellowship Groups become the primary agency for pastoral care, with the Pastoral Care and Visitation Teams providing back-up;

- as at present, each Fellowship Group should have an overseeing elder but under the proposed ‘exceptions’ only 14 elders would be available for these duties. For this reason it will be necessary to co-opt what might be called "pastoral elders" [eg some of the present honorary elders and other mature Christians] to add to the resources available to the Pastoral Care Team. These pastoral elders would not be members of the Elders' Court. If, say, eight such pastoral elders were to be appointed, there would be a force of 22 elders whose major responsibility would be for pastoral care, undistracted by other duties. With present numbers, each would provide back-up care for one Fellowship Group and primary care for around 25 church members. As the Fellowship Groups attract more church members into their ranks, the number requiring primary care of their elder will diminish and the work load will be lightened;

- training in pastoral care and counselling skills should be made available on a voluntary basis to all those involved in pastoral care.

Proposals re Pastoral Team

20
I had meetings with all the members of the pastoral team and without exception they were courteous, frank and helpful. I appreciate very much their full cooperation in a review which might easily have been seen as threatening. The fact that it was not is a tribute to their commitment to Christ and love of the Chapel.

21
Pastor: Little needs to be said about the role of the Pastor except to emphasise the importance of safeguarding his time and energies for the essential task of preaching and teaching. His important role at the apex of the Chapel’s managerial structure is inescapable but he should be relieved as far as possible of administrative duties by the creation of an effective management system.
Likewise, although he will inevitably be involved to some extent in visitation and pastoral care, the bulk of this important task should be undertaken by others. The education of the membership to accept this should be facilitated by the proposals for more adequate pastoral care arrangements put forward in the previous section of this report.

22. 
The appointment of the Rev Angus Noble as Pastoral Assistant added significantly to the strength of the pastoral team. At present he fulfils three different roles, as Office Manager from 9-12, Chaplain to the Mustard Seed from 12-2, and Pastoral Assistant from 2-5. As a temporary arrangement this has much to commend it but it is not wholly satisfactory as a permanency, particularly as Angus does not feel that administration is his real strength. His past experience and very real spiritual gifts equip him admirably for a major role in pastoral care. He enjoys it and from all I hear does it extremely well. He should be allowed to concentrate more of his time and energies on it as recommended in paragraph 19 above.

23
What, then, of his role as Office Manager? In this role Angus plans the Mission Focus spot, arranges speakers for the Mustard Seed and organises the Fellowship Groups. This latter has been a major task to get the complex scheme going, but in future it should become much more routine and less labour intensive. I have already indicated that I do not favour the appointment of a Church Manager as proposed in the 1987 report, but I can see the need for someone to pick up the variety of administrative jobs that derive from the great number of committees and other parts of the Chapel organisation. This need would probably be met by a half time appointment, perhaps on a voluntary or honorarium basis, of someone with administrative, including computing, experience, and able where necessary to do their own typing or word processing.
Such an appointment should not intrude on the role of the Pastor’s Secretary, but would be useful back up for her in the event of sickness or holidays. The title of the proposed post is not critical but something like Administrative Officer might be suitable. The post would be suitable for sharing between, say, two people working alternate days/weeks.

24
The role of Chaplain to the Mustard Seed cannot properly be considered except in the context of a fundamental review of the cafe outreach. This is something which is not within my terms of reference but which, I believe, does need to be undertaken. It seems to me that we are catering largely for elderly ladies, many already churched and failing to reach the business people who rush out in the lunch hour for a quick coffee and a sandwich. However, I have observed that Angus does have the happy knack of being able to get alongside people in the cafe and I have no doubt that his chaplaincy role is worthwhile. It would be even more worthwhile were we able to reach a wider clientele, and ways and means of doing this should be seriously considered.

25
With a large proportion of the church membership being female, the role of Deaconess is an important one. In this situation I find it strange that Jessie feels herself to be underemployed as a result of which she has assumed additional duties such as serving in the cafe, teaching English to overseas students and getting involved in 2.7 and SU groups. She reckons to visit two or three people per day, on reference from the Pastor and elders. She also prepares the prayer diary. She feels that the general view of her job is too limited, ie confined visiting elderly ladies, and she believes that pastoral care involves other things such as training, discipling and counselling. Given Jessie’s personality, I think she needs be more actively managed rather than being left to her own initiative. If the proposals for pastoral care contained in paragraph 19 are implemented, she will have more stimulus, oversight and visibility and should gain greater job satisfaction as a result. In today’s church the deaconess role requires highly professional ‘people’ skills as well as a heart for this demanding task. I suggest, therefore, that Jessie be invited to undertake some additional training in counselling.

26
As the Pastor's Secretary Ella Bruce has adapted extremely well to the radical changes, personal, environmental and technological, in her job. The list of her current duties is impressive and she is obviously very fully employed. Some of the pressure could be relieved, and emergency cover provided, if suitable volunteers from the ‘opportunities for service’ scheme gave part time assistance in the office as required.

27
The job of Church Officer is well sustained by Patrick Haughey with the assistance of Alan Ross. The Mustard Seed has added greatly to Patrick’s workload and he tells me that he is now working some 70 hours per week instead of the contracted 40. Clearly this is unsustainable and additional assistance is essential.

28 
Having reviewed the work of the pastoral team, I am convinced of the need for an additional Pastoral Assistant with special responsibility for the young people, especially students, in our fellowship. All of them face challenges and temptations way beyond anything that those of us who are older had to encounter. There is particular need for support, guidance and care for students away from home, many from overseas. Sheila Masterton and her colleagues do a fantastic job with these people but I am convinced that they need the help of a full time additional member of the pastoral team. I do not envisage a novice needing basic training, who would only add to the workload on the Pastor.
Nor do I want a ‘youth pastor’ to run the youth organisations; they run themselves very effectively. What is needed is someone of experience and training to get alongside our young people with support, guidance and sound Biblical council.


� Honorary elder, Professor Norman Hunt, report dated 25 October 1993.








