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You became imitators (copies) of 
us and of the Lord, for you 

welcomed the message during 
severe suffering with joy given 

by the Holy Spirit. 
I Thessalonians 1:6 (NIV) 



1ST QUARTER REPORT AND IIM RESOURCE MANUAL 

 1 

I. INTRODUCTION 

A. REPAIR AND PREPARE 
     Intentional Interim Ministry (“IIM”) is provided for the unique time between pastors 
both to repair from past experiences and to prepare for the future.  IIM includes 
perspectives that are derived from systems thinking.  The key concept is that, from a 
functional viewpoint, the Congregation is an emotional system composed of defining 
interpersonal relationships. All behaviors within that system are mutually influenced 
and co-causal. 

     The only persons who can make fundamental change in a system are the people 
involved in the emotional process themselves.  Although the Intentional Interim Pastor 
(IIP) has adaptive leadership skills, tools, and techniques to encourage it, the change 
that needs to happen comes by God’s grace to the Congregation from the inside out – 

not from the outside in. 

     In addition to serving as a solid Word and Sacrament 
servant, the specialized role of the IIP includes helping a 
Congregation move from a focus on weakness to that of 
strength, from symptom to system change, from anxiety to 
clarity, from being “stuck” to new adaptations as they 
prepare for the future God calls them into and for working 
as a team with their next settled pastor.   

The faith-based understanding that God provides the 
soil, the water, the sun, and the seed to grow, is the 
foundation for the congregation and the IIP’s work together 
in intentional interim ministry.  A church is planted and 
grows according to the divine and abundant resources God 

provides; and there is also a season, time, and place 
(Ecclesiastes 3:1), when the church will die by God’s grace only 

to be recreated anew in identity and purpose.  In John 3:8 Jesus describes, “The wind blows 
wherever it pleases.  You hear its sound yet you cannot tell where it is from or where it is 
going.  So, it is with everyone born of the Spirit.”   

Figure 2 – The church will 
die by God’s grace only to 
be recreated anew! 
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This report consists of seven parts: I. Introduction; II. IIM Concepts and Tools – to 
provide third-party resources for the congregational self-study; III. One-on-One 
Interviews – results and comments; IV. Congregational Systems Inventory (CSI) – to 
provide first hand, member-to-member, qualitative and quantitative feedback and analysis; 
V. Recommended Focus Areas – to provide clear guidance for the congregational self-
study; and VI. Transition Task Force (TTF) – a description of this newly created lay-
leadership team which will lead in the congregational self-study; VII. Conclusion.  

B. DOCUMENT PREPARATION AND USE 

PLEASE REMEMBER THIS DOCUMENT IS NOT 
MEANT TO BE READ AND DIGESTED IN ONE SITTING.  
This document is a resource to be read, re-read, and 
referenced throughout the 6 – 8 month congregational 
self-study period.  So, do not be over-whelmed by the 
size.   

This document has been prepared as an initial report 
of observations from the IIP; its primary use is as a 
resource manual for the members and stakeholders of St. 
John Lutheran Church in St. John, Michigan, and the 
Michigan District Office of the LCMS.  This document has 
been prepared to identify and reflect on, as closely as 
possible, the areas that are of greatest learning and 
ministry growth for St. John’s.  

Content for this document has been assembled from 
meeting with 106 individual church members; board and 
committee meetings; worship services; Bible Studies; four monthly all staff meetings; and 
numerous church office staff meetings.  The following internal documents have been 
consulted:  The 2014 Governing Board Policy Manual; the 2014 Constitution and By-laws; 
and the 2017 Human Resource Manual (including job descriptions); and the 125 Years 
Celebration historical document (1869 – 1994).  The following third-party document was 
also consulted: Maner Costerisan Reviewed Financial Statements Year Ended December 31, 
2016. 

Figure 3 – Please use this document as 
a resource manual for the 
congregational self-study! 



1ST QUARTER REPORT AND IIM RESOURCE MANUAL 

 3 

Special thanks to St. John’s staff, leaders, and members who have worked diligently to 
gather data, fill out surveys, attend meetings, and provide proof reading to deliver an 
accurate resource document for St. John’s self-study.   
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II. IIM CONCEPTS AND THEORIES 

A. ORGANIZATIONAL LEADERSHIP THEORY 

Leaders are the immune system for the congregation; they are the palace guard 
protecting the mission and vision.  Peter Steinke says, “When leadership is highly anxious 
the system is leaderless.”  Congregations in transition (or that have experienced 
unsuccessful transitions in the past) face many of the same obstacles after the transition as 
before.  Such obstacles may be patterns passed on in the leadership culture, or DNA, of the 
congregation.   

 

Characteristics of a Healthy Congregation and Leaders 

1. Well-differentiated and mature leaders: 

o Think from an “I” position - focus on their own functioning while staying 
connected to others. 

o Good stewardship of the self. 

o Take responsibility for their own actions. 

o Not responsible for how others function or feel. 

o Demonstrate a willingness to work as a team and be open to dialogue that 
respects the “mental models” of others. 

2. Leadership teams that function as the community’s immune system. 

o Leaders are persons who can most affect an emotional field. 

o Leaders must be empowered and equipped to lead. 

3. A clear vision and uniform goals:  

o Resources should be aligned with vision and goals. 

o A shared ministry between ministry departments 

4. A deep spirituality 

5. A flexible and functional structure 

6. Celebrative worship centered on Word and Sacraments 

7. Hospitality 

8. Relationships built on love 
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B. SELF-DIFFERENTIATION CONCEPT 

 

Figure 4 - Self-Differentiation 
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C. ADAPTIVE LEADERSHIP CONCEPT 

It is always difficult for a congregation in transition or conflict (“change”), to give any 
time or consideration to the adaptive challenges their congregational family face.  The knee jerk 
(“instinctive” or “reptilian”) response is it to solve for the low hanging fruit (technical problems) 
in a linear fashion.  There is something comfortable about looking at budgets, human resource 
manuals, constitutions, by-laws, operations, and procedures.   

The TTF (Transition Task Force) 
members will confront this temptation: don’t 
do it!  Consider yourselves warned.  While 
solving technical problems is important, and 
all such activities are necessary, the one thing 
needed, is to face the ADAPTIVE 
CHALLENGES. 

To redeem our IIM time together, we 
will promote a new approach to diagnostic 
problem solving; that is, to identify the 
adoptive challenges facing St. John’s.  This 
involves asking questions to clarify the 
congregation’s core values, identity, and 
purpose:  i.e. ask the questions that give 
purpose to your church and community 
generationally. 

 

 

 

 

 

 

Figure 5 - The knee jerk response is 
to solve for the "low hanging fruit" 
(technical problem) to get the quick 
fix. 
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Figure 6 – Example of Adaptive Leadership 

 



1ST QUARTER REPORT AND IIM RESOURCE MANUAL 

 8 

D. CONGREGATIONAL LIFE CYCLE THEORY 

George Bullard has broken the life cycle of a congregation into ten distinct periods.  
Those periods are: 

Upside of Life Cycle   Downside of Life Cycle    

1. Birth    6. Maturity 

2. Infancy        7. Empty Nest 

3. Childhood    8. Retirement 

4. Adolescence   9. Old Age 

5. Adulthood    10. Death 

 

 

Life Cycle  Of A Church

Adulthood

Birth

Infancy

Childhood

Adolescence

Maturity

Empty Nest

Retirement

Old Age

Death
Vrms s

vrmS

vRMS
VRMs

VRMs

VRms

vrMS

vRMS

VRMS

V Vision ÉÉÉÉ Where are we going?

R Relationship É Who  is going with us?

M Ministry ÉÉÉ How do we get there?

S Structure ÉÉ ..What do we control?

Figure 7 - Congregational Life Cycle Theory 
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…Please Note 

1. Most congregations do not fit Bullard’s categories perfectly.  One category usually 
predominates, which enables a congregation to determine its current life cycle status. 

2.  Congregations on the upward side of their life cycle can reach their peak and start 
downward in seven years or less.  This rapid movement occurs more now than in the past, 
due to a contemporary culture where change has become the norm. 

3.  Congregations can prepare to create new life cycles.  Highly dysfunctional congregations 
(those that have been on the downside of their life cycle for a long time) usually need time 
to prepare to create a new life cycle.  This preparation time can take from one to five years.  
Once it begins, however, the congregation probably has no more than two years to make the 
systemic changes required to start a new life cycle.  It may take another three years to 
solidify the systemic changes that have been introduced.  The preparation for change and 
the change process can be accelerated with outside help from either a denomination or the 
establishment of a mentoring relationship with either another congregation or consultant. 

4.  Congregations reaching the peak of their life cycle (adulthood) cannot stay there for 
more than three to five years without beginning to decline.  Such congregations need to 
create a new life cycle while they are at their peak. 

E. THE VISION 

No matter where a church is in its life cycle - whether on an upward slope, a plateau 
or downward slope —the common factor for health and transformation is vision.   

Robert Dale states:    

“A healthy church lives out of a healthy dream…Unhealthy visions produce sick 
congregations…. No church can minister effectively until it identifies its unique ministry 
dream, a possible dream, and lives it out!” 
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Churches must constantly open 
themselves to revitalization.  They must dream 
again! .... Re-dreaming is generally a more 
appropriate organizational health strategy 
than reprogramming or restructuring…. A 
planning cycle rooted firmly in the dream is 
an indispensable aid to organizational health.  
Each cycle renews and stretches the 
organization to new heights.” 

  Consultant Alice Mann echoes the importance of vision 
(Who are we?) along with discovering a sense of 
purpose (What are we here for?) and knowing 

who it is that a church is called to reach (Who is our neighbor?).  At various points on the 
life cycle, Mann points to transformation as coming from “dreaming a new dream.”   

Vision must lead the way to new life cycle stages.  Paul Borden highlights three 
conditions to be met for vision to start a new life 
cycle:    1) Vision must describe how the community 
outside the church will be different because of its 
fulfillment,  

2) The mission of the church must be outward 
oriented, and   

3) The church must decide that it exists primarily 
for persons “not there yet” rather than those 
already inside.  

What is the bottom-line?  A healthy church is 
based on a healthy vision.  When vision ceases to be the 
driving force for a church’s ministry, it is susceptible to 
disease, decline and ultimately death.  Plateaued or 
declining congregations can start new life cycles as a sense of Godly urgency and 
vision drive a process of change. 

Figure 9 - "Where there is no vision 
the people will perish."  (Proverbs 
29:18) 

Figure 8 - Get ready! Get set! Let's go!
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III. ONE-ON-ONE MEETINGS 

A. CONFLICT, LEADERSHIP, FINANCES, ETC. 
The three concerns (“presenting problems”) illustrated in Table 1 which surfaced 

overwhelmingly in my one-on-one meetings were: conflict, leadership, and finances.  The 
quick reaction would be to assume a posture of “diagnostic problem solving,” that is, tackle 
each concern with a SWOT or RCA approach.  However, it appears these concerns are rooted 
in recent events involving church worker misconduct.1  Please note people do not behave 
in a void; that is, on an island or by themselves.  People behave in relationship to people, in 
an emotional system.  If there is to be congregational “learning” then there must be a new 
institutional “self-awareness” for St. John’s.  Connecting the dots lends to institutional 
knowledge, maturing and growing up.  Consider what Edward Deming famously said, “Your 
organization is perfectly designed to get the results you are getting.” 

So, what will be St. John’s response to the member’s concerns?  Dietrich Bonhoeffer 
insists the community of faith is 
characterized by bearing one another’s 
burdens.  He says, “The Christian, however, 
must bear the burden of a brother.  He must 
suffer and endure the brother.”2  As opposed 
to shifting the burden of responsibility onto the 
pastor, the board of directors and elders or 
deflecting the burden back onto the 
congregation, both leaders and members are 
called to bear with one another in Christian 
love.   

Answer the following questions: 

1) What might bearing one another’s burden (sin) look like?   
2) How would bearing one another’s burden change St. John’s?   
3) How would bearing one another’s sin, shame, and guilt change the greater community? 

During the one-on-one meetings, members completed worksheets listing their top three 
concerns in question #1 and explaining their concerns in questions #2 - 10.  Composite 

                                                                    
1 See townhall meeting documents for general descriptions of the inappropriate behavior. 
2 Ibid., 100. 
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scores of the frequency of each concern are shown in the Pareto chart below.  A Pareto 
chart is a type of chart that contains both bars and a line graph, where individual values 
are represented in descending order by bars, and the cumulative total is represented by the 
line.3  

Table 1 below reflects the cumulative responses of Question #1 on the interview 
worksheet: “What do you see as the three major concerns of your congregation now?”   

Table 1 – St. John’s Member’s Top Concerns 

 

                                                                    
3 Wikipedia,  https://en.wikipedia.org/wiki/Pareto_chart .  (April 2, 2016) 
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B. CAUTION, CHALLENGES AHEAD! 
CAUTION #1 – Leadership Over/Under-Functioning.  On the surface, St. John’s 

mission/vision was one of health and wholeness ministry, with special emphasis in pastoral 
care and counseling.  While there is nothing wrong with that approach in itself, it did lead 
to an over-dependency on the pastor and created unhealthy relationships between pastor 
and parishioner.  Some viewed the pastor as the in-house “doctor” and some referred to 
themselves as his “patients.”  Over-emphasis on the pastoral role downplayed the doctrine 
of the priesthood of all believers and the resources God has given to every member.  It also 
focused resources inwardly.  Boundaries became blurry:  some staff and members over-
functioned while others under-functioned. 

CAUTION #2 – Informal and 
Tacit Rules.  St. John’s has adopted 
many “informal” rules, roles, and 
rituals when it comes to expectations 
of the staff, especially of the pastor.  
Most recently (by almost all 
descriptions) the senior pastor was a 
charismatic leader.   Over the last 
seven to ten years, the system never 
developed much internal structure, 
possibly since this pastor’s larger-
than-life charisma held everything 
together.  There has been little 
emphasis on staff development, 
ministry descriptions, ministry 
processes, discipleship training, or spiritual and operational accountability for lay or staff 
positions or ministry groups.  Possibly due to this under-emphasis on lay member 
accountability, when this charismatic pastor resigned disruptive behavior occurred within 
the congregation.  The pickle for the congregation will be the temptation to over-react and 
swing the pendulum to the opposite direction and suffocate the newly settled pastor and 
office staff. 

Sometimes the biggest challenges a congregation face are from internal rather than 
external forces.  Carl Dudley observes that for assimilation to occur (that is member-to- 
member and visitor-to-member) “the informal practices have [to be] exposed and 

Figure 10 – Caution, Challenges Ahead! 
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intentionally amended to provide space for something new to be incorporated.”4  The 
technique Dudley recommends is “bringing these [informal processes] patterns to 
consciousness.”5   

CAUTION #3 – Problem Avoidance.   Many congregations in transition, or conflict, 
want to “ease the emotional pain” and avoid naming problems.  A key insight that runs 
throughout Karen Martin’s book, The Outstanding Organization, is: “Many organizations 
have forgotten that their core purpose is identifying and solving problems.”6  In contrast to 
organizations that have forgotten their core purpose, “outstanding organizations … never 
fear calling a problem a problem.”7  Martin further observes that, because they do not fear 
the existence of problems, “They go out of their way at every turn to find hidden problems 
and bring them out into the sunlight so that everyone can see them and can get on with the 
task of solving the problem in the best way possible.”8   

God the Holy Spirit works in a similar way in and for His Church.  At Pentecost, Jesus 
delivered on His promise to send the Holy Spirit (John 14:16, 26).  And the Spirit of fire and 
truth entered the church to purify, purge, and protect this holy organization.  The Holy Spirit 
has the task of calling to light not only the problems, that is sin, but also the solution, that is 
God’s grace and mercy in Jesus Christ.  John records, “When he comes, he will prove the 
world to be in the wrong about sin and righteousness and judgment: 9 about sin, because 
people do not believe in me” (John 16:8-9).  And Jesus declares, “When the Counselor 
comes, whom I will send to you from the Father, the Spirit of truth who goes out from the 
Father, he will testify about me” (John 15:26). 

Martin’s approach to problem solving involves careful problem definition, root cause 
analysis, evaluation of possible countermeasures, and monitoring countermeasures.9  She 
describes organizational chaos as: “shifting priorities, unclear direction, unstable 

                                                                    
4 Nancy T. Ammerman, Studying Congregations a New Handbook. (Abingdon Press, Nashville, 1998.), 108. 
5 Ibid. 
6 Karen Martin, The Outstanding Organization, (McGraw Hill, 2012.), 4. 
7 Ibid. 
8 Ibid. 
9 Ibid., 4 – 5. 
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processes, unhappy customers, disengaged employees.”10  She continues, “Most 
organizations have become so accustomed to chaos that they don’t even recognize it.”11   

Many congregations get accustomed to odd behavior and call it the norm.  So when an 
outsider (i.e. new members, new staff, etc.) comes in suggesting “change,” the congregation 
sees that as “chaos;” whereas the “self-inflicted” chaos Martin’s describes, congregations 
may consider the norm.12   

CAUTION #4 – Prioritizing Member’s Concerns.  With St. John’s member’s identifying 
so many concerns the temptation may be to address all of them as equally the same.  In 
doing so many churches have spread thin their finite resources:  human capital, time, best 
thinking, and finances.  There must be a process to prioritize concerns.   

For Karen Martin, an outstanding organization prioritizes problems, “identifying the 
most important problems and dealing with the root cause.”13  In a similar way, God 
prioritizes His resources to promote his plan salvation in the church, using both the physical 
and spiritual realms.  He causes the rain to fall when, where, and to the degree he chooses.  
The Holy Spirit blows where He pleases according to God’s grace.  Martin proposes 
solutions to problems facing organizations whose sole focus is in the physical realm.  But, 
since the Church lives in the physical realm and uses God’s physical resources to best 
promote the gospel, Martin has something to offer.   

Ultimately, Martin notes the key to problem solving is not the methodology but the 
people.  She states, “The discipline and engagement of people matters more than any 
element of a methodology.”14  God also begins and ends in relationship to the people who 
make up His Church, the body of Christ.  Believing that God is speaking through St. John’s 
members I have listed in the following Table a reflection, as best I was able, of the priority 
the members are placing on their concerns.  In addition, I have assigned values to each 
according to organizational benefit, ease of execution, and degree of urgency. 

                                                                    
10 Ibid., 11. 
11 Ibid. 
12 Ibid. 
13 Ibid., 126. 
14 Ibid., 25.   
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Table 2 - Member's Concerns Prioritized 

 

 

Item Name 
Organizational 

Benefit Execution Ease 
Degree of 
Urgency*  

Mission / Vision 10 10 10 

Leadership 8 8 8 

Governance 7 6 6 

Finances 5 3 5 

Conflict Resolution 4 8 4 
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The 
temptation will
be to focus on 
low hanging 

fruit! (finances and 
conflict resolution)
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IV. CONGREGATIONAL SYSTEMS INVENTORY (CSI) 

A. CONGREGATIONAL SYSTEMS INVENTORY (CSI) 
The two leadership teams, the 

Governing Board and the Elders, confirm 
each other’s perspective in each of the 
seven dimensions of congregational life 
(see Table 3).  Parson and Leas write: 
“All organizations live between the 
excesses of chaos and over-control.”15  
Without this tension, there may be too 
much “slack” and people become 
confused as to how ministry is done; that 
is, ministry roles and responsibilities are 
unclear. 

Table 3 is a chart of the composite results from 
St. John’s two leadership teams: eight (8) 
governing board members and six (6) 
elders, a total of 14 congregational 
members.   

The 70 question Congregational Systems 
Inventory (CSI) survey measures seven 
congregational dimensions:  

1) Strategy (Planned or Spontaneous)– Measures the way congregations put 
their vision into practice.  

2) Authority (Concentrated or Dispersed) – Measures the ability to influence 
decision-making in the congregation.   

3) Process (Mandatory or Discretionary) – Measures both the information-
sharing and decision-making procedures in a congregation.  

4) Pastoral Leadership (Managerial or Transformational) – Measures the 
way the pastor goes about generating intended change in the church system.   

                                                                    
15 Parsons & Leas, Understanding Your Congregation As A System” (The Alban Institute, 1993). 

The “Tight – Loose Concept” promotes 
clearly defined roles and 

responsibilities. 

Figure 11 – Tight-Loose Concept 
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5) Relatedness (Collegial or Individual) – Measures the way members of an 
organization work together, especially whether their work is done 
cooperatively or independently.   

6) Lay Leadership (Managerial or Transformational) – Measures the way lay 
leaders generate intended change in the church system.   

7) Learning (Maximizing or Metamizing) – Measures a congregation’s 
orientation toward the past or the future as it experiments with improving its 
life and ministry.   

8) Table 3 - Congregational Systems Inventory (CSI) Score 

 

These seven scales (dimensions) represent the key organizational functions in church 
life.  The grouping of the scores indicates the current degree of relative tension, that is 
clearly defined roles and responsibilities.   

Please note, although it might be clear who is doing what it doesn’t mean it is either 
healthy or unhealthy behavior.  It just simply means at this moment in time (a snapshot) 
this is how St. John’s leaders see how things get done at St. John’s.   
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Scores plotted toward the middle (4 – 6) indicate an approximation of optimum tension 
between contending opposites.16  Please note, optimum tension is also neither good nor 
bad.  It could be either.  For instance, optimum tension is good if it is a reflection of the 
flexibility of leadership styles; bad if it is a reflection of ambivalence in the system.  That 
said, the results of St. John’s survey illustrate only two dimensions which scored in the 
middle: Relatedness and Pastoral Leadership.     

On the other hand, St. John’s scored clearly on one end of the dimension or the other 
on the remaining five dimensions: Lay Leadership, Authority, Learning, Strategy, and 
Process.  Again, can be both strengths and weakness observed in a score resulting at one 
end of the dimension.  Below are brief observations related to St. John’s scores. 

Lay Leadership – St. John’s scored their lay leaders at the managerial end of the 
leadership scale.  Parsons and Leas observe this is typical, stating, “In lay leadership 

tension is more often lost toward the managerial end of the scale than toward the 
transformational end.”17  Such leaders may be transformational outside the church, but for 
various traumatic events they become “watchdogs of budget and buildings” or devote their 
energies to the maintenance needs of the congregation.  “In this retreat mode,” Parsons and 
Leas continue, “’time horizons’ are very short and a premium is placed on practical agendas, 
harmony, and unity.”18 

Authority – St. John’s scored at the concentrated end of the authority scale.  When 
tension is lost in this dimension toward the concentrated end of the scale, 

individuals or small groups gain excess power.19  Others (i.e. lay leaders, staff, voters) within 
the organization can become unmotivated since they may feel they have no impact on the 
decision-making process.20  “When power groups become entrenched and dominate others 
and the narrow self-interests of the in-group regularly prevail at the expense of other 
interests, congregational morale will decline and enthusiastic participation wane,” Parsons 
and Leas explain.21 

                                                                    
16 Ibid. 
17 Ibid., 48.  
18 Ibid., 49. 
19 Ibid., 31. 
20 Ibid., 31-32. 
21 Ibid., 32. 
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Learning – St. John’s scored at the maximizing end of the Learning Scale.  Parson 
and Leas suggest, “An organization at the maximizing end of the scale has its 

attention fixed on the past.  It asks itself, ‘From what have our successes come in the past?  
What are our strengths?  Where do we have the most resources?’  With the viewpoint that 
a congregation builds on its strengths.”22  However, “new” ideas are discounted.  At the other 
end of this scale, metamizing looks beyond the congregation’s current strengths to develop 
something new.  This does not mean giving up one’s strength – though it could; it is more 
likely to mean experimenting with the development of untried programs or methods of 
approaching ministry.23   

Strategy – St. John’s scored towards the spontaneous end of the scale.  The authors 
suggest, “A spontaneous strategy allows a congregation to maintain an openness to 

God’s leading”.24  However, they caution, “Without understanding and gaining agreement 
about the goals of the church, the church will find itself in painful and repetitive conflict.”  
St. John’s is commended for taking time to involve members in a congregational self-study, 
socialize new ideas, clarify vision, and recruit their best thinking.  The authors recommend, 
“Living in the tension in this dimension makes it possible for a congregation to plan for 
surprises – plan with flexibility.”25 

 

Process 

The process scale measures both the information-sharing and decision-making 
procedures in a congregation.  St. John’s scored on the Discretionary End of the scale.  
Parson and Leas suggest, “Since roles and responsibilities are not well defined, people don’t 
know how to function relative to the rest of the organization.  The parts become 
disconnected for lack of good information flow.  Leaders develop a compartmentalized view 
of their work and don’t see the overall picture.”  In simpler terms: this means the children 
do not play well together on the playground.  Based on member and leader descriptions, 
and my four months of pastoral experience here, this description fits St. John’s to a “T”.   

 

                                                                    
22 Ibid., 52. 
23 Ibid. 
24 Ibid., 26. 
25 Ibid., 29 
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V. RECOMMENDED FOCUS AREAS 

1. Mission and Vision  
This front is always difficult to tackle.    Remember, “A healthy church is based on a 

healthy vision.  When vision ceases to be the driving force for a church’s ministry, it is 
susceptible to disease, decline and ultimately death.”  However, “Plateaued or declining 
congregations can start new life cycles as a sense of Godly urgency and vision drive a 
process of change.” 

Peter Steinke in Healthy Congregations states that healthy congregations are 
“purposeful congregations” with the following “healthy promoters”: 

1. A sense of purpose.  Vision that is always re-visioned. 

2. Appraise and manage conflict.  Leaders know the stressors and use resources 
wisely to manage conflict. 

3. Clarity.  Clear about what is and is not beneficial to their well-being. 

4. Mood and tone.  Better functioning congregations are more energized, 
spontaneous, intense, and involved. 

5. Mature Interaction. Foster growth and independence in their members.  Dependency 
is not encouraged. 

6. Healing capacities. Able to repair and regenerate through their resources and 
strengths. 

7. A focus on resources.  Promote greater health by focusing on past resources or 
developing new ones. 

8. Healthy congregations have a clear direction.  They keep asking “What is God calling 
us to be?  What is the meaning of what we do?” 

9. A congregation that is “clergy-focused” moves to dis-ease.  

10. A congregation that is “mission focused” moves to strength and greater health. 
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CONSIDER MINISTRY CONTEXT 
There was a time when the church was at the center of society.  Nancy Eiesland notes, 

“In other times and places, religious institutions were the overlord, or steward of society.”26   

The church had a role to play and everyone knew what it was.  I recall 
learning, as a first-year student at the Concordia 
Theological Seminary, the chapel was built at the 
center of the campus to model how churches used 
to be built in the center of the villages and 
towns.  But we all know that time doesn’t 
stand still.  Today, when one visits a large city 
like New York, one may find a great and 
beautiful cathedral completely dwarfed by 
far greater skyscrapers.  It seems the 
evolutionary process has taken its course and 
these once massive and magnificent church 
cathedrals have shrunk in stature and purpose. 

Many congregations (and Christian 
schools) today feel a change in status and 
purpose.  A dominant theme throughout the Studying 
Congregations handbook is understanding the 
congregation’s story within the larger ecology 
of stories.  The author, Nancy L. Eisland 
observes, “The recognition that your 
congregation is one among many 
congregations and organizations in the community – 
makes particular sense in our day.”27  Eiesland holds 
that our churches are better served when they consider 
themselves in relation to the other ministries in town.  
Eiesland warns, “Congregations can consciously cooperate and compete; they can hinder 
(and help) one another without intending to do so.”28   

                                                                    
26  Nancy Ammerman, Studying Congregations, 40. 
27 Ibid. 
28 Ibid. 

Figure 12 – “Where does St. 
John’s Lutheran Church fit in the 
surrounding communities?” 
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It will be helpful for St. John’s to consider the church’s place amongst the other 
religious organizations and the surrounding communities.  A church can learn much about 
how to shape its mission and vision by knowing about their local counter-parts in the 
Christian community.  What areas of the ministry “market” are already being served and 
what areas of the community are being neglected?  Discovering how St. John’s fits in the 
wider community can help the congregation find its “calling:” by meeting a previously 
unmet need.   There may be opportunities to explore new partnership and merging ministry 
efforts. 

2. Church Governance  
Figuring out where you are going will make it a whole lot easier to figure out the best 

way to get there: plane, train, or automobile.  In her book, The Outstanding Organization, 
Karen Martin identifies four conditions that must be met in outstanding organizations:  
clarity, focus, discipline and engagement.29  Clarity accounts for how much time an 
organization spends clarifying information: from the minor items to major items like the 
mission and/or vision.  Focus has to do with an organization’s effort to prioritize, the degree 
of support from leaders, and how resources are shared among projects.  Discipline involves 
whether projects get completed, sharing of responsibility for continuous improvement 
among all members, and “patient perseverance.”30  Engagement is that passionate 
component.  How involved are the people in their work?   

Notwithstanding a plethora of books, seminars, and other resources available for 
churches related to clarity, focus, and engagement, I found Karen Martin’s thoughts on 
organizational discipline practical for congregations I serve.  Organizational discipline in 
the physical realm leans towards day-to-day ministries being carried out in peace and, if 
lacking, creates disorder rather than peace. 

Building Organizational Discipline 

                                                                    
29 Ibid., 16 – 20. 
30 Ibid., 20. 
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Based on Martins’ observations, avoiding organizational discipline is not the way a 
church will avoid problems and maintain peace and unity.  In Paul’s letters to the churches 
he calls out behavioral problems (in leaders and members alike) in order to promote unity 
and peace.  In 1 Corinthians 14:33, Paul reminds the church, “For God is not a God of 
disorder but of peace.”  And in verse 40, he exhorts the church saying, “But everything 
should be done in a fitting and orderly way.”   

These recommendations continue for the church today.  Edward Deming, renown 
American engineer, professor, and statistician is reported to have said often, “If you can’t 
describe what you are doing as a process, you don’t know what you are doing.”31  Perhaps 
some organizations avoid describing processes when the activity may highlight another 
problem.  Henry Ford once said, “Most people spend more time and energy going around 
problems than in trying to solve them.”32  Martin recommends the Plan-Do-Study-Adjust 
(PDSA) Method for problem solving.  She says, “PDSA is a cyclical mode that promotes 
continuous improvement.”33 

Churches benefit both physically and spiritually from improved organizational 
discipline: “how you hire people, how you plan and manage meetings, how you deliver 
value.”34 Not only is there a benefit to new and existing congregational members but also to 
staff and lay leaders who seek clear goals, guidelines, and processes.  Church members, 
visitors and staff all benefit the most when these interactions are in peace and good order 
(disciplined organizational approach).  Generally, Martin advocates some level of 
standardization for organizations hoping to achieve their mission and improve 
organizational discipline.35 

The Abdon (Council) Model and The Carver (Policy) Model 

St. John’s switched governance models within the past five years.  It appears this 
transition was begun well, but failed to be fully implemented.  For example, the following 
observations from the St. John’s 2015 organizational chart below highlights the 
governance confusion that remains from the prior governance model: 

                                                                    
31 Karen Martin and Mike Osterling, Value Stream Mapping, (McGraw Hill Education, New York, 2014.), 15. 
32 Martin, The Outstanding Organization, 119. 
33 Ibid., 120. 
34 Ibid., 138. 
35 Ibid., 138. 
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1. The elders are to the right of the Governing Board as if they serve equally the same 
function.  It is not clear who the elders report to or who reports to the elders. 

2. The Senior Pastor reports to the Governing Board, yet the Senior Pastor’s evaluation 
is done by the elders.  This is an example of “double delegation.” 

3. The Parish Nurse and the Custodian have a double delegation; each reports to two 
supervisors, yet the Senior Pastor does the annual performance evaluation.   

4. There are no performance evaluations in the personnel files.  This suggests the 
Governing Board may have failed to supervise the Senior Pastor and the Senior 
Pastor was out of compliance in this area. 

5. The youth ministry leaders report to the Church Secretary.  It is not normal for 
ministry staff to report to support staff; understanding the support staff normally 
have little professional ministry training or education and are hired to support, not 
supervise, ministry activity. 

 

In this same vein of church governance, St. John’s would benefit from clear 
organizational leadership and ministry processes.  W. Edwards Demining in promoting 
continuous improvement said, “If you can’t describe what you are doing as a process, you 
don’t know what you are doing.”   
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ST. JOHN’S 2015 ORGANIZATION CHART
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CONTRASTING THE  

TWO GOVERNANCE MODELS 
Table 4 - Congregational Systems Inventory (CSI) Score 

 

COUNCIL MODEL POLICY MODEL 
Characterized by Lay-Led Ministries: 
Volunteers are accountable for the results. 

 

Characterized by Staff – Led Ministries – Staff 
are accountable for results. 

Council makes decisions that encompass 
entire congregation, particularly day to day 
operations.   

Board makes policy and monitors senior 
pastor’s compliance. 

Council meetings focus on all matters: 
mission/vision; policy; procedures; finances; 
operations; technology; building; stewardship; 
staff and personnel; worship; Sunday School, 
VBS, all ministry groups; etc. 

Board meetings focus on: policy oversight, 
board processes; monitoring Senior Pastor 
Limitation Policies. 

Boards are primarily task groups which 
organize and accountable to themselves. 

In place of multiple task-boards the staff 
organizes ministry teams, who assist in 
accomplishing ministry goals (policy 
outcomes), and are accountable to the Board. 

More lay leaders involved making day to day 
budget, operational decisions, and overseeing 
staff.  

Ministry teams (volunteers) are directly 
responsible (linked) to a staff member for 
guidance, support, and resources. 

Tends to be confusion over reporting and 
accountability issues. 

Tends to be challenging to stay within 
boundaries and limits. 

Provides more volunteer leadership 
opportunities, and promotes lay creativity and 
ownership. 

Provides more continuity of institutional 
knowledge, and promotes operational 
efficiencies. 
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VI. TRANSITION TASK FORCE (TTF) 

A. GETTING STARTED 
Any improvement efforts should be directly related to St. Matthew’s congregational goals.  
To this end four questions should be considered: 

1) Will individual staff and lay leaders perform better after implementation? 
2) Will ministry processes perform better after implementation? 
3) Will ministry teams perform better after implementation? 
4) Will the congregation perform better after implementation? 

Carl S. Dudley offers some constructive (and fun) things to know about doing a 
congregational study:  

1. “You (we) have a mess.”  When people talk about “the problem we are 
having,” they usual mean “the 
mess we are experiencing.”  
Avoid looking for the problem, 
and instead work to unpack the 
mess into a set of defined, 
workable problems.  Look for 
tools that help you understand 
these problems.  
2. You need workable 
solutions.  A workable solution 
is the bridge between what is 
happening and what the leaders 
have agreed ought to happen.  To 
know where to go, you need to 

understand both the undesired past 
and the hoped-for future.   

3. When stuck, recycle.  Count on things going wrong, mistakes happening, 
and people becoming upset.  Such mistakes are opportunities for 
increased communication, the improvement of our capacities to solve 
problems, and the clarification of our management gifts.   

Figure 13 – “Only be a man and hope in 
God” (LSC, p. 156). 
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B. TRANSITION TASK FORCE (TTF) 
The Intentional Interim Pastor (IIP) and the Board of Directors (BOD) have been 

prayerfully considering people to form a Transition Task Force to direct the self-study 
process.  The TTF is a valuable leadership team for a congregation in transition and/or 
simply facing significant challenges.  Selection of TTF members should be from a broad 
cross-section of faithful members of the congregation.  It may be necessary for TTF 
members to be temporarily relieved of other responsibilities in the congregation, and 
possibly their lives, as the work will take time, energy, and commitment.  It is about an eight 
to nine-month commitment. 

Although as your Intentional Interim Pastor, I will assist, guide and facilitate the 
process, the work of this interim journey is to be accomplished by you through self-study.  
The TTF will help to involve the church families in congregational assessment and goal-
setting.  The TTF’s task is to help St. John’s leaders understand the congregation’s best fit 
in the Body of Christ and how to be a “learning organization.” 
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VII. CONCLUSION 

As leaders, you are called to be the immune system of the body.  In Christ, and by the 
power of the Holy Spirit, you are the antidote.  You are God's spiritual medicine.  Speak the truth, 
and do it in love.  As leaders in the body of Christ, hold your spiritual posts.  Know that you have 
been called to minister to hungry souls inside and outside St. John’s current membership.   

As leaders, we cannot ignore the past, rather be honest about it and look for how to learn 
from it.  For the leader it is less about you, personally, and more about the "functioning" position 
where God has placed you.   

As leaders, you will enter the spiritual battle field as key targets of the enemy.  Matthew 
7:15 is appropriate.  The message of Christ and the cross, repentance and forgiveness, will be 
opposed by the message of the "false prophets."  But again, you are not being opposed, rather the 
message and mission we proclaim.  It is not personal, it is so much more!  So, by God’s grace 
stay the course, be faithful leaders at your post, and speak the truth in love - as I have come to 
know every one of you to do! 

 

In Jesus Christ, The Divine Agency of Change! 

X

Rev. Martin L. Schroeder

Intentional Interim Pastor
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ST. JOHN’S LEADERS, MINISTRY MAPS, AND TIMELINE – 
2017/18 

STAFF LEADERS 

Rev. Martin L. Schroeder, Senior Pastor 

Rev. Steven Massey, Associate Pastor 

Dr. Alice , Music Director 

Mrs. Stephanie Boegter, Church Secretary 

Mrs. Becky Dewitt, Bookkeeper 

Mr. Mark Holden, Custodian   

 

LAY LEADERS 

Albert Manas, Governing Board Chair 

Michael Boegter, Governing Board Vice-Chair 

Marilyn Miller, Governing Board Secretary 

David Zimmerman, Governing Board Member 

Jan Motz, Governing Board Member 

Jan Smalden, Governing Board Member 

Constance Nobis, Governing Board Member 

Tony Zimmerman, Children’s Ministry Team Leader 

Michelle Manas, Youth Ministry Team Leader 

Yvonne Flegler, Adult Ministry Team Leader 

John Trinantaflos, Elder Chair & Ministry Team Leader 

Dr. Alice, Music Ministry Team Leader 

Marilyn Miller, Ladies Guild Ministry Team Leader 
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Ministry Maps 

 

Figure 14 – FAMILY LIFE MINISTRY MAP 

 

Figure 15 - CHILDRENS MINISTRY MAP 
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Ministry Maps (continued) 

 

 

 

Figure 16 - YOUTH MINISTRY MAP 

 

 

Figure 17 - ADULT MINISTRY MAP 
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MINISTRY MAPS (continued) 

 

 

Figure 18 - MUSIC MINISTRY MAP 

 

 

Figure 19 - ELDER MINISTRY MAP 
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MINISTRY MAPS (continued) 

 

 

Figure 20 - LADIES GUILD MINISTY MAP 

 

 

Figure 21 - VOLUNTEER MINISTRY MAP
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