ORGANIZING THE CONGREGATION
COMMITTEES / TEAMS
THE  VISIONING & PLANNING  TEAM

There are people in your congregation that are visionaries and can develop a plan for future growth and enhancement of the congregation.  This Team will consider the congregation’s sacred history and what new ministries and programs you feel GOD is calling you to do for the members and families of the congregation, your community and throughout the world.

This Team will make recommendations to the Congregation Council for changes to your Church Facility and to your Staff to enhance, strengthen and expand current ministries and new ministries and programs for the future.  The responsibilities of this group will include:
1.  Review challenges in current ministries, programs and activities

2. Discuss growth of current ministries and the addition of new ministries for the next  3 to 5 years.

3. Survey church committees, program supervisors and activity coordinators for space need ideas and improvements.

4. Review the church use by community groups and organizations.

5. Discuss building space for multi-purpose use and scheduling of programs and events.
6. Review outdoor opportunities for sports fields, picnic areas, playground space and parking.

7. Develop building space needs based on type of activity, program and size of group.

8. Review all storage needs for each group and activity

9. Prioritize the building space needs from your research and information gathering.
10. List short term issues that can be addressed to enhance the current church facility for great curb appeal and a welcoming first impression.

11. Make a presentation of the Team’s recommendations for space needs and use to the Congregation Council.
THE BUILDING TEAM

The Congregation Council will appoint a Building Team by first selecting the chairperson.  The chairperson of the Team should have a schedule which can accommodate flexible meeting times and should certainly be an enthusiastic supporter of the building program.  To serve effectively, the chairperson of the Team should have abilities in administration, communication, organization and leadership.  The Council and chairperson together should select six to eight members for the remainder of the Team.  The Pastor will serve ex-officio.  The remaining members of the Team should have knowledge of the ministries of the congregation.  No member of the Building Team should be required to have a specialized knowledge of construction, but such knowledge will be helpful.

The purpose of the Building Team is to coordinate the entire building program from the development of the Schematic Design to the final acceptance and dedication of the new church facility.  The responsibilities of the Building Team include:

1. Review the building space needs developed by the Vision & Planning Team.

2. Interview Architectural firms for services needed to complete the recommendations for building space and enhancement.
3. Discuss the interview results and check firm references and visit completed projects of each Architectural firm interviewed.

4. Make a recommendation to the Congregational Council to hire the selected Architectural firm.

5. Present the congregation’s needs and concerns to the selected Architect.
6. Develop a plan for space with the Architect including a cost estimate.
7. Reviewing and recommending a Schematic Design to the Congregation Council.
8. Hire a Site Engineer to develop a site plan based on the schematic design including drainage and additional parking.
9.  Submit the site plan for town approval
10. Reviewing the Architect’s submissions of the Design / Development drawings and the Construction Documents.

11. Working with the Architect to respond to review comments from the Building Team and the Congregation.

12. Reviewing construction bids and recommending the selected Contractor to the Congregation Council and the congregation.

13. Developing furnishing requirements and placing furnishing orders at least 6 months prior to building completion.

14. Appointing a Memorials / Special Gifts Committee to prepare a booklet of possible items available for individual gifts.

15. Appointing a Coordinator from among the Building Team to be the Architect’s and Contractor’s contact person during the construction.

16.  Attend weekly construction meetings and review change orders.

17. Reviewing, approving for payment, and submitting to the Loan Administrator, all building program invoices for loan draws.

18. Monitoring and inspecting construction in conjunction with the Architect and consulting Engineers.
19. Inspecting the building with the Architect and preparing a punch list of items from repair or replacement.

The Building Team will often have resource people to call on from within the congregation who will be qualified and capable of giving professional and technical advice and counsel as needed.  Sub-committees may be appointed for specific tasks during the project.  The Architect will also provide professional advice and guidance, along with the Church Building Consultant, Staff Architect and the Mission Investment Fund.  Throughout the project, the Building Team must keep the congregation fully informed of the process and progress of the building program.

THE BUILDING FINANCE TEAM
The completion of the proposed building will mean additional current operating expenses.  It is important that the congregation anticipates and recognizes its responsibility to the current budget.  The building program must not be financed by diverting funds from the benevolence or current accounts.  If the congregation is experiencing difficulties in meeting their commitments, serious questions must be raised about the financial readiness to build.  
Before building construction begins, there are related expenses that must be paid from the Building Fund.  There are expenses incurred before an escrow account is established and are paid directly by the congregation.  These expenses will include, site engineering, architect fees, attorney fees, town approval fees and building permits.

The responsibilities of the Building Finance Team include:
1. Interviewing Capital Campaign Companies to discuss the 

services in conducting a campaign, along with the availability and cost of the firm.

2. Research loan sources for the building project.  The Mission 

Investment Fund is a primary source for congregations.

3. Establish a building project checking account with the Mission 

Investment Fund with a separate ledger for invoices paid.

4. Hire the Capital Campaign firm with Council approval

5. Set up a tracking system for campaign pledges, gifts and funds 
received from other sources.

6. Submit a loan application with the Mission Investment Fund.

7. Follow up on campaign pledges and commitments with member

visits.

8. After final loan approval, establish an escrow account to pay the

construction invoices from the Contractor and other fees and expenses on a monthly basis.

9. Keep the building checking account open after construction to pay the monthly mortgage.



THE COMMUNICATION TEAM

For the building program to be a fully supported and successful project of the entire congregation, all members must be kept informed of the plans and progress.  Regular communication with the congregation is one of the important responsibilities of the Congregation Council and the Pastor.  One effective method of communicating is for each member of the Building Team to be assigned responsibility for discussing the project with several families of the congregation.  The Team member may visit the families in their homes or at cottage meetings specifically to interpret the progress of the building program and encourage members to express their ideas, concerns and questions.  Such an approach has several advantages:
1. Each member has a direct contact with the building program and 

Committee.

2. Each individual has the opportunity to express their hopes, desires and 

concerns for the building.

3. A personal visit with every family will bring positive responses in the

life of the congregation.

The responsibilities of the Communication Team include:

1. Coordinate congregational meetings for building project information and for needed approval votes.

2. Direct the information mailings and meeting notices

3. Write monthly articles for the newsletter and church website.

4. Community knowledge of the project thru local newspaper articles with photos.

5. Coordinate congregational support groups and cottage meetings during the construction project.

6. Send invitations to special events – meetings etc.

7. Coordinate the Ground Breaking and Dedication services and dinners.

The congregation’s newsletter, weekly church bulletins and website should regularly contain notes on the building project.  There should be a brief report by a Building Team member before the beginning of the worship services.  Do not overlook any opportunity to communicate with both the congregation and the community by publicizing significant events regarding the project.
