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BACKGROUND AND PROCESS 

The Long Range Planning Committee was established in the fall of 2011 by the Rockingham United Church 

Council to develop a long range plan for the church.  The members of the committee are listed in Appendix I.   

The development of this plan has proceeded through three phases: 

Phase I – Preliminary Research, December 2011 to September 2012 

During this phase the Long Range Planning Committee was guided by a number of resources, including Holy 

Conversations: Strategic Planning as a Spiritual Practice for Congregations, and Spiritual Strategic Journey: 

Tutorial for Congregational Redevelopment.   

The committee also commissioned an Environics Analytics Service Area Report, which provided a demographic 

analysis of the population of the area in which 70% of the congregation reside.  The report revealed that 3900 

residents in this area declared their religious affiliation as 

United Church.  This raised questions about our 

effectiveness in reaching out and serving our local 

community. 

This phase focused on understanding our current reality as 

a congregation, with small group consultations as well as a 

congregational workshop used to gather input.  Examining 

that understanding in the light of these guides, it was 

determined that the congregation was in the “Empty Nest” 

phase of development as defined in the Spiritual Strategic 

Journey resource.  For this phase a “Revitalization Strategy” 

was the recommended approach for redevelopment, which would take 18 to 36 months, and include the 

development and implementation of a short term strategy before developing the final long range plan. 

Phase II – Short Term Strategy, September 2012 to September 2013 

A proposed short term strategy was approved by Council in September 2012 and implemented by Council over 

the next twelve months.  This strategy focused on testing proposed approaches to revitalization, and had four 

key thrusts: 

1. Revitalizing programs, services and ministries; 

2. Building capacity to manage change; 

3. Reaching out to the community and inviting them to share in our revitalized programs, services and 

ministries; 

4. Beginning work on the development of the long range plan. 

The Environics report revealed 

that 3900 residents in our area 

declared their religious affiliation 

as United Church. This raised 

questions about our effectiveness 

in reaching out and serving our 

local community. 
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Some of the key activities during the implementation included removing pews at the back of the church to 

create a welcoming space; introducing changes in the service format such as youth-led services; and ensuring 

closer linkages between music and scripture.  The question of same gender marriage was addressed through a 

series of public discussions, followed by a vote at Council approving the introduction of a new policy.  The 

Christian Development program was strengthened by the addition of an assistant for the Sunday School, and 

an inter-faith lecture series for all ages.   

To develop capacity to manage change, a leadership workshop was held for Council and committee members.  

Using information from the Environics report, flyers were distributed to increase community awareness of 

Rockingham United and its upcoming programs and activities.  We went out into the community to organize an 

Easter Egg Hunt at Veterans Memorial Park, and invited the community in to an organ concert, and to share in 

our 50
th

 anniversary celebrations at a free Carnival in our parking lot. 

To begin the development of the long range plan, this phase 

included a visioning weekend led by Reverend Sharon Moon 

from the Edge Network of the United Church of Canada in April 

2013, with a workshop for Council and representatives of the 

congregation on Saturday, and a special service led by 

Reverend Moon on Sunday. 

At the beginning of Phase II, it had not been determined 

whether continuing as a congregation was a viable option.  At 

the end of this phase, our conclusion was that we were indeed 

viable as a congregation, as long as we continued the process 

of revitalization that we had begun. 

There is always some stress and anxiety associated with the 

introduction of change, but for the most part the changes 

introduced through the short term strategy were successful, 

and well-received.  One key finding, however, was that the 

current governance structure does not identify responsibility for some of the activities that were undertaken.  

In a number of cases, it was members of the Long Range Planning Committee or the 50
th

 Anniversary 

Committee that implemented the recommendations of the short term strategy.  As both of these committees 

were ad hoc in nature, it will be necessary to identify ongoing responsibility for such activities in the future. 

Phase III – Long Term Vision, September 2013 to June 2014 

Following on from the work of the visioning session with Reverend Moon, in the fall of 2013 the new Mission, 

Vision and Values statements were introduced, which included the powerful imagery of a ship under sail, 

embarking on a mission of faith, an image in keeping with both the history and the future of the congregation.  

At the beginning of Phase II, it 

had not been determined 

whether continuing as a 

congregation was a viable 

option.  At the end of this 

phase, our conclusion was that 

we were indeed viable as a 

congregation, as long as we 

continued the process of 

revitalization that we had 

begun. 
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The long versions of these are attached as Appendix II.  The short version has been used as the title of this 

document: 

Moved by the winds of God 

Bearing gifts of faith, respect and peace 

Charting a course for Life 

 

The current Stewardship Campaign, with its emphasis on the Spirit Given Gifts program, is a continuation of 

the efforts to build capacity to manage the change that continuing revitalization will bring.  We have continued 

our community outreach by providing snacks for students at Mount St. Vincent during their Christmas exams, 

and organizing a second organ concert. 

On April 5, 2014 the Long Range Planning Committee organized a workshop, facilitated by Cora Tolliver, with 

Council and representatives from the various committees and groups within the church to discuss its 

preliminary findings and recommendations, and to identify 

responsibilities for carrying out the long range plan.  There 

were a number of key initiatives for which there was no clearly 

definable focus of responsibility within the current mandates of 

the committees of Council.  As these generally related to and 

overlapped between the mandates of the Membership 

Relations and Outreach committees, the LRPC developed a 

draft mandate for a possible Community Growth and Care 

Committee that would integrate the mandates of these two 

committees and incorporate the missing elements.  A meeting 

was organized with the two committees to discuss this 

possibility.  The two committees met again and collaborated to 

develop a refined proposal for a World Outreach and 

Community Care Committee; however, this still left some 

elements of the responsibilities unaddressed. 

Developing an effective organizational approach to ensure that 

these key activities will be continued will be essential to the 

success of the long range plan.  Rather than rushing to 

implement a solution that may not work, it is recommended 

that an ad hoc committee be established with a mandate to develop a proposed organizational solution to 

address these mandate gaps, before the 2015 Annual General Meeting.   

The finalization of Phase III with this report completes the mandate of the Long Range Planning Committee.  

Responsibility for implementation of the plan is included in the recommended detailed plan below. 

Developing an effective 

organizational approach to 

ensuring that these key 

activities will be continued will 

be essential to the success of 

the long range plan.  Rather 

than rushing to implement a 

solution that may not work, it 

is recommended that an ad 

hoc committee be established 

with a mandate to develop a 

proposed organizational 

solution to address these 

mandate gaps, before the 

2015 Annual General Meeting.  
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SUMMARY OF OBSERVATIONS AND CONCLUSIONS 

Following is a summary of the key observations and conclusions from the long range planning process: 

• The Rockingham United Church congregation was in a steady process of decline, both in size, and in 

activity.  The congregation was aging, and its membership was not being renewed.  Because of the decline 

in membership, programs and ministries were also declining. 

 

• The church building was aging and there were questions as to its suitability for the future needs of the 

church.  The church was struggling financially, and incurring annual operating deficits.   

 

• The church was out of touch with its local community, and not focused on ministering to its needs. 

 

• Reversing the membership decline will be essential to the survival of the church, and this will be 

dependent on revitalizing programs and services and establishing 

a membership development program. 

 

• The church size has been hovering around the threshold between 

being a Pastoral-sized or a Program-sized church (see Appendix 

III).  As the congregation grows in size, Council must be cognizant 

of the significant impacts of crossing this threshold for clergy, lay 

leadership, and the congregation.  Consideration must be given 

to the adequacy of staffing levels, as well as to the impact on 

ministries and programs. 

 

• Initiatives introduced in the Short Term Strategy were successful 

in engaging the local community, attracting new congregants, 

and re-engaging current and former members.  Over the last three years, over thirty new households have 

begun attending Rockingham United on a regular basis, and our Sunday School attendance has tripled.  

Visitors comment on the relevance and meaningfulness of our services.  Other faith communities have 

responded enthusiastically to invitations to meet in friendship and get to know each other better.  Website 

hits have spiked after distribution of flyers.  Visitors have mentioned events like the carnival and the Easter 

egg hunts. 

 

• If these revitalization efforts are continued, the congregation can thrive in the current location.  The 

building will need maintenance and modernization to meet the congregation’s needs, and financial 

campaigns will be needed to address these requirements. 

 

Reversing the membership 

decline will be essential to the 

survival of the church, and this 

will be dependent on 

revitalizing programs and 

services and establishing a 

membership development 

program. 
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• Some of the new initiatives can be continued within the existing governance structure of the church 

through the expansion of the mandates or changes to the strategic direction of some committees, 

however, there are several initiatives that do not clearly fall within the accountabilities of any of the 

existing committees of Council. 

LONG RANGE PLAN 

Building on what has been learned from the implementation of the short term strategy, the following long 

range plan is proposed.  Throughout the plan, the use of the 

pronoun “we” refers to us collectively as a congregation. 

There are three key elements to the proposed long range plan: 

1. Nurturing and growing the congregation, and 

reaching out to our community 

First and foremost, we need to commit strongly to nurturing 

and growing our congregation, gaining and retaining 

members, and providing them with a meaningful church 

experience.  Without this growth, we cannot thrive as a 

congregation. 

 In order to fulfil our mission, we must continue to grow in 

our faith and our understanding of what we are called to do, 

welcoming new members and reaching out and serving our community, sharing the many gifts we have 

been given.  We must continue to revitalize our worship, music, programs and services to provide a deeper 

spiritual experience to those who are seeking spiritual growth.  We will challenge our members to 

understand and live their faith more fully in all aspects of their lives. 

We will work at understanding better the evolution of our neighbourhood, ensuring that we actively reach 

out to those searching for spiritual meaning in their lives using various means of communication to 

introduce Rockingham United, and will welcome our neighbours to share in our community activities.  We 

will reach out to people of different faiths and cultures as neighbours and friends, growing in trust and 

understanding, and working together to build a peaceful and supportive community for all. 

The current Worship Committee, Christian Development Committee, and Music Program all have the 

scope in their mandates to address the need to provide meaningful spiritual growth and development to 

the congregation.  However, while the nurturing and growing of the congregation is the first and most 

important step in this plan, there are parts of the initiatives required to achieve this that do not clearly fall 

within the mandates of any committee.  One of the key recommendations of this plan is the creation of an 

First and foremost, we 

need to commit strongly 

to nurturing and growing 

our congregation, gaining 

and retaining members, 

and providing them with a 

meaningful church 

experience.  Without this 

growth, we cannot thrive 

as a congregation. 
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ad hoc committee with a mandate to develop a proposed organizational solution to address these 

mandate gaps.  This committee should include the members of both the Membership Relations and 

Outreach committees, and should have a separate chair to be appointed by Council.  While both 

Membership Relations and Outreach would retain their separate identities at the Council table during this 

process, their regular meetings would be integrated into the meetings of the ad hoc committee.  The 

committee may need some assistance with facilitation.  Clear expectations should be established for the 

results to be achieved by the committee, and the chair 

of the ad hoc committee should report monthly at 

Council meetings on the committee’s progress. 

2. Creating a healthy and welcoming space 

for worship and congregational activities 

While worship and community activities can occur in 

any environment, we need to provide a healthy 

working environment for our staff, volunteers, and 

those community groups that rent space in our hall; 

and our programs and services will better serve the 

needs of participants if the space is bright, comfortable 

and welcoming. 

The church building is aging and in need of repairs and 

upgrades.  A comprehensive assessment of the status 

of the building will be completed, and a multi-year plan and budget for needed work developed.  As that 

plan is developed, we will seek opportunities to ensure that the space is healthy, energy-efficient, warm 

and welcoming, and well-adapted to the life and work of the congregation.   

In order to identify opportunities to combine needed repairs with improvements to the appearance and 

functionality of the space, it is recommended that an architect be commissioned to provide 

recommendations for cost-effective changes that would achieve these ends.   Before anything more than 

essential repairs are scheduled, we should have a long term building development strategy that ensures 

that both objectives are considered. 

3. Ensuring the financial viability of the church and its programs 

At this time, the financial situation of the church has improved.  This is due partly to some growth in the 

congregation and partly to the rental of space in the church hall to the Atlantic Montessori School.    

In order to identify 

opportunities to combine 

needed repairs with 

improvements to the 

appearance and functionality 

of the space, it is 

recommended that an 

architect be commissioned to 

provide recommendations for 

cost-effective changes that 

would achieve these ends.    
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As we see Rockingham United continuing and thriving as a congregation in this location for the foreseeable 

future, it will be important to establish a rigorous long-term 

budget, with clearly separated Operating and Capital Funds. 

We need to budget specifically for the activities we need to 

undertake to nurture and grow the congregation on an 

ongoing basis, and to ensure that our Operating Fund 

expenditures are aligned in our priorities, and in particular with 

ensuring that we achieve our mission and vision. 

We will also need to look at two levels of Capital Fund 

expenditures: 

1. Basic expenditures required to ensure that the building is 

“tight” – well maintained, energy efficient, safe and 

accessible. 

2. Additional expenditures to make the space warmer, 

brighter, more welcoming, and better adapted to the life 

and work of the congregation. 

While these are two separate budget lines, as noted above, wherever possible opportunities should be 

sought to combine the two activities if increases to costs are modest.   

It is expected that a Capital Campaign will be required to fund the repairs and improvements to the 

building. 

DETAILED PLAN 

 

Strategy Responsibility Time Frame 

1. Nurturing and growing the RUC congregation.   

1.1. Revitalizing worship, music, programs and services: 

 

1.1.1. Continue to enrich the worship experience 

 

• Continue to integrate youth members into 

worship 

 

• Flexible worship formats 

 

 

Worship  / Choirs / 

Music Program / 

Christian 

Development 

 

 

Ongoing 

We need to budget 

specifically for the activities 

we need to undertake to 

nurture and grow the 

congregation on an 

ongoing basis, and to 

ensure that our Operating 

Fund expenditures are 

aligned in our priorities, 

and in particular with 

ensuring that we achieve 

our mission and vision. 
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Strategy Responsibility Time Frame 

1.1.2. Expand the focus of the music program 

 

• Increase focus on congregational singing 

 

• Actively reach out to identify and integrate the 

musical gifts of members of the congregation, of 

all ages 

 

• Increase integration of More Voices 

 

• Contemporary and other musical styles 

Worship / Choirs / 

Music Program / 

Christian 

Development 

Ongoing 

1.1.3. Programs and services 

 

• Identify the needs and interests of congregation 

– children, youth and adults 

 

Christian 

Development  / 

Worship  

December 

2014 

• Develop programs for all age groups, especially 

a strong Christian Education program 

Christian 

Development 

Ongoing 

• Equip adults and youth for their ministries in 

the church 

Christian 

Development 

Ongoing 

• Provide regular opportunities for leadership 

growth in the church 

Outreach  / Christian 

Development/ All 

committee chairs 

Ongoing 

• Continue implementation of the Spirit Given 

Gifts Program 

Stewardship Ongoing 

• Establish better ways  to identify the pastoral 

care needs of new members 

Pastoral Care December 

2014 

1.2. Membership development 
 

1.2.1. Analysis and strategy development 

 

• Review and interpret the results of the 

Environics study and other information sources 

to understand the evolution of our 

neighbourhood and community 

 

 

Ad Hoc Committee 

 

 

 

 

 

December 

2014 
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Strategy Responsibility Time Frame 

• Indentify potential for action based on current 

knowledge, and direction for geographic and 

demographic focus of effort 

1.2.2. New member integration 

 

• Conduct a first contact environmental scan to 

determine what is right and what needs 

improvement in our first contact with visitors 

 

• Build a core of “shepherds” to work from 

parking lot to pew greeting and guiding visitors, 

and ensuring they are connected to someone 

who will make them feel comfortable and at 

home in the church 

 

• Determine the needs and interests of new 

members, where they are or want to be socially 

and spiritually, and their learning needs and 

interests 

 

• Arrange the means to address these needs and 

interests 

Ad Hoc Committee 

 

 

 

December 

2014 

 

 

December 

2014 

 

 

 

 

Ongoing 

 

 

 

 

December 

2014 

1.3. Community outreach: 

 

1.3.1. Inter-cultural exploration 

 

• Explore approaches to better relations with our 

community, recognizing that culture is multi-

faceted  

 

• Arrange congregational education on inter-

culturalism 

 

• Advance the United Church commitment to be 

an inter-cultural church 

 

 

 

 

Outreach / Christian 

Development  / 

Worship 

 

 

 

 

December 

2014 



 

Moved by the Winds of God, bearing gifts of faith, respect and peace, charting a course for Life 

A long range plan for Rockingham United Church, proposed by Long Range Planning Committee 

Unanimously adopted by Rockingham United Church Council May 27 2014 

 
 

 
Page 12 of 18 

 

Strategy Responsibility Time Frame 

1.3.2. Publicity 

 

• Identify resources to be available to assist 

groups in communicating with the congregation 

and the community using flyers, print and 

broadcast media, and social media; specifically 

targeting materials to different audiences 

(families, youth, single adults, etc.)  

 

• Provide support for event coordination 

including contracting, staffing, and ticket sales 

Council 

 

September 

2014 

1.3.3. Events 

 

• Organize  community outreach events 

Ad Hoc Committee 

 

September 

2014 

1.4. Impact of growth 

 

1.4.1. Consider potential impacts of transitioning from 

a Pastoral to a Program-sized church, including 

impact on clergy, ministries, programs, and 

congregation. 

 

1.4.2. Education to prepare congregation for the 

appearance and effect of growth; ongoing 

emphasis on a welcoming, nurturing 

environment. 

 

Chair of Council / All 

Council and 

Committee members 

/ Leader of 

Implementation Team 

December 

2014 

1.5. Ensuring that our governance structure provides for 

these key activities in the growth and development of 

the congregation on a continuing basis 

 

1.5.1. Establish an ad hoc committee, including the 

members of the Membership Relations and 

Outreach Committee and others as required, to 

develop an organizational solution  

 

 

 

 

 

Chair of Council / 

Council 

Ad Hoc 

Committee to 

be established 

in June 2014; 

proposal for 

organizational 

solution 

before 2015 

Annual 

General 

Meeting 
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Strategy Responsibility Time Frame 

2. Creating a healthy welcoming space for worship and congregational activities. 

 

2.1. Undertake a comprehensive assessment of the status of 

the church building, including an energy efficiency 

audit.   Identify structural and cosmetic changes that 

would make the church building more welcoming, and 

better adapted to the life and work of the congregation, 

such as the need for flexible seating arrangements for 

different services and events. 

 

 

Council / Building and 

Property 

 

December 

2014 

2.2. Obtain estimates of costs for all needed repairs.  

Identify potential costs of changes to make the building 

more welcoming and better adapted to the life and 

work of the congregation, and identify opportunities to 

integrate such changes into work needed to address 

repair and maintenance needs. 

Council / Building and 

Property  

December 

2014 

2.3. Develop a multi-year plan and budget for needed 

repairs and possible improvements. 

 

 

Council / Building and 

Property  

December 

2014 

3. Ensuring the financial viability of the church and its programs. 

 

3.1. Identify the funding necessary to implement the 

recommendations in this plan 

Stewardship / 

Treasurer / Trustees 

December 

2014 

3.2. Clearly delineate and separate Operating and Capital 

Funds 

 

3.2.1. Prepare an Operating budget that addresses the 

requirements of implementing the ongoing 

activities recommended in this plan 

 

• Identify options for funding new activities 

 

• Ensure that Capital Funds are not used for 

Operating expenditures 

 

Stewardship / 

Treasurer / Trustees 

December 

2014 
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Strategy Responsibility Time Frame 

3.2.2. Prepare a Capital Budget that addresses any 

major capital expenditures that are needed to 

implement recommendations in this plan 

 

• Review the various Capital Funds to ensure that 

their purposes are clear and still valid 

 

• Consider consolidating funds if their separate 

purposes are no longer valid 

 

• Consider using some of the Capital Funds to 

address needed repairs and improvements to 

the church building 

3.3. Consider the establishment of a Capital Campaign to 

address needed repairs and improvements 

Stewardship / 

Treasurer / Trustees 

December 

2014 

IMPLEMENTATION OF THE LONG RANGE PLAN 

The church is embarking on a significant journey, an evolutionary process that will involve a lot of work, and 

introduce many changes.  New mechanisms need to be established, and people will need to accept and adjust 

to change.  Many of these recommendations are for the introduction of ongoing activities, for which it is 

important to recognize that a period of transition will be necessary for them to be introduced and integrated 

into the ongoing life and work of the church.   

Other recommendations are for one-time projects that may take an extended period to be fully completed. 

While the time frames for the recommendations may vary from a period of a few months to a few years, it is 

recommended that the progress in implementing all of the recommendations be monitored together by an 

implementation team for a period of one year.  Any projects that may remain unfinished at the end of that one 

year implementation period should be monitored directly by Council. 

The implementation team should have an assigned Team Leader, and should otherwise consist of those 

charged with responsibility for implementing the recommendations as noted in the detailed plan above.  The 

Team Leader should report regularly to Council on the status of the implementation of the plan. 

Committees, groups or persons identified as responsible for implementing particular recommendations may 

need to develop more detailed plans for their area of responsibility.  
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APPENDIX I – Membership of the Long Range Planning Committee 

Ex Officio Members: 

Reverend Debbie Aitken, Minister 

Bruce Russell, Chair of Council (December 2011 to June 2013) 

David Williamson, Chair of Council (June 2013 to June 2014) 

 

Co-Chairs: 

Alan Schnare 

Sheila McGinn 

 

Members: 

Doug Chaytor 

Victoria DeVita 

John Dow 

Lynn Knapp 

David Martin 

Brenda Munro (December 2011 to June 2013) 

Fran Paton 

Pam Roddick (November 2013 to June 2014 

Kim Silver 
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APPENDIX II – Rockingham United Church Mission, Vision and Values 

 

Moved by the winds of God 

Bearing gifts of faith, respect and peace 

Charting a course for Life 
 

MISSION 

Our mission as a community of faith is to worship God, sharing the teachings of Christ,  

accepting all with love as children of God, reaching out to meet the physical and spiritual  

needs of others, working for social justice, and caring for God’s creation. 

 

VALUES 

 

Following the way of Christ, trusting in His wisdom, and hoping to live in His grace, we courageously seek 

to live His teachings in our daily lives.  We embrace the challenge of understanding God’s will, maturing in 

our faith, and leading by example. 

Respecting the commitment of other faiths to their beliefs and traditions, and valuing the opportunity to 

know and understand each other, we work together to strengthen our community. 

Nurturing our relationships by listening with open hearts, discussing our differences with care and 

respect, we will support each other in God’s work. 

Sharing as a community in the growth and development of our children, we provide them with a moral 

compass, engaging with them in worship. 

Acknowledging the richness of the gifts we have been given, receiving them with gratitude, we share them 

with love.   

Understanding that we are entrusted with the safekeeping of this world we inhabit, we tend it with care.   

Most importantly, we love our neighbours as ourselves, and welcome all without reserve. 

VISION 

When we have fulfilled this mission, acting in accordance with these values, this is our vision for the 

future: 

Our church touches people’s lives in ways that heal and strengthen, bringing an understanding of 

God’s role in their lives, and inspiring them to pass these gifts along to others.  
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APPENDIX III – Comparison of Pastoral and Program-Sized Churches 

 

The following information is extracted from the article “How to Minister Effectively in Family, Pastoral, 

Program, and Corporate-Sized Churches” by Roy M. Oswald.  The theory of congregational size referenced in 

this article is based on the work of Arlin Rothauge in his booklet “Sizing up a Congregation for New Member 

Ministry”. 

 

THE PASTORAL CHURCH (50 TO 150 ACTIVE MEMBERS) 

“Clergy are usually at the center of a Pastoral Church… A key feature of a Pastoral Church is that lay 

persons experience having their spiritual needs met through their personal relationship with a seminary 

trained person…it would be rare for a Bible study or prayer group to meet without the pastor… pastor is 

also readily available in times of personal need and crisis…The time demands upon the pastor of a 

Pastoral Church can become oppressive…  

A second feature… is its sense of itself as a family, where everyone knows everyone else… When 

congregations begin to have 130 to 150 people coming every Sunday morning, they begin to get nervous…  

Members begin to wonder about the new faces that they don’t know – people who don’t know them.  Are 

they beginning to lose the intimate fellowship they prize so highly?  Clergy also begin to feel stressed 

when they have more than 150 active members whom they try to know in depth…  

Clergy with strong interpersonal skills fare well in the Pastoral-sized church… Clergy who enjoy being at 

the center of most activities also fare well… Outgoing, expressive persons seem to be the best match for 

the style of ministry… An open, interactive leadership style also seems to suit this size church…  

When some congregations grow…they may hire additional staff… this strategy will have limited success… 

when you hire additional staff… you require staff meetings, supervision, delegation, evaluation and 

planning.  These activities draw the pastor deeper into administration… The two treasured features of a 

Pastoral Church that will be lost if it becomes a Program Church are ready access to their religious leader 

and the feeling of oneness as a church family, where everyone knows everyone else and the church can 

function as a single cell community. ..  

Two things prevent a congregation from making that transition.  The first barrier is found in the clergy… 

The second barrier is found in the lay leaders… Without the backing of key lay leaders, the cost of moving 

from a Pastoral to a Program Church usually comes out of the pastor’s hide.” 
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THE PROGRAM CHURCH (150 TO 350 ACTIVE MEMBERS) 

“The Program Church grows out of the necessity for a high-quality personal relationship with the pastor to be 

supplemented by other avenues of spiritual feeding.  Programs must now begin to fulfil that role.   

The well functioning Program Church has many cells of activity, which are headed up by lay leaders…  

Clergy are still at the centre of the Program Church, but their role has shifted dramatically.  Much of their time 

and attention must be spent in planning with other lay leaders to ensure the highest quality programs.  The 

pastor must spend a lot of time recruiting people to head up these smaller ministries, training, supervising and 

evaluating them… 

When clergy move from a Pastoral Church to a Program Church, unless they are able to shift from a primarily 

interpersonal role to a program planning and development mode, they will experience tension and difficulty in 

their new congregation…  

Key skills for effective ministry… ability to pull together the diverse elements of the parish into a mission 

statement… able to lead the parish toward attaining the goals… stand firmly at the center of that consensus… 

motivate the most capable lay persons… to take on key components of the parish vision and help make it 

become a reality…  

For clergy who get their primary kicks out of direct pastoral care work, ministry in a Program Church may leave 

them with a chronic feeling of flatness and lack of fulfillment…” 

STAFFING FOR GROWTH 

“Some congregations do not grow because they are not staffed for growth…  

As a rule of thumb, if you desire to staff for growth, you need one full-time program person on your staff for 

every one hundred active members…Active members refers to how many are attending worship on the 

average year round.  You are staffing maintenance if you are just slightly under that figure.  You are staffing for 

decline if you are seriously under that number.   

Growing churches see that their members as well as their visitors receive adequate pastoral care during times 

of crisis or need.  People who are well cared for pastorally are inclined to invite their friends and family 

members…” 


