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FUNCTIONS OF MANAGEMENT ESSENTIAL TO
CHURCH BUSINESS ADMINISTRATION

CHAPTER I

THE PROBLEM

Introduction

The role of the church has changed to the extent
that church business management is discernible now as a
ma jor element of the operations of a church. This new
development grew out of the need in many churches for con-
stant attention to and supervision of the many complex
details related,to the business affairs of the church. The
time a minister devotes to managerial dutles and to business-
related activities of a church lessens the amount of time
available for other ministerial duties. In order to alle-
viate this situation, some churches employ full-time busi-
ness administrators. The function of the business
administrator is to relieve the minister of many business-
related duties and to free him for the ministerial work for
which he was pgrticularly trained and 1s uniquely qualified.
The non-ministerial responsibilities of the church are
placed in the hands of the business administrator who has

special ability and preparation to handle them.

1
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The church business administrator serves as coordi-
nator in matters of finance, management of property and office
facilities, personnel supervision, public relations, and
future development. Church business management has been
defined by Humphrey as follows:

Church business management is the science and
practice of administering church finances, property,
staff personnel, and public relations. Implied in
this definition are the concomitant management
functions of forecasting, planning, organizing,
delegating, controlling, evaluating, and reporting.l

A job description applicable to a church business adminis-
trator indicates the extensive dutles and areas of respon-
sibility that may be involved in this relatively new kind of
position. An example of such a job description is shown in
Appendix A,

Some attempts have been made by various denominations
to offer workshops, semlnars, conferences, and counseling
services for persons engaged in church business administra-
tlon. The I1liff School of Theology in Denver, Colorado, and
the Lutheran Lay Institute at Concordia College, Milwaukes,
Wisconsin, have each conducted a short course in church busi-
ness management. The General Board of Lay Actlivities of the
Methodist Chprch has conducted an annual conference on Church
Business Administration since 1954. The most recent confer-

ence was held at Lake Junaluska, North Carolina, in August,

1965. Seminars were conducted in the following areas:

lclyde W. Humphrey, "Church Business Management
Defined,” Church Management, XL (December, 1963), 7.
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Program Bullding, Every-Member Visitatién, Christian Family
Money Menagement, and Church Accounting, Records and Systems.
Literature describing the conference contained the following
information:
This course 1s planned for and managed by that

growing number of consecrated laymen, both men and

women, who are dedicating thelr talents to the ser-

vice of God and the Church in the fleld of business

administration, who serve under such tltles as

business manager, church manager, administrative

assistant, pastor's assistant, financial secre-

taries, and the 1like.l
Further evlidence 1s found supporting professional preparation
in Church business management. The School of Business of the
-American University established a Center for Church Business
Management 1ln August, 1961l. Church business management may
be elected as a fleld of concentratlion for the degree of
Master of Busliness Administration or the Doctor of Philosophy
In Business Administration. Wesley Theologlcal Seminary stu-
dents. may take church management courses for resldence credit
toward their degree programs. The first professional certif-
icate 1in church buslness management was awarded to a Methodist
minister, Rev. Herman Miller Elam, in August, 1965. Mr. Elam
also received the degree of Master of Sacred Theology from the
Wesley Theologlcal Seminary, where he combined religlous edu-

cation with his studies in church business management. Non-

credlt institutes which have been offered by the Center relate

literature received from Clyde W. Humphrey, Director,
Center for Church Business Management, School of Business
Administration, the Amerlican University, Washington, D.C.,
June, 1965.
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to church finance, church property management, church public
relations, and church office management.l
The currilculum of studles pursued by ministerial

students 1s usually very narrowly defined. A perusel of the
catalogues of the six liberal arts colleges and the semlnary
supported by the Church of the Nazarene indlicates that none
require any instructlon in business administration. Students
are permitted a small degree of flexibility in thelr cholce
of elective subject matter, and, as a result, a very small
percentage of ministerial students get any preparation in
business administration. Grey found the typlcal education of
the average clergyman seldom includes any executive prepa-
ration.

Examination of the requirements for the Bachelor of

Divinity Degree at leading seminaries in the denomi-

nations included in this study reveals that all

requlre numerous courses in philosophy, hilstory,

theology, and the art of pastoral counsellng, but

none require extended instruction in the complex

skills of executive procedure.?2
It would appear, then, that i1f courses from the area of busi-
ness administration are to be added to the curficulum of
ministerial studies, these courses will of necessity have to
be highly intensive and concentrated. 1In all likelihood

ministers will continue to serve in dual roles as ministers

and church administrators within a vast majofity of churches.

l1big.

2Robert Nelson Grey, "An Analysis and Evaluation of
the Work of Church Business Administrators" (unpublished
Ed.D. Dissertation, Oklahoma State University, 1965),
pp. 20-21,
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There is urgent need for courses incorporating busi-
ness management as an area of study for ordained ministers,
ministerial students, and others who may engage ln the
business-related functions of the church. Prentice-Hall,
Inc., a publishing company, has developed a series of twelve
books dealing with church business management. Six volumes
are now available and six volumes are currently in prepara-
tion. Each volume represents management techniques which
serve to develop competence on the part of the church worker,
These and other materisls are avallable for use 1in a course
or in several courses 1ln church busliness administration.
Since they are extensive in scope, they could be used for

collateral reading and as reference material.

Statement of the Problem

The problem of this study was to formulate a concep-
tual outline of subject matter pertaining to selected func-
tions of management which are essential to church business
administratién° The emphasis was on the isolation and the
definition of fundamental functions of management that are

applicable to church business administration.

Limitation

The category of busliness-~related activities was
limited to the followlng areas: menagement of church funds,
management of church facilities, and management of church
personnel. Aspects of church busliness administration not

Included in this study are the administration and the

-
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operatlion of the following: hospitals, schools, colleges,
homes for the aged, recreational centers, youth camps, rescue
missions, orphanages, and secular profit-meking enterprises.
The illustrative specific applications of church management
in this study pertain most directly to the Church of the

Nazarene,

Definition of Terms

Church administration 1s the distinct process of

planning, organizing, actuating, and controlling the actlv-
itlies that are necessary to determine, establish, and
accomplish the policies, procedures, methods, and objectives
of a local church. This process may be performed either by
one individual acting alone or by a group of individuals
acting as a collective body.

A church administrator is an individual employed by

a local church whose duties involve the management of finance,
the management of physical facillities, and the management of
personnel. The church admnlnistrator acts as coordinator of
the business aspects of the church program.

A minister-manager is a minister regarded as the head

of a local congregation whose primary role is spiritual leader
of the congregation, yet whose secondary dutles consist of
those managerlal activities necessary for effective adminis-
tration of the business-related activities of a church.

A large church is a church whose membershlp exceeds

1,000 and whose annual budget is $100,000 or more. The large
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church maintains a multiple-ministerial staff and a full-
time staff of pald clerical and custodial workers.

A medium church ls a church whose membership

exceeds 100 but 1ls less than 1,000 and whose annual budget

exceeds $25,000 but is less than $100,000. A medium church
may employ associate minister(s) and/or maintain a limited

staff of clerical and custodlal workers.

A small church 1s a church whose membershlp is less

than 100 and whose annual budget 1s less than $25,000. A
small church may be exemplified by that vast majority of
Nazarene churches having an average membership of 50 and an
annual budget of $12,000. The minister is the only paid
full-time member of the church staff. A small church may
employ part—time'clerical and/or custodial workers.

The Manual of the Church of the Nazarene is the

officlal publication of the denominatlon. It contains =
brlef history of the denominatlon, a summary of doctrine,
standards of practlical ethics, the outlines of the basic
church orgenization, and the detalled procedures of church
government. It 1s revised and adopted at each quadrennial
general assembly of the denominati;n. In all subsequent
references to this publicatlon the abbreviated title,

Manual, shall be used.

Sources of Informatlon

The iInformation for this study was developed from

the followlng sources:
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1. An analysis of texftbooks, journal articles, and
perlodicals dealing with business administration and ;spe-
ciall& literature relative to church business administration.

2. Related Information gathered from published and
unpublished materials of the Church of the Nazarene (i.e.,
periodicals, district bulletins, church bulletins, and the
Manual), and information gathered from various church groups
which included the followlng: the American Lutheran Church,
the Methodist Church, the Natlonal Association of Church
Business Administrators, the Natlonal Councill of the Churches
of Christ in the Unlted States of America, and the Southern
Baptist Convention.

3. Information gathered from discussions with
individuals associated with church business administration.

The following individuals were included:

a) Dr. Roy H. Cantrell, President, Bethany Nazarene
College, Bethany, Oklahomao

b) Mr. Ralph Chaney, Church Business Administrator,
First Chrilstian Church, Oklahoma City, Oklahoma.

¢) Mr. Harper Cole, Manager of International Center,
Church of the Nazarene, Kansas City, Missourl.

d) Dr. M. Harold Daniels, Pastor, Bethany Church of
the Nazarene, Bethany, Oklahoma.

e) Dr. Donald R. Danskin, District Treasurer,
Northwest Oklahoma District, Church of the
Nazarene, and Professor, Buslness Adminlstration,
Bethany Nazarene College, Bethany, Oklahoma.

f) Dr. Robert Nelson Grey, Church Administrator,
First Methodist Church, and Professor, Business
Administration, Phlllips Unlversity, Enid,
Oklahoma.
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g) Dr. Donald S. Metz, Professor of Religion,
Chairman, Division of Religlion and Philosophy,
Bethany Nazarene College, Bethany, Oklahoma.

h) Dr. Forrest Nash, Pastor, College Church of
the Nazarene, Kankakee, Illinois.

1) Dr. Leslle Parrott, Research Director, A Study
of the Educational Structure in the Church of
the Nazarene.

j) Dr. E. S. Phillips, Executive Secretary,
Department of World Missions, Church of the
Nazarene, Kansas City, Missouri.

k) Dr. Oscar Reed, Dr. Rob Staples, and
Professor Paul McGrady, Professors, Department
of Religion, Bethany Nazarene College, Bethany,
Oklahoma.

1} Dr. G. B. Williamson, General Superintendent,
Church of the Nazarene, Kansas City, Missouri,

m) Pastors and lay workers from various Nazarene

Churches located in the Kansas-Oklahoma area.

Procedure

The first step in this study consisted of a search. of
literature relative to the recent growth and development of
the church and particularly church business administration in
order to gain necessary background information on whlch to
base the introductory and related research materilal.

The second step 1in this study consisted of a search
of literature relative to the functions of management and to
isolate and define those functions which are essentlal to
church business administration. Also, to develop specific
statements regarding the functions of management so that an

understanding of the admlinistrative process may be achieved.
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The third step in this study consisted of the
relating of the functions of management to three broad areas
of church administration, namely: management of church
funds, management of church facllities, and management of
church personpel°

The fourth step in this study consisted of the
formulation of content guide statements and the development
of a course outline pertaining to essential functions of
management developed from the administratiﬁe duties of the
minister and emerging from steps two and three.

The final step consisted of the preparation of this

research report.



CHAPTER II
THE CHURCH AS A BUSINESS INSTITUTION

A local church, like any business institution,
operates in a highly competitive soclety. Churches compete
with other churches for members and with charitable and
educational institutions for funds. A church which hopes
to survive must have a program of maintaining and recruiting
members, A local church seldom limits its activities to
religious worship only, but it encourages the formation of
and maintains auxiliary organizations. Through the auxil-
lary organizations, new outlets and contacts are established
whereby the church is able to obtain additional members.

The growth of a church 1s often the result of an increase in
Sunday school attendance, an increase in youth activities,

a development of a church music program, or the establish-
ment of a branch church. Furthermore, the Influence and the
outreach of a church in a local community are greater when
it either owns and operates a hospital, a home for the aged,
a nursery, a school, an orphanage or performs. other similar
services.

Collectively church groups make significant contri-

butions to the national economy. This is reflected through

11
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membership gains, the amount of contributions received by
church groups, and the expenditures made by churches.
Churches and church groups spend huge sums of money for
real estate, church construction, and church furnishings.
In many of the smaller American communltles, the local
churches are the principal property owners. This ownership
represents church and parsonage property, and in some
instances cemetery and recreational facillties. Quilte
often a church provides the largest auditorium available
for public gatherings.

Currently, churches and church groups own and
operate secular profit-making enterprlses. The lincome
derived from such enterprises is ussd to support pension
funds, welfare activities, world missions, hospitals,
schools, and other non-profit organizations. The profit
of some church business enterprises either equals or sur-
passes that of large corporations, Existing laws regarding
the taxatlon of church property and church income aid
rather than retard the growth of church business activity.

Regardless of the size of the membership or the
extent of the activitles, a congregation will on occasion
convene for the purpose of conducting some buslness. The
pastor, as head of the local church, together with the
church board, 1s responsible for the business affairs of
the church. He may delegate some of this work to his pald

staff or to competent volunteer lay workers. Because there
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1s a growing need for constant attention to and supervision
of the many detalls related to the business activitlies of a
church, a comparatlvely new development in Protestant
churches is the lncreasing emphasis on church business

administration.

Impact of the Church on the Economy

Information complled from reports made by offlclal
statisticians of religlious groups indicates church member-
ship continues to lncrease each year. The most recent
statistics reveal a total of nearly 120 million church
members. The average membership per local church (parish,
congregation) 1s slightly less than four hundred. An esti-
mated 65 percent of the total United States population
affirm membership in some religious organization.l

The total contributions received by religlous groups
have shown a steady lncrease, and per capita giving has also
increased. The latest information from church statisticilans
indicates total church contributions approximated 2.75
billion dollars in 1962. This represents per caplta giving
amounting to about $7Oo2 Currently, the total contributions
to all churches for all thelr work i1s presumably well over

three billion dollars,

lBenson Y. Landis, (ed.), Yearbook of American
Churches, Thirty-Third Issue--Annual (New York: National
Council of Churches of Christ in the U.S.A., 1965),
pp. 275-80.

2Ibid,., p. 278.
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Printer's Ink estimates that the Roman Catholic

Church spends L.5 billion dollars annually for construction,
furniture, equipment, and maintenance.l The Methodist
denomination and the Southern Baptist Convention each have
over ten million members, and their members have invested
huge sums in hospitals, schools,‘colleges, and church prop-
erty. Time estimates the capital worth of the Methodist
institutions, including 79 hospitals and 105 colleges and
universities, is more than 4.8 billion dollars,2 Collec-
tively churches, synagogues, temples, religious schools,
hospltals, and other church-related institutions represent a
large Institutional market for the promotion of goods and
services. They are consumers of repair services; maintenance
and operational items; office, kitchen, music, and playground
equipment; food and petroleum products; and many other con-
sumable supplies., Millions of dollars are spent annually

on church activities.

Since World War II church counstruction has grown
from 26 million to over one billion dollars annually. An
additional 500 million dollars is spent for pews, organs,
and church furnishings. During this time our postwar
recessioﬂs have had very little effect upon this segment of

the construction industry. There are several factors behind

1"Religious Market,” Printer's Ink, CCLXXX
(August 31, 1962), 292.

2"Methodists: The Challenge of Fortune," Tiume,
LXXXIII (May 8, 196L), 75.
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the record church construction boom. Church membershlp has
been gaining at a raplid rate, and increaslng indlividual incomes
and periods of prosperity have accounted for increased glving
to the churches, Churches are among the flrst to builld in new
suburban areas and they are developing activities for every
day during the week. Thus, they are better able to meet the
changing needs and demands of thelr congregationsol
The value of new, prilvate, non-resldential con-
struction by rellgious groups exceeded the billion—dollar
mark in 1960 but fell to 994 million in 1962.2 Because the
various religious groups define and interpret the word "con-
struction” differently, discrepancies arise among reporting
agencles concerning the total amount spent for church con-
struction. In additlon, many religious groups receive donated
labor and materials; therefore, the actual dollars expended
are much less than the total value of the bulldings. For
example:
The new buiidings of Ephrata, Pennsylvanilas,

Church of the Nazarene are valued 1In excess of

$340,000 but were constructed at an actual cost

of less than $240,000,3
Thus, the total value of church construction 1s much larger

than actually reported.

lglenn 0, Everett, "Church Construction Tops One
Billéon Dollars,” Church Management, XXXVII (May, 1961),
22-25.,

2Economic Almanac--196l (New York: National
Industriel Conference Board, Inc., 1964), p. 202.

3"News in Pictures,” Herald of Holiness, LIII
(November L, 196L4), 27.
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Bell believes the tax policies of the Federal
Government have encouraged individuals to make donations
to churches, as well as caused churches to become massive
property owners. Many churches would cease to exist if
forced to pay property taxes on the assessed valuation of
theilr property, and such a tax on the assessment would
undoubtedly wipe out the benevolent giving to many
churches., If the church is to remain an influential force
for good, it must continually be aware of the economic
facts of 1life and learn to use its limited resources to the
best advantageo1

One of America's smaller Protestant denominations
maintains 219 organized churches within the state of Okla-
homa. During 196l , these churches received contributions
in excess of two and one-half million dollars. The combined
value of church and parsonage property is over ten million
dollars., The average membership per local church is 73 and
the average annual budget approximates $12,OOO,2 There are
other church groups in America operating under similar cir-
cumstances. Within each group there are many local churches
whose 1lncome and expenditures make conslderable economic

contributions to a local community.

lJames F. Bell, "Economics and the Church,” Church
Management, XXXIX (December, 1962), p. 9.

2An examination of the Church of the Nazarene Annusal
Assembly Journals for Oklahoma, 196l.
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The Church as a Profit-Making Enterprise

Churches, as well as other similar organlzations, have
long been granted tax-exempt status on property holdings when
used as places of religious worship. Churches pay no
inheritance tax and may own and operate an unrelated business
enterprise which 1ls also exempt from corporate lncome tax.l
Because of tax-exempt status, churches and church groups have
found 1t profitable to engage in secular proflt-making enter-
prises. Armstrong mede a nation-wide study of many religlous
denominatlions and thelr subordinate agencies. He found that
churches own radio statlons, hotels, parking lots, office
bulldings, bakerles, mercantile establishments, and ware-
houses. 1In addition, they ilnvest in stocks and bonds,
speculate in real estate, operate farms, and maintaln
banking and filnanclal enterprises.2

Many denominatlons and religious groups have huge
sums lnvested 1ln publishling interests, and the sales of some

publishing firms run well iInto the milllions of dollars.

Printer's Ink lists slixteen religlous publicatlons, members

of the Audlt Bureau of Clrculation, which have & circulation

of more than 100,000 each., Also, there are 33 non-member ABC

lEugene Carson Blake, "Tax Exemption and the
Churches,” Christianity Today, III (August 3, 1959), 7.

20. K. Armstrong, "Tax Churches on Business
Profits?"” Christianity Today, VI (October 13, 1961),
19-23.
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publications which have a cilrculation of 100,000 or more . L
The Abingdon Press, operated by the Methodist church in
Nashville, Tennessee, 1s the world's largest religious pub-
lisher. Its sales exceed 27 million dollars annually.2

A loceal church is a profit-making organization even
though from a taxable viewpolnt it is regarded as a non-
profit organization. In an accounting sense, the profit and
the new worth of a church lncrease as the church acquires
land, bulldings, and other physical faclilities. Although a
church may operate with limited funds, it continually
increases 1ts physical and capital assets as 1t reduces
property indebtedness and other liabilities. Additional
factors which have a bearing on the profit position are the
amount of contributions received by the local church and the
amount of funds which are "plowed back” into the organization
in the form of building expansion, remodeling, and up-grading
of equipment.

A locel church is a fundamental business Institution
and the profits that accrue are possible only because a
church performs a service which is desired by individuals.
The profit and net worth position of a church can be iden-
tified and clearly measured from an accounting viewpoint;
yet from a taxable standpoint, a local church is regarded

as a non-profit orgenization.

lvReligious Market," op. cit., p. 293.

¢ 2"Methodists: The Challenge of Fortune," op. cit.,
p' 7 °
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Financlal Struoture of a Church

Even the simplest church organizatlon cannot operate
wlthout adequate financlal strueture and control. A church
1s not primarily a money-raising lnstitution; flnanclng is
slmply a means of aldlng a church to achieve i1ts objectlve,.
Financlal plans and methods employed to raise church funds
vary among churches, denominations, and purposes for which
funds are needed, A plan wldely used 1ln rural America
conslsted of spontaneous glvling by church members on a
weekly free-wlll offering basis., The following statement
11lustrates thls type of plan:

The brethren met at the Pennsylvanla House on
Tuesday afternoon, Dec., llth, 1888, on financial
and other secular buslness. Nearly all were pres-
ent, The following resolutlons were adopted: 1st
Resolved, That two treasury (or collectlion) boxes
be made and put up in the church house with lock
on each and a small hole at the top to insert money
by any one so disposed, which is to be used for any
expenses pertaining to the church, or church house.
2nd Resolved;, That if not enough money will be put
in these boxes to pay expenses, special collections
should be held (by the brethren only) until enough
willl be here to pay them.l

A local church is & unlt within & denomlnatlon and it
has the responsibility of raising money for its own actlv-
1ties; but it must also contrlbute to the support of the
general offlices and world-wide projects of the denomination.
Because of the extensive financlal commltments of most

churches, few, 1f any, can now rely upon the weekly

lEmma King Risser, History of the Pennsylvania
Mennonite Church in Kansas (Scottdale, Pennslyvanla:
MennonIte PublishIng House, 1958), p. 9.
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spontaneous giving of their members. Therefore, spontaneous
collections have been replaced by fund raising and debt man-
agement. Churches now receive funds through weekly collec-
tions consisting of tithes and offerings, pledges, and annual
subscriptions. Churches obtain additional funds through
borrowing, through sales, through gifts and endowments, and,
as stated previously, they derive profits from the operation
of secular business enterpi‘*ises°

As a church grows in size and the financial contri-
butions and obligations increase, the necessity for fund
management 1s more apparent. For example, in 1921 the
Bethany Church of the Nazarene, Bethany, Oklahoma, had total
receipts of $5,863.10. The church operated on a hand-to-
mouth, day-to-day basis and had a balance of $2.59 at the
close of the fiscal yearol The funds were handled by one
individual designated as the church treasurer. During the
church's 196l -1965 fiscal year, total contributions were
$303,u_71°15° The excess of income over expenses was
$16,122.82.2 The funds are currently managed by a finance
committee, a church treasurer, and a paid financial secre-
tary. The financial secretary 1s a professionally trained

accountant.

lExamination of the cash book of the Bethany Church
of the Nazarene, Bethany, Oklahoma, for the fiscal year
1920-1921.

Z2Bethany Church of the Nazarene, "Your Church in
Action,” A Report Prepared by the Church Staff (Bethany,
Okla.: Bethany Church of the Nazarene, August, 1965), p. 24.
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A comparison of the 1926 and 1964 expenditures of
the First Congregational Church, Waterloo, Iowa, 1s another
example which reflects to some extent the progress toward
fund management made by a local church during the past few
decades. Examples of the budgets are shown in Appendix B.
Budgets merely represent what the church board and finance
committee regard as necessary to carry on properly the
work of the church for the ensulng year. When pledges do
not equal the budget amount, the budget must be revised
downwérd.

The attitude of individuals toward church budgeting
and spending of money has changed over the years. Leach
believes church officials need training in the spending of
money even though most individuals believe the church's
greatest difficulty is in getting money rather than spending
it. Yet men with good intentions have made mistakes 1n the
spending of money. Funds raised for definite purposes have
been spent for emergencies in another fieid, and bllls have
been allowed to lag until the church could not take advan-
tage of the usual trade discounts.l

Church financing and its relatlionship to fund
management are similar in many respects to those of a secular
firm; however, there are significant differences between the

two. Daniel polnts out some of these dlfferences as he relates

lwilliam H. Leach, Church Administration (Nashville:
Cokesbury Press, 1931), p. 271.
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church finances to church management.l For example, the
income of a business can be spent at the discretlion of
company officlals. When a church receives designated pledges,
these monles must be spent according to the wishes of the
donors. A business firm may set aside certaln reserves to
establish an expansion fund. Many of the larger churches
set up reserve accounts and establish funds for various pur-
poses. However, these reserves are usually established
through speclal offerings rather than taken from the general
fund. In some Iinstances when funds are transferred from the
general account to a reserve account, members generally
assume that contributions are no longer needed and collec-
tions decreas;:—

Business flrms are reluctant to continue to serve a
slow-pay or bad-debt account. Every effort wlll be made to
collect the account before the firm terminates busliness
relations. In the case of an unpaild church pledge, the
church wilill continue to welcome members with unpald pledges
as part of the officlal church family. Although public
announcements are made concerning the amount of pledges due
or in arrears, few churches make any concerted effort to
contact individual members holding unpaild pledge accounts.

A buslness firm wlll seldom continue to survive if

1t habltually adopts an unbalanced budget; however, the

lwilliam S. Daniel, "Church Finances and Accounting
~-Their Relaticnshlp to Church Management,” Natlonal Associa-
tion of Accountants Bulletin, XL (August, 1959), 19-28.
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adoption of an unbalanced budget in a church 1s quite common.
Often church members rally to ralse funds to meet the deficit
in the adopted budget. Many buslinessmen have attempted to
put church financing on a more solld financlal basis. The
prospect of endlng a year with a deficit has caused them to
despalr of a congregation's sanity. The fact that churches
often adopt unbalanced budgets should be considered a unique

characteristic of church flnance.

Organlzational Structure of a Church

The organizatlion of the early-day, rural American
church consisted of the church laity with perhaps two or
three members designated to act as deacons, elders, trustees,
or stewards., Bulldings were erected primarily for auditorium
space for the congregation. The officlals of the church were
responsible for the maintenance of the church property and
the benevolent needs of the members.

The relatlionship exlsting between the preacher and
the church organization was a simple staff relationship.

The literal meaning of "staff" conveys the ideé of the use
of a rod or stick which alds one when walking. The early-day
preacher did little more than ald or serve the congregation.
Brunner describes the minister of the rural church as
follows:

Men engaged lIn other occupatlions by which they eke

out a mere plttance; these are so-called "toller
preachers” who are expected to devote no more than
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Sunday to the work of the church, and who generally
receive only a nominal compensation for their work.l

The minlster in a typlcal city or urban church is
consldered the head of the organization and the overall man-
agement responsibllity falls on hils shoulders. The posltlon
of the minister i1s vivlidly portrayed by Cashman as follows:

I wonder 1f the young mlnisters realize how

great a buslness opportunity 1s placed before them.
A layman, for example, may work falthfully for
years, and yet he may never reach the top of his
profession; but & minlster, even one just graduated
from seminary, ls placed at the head of & ready-
made organlzatlon, with the assumptlion in advance
that should 1t become necessary or desirable for
him to move to another community, whether success-
ful or not ln hils present fleld, his position of
leadershlp wlll be renewed, and he wlll contilnue

as the director of a promising, if not a thriving
church business.2

In addition to his minlsterial duties, the minister
performs admlinlstrative and supervisory dutles. He 1s
responsible to hligher denomlinational authoritles, as well as
to his own church board and congregetion. Because of thils,
the relatlonshlp of the mlnister to the church organization
1s one embraclng line authority. Churches tend to follow a
pattern of lline authority when it 1s necessary to delegate
responsibility to others. The general princliple lnvolved
1s known as Jethroilsm, chain of command, or scalar chailn, and
is exemplified in the way Moses set up hls administrative

organization. This 1s explained ln the Bible in Exodus 18:13-26.

1Edmund desS. Brunner, Church Life in the Rural South
(New York: George H., Doran Co.,, 1923), P. 57.

2Robert Cashman, The Busliness Adminlstration of a
Church (New York: Willet®, Clark and Co., 1937), P. 1L7.
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Moses retalned the leadership of the chlldren of Israel; but
upon the advice of his father-in-law, Jethro, he chose able
and trustworthy men to look after the detalls. The authority
of the minister actually comes from the will of the congre-
gation. A procedurse which tends to strengthen line authority,
and has the appearance of delegation upward, occurs when the
church lailty and church boards have the authorilty to elect
their own local ministers,l Although the minister may recelve
his authority from the consent of the governed, Cashmen
belleves he cannot requlire obedience., This, he says, 1s onse
of the great differences between the military, political, or
business executive and the minister.? The administrative
duties of the church are carried out by the minister with the
ald of boards, committees, and laymen of the church.

A relationship which is becoming prominent in church
administration is known as line-staff authority. The line-
staff relationshlp permits various members of the management
team to enter into the declsion-making process. The declsion
makers of a corporatlion are often referred to as "line exec-
utives” or "staff executives.” The line executive operates
In direct line of authority, and the staff executlve serves
primarily as advisor to the president or to the executive

vice~president. Furthermore, there are specialists in a

lJames D. Mooney and Alan C, Reilly, Onward Industry
{New York: Harper and Brothers Publishers, 1931), p. 280.

2Cashmen, op. cit., p. 148.
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corporation who have managerlal responslbllities. Examples
of speclalists Include experts In accounting, law, pur-
chasing, and personnelo1 A similer type of organizatlon and
authority relationship exlsts in larger churches where the
senlor minister is regarded as the head of the local church
organization. He 1s asslsted by a staff of advisors composed
of & professional church business administrator and associlate
ministers. Since these lndlviduals are specialists ln church
music, Christian education, church business admlnistration,
and ministry of youth, they serve 1in advisory capacities to
the senlor minister, to boards, to committees, and to depart-
ment heads. The senlor minlister directly supervises the
ministerial staff but acts as a staff advisor when coordi-
nating and counselling wlth other adminlistrative offlcials.

The church business administrator 1s responsible for
the functioning of the church office. As he manages the
offlce and supervises those 1ndividuals reporting directly to
him, he exerclses line authority; yet he 1ls regarded as a
staff offlcer 1in the overall functloning of church adminis-
tration.. There are occaslons when junlor ministers also
occupy dual roles and serve both as line executlives and as
staff executives,

An Individual minlster may serve in a locel church

as & line executive, a staff executive, or in a llne-staff

lAirthur M. Weimer, Business Administration: An
Introductory Management Approach (Homewood, Illlnols:
Richard D. Irwin, Inc., 1962), pp. 162-163.
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executive relationship. It 1s important that ministers
‘understand the types of authority relatlonships that exlst
in the'various ministerial positions and how ministerial
authority relates to the church board, to the congregatilon,

and to the employees and workers of the church.

Summary

A local church is a "business institution.” It
operates in a competitive soclety and competes with other
churches and institutions for members and funds. A church
makes an economlc contribution to the community in which it
operates. Thils 1s reflected through the lncome and expen-
ditures of the church, the property holdings of the church,
and the number of personnel employed by the church.

The members of the congregation will, on occasion,
convene for the purpose of conducting some business. The
pastor, as head of the local church, together wlth the
church board, i1s primarlly responsible for the business
affairs of the church. Examples of church business actlivity
are buying and selling of church property, receiving and
disbursing of church funds, and organizing and supervising
church workers. Churches that own and operate secular
profit-meking enterprises engage 1ln additional business
actlvitles,

Pastors and congregatlons have become increasingly
aware of the large amount of tlime and energy that must be

devoted to the administrative details and business affairs
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of the church. Constant attentlon and supervision must be
glven to the many complex actlvities related to flnance,
Insurance, maintenance of faclllties, public relations,
schedullng, staff supervision, and plans for future develop-
ment.

Church adminlstration 1s especlally difficult In
many churches because of the llmited business preparation
of the pastors., Also, lnexperienced laymen are often in
positions of responsibility in local church organizatlons.

The objectives of a church, like those of a secular
business organization, are achileved through the utlllization
of money, men, and physical facllities. It would appear,
then, that certaln functlions of management which are
essentlal to the management of a secular business organl-
zatlon would equally apply to the business admlnlstration
of a church., Therefore, in the next chapter of thils study
the functions of management which are essential to effective
church administration are considered. An understanding of
the functions of management &s they relate to the adminls-
tration of a church should ald the church administrator to

achleve better the goals and objectlives of & church.



CHAPTER III

ESSENTIAL FUNCTIONS OF MANAGEMENT
IN CHURCH OPERATIONS

A study of the hilstory of management reveals that
several disciplinés and accepted schools of thought have
contributed to present-day management theory. Historians
of management credit the sclentific management movement in
the United States to Frederick W. Taylor and Frank and
Lillian Gilbreth. Haynes and Massie classify the following
men, among others, as traditional or universal management
theorists: Henry Fayol, Lyndall Urwick, William Newman,
James Mooney, and Lelan Reilly. The disciplines of sociology
and psychology have intermeshed to form a human-relations
approach to management, and outstanding work in thls area has
been done by F. J. Roethlisberger and Elton Mayo. Additional
contributions to present-day management theory have come from
the behavioral-science approach, the quantitative approach,
and the managerial-economics and accounting approach.l A

brief review of the development of management theory reveals

lWarren Haynes and Joseph L. Massle, Management
Analysis, Concepts, and Cases {(Englewood Cliffs, ﬁew Jersey:
Prentice-Hall, Inc., 1962), p. 3.

29
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that certain functions of management have been established
and accepted by leaders and proponents of the varilous
approaches to management.

Management activity 1s not exclusive to any one
individual or head of an organization, but spreads chroughout
to all members of the organization. Management and managing
have certaln functions to perform and these functions are
Inherent, to a degree at least, in all types and forms of

management. Such words as actuating, appraising, budgeting,

commanding, communicating, controlling, correcting, decision-

making, directing, evaluating, forecasting, improving,

initiating, interpreting, leading, motivating, planning,

organizing, staffing, and training are used in attempts to

describe the functions of management. Various lists are
found in management literature concerning functions and sub-
functions of management. Although the lists contaln certain
overlaps as well as omissions, management wrlters are in
close agreement concerning the identity of four or five of
the ma jor functions. Haimann designates the functions of a
manager as planning, organizing, staffing, directing, and
controlling.1 Terry comblnes the activities of organizing
and staffing into one function which he prefers to call
"organizing.”

These four fundamental functions of management--
planning, organizing, actuating, and controlling--

1Theo Haimenn, Professional Management, Theory and
Practice (New York: Houghton Mifflin Co., 1962), pp. 22-23.
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constitute the management process. They are the

means by which a manager manages. They are the

distingulishing marks between a manager and a non-

_manager.l
Jucius and Schlender ldentify the functions of man-

agement as planning, organilzing, directing, and controlling.2
Fox considers the three functlons of management--planning,
organizing, and controlling--as the "organic functions." He
establishes directing, leading, and staffing as sub-functions
of organizing.3 Koontz and O'Donnell make a distinction
between the functions of management and operating tasks such
as selllng, accounting, and engineering. Although operating
tasks may differ from one business to another or between a
business enterprise and institutions such as a university or
a church, the functlons of the manager tend to be universal
and common to all organized human activity.u Sears made an
exhaustive study of the administrative process with specisal
application to public school administration. The functions

of management which Sears ldentifles as characteristic of the

1George R. Terry, Principles of Management (Homewood,
Illinois: Richard D. Irwln, Inc., 1964), p. 52.

| 2Michael J. Jucius and William E. Schlender, Ele-
ments of Managerial Action (Homewood, Illinois: Richard
Do II‘Win, InCQ’ 1965), ppc )—l-"’so

3wWwilliam MeNair Fox, The Management Process
(Homewood, Illinois: Richard D. Irwin, Inc., 1963),

pp. L-5.

hHarold Koontz and Cyril O'Donnell, Principles of
Management: An Analysis of Managerlal Functions (New York:
McGraw-HI111 Book Co., Inc., 1959), p. 35.
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administrative process are planning, organlzing, directing,
coordlnating, and controlling,1
Halmann emphasizes the point that the managerial
skills, principles, and functlions are the same in each
managerial positlon:
It 1s of no importance if the enterprlise be a busi-
ness venture, a charitable or fraternal organi-
zation, or a government agency. The managerilal
principles have universal application. . . . All
managers perform the same managerlal functlons
regardless of thelr position in the managerial
hierarchy.2
With an awareness of the dlifferences of opinion
regarding the major classes into which the functlons of man-
agement may be divlided, thls study 1s concerned with the
functlons of planning, organizing, actuating, and controlling
as they relate to the management of church operations. The
remainder of this chapter 1s devoted to discusslions of each

of the above functlons wlth special emphasis placed upon the

minlster who fulfills the role of minister-manager.

The Planning Functlon ln a& Church

Planning is a fundamental process of church manage-
ment. It l1s a process whereby decislons are reached in
advance regarding what 1s to be done. Planning 1s best

accomplished when the minlster-manager asks a seriles of

lJjessie B. Sears, The Nature of the Administrative
Process (New York: McGraw-HIIIl Book Co., Inc., 1950),

P. 40,

2Haimenn, op. c¢lt., pp. 20-21.
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questions, such as those designated by Terry as the "Five
Wis and the How" questions.

Effective planning involves the answering of these
questions, and in turn these answers provide the
basic ingredlents to planning. These baslc ques-
tions include:

. Why must 1t be done?

What action 1s necessary?

When will it take place?

Where will 1t take place?

Who will do it?

How will it be done?l

oUW o

© o o o =

Wiest, writing 1ln the area of church administration, has
developed a serles of questions very similar to Terry's
list., Wlest states:

In developlng & plan, it is well to ask and

answer these simple but important questions: (1)
What must be done? (2) How should it or how can

it be done? (3) Where should it be done? (L)

Who should do it? (5) When should it be completed??

In church administration, occasionally the answers to
some of the above questions are readily apparent; however,
the thoroughness of planning requires that all questions
receive ample consideration.

A formal definition of planning has been established
by Terry:

Planning is the selecting and relating of facts and
the making and uslng of assumptions regerding the
future 1in the visualization and formulation of pro-

posed actlvities belleved necessary to achileve
desired results.3

lperry, op. cit., p. 228.

2Rlam G. Wiest, How to Organlze Your Church Staff
(Westwood, New Jersey: Fleming H. Revell Co., 1962), p. 22.

3Terry, op. cit., p. 184,
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Koontz and O0'Donnell define plannling as follows:

Planning 1s a functlon of selectling the enter-

prlse objectlives and the policles, programs, and
procedures for achleving them. Planning 1s, of
course, decision making, since 1t involves choosing
among alternatives.l

Planning activity is intellectual in nature and ls
best performed when reflective thinking, lmagination, fore-
sight, and creativity are all brought into action. Planning
1s dealing today with intangibles that will affect operations
tomorrow., Planning is mental work, and allowance for unfore-
seen clrcumstances must be made.

A minister who attempts to outline areas of future
needs and make recommendations to his church members or
church officlals necessarily engages in the planning func-
tion. The preparation of recommendations for future needs
and a plan of action iIs one of the most difficult and yet
most lmportant matters of church operation. It brings into
play all departments, all activities, and all objectives of
a church. The inability to visualize the results of planning
may cause a minister to shun this important administrative
function in favor of other less strenuous cburses of action,

Halmann and Terry both agree that all managers,

regardless of their rank in the managerlal hierarchy, engage

in planningo2 Presumably, though, those at the higher

lKoontz and O'Donnell, op. cit., p. 35.

5 2Haimenn, op. cit., p. 66 and Terry, op. cit.,
p. 53.
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managerial levels devote more of their tlme to the planning
function than do managers at the lower levels of the hier-
archy. It would follow, then, that planning is an actlvity
engaged In by ministers at all levels of church operation.
Some ministers tend to stress programs and procedures whille
others emphaslze policiles and budgets. Still other mlnlsters
spend a major portion of their time planning for objectives
and standards (i.e., lncrease the Sunday school attendance,
become a church which glves ten percent of its lncome to
world missions, and the like). The type of plan employed and
the amount of effort expended in the planning function vary
from church to church. What may prove to be relatively
ineffectlve in one church may turn out to be highly effective __ .
in another church. o

Because planning is fundamental, it must be done
before organizing and staffing are accomplished. It 1ls dif-
flcult to see how a minlster-manager could direct and control
church activities without prior planning. Planning for long-
range goals, commitments, budgets, and so forth is brosader,
more extensive, and more inclusive than 1s planning at the
lower operating level (i.e., planning routine maintenance
operations).

In summary, the minister-manager should possess
sound understandings of the planning functlion, including among
others the following: (1) plarning is performed by all min-
isters at all levels, and the planning function should be



36
performed before other functions of management are carrled
out, (2) planning has an element of decislon-making in it;
futurity is its essence, (3) planning is intellectual in
nature, mental In effort, and intangible in scope; and better
progress can be méde when mlnisters analyze and consider the
solutions to baslc problems in it, and (L) planning and the
planning function increase in scope and importance as the

local church increases in size and complexity.

The Organizing Function in a Church

Organizing 1s a function of church management which
includes the actlvitles of staffing. It is difficult to
accomplish the directing function without prior planning and
organizing. "Organizing helps in supplying the means by
which people can work together effectively toward the accom-
plishment of specific goals.,"1 It unites people in inter-
related tasks. It helps a manager to know exactly what he
does; to whom he reports, and who reports to him. It glves
managers and non-managers alike a clear understanding of
their job,2 Halmann's definition of organizing 1s appro-
priate for church administration.

Organizing 1s the process of defining and

grouping the activities of the enterprise and
establishing the authority relationships among

them. In performing the organizing function the
manager defines, departmentlzes, and assigns

Irerry, op. cit., p. 303.
21bid.,
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activities so that they can be most effectively
executed. . . . Organizatlion means the determi-
nation and assignment of dutles to people, and
also the establlshment and maintenance of
authority relationships among these grouped
activities.l

It 1s apparent that any local church has a form of
organization. This is exemplified by the presence of =a
church board, varlous commlittees, and auxiliary organizations
of the church. Quite often these groups organize by electing
officers and forming submcotﬁmittees° This phase of organlzing
is an on-going process and will continue regardless of the
individuel efforts and abillities of the minister.

Since organizling is performed by managers at all
levels of the managerial hierarchy,2 it is possible to adapt
organlzing to any size of church or to any level of local
church organlzation. All too frequently, ministers limit the
act of organizing to include only those activities which are
necessary to organize the church board or the auxiliary
organizations. Organizing in a church should be broader and
more extensive than merely electing officers to serve 1n a
local group. Halmann's deflnitlon of organizing lmplies
that the church administrator should determine the relation-
ships of the departments, the-auxiliary organizations, and

the individuals within the church; determine the jobs to be

performed; determine which individuals are to perform the

lHaimann, op. cit., p. 136.
27erry, op. cilt., p. 53.
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Jobss; determlne the physlcal environment within which the
activitles wlll be performed; and determine the external
relatlonships of the church. "Organizing must reflect the
true functions of the church and be the tool, the medium,
the means by which Christ's work in the world is done.™l

The organlzatlional structure of a local church
provides the framework within which individuals perform
church activitles. All church workers should become
famillar with the organizatlonal structure of the church
in which they serve. This helps to minimize conflicts
which may arise. Through the organization chart, the
adminlstratlive structure of the church can be portrayed in
graphic form. A prlmary purpose of the chart, from the
worker's point of view,vis to clarify channels of super-
‘vision, indicate éuthority relationships, and portray the
Important dilvisions of the local church. Thus, organl-
zatlonal charts help personalize the whole structure to the
worker. They help each worker develop & sense of usefulness
In the church orgenizatilon. |

Informal groups naturally evolve whenever people
work together, and the church 1s no exception. TUsually
these groups are bound together by common social Iinterests,
common economlc backgrounds, and common interests in the
church.  Actlng as a group, the members of the church board

may be "for" a proposition when it 1s presented at a board

1Wiest, op. olt., p. 10,
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meeting. However, when they vote as individuals at a church
meeting, they may be "against” the proposition. The reason
is not always clear; but it may be presumed that pressure
from the informal group causes some members to switch posi-
tions.t

The church organization is a social entity, and the
minister-manager must develop the art of performing the
organizing functions within social, psychological, and
behavioral relationships. Quite often the work that is done
in a church is performed in a manner-dictated by custom.
For example, the church board may be reluctant to appolnt a
committee of money counters, because the treasurer has always
counted the money and the results have seemed to be satis-
factory. Why change? Therefore, custom dictates the‘manner
in which the money shall be counted. A minister wmust realize
that custom, types of behavior, and culture patterns are
vital in accomplishing the work of the organization. A
church organization is an environment which creates behavior
that either inhlibits or encourages interaction among the

members of the church organization.

linterview with Rev. C. L. Elston, pastor, First
Church of the Nazarene, Enid, Oklahoma., During the spring
of 1965, the members of the church board voted to relocate
the church parsonage and build an educational unit to the
existing church structure, Members of the congregation
became dissatisfled with the action taken by the board;
thus some of the board members changed their position
regarding the feaslbility of a buillding campaign. Although
the board did not officially vote to drop the matter, in a
few weeks the entire project was terminated.
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Because organizing requires prior plannling and mental
effort and demands the time of the minister, the results to
be derlved from organlzing may be elther excellent, adequate,
medliocre, poor, or almost non-existent. Some ministers devote
more time to organlizing than do other ministers. Thils may be
due to such factors as the slize and the complexity of the
churches, the preparation and the background of the minlster,
his desire to perform the adminlistrative process, and his
understanding of the results which can be achieved through
properly organlzing,

In summary, the minister-manager should possess
sound understandings of the organizing function, including
among others the followlng: (1) organizing is performed by
minlisters at all managerial levels and should be performed
before the directing and controlling functlons are carried
out, (2) organizing "sets the stage!” for the performance of
the actual work as deVbloped'in the planning function, {3)
the conceptual framework of orgenizing includes developilng
an organizational structure, determining activitlies to be
performed, assigning Individuals to the various activities,
and developing authority relationships that should be
allocated throughout the church organization, and (4) there
exist iIn all churches both the formal and the Informal kinds
of organizatlion. The minister would do well to understand
that elther kind of organizatlon may be elther for, against,
or neutral concerning the achlevement of the church's

objective.
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The Actuating Function in & Church

The third fundamental function of management 1s
referred to by a majority of management writers as directing
or commanding. Directing implles that action i1s achieved
through command techniques or authoritative ilnstruction.
Actuating implies that actlon results when an individual is
either aroused, stimulated, or incited. ZEven though the
minister 1s regarded as the head of the local church organl-
zatlon, he cannot ordlnarily requlire obedlence. Therefore,
his relatlionship to the church congregation and methods of
arousing actlon are unique. Because of this, the term
"actuating” more accurately describes this third function
of management than does elther the term "directing" or the
term "commanding." However, the terms are sometimes used
interchangeably in this discussilon.

The actuating functlon precedes controlling and is
ltself prceded by the planning and organizing functlons.
Actuating 1s the only functlon of management which deals
excluslively with people. Actuating is a process whereby
plans and efforts are put into actlion. Terry states:

Actuating 1s getting all the members of the group
to want to achleve and strive to achleve the
objectives the manager wants them to achileve
because THEY want to achleve them.l
Haimann consliders directing as tﬂe "spark"” around which all

performance revolves.

lrerry, op. cit., p. 465,
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Comparison 1g often made with an automobille with
its motor 1dling, where nothing happens until and
unless the car 1s put lnto gear and the accelerator
depressed. Wilthout the lssuance of directilves,
nothing, or at best very little, would be accom-
plished.l '

A minister-menager may plan and organize, but no
tanglble output will result until he lmplements action. The
minister, like any other manager, implements action through
purchase orders, contracts, agreements, instructions, written
communications, and oral requests. Performing the actuating
function is a continuous process, for the minister-manager
continually guldes, directs, Instructs, and supervises the
members of the church staff.

The importance of actuating 1s often underestimated
because 1t is easy to overlook the fact that actuating occurs
also with the non-paid staff and members of the congregation.
While a certaln amount of skilll 1s requlired to understand and
work wlth people, effectlve actuating can be accomplished
only by getting things done through and with people. Thus,
elements of leadership become important in many phases of
actuating. The degree to which the minister arouses action
is reflected through his leadership activities, hls personal
example, and his efforts to stimulate members of the congre-
gation, "

The goals establlished by the church board and the

various Interests of the church may not be shared equally by

lHaimann, op. cit., pp. 408-409.
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all members of the church group. Ministers usually prefer to
secure obedlence, discipline, and loyalty through the use of
suggestive techniques rather than through command techniques.
Therefore, the results from actuating are usually better when
church workers are treated from a human-relations point of
view. Inasmuch as the pald staff recelves monetary lincentives,
banquets, recognition dinners, and announcements appear to be
of great Ilmportance in chéllenging the non-paild workers of the
staff to more effective actlon. The authority lnherent in the
ministerial position and the leadership qualltles developed by
the occupant of that poslitlon constltute the forces that set
In motion the actuating functlon and cause 1t to weld the
activities of the church organlizatlon.

Actuating 1s a function performed by managers at all
managerlal levels.l The amount of time and effort a minister
devotes to the actuating functlon depends upon his managerial
level, the number of subordinates he directly supervises, and
the time he devotes to his other duties. During periods of
either church bullding construction or a financial campalgn,
the minlster may devote more time to this function than during
other periods of church activity.

In summary, the minister-manager should possess sound
understandings of the actuating function, lncludlng among
others the following: (1) actuating is performed by ministers

at all managerial levels, and actuating 1s the force that sets

lrerry, op. cit., p. 53.
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in motion the performance of the actlvities of the church,
(2) actuating 1s the one function of management dealing with
the human element; therefore, actuating takes into account
the differences of individuals, (3) loyalty 1s an outgrowth
of skilllful actuating, and () authority and leadership are
inherent qualities of the minlister-manager without which the

actuating function would fall to succeed.

The Controlling Functlon In a Church

Controlling is a functlon of church management which
Includes the activities of coordination and 1s accowmplished
with the aild of cooperation. - Controlling 1s a follow-up
process whereby the mlnister-manager performs activitiles
which are essentlal in assuring that events and activitiles
proceed as planned., Koontz and 0'Donnell define controlling
as follows:

The control functlon Includes those activities

which are designred to compel events to conform to
plans., It 1s thus the measurement and correction

of activities of subordlnates to assure the accom-
pllshment of plans. This formulation of the concept
embraces the 1dea that planning must precede control
and that plans alons are not self-achlieving. They
must be carried out and possibly modified by circum-
stances before objectlves can be realized. . . .
Thus, the control of things 1s achieved through
control of people.l

Controlling determines what is belng done, what
accomplishments are being achieved, what mistakes are being

made, and what corrective measures must be appllied so that

lKoontz and 0'Donnell, op. c¢it., pp. 37-38.
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performance tekes place according to plan,1 Hence the con-
trolling function 1s necessarily the last function to be
performed. Regardless of the level of the managerial hier-
archy, all minlster-managers perform some aspects of the
controlling functlon.

| Among the types of controls established by business
firms are advertlsing control, budget control, lnventory
control, maintenance control, salary control, and sales
control. While the need of controls 1n a church differs
from those found in business organlzations, certain activitles
in the church lend themselves to control measures. For
example, benevolences, church schools, salaries, and youth
activitles can be controlled with respect to cost. The
number of inspections, the type of routine malintenance, and
employee performance can be evaluated with respect to quality
and quantity. The use of equipment, classrooms, and eatlng
| facllitles can be controlled with respect to time alloca-
tions. "Any activity can be controlled with respect to any
one of the following factors: quantity, time, use, and
cost,"?

It is recognized that much of the activity of a

local church 1s directly dependent upon the financial status
of the church. Therefore, the minlster and members of the

church board should be continually informed regarding the

lrerry, op. cit., p. 592.
21bid.



L6
recelpts, expendltures, and commitments of the church.
Because the management of funds 1s dependent upon the bud-
getary process, budgetary controlling appears to recelve
greater emphaslis in church controls. Terry defines budgetary
controlling as follows:

Budgetary controlling 1s & process of finding out

what's belng done and comparing these results with

the correspondlng budget data in order to approve

accompllishments or to remedy differences by either

adjusting the budget estlmates or correcting the

cause of the differences.,l

Budgetary controls serve as warnings to inform members
when contributions become insufficlent. They also serve as
warnings to board members when expenses elther approach or
exceed the limits defilned by the budget. Although budgetary
controls are useful to & church administrator, he must not
confine all control measures to this one activity. While a
church may establlish excellent budgetary control procedures,
this does not lessen the need for evaluative measures and
control efforts 1n other areas of church activity. Any type
of control is lneffective unless 1t motivates and instllls =
deslire to lmprove and 1s of 1llttle use unless corrective
measures are implemented when the need presents itself.
Coordination is an integratlion of the efforts of

Individuals, and it 1s brought along as the minlster-manager

performs the furctions of management. Plannlng and organizing

are accompllished so that coordination can be facilltated. The

lipid., p. 651.
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personality of the minister, his leadership characterilstics,
and his abillity to communlcate are significant factors 1in his
ability to achleve coordination. Remedial action brought
about by controlling assists In acquiring coordination,l

Coordination implies that the activities of one
department of a church willl not interfere with the activitiles
of another department. Also, the individuals of a particular
group coordinate thelr actlvitles so that desirable results
will be obtained. The declslons of the church board are
frequently influenced by external agencies such as local
authoritles and denominatlonal leaders. Consequently, as the
minister-manager performs the administrative proceés, he .
attempts to coordinate all the activities of the various
departments, groups, and individuals within the church both
from an lnternal and external standpoint so thét deslirable
results will be achleved.

In summary, the minister-manager should possess
sound understanding of the controlling function, including
among others the following: (1) controlling is performed by
all ministers at all managerlal levels and 1t 1s performed
after the other functions of management have been carriéd
out, (2) through the use of the controlling function, the
minister—managér determines what is being accomplished; he
evaluates the performance and applies corrective measures,

and (3) the controlling function, as well as the other

1Tbid., pp. 169-170.
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functions of management, 1s faclilitated by the element

of coordination.

Management Functions in Nazarene Churches

An individual who serves as a minister ln a local
Nazarene church at one time or another performs acts which
are distinctively managerisl in nature. As chairman of the
local church board, the pastor engages in planning activity
which i1s directed toward the establishment of objectives,
policles, procedures, and methods. As ex-officio head of
all departments of the local church, the pastor engages in

organizing which aids in developing work assignments,

eliciting committee cooperation, delegating authority, and
assigning individuals to various jobs. Through the appli-
cation of the actuating functlon, members of the church are
inspired to carry out their prescribed tasks enthusias-
tically and willingly. Inherent in the tasks of the minister
are follow-up activitles which are aided by effective

controlling. Coordination of all activities is essential

in order to obtaln desired results.

The duties of the pastor of a Church of the Nazarene
are stated in the church Manual.l The duties relate to the
performance of spiritual and ceremonial matters as well as

to admlinistrative duties relative to the business affairs of

1Manual of the Church of the Nazarene (Kansas City:
Nazarene Publishing House, 196l4),. p. 59--subsequent refer-
ences to the Manual refer to the 1964 edition.
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the church. Some of the administratlve dutles are speclf-
lcally descrlbed, whereas othere are deflned in broad general
terms leaving much to the discretion of the pastor (see
Appendix C). The four fundamental functions of management--
planning, orgenlzing, actuating, and controlling--constitute
the process by whleh the pastor performs the dutles descrlibed
therein.

The pastor as head of the local church organlzatlon,
and as ex-offlclo chalrmen of the local church board, is in
a poslitlon to glve dlrection, leadershlip, and guldance iIn the
establishment of a managerial attitude. The church board, as
the offlclal policy-maeking body of the local church, must set
the stage, pattern, and environment whereby all procedures,
policles, and methods emerge from a manageriai atmosphere,
Because of the unique posltion of a pastor, such an atmo-
sphere can develop only as he exhlbits leadership and lends
directlion and guldance in the establishment of the managerial
attltude. The neglect or fallure on the part of the pastor
or the board to establish the proper managerial environment
results in chaos and a breakdown of the admlnlistrative
process,

The functions, to a degree at least, are performed by
church adminlstrators at all levels of the menagerial hier-
archy. This includes those minigtera serving in small rurel
churches. There 1s a tendency to believe that only minlsters

In large churches and those serving on multiple-ministerilal
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staffs perform all the functlions of management. Actually,
the very nature of the pastoral office requires that some
attention be given to each furction of management. Although
each function 1s a distinct entity, it is often difflcult to
draw a line of demarcation between them. The tlime that a
minister devotes to the adminlstrative process depeunds upon
the size of the church, the complexity of church activitiles,
the professional or lay help available to him, his prepa-
ration and interest in the administrative process, and the
demands of other minlsterial duties.?t

Ministers who are prepared in and understand the
management process are better able to assume hlgher-level
managerlal responsibilities. For this reason, ministers who
demonstrate executive abllity and acumen are chosen as

general superintendents, college presidents, and district

superintendents in the Church of the Nazarene.

Summary

Management activity 1s not exclusive to any one
Individual or organization, but is found whenever men work

toward the achlevement of common goals. The unlversality of

loccasionally a minister prefers to resign a church
rather than accept the added responsibility of a bullding
program, The minlster's attitude toward administration may
be summed up by one who stated: "I loved my last pastorate
but T didn't llke the administrative detalls of the bullding
program. I abhor administrative dutles. I believe my
gislike"for adminlistration was due to my lack of training

or 1it.
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the management process enables succecessful managers from the
business world to contribute to the success of politlecal,
militery, educational, charitable, religious, and other
Institutions and vice versa. Management and menaging have
certain functions to perform and these functions are inherent,
to a degree at least,; in all types of management.

Four functions of menagement--planning, organizlng,
actuating, and controlling--are especially applicable to
church business adminlstration. These functions are performed
by all ministers. who occupy positions In the manageriasl hiler-
archy. Because the minlster occuples a unique position in a
local church; he should give dlrection, leadership, and
guldance toward the establlishment of a managerlasl attlitude,
environment, and atmoéphere. The success of a minister in a
local church 1s often alded or imperliled by the extent of his
abllity to understand and perform the management process.

The next three chapters of thls study deal with
speclflic areas of managehent as they relate to church busi-
ness administration. The menagement process is discussed in
a manner which leads to the development of-an outline of the
functions of management pertalning to effective church busi-

ness administratlion.



CHAPTER IV
MANAGEMENT OF CHURCH FUNDS

A local church, as a unlt within a denominatlion, has
the responsibility of maintaeinlng its own services, as well
as contributing to the financilal support of the denomination.
In fulfllling its local and denominational obligations, a
church has certain legitimate and necessary expenses, and it
should use approved methods of securing and disbursing its
Income. A church needs financial direction and management
of its funds the same as any other business orgenization.
Hewitt believes that neither the size of the church nor the
fact that it 1s a non-profit orgenization minimlzes the need
for sound accounting practices and flnancial controls,l
Larsen states: -

Churches in the aggregate handle large sums of

money. In several communities, they handle more
money than any single busliness enterprlse. Most of
them totally fall to enjoy the benefits which can be

obtained from good accounting records, internal
control, or external audit.2

lleroy A. Hewitt, "Aiding Church Administration by
Fund Accounting and Budgeting," National Assoclation of
Accountants Bulletin, XL (November, 1958), L3.

2Lowell E. Larson, "Church Accounting,” Journal of
Accounting, CIII (May, 1957), 28.

52
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Because & church recelves a major portlon of its income from
donors, it 1s under solemn obligation for proper account-
ability to those donors for the manner in which their funds
are handled. A church has both an opportunlty and a respon-
siblility for establishing and'maintaining proper and ethical
practices in fund management. If a church is to carry out
1ts total program effectively, lts economlc affalrs must be
competently managed.
The management of human and material resources
~ depends to a great extent on the availilabllity of financial
resources and proper appllication of the administrative
process. Planning and orgenlzing are essential to church
financlng. Through these functions, the church budget is
established and methods are developed for ralsing church
funds. The actuating function Initiates the flow of funds.
Controlling, as another functlon of management, tends to keep
the flow of funds within the limits establlished by the budget.
The overall administration of church funds 1s accom-
plished through the operational policles, procedures, and
methods which are developed by those who have responsibllity
for the management of church funds.
It is recognized that the admlnistration of funds
must be under the dlrectlon of the board of trustees,
or & similar board. . . . In Presbyterlan churches,
the session determines policy and the senior minister,

as presiding offlcer of the session, is the adminis-
trative head of the church.l

lDonald E. Francher, "What the Administrator Does,"
Church Management, XXXV (November, 1958), 30.
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A local church 1s In a better position to perform
1ts overall flnanclal operatlons when it formulates a finan-
cial budget. Occaslonally, & church obtalns loanable funds
for either capltal improvement or current operatlons. 1In
order to protect lts investment and to prevent financlal loss,
a church shares lts risk with insurance companles. An
accounting system or a systematic method of record keeping
aids and facllitates the management of all funds. The man-
agement of church funds lnvolves the formulétion of a budget,
the use of borrowed funds, either the ellimination or the

reductlion of risks, and the adoptlion of an accounting system.

The Church Budget

The first step in developing the financlal program of
any church involves the formulatlion and the adoptlon of the
church budget. Even the small church with limited income will
find that a budget 1s a useful flnancial aild to the management
of its funds. As the small church increases lts flnanclal
resources, careful budgetling becomes & necessity. In actual
practice, the budget functlons as a gulde, as an authori-
zatlon, and as & control device for réising and distributing
funds.,

The formulatlion of the budget should be the concern
of the entire leadershlp of the church. Page declares:

The temptation arises, partidularly In the
smaller churches, but also In the larger organizatilon
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with a paid, full-time treasurer, to ask the
church treasurer to complle the budget.l

When the budget for the coming year 1s prepared by the treas-
urer only, 1t tends to become a summary of lncome and expense
for elther the currenf or the previous year. The budget is
thus submitted with the expectation that future cémmitments
will follow the trend of past experlences. The church
treasurer plays an important part in budget formulation and
should be asked to submit past figures of lncome and expense
and other pertinent flnanclal data., Then the church adminis-
trator, the pastor, the church board, lay leaders, and the
treasurer, all working together, should formulate the budget.
When numerous leaders of the church share in budget formu-
lation, the budget more accurately reflects the goals, the
needs, and the obligations of the total church operation.
When budgets reflect needs, goals, and resources, they
actually become resource programs of fund management. What
actually occurs 1s a sequence of phases in budget develop-
ment durlng which revised estimates of needs and estlimates of
resources are brought closer and closer together In an inter-

play of resource programming.

Formulatlion of the Budget
The formulation of a business budget usually begins

with a forecast of sales and by subtracting therefrom the

lHarry Robert Page, Church Budget Development
(Engéewood Cliffs, New Jersey: Prentlce-Hall, Inc., 196L),
P. 30,
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estimated expenses the business flrm arrives at a profilt
target. When estimated costs appear out of line, measures
should be taken either to reduce costs or to increase sales.l
- The methods and the procedures used in formulating the church
budget very from one situatibn to another; however, budget
construction becomes much easler and more accurate 1f the
.church has previously used a budget and if adequate finangial
information 1s available. Llnamen suggests that churches
follow the procedure of estimating income, then estimating
expenses, and finally submitting the proposed budget to the
congregation for approval.,2 If the church 1s to lmitate the
procedures of buslness and also Linamen's suggestion, then
the first step in the formulation of a budget is to estlimate
anticipated income. The source and amouﬁgs.of past income,
such as loose offerings, tithes, pledges, gifts, speclal
events and drives, and other wmiscellaneous income should be
carefully analyzed. Income data should be collected for the
preceding two to four years., Thus trends may be established
to Indicate a relatlonship between amounts pledged and lncome
receifed. Conslderation should be glven to the factors which
may be expected to affect the future income of the church.
Economic factors such as local strikes, closing or estab-

lishing a defense installatlion, lncreased cost of llving,

lDaniel, op. e¢it., p. 2L,

2Harold F. Linamen, Business Handbook for Churches
(Anderson, Indiana: The Warner Press, 1958), pp. l22-25.
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shifting of industry elther into or out of the community--
all have a direct bearing on the ablility of church members
to make financial contributions to the local church. An
analysis of church membership, the effect of death and
retirement of church mewmbers, and the nature of the steward-
ship program alds in arriving at a more nearly accurate
estimation of church income. A listing of the sources and
amounts of income should represent the total funds that will
be avallable for the purpose of meeting the church's obli-
gations.

The second step in budgeting is to ldentify each
expense In terms of the anticipated needs of the congre-
gatlion., This identification can be accomplished by asking
the person responsible for each phase of the church's work
to submit a detailed statement of the estimated cost of the
items required to carry out his program for the coming year.
Expense data should be collected from the preceding two to
four years with comparative information showing the budget
estimates and actual expenditures. Such data normally
indicate trends in spending and suggest whether the proposed
expense 1ltems are realistic.

An attempt should be made to classify expense items
for ldentification and control purposes. The following
budget of a small church indicates the extent to which a

finance committee classified expense litems.
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ZION CHURCH OF THE NAZARENE
DEL CITY, OKLAHOMA
Proposed Church Budget for 19651

Our World and District Mlssions:

World Evangelism. « « « o « o o o « « o« o $ 1,000
District Evangelism . « ¢ o o o o ¢ o o a 350
Home Mission Evangelism . . . s o a o e 269
Specials, Alabaster, Deputation o e o o o 163
Expense and Promotion . . o o « o o « o o 60

Our Worship Minlstry:

Pastoral Ministry . « o « ¢ o« = = « '« » 5,550

Pulpit Help o s L ] L Q a o Q L] o [-] a o 100
Evangelistic Ministry e s o o ¢ & & o o s 720
Our Ministry of Muslc . +. « o « ¢ o o s o o o 205

Our Church School:

Literature. « + « « o« ¢ o » o o o o s o o 1,000
World Evangelism. . «. o o s o o o o« o o o 30
Vacation Bible School . . . . « & o « & o 200
Postage o o « + o o o o ¢ o & o 6 e o o 60
Bus Maintenance . . « « « o o o + o« o« o 900
District Allotment. . ¢« o o« & o & s o« o & 41
Promotional EXpense . . o « « o s o & o & 50
Our Youth Program:
General Evangellsm. . « « « ¢« o o « o« « o 30
District Evangelism . « . ¢« « o ¢ o« o « & 50
Local EvangelismM. « « « ¢ « o 5 o o o o & 60
Junior Fellowshlp . « ¢ & « ¢ o o ¢ o o o 30
Our Busliness Administratlion:
Office Supplies . ¢ « « o o o« o o o o o & 135
Literature. . . - = o o s o o o s s o s o Lo
Postage . o « s+ o ¢ o o5 o 5 s « ¢ 0o o o 170
Printlng. o« ¢ o ¢« « o o ¢« o o o o o o o & 100
Benevolences., . o« « o o « 2 o s o« o o e o 90
Delegates EXpenses. . o « « o o o o o o+ o 80
Budget Promotion. . . o « « « o o o ¢ o & 200
Office Help [ ] E ] L L a o ° L] o o [ ] L [} L . 520

lrdapted from material received by means of & per-
sonal request to Rev. J. C. Andrews, Pastor, February, 1965.
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Our Church Home:

Utilities. o o ¢ o ¢ o o o o o o o o 675
Insurance (Includes Bus) . - o o« o o« o o L65
Improvements and Maintenance . . . o 900
Custodian Salary and Supplies. c o o e 5L5

Our Debt Reduction:

First Mortgage Company o o o o « o o o 2,400

Nicholson, Cramer and Miller . . . . o & 528

Bond and Note Retirement . . . . . . . . 205
Nazarene Ministerial Benevolent Fund . . . & 210
Bethany Nazarene College Allotment . . . . . 359
Grand Total for the Year . . « - » « « « o » 18,490
Average Weekly Requirement . . . . . . . . . 356
Daily Cost of Operation. . « « « « « o« « .+ . 51

When compared with the monthly income and expense statement,
the budget serves as a control device and indlcates whether
the church is meeting its commitments. Supposedly, adjust-
ments will have to be made 1In order to keep budgeted
expenditures wlithin anticipated income.

The final step in budget formulation 1s the adoption
of the proposed budget by the church membership. Church
members are better able to visualize budget needs and commit-
ments when annual estimates are reduced to either monthly or
weekly figures. The alternative to budget acceptance 1is
elther rejection or conditional acceptance subject to certain

revisions.
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Meeting the Budget Commitment

Nearly every congregation must face the annual problem
of raising funds to finance the program of the church. As
stated previously, churches receive income from several
sources, However, "the largest single source of revenue or
income for the typical church is derived from the pledges of
individual members.l

One of the most widely used and effective methods of
securing pledges and raising income to meet budget commit-
ments 1s by a process commonly known as "every-member can-
vass."? The success of the every-member canvass financial
campaign is dependent upon the selection of key personnel,
extensive use of committees, scheduled meetings, proper
instruction, adequate supervisioh, and effective coordination.
~All of this can come about only after the campaign has been
well planned and organized. The major activity of the every-
member canvass financial campaign consists of a team of
canvassers who interview a predetermined number of church
families. The purpose of the interview is to secure a pledge
attested to by the signing of a pledge card. At the close of
the campaign, the total of all pledge cards may indicate that
sufficient funds will be available to underwrite the budget;
in which case, the budget should be adopted. If otherwise,

the budget should be revised downward.

lpage, op. cit., p. 7h.
2Linamen, op. cit., p. 83.
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The ralsing of lncome to meet local expenses wlthin
the Church of the Nazarene ls somewhat different from the
every-member canvass. Minlsters, evangelists, and church
llterature contlnually attach much slgnlficance to systematic
tithlng and weekly offerings as a means of supporting the
flnanclal program of the church. The Manual reads:
We bellieve that the scriptural method of gather-
ing money for the support of the church is by means
of tithes and offerings. We urge that our people
adopt tlthling as the scriptural and satisfactory
plan, that each member may do his minlmum share in
the support of the whole church, local, dlstrict,
and general. And on the basls of the divine promises
to llberal glvers, we exhort our people, ln addltlon
to thelr tithes, to make freewlll offerings as gen-
erous as clrcumstances willl permitol
February 1s usually designated by the denominational leaders
as stewardshlp month and pastors are urged to stress all areas
of stewardship including stewardship of materlal possesslons,
stewardship of time, and stewardship of talents. During this
perlod meny pastors urge thelr members to make new commitments
to the financilal program of the church. The appeal is usually
directed toward a commitment to adopt and practlce systematic
tithing rather than to a commitment of a specified numerical
pledge.
Each pastor serving in a local Nazarene church is
requlred to submit an annual financlal report to the district

of which he 1s a member., Thls report contalns these three

dlsbursement categories: 1local lnterests, district lnterests,

lManual, p. U45.
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and general interests (see Appendix D). The amounts to be
pald on the district and general interests are assigned to
the local church at the Annual District Assembly. The budget
plan promulgated by denominational leaders suggests that each
church adopt a ten-month basis on which to meet its district
and general budget commitments. The method of raising the
apportionments for these budgets varies from church to church.
However, the general practice is to raise the major portion
of the general budget through special offerings held at
Thanksgiving and Easter. Some churches are financislly able
to meet thelr district budget commitments from regular sources
of income. On the other hand, many churches must raise these
funds through special offerings. While the major portion of
the local church's income 1s raised through systematic tithing,
quite frequently special offerings and pledges are received
for revivals, benevolences, educational institutions, district
home missions, and other similar causes.

The failure to handle local expenditures on a budget
basls is a common weakness within the Church of the Nazarene.
This 1s especially true in the smaller churches. Even though
there may be some reluctance to conducting an every-member
canvass to underwrite the budget, such a budget should be
made avallable to the membership for their consideration and

approval,
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Borrowing

Most churches find it necessary to borrow money for
capltal expendlitures such as church construction, land
acquisition, and the purchase of expensive pleces of equip-
ment. Even a church which is very adequately financed may,
on occasion, borrow to meet their current operations or
short-term commitments. Many lending institutions have in
the past, as a matter of policy, avolded granting loans to
churches. Linamen believes the limited negotiabllity of
church property makes it difficult for churches to borrow
funds.,1 Church buildings are constructed as single purpose
units, and commercilal institutions find it difficult and
expenslve to convert church property to other useful pur-
poses., For this reason, church property may have a low
loan appraisal. The leadership in most Protestant churches
is subject to frequent change. Consequently, those l1lndi-
viduals who applied for a loan in behalf of the church may
not be the same individuals to guide the business affairs of
the church throughout the life of the loan. Recently church
groups have tended to construct adequate buildings on select
sites and have used efficient and reliable methods of
financing church construction. Church groups are continually
ralsing phenomenal sums for church construction and, In some

cases, debt repayment 1s ahead of schedule. As a result,

1Linamen, op. cit., p. 101,
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lendling institutes are beginning to realize that churches are
business institutions and are treating their loan applications
from a profit standpoint rather than from & human-relations
polint of view. In making arrangements to borrow funds, the
church administrator should consider the lending institution,
the loan appllcation, the slze of the loan, and the cost of
the loan.

The lending instltution.--In evaluating the loan

application of a church, the lending instltution considers a
varlety of factors. Church groups must convince the lending
Institution that sound business practices are belng followed
by the minister and the lay leadership. Regardless of elther
the slze of the church or the method employed in raising
funds, the success of the fund-ralsing program depends upon
the leadership ability of the minister.
A church's fund-raising program 1s always subject

to close scrutiny by the lender. The key person here

1s the minister, for experience has shown the lmpor-

tance of his leadership in raising revenue. Bankers

often urge the congregation to purchase additlonal

insurance on the 1life of the minister equivalent to

at least one year's debt service. Replaclng a min-

ister who has died or moved away nearly always slows

fund-raising and may endanger the schedule of debt

repayment .l
Loan officials usually request the financial records of a
congregation for the prevlious four or flve years to determine
the budget conditlons, the success of special drives, and

the pledge commitments. Consequently, efficlent management

lHarold L. Lunde, "Borrowing for Church Construc-
tion,” Church Management, XXXVII (October, 1960), 27.




65
practices should provide for an efficient, complete, and
orderly accounting system.

The time required to negotiate a loan can be reduced
considerably if the church administrator has compiled the
information requested by loan officials. Bramer and Linawmen
have each compiled extensive lists of information that a
lending officer may request when a church applies for a
loan.l PFollowing is a compoéite of the major 1ltems con-
tained in their respective lists:

1. The amount of the loan.

2. The specific purpose of the loan,

3. The time of the loan and suggested payment
schedule.,

. The names, addresses, and position of the
minister(s) and lay officials.

5. The exact legal title of the church organi-
zation. '

6. The denominational affiliation of the
church.,

7. Record of income and expenditures.,

8. Statement of financial condition.

9., Current congregational budget.

10. Outline of a program for liquidation of the
loan.

11, A resolution from the church.

12. A copy of the by-laws of the church with
amendments to date.,

13. Court approvael and legal opinion that the
church is complying with all the conditions of the
applicable state's non-profit corporation laws,

1. Description of property and proof of
ownership.

15. An appraisal of the property,

16. Copies of building blueprints and specifi-
cations.

17. A cost estimate, contractor's bid.

lJonn c. Bramer, Jr., Efficlent Church Business
Management (Philadelphla: Westminster Press, 1960),

pp. U4L-U5 and Linamen, op. cit., pp. 105-06.




66
18. Arrangements for paying taxes, insurance, and
assessments,

19. Statement showing whether church has made

application for loan elsewhere and whether oi not
the application was approved.

A church may borrow funds from a variety of commercial
lnstltutions; however, locel banks have been used more fre-
quently than other instlitutlions because of their convenlence
and f;vorable interest rates. Additilonal lendlng sources are
denomlnational loan funds, fraternal socletles, lnsurance
companles, prilvate concerns, and private individuals.

The Church of the Nazarene operates a General Church
Loan Fund through the Department of Home Mlsslons, General
Headquarters, Kansas City, Missouri. Loans are available
only to churches which have been unable to obtaln funds else-
whefe and the loans carry favorable interest rates. Occa-
sionally a large percentage of the total cost of construction
can be borrowed., The disadventage of such a source is the
long walting period required to obtain the funds. In addi-
tion, many of the districts within the Church of the Nazarene
maintain District Church Extension Loan Funds. For the most
part, these funds are available only for elther establishing
new churches or alding the very small and flnanclally wesk
ones. Filnally, professional fund-raising agencles have been
used successfully elther to sell bonds and lnsurance or in

some other manner to ald the church In fund raising.l

lJohn Grady, "Successful Stewardship: Bond Issues,"”
Church Management, XL (August, 1964), 29-30.
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Loan restrictlons.--A church, the same as any other

Institution, wlll ordinarily be limlted as to the amount of
funds it can borrow. Therefore, planning and caution should
be exercised to borrow only the minimum amount of funds
necessary elther to complete a particular project such as
dhurch construction or to purchase physical facilitles.
Speciallsts 1In church finance have various opinions concerning
the mortgage value of a new building. There are several rule-
of ~thumb estimates which a church may follow 1In planning for -
fund requests. For example, & common loan maximum 1ls based
on 50 percent of the total cost of the bulldings. Occa-
slonally the total loan value is based on two and one-half
to three times the annual budget or & maximum of from $200
to $,00 per church family. Church loans are currently being
made for from 4O to 60 percent of the value of the bullding
or up to $500 per church family.l

As wlth any loan, interest 1s the major and most
lmportant cost. The total cost of the loan may include such
items as the commission to a broker, mortgage insurance,
varlous fees and the servlces of an attorney. Thus, the cost
may run from almost nothing to several hundred dollars. It
is important for the church administrator to analyze all
aspects of borrowilng before entering into a contractural

agreement.

lLunde; op. cit., p. 27.
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Financial Rilsks

In managing the buslness affalrs of a church, as in
any other lnstltutlon, a certaln amount of risk must be taken.
The chance or uncertalnty of loss may take many forms, such
as loss of life, loss of property, or loss of lncome. Because
institutions.and Individuals are unable to predlct when & loss
may occur, they are constantly seekling methods of preventing
and reducing thelr losses.,

Church fallure 1s essentlally & flnanclal concept.
While the causes of fallure may arise from non-filnancial
sources, the disorganizatlon of a church 1s usually determined
on a flnanclal baslis. Broadly speaking, the task of the
church administrator 1s to reduce as much as posslble any
loss or economlic burden which may be caused by risk. A dif-
ficult problem in church admlnlstration and business admlnls-
tration 1s to determline how much risk 1s present and what
risk-bearing plan 1s most sultable under the cilrcumstances.
Musselman and Hughes discuss flve methods by whlich & business
firm or an ilndlvidual may handle risk and thereby reduce the |
chance for flnancial loss. The five methods they recommend
are: remove the risk or elimlnate lts cause, establish =
reserve fund 1ln anticlipatlon of loss, shift the risk by
buying insurance, engage in hedglng, and practice good man-.

agementol Hedgling 1s perhaps the only method of handlilng

lVernon A. Musselman and Eugene H. Hughes, Introduc-
tion to Modern Business: Analysls and Interpretation
(Englewood Cliffs, N. J.: Prentice-Hall, Inc., 196L), p. 376.
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risks not applicable to church administration. Shiftlng the
risk through insurance and removing the risk or elimlnating
1ts cause are two methods of handling risks especlally

adapteble to church adminlstratlion.

Necessary Precautlons

An effectlive method of reducing financlal loss 1is
elther to remove a risk or to ellminate its cause. Thils can
be accomplished by bullding "fireproof" structures. They
help eliminate loss from fire and reduce the resulting dam-
ages caused by smoke and water. Also, the installatlon of
safety devices, warnling slgns, and hand-ralls are pre-
cautlons that should be taken to reduce accildents and
losses. Durlng the winter season, walkways and steps.
should be kept clear from lce and sleet., The custodilan
should continually be élert for forelgn matter that might
be found on the floor, especlally in the eating and recre-
atlonal areas. Also, he should watch for breaks or cracks
in walkways, driveways, and stalrways, for they may cause
falls which could result in serious injury to a church
patron.

Consideration should be given to the safekeeping
and protection of church property which is of a non-insurable
or lrreplaceable nature. There are many kinds of records
which are invaluable to the church organization. Records

should be preserved and controlled in such a way that they
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can be found when needed. The duplication of some records,
1f lost, may cost several hundred dollars,

Each department of the church malntalns records and
files pecullar to that department. For example, the church
school malntalns attendance and offering records, calling
"records, prospect llsts, and membership files. The financial
secretary mailntains a list of contrlbutors and amounts con-
tributed. The church office maintains a 1list of church
members, records of baptlsms, and records of wedding cere-
monles, Bassett, Agnew, and Goodman complled a 1llst of
records which are commonly flled and retalned by secular
buslness organizations,l and Cashman complled a 1list of
materlals which should be flled by a minister.2 The fol-
lowing list 1s a composlte of the above mentloned 1ists and
indlcates items of concern to church-aéministrators:

1. All types of correspondence related to

church matters.

2. Flnanclal records: checks, statements,

purchase orders, recelpts,

3, Legal documents: contracts, agreements,

deeds,

. Personnel recorde: membership lists,
baptlisms, weddlngs, funerals,

5. Maintenance records: inspections,
guarantees, inventories, blue prints, specl
ficatlons. :

6. Publlc relations: church bulletins,

church newspaepers, church advertlising, church
programs,

lErnest D, Bassett, Peter I, Agnew, and David G.
Goodman, Business Filling and Records Control (Cincinnati:
South-Western Publishing Co., 196), pP. 6.

2Cashmen, op. cit., p. 13.
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7. Library 1lists, catalogues, malling lists.

8. Minutes of meetings, committee reports.

9. Government records.
Although each department of the church maintains records
peculliar to that department, one individual should be respon-
slble for the safekeeplng, arranglng, and storing of all the
records that are of permanent value to the church organi-
zatlon,

Record keeplng in a local church should go beyond
the minlmum act of protecting and safekeeping legal documents
and lnsurance policles. All valuable records should be filed
for safekeeping. The filing system should provide a safe
place for all materilals related to the business affairs of
the church., An efficient flling system éliminates unneces-
sary costs and wastes. In many instances, self-imposed
preventlive actlvities result in a saving of funds for the
church organlzation.

S In the Church of the Nazarene, the church board
elects a secretary whose duty, among others, is "to hold in
trust all papers, records, and legal documents, lncluding
deeds, abstracts, lnsurance polliciles, pertaining to the
local church.”l The church board is thus responsible for

providing ways and means for the church secretary to perform

the above mentioned duty.

IManual, p. 81.
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Insurance
One of the most acceptable methods of handling rlsks
1s through insurance. Church members develop a sense of
securlty and peace of mind when they realize thelr church
leaders malntaln adequate insurance protection on all areas
of church activity. Because of limited foreslight regarding
an Insurance program, the total effectiveness of a church may
be hindered. For example, during 1950 the church board of
the First Church of the Nazarene, Topeka, Kansas, met to dis-
cuss financlal matters. It was agreed by the board members
to reduce the operatlional costs of the church. Therefore,
the fire insurance coverage was reduced by $20,000 and a
slight saving in the premium was obtalned. Ironically, the
church suffered a heavy fire loss within a few days. Need-
less to say, the added flnanclal burden placed upon the
newly elected pastor and the congregatlon durlng the ensulng
months and years hindered the effectiveness of the local
churchal )
Church authorities who fall to malintain an adequate
Insurance program violate a trust placed 1ln them by the
memberse of the congregetion,
Those charged with the oversight of thelr
church's buslness management are not only trustees
of the church's funds, but also of i1ts property.
To have lnadequate lnsurance protection for church

property is to violate a trust. And so a well-
planned, well-managed church insurance program 1is

lInterviewwith Dr. Forrest W. Nash, former pastor,
First Church of the Nazarene, Topeka, Kansas.
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essentlal to_the efflclent business management
of a church.,l

Planning is the first step toward a total program of insur-
ance protectlion. Through planning, the church administration
attempts to answer the following questlons: Why should
insurance be secured? What risks are involved and what rlsks
should be Insured against? When are the premliums due? Where
ls Insurence coverage adequate? Who should be chosen as the
agent to represent what eompany? The insurance program of a
church should be organized and established so that all phases
of the program undergo periodic survey and responsible review.

The type of coverage needed for each individual
church depends upon a varlety of factors, and very seldom
wlll any two churches purchase identical coverage. Also more
than one type of Insurance protection may be needed to pro-
vide an adequate lnsurance program. The church adminlstrator
should have a working knowledge of the basic types of insur-
ance coverage appllicable to church funds, church property,
and church personnel.,

A new lnsurance program, called the Speclal Multi-
Peril Instlitutional Program (SMP), has been developed for
churches, schools, hospitals, and similar institutions. The
slngle-package pollcy lncludes the mandatory coverages of
fire, extended fire coverage, bodlly lnjury, and property
damage llaebllity, and also provides & long list of optional

1Bramer, op. cit., p. 104.
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coveragesol The program 1s now available from several
Insurance companles, and speciflic detalls about this new
program are avallable from local independent insurance agents
and brokers. A brlef dlscusslon of the types of single-peril
coverages avallable for a majorlity of churches follows here.
References for additional information concerning these and
other types of coverages are listed in the blbllography of
this study.

Standard fire policy.--The standard flre pollicy pro-

vides protection against fire for the bullding including all
flxtures and equipment permanently attached to the bullding.
Fire insurance protection should be provided to Include con-
tents of the bullding and personal property of all individ-
uals when they are on church property. Extended coverage
endorsements provlide protection against loss resulting from
smoke, water, windstorm, hallstorm, glass breskage, vandallsm,
mischief, and other additlonal losses. A floater clause may
be lncluded in the policy to protect against damage to equip-
ment belng used away from the church building.

Publlec lilabllity and property damage.--As owners and

tenants of property, churches should have adequate protection
agalnst bodlly injury or damage to another's property. Many
churches malntaln gymnasiums, recreational centers, and youth

camps, therefore, comprehenslve coverage should be secured to

- 1"Multi-Peril Policy Developed for Churches,"
Church Management, XL (April, 1964), 29.
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provide protectlion against loss which might occur away from
the church proper. Although some individuals may hesltate
to bring suit against a church, the possibility of llabllity
sults and the financlal severity of them are sources of
ma jor concern to all churches.

Churches have no lmmunlty from this fact of 1life and

no matter how unpleasant it 1s to contemplate faclng

sult for bodily injury or damage to or destruction

of other's property, the issue must be considered

when planning an effective insurance program.l
Quite often churches own and operate automoblles, trucks, and
buses. The baslc automoblle insurance coverage should lnclude
the followling: Dbodlly injury llablllty, property damage
liability, medlical payments, comprehensive physical damage,

collision, and protection agalnst uninsured motorists.

FPldellty bonds.~~A church administrator should con-

slder the varlous types of bonds which are available to cover
loss of funds due to embezzlement or theft on the part of
employees and those who handle money. A "position' bond
covers any individual who may be serving a partlcular posi-
tlon, whereas a "blanket bond covers all individuals who
handle money.

Burglary, robbery, and theft lInsurance.--Because &

church has limited activity during the week, 1t may be sub-
Ject to greater exposure to risks involving the taking of

property by unlawful means. A church should be especlally

lcharles K. Cox, "Church Package Insurance,” Church
Management, LX (February, 1964), 36.
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interested in coverage which extends to the church parsonage
and homes of the key workers of the church.

Life and health insurance.--Churches which maintain

a full-time paid staff of workers should consider the various
types of group life insurance, health insurance, and retire-
ment programs for their employees. Occasionally churches
purchase insurance against the loss of "key-employees'" such
as senior ministers. The First Christian Church in Oklahoma
City meintained a $1,00,000 1life insurance policy on its
pastor, the late Rev. Bill Alexander,l

Additional insurance.--A church as an employer may be

required to purchase workmen's compensation insurance. Title
insurance may be secured as protection against default in
title to real property. During periods of church construc-
tion, special fire insuranée should be purchased. Also a
performance bond should be required to insure the completion
of the building on schedule.

The perils threatening financial loss are many.
Ignorance and procrastination are both unnecessary and costly.

Because each locality and each situation presents different

linterview with Ralph Chaney, Church Business Admin-
istrator, First Christian Church, Oklahoma City, Oklahoma,
The First Christian Church of Oklahoma City obtained a
$.,00,000 1ife insurance policy on its minister, the late
Rev. William (Bill) Alexander. This was done at the request
of the lending agency wlth whom the church was negotiating
for a dizeable loan. At the present time, the church does
not carry P"key-man' insurance.
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sought by the church administration. Inefficlent management
and inadequate Ilnsurance can result in a major flnenclal

catastrophe for the loecal church.

Accounting System

The purposes of accounting in church administration,
as well ag In modern-day buslness, are to record and lnter-
pret financial transactions, to guide those responselble for
the management of the organlzation, and to make possible the
filing of reporte. Walker believes that & church accounting
system should meet three speclfic objectlves:

(1) To furnish complete, accurate, orderly and timely
financlal information to church flscel agents neces-
sary for the proper handling of recelpts and expendi-
tures; (2) to provide the official body of the church
the records and reports needed for planning and bud-
geting the resources of the congregation; and (3) to
keep indivlidual members currently informed on the
status of thelr financlal stewardship and commitment, L
Accounting procedures differ wldely among churches, as well
as among business institutlons; however, the essential ele-
mente of accounting are similar. The small church, the same
as a small business, may be able to meet 1ts requirements
through the use of a slmple system. A large church or a
large business institutlon mey find 1t necessary to install
a complex machline accounting system. Good accounting methods

wlll result in a better ministry because they relleve the

lArthur L. Walker, Church Accounting Methods (Engle-
wood Cliffe, New Jersey: Prentice-Hall, Inc., 196L), p. 16.
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minlister of unnecessary burdens that may be more effectively
handled through accounting.

Accounting principles, methods, and systems applicable
to church organlzatlions and to business institutlons have been
set forth in accounting Journals, textbooks, and other publi-
catlons, Some of these sources are listed In the blbliography
of this study. The purpose qf_this sectlion 1s not to discuss
general bookkeeping methods or accountling systems but to indl-
cate those areas of fund management which are Implemented by
the adminilistrative process and to discuss brlefly varilous

flnanclal reports.

Implementling Accounting Procedures

A tendency exlists in too many churches to assume a
loathsome attlitude toward the establishing of lnternal con-
trols., Too often, the handling of money and accounting for
1t 1s delegated to one lndividual; usually the treasurer or
financlal secretary. Denominatlonal disclpline usually
provlides for a counting committee of two or more Ilndividuals
to count and account for all recelpta., All too frequently,
thls procedure 1s abandoned because minlsters and local
church offlclals heslitate to change methods that have been

In practlce for many yearsol To protect the individual,

lInterview with Dr. E. S. Phlllips, former pastor,
Bethany Church of the Nazarene, Bethany, Oklahoma., As
recent as 1950 one individuel, a financilal secretary,
counted the church's financial receipts at "home."” Although
several board members volced objectlons, it was agreed to
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as well as the congregatlon, measures should be taken to
avold conditions which could arouse susplcion.

Those indlviduals reponslible for the management of
church funds should provide procedures for counting all
receipts by two or more individuals. Methods for opening
offering envelopes, counting, and recording the contents
should be standardized for all money counters. Procedures
should be establlished for recording specilal offerings,
contributions recelved through the mail, and contrlibutions
which are designated for a particular fund. Consideratlon
should be given to storing and safekeeping monles in the
church and methods of depositing those monies in a local
bank.

It is generally assumed by the members of the con-
gregation that monies will be spent In accordance with the
adopted budget. The system of maintaining records should
glve assurance that all expenditures reflect the wishes of
the congregation. Expendltures should not be made without
the authorization of the church board. Many 1ltems, such a&s
salaries, utilitles, and debt reduction payments, occur
regularly and have standing authorization. Departmental
expenditures such as church school supplles, malntenance

items, and youth expenditures; which have been authorilzed

establish a counting committee and to initiate better
accounting procedures, Thils church was then and 1s now the
largest church In the denomination. Other churches in the
denomination continue to operate with antiquated accounting
procedures.
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by the adoptlon of the budget; may require an additionsal
authorizatlion from one 1lndividuel such as the church adminis-
trator or department head. Expenses which occur lrregularly
should be evlidenced by an Involce, purchase order, recelpt of
goods, and an indication that 1t 1s wlthln the budgetary
limits., The proper routing of involces, the method of pay-
ment, and the flling of pald Invoices facilitate auditing
and lessen the chance that the lInvoice will be used to
support additlonal expendlitures. Expenses should be paid and
recorded during the proper flscal period and should not be
postdated. Such practices leave the erroneous impression that
all expenditures are wlthln the llimits of the budget. Expen-
ditures over the budget should require speclal approval.

Churches and business flrms follow the practice of
mekling remittance by prenumbered checks, and often require
two signatures on each check., However, control 1s lost and
the practlice falls to achieve 1ts purpose 1f the checks are
slgned in advance by either party, or if elther party merely
slgns hls name without checkling the lnvolce or appropriation,
The signatures should Indlcate that both partles have

approved the lssuance of the check,

lInterview with Dr. D. R. Danskin, Treasurer, North-
west Oklahoma District, Church of the Nazarene. All district
checks are signed by two indlviduals even though four indi-
viduals are authorized to sign the checks. Frequently,
checks are presigned because of vacatlon and business commit-
ments. When thls occurs, lnternal control and authorization
are sacrificed for convenlence and expediency.
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The financlal records of the church should be sub-
Jected periodically to examinatlons and properly executed
audits., Such examinations should reveal whether the trans-
actlons have been handled properly and glve assurance to
the congregation that funds are dlisbursed according to thelr
wlshes., Church groups which frequently change treasurers
have assurance through audlting that newly elected treasurers
wlll not receive books that have been handled improperly.
Also, periodic auditing relleves the treasurer from unwar-
ranted criticism and suspliclon. Because local officials
belleve strongly In the personal integrity and character of
the iIndivlidual selected to handle the flinances, they may not
recognize the need for audlting procedures. Therefore, they
often fall to appolnt auditinglcommitteeso

In the Church of the Nazarene audit controls could
be Inlitlated by the distrlict assembly. The assembly should
vote to requlre a statement by the pastor to the effect that
the flnanclal records of hls local church have been audlted.
Such a statement should be incorporated in the report that
a pastor 1s requlred to submit to the annual district

assembly.

Financlal Records and Reports
A major objective of malntalning en accounting system
l1s to facllitate the preparation of reports and to render the

reports more meanlingful. Church accounting reports are
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prepared at various times during the year and for different
purposes., The official church board receives monthly reports
from the church treasurer(s). Many of the decisions the
church board must meke are based on the relationship shown
between collections and antlclpated disbursements. The
church treasurer prepares an annual financlal report for the
congregation., Church members are entitled to know the source
and amounts of lncome and are entitled to decide whether dis-
bursements are in accordance with theilr expressed desires.
Individual contributors are entlitled to réceive quarterly and
annual reports indicating their total glving through the
local church. Credltors of the church and prospective lendlng
agencles must have carefully prepared reports in order to make
a proper and just evaluation of the church's credit worthi-
ness, Churches which maintain a paid staff are required to
submit flnanclal information to governmental agenciles
regarding payroll, social security, and workmen's compen-
sation liability. In addition, pastors submit financial
reports to district and general officers of thelr denomination.

The financlal reports of a majority of local churches
conslst only of monthly and annual summarles indicating
sources and amounts of recelpts and expendltures. Many
church leaders belleve such repo?ts are sufficlent to guilde
them in the business affalrs of the church. Perhaps this is
true, especially in small churches., Although flnancial

reports and medla vary from church to church, four basic
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reports applicable to fund management are brlefly dlscussed
here.

The balance sheet.-—-The assets, llabilities, and

net worth of a church are shown on a statement called a
balance sheet. In actual practice such a statement reveals
how much money the chureh has in the bank, the value of 1lts
land, building(s), and equipment, and 1ts liabilitlies. The
practical application of the balance sheet lies in its value
to lending officers in apprelsing the credlt worthlness of
the church. However, its weakness lies in the fact that it
tells little about the ablllity of the congregatlion to ralse
needed funds, |

Statement of lncome and expense.--The usual income

and expense statement reduces to an itemlized 1llst all of the
recelpts and the disbufseménts for a particular period of
time. The lncome and expense statement should be used in
conjunction with the budget. The statemént compares lncome
and expenses of the individual accounts over a period of
time. Comparisons are usually made between the budget esti-
mates and actual figures for the current period. For maximum
effectiveness, the statement should show comparisons for the
previous year's actual figures.

Denominatlional reports.--Nearly all churches are

required to submit statistical reports to denominational
-offlcials. The baslec data contained in such reports usually

reveal membership statistlies, amounts of Income, property
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lmprovements and Indebtedness, and other specified
expendltures.,

Bank statement and reconcillilation.--This statement

1s prepared primarily for the beneflt of the treasurer. It
permits him to verlfy the accuracy of his accounts with the
bank accounts. It also alds the auditor in verifylng the
accuracy of the cash balances shown on the balance sheet.

A church may desire additional reports and a more
thorough analysis of the church funds. For example, 1t may
be necessary to provide the church administration with
certain ratios such as per-caplta-giving ratio, average
pledge~to~collectlion ratio, and benevolent-gilving ratilo.
Where trained accounting personnel are avallable, such

analyses may be feaslble.

Unifled Church Accounting

The responsibllity for the establishment of an
accounting system and the designation of the proper Indi-
vidual to act as custodlan of church funds in a local
Nazarene church rests with the church board. This becomes
apparent when a study i1s made of the dutles and responsl-
bilities of the church board as outlined in the Manual.l
A local church board 1s free to adopt any method of book-
keeping or any accounting system that will best serve the

local church. As stated prevliously, the pastor submlts

1Manua1, pp. 76~81,
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annual financial and statistical reports to the district and
general officers of the church. These reborts are standard-
ized and required of all ministers serving in local churches.

The local church organization is composed of several
auxiliary orgéhizations, and each auxiliary organization has
its own treasurer. The pastor's annual financial report is
a compilation of the reports of the respective treasurers.
Because of this, he has the responsibility for the super;
vision and preparation of all statistical reports.

The Nazarene general church officers realize that
~many of the local church treasurers and auxiliary trea-
surers are untrained in accounting procedures. Therefore,
the general church treasurer's office provides an accounting
system known as the Unified Treasury System. This system
facilitates the local accounting process and simplifies
statistical reporting. The local Nazarene churéhes are
encouraged and urged to adopt this system. The Unified
Treasury System is completely flexible in practice and is
suitable for the smallest or the largest church. This
accounting system meets all the purposes of good accounting
as set forth in this study.

The Manual provides for the election of the follow-
ing treésurers to serve in local Nazarene churches: the
local church treasurer, the Sunday school treasurer, the

Nazarene Young People's Soclety treasurer, and the Nazarene
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World Mlisslons Soclety treasurer.l Under the Unified Treasury
System, the local church treasurer serves as the "bank" for
the auxlllary treasurers. All monles are deposited into one
account by the countling committee. The local church treasurer
1ssues recelpts to the auxlllary treasurers for the amounts
shown on the counting committee report form. In disbursing
funds, the auxlllary treasurers lssue requisitions to the
local church treasurer who then makes remittances. The local
church treasurer records only total recelpts and total dis-
bursements made for the auxillary treasurers. ZEach suxlliary
treasurer malntains a detalled record of recelpts and expen-
dltures, the same as 1f they operated lndependently of the
local church treasurer. The auxlliary treasurers render both
monthly and annual reports to thelr own organizatlons. The
Unifled Treasury System provlides an offlclal and accurate
financial plcture of all funds handled by the counting com-
mittee and respective treasurers of the church organization.

The Uniform Church Treasurer's Record Is a compl-

lation of the necessary forms and reports which aré needed
in order to record the financial transactions.? The trans-
actlons are recorded 1ln slx baslic divislons: the counters!
report, the journals, the individugl ledgers, the monthly

reports, the annual reports, and the individuel reports.

l1b1d., pp. 76,83,92.

2Harper L. Cole, Uniform Church Treasurer's Record
(Kansas City, Missourl: Nazarbne Publishlng House, 1965).
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The divisions are assembled in loose-leaf notebook form and

Record. The entries to be made in each division are well
explained and clarity is achleved because of the inclusion
of diagrams, charts, and examples. Once the system is
understood, the treasurer, with little or no accounting
training, should be able to record the flow of financilal
transactions from receipt of funds to final report.

The counting committee report.--The counting

committee is primarily responsible for determining how
much money is received and to what organization--local
church, Sunday school, Nazarene Young People's Society, or
Nazarene World Missionary Soclety--the money belongs. The
o}féring report blanks are in triplicate; one for the
pastor, one for the local treasurer, and one for the
counting committee. Space 1s provided to record the
amount of currency and coins. Special offerings, gifts,
checks and amounts can be recorded on the form. At least
two members of the counting committee are required to sign
the offering-record blank. The counting committee is
responslible for recording the entries on the bank-deposit
slip and for depositing the money in a local bank. The
local church treasurer verifies the total receipts as shown
on the offering-report blank with the deposit slip. The

treasurer 1s then ready to begin entry transactions.
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Journals.--The cash receipts journal is a chrono-
logical list of the deposits. It shows the total deposit
and the amount to be credited to each account. This infor-
mation is obtained from the offering-report blank. Entries
are made each week or as often as an offering-report blank
is received.

The cash disbursements journal is a chronological
list of expenditures which are usually paid by prenumbered
checks. A brief description indicates to whom payment is
made and for what purpose.

Individual ledgers,--The individual account ledger

sheets represent the various disbursement items which

appear on the Annual Report of Pastor form (see Appendix D).
Additional ledger sheets and subsidiary ledger sheets are
provided for such disbursements as utilities, parsonage rent,
flowers, office supplies, salaries, and advertising.

A vital obligation of any Nazarene church is the
regular payménts of the budget apportionments assigned at the
district assembly. The individual ledger sheets provide a
progress report of all budget commitments and thus serve as
a warning device for the church administration when payments
become either ahead of schedule or in arrears.

Monthly reports.--The monthly reports contain

essential information for two types of reporting. First,
the report representing each organization indicates total

receipts, total disbursements, and balances on hand.
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Secondly, the amount dilsbursed for each ltem which appears on
the Annual Report of Pastor form 1s indicated. Thus, the
paétor and the church board have cumulative totals for all
items appearing on the Annual Report of Pastor to serve as
reminders to the church board that the church i1s meeting
1ts obligations and commitments.

Individual recordsa-fThe Individual records contaln

information pertalning to weekly, monthly, quarterly, and
annual contributions of Iindividual contributors. Infor-
matlion can also be recorded as to whether the individual

uses a numbered envelope, an unmarked envelope, or simply
places a check in the offering plate. Also provision 1s made
for recordlng all speclal offerlings and gifts. Annual
summary statements of total gifts are avallable to indi-
viduals,

There may be some resistance by groups withln the
church to the adoptlon of the Unifled Treasury System.
Thorough planning and organlzing, therefore, must precede
the introduction of the system. Then, adequate explanation
and education are necessary to eliclt cooperation in the
adoption of the system. The attitude of the minister and
members of the church board toward the acceptance of any
accounting system could elther ald or hinder the adoption
of the system.

The general officers of the Church of the Nazarene

have made an attempt to encourage improved record keeping,
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accounting procedures, and fund management. The Unilfled
Treasury System 1s only one method of achleving thls goal,
Ministers, lay workers, and board members perform a dis-
servlice to the local church 1f they contlinue to gulde the
financial affalrs of the church and remain ignorant of the

fundamentals of an accountlng system.

Summary
The church board 1s that governing bedy which has

the responsibllity for managing the economic affalrs of the
local church. It has the opportunlity and the responsibllity
for establishing and maintalning proper and ethical prac-
tlces of fund management. The minister, as chalrman of the
church board, should establish the proper managerial atmo-
sphere so that the admlinlstration of church funds can be
accomplished.

It 1s essential that church members and members of
the church board reflect through thelr thoughts and aétions
desirable attitudes toward fund management. A desirable
attlitude toward fund management can be developed only as
church members and the church administrator acquire under-
standing of the administrative process. A concept of
budgetary planning, for example, can only emerge from facts,
knowledges, and understandings of plannilng, organizing,
actuating, and controlling as they are related to the total
budgeting process. Only as the church administrator is able
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to express and reflect appropriate concepts as they emerge
from hls understanding of the admlinistrative process will
he be able to bring about desirable changes in the atti-
tudes of church members toward fund management.

A local church, llke any other organlization, has
certain legltimate and necessary expenses, Income 1s a
fundamental fact of economic 1life and a church must secure
Income in excess of expenses I1f it 1s to survive and grow.
Whether the church 1s small, medium, or large, a budget can
be formulated. Certaln benefits result from‘the use of a
budget and these benefits can be readlly ldentified. The
methods for ralsing the funds necessary to fulflll budget
commitments vary from church to church; however, the éystem
adopted should be acceptable and understood by all members
of the congregation.

In order to measure the flow of funds, churches
establish accounting processes. Church accounting systems,
accouhting procedures, and a varlety of filnanclal state-
ments have been developed by professionally tralned
accountants. The leaders of the Church of the Nazarene have
developed the Unlfled Treasury System that 1s avallable to
local churches,

A local church, as a buslness institution, estab-
lishes a financlal reputation that can be evaluated for
credit purposes. Regardless of the reason or purpose for

borrowing funds, a lending institutlion usually conducts an



92
Investigation to determine the abillity of a church to repay.
The Information required by lendling instlitutlons should be
in the records of a church. Therefore, a properly malntalned
record system simplliflies the borrowlng process.

The management of church funds 1s sclentific in that
methods have been developed whereby a church can reducs
financlal risks by shifting them to an insurance company.
While the Ilnsurance needs of local churches differ, a church
| administrator should have a working knowledge of the basic
fundamentals of the common types of insurance that are
avallable and appllicable to churches.

The management of church funds 1s an art 1n that
the Implementation of fund management 1s accomplished wilth
people. Through the interactlon and efforts of many
individuals, budgets are formulated, financlal campalgns
are conducted, funds are recelved and dlsbursed, and the
economle affalrs of the church are competently handled.
Because of thls, the leadershlp of the church administrator
plays an lmportant part 1ln bringing about deslrable atti-
tudes and behavior necessary for efflclent management of

all church funds.



CHAPTER V
MANAGEMENT OF CHURCH FACILITIES

The physlcal facilitles of a church include 1lts land,
building(s), furniture, equipment, cghsumable supplies, and
other milscellaneous physical elements. Specifilcally, the
- board of trustees 1ls the governing body which holds title to
church property and menages 1t as ?epresentatives of the
local church, subject to restrlictlons éstablished by denomi- "
natlonal offlclals and members of the congn:'ega‘l:ion(.:L The
very nature of trusteeshilp lmplles that certaln mahagerial
responsibilitlies and activitlies are necessary to protect,
preserve, and maintain church property. Effectlive steward-
ship, as reflected In the overall administration of a church,
should provide 1In specific ways for the management of gll
physlcal facilities. As stated previously, the church board
should establish the climate and formulate the operational
procedures whereby deslrable kinds of policles relative to
the management of physical faclilltles may be developed and

approved.

lManual, p. 81.
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The members of the church board in general and the
board of trustees ln partleoular, and thelr deslignated repre-
sentatives, perform acts collectlively or individually which
are dlstinctively managerlal In nature. The process of
managing the physicalyfacilities of any organizatlon fevolves
"around those adminlstrative actlons necessary to acquire,
maintain, and use facllitles.,

The purpose of this chapﬁer is to relate the func-
tions of management--plannlng, organizing, actuating, and
controllling--to the mahagerial acts necessary to acquire,
maintaln, and use church facilitles, An additional purpose

1s to polnt out deslirable outcomes which result from the

proper appllcation of the administrative process. A
@

Acquirling Church Faclillitles

A local church 1s an economic unit within & community,
and 1t must acqulre land; bulldings, furniture, equlpment,
and supplles for its actlvities. 1Ina secular organization,
the acqulsltion of any physlical faclllty results from action
Initlated by the governing board as that board exerclses its
administratlve and managerial authority. Although the acqui-
sltlon of church facilitles results from the collectlive action
of the church board; in many lnstances such actlon reflects
the expressed desires of the major portion of the congregation.
Property restrlctions within the Church of the Nazarene are

as follows:
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The real estate of the local church shall not
be mortgaged to meet current expenses.

The local church may not purchase real estate,
nor sell, mortgage, exchange, or otherwise dlspose
of real estate except by a majority vote of the
members present at an annual meeting, or at a specilal
meetling duly called for that purpose, and except upon
written approval of the dilstrict superintendent.

A local church contemplating the purchase of real
estate, or the erectlon of & church bullding or par-
sonage, shall submlt the proposition to the distrlect
superintendent and the District Board of Church
Extension for thelr consideration and advice. No
Indebtedness shall be lncurred in the purchase of
real estate or the erection of bulldings without the
approval of the distrlct superintendent and the
District Board of Church Extension.l

Property ownershlp usually requlires the expenditures

of large sums of money. The church edifice and 1ts contents

represent the ma jor investment of the congregation and it

must be protected, properly malntained, and effectlively used

In order to produce the greatest possible return from the

total church investment. Because buildings deterlorate,

equlpment wears out, and crowded conditions develop, a church

may engage in & bullding program which may require long-term

finanecing. In the process of developing and acquiring ade-

quate facilitles the church membership may continually burden

1tself with a mortgage lndebtedness for many years. The
day~-to~day activities of a church requlre procurement of
‘repalr and malntenance items, consumable supplles, and

~ servlces.,

l1vid., p. 75.
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Long-Range View

Many factors polnt to the desirabllity of the long-
range vliew when the church administration formulates plans,
policies, procedures, and methods relative to the acqul-
"s8itlon of property. The length of the planning period is
usually determined in an arbitrary manner. Terry states,
however, that:

Generally accepted practlce ls to regard any plan
covering periods of two years or less as short-
range, of flve years and over as long-range. Plans
dealling with over two years and less than five
years are termed short or long dependling upon the
enterprise, but the deslignation Intermediate-range
planning might be more satisfactory.l
A church- board whilch neglects long-range planning may limlt
the general effectliveness of that church. In developing
one-year, filve-~year, or twenty-year plans, the church admin-
lstration should be aware of the economic conditlions which
affect present and future property transactions.

A church may be well~located today; but because of
zonlng changes, state and federal highway constructlon, urban
renewal, and other clrcumstances, the locatlion may be less
desirable ten years hence. Any of the above factors could
Increase the value of the slte and the church property.
Church members are often content to purchese a2 minimum amount
of land for present needs only to experilence difficulty in
gettling more land later. In many instances, elther addltilonal

land 1s not avallable or a premium price must be pald for that

lrerry, op. cit., p. 262,
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which is avallable. A church adminlstrator may find, upon
investligation, that 1t 1s economlcally advantagsous for the
church to dispose of an old parsonage, church bullding, and
other property, rather than engage in elither remodeling or
expansion., Bell cltes the case of a minlster who persuaded
his church board and congregation to engage Iin a twenty-year
$250,000 program rather than a fenmyear $100,000 one.
Although 1t was profltable and economical for the church to
follow such a plan, dlssatisfaction among the members caused
the minister to resign wlthlin a short period after the
completlon of the church edifice.l It may be less expensive
In the long run to lower the cellings, to insulate the walls
and attic, and to Install modern heating and electrical
systems than to contlnue expensive malntenance under obsolete
circumstances. Faillure to be forward-looking may prove
costly to the church organlzatlion. By virtue of his posi-
tion; the church adminlstrator 1s expected to demonstrate
leadershlp and glve directlon so that other church officlals
wlll be gulded in thelr decisions.

In the past, relatively few church admlinistrators,
archltects; or church boards regarded parking space as a
prlme factor when selecting the location of a church slte.
Consequently, many congregatlons bullt large, expensilve
structures on small bullding lots wlith limlited parking

faclllties. Now several years later, some churches face the

lBe11, op. cit., p. 10.
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decislion of either buying expenslve, adjacent property for
addltional parklng space, or selling present property.
Morton belleves that many church groups are ignorant about
real estate holdings., They did not secure optlone or pur-
chase property years ago when the opportunltles presented
themselves. Archltectural planning regardling constructlon
of bulldlings and efficlent use of land have been neglected.
Consequently, churches are performing at only a fractlon of
-their potential service. L

As a means of preventlng churches from drifting Into
simlilar circumstances, there should be periodic evaluatlons
of all church facilltles. Such evaluations may lnclude pres-
eﬁt and anticlipated parsonage requlrements, recreational
space, educational faclllitles, and parking space. The admin-
istrator should become aware of changes in zonlng laws,
building codes, property assessments, populetlion shifts, and
bulldlng trends in a locality. Then he mey be able to assess
more accurately bullding and financlal requlrements needed to
meet the future actlvitles of the church. Long-range plans
and commitments are seldom complete unless adequate conslder-
ation has been glven to methods for disposing of worn-out
machlnery, cbsolete equlpment; and any physical faclllity which
1s no longer needed., Perlodlic reexamination of the long-

range policles, procedures, and methods should reveal the

lRicharad X. Morton, "The Church As Property Owner,"
Church Management, XXXIX (November, 1962), 16.
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extent to which church goals, time schedules, and flnanclal

commitments are belng achleved.

Elements of & Bullding Program

A bullding program usually requires extensive use of
land, labor, capital, or a combilnatlion of these factors.
The actlons and procedures necessary to perform routine main-
tenance, repair, and mlnor alteration of church facilitles
are seldom complex, expenslve, and tlme consumlng. For these
reasons, such actlon can be accompllished through normal
menagerlial procedures. Church congregations usually organlze
a bullding program to accomplish one or more of the followlng
projects: extensive remodeling; the construction of a
bullding; the purchase of real estate; the lnstallation of
heating, alr condltloning, or electrical equipment; the
relocatlon of all physlcal faclllitles; and the reduction of
property indebtedness. The fulflillment of any of the above
projects usually requires thorough planning, extensive
financing, and the cooperative efforts of many indlviduals
in a unifled organized fashion. The essentlal components of
a successful bullding program are the whole-hearted coopera-
tion of a major portlon of the entlre congregation, competent
professlonal service, and adequate long-term flnancing.

Commlttee cooperatlon.--Because of the number of

activitles that must be coordinated and because large ele-

ments of the congregation must be informed, the committee
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device 1s frequently employed. It is often difficult to
determine the number of committees needed and the nunber
of members to serve on each committee. However the following
may serve as & useful gulde:

The committee's membership 1s supposed to repre-
sent all Interested groups. Sometlimes this is over-
looked with the result that some feel "left out" of
the committee, To expedlite dlscussion and excheange
of ideas the committee slze should be from three to
seventeen members as the most practlcal limlts, wlth
perhaps three to seven as the preferred number,l

A bullding committee 18 organlized for the purpose of coordi-
nating all actlvities assoclated with a bulldling progrem.
The slze of the congregation and extent of the bullding pro-
gram are determining factors In organizing a building com- .
mlttee. A congregation consldering elther the relocation or
the construction of new facllitles has many more problems to
solve and activitles to perform than it would ordlnarily
encounter 1f the bulldlng program were limited to the con-
structlion of an addition to the bullding. When a church
engages In construction of new facllities, Linamen suggests
that the bullding committee should Include many individuels,
He belleves that the larger the number of individuels serving
on the bullding committee, the greater the chance it has for
success because no one wlll consider himself ne.glected'.,2

Leach belleves that a bullding committee should be large

enough to include representatives of every group within the

lrerry, op. cit., p. 411,
2Linamen, Op. ¢it., po 7l.
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church.t 1In a large church, representatives might include
Individuals from the music, education, youth, adult, mis-
sionary, nursery, food service, and personnel departments.
The reason for the committee's existence 1s probably wmore
apparent during the planning stage than at any other time of
the bulldlng program. During thls period, decislons that are
made wlll determine the course of action and the final oﬁt—
come of the bullding program. With representatives from all
departments of the church on the building committee, the
desires and the wishes of the varilous factions'within the
church can be discussed. Thus, there 1s less 1llkellhood of
dissatisfactlion with the bullding program.

Linamen would alleviate having either a bullding
committee too large or too many dutles to perform by orga-
nizing several subcommittees such as executive subcommittes,
study subcommittee, and construction subcommitteeo2 Because
of the local fire and safety regulatlions, a local congregation
found it necessary to organlze an alsles and exits commlttee.
The purpose of the committee was to study methods of egress
and construction of alsles. The fire chief of the local com-
munity was chairman of the cdmmittee, although not a member

of elther the offlcial church board or the building committee,3

lwillism H. Leach, "Organization for a New Bullding,"
Church Management, XXXII (January, 1956), 10.

2Linamen, Op. clts, pp. 72-73.

3Bethany Church of the Nazarene, Bethany, Oklahoma,
committee organization for current bullding program, July, 1965.
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A finance committee 1s often organlzed speciflcally
for the bullding program to operate lndependently of the
regular finance commlttee, The finance committee usually
has the responsibllity of analyzing the sources of funds,
planning the promotion of the fund-ralsling campalgn,
enllsting the workers,; and conducting the financial campailgn.
The number and the type of committees a church may organize
during a bullding program should be determined By the needs
of the local congregation.

Committees are orgenized on eilther a permanent or =a
temporary basis. A temporary commlittee has a specliflc task
to accomplish; and when the task 1ls completed, that commlttee
should be terminated. Occaslionally a committee organized on
a temporary basls contlinues in operatlon and evolves Into a
permanent standing committee, For example, the bulldlng
committee organized during a bullding program often becomes
the permanent committee for church maintenance. Although
membership of a permanent committee may change, the dutles,
authority, and reasons for lts exlstence are relatlvely
stable.,

Professional service.--Because legal elements are

often complicated apd legal preparation of most church
adminlstrators 1s limited, it i1s advisable for a church
administrator to seek the services and opinions of an
attorney when transactions involve abstracts of tlitle, con-

tracts to sell or purchase, deeding of property, and similar
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legal aspects. "No steps toward church building construction
should be taken without capable legal guidance."l

Local churches are lncreasingly seekling professlonal
architectural aid and the services of bullding consultants,
especlally when they engage iIn new constructlion. According
to Llinamen, the current trend is to employ an architect during
church constructlon rather than to depend upon the limlted
archltectural ablllty of the minlster and lay leaders.2 It
mey be necessary for an adminlstrator to employ a real estate
broker, property appraiser, surveyor, engineer, technlclan,
or financler during a bullding program. The church mey be
fortunate enough to have these and other professional men
represented 1n the congregation, and certalnly the ald and
advice of such men should be sought. However, when rendering
servlces fo; remuneration, they should be consldered equally
with other men in the community and not shown preference
because of thelr affiliation with the church.

The bulldlng program of & local church may be influ-
enced by the expansion plans and policles of the denomination.
Local congregatlons are sometlmes assigned a home mission
budget by denominational leaders.> The finances received

through home misslon budgets are used to orgahize new churches.

larthur L. H. Street, "Legal Aspects of Building
Projects," Church Management, XXX (January, 1954), 12,

2L inamen, op. cit., p. 76.

3This 1s one of the methods used to finance newly-
organized churches in the Nazarene denomination., See
Appendix D, Annual Report of Pastor, Item 1ll.
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Occaslionally an attempt 1s made to persuade church members to
transfer to the newly organized church. Churches located in
areasg affected by population shifts, economic adversity, and
economlc prosperity may have to decide whether to divide and
multliply or unlte and concentrate. Therefore, 1t would
appear, ln developing plans and procedures for property
acqulsition, bullding programs, or changes in physlical facll-
ltles, the church administration showld take cognizance of
these and other factors that might exist. Because a building
program requlres the expenditures of huge sums of money, an

adequate, well-planned financlal program is deslrable.

Purchasing Procedures

As the church administrator organizes and develops a
purchasglng program, his actions are influenced by several
factors} such as volume of purchases, flnancial budget, and
the qualifications of the indivliduals serving on the church
staff., An additional problem, orgenization-wise, is con-
cerned with the proper degree of centrallzatlion of procure-
ment responsibilities and authority.

Centralization implies that all the responsibilities
reasonably involved in purchasing are delegated to either the
church administrator or other major officilal. There should
be a clear and definlte understanding of-his responsibilities
and his authority,1 Throughout all procurement activities the

lwilbur B. Englend, Procurement Principles and Cases
(Homewood, Illinois: Richard D, Irwin, Inc., 1962), Do 57.
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spirit of cooperation and coordination 1s the key to a well-
balanced, centralized purchasing program. Where purchasing
1s centralized under a competent church administrator and
where full cooperation and coordination with all departments
of the church are achieved, definlte advantages follow.
Centrallzed purchaslng promotes buying economy by consoll-
dating requlirements and thus obtalning quantity discounts and
reduced shipping charges. It'permits setting up uniform
p6licies and also prescribes procedures, records, and routines
so that approval of purchases and payment for them 1s expe-
dlited. Feldman believes that a major advantage of a cen-
trallzed purchasing program 1ls that (1t promotes better use
of staff personnel by freelng other Individuals of the church
from performing administratlve details involved in purchasing.
It also permits one individual to become a specialist in
purchasing; thus better administrative controls are assured
throughout the churchg1 Although procurement may be cen-
trallized to the extent that responsibility and authority for
coordinating all purchases are placed in the hands of one
Individual; certain elements of decentralization may exist;
For example, the custodlan may purchase routine cleaning
agents, the dietitian may purchase regular amounts of dairy
and food products, and the minister may make various pur-

chases from his approved expense account. An essential

lJulian Feldman, Church Purchasing Procedures
(Engégwgﬁd Cliffs, New Jersey: Prentice-Hall, Inec., 1964),
PPo -cl.
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Justification for centrallized purchasing 1s the ablllty to
obtailn ifems of the proper quality in the right quantlty at
the appropriate time for the best price.

Factors that lead to decentraliéed purchasing within
a locel church are Informaellty among members of the congre-
gatlon, loose organizatlonal structure, and the small slze
of the church membership, Proponents who argue for contlnued
decentralization point out that a change would not be under-
stood by those now doilng some of the buying, that the effect
on morale would be very unfavorable, and that purchasing has
always been decentrallzed wlth no obvlious losses and apparent
misfortunes° Under a decentralized plan, numerous offlcilals
such as the pastor, the board members, the director of edu-
cation, the individual teachers, the custodians, and others,
have the authorlty to purchase ltems necessary for carrylng
out thelir tasks. Implied approval usually extends to con-
sumable items only. However, occasional purchases of
services and equlpment are made prior to official adminis-
trative approval.

A pastor of a local Nazarene church is not "permitted"
either to cohtract bills or to create financial obligations
for the local church unless he be authorized and directed by
vote of the church board or the membershlp at a church
meeting.,1 Some serlous violations have resulted in strailned

relations between pastor and congregation; therefore, lnasmuch

1Manual, p. 62.
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as violations do oceur, the church administratlon should
develop speclific policles regerding procurement.

The local church adminlstrator should prowlde the
guldance and coordination necessary to develop and maintaln
g sound procurement program, The purchasing program of &
church should aid the church board in becoming a better
steward of the physical facllitles of the church.

Malntaining Church Facllitles

The esteblishment of an effective maintenance program
assures a contlnuation of church activities without fear of
disruption. The board of trustees is under solemn oblligaetion
to provide economical means and procedures for maintaining
all physical facllitles adequately. Bramer states:

The church malntenance program should preserve

the appearance of church property, provide for the

safety and health of its occupants, and malntain the

velue of the total Investment in the church plant.

The program should be administered by a bullding and

grounds commlittee of the board of trustees and imple-

mented by a custodian.l
A maintenance program can be well planned and orgenlzed and
8till never achleve results untll and unless it 1s properly
administered. Adminlstering of the program 1s accomplished
through the actuating functlon. Because actuating deals with
people, the board of trustees usually deslgnates some indi-
vidual to be responsible for the day-to-day activities. The

Individual selected may be elther the minister, the custodilan,

1Bramer, op. ¢lt., p. 110.
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or a full-tlme church administrator. Malntenance procedures
range from a few simple actions 1In the case of a small church
to & complex program for a large church. The essentlal ele-
ments of a malntenance program are lnspections, records, and

operatlonal control.

Inspections
Inspections provide a means and opportunity for the
church admlnistrator to lnitlate, coordinate, and control
maintenance action. DProper and effective maintenance results
from an effleclent inspection program. Taylor states:
The keynote of any maintenance program is

inspection~--an Inltlal detalled inspectlion of the

entire premises and 1ts equipment to determine its

conditlion and 1ts lmmediate needs, a planned pro-

gram of periodle inspectlons to discover new prob-

lems before they become major deficlencles and to

check on the effectiveness of current malntenance,

and such speclal inspectlions as may be dictated by

unusual usage of the facllltles or changes in

routine maintenance procedures.l
In developlng an adequate and effectlve lnspection program,
the church adminlistrator engages in both mental and physical
activities. Filrst; he must include all items of physical
facilitles that are to be Included 1n the lnspectlon program.
Secondly, he must determline the kind and frequency of inspec-
tlon each 1ltem 1s to receilve. Thirdly, he must assign
responsibility to those making the inspections. Filnally, a

follow-up procedure must be establlished to Initlate and

lrovert C. Taylor, How to Maintaln Your Church
Bullding and Grounds (Westwood, New Jersey: Fleming H.
Reve O., 1962), P« 6.
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control action result;ng from the inspections. The develop-
ment, the progress, and the follow-up of an inspection pro-
gram 1s largely based upon the solutions arrived at by the
church edminlstrator as he attempts to answer the questions:
What facllities should be Inspected? When should the
facllitles be inspected? Who should conduct the lnspections?
How should the lnspections be made?

An slert malntenance employee should take advantage
of the opportunity to make as many inspectlons as possible
on a regular basls as he performs routlne meintenance opera-
tions, It 1s relatively easy to notlce a broken window, a
cracked cellling, and chlpped or worn paint. However, termite
damage, poor caulkling, damaged equlpment, or defective wWiring
1s more difficult to determine and less likely to be notlced.
A preventive malntenance program reduces the likelihood of
Incurrlng excesslve damages to physlcal facllitles. Such a
program should provide for regular and frequent lnspectlon
of all physical facllitles by someone famliliar with the
facllity to be lnspected. Because of the great complexlty of
modern-~day church buildings with thelr mechanlcal, electrical,
and technical equipment, it 1s imperative that responsibllity
for malntenance and continulty of lnspections be established.
Bauder suggests that a written checklist should be prepared
and a regular 1nspectioq program established. The checklist
should be posted and someone specifically assigned the
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responsibility for making regular inspections of electrical,
mechanical, and plumbing systems.l

In actual practice, either the custodian, the minister,
a board member, or a building and grounds committee usually
has the responsibility for both routine and periodic inspec-
tions. TUnless the church administrator requests reports from
thése individuals, there is a tendency for them to procrasti-
nate and to "let George do it." Because of the tendency to
procrastinate, inspections may be.conducted only after exter-
nal damage of physical faclilities has been noticed.

Engineers, architects, technicians, and outside firms
may perform inspection services for churches in areas unfa-
miliar to laymen and church administrators. Occasionally
inspections are made by representatives from external agencies
such as the city health, fire, and safety departments. Also
manufacturer's representatives, personnel from lending agen-
cies, and Civil Defnese personnel may have occasion to inspect
church facilities. Many inspections are conducted free for
churches. Any inspection fee should be looked upon as an
investment for the protection of church facilitlies rather than
an expense that must be incurred. The findings of all inspec-
tions and evaluations should be incorporated into the official

records of the church.

lPaul D. Bauder, "Management of Physical Property,"
Church Management, XL (March, 196L4), 22.
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Records and Forms
The maintenance and the inspection of church property
are made easler through the use of an effectlive, systematlzed
record system. Maintalning a set of records 1s useless unless
the records are ueed as a gulde In developing and controlling
malintenance operations.

Records should indlcate the frequence at which
certain operations have been performed, the cost of
operation, the specifle materials used and the quan-
titles (if appliceble), the name of the organization
or contractor who was responslible, and other perti-
nent informetion for all recurrling malintenance
items.l

Melntenance records originate from two sources: those
furnlshed by external agencles and those lmplemented by the
church administrator. The former lncludes guarantees, war-
ranties, Installatlion Instructions, working drawings, speci-
flcations, and malntenance checklists. Malntenance records
may be obtalned from contractors, menufacturers, salesmen,
and malntenance supply houses. Manufacturers of office
equipment, musle equipment; sound equipment, kitchen equip-
ment, and the like provide advice, counsel, and instructions
concerning proper use and care of their products. When
properly used, these and other records serve as aids in
maintaining proper care of church facllities.

Several publicatlons are avallable with detailed

periodlc-malntenance schedules for publlic bullding care.

lTaylor, op. cit., p. 8.
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Taylor devised a simple church maintenance-report form to be
used when making a visual inspection of the external surfaces
of a room.:. The areas of the room to be inspected are floors
and base, walls, ceiling, trim and sills, windows and doors,
hardware, and light fixtures. Recommendations for malntenance
can be indicated in a remarks column.1 Leach constructed a
church maintenance checklist with suggested duties to be per-
formed by the church caretaker and also areas for him to
inspect as he performs his routine duties. The major cate-
gories of the checklist are as follows: outdoors (lawns,
shrubs, walks), exterior of building, nave and chancel, the
educational unit, fellowship unit, washroom and toilets,
office and study, heating and air conditioning, parsonage,
and fire safety. The major categories are divided into many
sub-categories, such as sidewalks, walls, pews, pianos,
towels, chimneys, wiring, exit doors, and rubbish facilities.
The pald caretaker must be vigilant in watching for defects
in- the building and facilities. However, he is not usually
responsible for making important repairs and alterations.
Usually he passes on information to either a committee or the
church administrator who is responsible for keeping the

physical facilities in proper condition.2

l1bid., p. 13.

2William H. Leach, Handbook of Church Management
(Englewood Cliffs, New Jersey: Prentice-Hall, Inc., 1958),
pp. 151-52.




113

The church administrator, together with the mainte-
nance personnel, may prefer to prepare malntenance check-
lists, inspectlion forms, and other records that may better
serve the particular needs of the local church. Properly
used, maintenance records serve as an lmportant source for
data in preparing a malntenance budget. Effectlvely admin-
lstered, supervised, and controlled, maelintenance records
serve as a useful gulde toward the attainment of efficlent

management of all church facllitiles,

Operational Control

Although the general supervision and administration
of the mailntenance program is the responsibility of the
church board, the day-to-day supervision of the custodlal
staff usually falls under the ausplces of elther the
minister or church administrator. The routine maintenance
dutles may be performed by elther pald or volunteer workers.
However;, when the budget permits, the economicel and advan-
tageous method would be to recruit, hire, and pay individuals
to perform the duties requlred of the maintenance program.

Presumably, 1ln smaller churches the custodlan 1s a
member of the church and also a member of the offlcial
church board. Thus, an awkward situatlon presents itself
during a board meetlng when an individual attempts to point
out deflclencles in the malntenance program. Also, board

members may be embarrassed to discuss wages and unsatlsfactory
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performance of custodial employees. Because of thils, pald
staff members are.often regarded lnelligible to serve as members
of the officlal church board., Furthermore there may be differ-
ences of opinionﬂas to whether the custodian should be secured
from within the church membershlip. Many church administrators
believe that better supervislion, administratlion, employee
production, and satisfactlion result when the custodlan is
secured outside the church congregation.

The minlister usually has the responsibility for
developing standards of performance and evaluatlve procedures
with which to jJjudge the custodlal services. Standards of
performance should be based upon the services rendered durilng
a normal work day by a competent employee. Because most of
the work performed by the custodian 1s operational in nature,
little difflculty should be encountered in developing work
standards. Work standards should lnclude both quallty and
quantlity of performance. In a majority of cases, the eval-
uatlive process consists of subjectlve judgment based upon
a visual Inspectlion of the work of the custodian. Church
members are quick to complaln when they become dissatisfiled
wlth the custodlan's work. As a means of preventlng the
occurrence of unsatisfactory work, a checkllst of duties to
be performed mey ald and gulde the custodlan as he performs
his dally tasks.

Quite frequently malntenance requests are received

from the varlous staff members. Such maintenance action may
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Include repaliring a bookcase, checkling an electrical extension
cord, and painting a teble. There 1s always the possibiiity
that a breakdown iIn the plumbling, electrical, and other
facllitlies may require lmmedlate attention. Therefore, the
admlinistrator should develop a priority system and establish
work~order procedures whereby malntenance requests can be
fulfllled iIn a prompt and orderly fashion.

The local church board encounters unique cilrcum-
stances when 1t attempts to plan and budget operating and
maintenance costs. During a week in which normel church
actlvity occurs, the entire structure may be in use an esti-
mated slx to elight hours; yet smaller parts of the structure
are In use the remalnder of the time. Few other organizations
are required to malntaln a comfortable temperature for the
entlire structure for such limited use and yet provide com-
fortable temperature to other parts of the structure the
remainder of the time. In severe weather, the temperature
must be maintalned at a high enough level to insure protection
to the bullding and the flxtures. During the summer mohths,
many churches malntaln a constant, cool temperature throughout
the week., Prindle wrltes:

Many churches today spend several times as much
money as they should, In keepling thelr entlre church

comfortable most of the time, even in extremely cold
weather.l ’

W, R. Prindell, "Electric Heat for Churches,"
Church Management, XLI (October, 196L), 28.
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Based on floor space and time 1n use, the maintenance costs
of the sanctuary may seem excesslve when compared with the
costs of the offlce, the kitchen, and other areas of the
bullding.

Recently, churches have expanded thelr maintenance
programs to Include the selectlon, care, and treatment of
lawns, shrubs, and flowers. Also, funds are belng allocated
for the bullding of attractive ﬁater displays, lighting
dlsplays; walkways and exlts; and outdoor signe. In the
normel course of events, the church board may contract for
the servlces of plumbers, electrlclens, decorators, skllled
techniclans, nurserymen, plano tuners, office equipment
speclalists, and other workers so that proper maintenance of

all facllitlies may be provided.

Using Church Facllitles

The prlmaery purpose of the church edifice 18 to
contribute to an environment conduclve to the act of worship.
Secondary to the act of worshlp are all other activities of
the church; such as Christlan education, church music, youth
recreatlion, and adult fellowship. Local churches are
beginning to structure thelr actlvities to coinclde more
nearly with the free time avallable to thelr parishloners.
Also, they are attempting to provide opportunities for all
members of a famlly to become partlcipants in some type of

church activlity. To accompllish these objectlves, church
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archltecture 1s designed so that members cean use and enjoy
the faclllties seven days a week.

Because a local church 1s a soclial institution 1ln the
communlty, church facllltles are occasionally belng used by
members of the community who are not members of the church.
Among the communlty activities that requlre the use of
church facllitles are the following: weddings, funerals,
forum and discusslon groups, classes 1n adult educatlon,
musical recitals and plays, and youth recreation.

As stated previously, the church edifice may be used
either only & few hours per week or almost continually. The
kitchen and recreational faclllitles may be 1n use more than
elther the classroom or the muslcal facilities. Indlviduals
show varyling degrees of interest in church actlvitilies; there-
fore, they may use church faclllitles on elther a regular, an
Intermittent;, or an occaslional basis. Durlng some perilods
maximum church activity occurs and many“fécilities are in
use. On the other hand, at times church actlvity is nll and
many fecllitles stand idle. Because of the varylng interest
groups that use church faclilitles and the time and manner in
which the facllitles are used; there appears to be & need for
general policles.concerning the use of church facilities,
Also, the facllitles should be arranged, melntalned, and con-
structed so that ease, comfort, safety, and pleasure may

result from thelr use.
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Controlling the Use of Facllitles

In a loecal church, a central polnt or offlice has the
responslibllity for scheduling the use of facillitles and
recelving requests for permission to use them. Elther a
minlster, a church administrator, or a secretary may be
responsible for maintaining such an offlce and for coordl-
nating the activitles of the church. In schedihling and
coordinating church activitlies, an attempt should be made
to answer these questlons: What facilitles will be used?
Who will use the facillitles? When will the facllities be
used? Scheduling I1s an attempt to eliminate conflicts among
various groups or individuals as they desire to use con-
ference rooms, kitchen and dlning facllitles, recreational
equipment, and other physical facilitles.

One metheod of elimlnating conflicts 1s through the
use of a schedule chart. The chart should contaln such
Information as room number, name of faclllty, time of day,
date of month, and name of individual or group using the
faclility. Calendar-type charts for general use are available
from denomlnational publishing houses. However, a church
administrator may prefer to develop hls own chart which may
better serve the needs of the local church.

Churches usually grant permission to lndividuals to
use church facilities iIn the order in which requests are
recelved., It may be better to develop & system of priorities

for requests whenever conflicts and emergencles arise and
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necessitate either shiftlng, postponing, or denyling requests.
Such a poliey should provide guidelines for decision-making
and also minimize misunderstandings when refusals and changes
are made.

Church members have long been granted the privilege of
free use of the facilities of the church for weddings and
receptions. In large churches, many weddings are scheduled
annuall& and modern church chapels are lncreasingly belng
used by non-church members. The lncreased use of church
chapels and related facllitles by members, as well as non-
members, has caused church boards to establish policles con-
cernling fees to be pald to the church for the use of the
church organist, the custodlian, and the hostess, as well as
for other incldental expenses incurred by the church. Because
of the sacredness of the wedding ceremony, some churches
prohiblt the use of photographers during the ceremony and
place restrictlions upon the type of muslic to be used.

The trend in recent church property ownership 1s to
provide separate facllitles and locatlons for the church
building and parsonage. However, many churches continue to
maintaln church bulldings and pﬁrsonages adjacent to each
other, 1In smaller and less formal churches, the parsonages
are frequently used as gatherling places for group meefings
and as recreational areas for soclal actlvitles. As a result

of frequent and Ilnformal use of parsonage facllitles, church
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members occasionally become careless in the use of those
facilities and ignore the rights of the occupant.

' Churchradministrators serving in some of the larger
’ éhurches have developed policy books. The books contailn
-coliections of the policy decisions of the various boards
and committees regarding the use of church facllities, the
leﬁding of church equipment, and the fees to be paid to staff
members for services on special occasions. The church admin-
1strator, together with the church board, shotld estabiish
policies concerning the uses, the restrictions, and the
requirements expected of those individuals who use church

facllitiles.

Office Layout and Space Management

A common problem of church administration ls that of
having to lay out office equipment, kitchen énd eatling
equipment, and other faclllities in a building that was not
tallored to fit the present needs of the church. In former
years, a typlcal minister's study consisted of & small room
elther near the choir loft or in an unused portion of the
church building. The minister's study served as a place for
readlng, sermon preparation, and occasional office use.
Increased pastofal and administrative dutles of the minister
often make necessary the use of the minister's study as a
counselingloffice, library, and general church office. More
recently, churches have converted exlsting space to accom-

modate offlces, kitchens, nurseries, and other needs.
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Office layout and space management are closely related.
Office layout 1s a practlical arrangement of equipment and
other physlcal factors considered necessary for the accom-
plishment of office work. Space management ls the determi-
nation of space requirements that will yleld maximum
productlvity and efficlency at a minimum cost.l The benefits
derlved from effective offilce layout aid ministers and church'
adminlstrators serving In small churches as well as those
serving in large churches. A well planned physlcal arrange-
ment of space and equipment facllitates the flow of work
and contributes to employee comfort and satisfaction. A poor
arrangement can serlously retard work output.

Layout planning and space management can be carried
out most effectively when lncorporated into the planning of
a new bullding. Close cooperatlon among the architect,
construction superlintendent,; and church officlaels Insures
better allocatlon of space forAfacilities deslred by the
congregation. Recent church architecture 1s designed to pro-
vide space for separate locatlons for the minlster's study,
churech offices, library, kitchen, and eatling and recreational
areas, Whether converting an old bullding or constructing a
new one, the baslc planning approach to office layout and

space management 1s much the same.

1c. L. Littlefield and Frank Rachel, Office and
Administrative Management (Englewood Cliffs, New Jersey:
Prentice-Hall, Inc., 196L), p. 341.
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The space to be allocated for a glven quantlty of
work depends upon a number of factors such as the physical
shape of the area, the type of facllitlies to be used, and the
physlcal flow of the work. Terry cltes the development of
falrly uniform space standards for common office units such
as desks, chalrs, flllng cablnets, and dupliceting machilnes.
For example, about 50 square feet 1s the desirablg floor
space to be allocated to & clerlcal employee who uses a desk
50 inches by 72 inches.t Also manufacturers of kitchen
equlpment Have devlised minimum space requlirements for such
units as dishwashing machlines, mixers, ice-making unlts,
ovens, and work tables. Although certaln guilding data are
avallable, Judgment, experiencé, and local circumstances.
must be used ln determlning the correct amount of space to be
allocated for the varlous work units.

The equipment and the physical arrasngement of the
church office should present a clean, neat, and uncluttered
appeardance, The equlpment should be arranged so that the
fewest motlons are necessary for satlsfactory use. The types
of offlce equipment required to accomplish effectively the
work of the church offlce vary from church to church. The
usual minimum facllitles necessary for the operation of a
church offlce Include the followlng: & desk and chalr,

telephone, bookcase, fliling equlpment, typewrliter, and

1George R. Terry, Offlce Management and Control
(Homewood, Illinois: Richard D, Irwin, Inc., 1962), p. 346.
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duplicating machline. Addlitional items may lnclude adding and
bookkeeping machines, dlctating and addressing machilnes,
check protector and postage meter, storage facilitles, machilne
accounting systems, and appropriaﬁé office furniture.

A church that attempts to malntain kitcheg and eating
facllities must conslider solving a number of problems, Of
ma Jor lmportance is the selection of a safe, simple, efflclent
method of preparing food and serving a large group of people.
The task must be accomplished in a minimum amount of time,
with the minimum number of workers, and at the lowest cost.
The fellowshlp hall of most church bulldings serves a varlety
of purposes and, for example, may be used as elther a banquet
room, & room In which to conduct a meeting, a recreational
area, or & large classroom. If a meeting 1is schedulea in con-
Junction with a meal;, the eating area usually must be cleared
of dishes and converted into facilities appropriate for the
occasion. The proximity of the kitchen to the fellowshilp
hall is usually such that nolse ;rom the dishwashing and
cleaning interferes with and distracts the proceedlings of
the meetlng.

Churches have attempted to solve these and similar
problems through various means. One approach is through a
reorganlzation of the food~preparation, food-serving area

for a sclentific layout of equlipment and facilitieé.l An

1George D. Barton, "This Kitchen Serves 520 People
In 20 Minutes,” Church Management, XL (March, 196L4), 11-16.
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analysls of the food-processing methods may indicate that it
could be departmentallzed into such units as baking, cooklng,
salad preparation, serving, and dishwashing departments. An
analyslis of the floor plan alds in the determination of the
space requiremenfs for the kltchen area, the dishwashing area,
the storage area, the dletltlan's offlce, and the rest rooms.
A detalled floor plan also Indlcates the placement of such
ltems as a coffee urn, mixer, utlllty table, dlsh truck,
preparation table, and ice statlon for easy access and
efflcient flow of work. Consultants from local equipment
companles will offer ald and counsel ln developlng and
planning the layout of the food-service area of the church.l
When a church converts exlstling faclllties to accommodate
offlce, kltchen, recreational and other expansion, a degree
of productlivity and effectiveness 1s often forfelted. This
loss may be minimized by seeklng the advice and service of
capable individuals and achileving a high degree of-scientific
layout and space management.

The occupancy of office, kitchen, and other space
represents a definite cost. The lneffective use of spacs
contributes to increased costs. Quite frequently, the daily
loss of employee inefficlency may be small; but when con-
sldered from a long-range, managerial viewpolnt, the impor-

tance of good layout and space management 1s brought 1lnto

sharper focus:

1"Planning the Church Kitchen,"” Church Management,
XXXIX (Jenuary, 1963), 20.




125
Summary

The board of trusteeg is that officlal body of a local
church that holds title to the church property end has the
responsibllity for the management of all physical facilities
of the church. Trusteeshilp implles that certalin managerial
functlions are necessary ln order to acquire, maintain, and
use church facllitles.

Property ownershlp represents the major investment of
the congregation. Prudent management of funds, physlcal
facilities, and personnel 1s necessary if the congregation is
to recelve the greatest poséible return from its investment.
Many internal And external factors influence the outcomes of
property ownershlp. To develop the best posslble judgments
and arrive at sound decisions, the church administration
should oonslder all factors from short-range, lntermediate-
range, and long-range viewpoints.

A local church, like any ofher Institution, must
purchase furnishlngs, equlpment, and consumable supplles.
Efficient purchasling procedures have been developed by
secular busliness organlzatlons, and these procedures are
applicable to church administratlon.

The church board should establish, finance, and
maintaln an adequate malntenance program. Included in such
a program should be the provlision for appropriate inspec- .
tions, maintenance recordeg, meintenance work schedules, and

use of qualified custodlel personnel.



126

An orderly arrangement of the equipment located in
such areas as the church office, the church kitchen, and the
church nursery facllitates the executlion of required work.
Attempts should be made to utilize effectlvely all space for
maximum efficiency at minimum cost.

There 1s a growlng tendency for church members and
individuals of the communlty to use the facilitles of the
church throughout the entlre week. Because of the increased
use of church facilities by church members and non-members
allke, some churches have developed policies that outline
In detall the privileges and obligations of individuals who
use church facllities.

The management of-bﬁysical facllities 1s both a
sclence and an art., It is sclentiflc in that procedures,
methods, standards, and controls have been developed for
acquigition, malntenance, and use of church facilities.
Professlional fund ralsling organizations and financlel insti-
tutions are now alding local churches to raise the necessary
funds needed for church construction, and/or other church
operations.

The management of physical facllities 1s an art in
that cooperation among 1lndividuals is necessary In order to
acquire, finance, malntain, and use church facilitiles.
Cooperation ls achleved and strengthened through the use of
the commlttee channel. A degree of coordination must exist

among the auxlllary organlzatlons of the church, as well as
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between the church and the external organizations with which
the church is afflliated. The leadership managerial ability
of the mlnister-church administrator plays a significant role
In achleving cooperation and coordination.

The management of physlcal facllitlies 1z the inherent
responslbility of the church board in general and the board
of trustees In particular., However, the general overall
administration and the supervision of the day-to-day activ-
ities 1s largely the responsibility of the minister-church
administrator. Therefore, he must develop desirable atti-
tudes toward the management of physlical facllitles. Such
attltudes can result only from hls understanding of the admin-
istrative process. Then and only then; will he be in a posi-
tion to establlish a favorable managerial climate so that the
members of the church board can Ilnitlate desirable actions
that will result in efficlent management of all physical
facllitles,



CHAPTER VI
MANAGEMENT OF CHURCH PERSONNEL

The staff of a local church ordlnarily includes paild
employees and numerous volunteer workers. The members of the
staff must be managed. They must be recrulted, selected,
assigned, tralined, motivated, and supervised. The produc-
tiveness and the efficlency of the staff depend in large
measure upon the tralning, sklll, and motlvatlon of each
Individual worker, To a great extent, the success of the
local ehurch 18 contingent upon how well its staff 1s managed.

Personnel management 1ls the planning, organizing,
directing, and controlling of those activities necessary to
procure, develop, compensate, Integrate, and maintain
employees.,l Baslcally, the scope of personnel management in
the local church centers In those actlvitles necessary to
acquire competent workers, to lmprove the performence of
those workers, and to supervise them, The nature of those
activities varies wilith each Individual church organization.
‘To this end, personnel menagement in the local church is

slmilar to that found iIn secular organizations,

lEdwin P. Flippo, Principles of Personnel Management
(New York: MeGraw-Hill Book Go., IhC., 1961), Do L
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The establishment of a church staff 1s accomplished
through a procuremeﬂt process of selectlion, placement, and
appointment. An induction and orientation process, a
training program, and the use of work standards ald in
bringing about improved staff performance; A program of
compensation including monetary Incentives, heasalth and
safety benefits, and personal recognition contrlibutes to
the motivatlon of staff members. The process of super-
vlision should facllitate the development and the adjustment

of each individual worker..

Procurling Personnel

The total church staff conslsts of those Individuals
who serve 1n executive-supsrvisory, professional capaclties
and 1n operational capaclties. Individuals fulfllling either
professional or operational responsibllities may do so on
elther a full-time or a part-time basis and may be elther
paid or nonpaid workers.

Included 1n the professional staff category are the
minister, the minister of visitation, the minlister of musilec,
the minister of youth, the minister of education, and the
church business adminlstrator. Wilson's study of the church
staffs of 148 large churches revealed that 80 percent of
those churches had from three to flive professional members

on their staffs.l Members of the professional ministerial

ir, 1. Wilson, The Church Staff, Urban Pamphlet #20
(Philadelphia: Board of Missions of Methodist Churech, 1962),
Pe 27,
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staff are usually required to meet etringent educetional
requirements for ordination. A majority of ministers are
graduates of Bible schools and liberal arts colleges. Many
have continued thelr professional preparation with elther
seminary or universlity educatlon or both.

The minister of music, the minlister of youth, and
the minlister of educatlon have usually had professional
preparation ln speclflic areas of speclalization. Many of
these individuals who serve ln the church on a part-time
basls may be employed on & full-time basis In educatlonal
or related lnstltutlons. Thilse fact is further evlidence of
the quality of preparation and professional background of
the members of the professional staff.

The declslon to employ an additlional professional
staff member can be made only In terms of local needs and
after such factors as the abllity to pay and the quallfil-
cations of the appllcant have been taken Into consideration.
Moon found that the work~1oaa“1n & church 1s usually suf-
flclent to warrant the hiring.of elther an additional minister
or a professional worker for every 500 members ., -

Examples of lndividuals who may serve in operational
capaclties are the church secretary, the receptlonlist, the
typlst, the stenographer, the bookkeeper, the custodian,
the dletitlan, the cook, and the groundkeeper. Although

lRobert W. Moon, "The Minister As Administrator—-
Wgrking with a Staff,” Churech Management, XXXIV (April, 1958),

L3




131

iédividuals serving In operational capacitlies may have formal
academic preparation, they are usually regarded as members
of the operatlional staff rather than the professional staff.

In all church orgaenizations, staffs of lay workers
devote time and energy to the advancement of church schools,
youth‘programs, music programs, and other auxlliary orgeni-
zatlons, Although the workers perform most of thelr services
on Sunday, thelr dutles demand conslderable time throughout
the week.

Wilson's study revealed that the senlor minister
occuples the key position on a church staff. He 1s respon-
8lble for the functlonlng of the entire program. To a
degree, he sets the pace for the other staff membere.l He
must thoroughly understand the personnel organlizatlion of the
church before he can identify position vacancles, determine

manpower requirements, and begin the procurement process.

Determlnling Personnel Requlrements
The first major step 1n personnel maﬁagement 1s the
procurement of personnel to execute the work of the organi-
zatlon. However, there must be some prior determination of
the specificatlions of each job and the total number of
Individuals requlred for all the jobs. In many secular
business organizations, this determination is a result of a

carefully conducted job analysis program. A jJjob analysls

lwilson, op. cit., p. 7.
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program includes colleéting and studying information relating
to the operations and responsibilitles of a specific job, the
development of a job description, and the determination of
the specifications for a job.l

Baslically a job description constitutes a record of
existing and pertinent job facts. It should tell what is to
be done, explain the relation to other jobs, describe the
working conditions, identify the physical facilities to be
used, and indicate the extent of supervision. A job descrip-
tion helps the emplojee to understand better what is expected
of him., To aid an employee to adjust to his job, the church
administrator should prepare a job description for every job
within the church.

A church should prepare a job description, a staff
gulide, or an outline of responsibilities--call it what
you will--for each person, professional or volunteer.

Some large churches having sizeable multiple
staffs report that they have no job description to
guide them, or that, sensing a need for such instru-
ments, they are now being prepared.

The specifications for a job are usually in the form
of a statement that indicates the minimum acceptable human
requirements and qualities necessary to perform a job
properly. For example, attributes such as age, sex, edu-

cation, training, and experience are almost always included

in the specifications for a job. Others ordinarily included

lPlippo, op. cit., p. 117.
2Wiest, op. cit., pp. 37-38.
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are physical strength, dexterlty, conversational abillity,
adaptabllity, appearance, and personallty. A listing of
the speciflcations for a Jjob alds the church administrator
to more capably select church workers.

Occasionally an instrument combines the essential
eiements of both a job description and the job specifica-
tions. Shaw prepared such an instrument that contalns the
title of the job, the qualifications necessary for the job,
the duties to be performed, the hours to be worked, the
compensation, and the supervision expected,1 Job analysils
Information, Jjob descriptions, and the development of speci-
fications for jobs are tools that aid the church administrator

to perform better the selectlon process.

Selectlng Personnel
The personnel department of a large secular business

organlzation recrults, interviews, and selects Iindividuals
for that organization. 1In the smeller firms, the manager may
perform these activities.? 1In large churches, the dutles
assoclated with procurement are performed by a personnel com-
mittee working with the minister and/or church administrator.
In smaller churches, the minister recruits, interviews, and

selects those Individuals whom he presents to the church

lArthur W. Shaw, "Job Description for a Custodian,"
Church Management, XLI (May, 1965), 1L.

2Flippo, op. cit., p. 115.
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board for consideration. When recruiting for the profes-
sional staff, church boards prefer to interview individuals
from colleges, seminaries, and churches that are supported
by their denomination. Because ef the close association and
- the cﬁngeniality and rapport among the members of the profes-
siongl staff, the recommendation of the senior minister is
ordinarily tantamount to an appointment to the professioenal
staff.

The selection of Individuals to serve in clerical,
custodial, &and other operational positions presents different
problems from those encountered 1n selecting professional
staff members. Whille é£e members. of the professional staff
are almost always members .of the denomination and the church
in which they serve," there are dilfferences of opilnion regard-
ing whether other employees should be secured from the church
membership. As stated previously, some churches hesitate to
employ custedians from the church membership. Also, "Some
churches have a policy of refusing to employ any clerical

.staff member who is presently & member of the church."l
While differences of opinien vary, "Some clergymen prefer
that the secretary not be a member, not take an active part

in church affairs.”

lClara Anniss MeCartt, How To Organize Your Church
Office (Westwood, New Jersey: Fleming H. Revell Co.,
1962), p. L48.

2 " 1
Lols Balcom, "Her Job Is People Today's
Secretary, LXVII (Ma§, 1965), 35. ’
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An employee of a church should not be selected from
the membership of the church solely on the baslis of elther
personal Iinterviews or personal acquaintances. The estab-
lishment of objective judgments ellminates much of the hurt
feelings and resentments on the part of those church members
who may be denled opportunlties to serve on the chureh staff,
Therefore, lnsofar as posFible, the selection of all members
of the church staff should be made on a basis of job analysis
Information, qualiflcation standards, and objectlive methods
of evaluation. .

There are times when work in the church goes undone,
and & person who is wllling to serve goes without & job, for
the simple reason that the church;administrator does not know
all the talents and interests of the avallable people. To
bring qualified workers and Jjobs together, some churches have
developed inventory flles of the work capaclties of their
members. The Christian Service Inventory developed and used
by the First Presbyterlan Church, Corpus Chrilstl, Texas, |
contalns several general asreas of Interests. All adult mem-
bers of the church are requested to complete one of the
inventorles. Suppose, for example, someone 1s needed to help
In the library; the names of all prospective workers can be
checked from the Christlan Service Inventory recorde and the

screening-selectlion process can begin.l An example of a

lcharles D. Bates, "A System for Recruiting Talent,"
Church Management, XLI (November, 1964), 38.
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similar inventory used by Béthany Church of the Nazarene,
Bethany, Oklahome, 1s shown in Appendlx E.

A minister of a local Nazarene church nominates to
the church board all persons who are to be pald employees of
tHe local cﬁurch.1 All members of the professional g?aff
must also be approved by the district superintendent who
exercises Jurisdiction over the local church.Z2 Such & pro-
cedure assures the denomlnatlion that local churches are more
likely to engage the services of an individual whose spliri-
tual experilence and theologlcal bellefs are in harmony with
the doctrine of the denomlnation. Also, the min;ster has a
volce In the nomination of all members of the volunteer
staffs of the various departments of the local church.3

Although the members of the pald staffs of locel
Nazarene churches are employed on year-to-year basis, their
employment may be subject to sudden termlination. Whenever
pastoral relations are termlinated, all other members of the
paid staff are required to submit thelr reslignations to thé
church board. Continued employment 1s contlngent upon review
and recommendation of the new pastor, approval of the dis-
triet superintendent, and a favorable vote of the church
board,lt Perhaps there 1s some merit in the above procedure

regarding the members of the professional ministerial staff.

lManual, p. 61. 21bid., p. 79.
31b1d., p. 62. 4Y1bid., p. 97.
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However, it seems unwise, from & managerlal and personnel
point of view, to require the resignation of efflclent cleri-
cal, musical, and custodlal employees even though continued
employment 1s virtually assured. Because of this, a sense of
Job insecurlty may be experlenced by indlviduales who serve on

the pald staffs of local Nazarene churches.

Improving the Performance of Personnel

The performance of an lndividual worker 1s closely
related to the orlentation process and the trainlng program
that exlsts in an organization. "Industry has found that
many new employees do not return on the second day or even
after the lunch period on the first day.”l An orgenization
which 18 employee-oriented makes an effort at least to.pro-
vide the information and the opportunlty needed by all new
employees to help them become satisfactorlily adjusted to the
work,

Because in many instances all the workers of & local
church are also members of that church, 1t may be wrongly
assumed that a process of orlentation is not needed., How-
ever, the local church 1s an organizatlion whose workers can
profit from a good orientation and training program, the same
as in a secular business organization. The fact that meny

of the workers of a church are volunteers does not lessen the

lWalter D111 Scott, Robert C. Clothler, and William

R. Sprlegel, Personnel Management: Princliples, Practice and
Point of View (New York: McGraw-HILl Book Co., Inc., 1961),

pP. 271l.
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need for adequate orientatlion procedures nor training
programs.

Basically the objectlves of any orlentation pro-
gram should be to provide each employee with facts about
the organization and his Jjob, to bulild confidence 1n the
employee, to help him feel that he "belongs" in the orga-
nization, and to engender confidence in his abllity to do
the job,1 During the orlentation process, the terms of
elther employment or volunteer service should be defined.
The worker should become famillar with all the require-
ments of his job. The worker should understand hls rela-
tionshlp to the Job and his relationship to the overall
organlzational pattern of the local church.

The induction and orientation programs of secular
business organizations emphaslize the physical and economic
secur;ty of the 1lndividual, Juclus ldentifies physical
securlty aé those things that constitute the physical
environment, the physlcal facllltles, the varlations in
working conditlons, and the safety and health conditions.2
Economlec security includes the benefits that are avallable
to the employee during perliods of reduced income. The

Income of an employee may be elther reduced or completely

lHerbert J. Chruden and Arthur W. Sherman, Jr.,
Personnel Manaéement (Cincinnatl: South-Western Pub-
lishing Co., 1l963), p. 210,

Z2Micheel J. Juclus, Personnel Management (Home-
;ogd, Illinois: Richard D. Irwin, Inc., 1 » pPP. 485~
29.
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termlinated because of either disabllity accidents, impalred
health, or old age.

The procedures for introducing a church secretary to
her job and the church custodlan to his job are different.
Whlle the orientation process will vary with the type of job,
each employee should have a clear understanding of the pol-
lcles, responsibilities, rules, benefits, and working condi-
tlons assoclated with the Job. The Amerlcan Lutheran Church
has developed an Agreement of Service Letter to serve as a
gulde 1In securing the services of church lay workers. The
letter also forms the basls for the induétion-orientation
process, It 1s a good example of what a local church can do
to supply information of Immedlate concern to the new church

workers. An example of thls letter 1s shown in Appendix F.

Training the Worker

VIt is not unusual to find local churches using machine
accounting systems, modern office and maintenance equipment,
and up-to-date kitchen equipment. Offlce procedures, too,
have changed; thus o0ld methods are beling replaced by new tech-
niques in church offlces. Whenever an organization attempts
to increase the ability of an 1lndividual to produce--whether
through the use of new machlines, equipment, or Ilmproved tech-
nlques--there exlsts & need for a training program. A
training program should increase the knowledge and skills of
those who use machines, equipment, and methods, as well as

those who supervlse such workers.
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Churches are often plagued with a relatively high
turnover of volunteer workers. Therefore, a less obvious but
equally lwmportant reason for justifying & training program in
a local church 1s to maintain a group of indlviduals qualified
to flll vacancles on the volunteer staff. Howse belleves:

Every church needs tralined members led by dedl-

cated, tralned, and experienced leaders. The
environment for learning and the materials for study
are lmportant, but the most lmportent factor 1n
learnling 1s the person who guides the learning pro-
cess. The number of lnexperienced leaders and the
rapld turnover of elected leaders are two of the
greatest problems in Southern Baptist churches.l

To develop Informed and dedicated church wmewmbers,
denominational groups conduct tralning courses for thelr mem-
bers and prospective members. For example, one of the auxil-
lary organizations of the Southern Baptist Convention is the
Training Union. The purpose of the Training Union 1s to pro-
vide comprehensive courses for trailning large numbers of
church members. Speclalized tralning is also given to local
church leaders to prepare them more adequately for their spe-
clfic responsibllities in the auxlliary organizatlons of the
church,?

The tralnling program of a local church should include
Instruection for the professional staff member, the operative

employee, the occasional lay worker, and the church member.

lw. L. Howse, "Developing and Promoting a Compre-
hensive Study Course Plan in a Church," Church Adminis-
tration, VI (September, 196l), 35.

21pid., p. 36.
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Each type of trainling need requires & specific instructlonal
method, The in-service training of the professlonal staff
member may Include attendance at conferences and seminars.
The trainling prégrams for operative employees may be con-
ducted through on-the-job trainlng experiences and by means
of classf%om lecture-type presentations.

The demonstration method of teaching is used elther
to teach an individual a new sklll or to increase the oper-
ative or manipulative sklll of an individual. An operative
sklll mey be very slmple, such as filling out a Sunday school
class attendance report form, or it may be of a more complex
nature, such as operating a duplicating machine or operating
malntenance or kiltchen equipment. The demonstration method
of teaching 1s basically a process that includes presenting
the operatlon, providing an opportunity for the tralnee to
perform, and evaluating that performance.

The lecture method of teaching ls frequently used
when tralning large numbers of church members. It 18 often
used when training workers for assignments on the voluntary
staffs of the auxlllary organizatlons of the church. It
requires intensive preparatlon on the part of the lecturer,
and'effective teaching depends upon the extent of genuine
communication between the lecturer and the student.

Formal evaluatlve procedures are seldom used 1n
church tralinling sessions; howevér, subjective evaluation by

department heads, supervlisors, and the church administrator
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should be é continuous process. The tralning program ls not
complete untll each tralnee 1s performing on his own and
a follow-up evaluation process indlcates satlsfactory

performance.

Motlvating Performance

The proper selection, placement, and training of
indlviduals for church work 1s lmportant. However, once &
worker 1s placed ln a job, the church administrator should
devote & portion of his time to supervising and motivating
that employee to attaln satisfactory job performance. Indi-
viduals seek employment 1n a secular business orgenizatlon
because they are motivated to satlsfy the materlal needs of
human life. Wiest ldentlfles the basic needs of the church
worker more specifically as recognition, security, oppor-
tunlty, and belonging,1

The material beneflits provided by a secular business
organlzatlion may fﬁlfill the basic physiological needs of
the 1ndividual workers. However, those same workers may
devote many hours to the church in an attempt to satlsfy
thelr need for self-realizatlon. Incentlives serve as a
stimulus 1n motivating Individuals to attain job satisfac-
tion, Because a majorlty of 1lndlviduals serve the church
for reasons other than materlal gain, incentives other than

wages appear to be of greater lmportance.

lWiest, op. cit., p. 24.
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Remuneration.--The primary moral obligation of the

local church should be to the financlal support of the
pastor,1 The church board should not enter contractural
wage agreements with other employees until a satisfactory
means of flnanclal pastoral support is apparent. Some of
the factors that influence wages and salaries are the abll-
ity of the church to pay, the preparation, background and
experience of the applicant, and the prevailing community
wage rate.
The salaries of church secretaries are often low

as lndicated by Balcom:

Salaries in church jobs are lower than In comparable

positions in the business world. . . . This condl-

tion is deplored by executlives as well as by secre-

taries and a real effort Is being made in some

instances to upgrade matters.Z2
It is important to determine in an equitable and objective
manner the amount of compensation each employee should
recelve. It 1s also essential for a local church to have
an effective payment system so that each employee recelves
the correct amount of payment at definite, stated intervals.:
Properly administered, a wage and salary schedule stimulates
the employees of the church to render greater service to the
local organization.

Security.--Securlty 1in one's job may come from the
knowledge that an individual will be protected against loss

lManual, p. 65. 2Balcom, op. cit., p. 35.
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of income due to lllness, accldent, and retlrement. Minlsters
and other church workers should receive benefits comparable to
those avallable In local business orgenizations, The common
economic-security benefits that should be avallable to church
employees are vacation periode, sick leave, lnsurance coverage,
a retirement plan, soclal securlity, and allowances for con-
tinuing educatlion and in-service tralnlng. Indlividuals who
are reasonably secure in thelr Jobs are in a better posltion
to direct thelr energles toward the achlevement of the goals
of the church.

Participation, pralse, and recognitlon.--As a moti-

vatlonal tool, participatlion lncludes the opportunlity for
workers to take part In meetings and in conferences for the
purpose of maklng declisions and formulating policy. Employee
partlclipation In declsion making, as vliewed by Flippo results
In better managerlial declisions, readier acceptance of the
menager's orders, and a feellng of Ilmportance on the part of
the employee.l Other management writers state: "Participation
1s recognlized as one of the best lncentives for stimulating
employee production and for providing job satisfaction."?
Group procedures involving employee participation in
meking decisions and formulating policies take considerabls

time, Although there 1s always a chance for misunderstanding

1Flippo, op. eit., p. 78.
2Chruden and Sherman, op. cit., pp. 229.
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and disagreement among the members of the group, better
results are achleved when employees share in this experlence.
When people are Iinvolved Iin the development of plans,
they are more willing and ready to give time and
effort to seeing the plans carried through.l
In the same frame of reference, Powell states further that:
There 1s an essentlal relationship between group pro-
cedures and the nature and work of the local church.
Group procedures are not elective for church leaders;
they are necessary,2
The abllity of the church administrator to achleve a high
degree of teamwork and worker acceptance of his leadership 1s
dependent upon his abllity to understand, initlate and par-
ticlpate in group procedures, and to stimulate management-

worker participation.

Supervising the Workers

The pastor, as head of the local church orgenization,
has responsibility for the supervision of all paid employees
of the church,3 In many lnstances the pastor supervises all
the workers of the local church, including the members of the
volunteer staff. In some churches, there ls a division of
administrative-supervisory authority. This 1s pointed out by

Owens:

lRobert R. Powell, Managing Church Business Through
Group Procedures (Englewood CTI%?S, New Jersey: Prentlce-~
Hall, Inc., 196L), p. 20.

2Ibid., p. 17.
3Manual, p. 61.
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Every person on a church staff should be respon-

sible to one person. This is true whether the

number of church employees 1s one or fifty. In the

large church, the pastor ls the chlef adminlstrator.

There will be those worklng with and under him who

in turn will have direct supervision over other

employees. Not all will be responsible to the same

person., If there 1s an offlce manager, all general

office personnel will be under the supervislon of

one person., Not even the pastor will overrlide the

office manager's authority. Where the staff 1s small,

all employees will be directly responslble to the

pastor.l
Important factors affecting the degree of supervlision are the
type of work, whether routine, repetitlve; or homogeneous in
nature; the number of workers reporting to one supervisor; the
abllity of the workers to perform satisfactorily; and the
degree of cooperation present In the organization. In order
to facllitate the process of supervision, 1t may be necessary
to organize the staff along departmental lines with further
sub-~divisions of sections and units. Thus, appropriately
deslignated supervisors would be responsible for the super-
vislion of the different levels of work,

The findings in Wilson's study imply that the minister
should develop the attitude that he is the "coordinator”
-rather than the "boss” and that all members must realize that
he 1s the "director" of the staff and should become fully
aware of the authorlty in hils position and the responslibility

to exercise i1t.2 The minister has many opportunitlies to do

1M, 0., Owens, Jr., "You Can't Serve Two Masters,"
Church Administration, VI (September, 196l ), 18.

2Wilson, op. cit., p. 8.
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and say those things that encourage either good will or dis-
satisfactlion wlthin the staff. The most effective minister-
supervlsor 1s one who exhiblits quallitlies of leadership and
views hls subordlnates from a human-relations approach.

In every organlzatlon, some 1ndividuals emerge as
leaders and others remaln as followers, Followers are essen-
tlal to leadership, because without followers there can be no
leaders, In a local church organization, the minister 1s
Immediately looked upon as the leader of the congregation.
Even though he may be lll-prepared for a managerial-
leadershilp role, he may succeed in the pastorate 1f he has
capable laymen who can share this role with him. Within a
church orgenization, there are certailn individuals, by virtue
of election or appointﬁent, who are expected to take lnitla-
tive and participate in leadership actlivitles to a greater
degree than the average member.

In a church organization, indlviduals voluﬁtarily
choose to work with a leader. Therefore, a church adminis-
trator should attempt to secure loyalty through praise and
recogniéion rather than through thls-l1s-the-way-it-is-going-
to-be or a bull-of-the-woods type of operation. According
to Powell, church leaders tend to adopt one of the followiling
styles of leadershlp: flrm leadershlp, firm-friendly leader-

ship;,; shared leadership, and free 1eadership.1 Thus, the

lpowell, op. cit., p. 137.
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actions of a minister mey vary from one who 1s an absolute
ruler to one who delegates all power of‘decision to other
church workers.

MceCall refers to the pastoral leadershlip in a church
as either pastor-administrator (democratic) or administrator-
pastor (autocratic). 1In discussing the characteristics of
such leaders, he states:

You never hear about the generally able pastor-
administrator. You hear about the minister of edu-
cation, the Sunday school superintendent, the chair-
man of the board of deacons 1n these churches. You
hear about thils pastor as a pulplteer, a real pastor

of the people, or simply as the man everybody likes.

-] .
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%he administrator-pastor is always a candldate

for the scapegoating characteristic of human nature,.

o o« o When glving to the church drops, he ls to_blame

even if there 1s a national economic recession.l
Usually a minister 1s ldentlifled by the characterlstics that
he exhibits, Because of his perticular characteristics,
members of the congregation and the staff elther follow and
support his actions or tend to "work against him.” The
minister who desires the best results should develop & style
for himself that 1s a composlte of the best characterlistilcs
of several types of leadership.

Supervislion is often an avenue through which the

worker becomes adjusted to hls working environment. An

Important factor in the supervisory process is the ability

of the church adminlstrator to establish a favorable climate

lpuke K. McCall, "Should the Minister be the Admin-
1strator?” Church Management, LX (November, 1963), 52.
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for the church worker to adjust to the adminlistrator's method
of supervision. Regardless of all that is done by the admin-
l1strator to provide the right climate and establish the proper
working conditiong, some Individuals willl continue to experi-
ence difficulty in the adjustment process. This difficulty
may be due to the manner 1n whicﬁ & supervisor relates himself
to hls subordinates.

People are not machlnes which can be manipulated with

push buttons, nor can they be made to do what we want

them to do. They are not vendlng machlines which

respond to the deposit of a colin and the turning of

a lever, Neither can we create "instant” faith, love,

Christian character, or service from a human belng by

adding boiling water to a teaspoonful of ingredients.l

The relationship between a church administrator and a

church worker should not be Impersonal. The administrator who
relates himself to his workers on a personal, human-centered
basls tends to supervise them as Individuals who have needs
that can be met, hopes and joys that can be realized, ambi-
tions that can be stirred, fears and sorrows that can be
challenged, and pride that can be hurt, rather than as
"things” that operate typewriters, floor polishers, and dupli-
cating mgghines, When the church administrator views all
workers from a personal, human-centered approach, he 1s better
able to guide them Into becoming well-adjusted, job-satisfied

workers. When this occurs, the goals of the organizatlon are

more nearly attained.

lyiest, op. c¢it., p. 24,
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= Summary

The management of personnel in the local church 1is a
result of the planning, organizing, actuating, and controlling
of those actlvitles necessary to acquire, train, and supervise
employees and lay workers. In all local churches, there are
two dlstinct staffe--the pald staff and the volunteer staff.

Primarily the minlster 1s responsible for the recrult-
ment, the selection, the tralning, and the supervision of
staff members. The selectlon process is apt to be better and
of a more sclentiflc nature 1If he makes use of Job descriptions
and Job specifications when fllling vacancles on the staffs,
The trainlng of church workers must be performed in such an
atmosphere that desirable changes 1n behavior takes place. A
manager must strive for the proper degree of subordinate super-
vision., Some managers tend to oversuperviée thelr workers
while others tend to undersupervise them. Either of these
clrcumstances can be allevliated 1n part by an understanding
of the span of control prindiple and proper assignment of per-
sonnel to the tasks that must be accomplished.

Material benefits, security, partlcipation, praise,
and recognlition are incentives that serve to motivate workers
In both secular and church organizatlons. The desires to
belong, to serve, and to achleve spiritual benefits are also
strong Incentlves which serve to motlvate church workers.

The minlster-manager in a local church, the same as

in any secular orgenlzation, must work with individuals,
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boards, committees, and groups 1ln order to accomplish the
church's objectives. To this end, he displays characteristics
that 1ldentify his type of leadership. The type of leadership
that he exhibits determines in part the pollicies, the methods,
and the climate that affect the church workers,

The personnel management program ln a church requlres
the minister-church adminlstrator to perform acts that are
distinctlvely managerial In nature. Baslcally, plans must be
formulated and a personnel organization must be developed,
directed, and supervised. There should also be an evaluation
of the work performance, progress, and accomplishments. The
church administrator can hope to bring forth desirable changes
in the attitudes of his workers, only as he understands and

applies the admlinistrative process to his everyday affalrs.



CHAPTER VII

APPLTICATION OF MANAGEMENT FUNCTIONS

IN CHURCH BUSINESS ADMINISTRATION

In this chapter 1s presented the materlal which con-
stitutes the outcome of the overall research investigation
that was 1lnvolved in reaching the solution to the problem of
this study° It is a conceptual outline of the functions of
menagement pertalning to specific administrative areas essen-
tial to church business administratlion. In terms of its
purpose, it 1s an outlline of the instructional content of
church business administration. As materlal of use In facill-
ltating the preparation of church business administrators, it
1s subsequently presented in five sections. Each sectlon
begins with a gulde statement designed to establish 1n a gen-
eral way the purport of that particular portion of the total
outline. Following the gulde statement for each sectilon,
there ls presented a relatively concise outline of signifilcant
elements pertinent to the sectlon topilec.

The total outline emphasizes selected functions of
menagement which are essential to church business adminis-

tration., It does not lnclude all that the minister-church
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administrator should know about management .in general and
church business administration in particular. It does
emphaslze those managerial activities that are closely related
to the busliness administratlion of a church and the managerilal
activities with which the church administrator should be
concerned,

The first two sectlions are introductory in né;ure and
could be eliminated from a short course of study, suchfgs
elther a conference, a seminar, or a ministerlal workshop.
The last three sectlions are divided in such a manner that
each sectlon could be treated as a separate study program.
Elther of the flrst two sectlons could be used as an lntro-
duction to any of the last three sectlons. Such a division
allows for elther separate treatment of any section or com-
bined treatment of all sections 1In an Integrated study pro-
gram, DBecause of this method of dividing the sectlons, there
l1s a slight overlap of material in some areas of the total
outline. ;

There are areas in the outline where speciflcity 1s
desired and emphasized. When thls occurs, speciflic reference
ls made to the Church of the Nazarene. However, the total
outline may have equally appropriate application to othef
church denominatlons. Wlth thils outline, a detalled pattern
of church business adminlstration can be developed and many
of the speciflc elements can be established in scope and

sequence,
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The major sections of the outllne, wﬁich include
brief but speciflc conslderations of the functlons of man-
agement, relate to: (1) the nature of the church as a busi-
ness lnstitution, (2) the functlions of management in a church,
(3) the nature of the management of church funds, (L) the
nature of the management of church facilities, and (5) the
nature of the management of church personnel.

‘Outline of Instruction in Church
Business Admlnlstration

Sectlon I. Nature of the Church as a
Busginess Institution

Guide statement.--A local church is a service-produc-

Ing organization. Because of the quallty, uniqueness, snd
diversity of 1its product, indlviduals affillate with and

. support the churches of thelr choice.~ The internal orga-
nizational structure of churches follows a basic pattern of
divislions, departments, and auxlliary organizations, and

thils pattern faclllitates the development of additional church
sctivities.

The authority relatlionship flows in an upward direc-
tlon from the congregation to the governlng board, and then
to the minister. Because of this unique characteristic, the
head of the orgenlzatlon cannot demand obedlence.

In effect, individuals "purchase services from the
church and pay for them through financlal contributions.

However, the income of a church must be disposed of in
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accordance with the wishes of the donors, the purchasers.
Several changes in church financing have occurred during
the past few decades. Spontaneous giving has largely been
replaced by pledging, and budgeting has emerged as fund
management .

A church that 1s eble to survive and grow becomes
a "profit-making” organization even though from a taxable
standpoint 1t is regarded as & "non-profit” organization.
Churches and church groups have lnvested slzable funds, an
accumulation of profit, ln profit-making enterprises. A
local church 1s now similar In many respects to & secular
business orgaenization. Because of the growlng complexity
of buslness-related activlities of churches, new concepts
In church management are emergilng.
A. Business impact of the church.

1. Church actlivity 1s a multi-blillion dollar buslness
and, as "big business,” contributes in a signif-
lcant way to the Gross National Product and to the
general economic growth of the nation.

8. Contrlbutions received by churches, non-taxable
Income, exceeded three bllllon dollars durilng
1962,

b, Inasmuch as churches spend hundreds of millions
of dollars for furniture and furnishings,
offlce equipment, kitchen equipment, recre-
ational equipment, and consumable supplies,
they represent a vast market for the promotion
of goods and services.

¢. Although the amount of cash expended for church
constructlion exceeds one blllion dollars annu-
ally, the actual cash value of church construc-

tlon 18 much greater because of the added value
reflected In donated materlals and labor.



156

2. Collectively, denomlinational groups and churches make

slgnificant economlc contributions to the states and
communitlies 1n which they operate.

3, Because of the slize of 1ts income, the amount of its
expenditures, the number of Iindividuals on 1ts pay-
roll, and the extent of 1ts property, a church 1is
often the largest business Institution Iln a community.

Organlizational structure of a church.

l. The managerlial structure of a church 1s the base on
which authorlity and responsibility are established
and from which flows admlnistrative actlon.

a, A local church 1s subject to the direction,
guldance, and supervision of a governing board
whose members are elected by the congregation of
which they are a part and in which they have a
volce iIn the outcome of the election.

b. The governing board 1s responsible for the gen-
eral adminlstrative affalre of the local church,
and also has the speclfic responslbllity for the
management of church funds, the management of
church faclillities, and the management of church
personnel.

¢. The board, acting as the managerial body of the
church, 1s responslble for establishing and main-
talning a managerial climate so that desirable
kinds of managerilal actlvities can take place.

d. Although the board develops broad, general plans,
procedures, methods, pollicles, and controls that
affect the total operations of the church, the
members of the board primarlly perform the man-
agerlial functions of planning and organizing.

2. The auxllisry structure of a church 1s the framework
on which the various activitles are established,
thereb; enabling church members to engage in a variety
of actlvities iIn the fulfillment of religlous
objectives,

a. The basic auxlillary departments of a church are
the department of education (church school),
department of youth, department of missions
(benevolences), and department of church music.
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b. Each auxllliary department 1s usually under the
general administrative directlion and supervision
of a board (cabinet, council) of lesser rank
than the governling board of the church.

c. The work of each department 1s accomplished
through 1ts organizational structure, consisting
of the departmental offlcers, committees, members
of the church staff, and lay workers.

The external structure of a church 1s an Invisible
framework conslsting of laws, regulatory agencles,
organlzations, and denominational leaders within
Wwhich the church must control and coordinate its
activities.

a, Many of the actlivitles of a church must be
coordinated with the activities of the denomi-
nation and with other churches and organiza-
tions in the local communlty.

b. The &actlvitles of the church must be ln con-
formity with the laws, rules, and regulations
as establlished by regulatory agencles.

¢c. Frequently, the official action of the church
board 1s subject to the approval of the denomi-
natlional offlclals exerclising jurisdlction over
the local church.

C. Types of minlsterlial authority.

1.

Line authority implles an establishment of clear and
definite lines of authorlty beginning at the top,
the ministerlal position, and descending to the
lowest level.

a., DBecause a minister traditionally serves as the
senlor line executlve offlcer in & local church,
hils positlion requlres that he engage in the man-
agerial functlons of planning, organizing,

- actuating, and controlling.

b. The llne authorlty inherent in the ministerial
posltion 1s & unique one embracing lnternal
relationships with the church board, committees,
and church workers, and also embracling external
relationships with higher denominatilonal
offlcials,
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As senlor line executive officer of a church, the
minister should have the right to make decisions
and require obedlence from subordinates who are
charged with carryling out those decisions; but
because delegation of authorlty is in an upward
directlion, the minister 1s limited In decilsion-
making and he cannot ordinarily require obedlence
from the members of the non-pald staff,

Because the phllosophy of line authority, in a
church, 1s based on the assumptlon that the way
to get work done 1ls to put more people to work,
the committee channel is the medium through which
the cooperation of lay workers ls obtalned.

The establishment of staff authorlty occurs 1In churches
that maintain multiple-ministerlial staffs or that have
lay members who are professlonally trained and are
wllling to serve 1in advisory capacitles.

a,

Ce

Staff authorlty lmplles that an individual who
occuples a position on the professional church
staff 1s a speclallst iIn a glven area, and because
the church administrator has the avallability of
speclallzed service, ald, and counsel, hils work

1s facllitated.

An assoclate minister (director of religious edu-
cation) 1s an example of a staff specilalist who
renders speclalized assistance, advlce, and coun-
sel to the senlor line executlve offlcer and alds
In decislon-making and pollcy formulation.

A lawyer, an Iinsurance executlve, an accountant
or a banker 1s an example of a lay member who 1is
often available withlin a church and who serves
In advisory capacity to the church administrator.

An extension of 1llne and staff relationshlips 1s the
line-staff authorlity relatlonship that implles =
minlster serves In dual capaclties exercisling direct
lines of authority and also serving as a staff
speciallst.

a,

Although the senlor minister in a medium or a
large church occuples a position of line author-
1ty 1In relation with the professional staff, he
occuples a position of staff authority in relation
with the church business administrator and other
adminlistrative personnel.
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b. An associate minister, a specislist in a given
area, occupies a position of staff authority in
relation to the church administrator and simul-
taneously exercises line authority over a
department and/or auxiliary organization.

D. Financial structure of a church.

L.

E. The
1.

Church financing embraces the concept of fund maenage-
ment that implies an analysis of income and expenses,
budget formulation, and appropriate accounting
procedures.

a. The typical early-day American church received
income from spontaneous collections and disposed
of that income according to the needs of the
church and the parishioners.

b. Today a church must finance its own activities
and assume its share 1iIn financling the projects
of the denomination even though this may result
in the establishment of competing churches and
a loss of members and income.

¢c. Even though & church receives its income from
well-defined sources and from individuals who
have good intentions, an imbalance in the. budget
may result because of negligence on the part of
contributors, economic factors, or unwise
spending polilcies.,

Fund management includes those activities necessary
to plan, organize, actuate, and control working
capital, fixed capltal, and borrowed capital, and
considerations for short-term, intermediate-term,
and long-term financial goals and commitments.

church as a profit-making organization.

A church that 1s able to survive and grow becomes
a profit-making organization even though from a
taxable viewpolnt 1t is regaerded as a non-profit
organization.

a, Favorable income tax provisions allow individ-
uals to make contributions to churches, and
both individuals and churches benefit from such
provisions.

b. Favorable property tax exemptions enable churches
to become massive property owners,
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¢, A church strengthens lts profit positlon by
reducing 1ts llabllities or by increasing lts
assets,

d. As a church increases 1ts membership and incomse,
its financilal position continues to remain non-
taxable and its proflt positlon becomes increas-
ingly favorable,

Churches and church groups own and operate profit-
making enterprises that are regarded as non-profit
organlzations and that enjoy certaln tax-exempt
status.

F, Professlional management of churches.

1.

The position "church business administrator” 1s a new
staff development that 1s becoming increasingly
Important in local churches because of the many
business-related activities of the churches and/or
the lncreased adminlstrative burdens of the minlsters
serving ln those churches.

a2, The church busliness administrator serves as
coordinator In matters of flnance, management
of property and office facllltles, personnel
supervision, publle relations, and future church
development.,

b. Implied In the dutles of & church business admin-
istrator are the concomitant meanagement functlons
of planning, orgenizing, actuating, and con-
trolling.

Denominational leaders, colleges, universities, and
the Natlonal Assoclatlion of Church Buslness Adminis-
trators seek to improve the managerial competency of
ministers, church administrators, and others who may
serve In management positions of churches by spon-
soring semlnars, conferences, and tralning programs,
and by publishing literature relative to church busi-
ness adminlstration.

Sectlon II. Functlons of Management in a Church

Guide Statement.--The role of management 1n a church

organization 1s to assoclate positively the traditional,

soclal, and scientliflic elements of management with a
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- human-relations approach and thereby enable a voluntary
assoclation of individuals to accomplish common goals., A
degree of management activity exists in all churches, and
there are certain acts that are distinctively manageriai in
nature. Management and managing have certain functions to
perform, and the functions are found in the various patterns
of management that exist in local churches. When the func-
tions are properly applied to the machinery of church admin-
istration, they serve as a lubricant and facilitate the work
of church administration. The fact that the management pro-
cess has been identified and has universal application 1s of
far-reaching significance and should be an encouragement to
individuals who desire additional knowledge and understanding
of the functions of management and the administration of
church activities.

A. Identifying the functions of management.

1. Management activity is not exclusively the minister's
but spreads throughout to all members of the admin-
istrative team, and those individuals who are respon-
sible for the administrative affairs of the church
perform the functions of planning, organizing, actu-
ating, and controlling.

2. Management activities that attempt to correlate and
facilitate the functions of management are identified
as appraising, budgeting, communicating, coordinating,
correcting, decision-making, evaluating, forecasting,
improving, initiating, interpreting, leading, moti-
vating, reporting, staffing, and training.

B. Essential functions of management.
1. The planning function includes the selection and

relating of facts that pertain to church operations
and the attempts to project those facts into a
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’

visuallzation of the future 1ln order to arrive at
recommendations for present action or future needs.

a.

b.

Planning activity is mental in nature and
intangible in scoepe; futurity is 1ts essence.

Planning brings into focus all objectives,
auxlliary organizations, funds, facllitles, and
personnel of the church.

Planning consists of makling declsions based upon
the solutlions to the questlons: Why? What?

When? Where? Who? and How?

Planning 1s performed by ministers, associate
ministers, church business administrators, and
others who share in the responsibillty for the
administrative affairs of the lecal church.

Although planning should be performed before the
other functions of management, 1t is often per-
formed simultaneously and in conjunction with
the other functions of management.

Organizing is the function through whilch the activ-
lties of a church are defined and grouped and
authority relationships are established whereby
individuals can be assigned to tasks within the
organization.

a.

Because organizing includes the determination of
jobs or activities to be performed, and the
recrultment, selectlon, and assignment of indi-
viduals to those jobs, organizing ls sometimes
referred to as staffing.

Every church organization has a definite formal
organizational structure through which authority
relationships and channels of supervision are
established, and these relatlonships can be
ldentified and graphically portrayed on orga-
nizatlional charts.

In all local churches there are informal groups
that may be for, against, or neutral with
respect to the church administrator and admin-
lstrative plans and actions.

.. When plans and oYjectives abe formilated, then

organlzing, the second distinct step 1ln the
adminlstrative process, can become a reality.
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The actuwating funetion 1s a contlnuous process whereby
plans and efforts are put Into action; it 1s the force
that suppllies the power whereby the action as con-
celved In the planning function begins to take place.

&,

An administrator's planning and organizing may be
Ineffectlive unless he initiates action whereby
members of the church and staff are aroused to be
of service because they want the church to achleve
its objectlives.

Because the actuating function deals exclusively
with people and 1s dependent upon the leadership
abllity of the administrator, possession of
favorable leadershlp characteristics alds the
church adminlistrator to obtaln the loyalty and
support of churech workers and church members,

The actuatling functlon 1s a shared process whereby
members of the church staff suggest, gulde, direct,
instruet, and supervise employees, lay workers,

and members of the congregation.

Authority lIn a managerlal-supervisory position 1is
a necessary lngredlent without which the actuating
functlion would fall to succeed.

The controlling functlon 1s a follow-up process
whereby the actlvitles conceived in the planning
functlon are measured, evaluated, modifled, or
corrected In order to assure the accomplishment of
plans and objJectives.

&,

Through controlling, the adminlstrator determines
what 1s belng accomplished, he evaluates the per-
formance, and he attempts to compel events to
conform to plans.

Budgetary controlling serves to keep costs,
expenses, and benevolences within the defined
limits of the budget.

Inspections, malntenance procedures, schedule
charts, and speciflcations are controls which
tend to keep physical faclilitlies wlthin the

conflnes of time, use, quality, and quantity.

‘Personnel controle such as manpower quotas, job

descriptions, work standards, vacatlion schedules,
and tralning programe ald in maintaining =
qualified and satisfactory work force.
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{~;% e. 'Because controlling ls an evaluation of how well
the other functions have been performed, 1t 1s
the last function to be performed.

5. Inasmuch as coordination i1s an integration of the
efforts of many individuals withlin and without the
church organization, 1t is the unifying element common
to all the functlons that keeps the performance of the
functions wilthln proper perspective,

C. Management functions in Nazarene churches.

1. The church Manual Implies that both the minlister and
the church board, separately and collectively, engage
in performing the functions of management as they
perform theilr managerial responsibilities.

a. The role of the minlister ls a unique one in that
he 1s regarded as the spiritual leader of the
people as well as the head of the local business
organization, and iIn both capacities he performs
acts which are distinctively managerilal in
nature.

b. Although the lndividual members of the church
board are seldom prepared ln the administrative
process, they are called upon to assume respon-
slbllitlies and perform managerial acts which may
affect the present and future status of the
local business.

2. Ministers who are prepared in and understand the admin-
istrative process have better opportunities to be
selected for higher-level administrative responsibil-
itles 1ln district, general, and other offices of the
church.

Section III., Nature of the Management
of Church Funds

Gulde Statement.--Every actlvity of the local church

1s related 1n some measure to the flnanclal success of that
church., Adequate flnancing through fund management and control
1s an ilntegral part of managemént. Fund management can only
emerge from an understanding of the adminlstratlive process.

Without plannlng, organizing, actuating, and controlling, there
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1s no basls on which to formulate fund management policies
and procedures.

Accounting records should provide the church adminis-
tration with dependable Informetion that reflects the ability
of the church to recelive income and to meet 1ts financilal
commiéﬁénts. The accounting system serves as the lnternal
"eredit office” which silently promotes better individual
stewardshlip through the effectlve means of helping people
remember their "good intentions.” It i1s thus the unwritten
collection letter," the ™final notice;” yet, the recipient
1s never regarded as a "bad-debt” account. As individuals
uestablish reputations for meeting thelr personal stewardship
obligafions, In llke manner churches also establlsh financlal
reputations. The flnanclal reputatlions of individuals and
that of churches often move in similar patterns and can be
evaluated for credlt worthiness.

Unusueal relationships exlist in the church organization
between the ownership and use of physical facilitles and other
assets. Because of thlis, the church administrator has unique
obligations for establlshing procedures to eliminate risks or
to compensate for monetary losses. The church administrator
who malntains a control over the financial activitles is in a
better poslitlion to make Intelligent declsions regarding the

operation of the business phase of church activities.
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A, Basls for fund management.

1.

A local church 1s a business lnstitutlon whose exlis-
tence depends upon 1ts abllity to recelve lncome, to
meet lts flinanclal obligations and to manage compe-
tently its economlic affalrs.

a, Because a church recelves a major portion of 1its
income from donors, 1t 1s under solemn obligatilon
for proper accountabllity to those donors for the
menner In which thelr funds are handled.

b, Because the administration of funds ln a local
church 1s under the direction of & board, the
membership of which 1s often translitory, hetero-
geneous, and untrained in managerlal techniques,
there exist greater obligations to establish
sound policies and procedures relative to the
management of all materlal resources.

The functions of management are the resources through
which a fund management program is developed, and when
properly executed, they enable the church adminlistra-
tilon to better manage all materlal resources.

a, Planning i1s a process whereby financlal goals of
the church and methods of achleving them are
formulated, developed, and adopted.

b. Organizing 1s the medium through which the indi-
vliduals of the congregation are united in thelr
efforts to obtaln the necessary funds to meet
budget commitments.

c. Actuating 1s a day~to-day process of supervising
and directing the necessary detalls relating to
the recelving and disbursing of church funds.

d. Controlling tends to keep the flow of funds wlthin
the 1limlts deflned by the budget.

B. Elements of fund management.

1.

A financlal budget represents the church's plan for
the coordination of resources and expenditures; thus,
1t acts as a gulde, as an authorization, and as a
control device for fund management. In essence, it
1s the map of the road over which funds are routed;
without 1t certaln detours may lead a church into
financlial difficulty or insolvency.
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When budget formulation 1s shared by numerous
leaders of the church, 1t more accurately reflects
the goals, the needs, and the obligations of the
total church organizatilon.
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Budget development 1s a sequence of events during
which revised estimates of needs and revised
estimates of resources are brought closer and
closer together 1ln an lnterplay of resource
programming.

Budget estimates more accurately portray the
economic positlion of the church when internal
records are avallable and consulted and when
external economlic factors are consldered,

Budget acceptance must become a personal reallty
in the lives of church members to the extent that
the concept of the budget becomes "our budget,"
Tour obligations,” "my budget,” "my obligation.”

Because flnancing the budget incorporates the various
methods whereby a church recelvee lncome with which
to meet 1ts financlal obligatlons, the budget 1s in
actual practice the sales-marketing program of the
church.

a,.

The largest slngle source of income in a local
church ls derlived through contrlibutlions that are
represented by bvlthes, pledges, and offerlngs, and
the most wldely used method of securing contribu-
tions 1s by a process commonly known as "every-
member canvass.”

Churches lncrease thelr financlal positions by
borrowing funds for long-term caplital expendl-
tures and, on occaslion, may borrow funds to meet
current obligations or short-term commitments.

Churches receive income from the sale of real
estate and physical faclllitles or through a
varlety of other sellling activitles such as
bazaars, bookroom sales, and suppers.

Important sources of income, yet ones which are
rarely predicted or predetermlined, are gifts,
endowments, and wllls.

Because the accounting system adopted by the church
board serves as the medium through which the finan-
clal transactlions are recorded, 1t should result in
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better record keeplng and facllitate the interprefa—

a,

tion of all financlal transactions.

The accounting system of the church should provide
the officlal board with complete, accurate, and
orderly records and reports needed for budget
development, resource programming, and fund
management.

When the accountling system provides individual
members and donors of the church wlth accurate
periodlc statements regarding the status of theilr
financial commitments and/or stewardship, it
serves as a control reminder and helps to prevent
Individuals from becoming negligent in their
commitments.

The measurement of the flow of funds 1s accomplished
through the use of financial records and reports and
reflects the abilitylof the church to control the
funds as conceived in the planning functilon.

a,

Accounting reports are prepared at various times
during the year for different purposes, for
boards, and for individuals.

Ma jor objectives of fund management are to facill-
itate the preparation and the interpretation of
the following reports: the balance sheet, the
statement of income and expense, denominational
reports, and other local internal reports, and to
render them more meaningful.

Indlvidual donors, es well as those who handle
church funds, are entitled to periodic examina-
tlon and properly executed audlts,

C. Protectlion agalnst church fallure.

1,

Church fallure is essentlally a flnanclal concept and
usually results from loss of lncome, property, or
personnel; therefore, risk management and Iinsurance
are the avenues through which churches reduce or share
their risks In order to prevent flnancilel loss.

a,

Self-1imposed measures are actions or methods
Initiated by the church to reduce the presence
of risk and include construction of "fireproof”
structures, lnstallation of safety devices,
efficient housekeeping, and the maintenance of
an effective, safe, and adequate storage system
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to prevent loss of records which may be non-
Insurable, expenslve to duplicate, or which are
of permanent value to the church organization.

b. Shifting the burden of risk to others or sharing
the risk with insurance companies minimlzes
fears and anxletles, and church members are able
to reallze more fully the beneflts of church
activitiles.

Through the design and sale of many kinds of protec-
tion, 1lnsurance companles have made 1t possible for
a local church to enjoy continuous filnancial sta-
bility during economic loss of life, lncome, or
property.

a, The major types of insurance protectlon avallable
for local churches are standard fire protection,
public liabllity and property damage, burglary,
robbery, and theft, life, health, and accldent,
fldelity and performance bonds, and addlitional
miscellaneous coverages,

b. Through a speclal multi-perll poliecy, churches
may obtain iInsurance protection agalnst loss
resulting from a varlety of causes.

D. PFacllitating fund management in Nazarene churches.

1.

The Uniflied Treasury System 1s a uniform church
accounting system developed and provided by the
general church treasurer's office; thus, its pur-
poses are to facllltate local atcounting processes
and to simplify statistical and finanelal reporting.

a. The Unified Treasury System ls completely flex-
1ble in practice and is sultable for all Nazarene
churches regardless of the slze of the member-
ships or the size of the budgets.

b. The Unlfied Treasury System 1s an accounting
system whereby all monies are deposlted iInto
one account and all disbursements are made by
one treasurer; furthermore, 1t provides an
officlal, flnanclal plecture of all funds handled
by the church organization.

The Unlform Church Treasurer's Record 1s a compila-
tion of the necessary forms and reports which are
needed to record all the financial transactions of
& church.
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a, The baslc financial records pecullar to the
Unifled Treasury System are the counting com-
mittee report, the Journals, the 1lndlvidual
reports, the monthly reports, the records of
contributors, and the annual report of pastor.

b. The financlal statements which are lncluded in
the Unifled Treasury System, together with the
balance sheet, the lncome and expense statement,
the church budget, and other selected financlal
statements, provide sufficient information
whereby church boards, church treasurers, min-
isters, church administrators, and others can
plan, lnitiate, promote, and control an adequate
program of fund management 1in Nazarene churches.

Section IV. Nature of the Management of
Church Facllitles

Gulide Statement.--The physlcal facllltles of a church

constltute the physlcal environment and contribute to the
proper climate whereby the objectlives of a church can be
realized. The ownership of physical facilities lmplles that
certain administrative actions are necessary to acquire, to
maintain, and to use those facilitles. Prudent management of
all physical facillities 1s deslrable if the congregation is
to receive the greatest possible return from 1ts Investment.
The management of physical facllities 1is Inherently the respon-
8ibility of the church board in general and the board of
trustees in particular. The managerial responsibility should
be clearly established and thoroughly understood by all who
share the responsiblility for the administrative affairs of the
church.

The members of the congregation are in fact unique

owners of church property, and admittance to ownership 1s
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based solely on a voluntary assoclation with the church rather
than because of financial Investments (contributions).
Although all members share equally 1ln the ownership of the
facllitles, they do not share equally in the flnanclal support
of the facilitles. 1In case of liquidatlion, bankruptcy, or the
sale of property, the owners do not share in financilal distrl-
bution of assets.

The use of church facllltles 1s also unique. The
church ediflice represents the major portlon of the lnvestment
and usually occuples the largest amount of total floor space
that 1s ;;éilable for use. However, this portion of the total
church plant 1s used less than other areas or facllities.
Individual members of the congregation use the facllitles for
different purposes, and the amount of time they devote to
church activity varies conslderably among the members. The
facilities of the church are frequently used for communilty
purposes, and modern church chapels are increasingly beilng
used by non-members for weddings and funerals. Thus, & church
as a buslness lnstitution often develops a favorable public
relétions image.

The pastor's study 1s usually the "head office” of
the church corporation, and the church ediflice represents both
the "manufacturing plant"” and the "retail outlet.” It is here
that the product 1s manufactured or assembled and placed on
display. Effective management of the office, the plant, the

cafeterla, the parking area, and other church facilitles can
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come about only as the church administrator understends the
administrative process. Proper application of modern-day
management techniques to the management of church facilities
effectuates an efficlent, profitable church orgenizationm.
A, Manégerial responsibllity for physlcal facilitles.

1. The church, acting as a corporate form of organi-
zatlion, delegates responsibility and authorlty to
the elected board so that general overall managerial
Jjurisdiction of church facllitles can take place.

a. The board of trustees (presbyters, elders,
deacons), as & epecific element of the church
board, has the responsibllity for holding tiltle
to church property and for proper malntenance
of all physical facllltles.

b. Trusteeship implles that the board of trustees
should provlide economical means and procedures
whereby all physlcal faclllties are properly
acquired, adequately maintalined, and effectively
used.

2. To implement its managerial declslons, the church
board shares or delegates admlnistrative respon-
8ibillity, thereby facllitatlng the end operational
processes.,

a. A commlittee (maintenance committee, building and
grounds committee) composed of members of the
church board usually has the responsibility for
Initiating the managerlal declsions of the board
relative to physical facllitles.

b. The minister, church administrator, or other
individual designated by the church board per-
forme the day-to-day managerlal-supervisory
dutles pertalning to the operational phase of
the melintenance program.

c. The operational phase of the malntenance program
1s accomplished through the actuatling function
and impllies that the church adminlstrator directly
supervises the custodlal staff as well as other
aspects of the progran,
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B. Types of physical facilitiles.

1.

The laend and bulldlngs represent the home offlce,
the manufacturing plant, and the retall outlet of
the church buslness orgaenizatlon; therefere, a good
slte location and a well-maintained physical appear-
ance of those facllitles contribute to a favorable
public relations image.

8., Because a proper and adequate site locatlon is a
significant factor for the continual development
of the church complex, foresight, prudent Jjudg-
ment, and wise cholces are essential in the
acquisition of church property.

b. The church slte and the church edifice represent
the major investment of the congregatlon, and
the lnvestment must be protected through proper
and adequate maintenance procedures, including
effective measures to eliminate leoss of deteri-
oratlion due to the presence of risks,

¢c. Attractive church signs, adequate parking facll-
ities, well-malintalned lawns, trees, shrubs,
flower beds, and water and lighting displays
serve as an attraction for church visitors and
prospective members (customers).

Equipment and furnishings are the raw materilals which
enter Into the productlon process and make possilble
the development of the church service (product).

a. The furniture and Interior furnishings of a church
are deslgned to contrlbute to a speciflc mode of
worshlp, a speclalty product, and, because of this,
they often have little resale value.

b. Churches spend huge sums of money to acquire, to
Install, and to maintain alr-conditioning, elec-
trical, electronic, heating, and sound equipment;
consequently, churches meke it easlier for members
of the congregation (customers) to participate in,
benefilt from, and enjoy the services (products).

c. Churches represent a large lnstitutional market
for office, muslic, kitchen, playground, and
recreatlonal equipment.

Consumable supplles such as standard malntenance,
repalr, and operatlional ltems make 1t possible for



17l

ministers and laymen to serve theilr congregations
and thus develop better church services (products).

a,.

Although a major portion of the consumable
supplles are purchased by the local church,
occaslonally supplles which are used by the
church school, the youth department, and the
misslonary department are donated by members
of the church,

A church as a charltable orgenlizatlion may pur-
chase government surplus commodlitles at greatly
reduced prices; thus, 1ts competltive position
with secular busliness organizations improves.

C. Characteristlcs of property ownershilp.

1.

2,

Buying and selling of real property must be aceom-
plished wlthin the restralnts established by denom-
Inational leaders and the members of the congregation;
thus, property transactions within a church organiza-
tion are often unique and time consumlng.

8,

A church organization can only purchase or sell
real property as agreement exists among the
members of the church board and members of the
congregation.

The church board should secure permission from
denominational officlals exerclsing Jurisdlction
over the local church before property trans-
actlons can take plans.

The church ediflce 1s usually constructed as a
single purpose unit, and, because of this, 1t is
a speclalty iltem with limited market demand;
consequently, 1t may often sell for less than
appraisal value.

Occaslonally church members refuse to dilspose of
church property even though from an economilc
standpoint 1t should be sold and from a marketable
standpoint 1t could be sold.

The expanslon of the physlcal plant or the improvement
thereof 1s often necessary because of crowded condi-
tions, deterlorating bulldings, or obsolete equipment;

‘failure to expand or lmprove facilitles places a church

at a competitlive dlsadvantage in the struggle for
church members (customers).
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Planning forces the church administrator to
visuallze continual development of the church
slte and faclllties necessary to meet the
changling needs of the congregation, and enables
the church to malntain a competitive position.

A short-range view and a long-range view bring
Into proper perspective the many factors needed
to appralse present and future property develop-
ment .

Because the bulldling program depends upon the
willingness of church members to support 1t
financially, a high degree of cooperatlion and
coordination among church members 1s necessary
to insure successful property development.

Eliciting cooperation and coordination of all
members of the congregation 1s usually accom-
plished through the committee channel.

Professlonal personnel are being used increasingly by

churches during a bullding program, and thelr advice,

counsel, and services have resulted 1n better and more
efficient construction of church plants.

a.

In the past, churches generally relled upon the
8klll and knowledge of its laymen to gulde them
through a bullding program; however, because of
the limited architectural, engineering, and legal
knowledge of most ministers and lay members,
churches are now employing the services of pro-
fesslonally tralned individuals.

A local church, as a charitable organization,
often receives professional advice and services
from individuals or firms on a free or greatly
reduced fee basis; such service would normally
cost managers of secular flrms significant sums
of money.

Actlons relative to a building program which
usually require specialized assistance are agree-
ments to purchase or sell real estate, appralsal
of property, title, abstract and deeding of
property, llablllity relating to dangerous prem-
ises and risks, contractural relationships, and
employer-employee relationships.
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'D. Characteristics of purchasing in a local- church.

1.

2

A local church purchases goods and services in order
to develop or improve its product; and even though
the goods may be used, enjoyed, and consumed directly
by its participants (customers) they are rarely pur-
chased for eventual resale; hence, because 1t is
difficult to recover theilr cost, efficlent purchasing
procedures and buylng economies must result.

a. A decentralized purchasing program implies that
the church board exercises major responsibility
for procurement of all church facllities and
seldom makes any concerted effort to consolildate
and coordinate buylng practices.

b. Under a centralized purchasing program, the church
board designates one individual to be responsible
for coordinating all procurement activities; con-
sequently, standardized purchasing procedures and
the pooling of orders result in better economy
and monetary savings for the church.

A church school class, a ladles group, or an individ-
ual frequently purchases an organ, & set of dishes,

a plano, a bus, and the like, and donates the same to
the church for the church's use and disposition.

E. Elements of a maintenance program.

10

Inspections provide the means whereby the church
administrator initlates, coordinates, and controls
the maintenance activities that are necessary to
effectuate a safe and desirable work place that con-
tributes to the proper atmosphere of the church
product.

a. In a unique sense the church s a social insti-
tution that offers its product (service) to the
general public, representatives from various
external agencies make periodic inspections of
church facilities.

b. As a means of actuating and controlling mainte-
nance activitlies, the results and recommendations
of all inspections should become a part of the
records of the local church.

Because the end-performance of the custodial-
maintenance personnel often alds or hinders in the
public relations image of the church, caution should
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be exercised when selecting individuals for this work
and procedures should be established whereby the per-
formance can be accomplished and evaluated.

a. The size of the church plant and the limitations
of the budget are facters that determine whether
the custodial-maintenance duties are performed by
the minister, by volunteer lay workers, and by
paid employees.

b. The development of maintenance checklists, work
schedules, job descriptions, and priority
requests facllitates the performance of the
day-to-day maintenance activities.

c. Failure to finance adequately a maintenance
program may result in excessive future costs
to the church.

F. Using church facilities.

1. The primary purpose for using church facilities 1s to
facilitate the act of worship (the end-product of the
church); however, individuals may use church facil-
ities for activities of social gain or prestige;
because many of the activities of a church are busiliness
related, some of the facilities are used strictly in a
business naturse.

a., Members of the church, their families and friends
often use church facilities (the church edifice,
kitchen and eating facilities, recreational
facilities, music facilities, parking facilities,
and, in some cases, tools and equipment belonging
to the church) seven days a week.

b. Because a local church is a socigl institution
within a community, the facilities are often used
by members of the community (non-members of the
church) for the following reasons: weddings,
funerals, forums and discussions, classes 1n adult
education, musicals and plays, and youth and adult
recreation.

2. Controlling the use of church facilities prevents
unauthorized use of those facilities and minimizes
negligence and damages which may occur; thus, con-
trolling serves to maximize church profits through
the minimization of losses.

a. The use of a schedule chart reduces conflicts that
may arise among different groups who seek to use



178

facilities and minimizes the possibility that a
facility will be used by unauthorized or incom-
petent individuals. .

b. An establishment of policies enables members and
non-members to become aware of their rights and
obligations when they use church facilities and
eliminates much of the frustration and hurt
feelings that may arise when individuals are
denied the use of church facilities.

_Scientific controls such as office layout and
space management aid in the flow of work by
eliminating fatiguing and wasteful motions.

d. Because office management and space layout results
in better and more efficient use of faclilities,
increased dollar savings are realized.

e. Controls bring about the establishment of safety
and health measures that reduce the presence of
risks and hazards.

Section V. Nature of Church Personnel

Gulde Statement.--The staff of a local church consists

of both paid employees and volunteef, non-paid workers. The
workers of the church engage in the production process of
developing a service (product) which is sought and desired by
church members (customers). A factor that significantly
affects the degree of success of the church is the relation-
ship that exists between the church members and the church
staff. The members of the staff typify, in part, the public
relations image of the church, and that image either attracts
or diverts prospective members (customers).

In a religious sense, the workers of the church per-
form tasks that ald the participants of church activities to

achieve spiritual goals. However, in a rather unique sense,
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the workers in the church are the direct reciplents of their
labors. It appears that individuals serving on the church
staff receive benefits in greater proportien than other church
participants. )
Fundamentally, good personnel relations consist of
gaining the cooperation of staff members and members of the
congregation, getting them to work harmonlously, treating
each worker as an individual, and motivating each worker to
attain satisfactory job performence. Personnel invqlvement
in a churech organization entalls an intermingling of indi-
viduals and the development of & spirit of togetherness.
Personnel management in local churches, the same as
in secular organizations, is the planning, organizing, actu-
ating, and controlling of those activities necessary to
acquire, to train, and to supervise employees and lay workers.
The abllity to obtain and msintain enthusiastic, competent
church personnel often constitutes the church administrator's
most challenging problems.
A, The church staff,

1. The members of the professional staff occupy execu-
tive positions In the church corporation; they serve
as decislion-makers and, through their leadership and
gulidance;, direct the business affalrs of the church.
a&. Individuals serving on the professional staff are

usually professionally prepared in various areas
of speclalization and, because of thelr prepara-
tion, background, experience, and position, enjoy
a high degree of prestige, and their decisions

and actions are generally regarded as
authoritative.
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b. The minister, as chairman of the board and senlor
executlive offlcer of the church corporation,
establishes through hls actions, attltude, and
leadershlp abllity the managerlal climate that Iln
effect determlines the course of actlon the church
pursues.

¢. Included in the professional staff are the min-
i1ster, the assoclate minlisters, and the church
business adminlstrator.

The members of the operatlional staff perform the
routine operational duties assoclated wlth church
activities; they constitute the work force through
whlich managerial plans and actions are accomplished.

a. Inocluded iIn the operational staff are the clerical
and non-clerical workers, and they represent a
varlety of degrees of sklll and preparatlon needed
to accomplish the busliness aspects of church
activitlies.

b. The members of the operatlonal staff may be elther
pald employees, volunteer, or non-pald workers,
and they may work elther on a full-time or part-
time baslis, depending upon the extent of church
actlivities.

In a church organlzation veclunteer lay-workers devote
their talents, time, and energies to the advancement
of the church school, the youth program, the music
program, and the auxlliary organlzations of the church.

B. Characterlistics of personnel procurement.

1.

The process of recrulting and selecting individuals
to fill vacancles on the church staff remalns largely
the exclusive function of the minister (church admin-
l1strator); therefore, the development of a capable
church staff and the ultlimate success of the total
church program depend upon hils cholces made in the
selectlon of personnel.

a. A Job analysis program, job descriptlons, and
Job specificatlons aid iIn the proper identifica-
tlon of the personnel requilrements of the orga-
nization; thus, guesswork 1ls replaced with
modern managerial techniques and such procedures
assure the minlsters of the best selectlon
processes,
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b. The selection of staff workers by the minister
together with a personnel committee reduces the
element of poor cholce and increases the wlll-
ingness on the part of the church members to
accept such individuals as members of the church
staff.

¢c. Because a local church is basically constituted
as a voluntary institution with the rendering of
service regarded as a privilege of esach member in
accord with his abllities, the staff members and
lay workers of the church are often selected from
within the congregation.

Individuals who serve on the church staff are often
appointed to their positions on a year-to-year basis,
and because of this, an element of employee-worker
turnover is a bullt-in factor which significantly
affects the quality of the end-product of the church,

8, Where the members of the professional staff
terminate relations with the church when a
change in the senior ministerial position occurs,
a church corporation may suddenly suffer the loss
of its entire executive force, and such a loss
could have adverse effect upon the future status
of the church.

b. Although the members of the volunteer staff are
appointed to their positions on a year-to-year
basis, many serve the church year after year;
however, resignations, transfers in memberships,
illness, vacation schedules, and other causes
introduce an element of worker turnover in the
church corporation, and because of limited,
qualified workers, the church product often
suffers.

need for a training program.

The church membership consists of individuals with
varying socilo~economic backgrounds, skills, and
abilities. From this group emerge the lay workers
and lay leaders of the church, many of whom require
additional training in the church discipline and/or
who may need an upgrading or retraining in the basic
occupational skills.

a. An established training program provides the
means by which lay leaders are developed and
also serves as a continual source for qualified
lay workers.,
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b. A training program aids the church to achleve
its baslc objectives: to gain new members and
to develop informed and dedicated church members.

¢. DBecause the busiliness affairs of a church are
often conducted in moedern, well-squipped offices,
church workers may need retralning in order to
Increase thelr knowledges and skills so that
increased productivity may result as they use
machine accounting systems, modern office equip-
ment, and improved offlce procedures.

d. A training program for non-clerical workers is
often a necessity in order to familiarize the
workers with modern kitchen and maintenance
equipment.

A program of induction and orientation, that is
designed to familiarize the workers with all the
requirements of the jobs, lncluding those things
that constitute physical and econemic security,
reduces the length and the cost of a training
program,

a. An induction and orientation program that builds
confidence in the church workers reduces employee
turnover.

b. An induction and orientation program benefits
church members who volunteer for lay services
in that misunderstandings are minimized and an
understanding of the policles, responsibilities,
rules, benefits, and working conditions 1s
maxlimized,

The facllities of the church serve as the classroom,
the laboratory, the simulated on-the-job experience;
therefore, the method of instruction should corre-
spond with the physical environment, and together
they facilitate the learning process.

a. As a means of increasing the operative skills of
individual workers, the demonstration method of
teachling 1s often used 1ln a simulated on-the-job
training experience; and because of this, workers
have less difficulty 1n making the adjustment to
the actual working conditions.

b. The lecture method of teaching 1s often the most
economical and feasible method of meeting the
needs of a large number of lndividuals, especially
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when the goal is to develop informed church
members.

D. Elements of motivation.

1.

A church administrator must devote a major portion
of his time in supervising and motivating workers to
attain satisfactory job performance; fallure to
achileve satisfactory job performance results in the
production of an inferior product and frequently the
loss of a potentially good employee.

a. Because lay members of the volunteer staff usually

serve the church for reasons other than material
galn incentives other than wages appear of great
lmportance in motivating those church workers.

b. Wages appear as strong incentives to motivate
paid staff workers; however, because remunera-
tion for church workers is usually lower than
in comparable positions in industry, the church
administrator must substitute equally motivatilng
incentives in order to maintain an efficilent,
capable paid staff.

‘The desire to be of service is an inherent charac-

teristic of church members; therefore, group pro-
cedures lnvolving member participation achieve a
willingness and an acceptance on the part of church
members to strive toward the development of the
end-product of the church.

E, Essentials of supervision.

1.

The minister 1s the head of a business organization
and, on the basis of his position and authority,
has the responsibility for managerial-supervisory
activities of the organization.

a2, The minister must develop the attitude that he
is the Ycoordinator” rather than the "boss,”
and he must secure obedience through requests
rather than by command techniques.

b. When individual workers are responsible to only
one boss, misunderstandings and friction are
lessened and worker efficiency increases.

c. DBecause supervision is often the avenue through
which workers adjust to thelr working conditions,
the minister must be careful not to do or say
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those things that would hinder the workers from
making satisfactory job adjustment.

2. The goals of the church can only be achieved through
loyalty to and support of the leader of the organl-
zation; therefore, ln order to develop the best
product for the market, a church administrator should
develop those leadership characteristics which elicit

- Loyalty and support from the members of the congre-
gation and the church staff,.

a. The administrator-pastor (autecratic leader)
tends to exhiblt leadership characteristlcs that
cause individuals to "work against” the good of
the corporation, and, as a result, the end-
product of the church suffers.

b. The pastor-administrator (democratic leader)
exhibits characteristics that develop favorable
relationships within the organization, and as a
result a better service (product) is produced
and the competitive position of the church
enhanced.

c. A senlor executlve offlcer who develops favorable
employer-employee relationships from a human-
centered approach is able to better guide the
workers into becoming well-adjusted; consequently,
they strive to produce the best possible product.

Recommended Use of the Outline of Church
Business Administration

The applications of the foregoing outline to linstruc-
tion in church business administration may be as varied as
are the circumstances that surround the instruction of minis-
- terial students, ministers, and others who participate in the
various types of educational programs relative to church
business administration. It 1s not possible here to indicate
all the ways 1n which the outline may be used. The examples
indicated are merely illustrative.
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Perhaps the maximum use of the outline can be achleved
through the development of a subject matter course contalning
the content of the entire outline. Such a course could be
Incorporated into the curriculum of ministerial students at
elther the undergraduate or the graduate level of instruction.
Also, each sectlion of the outline may be used individually as
a distinct subject matter area to be developed for a minis-
terial workshop, a confereﬁce, or a seminar. The three major
sections may also form a three-cycle unlt of instruction for
presentation at alternate workshops and conferences. Selected
elements of the bilbliography may form the required readlng
content for church treasurers, church administrators, assls-
tant ministers, and others who are responsible for the admin-
lstrative affairs of a local church. In some denominational
groups, minlisters are ordained only after the successful com-
pletion of épecified academic work that must be pursued elther
under formal educational ausplices or in a home-study situation.
The outline, with appropriate selected readings from the bib-
liography, could beceme a part of the requirements for
ordination.

The outline might also be used in conjunction with
courses in accounting, business law, church administration,
finance, management, religious education courses, and other
related areas. It may be especilally valuable in religilous
education and/or church administration orientation courses,

whlch serve to acquaint students with the many aspects of
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church administratlion. Students specilallzing in business
administratlion may desire some emphasis ln church adminis-
tration, and such a course.may orient them to the charac-
terlstics of church buslness adminlstration.

Effective use of the outline might be made by an
instructor as a supplemeﬂf_to textbooks or lecture materilal.
Specific areas of lnstruction mey be strengthened and
developed by utilizing the outline as lecture notes, black-
board notes, or for use in overhead projectors. Individual
ltems could serve as toplecs to be developed through class-
room discussion andvinterpretation by the instructor.

The outline may‘be used as a guide by minlsters and
lay workers currently serving in local churches., It might
provide the groundwork for improved managerial technlques
and efflclent handling of church buslness. The outline might
also be used by denominational leaders to evaluate the prac-
tical aspect of local church administration and may polnt to

areas of weaknesses and strengths in local churches.



CHAPTER VIIT
SUMMARY

A local church serves primarily as a religious insti-
tution. Yet, to fulfill its purpose, the church must also
. function as a business institution. As a religious institu-
tion, é church engages in those business-related activities
that are necessary to maintain financlal solvency, to acquire
and maintain physical facilities, and to utilize effectively
all the personnel of the organization. The local church,
operating as a business insitution, requires in its minister
and/or administrator the possession of knowledges, under-
standings, abilities, and skills relating to the management
and the administration of the church's funds, facllities, and
personnel. The task of "managing” a church requires either
the minister or the church administrator to develop & basic
knowledge and understanding of the concomitant managerial
functions of planning, organizing, actuating, and controlling.

The departments of religion in colleges and semi-
naries traditionally place great emphasis on the professional
preparation of ministers in the areas of theology, pastoral

counseling, and religious education. Although ministerial

187
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students are placed at the heads of "ready-made business
organizations” immediately upon graduation, they seldom
receive preparation in church business administration and
executive procedures. The literature on which this study
was based indicates that ministers and laymen need prepa-
ration in church business administration. Also, denomi-
national leaders, ministers, and professional lay workers
are now attaching much significance to church business
administration. The genéral consensus among bhurchfleaders
is that ministers should obtain preparation in church busi-

ness administration.

Restatement of Problem

The problem of this study was to formulate a concep-
tual outline of subject matter pertaining to selected func-
tions of managemént which are essential to church business
administration. The emphasls was on the isolation and the
definition of fundamentﬁl functions of management that are
applicable to church business administration. ©No attempt
was made to deal extensively with‘all areas of church busi-
ness administration. Howgvgr, the content gulide statements
and the outline provide the framework for better under-
standing of the administrative process as 1t facilitates the
administration of a church.

This study consisted of four major phases: (1) a

comprehensive study and analysls of the literature relative
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to the recent growth of the church and particularly church
business administration, (2) a comprehensive analysis of the
literature relative to the functions of management with par-
ticular application to church business administration, (3)
the development of understandings relating the functions of
management to the admlinistrative dutles of the minlster-
church administrator, and (L) the development of content
gulde statements and a conceptual outline of the functions
of management pertaining to church business administratlon.

In the course of this study, interviews were held
with ministers, church business administrators, and with
individuals who are responsible for the academlc preparation
of ministerial students. Thus, lnsight was gained relative
to the practicality of the functlons of management in church
administration. Milnlsters, church business administrators,
and laymen should find thils study a ready reference for
additional consideration of the broad area of church business

administration.

Ma jor Conslderations

The primary objective of thls study from the
beginning was to prepare a functlional outline of the elements
of management applicable to church business administration.
Thus, it was obvious that detalled and numerous findings would
not be developed as the basls for speciflc kinds of conclu-

slons. The objJective of thls study, however, has been
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~accomplished. An outline was developed and it 1s presented
in Chapter VII of this report.

On the basis of experlence gained as a teacher of
business subjects relating to business administration in
general and ten years of lay activities serving in local and
district church offices, the author's comprehension of church
business administration with its many ramifications has been
broadened. Upon completion of the extensive background study
requlred and the work done in lsolating, defining, and devel-
oping the functions of management, the content gulide state-
ments, and the functional outline, the author was able to
synthesize certain points of view to the extent of arriving
at a few broad statements.

l. The duties of a mipister and church administrator
in a local church require that he possess knowledges, under-
standings, and skills associated with the administrative
process. Many of his acts are distinctly managerial in nature
and preparation in significant aspects of church business
administration is appropriate and profitable.

| 2. Some of the fundamental elements of church busi-
ness administration may be appropriately dealt with by means
of integration into general instructional phases of the cur-
riculum of ministerial students. However, there remains a
substantial body of knowledge that probably can be satis-

factorily handled only in courses appropriate to what should
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be designated as the "church administration” phase of the

curriculum,

M o o

3. There remains that vast group of ministers who
have already completed their formal academic preparation,
who are now serving as ministers-church administrators in
local churches, and who can profit by a study of the admin-
istrative process. —

It is the sincere hope of the author that educators,
particularly fhose assoclated with the preparation of minis-

ters, will make use of the Outline of Instruction in Church

Business Administration to bring about improvements in the

preparation of thelr students, regardless of the levels at
which their programs of instruction are now being conducted.
It is further hoped that ministers, board members, and
others who serve in administrative capacities in local
churches wlll avall themselves of every possible opportunity
to study the administrative process as it is developed in

the outline.

~y
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Appendix A
SUGGESTED JOB DESCRIPTIONY

Title of Position

Church Business Adminlstrator
A church business administrator may be known in some
congregations by another title, such as: busliness adminis-
trator, financial secretary, finance director, assistant to

the pastor, coordinator, or executive secretary.

Typlcal Responsibllities -

Finance--Budgets

1. Acts as director of the annual every-member
canvass (visitation).

2. Acts as director for any special appeals to the
congregation.

3. Processes all offerings following services,
including supervision of counting, auditing, and
depositing of all funds of the congregation.

L. Supervises accounting of all funds and prepares
the financial reports of the congregation.

5. Meets with all committees involved in finance
decisions,

6. Attends meetings of the church council and/or
governing boards.,

lprepared by the Certification Committee for non-
ordalned Church Staff Workers of the American Lutheran
Church, Board of College Education, Minneapolis: American
Lutheran Church, 196lL.

201



202

Recelves financial reports of all organizations
and may exercise audit supervision.

Consults and develops the budgets, meeting wilth
committees and boards involved and prepares final
drafts for council and congregational approval.

Property Management
Acts as purchasing agent for the church, for all
supplies and equipment and makes recommendations

relative to such purchases.

Supervises all maintenance, care and repairs of
church properties, including parking lots.

- Keeps inventories of supplies and equipment as

directed by the board.
Keeps insurance up-to-date.

Directs the scheduling of use of the church,
parish house, and other properties.,

Supervises food services including kitchen,
purchases, equipment and supplies, when such
services are a direct staff responsibility.

Makes recommendations for new furnishings,

-building remodeling or additions and any other

improvements pertaining to real property,
furnishings, and supplies.

Processes all contracts that may be entered into
by the church officlals for final signature.

Maintains office equipment.

Personnel Supervision

Acts as personnel director for the staff includ-
ing the selectlion and supervision of certaln lay
staff positions as directed by the council or
the board.

Terminates the services of lay staff personnel as
directed by the church council or beard.
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Enlists, trains, and supervises members for
volunteer service in the church's program,
as directed by the church council.
Office Management

Supervises the keeping of the records of the
church. '

Is responsible for all office procedures.

Public Relations
Supervises all printing.
May engage in community and inter-church affairs.

Supervises all arrangements relating to the use
of the church or parish house by outside groups.

Interprets the church program, the financial
structure, the budget procedures and any other
matters that are of concern to the congregation.
Future Development
Works with committees that may be charged with
future developments and makes recommendations
concerning properties, including land, buildings,
parking lots, etc.

Confers with architects in developing of plans
for new facilities.

Confers with contractor during actual time of
construction or remodeling.
Program

May be given program assignments.



Appendix B

PROPOSED BUDGETS

Part I

Proposed Budget of the First Congregational Church,
Waterloo, Iowa, for 1926

Part II

Proposed Budget of the First Congregational Church,
Waterloo, Iowa, for 196l
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Part 1

FIRST CONGREGATIONAL CHURCH
WATERLOO, IQWA

Proposed Budget for 19261

This is merely a "proposed budget.”" It represents
what the Trustees and Finance Committee regards as
necessary to properly carry on our work during the
coming year. If the full amount 1s pledged this Bud-
get willl be accepted. If the pledges do not esqual
this amount thils Budget will be revised.

Minister's Salary . . . c « o+« o $ 5,000
Secretary and Parish Visitor. o o e o o e 1,200
CustOdian L] L] o L) o L] L] L) o o o o L] L] [ L[] 780
Publicity . . . 250

Weekly Bulletin
Printing Monthly Pastoral Letter
Speclal Correspondsnce

10’ MuSic L] ° ° ° ° . ° ° ° ° o L ° ° - L] © o 1,300

2. Office Supplies . . o ¢« o ¢ o o s o o o o 300
Fuel. . . . o o o e 550
Water, Gas, Power, Phones, Light o o e 250
Insurance . . . o 250
Church School and Young People's Work . . 500
State and Natlonal Convention Expense . . 100

3. Interest and Amortization of Debt . . . . 1,500
Incidentals . o & o o o ¢ o ¢ o ¢ o o o 100
Benevolences . « o o ¢ o « o o o o o o o 2,500
Total . o ° . ° . ° . ° . ° . . . . . . . $1Ll>’900

l. Includes organist, quartet, and sheet muslc.

2. Includes new typewriter and duplicator. If
these are procured the printing bill will be sub-
stantially decreased.

3. Money has been obtalned at the banks to pay
for extensive repalrs on the bullding and the
installation of a new heating plant.

lyil1iam H. Leach, Church Administration (Nashville:
Cokesbury Press, 1931), p. &57.
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ITI.

IIT.

Iv.

V.

Part 2

FIRST CONGREGATIONAL CHURCH

WATERLOO, IOWA

Proposed Budget for 19641

ADMINISTRATIVE:

Minister's Salary . . . o .
Secretary and Office Expense. .

DEPARTMENT OF RELIGIOUS EDUCATION:

Salary and Supplies . . . . . .

OPERATING EXPENSE:

Power, Water, Gas, Phones ., . .
Music o« o ¢ o ¢ o o o o o o o &
Organ and Plano Expense . . . .
Conference and Assoclation Dues
Custodian Supplies, o o o o
Fuel. . .
Minilster's Annuity c o o .

Minister's Auto Expense . . . .
Flowers, Altar Expense, Dinners
Soclal Securlty . - « o o o o o

o
] ° ° o L] o
°

MAINTENANCE:
Insurance . o « o « o o o
Parsonage -3 o o [ ° o o

Church Building o o o .
Interest on Building Loan
Bullding Mortgage . . . .

e o o o o
e e © o o
© e © o o

BENEVOLENCES:

State, Natlonal, World. . . . .
Inter-Church Cooperation. o o e

e« e © o o

The Chicago Theologlcal Seminary.

Mayflower Home€. . o « o o« o o+ o

TOTAL PROPOSED BUDGET . « « « « « + .+ .

o e e e 6 o e o o e

o e e o o

. $11,

2,
1,
3,
1,
5,

5,

$59,

000

000
000
000
000
000

000
200
500
500

100

personal request, September, 196l.
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Appendlx C

A PARTIAL LISTING OF THE
. DUTIES OF THE PASTOR!

A pastor 1ls an elder or a licensed minister who, under
the call of God and Hls people, has the oversight of & local
church. The dutles of the pastor are:

l. To preach the Word.
2. To have care of all departments of 1éca1 church work.

3. To supervise the preparation of all statistical
reperts from all departments of the lecal church,
and present promptly all such reperts through the
district secretary to the District Assembly.

L. To glve leadership to the evangelism, educatien,
devotlion, and expansion programs of the local church
in harmony with the district and general church pro-
motlonal goals and programs; in hls annual report to
the local church he sghall include a report on the
status of the loecal church and its departments; he
shall also outline areas of future needs with recom-
mendations for reference by the church to any of 1lts
officers or departments for study and/or implementa-
tion 1ln future steps for growth and progress.

5. To submit a report to the annual church meeting.

6. To see that all general budget funds raised through
the local mlsslionary soclety are remitted promptly
to the General Treasurer; and that all district
budget funds are remitted promptly to the district
treasurer,

7. To nominate to the church board all psrsons who are
pald employees of the local church, and to have
supervislion of the same,

8. The pastor, together with the church board, accord-
Ing to plans adopted by the General Assembly and
agreed to by the District Assembly, shall arrange

lquoted from the Manual, pp. 59-62.
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for the railsing of the apportionment of the General
Budget funds and the apportienment of the district
budget funds made to the local church of which he
ls pastor, and shall ralse these apportionments.

The pastoer shall be, ex officio, president of the -
local church, chairman of the church board, and head.
of the church schools, the Nazarene Young People's
Soclety, the Nazarene World Misslonary Soclety, and
all other subsidiary organizations in connection with
the local church.

The pastor shall have the right to a voice in the
nomination of all heads of all departments of the
local church.

The pastor shall not contract bills nor create
financlal obligations for the local church of which
he 1s pastor, unless.he be authorized and directed
by vote of the church board or by action of a church

meeting; and such actlion shall be duly recorded in

the minutes of the church beard or of the church
meeting respectively.

The pastor shall always show due regard for the
united advice of the district superintendent and
the District Advisory Board.



Appendix D

ANNUAL REPORT OF PASTORIL

RATSED FOR ALL PURPOSES
PAID ON LOCAL INTERESTS
Bulldings and Improvements

Indebtedness on Church and
- Parsonage Property

Pasgtor's Salary and Cash Benefits

Local Church Expenses
Laecal N.Y.P.S. Expenses
Local N.W.M.S. Expenses
Other Benevolences (local)
Total Paid Local Interests

PATD ON DISTRICT INTERESTS
District Budget

District Home Misslons
District Center

Distriet Church School Expenses

District N.Y,P.S. Expenses
Distriect N.W.M.S. Expenses
Schools and Colleges

Other Benevelences (district)

Toetal Pald on District Interests
PATD ON GENERAL INTERESTS
General Budget

Approved Specilals
N.M.B.F.

N.W.M.S. Relilef 'and Retirement

Other Benevolences (general)
Total Pald on General Interests

GRAND TOTAL PAID FOR ALL PURPOSES

XXXX

XXXX

T XXXX

lNorthwest Oklahoma District 15th Annual Assembly

Journal (Kansas City: Nazarene Publishing House, 196L4),

appendix.
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Appendix E

OPPORTUNITIES FOR GROWTH IN A
GROWING CHURCHIL

Realizing that Christ's commission applles to all

Christians, and knowling that my own spiritual growth will
depend largely en my cencern fer others, I consclentlously
commit myself to the reading of this questioennaire and to
applying my talents and time to the fulfillment of God's
will in this church.

H HHHH H H M HHHH

HH HHEHHHH

Education and Outreach

am interested in teaching a Sunday school class.

am willing to substitute for a teacher whenever needed.

have taught a Sunday school class.

have been a substitute teacher in a Sunday school
class.

am interested in working with the Junlors on
Sunday evening.

am interested in working with Nazarene Teen Fellowship
on Sunday evening.

would enjoy & responsibllity in the Young People's
Society.

would like to help with Caravans on Wednesday evenings.

would like to help in Wednesday night Teen Discovery.

would be willing to be available for a Telephone Chailn.

am available for a special calling assignment when
needed.

would like to help when needed in distributlng
literaturs.

Music

am interested 1ln singling in the Adult Cholr.

am interested in singing in the Men's Choir.

am Interested in singing in the Women's Cholr.

am interested in singling in the Youth Choilrs.

am a parent with children whom I would like in the
Children's Cholrs.

play an instrument, which is .

‘would be willling to be used as a planist.

ladapted from material received from John Clark, Min-

ister of Education, Bethany Church of the Nazarene, Bethany,
Oklahoma, August, 1965. ,
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Transportation and Auxillary

My auto ls available for use whenever possible. The
most convenlent time to use my auto 1s as follows:

Sunday a.m., Sunday p.m., Wed. p.m.,
I can help occasionally in baby-sitting and care of
children.

I am willing to help in the kitchen in culinary work.
I am willing to help in banquet planning when needed.

Nursery

would be willing to help in the Church Nursery.
would work during Sunday school.
would work during church service.

HHH

I hereby make a covenant with God that I will do my
best to fulfill what He lays upon my heart, and be faith-
ful in every possible way.

Name

Address

Street City

Phone number Age Group




Appendix F
AGREEMENT OF SERVICE LETTER!

TO:

By the guidance of God's Holy Spirit, you have com-
mitted yourself to service in His kingdom. You are hereby
invited to serve as: name of position -
in - congregation, at
address

In this position you will be required to devote your
services to the work of the congregation in the areas of:

Specific duties will be outlined by, and thoroughly
discussed with the pastor, administrator, and church council,
and/or respective boards, and perlodically reviewed and
evaluated. A copy of tle personnel policies of the congre-
gation is enclosed.

You will work in Christiaesn harmony with the pastor
and other staff werkers, under the dilrection and guldance of
the pastor. You wlll be expected to wiltness to the Christian
falth through your dally life, and to serve the Lord in a
spirit of love, obedience, and joyful submlssion to the
requirements governing the position.

The congregation will afford you the respect, love,
good will, and cooperation due your position.

The congregation will pay you & beginning salary of
per year, to be paid on a __ basis.,
In addition, transportation allowance -of
(amount or mileage, etc.) will be made. Both items wWill be
reviewed annually by the congregation.

1Adapted from materlial received from Loren E.
Halverson, Office of Church Occupatlons and Lay Trainilng,
the Board of College Educatlion, the American Lutheran
Church, Minneapelis, Minnesota, November, 196L.
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You will recelve additional benefits as follows:
1) Social Security (current percentages being paid
by the employer and employee).
2) Lay Worker's Pension Plan of the American Lutheran

Church (9% to be paid by the congregation and 3% by the
lay worker).

3) Vacation of weeks, time to be decided in
consultation with the pastor or administrator.

L) Sick leave of days during the calendar
year,

5) Allewance for continuing education (conferences,
workshops, retreats, seminars), or in-service training will
be granted, by agreement, under the following conditlons:

Your working hours will be from to
on the following days: .
In addition, if assigned, you will be expected to attend
meetings of committees, organizations, etc., pertalning to
your particular areas of work (if work other than the regular
hours is required, time off during the week or added compen-
sation 1s the rule).










