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SUMMARY

This study considers the ways in which congregational management contributes to
maintaining the healthy church through the supporting role of supplying, monitoring
and controlling the human, physical, financial, and informational resources needed to
allow the pastors to lead the congregation-centred church to fulfil its mission. It was
found that congregational managers help to prevent their churches declining into ill-
health by helping the pastorate to retain current congregants and attract new ones
through charisma. This requires them to first study, analyze and classify the major parts
of the diverse congregation and surrounding community and then monitor them to
foresee and forestall problems. They play multiple roles in efficient administration, asset
management, targeted church adverting, human relations, risk management, project
management, professional standards auditing and maintenance, community relations
with all faiths, charity, mission, and, above all, customer relations. Recommendations

are made for enhancing congregational management’s role in the healthy church.

Keywords: congregational management; church leadership; church administration;
congregations; congregation-centred church; life cycles of congregations; typologies of
congregations; leadership styles; Weber’s authority models; charisma; resource
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1. Introduction

‘The church is a corporation and corporations have no soul’.

(McConnell 1920: 16)

This short quotation from Bishop Francis John McConnell of the Methodist Episcopal
Church sums up what the Bishop saw as the principal problem of the church. His
statement implies that the church as an organization is soulless and as dedicated to the

pursuit of funds and efficiency as the business of his day was.

Stephen Colwell writing almost seventy years earlier believed that the principal problems
of the Church (by which he meant the Protestant church of the United States of America)
were, in the words of the subtitle of his book, ‘Creeds Without Charity...Theology

Without Humanity...Protestantism Without Christianity...” (Colwell 1854).

What is implicit in both McConnell's and Colwell's criticisms is that the church has
become an organization which has lost sight of its origins, has lost sight of the values and
traditions which gave it the vitality to grow from nothing to the world's most powerful
and influential religion. Both these writers (especially Colwell) had many suggestions for
revitalizing the church, for returning it to its core values. Both predicted the decline of
individual denominations but neither foresaw the massive decline in the Church's
European homeland and the lesser decline in the United States of America that has

occurred over the last half-century.

Today both McConnell's and Colwell's criticisms are still valid but the social, political
and religious environment has changed so much that most mainstream churches are in
decline. Two of the most liberal - the Church of England and the American Episcopal

Church - may (arguably) be irreversibly be on the way to becoming little more than



shadows of their former selves. These statements are not overly pessimistic. Usual
Sunday Attendance in Church of England declined from 1 606 000 in 1968 to 826 000 in
2009 - 49% in 41 years — (Church of England Attendance 2009) - while the number of
Americans identifying themselves as Episcopalians/Anglicans declined from 3 451 000
in 2001 to 2 405 000 in 2008 - 30% in 7 years — (Kosmin & Keysar 2009: Table 3).
Almost all other, non-Catholic, Western European countries have seen religiosity
declines between these two. Even the Catholic Church is, as the title of Schroeder's

(2006) paper puts it, ".... [g]lrowing everywhere - except in Europe'.

In this writer’s opinion, the reason for the decline of any church is that the church no
longer meets the needs of its people. That might be because the church has stood still,
while the people moved on or that the church moved on, but in a direction that its people
didn’t wish to go. In the first case the church failed to adapt* when the needs of its people
changed; in the second the church did change, but the changes failed to needs the needs
of its people and thus the church, or more usually its leadership, had selected the path of

decline, possibly of extinction; the changes in the church were thus maladaptive.

The doom-and-gloom scenario sketched above is not of course without many bright
lights. The present writer does not believe that there is - except in limited cases - any
necessity for despair. Although the level of Christian church going in Europe and the
United States may be declining overall, there are many denominations - generally
outside the mainstream - that are growing well. It must be emphasised, however, that the
major growth in Christianity is outside of Europe and North America in Asia, Africa and
South America. Even in the declining churches, many local churches are flourishing
although growth is nowhere near as strong as it was during the great 1950s surge in

mainstream Christianity.

t ‘adapt’ and ‘maladaptive’ are used here in a sense analogous to their use in evolutionary biology.

This will be the case throughout this work.
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The churches which are flourishing are those that have returned at least in some ways to
the roots from which Christianity grew. They are churches which are an important part
of their communities - not just in the religious sense but in the social, humanitarian and
informational spheres. They are churches which offer hope, salvation, faithful worship,
and Christian fellowship and charity. They are churches which have well-established
local missions, within the community and even within their own membership. They are
churches which have broken through the barriers of out-dated thinking and have
embraced modernity without abandoning long-held beliefs and traditions. They are
churches which hold to the eternal truths of Jesus Christ but are fully part of the modern
world. They are able to attract the children and young adults who are the next generation

of church-goers and the future of the church.

The comments in the previous paragraph might suggest that the present writer is
advocating a return to ‘primitive Christianity’, to what is pejoratively called
‘fundamentalism’. Nothing could be further from the truth. It cannot be doubted that
certain ‘fundamentalist’ churches are growing, but many of the smaller rigidly
conservative religious sects have vanished. ‘Fundamentalism’ is neither a requirement
for, nor a guarantee of, church growth. The only guarantee of church growth rests in the
ability of individual local churches to retain their present members and draw in new
ones. The most rapidly growing mega-churches (to use an extreme example) are not the
most fundamentalist; there is - for example - at least one mega-church with a high
proportion of gays and lesbians in its membership (Gay mega-church votes to join UCC

2005).

These last four paragraphs summarize the background to this work — what the writer

believes to be the problem and what he believes might well be the solution.
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This work is nominally on 'congregational management' but it is not possible to divorce
any part of the church from any other and still have a functioning body. It is the duty of
the congregation manager to investigate his own church and its growth status to
determine, by comparison with other churches, what the strength and weaknesses of his
own church are, to suggest suitable changes - with proper justification - to the
appropriate leadership in the local church. Once changes have been decided upon, it is
the congregational manager's duty to amass, allocate and disburse those resources as
described in Mellody & Theron (2006: 109-112, 115-116). This paragraph sums up the

essence of the objectives of the present project.

1.1. The Research Problem

In general a research problem for a Masters-level project, should take the form of a short
statement defining the research problem and at least pointing to the solution of that
problem (Biggam 2008: 13). There are several exceptions to this rule. The most cogent
for this research is the project based around a literature review or survey, especially one
of the general type of review? (as opposed to a systematic review or a meta-analysis).
The mere fact of doing a literature review project means that the researcher lacks a full
view of a particular subject. His knowledge will not be complete until all stages of the

review (especially analysis and synthesis) have been completed.

It is for this reason that the statement of the problem given below, although short and

concise, is in fact one of considerable complexity.

1.1.1. Statement of the Problem

‘What is a 'healthy' church and what role should the congregational manager play in

establishing and maintaining the healthy state?’

2 The subject of types of literature review will be discussed in much greater detail later, but it
should be pointed out that a research review (such as this one) is very different in nature from the

review as overview which is usually written by an expert in a field.
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The problem to be examined by this project is thus three-fold. The first step sine qua non
is to determine what a 'healthy' church is; the second step is to determine the work of the
congregational managers; while the third, establishing the role of the congregational
manager in establishing and maintaining the 'healthy church’, is the main task of this
project. All three steps will be examined in greater detail later but it is necessary to

consider here the question of a measure to determine objectively the health of a church.

1.1.2. An objective measure of church health

Books and papers on the 'healthy church' abound; a total of 116 influential documents
were studied for this work and 46 were examined in greater detail. Almost all of such

works list, explicitly or implicitly, the characteristics of a 'healthy church'.

The emphasis is almost always on ‘Biblical’. Gangel (2001:470) for example states:
‘Church health does not begin with evangelism or missions - though both must
follow. Biblical church health begins with a Christ-centred, Bible-centred
congregation determined to be in their personal, family, and corporate life
precisely what God wants of them and it makes no difference whether their

number is fifteen, fifteen hundred, or fifteen thousand+.’

Dever (2001) for example considers there are nine marks of a healthy church; other
writers have similar numbers and apparently similar characteristics in that they cover
theology, mission, fellowship, witness, passionate preaching, a biblical stance and other
lesser characteristics. This apparent unanimity is misleading. The interpretation of each

characteristic varies according to the theology of the church in question. ‘Biblical stance’,

3 This step in this project follows the example of, and expands upon, Mellody & Theron (2006).

4 Original author’s emphasis
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for example, is interpreted by conservatives Christians as strict adherence to the literal
meaning of Biblical passages resulting in, for example, a rejection of homosexuality as a
result of the condemnation in Leviticus 18:22 and other places. Liberal churches on the
other hand interpret ‘biblical stance’ as a derived concept - derived from the acts of Jesus
and the Apostles viewed through the lens of modern liberal social thinking - which
results, for example, in an acceptance of homosexuality as an integral part of modern

church life in all its aspects.

The ‘marks of a healthy church’ will therefore vary from church to church depending on
each church's pastorate and congregation, and the nature of the surrounding
community. Further the ‘marks’ are not binary attributes, which can be defined in terms
of ‘presence’ or ‘absence’; it is the relative magnitude of the individual ‘marks’ which is
important. It is probable also that the ‘marks’ of the healthy church will vary from
denomination to denomination. Further the relative magnitude of those characteristics
necessary for a healthy church will vary within each denomination. For each local
church, the relative magnitude of each of the ‘marks’ will vary with time as changes occur

within that church.

For example: if a particular church has a powerfully charismatic pastor, that pastor's
presence alone might make it strong and growing and thus ‘fellowship’ which might be
critical to the success of another church, would be less important. If the pastor leaves
and his replacement has limited preaching or people skills, then the church suffers a
shock which may well drive it into ill-health. The writer visited one such church in 2007;
it has only just begun to recover from the loss of the charismatic pastor. Its membership

is still 27% below its peak in October 2007 (the minister had left in June of that year).

5 In this work, ‘conservative’ and ‘liberal’ are used merely as convenient labels for particular

theological stances.
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Further, determining presence or absence of a particular set of ‘marks of a healthy
church’ tells the congregational manager nothing about the actual health of a particular
local church. It would be impossible, the present writer believes, for any but the most
fortunate church to have high levels of all ‘marks’. For these reasons, the idea of using
the existence or otherwise of particular ‘marks of church health’ was discarded early in

this study.

Too many churches base measurements of 'health' on rationalized myths, which '... are
especially important in organizations that have ambiguous technologies, that is,
uncertain means—end relationships, and where outputs are ambiguous and difficult to
appraise, for example, schools, prisons, and hospitals' (Townley 2008:103) and, of
course churches. Such measures are dangerous because they can (consciously or

otherwise) be all-too-easily manipulated to prove almost anything.

There is, however, one easily-measured characteristic that was common to all works
except those of a very few churches - the rate of positive or negative growth. All works
without exception agree that a growing church is usually healthy; it's generally agreed
(34 of 46 works - 74%) that a church can grow too rapidly and hence become unhealthy;
about half (25 of 46 - 54%) agree that a steady-state church is healthy; while all but two
(44 of 46 - 96%) agree that a declining church is necessarily unhealthy. It is common
cause that the two most liberal churches examined in this study, the Church of England
(Crockett & Voas 2006) and the US Episcopal Church (Dart 2006), are in a state of
decline and these were the only churches to consider that a declining church could be

healthy.

In this work, 'unhealthy' is defined as 'declining in size' and churches which do not have
declining numbers are healthy. It is obvious that this statement must be qualified to
include the period of time over which the state is to be measured. This was difficult to

quantify because it necessarily includes a prediction of the future. Clearly future
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projections are literally that: projections based on data concerning previous states so it is

unwise to project known data trends further into the future that the data basis allows.

If the past and future periods are too short, noise in the data may hide the long-term
trend. If the period is too long, projections into the future become meaningless because
while it is easy to chart size changes in the past, projections into the future are much
more difficult. An asymmetric period of three years was used in the present study; this is
in some ways arbitrary but is generally based on growth statistics for medium, large and
mega-churches. Small church data could not be used because lack of data and because
the noise caused by the effect of small absolute changes in church size obscures the

overall trend over a three year period.

The formal definition of a healthy church used in this study is: ‘A healthy church is a
church which has been growing or has been in a steady-state for the past two years and
which is not expected, in the absence of any major change in the external or internal

environment, to start declining for at least another year.’

It follows from this definition that the congregational manager can only use this measure
of health in guiding changes to the church if his measurements of church size are

accurate and impartial.

1.2. Aims of the Research

The aims for this research - which in that respect alone can be considered an extension of
the work of Mellody & Theron (2006) - were to examine congregational management
practice through the twin lenses of modern management methodology and modern
scientific thinking to produce a practical assessment of current practice and of how this
practice might be changed to contribute towards creating and maintaining a healthy

church. It was hoped and expected that the study would yield sufficient concrete
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information that practical recommendations could be made for improving the health of

the church.

It has been shown (Mellody & Theron 2006:106) that the church has two parts, the
church as organization and the church as organism or the body-of-Christ.
Congregational management belongs to the first of these two parts and has only an
indirect, facilitating influence on the second. Congregational management, for example,
can never drive missionary endeavours; it can only provide the resources that will enable

the church as the body-of-Christ to move in this direction.

It was accepted, in this case, that the overall discipline of practical theology as applied to
congregational management had to be considered as theologia applicata, that is,
theology applied to the service of the church as an organization. Here the present writer
also accepts that congregational management considered as theologia applicata plays a
subsidiary role¢; it is an important collection of functions, it is necessary for the modern
church but it is not sine qua non. By itself, congregational management, however
skilfully and efficiently it is performed, can never create a healthy church, because it

applies almost wholly to the church as an organization.

A healthy church must be constructed primarily through the pastorate and the
congregation acting as the body-of-Christ. This does not, however, imply that
congregational management is somehow distanced from the need to work in the
Christian ethic and to maintain the link with the Holy Spirit that is central to the
church's life. The work of Stafford (2005) on the Holy Spirit evident in Richard Hooker's

Of the Lawes of Ecclesiastical Polity and other works is proof of this.

6 This is, of course, at odds with the suggestion of Heitink (1993: 1) who considers practical

theology '... is no longer satisfied with the subsidiary role of theologia applicata ...".
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In essence, therefore, the aims of the study were to examine the current functions of
congregational management and then to compare these to the way that these functions
are presently carried out in analogous modern organizations - principally consulting
firms which are run? by professionals and provide professional services - and to see if

church functions could be carried out more efficiently and efficaciously.

A critically important part of any modern firm is the obtaining of 'competitive
intelligence' - information on the products or services and on working methods of other
firms (Bernhardt 2003). Although a strong element of competitiveness is usually absent
between churches, a congregational manager must constantly investigate and analyze
initiatives and working methods of other churches to determine if his own church can be

made more efficient.

It is often suggested that 'professional workers' should not need professional supervision
and the auditing of the professional quality of their work. Hawkins & Shohet (2006: 81-
86) point out, however, that professional supervision is necessary at every level in almost
all professions. Churches rarely have supervision of the pastorate except by other pastors
within the pastoral team of the local church. Supervision, say, through bishops may be at
a distance and may not truly reflect the situation in a particular church. LaMothe (2005)
provides an excellent overview of the topic and gives examples of how resistance to
pastoral supervision develops and it may be overcome (LaMothe 2005:11-13). Thus the
pastorate in the local church is rarely efficiently supervised and proper auditing of
professional work such as preaching and the like is often absent; the present writer has

never encountered adequate auditing of this type. It will be suggested later, while it is

7 By 'professional consulting firms', the writer means firms which offer, say, geological services by
professional geologists and which are managed by geologists acting partly as geologists and partly
as administrators and managers. This form of managerial dichotomy is of course the standard

form of administration and management in most local churches today.

18



not desirable for employment law and other legal reasons for the congregation to rate
individual pastors, the pastorate can be audited ‘in bulk’ through ‘customer satisfaction

surveys’ and some form of instant rating of, say, a worship service is certainly possible.

The present work covers all such functions from the practical viewpoint. In South Africa,
the use of objective methods in measuring the performance of staff is of critical
importance for churches because of the onerous requirements of The Labour Relations
Act (LRA), Act 66 of 1995 as amended and the associated case law for the dismissal of
non-performing staff. These methods should always be developed in conjunction with

labour law experts.

1.3. Scope and Limitations of the Research

The most important limitation of this work is that it deals with the local church almost

exclusively. The definition of ‘local church’ used in this work is:

‘A local church is a church situated in a community which draws its congregation
largely from that community. The pastorate of the church, who usually but not
always, are required to have particular qualifications or licences, is allocated to
that church8, most often exclusively. Such pastors may be employees of the local
church or of a greater denomination. Although they may apparently be organized
somewhat informally, at the bottom most churches are more or less formal
organizations, with a relatively fixed base or building, an income which is usually
drawn exclusively or very largely from the congregation, and some form (however

simple) of formal congregational management. It may - or may not - be part of a

8 This is intended to exclude churches which have an occasional pastor drawn from another
church or the ‘circuit rider’ type of minister. Such churches do a valuable and important job in
keeping small or out of the way churches alive, but they have special characteristics which do not

tie with the aims of this study.

19



greater denomination, or of a loose alliance of church (as some so-called post-
denominational churches are) or it may be independent — either fully or in a form

similar to that of churches using the Congregational or similar models?‘.

The term ‘local church’ is never used in any other sense (such as ‘a church near to a

particular point’) in this work.

A full examination of all forms of church would exceed the limits of the resources
available. This research has, therefore, been restricted to congregational management in
orthodox Protestant churches, generally mainstream, covering the spectrum from

conservative to liberal.

Before considering the specific methodology, however, it is necessary to consider the
assumptions made in this study because they affected the writer's approach to every

aspect of this work.

1.4. Assumptions made in this study

The assumptions made in this study necessarily affected each of the steps taken and they
must be borne in mind when examining the reasons for suggestion made and decisions
taken. Indeed, the use of these ‘assumptions’, or some of them, is recommended at
several points later on in this text for application to problems, especially those dealing

with people in the church.

1.4.1. Ethical standards

All congregational management must be done in the light of Christian ethics (as
exemplified in Christ's Great Commandments in Matthew 22:37-40) and in the

fellowship of the Holy Spirit (Jarrett 1918). Later in this section it will be suggested that

9 Especially of the type described by Bainton (1897) where the church is part of a denomination

but enjoys considerable local autonomy.
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the Church's theology of work should embody Austin Marsden Farrer's well-known
‘double agency’ concept (Griffith 2003). A similar result might possibly be obtained from
a theology of work based on Lawrence (1895)'s principle of the Practice of the Presence

of God.

1.4.2. Accountability

The ultimate accountability for all actions taken in congregational management is to the

congregation as a whole, not to a council or to the pastorate, for example.

1.4.3. Relationships Within and Without the Church

These relationships — indeed all relationships between groups and individuals within the
local church - should be based where possible on cooperation and partnership. This does
not imply that all partnerships would be equal or that each group’s concerns will be given
equal weight in decision making. There will always be senior and junior partners. But it
does mean that the church’s decision-making leaders should not ride rough-shod over

the objections of others.

1.4.4. Evolutionary organization

The local church and its congregation live in a changing world, and the church as an
organization or as the body-of-Christ, can only endure if the church is able to adapt to
that changing environment, without compromising its basic mission and reason for
existence. This implies that the church as an organization has to be an evolutionary one
(Dekker 2005; Lesourne et al 2006; Greiner 1972). The concept of evolution used in this

work is much closer to the biological one than the work of Dekker (2005) for example.

It should be pointed out that all organizations are evolutionary organizations, because
the macro- and micro-environments outside any organization and the microenvironment
within the organization change constantly and the organization has to adapt in order to
survive. Changes are generally small, but major changes like the death of the pastor, or

the discovery of child abuse by church staff (Dart 2002:8-9) can occur in seconds
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without warning. In such cases, churches will have to adapt to changed circumstances
and the adaptation must be swift. Sometimes organizations are changed by their
leadership, deliberately or by chance. Regardless of the intentions of those leaders, the

changes may be deleterious to the church because they are maladaptive.

1.4.5. Bounded Rationality

Human beings, in religious matters particularly, are not always strictly rational and the
congregational manager who assumes that important decisions affecting the church will
be made rationally (Chaves 1995; Simon 1953, 1955; Rule 1992) will be disappointed.
The 'bounded rationality' (Klaes & Sent 2005; Simon 1986) approach will be taken in this

work.

1.4.6. Cui Bono

Every action taken and every proposal being examined should be examined using the
principle of cui bono* in the sense used by Cicero in Pro S Roscio Amerino (Cicero
1890). It is too often assumed - for example - that an employee of an organization would
necessarily have the same desires as the organization as a whole; this is a mistake as Smit
et al. (1997: 277) point out'. That this is untrue is also shown by the recent banking crisis
which was largely caused by organizational employees taking unwarranted risks with an
organization's assets for the sake of short-term bonuses; organizations went bankrupt

while their senior employees grew rich.

Employees usually take a short term view which may well clash with the organization's

long-term plan. In a case where the present writer was involved, an ambitious pastor

10 '"To whom the benefit?', 'who is the person who really gains?' Cicero used this phrase to convey
that a person's motives should be examined to see if they are what they appear to be on the
surface and that there is no hidden agenda involved.

u ‘Thus each person has a personal agenda which does not necessarily put the interests of the

business organization first.’
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forced an unhealthy rate of growth on a small church; as a result, the pastor was able to
obtain a good position leading a larger church, while the smaller church was torn by

discontent after his departure.

1.4.7. Reasoning under uncertainty

Much of a manger’s work involves dealing with reasoning under uncertainty. Sometimes
managers have to make up their minds in a hurry and are forced to choose what seems to
be the best answer to a problem at a particular time; they might be wrong, but
sometimes they have to act on ‘gut feelings’. However, this is rarely, if ever, the case for
the adoption of, say, a long-term change in strategy by introducing a new management
system. Such changes must be considered with all the information available on the likely

benefits and the almost inevitable undesirable side effects.

Some changes have to be made because the status quo clashes, in the opinion of the
church’s leadership, with the church’s ethical stance. The ‘ordination of women’ and the
‘acceptance of gay clergy’ are examples involving the Church of England and the U.S.
Episcopal Church respectively. This might be termed ‘deliberate or conscience-driven
maladaptation’. It is indefensible for a church to fail to live up to its ethical standards
and some decline in numbers was always inevitable in these two cases; where church
leadership failed in these instances, was in failing to try to mitigate the damage although
since these two churches were already in serious decline, it is doubtful that much could

have been done.

The manager may - probably will — still be reasoning under uncertainty but will be taking
a reasoned, calculated risk rather than a wild gamble. This writer believes that the
consideration of changes or strategies should be done using an evidence-based approach,
such as is widely used in medicine (Stout & Hayes 2004; Sauerland & Seiler 2005) in
which treatments for disease, for example, are used only if there is scientifically gathered

evidence that they actually work. Management fads, for example, are often adopted by
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those who want to appear up-to-date, when there is little evidence that the methods

actually work.

1.5. Methodology

It has been said earlier that this work is a literature review. During the process of
carrying out the review, it became obvious that qualitative and quantitative data from
real, working churches would have to be gathered. This meant (see Section 1.5.4) the
examination of many church websites for this data. The writer had to locate churches,
randomly select some for examination, determine whether the church was suitable and if

so extract the data.

Fortunately the present writer had developed over many years a fast method for locating
documents in libraries and manual filing systems. Development of the method began in
1972 when he started research for a M.Sc. dissertation on the microbial leaching of
minerals (Mellody 1973) by Thiobacillus? (now Acidithiobacillus) bacilli in acid mine
water, a subject about which the writer knew nothing of microbiology. Literature search

methods were developed to overcome lacunae in the writer's knowledge.

The methods were developed further and made more general by the combination of the
principles of records management with those of information science (as suggested by
Mellody 1992). The system was later adapted to the Internet with tools using first the
principle of the repertory grid (Jankowicz 2004; Easterby-Smith et al 1996) and later the

methods of Heuer (1999) which are simpler and allow for reasoning!3 under uncertainty.

12 Specifically by what was then called Thiobacillus ferrooxidans.
13 It must be emphasized again that reasoning under uncertainty does not force a worker to simply
take a wild gamble. The user has to weigh up all the evidence using an evidence-based approach

and then take a measured, calculated risk.
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For some years in the late 1990s, these methods were presented in the form of courses by

the present writer.

In general, the method comprises four stages:
1. Definition of the problem
2. The search process (including the construction of search strings)
3. Analysis of the data
4. Data synthesis

Before continuing with the description of the stages of the method it is necessary to

outline the general forms of literature reviews.

1.5.1. Forms of Literature Reviews

The present writer considers that there are in general five types of literature reviews, the

last two of which are the end-points of a continuum:

1.5.1.1. The Systematic Review

This is a literature review which is concentrated on a single, usually limited topic and
which attempts to identify, analyze and synthesize all high quality information on that
topic. High levels of certainty and trust in the results are required (Sauerland & Seiler

2005). Either inductive or deductive reasoning may be employed.

1.5.1.2. The Meta-analysis.

This, essentially a form of systematic review, is '...a collection of systematic techniques
for resolving apparent contradictions in research findings; Meta-analysts translate
results from different studies to a common metric and statistically explore relations
between study characteristics and findings..." (Shachar 2008). The level of proof or
certainty required from such studies is very high. Either inductive or deductive reasoning

may be employed.
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1.5.1.3. The Review as Overview

This is a review, usually written by an acknowledged expert in a subject, which provides a
synchronic outline, often with an historical introduction, of the state of a particular
discipline or, more usually, sub-discipline at a particular time. Although this type of
review generally tried to cover the field, it is most often essentially a summary of the
expert’s own opinions and work, and may not always provide balanced coverage of the

topic.

1.5.1.4. The Detailed Literature Review

A literature review generally directed at one topic, which attempts to cover the entire
topic by obtaining representative literature which covers the field adequately and tries to
provide a balanced coverage of the topic; the topic is more often than not a restricted
one. Either inductive or deductive reasoning may be employed but if there is uncertainty

some form of Bayesian reasoning is common. Abduction4 is not commonly used.

1.5.1.5. The General Literature Review

This is at the other end of the continuum from the previous type in that it usually covers
one large or several smaller, often multidisciplinary topics and attempts to get a general
coverage of a field without getting a statistically representative collection covering all
opinions and topics within that field. For this reason, abduction rather than induction or
deduction is most commonly employed because the researcher is essentially reasoning
under uncertainty but cannot use any form of Bayesian statistics and is so required to
derive the best explanation from the information available. This type of abductive

reasoning - moving from evidence to explanation - is widely used in the business world

14 In the sense of reasoning under uncertainty; that is, information is incomplete and the
researcher must select what appears to be the best explanation derived from a particular set of
evidence (Aliseda 2006:28-29). Bayesian analysis usually cannot be used in such circumstances

because there is no way of estimating probabilities.
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as well as in the sciences. The present work of course based largely evidence
derived from such reasoning and, equally obviously, is a general literature

review.

1.5.2. The definition of the Search Problem

This will be outlined in Section 1.5.4

1.5.3. The Search Process

The search process is perhaps the most difficult stage in the entire review but - in the
present writer's opinion - it is the one in which the novice (and many experienced)
researchers most commonly fail. The writer believes that too little use is made of
mediated searches by researchers in South Africa; a properly qualified librarian with a

good knowledge of the subject is any researcher’s greatest asset.

The problem with research in these days of the Internet and online databases is not a
dearth of information, but an excess's. Efficient searching requires that the researcher
has a knowledge of which online databases to search, a knowledge of the search facilities
in each database and their quirks especially in their evaluation of, say, Boolean search
strings, and a knowledge of the indexing language of particular databases. This implies
that researcher has an adequate knowledge of his subject, of general search engines such
as those described by Berry & Brown (2005), an ability to construct Boolean search
strings (in itself not a trivial problem) and the ability to refine such strings so that search

terms are taken from the tail of the Zipf!® function.

15 A search of the Internet using the Google search engine and the keywords ‘congregation
management’ (the default Boolean operator for Google is AND) yielded ‘about’ 2 020 000 at
22:40 on 2010-12-25 and 855 000 000 using ‘congregation OR management’.

16 Zipf's law is a statistically defined empirical function which may be used to approximate the
distribution for, say, words in a set of documents. The words that distinguish documents on a

topic usually lie in the tail of the distribution while the common words (‘the’, 'of etc) lie in the
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Once a collection of documents has been retrieved each document has to be examined to
see if it is suitable for inclusion in the research. Ruzevicius & Gedminaité (2007a, b) have
written on the criteria used in evaluating business information and their reasoning was

used extensively by the present writer.

During the early stages of this study, the writer decided not to restrict searches to
academic databases but decided to include as much primary information as possible
largely from the Internet, but also from other sources accessible to the working pastor, to
try and get an idea of what working pastors and their congregants thought of the church,
how they ran them and how churches existed in the modern world. This study was
intended to be, as far as possible, based on practical, real churches in the practical real

world.

1.5.4. Acquisition of Data on Individual Churches

This study was intended to be a literature survey without practical work, other than a
limited number of visits to churches in the Johannesburg area in order to get a more
rounded picture than could be obtained from the literature. It was soon obvious that it
would be necessary to examine real, local churches from the viewpoint of congregational

management.

Too few South African churches outside the affluent formerly-white area have websites
so, after an attempted telephone survey failed because of cost and a lack of cooptation
from churches, it was decided to use U.S. churches because data was freely available and

conditions were much the same as in South Africa. Good estimates of the demographics

'body'. By selecting the right words it is possible to retrieve documents on a desired topic with a

minimum of irrelevant documents, thus increasing the efficiency of the search.
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of church areas from online US Census data (www.census.gov)?’. Data and the tools

available on the website for the Association of Religion Data Archives (ARDA)

(www.thearda.com) were of great help in selecting churches to be examined. A limited

number of churches (about 101) were also examined on Google Street View.

| Define Problem | Sort & analyze data
1 Synthesize
I Prepare website list | 1
Set site quality >Accumulate<
search parameters data, assessments, URLs
l' page contents, notes
3
Randomly select website I4—

| Extract data '—

Evaluate
site quality

Yes

Evaluate
site info

Set data
search parameters

Figure 1.1 : Website Evaluation Process
Only US local churches in the small to large size range (see Section 2 for definitions)

were considered in any detail because of the parameters of the study.

17 Tt was for example easier and quicker for the present writer to get a good physical, social and
financial picture of the New Life Church, Colorado Springs, Colorado, USA, than of the A.F.M.

church which is within walking distance of his home and which he drives past almost every day.
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At least three thousand churches were examined. Some data — almost always qualitative
- were extracted from about 500 of them; later 361 of these were examined in a little
greater detail to extract further general information. In the end 219 churches were found
to provide sufficiently full details to allow the writer to extract reliable data on staff and
church sizes, and other factors. It must be emphasized that, contrary to expectations, a
majority of information collected in this way was either qualitative or at best semi-
quantitative. Other information was gathered by discussions — mostly online by Instant
Messenger and via mailing lists — with congregants and pastors. The resources of the
‘churchadmin’ mailing list'® and discussions with members outside the list were of great
help, not so much for specific information but for deciding on the changing direction of

research as the study proceeded.

1.5.5. Data Analysis

Data analysis is perhaps the most controversial aspect of the method as applied to the
present project. It has been pointed out that the principal method of reasoning was
abduction. It follows from this that the analysis of the information obtained would in
general need to employ a technique that facilitated reason under uncertainty, with
incomplete information. It is especially important in such a broad-based subject to know
when enough information has been obtained, so that a good choice of method, data or

process can be made without an attempt to find perfection.

Thus the well-known method of Heuer (1999) was widely used in the present study and
the analysis of information followed the example of Heuer (1999: 31-48) using the simple
tools described in Heuer's Chapter Eight on the analysis of competing hypotheses (using

the summary table on p. 97). This method was, in fact, applied to almost every problem

18 http://dir.groups.yahoo.com/group/churchadmin/
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involving competing hypotheses. Clearly the use of Heuer’s method was largely
confined to the data from individual churches (see Section 1.5.4). The only major

exception to this was its use in examining the Servant Leader concept.

1.5.6. Data Synthesis

The data synthesis stage, although lengthy, was perhaps the easiest stage of the work. It
consisted simply of fitting the results of the analysis into a coherent whole and writing

the bridging text. The last part of this dissertation is, of course, the completed synthesis.

1.6. Griffith’s Theology of Work

There are many definitions of ‘theology of work’. In this study, ‘theology of work’ simply
means ‘the conceptual theological framework within which the work will be conducted
and the practical application and implications of that theology’. The theology of work

within which a person works is a guide for the bringing of God into the world of work.

The theology chosen for this work is that of Austin Marsden Farrer‘s most well-known
(and probably greatest) contribution to Christianity, the concept of ‘double agency’.
Farrer’s writings are notoriously sparsely written and difficult to read, but Griffith
(2003:2) has provided a simple but satisfyingly precise description of the double agency

concept:

‘Double agency is the term used to describe Farrer’s theory of how God interacts with the
world in order that the world might be completed and incorporated into God. Farrer
describes double agency as God acting in our free obedience. By freely submitting our
free will to God’s will, sacrificing our wishes for the commandments of God, we are able
to be the hands of God in the world. Our work, done in submission to God, is God’s

work. ¢

19 ‘Hypothesis’ in this context is used in the broad sense of ideas or explanation, not in the sense of

a scientific hypothesis.
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The application and implications of this concept are reasonably simple — in contrast to
Farrer’s own descriptions of them. Human actions in the workplace as well as in all
activities humans undertake, are fully the actions of the doers, but are also the actions of

God, Who is perfectly hidden. The implications as described by Griffith (2003: 5) are:

‘A tentative answer ... requires us to attempt to reintegrate our vocation and our
calling. Our lives are not segmented into profit work and volunteer work, good
works for God and real work for ourselves. Work is just work ...[o]ur work makes
us fit for heaven, and the more we align our work to God’s will, the more our
work allows us to become more perfect. Each of us, in every job we do, is a

co-creator with God of the whole universe2°.’

Little more need be said.

It might be argued that the same result might be achieved by using Brother Lawrence2'‘s
Practice of the Presence of God (Herman 1895). This is true in the literal sense — at least
the practical results might be the same — but Farrer’s concept is so much wider and so

much more spiritually satisfying in its sense of utter completeness.

Griffith (2003:10) concludes with a statement that sums up the entire concept as far as

practical application is concerned:

‘All work can be transformed to holy work, provided we allow our wills to follow

God’s will. The transformation requires us to reject the service of self alone. It

20 The present writer’s emphasis.

21 ‘Brother Lawrence’ was Nicolas Herman’s chosen religious name.
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requires all of us to dedicate ourselves to do our work in truth and beauty and for

the common good.’
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2, The Church and Its Congregation

Earlier in this work, it was suggested that the church as a whole consisted of the church
as an organism, as the body-of-Christ, and the church as an organization. The first part
of the statement implies that the church, certainly the healthy church, is centred around
Jesus Christ. This study will attempt to show that the healthy church as an organization
is necessarily one that is centred on the congregation. It is for this reason that the

present section is the largest in this report.

In this work the focus of attention is on the church as an organization which is
administered by the congregational manager under the overall guidance of the senior
pastor and the church council (or similar body). Viewed from this perspective, the whole

church as an organization may be divided into three parts:

1. The church buildings, facilities and the staff (including the pastorate).
2. The congregation as a whole and as segmented into groups.

3. The individual congregants.

It might be argued that the inclusion of staff, especially the pastorate, is an error in view
of the importance of the pastorate as spiritual, religious and (usually) organizational
leaders in the church. Most ministers appear to accept this view and see themselves as
independent of the congregation. Attempts to supervise the ministry have met with
resistance by some ministers, because many believe that only new members of the

pastorate need supervision (LaMothe 2005: 4).
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This view is at odds with the facts: pastors are simply employees of the church - critical,
vital employees but just employees nonetheless. In a business analogy, the senior pastor
may be regarded as the highly paid, much revered, Chief Executive Officer of a company
and the congregants as both shareholders and customers of that company. As long as the
CEO does well by customers, the company flourishes and the shareholders are quiescent;
if the CEO fails - say, by trying to market a product that customers dislike and the
company begins to lose money - then the shareholders will soon force the CEO out. In a
church, it is not so easy because appointing and maintaining the pastorate is normally a
prerogative of the denominational leadership. If this leadership ignores the congregants'
wishes, they can 'vote with their feet' and leave. Barrow (2003: 7-8) points out that at
this stage many church leaders take refuge in denialism. Some pastors can be positively
harmful to the church. Herman (1984: 62) provides an example of an Anglican Church
with an original congregation of 250 which fell to 40, following a failed attempt at

modernization by a new minister.

The situation is not improved when ministers are simply doing the minimum to keep
their job or where they have lost faith. These latter ministers may be 'compelled’ to
remain in their positions in spite of disbelief for financial, family or other reasons

(Dennett 2010: 122). Dennett goes on to say (p. 149):

‘Are [disbelieving ministers], in fact, in a good position to lead their
congregations towards their own understandings, or are they condemned by their
own commitments — to parishioners, their families, their colleagues — to
perpetuate the double standards of sincerity that they have crafted so unwittingly
over the years? We all find ourselves committed to little white lies, half-truths
and convenient forgettings, knowing tacitly which topics not to raise with which
of our loved ones and friends. But these pastors — and who knows how many
others — are caught in a larger web of diplomatic, tactical, and, finally, ethical

concealment. In no other profession, surely, is one so isolated from one’s fellow
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human beings, so cut off from the fresh air of candor, never knowing the relief of

getting things off one’s chest.

Ministers of this type are very unhealthy for the church and congregation. Although they
may attempt to disguise their disillusionment, over the long term their work usually
deteriorates. A secret of this magnitude is difficult to keep to one’s self, is very often

detected by their congregants and is bound to come out sooner or later anyway.

For example, Atherstone (2004: 240) points out - suggesting that this may be the reason
for the continuing decline of the Church of England - that many Anglican pastors do not
accept the 'facts' of the Anglican faith which they preach every day; only 83% of male and
74% of female priests actually believe in 'T believe in God the Father who created the

world'.

Another side of the problem is that too many congregants spoken to by the writer feel
that the church is 'owned' by the pastorate, run for the benefit of the pastorate and the
'lay elite22', and that ordinary people are tolerated only as a passive, giving audience. This
is of course exaggerated - at least in all churches visited by the writer - but there is
enough truth in it to be of concern to those worried about the future of the church. The
answer to these difficulties is an acceptance that ministers - vital though they may be -
are just employees, who should be treated like employees who, at the same time, are
servants of the congregation. The congregation should have a greater role in the hiring,
auditing, and retention of ministers - just as customers or shareholders in any business
do. Congregants should be encouraged to see themselves as the 'owners' of the church, as

the group around which the church exists.

22 Such as socially prominent congregants, senior volunteers and generous donors.
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This would change the Church into a 'congregation-centred organization, a truly
'customer-oriented' one. This is not to suggest that pastors should be removed from the
leadership of the church, simply that pastors need to become more cognisant of their
position and be more willing to descend from a lofty position and treat congregants as
people. The running of the church should be done as a partnership between the pastor
acting as the church’s Chief Executive Officer and the congregation acting as at once the
church’s customers and shareholders. Customer Relationship Management — which this
writer will later recommend as an essential part of the church’s strategy (see Section 2.5)

— requires, in fact, the building of both internal and external partnerships.

2.1. The Church and Its Location

A particular church may be a wealthy one with all the facilities that any congregant could
wish for, or it may be a poor one with desperately inadequate facilities and none of the
small luxuries that make life bearable. The church may be located in an idyllic rural area,
in a pleasant, friendly suburb or in a rundown, crime-ridden urban slum. The area may
be easily accessible with good roads allowing the church to draw its congregation from a
wide area, or it may be cramped and bounded by physical features like motorways,
rivers, hills or other geomorphologic barriers which restrict the congregational draw-in
area to a few square kilometres. No matter what the church is like, congregants
sometimes develop a strong relationship with the church as a building; Clarke (2007)
discusses this, called the church building “This Special Shell’. This affection can obviously

be very helpful in making congregants proud of their church.

Christianity is a religion of sacrifice. Christians in Africa and in conflict areas around the
world risk their lives everyday to attend churches and to worship with fellow Christians.
Even their churches are not safe havens as the targeting and murder of Christians in Iraq
(Tawfeeq 2010), Nigeria, Indonesia and other countries shows. Christians will sacrifice
much for their faith if they have to. Sometimes, this willingness of Christians to sacrifice

is taken advantage of in ways that are morally and ethically dubious. For example: at
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one church the writer visited, extensive work was in progress in expanding the pastor's
already opulent home, while the church and its hall had no toilet facilities. He was told of
another in which a former baby feeding and training area for desperately needy young
mothers had been converted into a garage for the pastor's luxury German sedan (bought
by the struggling church for the pastor's sole use). Ironically in the first case, the sermon
delivered by the senior pastor on the occasion of the writer's visit, emphasized the need
for congregants to sacrifice time and money for the good of their church; this was

evidently one of his favourite themes.

It is the prime task of the congregational manager to make the best of available resources
to change into a secure, safe and inspiring sanctuary from the outside world so that
congregants feel welcome and comfortable23, ready to receive the message of the Gospel.
The task may be easy or difficult but it must be done, and it must be done for the benefit
of all congregants, not just for a subset of 'elite’ members. The convenience of the
pastorate and other employees or of the 'elite' members of the congregation must never
be put above the welfare of the congregation as a whole. The congregation manager has,
in words drawn from the hospitality industry, to become ‘consumer oriented’. Creating a
well-run, welcoming and comfortable church is a major part of the congregation

manager's role in creating and maintaining a healthy church.

In this facet of his duties, the congregational manager is acting in the same way that a
manager in the hospitality industry would. Congregational managers and the pastorate
in general could learn much from hospitality management. In particular, the prime
standard by which the success of, say, a hotel is measured in the level of satisfaction of its

customers.

Pizam & Ellis (1999: 326) point out:

23 As Barrows & Powers (2002: 5) say about the duties of a manager in the hospitality industry
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‘Customer satisfaction is the leading criterion for determining the quality that is
actually delivered to customers through the product/service and by the
accompanying servicing... Simply stated, customer satisfaction is essential for
corporate survival. Several studies have found that it costs about five times as
much in time, money and resources to attract a new customer as it does to retain
an existing customer... This creates the challenge of maintaining high levels of
service, awareness of customer expectations and improvement in services and

product’

This quotation (which was written about the hospitality industry) also sums up the work
of a congregational manager and his relationship with congregants. Another very
important point made by these writers was the need for an efficient customer satisfaction

survey.

It is beyond the scope of this work to prescribe what needs to be done to make a welcome
and comfortable area for congregants, but a number of points may be made by
considering a hypothetical church from, as it were, the eyes of a newcomer. During this
study the writer visited many churches and the comments below are taken from his

experiences.

The most important point to making a person feel comfortable is to make that person
feel safe. The church should therefore be equipped with as much security as can be
afforded. The church, depending on its location, should be surrounded by a security
fence with lockable gates and preferably gate guards - at least during high risk periods,
like at night or on weekends. The church and its buildings should have adequate burglar-
(with recording cameras if funds are available) and fire-alarm systems with emergency
buttons at suitable intervals. The church should be equipped with at least the legally

required fire-extinguishing devices.
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The next important aid to making congregants feel comfortable is the appearance of the
building and grounds. As far as possible, the grounds should be landscaped, and well-
maintained. Most churches have extensive parking areas which should be properly
delineated and marked with markers or painted lines. Parking discipline should be
maintained preferably with help from church volunteers. This greatly eases the flow of
traffic and avoids the need for latecomers to park behind other people's cars which will

cause friction.

Church buildings should be kept painted and, most importantly, kept clean. This is
important to engender a sense of pride in existing congregants and to be attractive to
newcomers, especially occasional and potential members. Cleanliness is particularly
important; congregants will forgive a slightly shabby appearance if they know that the
church's finances are low, but they will not forgive church grounds polluted by avoidable
littering, or overflowing toilets. The church should appear from the outside to be

welcoming.

Similar considerations apply to the interior of the church which should always be
properly sign-posted. No matter how large the church is, its congregational managers
should strive for an ambience of intimacy. Too many churches - especially of the large,
newly-built ones - appear so clinical as to be unwelcoming. Yet some of the old
cathedrals - like Notre Dame de Reims or the Cathédrale Saint-Michel de Carcassonne-
are vast, soaring buildings, but they appear to hold out their arms in welcome. And even
the most casual visitor feels at home. This writer felt much the same on the occasion of
his first visit to Rhema Bible Church North - even though he disagrees strongly with the

Prosperity Gospel theology of that church.

Churches should be clean and sweet-smelling, light and airy in summer and warm but

not stuffy in winter, properly maintained (especially air-conditioning and heating),

painted before they look too shabby, properly laid out, easy ingress and egress (especially
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in case of fire or other emergency) and good acoustics>4. Unless the church and its
associated buildings are very simple, they should always be clearly signposted. Pews
should be cushioned - some poorer churches suggest congregants bring their own
cushions. Where individual chairs are provided, these should be fitted with sound-
suppressing rubber feet. If certain pews or rows of chairs are reserved for particular
people, the pews or rows should be very clearly marked with a ‘Reserved’ sign; there is
nothing more embarrassing than to sit in an empty seat and then, just after the start of
the service, find that somebody comes along to claim ‘his’ seat. Provision should be made
for the largest possible attendance, but in a way that the church doesn't look empty if the
number of congregants at worship is small. Where there are toilets near the church,
labour should always be employed to keep the toilets clean - just as happens, for
example, at cinema complexes. Congregational managers could do a lot worse than
making the rounds of hotels, cinema complexes and shopping centres to get the feeling
of what can be done and what should not be done. Congregants entering the church
should be greeted by cheerful, welcoming staff and, as they leave, they should be

‘farewell-ed’ by the pastorate.

As in any good hotel, the inner workings of the church - accounting personnel,
maintenance staff and the like - should never be visible to the congregants. There should
always be a skeleton administration staff on duty during worship so that congregants can
do whatever business they need to at worship/service time. Congregants should also be
able to make appointments to meet the clergy during the week. The administrative

offices should be clearly signposted.

An important point that arose out of the writer's own experience was the need for the
church pastorate and other employees to keep their problems to themselves.

Congregants should not be bothered by the sight of pastors or other employees

24 Or a well-designed sound system.
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quarrelling; it is particularly important to ensure that pastors do not show their anger
with their colleagues or the church in general in the hearing and sight of congregants2s.

Earlier it was said, that creating a well-run church is a major part of a congregational
manager's job. However it is very much a first step. The next steps lead to giving the
congregation what they need from the church, to satisfying their religious and spiritual
needs. To do that, the congregation manager has to consider the nature of the
congregation both in terms of the major groups which comprise the congregation and in
terms of congregants on the individual level. The church has to target certain sections of
the religious market, because it is impossible with so many conflicting religious and non-
religious life choices available for the church to be 'all things to all men'2. It has to
concentrate on offering services acceptable to the larger parts of the congregation but it
must provide at least the minimum acceptable services to all congregants. This can only

be done with knowledge of the congregation.

2.2, The Congregation

The congregation of a church is unarguably the most important part of the church. All
the church employees - from the pastorate down to the lowliest manual worker - are in

essence the servants of the congregation. That makes this section the heart of this study.

2.2.1. The Size of the Congregation

The size of a congregation is - except in special, rare circumstances - by far the
important constraint on the work of congregational management. It determines the work
that must be done to maintain the church as an organization and as the body-of-Christ,

and the financial, accommodation, equipment, and other resources that will be required

25 In one church visited by the writer, a new minister kept making bitterly sarcastic remarks about
the glass ceiling in the church and about patriarchy. However true these and similar allegations
may be, airing them in public makes parishioners uncomfortable and may drive congregants
away.

26 1 Corinthians 9:22.
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to carry out that work. As importantly, especially to the pastorate, the size of the

congregation will affect the present and later career paths of the pastor(s) at the church

(Nelson & Everett 1976).
Percentage of Income from Giving Churches (%)
<95% 1.2
90 - 95% 28.5
95 - 98% 51.1
98 - 100% 19.2

Table 2.1: Church Dependence on Congregation Giving

It has long been known (Ramsay 1851; Stall 1881; Meil 1886) that the greatest part of a
church's financial resources are derived from ‘giving’ by their congregants in the form of
‘tithes’ and additional donations; in a given set of circumstances, usually the larger the

congregation, the greater will be the local church's income.

This is usually true even for churches which are part of a denomination in which part of
the revenue of all churches in a district is collected and used to run the central
administration as well as to cross-subsidize the weaker, less healthy churches. Subsidies
are usually limited and often can be used for restricted purposes only. If a church has to
be repeatedly or continually subsidized, it is likely to be closed down and its
congregation distributed among stronger churches. This re-distribution is not always
beneficial to the local church to which the members are distributed; although

membership is increased, re-distributed congregants are often disgruntled at the closure
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of a church that they may have attended all their lives, in which they were baptised?7,
confirmed, and married and from which friends and relatives have been buried.
Disaffected members are probably the greatest source of ill-health that any church could

have.

The absolute magnitude of a church's income will, of course, depend on other factors
such as the financial demographics of the area(s) from which the church draws its
congregation, the state of the macro-economy and the local micro-economy, diversity23
in the congregation and, possibly most importantly, the ability of the church's pastorate
to draw revenue from their congregants. This topic will be dealt with in much greater
detail later, but it would not be unfair to state at this point that, almost without
exception, the message of works on increasing church revenues boils down to 'increase

giving by the faithful'.

An exact knowledge of the size of the congregation, its demographics and the
commitment of its members is clearly of importance in predicting a church's revenue
and in planning for the church's internal and external activities. Further the
congregation manager needs to know which members are likely to pay tithes or to
respond to financial appeals. Only active members - those who attend church, say, at
least once per month - are likely to respond to appeals or to donate on a regular,
predictable basis so it is important that the congregational manager should know the
number of people who attend church regularly. The relationship between church

attendance and the level of giving is one fraught by complicating factors - the most

27 This writer was baptized in All Saints church, Blackburn, England in early 1942 and last visited
the church in mid-1947 at the age of 5. But he was still deeply saddened when he found out in
2008 that the church had been closed down in 1983.

28 Hungerman (2007: 1) points out that "...research has repeatedly shown that altruistic behavior

is lower in diverse communities'.
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important one probably being the state of relations between the pastorate and
congregation. It is true to say in general, however, that the more frequently congregants

attend church, the more inclined they are to generosity in giving (Lunn et al 2001: 774).

Unfortunately it is almost impossible for the congregational manager to obtain
knowledge at the level suggested in the previous paragraph, not only because it would be
difficult and time-consuming but also because the situation can and does change so
rapidly that the task becomes impossible. It is necessary for the congregational manager
to work with what is available and to collect supplementary information about

individuals, the congregation and the community as the occasion arises.

What is usually available concerning church attendance is often just the sometimes
dubious 'average weekly/Sunday attendance2 ' that most churches measure. The church
pastorate and, by extension, other staff members are invariably judged by the absolute
congregation size and therefore use a much looser definition than is suitable for
congregational management purposes. Efforts are sometimes made to inflate the average
church membership and it is common for church employees to be rated on figures they
themselves have produced and for which there is no independent check. Where church
attendance is measured by counting attendees, there is rarely any form of independent
checking and never any way of determining absolute attendance in an enduring form. It
is obvious that there is little point in carrying out unchecked and uncheckable counts of

attendance by people who stand to gain from falsely elevated counts.

29 The 'average weekly attendance' is the sum of attendance at all services held throughout the
week; the Sunday attendance figure is the sum of attendance at all services on that day. Both these
figures include multiple attendances by individuals. Churches which included the number of
people at non-liturgical/non-worship meetings in the church attendance figures were omitted

from this study

45



The congregational manager must, therefore, try to ensure that the 'average attendance'
figure is obtained as scientifically and accurately as possible. The data should be
collected at the lowest possible level to avoid later manipulation; it must be screened and
processed without exaggeration; and 'corrections' - especially those which inflate the
numbers - should be avoided. The congregational manager should also attempt, however
crudely, to audit the data; an excellent way is to make an independent count of
attendance at worship services which are sparsely attended and compare this count to
the count provided by the normal people-counting team(s). The present writer has found

photographs taken with a cell phone camera invaluable for this purpose.

2.2.2, Measuring church attendance

Accurately measuring church membership is more difficult than would appear at first,
largely because of human factors and confusion over what is meant by 'membership'.
This section will, however, consider the much simpler task of determining how many
people are present in the church at a given time. There are three methods in general use:
estimation, direct counts and congregational self-reporting. None of these three methods
are very accurate and there is no way of independently verifying the accuracy at a later
date. A fourth method, photographic or photogrammetric estimation is suggested in this

work. Any form of counting must be examined carefully for possible privacy issues.

The comments below apply largely to South African churches and were gathered by the
present writer in person or, mostly, during telephone interviews; it must be pointed out
that almost all pastors and other persons with whom the problems connected with
attendance measurement were discussed, admitted that their method was flawed in

some ways. The survey cannot be considered representative.

1. Estimation. No churches were found in which estimation was employed as

the primary method of attendance measurement. It was freely admitted by users
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that estimation was at best dubious but was regarded as acceptable for backup

purposes when proper counts could not be made for some reason.

The estimation method is simple. In general, the pastor or other responsible
person makes an estimate ‘using his/her experience in [a particular] church’ of
the number of people in the church at a particular times°. In some cases,
estimates are based around estimates of pew/row packing and the number of
empty rows. This is quite clearly an adaptation of Jacob's well-known method of
crowd counting3'. Where estimation has to be used, it is often wise for the
congregational manager to make his own estimate using Jacob's method and
compare this with the 'official' figure; it is often possible to derive a correction
factor which allows the congregational manager to obtain more reliable figures

for budgeting and revenue predicting purposes.

The estimation method is at best inaccurate, subject to bias and cannot be

checked later by an independent audit.

2. Direct counts are by far the most common method used in churches for
attendance measurements; they are usually made by church wardens or church
officials with similar functions although with some, usually small churches,
counts are made by lay people. Counts are often made with the aid of small

mechanical or electronic totalizing or tally counters. Counters are available with

30 On two occasions the present writer was able, using photographs of the congregation, to check

estimations made by a church warden. The estimations were 18% and 31% too high.
y g

3t Jacob's method consists of dividing the area occupied by a crowd into equally-sized sections,

estimating the average number of persons per section and then multiplying this by the total

number of sections.
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multiple tally buttons so the count may be divided by gender, age and/or other

characteristics.

Counts are usually made in one of three ways. In some churches, counts are made
of people who enter the church through one or more narrow entranceways.
Corrections are made for people who leave the church during the counting
process. Secondly counts are made by churchwardens or others standing at the
end of rows in the church during a service, often during the passage of the
'collection plate(s)'. Thirdly, if suitable vantage points overlooking the

congregation exist, then congregants can be counted from these vantage points.

Although the potential precision of direct counts is higher than estimation,
counts are rarely accurate unless the counter is experienced. Further the results
are open to manipulation and cannot be checked independently at a later date.
However it is possible to check counts crudely at the time using Jacob's method;
although inaccurate, it provides at least a broad check on the counting teams. It is
often a good idea for the congregational manager to attend sparsely-attended
services and make a direct count to serve as another check. The present writer
has noted a general tendency of counting teams in sports events to exaggerate the

attendance at poorly attended events more than the attendance at popular ones.

There are few likely privacy issues with direct counting unless a deliberate effort

is made to identify individuals.

3. Self-reporting During the 1990s, self-reporting of church attendance was
seized on as a possible method of correcting the ‘under-count’ of congregants that
supposedly existed in figures supplied by congregations. Marcum (1999: 122)
stated self-reporting allowed ‘...more accurate estimates of church attendance [to

3

be made] using surveys.... However he adds presciently, ‘..entirely valid
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estimates are unlikely as long as social desirability influences self reports’. More
recent work however has cast considerable doubt on self-reporting. Self-reported
church attendance is generally grossly over-stated (Marler & Hadaway 1999;
Marty 2006; Smietana 2006); U.S. congregants sometimes claim to have
attended church twice as often as they actually did. Brenner (Swanbrow 2011)
found that high stable, self-reported church attendance rates of 35-45% among
U.S. Christians clashed with data from time-diary sources which indicate true
attendance rates of 24-25%. Put differently: out of every 100 U.S. Christians, 35-

45 claim to have attended church when in fact only 24-25 of them actually did so.

It is clear that self-reporting is too unreliable to be used in determining levels of
church attendance accurately. If surveys are carried out, privacy issues may well
require that they are anonymous and that the original forms and the data are

securely stored.

4. Photographic or photogrammetric method. Aerial and terrestrial
photography has been used for many years in ecology, policing, military
intelligence and event management to make accurate counts of unconfined
animals and/or people in large areas. It can be easily and cheaply adapted to
counting congregants in churches of any size. It is important to sidestep issues of
privacy by avoiding taking pictures in which individuals are clearly identifiable
(most easily done by photographing from a high angle and/or from the rear).
Further the congregation must be fully informed and allowed to register

objections before a final purchase/installation decision is taken.
The process for churches is simple compared to the problem of photographically

estimating the size of crowds in, say, policing or event management because

congregations are generally static and sitting in sharply defined areas.
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Many churches are fitted with security cameras sited to cover the entire church
and these can readily be used for photogrammetric counting. The output of these
cameras is generally recorded for security purposes, often on DVDs but also, for
older systems, on video tapes; security systems invariably imprint the date, time
and, sometimes, camera number on the recorded images. For people counting,
the cameras are set to record during services or other events and the appropriate
images extracted using a computer directly (from DVDs) or via a frame capture

card and suitable software from a video recorder (for video tapes).

Where there are no security cameras, simple low-cost digital cameras (which
must be capable of remote triggering and set to imprint times and dates on the

images) can be installed and triggered at appropriate times.

The images are then printed (preferably onto clear film to make comparisons
easier) and the congregation is counted directly. With care, counts can be almost
100% accurate; the images can be preserved for later auditing if necessary.
Images to be stored can if necessary be degraded or reduced to edge view so than

individuals cannot be identified thus avoiding privacy issues.

Other methods of counting are available. Counting turnstiles, video and laser counters
(like the Honeywell People Counter), card swipe systems, Radio Frequency Identification
systems and other methods are widely used for people counting and identification in
security applications. However, quite apart from the expense, most of these technological
methods are intrusive and disrupt the intimate ambience that churches - even the largest

ones - try to encourage.

Measuring the number of people in the church at any one time is simple compared to the

next problem - determining what the membership of the church is. The

service/weekly/Sunday attendance measures tell us how many people were in the church
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at a given time - it is a synchronic measure, a snapshot in time. A weekly average, for
example, includes multiple visits by people; some people come once a day; some come
once a month; others only come once a year; and still others come only once. The
membership of the church is the number of individuals who attend the church, not the
number of visits made to the church. Members of a church are those who have some

commitment to the church.

2.2.3. Commitment Levels of Church Membership

Ploch & Hastings (1995: 508) point out ‘[a] significant problem in using membership in a
religious organization is that no one seems to know what respondents mean when they
report such membership.” Is a person a ‘congregant’ because that person has attended
one church function, or because he/she had expressed an interest in joining the church,
attended a few services and was never seen again? Or do people need to display some

level of commitment to the local church before they are truly congregants?

This problem plagued the present study from the beginning because more than 70% of
the churches examined via their websites either did not report church membership or
did so in ways that made it impossible to determine the committed membership. Often
this information is not available even inside the church itself, sometimes because no one
has bothered to collect it or sometimes because no effort has been made to collate data

available in the church's files.

The present writer was unable to find any typologies of South African church
memberships which would meet the needs of the congregational manager for planning,
budgeting, and resource acquisition and allocation. It was, therefore necessary to
produce a typology of membership levels based on attendance, participation in church
activities, commitment to the church, financial and other support for the church,
volunteerism and links to the church. The suggested classification is based on the

writer's own experience concerning the commitment of employees and volunteer
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members of churches, clubs and similar organizations. In this work, the first three
categories of this typology constitute the church's active membership or true
congregation while the first four categories constitute a church's extended congregation.
From this point, ‘congregation’ refers to the first three groups only. In most church
reports, the occasional member group (wrongly in the present writer's opinion) is also

included in the active membership.

Notes are included on the actions of disaffected members of each category. Albrecht &
Bahr (1983:366) point out that people who leave a church do so in one of two ways: (1)
they either leave to join another church or they 'cease formal religious involvement and
[become non-members]'. The comments that follow here and elsewhere in this work owe
much to the simple disaffiliation typology of Brinkerhoff & Burke (1980: Figure 1). The
present writer does not fully accept these workers' conclusion that disaffiliation is a slow
process; in many cases - too many to be just unusual outliers - the writer has seen
disaffiliation decisions being made over a few hours. Much use was made of the work of

Finney (1978) in preparing this classification.

2.2.3.1. Social Lay Leadership

These are people who are active in the work of the church often as aides32 to the
pastorate, in lay leadership positions in church councils and the like, and in church
activities and projects (Barker 1934: 5-6). This group and the following one are self-
selected. Indeed potential members (in their own opinions) would normally volunteer
immediately; they would not wait to be asked. They volunteer frequently for, and are

often delegated, work that would normally be carried out by the pastorate. Suitably

32 In this study lay religious leaders were not considered because in the type of churches studied,

only ordained ministers (stipendiary or otherwise) conducted services.
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qualified workers, accountants for example, may be used in the church's administration.

They usually contribute their time and resources generously to the church.

The present writer has heard these workers described as the 'lay elite'; this is an ugly,
anti-egalitarian term but it all-too-often reflects the opinions of the workers themselves.
Free-riders3s (Brewer et al 2006) are very rare, but not unknown in this group. Barker
(1934: 1-3) points out the critical importance of this group in Protestant churches. The
group contributes very largely to the health of the church. If members of this group
become disaffected, they would probably attempt to remove/change the source of the
disaffection, otherwise they are likely to make a complete break with the church to join

another one.

Hoge et al. (1998: 479) found that in some cases up to 50% of congregants volunteer in
the church. Volunteering, they state, is strongly associated with church attendance and

participation in other church activities.

It must be pointed out that this group’s contribution to the health of the church may be
positive or negative. In some churches, particularly those with weak leadership, some or
all of the group can become arrogant or too conscious of their 'elite' status. This can have
a very bad effect on morale throughout the church. The present writer has even observed
bullying of a junior pastor by some of this group. The congregational manager who
would very often be the immediate superior of these volunteers should arrange

corrective action as soon as complaints are received or problems noted.

33 In this work free-riders are persons who join a church but do not support that church

financially (Brewer et al 2006: 389).
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2.2.3.2. Strongly Committed Members

These are people who are in general the ‘church regulars’. They attend services at least
twice a month, participate in other church activities frequently and can be relied upon to
volunteer to help the church. Some may occasionally serve on church committees or
work in church projects, although usually not in leadership positions. They tend to
support the church through pledging3+ and in-church giving. These members can often
be persuaded to respond to financial or other appeals. They should be kept informed of
all church activities via newsletters and the like; email, text and other messages warning
of special events and the like may be acceptable if the intended recipients agree in
advance. Free-riders are not common in this group. This group appears to make the
most important contribution to the health of the church. The contribution they make is
normally positive; this may be for lack of opportunity to be otherwise. If members
become disaffected, they would normally attempt to correct the problem or, failing that,

leave the church completely; few if any cease formal religious involvement.

2.2.3.3. Committed Members

People who regularly attend at least one service and/or participate in one other church
activity per month. They will volunteer moderately and regularly, principally on special
occasions but at other times too. The first three groups will generally be the only groups
that will volunteer regularly for work in the church, although others might volunteer
occasionally. This fact was used in this study to infer the size of the Committed groups
because it was reasoned that the size of a church’s volunteer group was proportionate to

the total size of the Committed, Strongly Committed and Social Lay Leadership groups.

34 Pledging in this context means the regular - monthly, say - donation of previously promised
sums of money. In-church giving in this context is putting donations into the ‘collection plate’ or
into boxes (for example) provided for this purpose in the church; these amounts can never be
forecast with great accuracy and the congregational manager is often forced to guess at figures for

use in budgeting.
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The numerical mature of this relationship was not known, so the ratio of the number of
volunteers to total church membership3s was used as a rough, qualitative guide. Hoge et
al. (1998: 479) found that in some cases up to 50% of congregants in certain U.S.
churches volunteer to help in the church. Other studies show widely varying rates. They
tend to support the church in limited ways through pledging but most often only through
in-church giving. They can sometimes be persuaded to respond to financial or other
appeals, especially if the cause of the appeal is of interest to them. They should be kept
informed of all church activities via newsletters and the like. This is usually the largest
category of church members. Free-riders are comparatively common in this group; a
significant proportion of this group consistently provides markedly lower levels of
financial support than do others in the group. It is within this group that the present
writer believes that the underlife of the church (in the sense of Goffman 1961: 171-174) is
most strongly developed. If there is disaffection in the church, it is this group which will
probably contain the greatest reservoir. If members become disaffected, they might
attempt to deal with the problem, becoming less committed in the process; if this fails,
they would probably leave the church but maintain links - possibly becoming Occasional

Members. Few cease formal religious involvement.

2.2.3.4. Occasional Members

These are persons who have attended church services or participated in church activities
one to three times in the last six months or so. They rarely have any greater contact with
the church. They tend to support the church only through in-church giving. They can
occasionally be persuaded to respond to appeals although this will likely depend on the

35 Unfortunately few U.S. churches recorded the number of volunteers and only 36 of those
examined in this study did; ‘semi-quantitative’ remarks like ‘volunteering is up/down this year’ or
‘the number of volunteers is double/half what it was last year’ are common and these gave some,
very crude, measure of the relative strength of volunteerism in a particular church. The rate of

volunteerism was not one of the selection criteria for churches to be studied.
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interest they have in the reason for the appeal. They should be kept informed of all
church activities via newsletters and the like. This writer has not found that this group
participates much, if at all, in the underlife of the church; this is probably because the
desire to remain a member of this church is too small to be worth the effort of
maintaining a false front of apparent sincerity3¢. This group, therefore, has little effect on
the health of the church in most circumstances. If members of this group become
disaffected, they would probably drift away from the church to join another or to cease

formal religious involvement.

2.2.3.5. Potential Members

These are people who have had some sort of contacts with the church over the past two
years, perhaps through New Membership Ministry or through accompanying friends to
the church. They may have been members of the church in the past but have
subsequently moved to a different church. They provide very little support to the church,
usually only through in-church giving during their rare visits to the church. They will
generally not respond to appeals. This group has little or no effect on church health. The
'potential’ is why these people are kept on the church list so they should be kept apprised

of important church activities by special newsletter at two or three month intervals.

2.2.3.6. The Nature of the Commitment Groups

It must be pointed out that these five groups form a continuum and that congregants can
move from group to group without prior warning as changing events within and outside

the church affect the lives of congregants.

It was beyond the score of this study to attempt to determine the proportion of each

group within local churches. The task would be a daunting one because the propensity of

36 Goffman (Ingram 1982:138) believes that it is important to distinguish between what one is
required to do and what one is supposed to do voluntarily. Members of this group simply do not

have enough commitment to the church to do more than the minimum required of them.
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people to lie about socially desirable things (Marcum 1999: 122; Smith 2005) makes
surveys unreliable. However, in lieu of a better solution, the writer has found the use of
the Pareto (or 80:20) Principle (Koch 1998; Koch 2002) to provide at least a first-pass
estimate. Assuming this principle in the form '80% of church involvement (a good
measure of commitment) comes from 20% of the congregants' and considering only the
first three categories, repeated use of the principle leads to the conclusion that the Lay
Church Workers comprise 4% and the strongly committed members comprise a further
16%. These figures do not seem seriously at odds with the writer's own experience and

could serve as a first approximation.

No absolute way of determining the degree of commitment in the church, that is the
relative sizes of the first three groups, was found. That was a pity because this could
provide an accurate measure of the church’s health; the higher the relative level of

commitment is, the greater would be the health of the church.

2.2.4. The Size-Based Typology of Churches

Although the characteristics of organizations invariably change as the organizations
grow, age or decline, organizations in particular social sectors and of particular sizes
generally have many characteristics in common and it is on the basis of a selected set of
such characteristics that typologies are created. A typology is usually created to serve a
specific purpose so the characteristics (or criteria) used for constructing the typology

must reflect that purpose.

For churches, perhaps the most widely used size classification scheme is that of
Rothauge (1983: 1) which was originally developed to show the forms that New
Membership Ministry could (or should) take in churches of varying sizes. Because
Rothauge's criteria were essentially a somewhat amended reflection of the form of
administration in the various sizes of church, it was found possible to use his

classification as the starting point for the one used in this study. It must be emphasized
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at this point that the boundaries between categories in any classification system where
classification criteria are not dichotomous and/or mutually exclusive are fuzzys7. A
change of size category from, say, Family Church to Program Church, does not mean an
immediate change in the characteristics; sometimes if the change is relatively small, the
former Family Church may never acquire the defining characteristics of the Program
church. Indeed each category is - in some ways - a continuum stretching from the

preceding category to the succeeding category.

Rauthauge's Size
Church Size Church Type
Names
0-50 Family Church Small Church
50-150 Pastoral Church Medium Church
150-350 Program Church Large Church
350-500+ Corporation Church Extra Large Church

Table 2.2: Rothauge’s Size-Based Classification of Churches

The 'Church Size' in Rothauge's classification is defined as '[the] average attendance at
worship over a one-year period' (Rothauge 1983: 1). That measurement was used in
making the classification devised in this study. However in practice, especially in a
multicultural, multi-language country like South Africa, it would be necessary to
combine totals from worship services if multiple services are held on Sunday, say, with
each aimed at a different segment of the congregation; a common practice, for example,
is to hold two services on a Sunday, one in Afrikaans and the other in English Since there
would probably be little overlap, using the average would gravely underestimate the

church's size, leading to failure of management.

37 In the senses of unclear', 'unsharp', 'gradual’, 'approximate'.
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Rothauge's classification is essentially based around the (correct) assumption that - in
the administration sense - the church is a service ‘business’. And the size and types of
administration required for a service organization, whether it is a cinema complex, a
hair-dressing salon or a local church, depend essentially on the degree and nature of
interaction that users have with the organization. The typology for this present work was
based on similar reasoning to that of Rothauge, but the criteria used related specifically

to the tasks of the congregational manager.

2.2.4.1. Assumptions Made

The most important assumption made was that the 'size' in the size typology is a
reflection of the average attendance at worship at a church averaged over a year - the
same as Rothauge's criterion (1983:1); the present writer rejects, as did Rothauge, the
use of the numbers of baptisms and communicants. The reason for this restriction in the
cases of both Rothauge and this study is that the level of attendance required by both our

works implies at least some commitment to the church and its mission.

The second major assumption was that, as outlined above, the degree of interaction -
both at services and/or functions and at individual meetings - between the
pastorate/administration staff and the congregation is the prime determination of the
size of the pastorate and the administrative staff. This will, of course, include all the
facilities required for this interaction - the administration and staff for maintaining a

church and other buildings, for example.

To allow realistic calculations to be made, a third major assumption was made. It was
assumed that the work patterns of Protestant ministers in South Africa approximated
those of U.S. Protestant ministers as given by McMillan (2002: Table 3). An edited

version of the relevant portion of that table is given below as Table 2.3.
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The table shows that interactions with church members outside of worship services
would consume 50% of each full-time minister's working hours and that the majority of

the other time is connected with preparations for worship.

The final major assumption was that the church's administration was to be done at the
lowest possible cost; that the church was to employ as few people as possible so that,
where possible, any work that was not central to the church's core functions should be

outsourced.

Part-time (24.02 hours*) Full-time (50 hours*)
Tasks

Median %age Hours** | Median %age | Hours**
Preparing for preaching &
worship 41 10.37 32 15.84
Providing pastoral care 16 4.05 20 9.90
Administrative work &
meetings38 11 2.78 16 7.92
Teaching & training for
ministry 11 2.78 14 6.93
Denominational & community
affairs 8 2.02 6 2.97
Prayer & meditation 6 1.52 8 3.96
Reading (other than for
sermons) 2 0.51 5 2.48
Totals 24.02 50.00

* Median working hours ** Corrected for round-off and other errors

Table 2.3 : McMillan (2002)'s US Pastor Work Patterns

38 In using the data from this table, it was assumed that the hours claimed for 'Administrative
Work and Meetings' were used to produce data to be presented to the Congregational Manager for

processing and were not considered part of Congregational Management's tasks sensu stricto.
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Outsourcing can make a major difference in costs, not only in the cost of labour itself but
in the cost of clerical and other labour required to deal with labour. Commercial firms
benefit from economies of scale (Burkholder 2006: 20-23). For example: they have
expensive equipment which is economic because it is used all the time on different jobs
whereas a church would have to buy or rent, and maintain the same product and its
driver for a once a week usage. Outsourced labour is - on a one-to-one basis - more
expensive than in-house labour; the major savings come from not having to provide
supervision; no clerical work such as payroll, pensions and medical aid is required; there
is no need to hire extra staff to allow for sickness or annual, maternal or paternal leave; it
is not necessary to hire or buy and maintain specialized equipment, say, for landscaping
or building maintenance; and most commercial firms have access to specialized staff, for
say plumbing, who would have to be hired even if the church did its own maintenance.
Security, information technology, cleansing, landscaping, grounds and building
maintenance, bookkeeping, records management, printing and photocopying are some
functions which could be wholly or partially outsourced. And this study assumes that

they would be.

In 2007 and 2008, the Rhema Bible Church outsourced its information technology,
security, gardening, and maintenance functions with the benefits listed above and

without loss of quality (Rhema Bible Church North 2009: 13-14.).

The staffing levels and other suggestions for the congregational management team
assume, therefore, that administration is run at a high level of efficiency - the same level
of efficiency that a major company would demand from its staff. This may be unrealistic
in churches where the pressure for productivity is much lower than in commerce and

industry.

That said, if the staffing levels of a particular church are much higher than would be

considered necessary in industry or commence, checks should be made to ensure that
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the church is not over-staffed. One sure sign of this is that the cost of professional
(pastoral and otherwise) and non-professional labour exceeds the 'international best
practice in the not-for-profit sector..." which requires salary costs of less than 45%
(Rhema Bible Church North 2009: 8-9). Indeed, the Rhema Bible Church had salary
costs of about 59% of its income in 2007; this was reduced to 52% in 2008 and there
were plans to reduce it to 45% in 2009 and to '35% of the operational budget by 2011.' Of
course, each church has its own special circumstances which must be considered before

changing staffing levels.

What a particular church can afford is clearly an important consideration in the real
church world; a church with a congregation of 500 mainly poor, rural, informal
settlement dwellers may be unable to afford even the minimal staffing levels suggested
for a church half or a quarter of its size. In this case, some congregation management
functions considered mandatory in this study for more prosperous churches would have

to be omitted.

2.2.4.2. Typology Construction Methodology

In considering the typology the writer was concerned about the need to use qualitative
data in classifying groups of churches because it introduced an unfortunate subjectivity.
The attempts were made to calculate ‘natural subdivisions’ of congregations of varying
sizes to see if classifications could be created that were objective. The first attempt used
the assumption that if there were natural subdivisions, these would appear as part of a
mixed distribution of church sizes. The hierarchal Bayesian approach of Guo et al.
(2008) was used to estimate the individual distributions; it appears that the sample was
too small for satisfactory results. The method of Zaleski & Zech (1995)39 was used to
calculate the optimal size of a church using characteristics from the 219 churches

discussed in Section 1; this failed because, although results were produced, it was not

39 Mr. L. S. Edwards of Birmingham, England, provided the expertise for this attempt.
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possible to find physical reasons for them and it is possible that they were artefacts of the
method used. The third method used that of Stonebraker (1993) which failed because of

the lack of enough reliable data.

It must be stated at this point that the final methodology used was based very largely on
the present writer's experience as an employee, as a manager, and as a creator of
training, information and geological exploration budgets. Many estimates were made,
abduction (Aliseda 2006) - defined as 'reasoning under uncertainty' - has had to be used.
At times, and it was impossible at times to find adequate information and estimates
based on business practice were necessary to fill in the gaps. At the same time, a strong,
conscious attempt was made to emulate the thinking of Rothauge (1983) and apply it to

the congregational management task.

Budgeting and planning in non-profit, voluntary organizations is more of an art than a
science because there are many unpredictable factors which affect giving (Gittell &
Tebaldi 2006: 271; Lunn et al 2001) and thus the resources available. Blazek (2008:77)

states:

‘A nonprofit organization may face unique problems in forecasting its revenues.
Those nonprofits supported by contributions and grants face the most difficult
task. Voluntary donations are often based solely on the giver’s compassion or

support for the organization’s mission and their personal generosity.’

The only answer to this problem was believed by the present writer to be the
determination of the solution which gave the absolutely minimum functionality to do the
job at the lowest cost. At budget time in a real church, then, a basic calculation is
prepared followed by the provision of a prioritized list of projects to be carried out or

services to be given should funds allow. Here only the basic elements are considered.
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The present work is based on a commercial exercise carried out by the present writer in
late 2005-early 2007 to determine which services in a church could be outsourced and
what level of outsourcing was likely to be. The aim of the exercise was the preparation for
a business proposal to be presented to a large company which already had interests in
contracting of landscaping, cleansing, and grounds and building maintenance services.
After preliminary discussions, the present writer was asked to prepare a report on
possibilities and probabilities using data on British4® and U.S. churches taken from their
websites to see whether there was a prima facie case for an inevitably expensive exercise

to determine local demand.

The websites of many churches (this project has been discussed earlier) were examined
sketchily and 361 selected for further consideration. In the end, it was found that 219
churches provided sufficient information on their websites (usually in the form of the
latest annual reports) to determine the number and occupations of non-religious
employees. The amount of work available for outsourcing could then determining (albeit
very roughly) from the number of employees whose functions could, it was believed, be

outsourced.

At the same time the potential client required that the size of the 'management’
(essentially the pastorate) be determined to see if the reduction of non-religious
employees could also lead to a reduction in 'management'. The exercise resulted in what
was a database of churches of various sizes with numbers of employees and their

occupations (including some indication of their training4!), as well as details and rough

40 There were found to be major differences between U.S. and British churches and, the writer's
potential clients requested - since U.S. conditions were closer to South Africa's than British - that
only U.S. church data would be used.

41 If the occupations and/or job titles of employees were known, it was usually easy to determine if

they were non-professional, paraprofessionals or full professionals.
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estimates of what the reduced numbers of the various employees were after allowance
had been made for outsourcing of all functions that could reasonably be outsourced.
After the production of the report, and a feasibility study, the project was shown to be
uneconomic#2 but the data was made available, under very restrictive conditions, for this

study.

The various category limits and midpoints were determined by inspection as indicated
below. The criteria used for the division were the number and level of employees in the
various occupations, the formal structure that would be required to control the staff and
congregants and the hierarchal level of the person who had responsibility for
congregational management. A church of 30-50 people can have a loose, almost informal
structure, but over 50 some form of structure is required to avoid serious inefficiency.

With over 100 congregants, a formal structure is increasingly necessary.

Unfortunately this method was possible only for the bigger churches. No data was
available for very small churches, partly because the client was not interested in getting
many small jobs which would be uneconomic to service and partly because there were
few websites for very small churches even in the U.S. For the smaller churches and the
lower end of the small-to-medium category, therefore the writer was forced to rely on
less than adequate information and his own experience of what the administration of a
church was likely to require. The setting of the limits for the categories will be discussed

here and in the next section.

42 The problem lay in the semi-autonomous nature of churches which meant that the company
would have to negotiate individual small contracts with every church rather negotiating one large
contract with the overarching denomination. Further the denominations required that these
services be offered to all churches - not just the urban ones. This problem would obviously not

arise in the case of churches outsourcing their work to local firms.
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The upper limit for the informal church was simply a rounded-up 29 which was the

highest attendance for any informal church of which the writer had heard. It also seemed

to be a reasonable upper limit for meeting at a private house (a fairly large yard would

suffice for that number); it would also be a reasonable limit for a small, low-cost (to hire)

business premises, a classroom or a library for example.

The upper limit of 15 for the micro-church was based on observations of new plantings

and similar considerations to those in the previous paragraph.

Average Category Rothauge's Meeting Place Coggll':g&ll?il(?nal
Attendance** Category M
anagement
1-30 Informal Church Family Church | Always Informal | Congregational Leader
1-15 Microchurch Family Church | Usually Informal Sole/Senior Pastor
16 - 50 Small Church Family Church Informal B Sole/Senior Pastor
purpose-built
. Senior Pastor -
51-150 Small-To-Medium Pastoral Usually purpose- | g 1 -4 ate Pastor + 1-
Church Church built .
3 non-professional staff
Pastoral - Usually Subordinate
151 - 250 Medium Church Program Usualll})fu[;iltrpose— Pastor + 3-5 non-
Church professional staff
Program - Specialist Pastor + 4-7
251 - 500 Large Church Corporation Allirrlogtsea_ll‘;\:fi{f paraprofessional &
Church purp non-professional staff
Corporation . Specialist Pastor +
501 + Very Large Church Church Purpose-built partly professional &
paraprofessional staff
. Specialist Pastor +
2 000 +** Megachurch Coéll)l?lrritﬁon Purpose-built team of professional &

paraprofessional staff

* Average attendance at worship
services over one year

** Total average Sunday Attendance

(sum of all services)

Table 2.4: Size-Based Typology of Congregations

The upper limit for the small church was Rothauge's and the writer saw no need to

change it. It was also based on the belief that 50 was about the largest church which

would be relatively easy to run by a single pastor.
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The Small-To-Medium Church category was established because careful consideration
showed that this category was, in practice, a transitional one and an attendance of 150
seemed about the right cut-off point since this was the point at which the 'traditional’
church structure was close to full development. Other details are given in the detailed

descriptions in the next section.

The upper limit for the large church is the same as Rothauge's for his Corporation
Church ('500' - ignoring the ‘...and over’). The size of the very large church is equivalent
to Rothauge (1983: 1)'s upper limit of '...500 and over'. The size of the megachurch is not
comparable with the other figures because it is Karnes et al. (2005: 262)'s figure given as
the total Sunday attendance (at all services) which they state '...has become the accepted
figure'. As a comparison: the Rhema Bible Church annual report claims an average
Sunday attendance figure of 13 450 for 2008 (Rhema Bible Church North 2009: 11).
These last two categories were added for the sake of completeness. The final typology is

seen in Table 2.4

2.2.4.3. Detailed Description of the Categories

In this section, each of the categories in the typology will be discussed in some detail.
This study covers only congregational management functions but it was found necessary
to include a wider description of the various church type categories to keep the

discussions of congregational management in context.

The present study was not intended to involve any form of practical research and all the
descriptions of churches of the small church and higher categories are based largely on
information taken from local church and denominational websites primarily from the
United States. However, the existence of informal churches was discovered
serendipitously and the description of these churches is based on the follow-up to that

discovery. Similar considerations apply to the micro-church category.
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Comments on ‘structures’ and the like will be generally based on the centre of the size
category concerned and may not apply to either of the limits in particular cases. It bears

repeating that the limits of categories can never be hard-and-fast.

Finally it must be emphasized that all the congregation management personnel numbers
were determined assuming that all functions that could be outsourced were outsourced
and that even where work was done in-house, every effort would be made to outsource
parts of the work. The staff levels given are thus probably smaller than are found in
practice. The writer found that Parkinson's Law is still active in many South African

churches.

2.2.4.3.1. The Informal Church

This description is based wholly on a limited number of South African informal churches
seen by the present writer and anecdotal evidence from members of those churches
concerning other informal churches. No U.S. informal or micro-church websites were

found.

This category was added at the end of this survey even though it falls outside the scope of
this study, because it was believed the typology would be incomplete without it. Informal
churches are essentially amateur churches, usually started and run by untrained
amateurs - although the writer understands that some are run by failed or retired
ministers. A very few of these churches refer to themselves as House Churches or Cell
Churches but most encountered by the writer rejected either of these labels. This type of
church should not be confused with House (of the type described by Thurman 1979) or
Cell Churches (Comiskey 1997) which are part of the structure of larger, formal churches.
Although the number of these churches encountered was too small to constitute a good

sample, the writer did not find any tendency to gender bias in the selection of leaders;
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there were more male leaders than female, but the writer believes that this is a reflection

of the poor sample.

There are evidently a surprising number of these churches but obtaining details is
difficult and almost all information given here comes from second-hand, anecdotal
‘evidence’. The largest informal church of which the writer has heard, had 29 members,
but the median size would appear to be about 8-12. The theology expressed in informal
churches may be unorthodox, allegedly harking back to the early days of Christianity.
The writer heard reports of syncretic theologies apparently involving 'New Age' concepts
like the Great Goddess of Marija Gimbutas (Meskell 1995), but none of these could be

confirmed.

They meet usually in the houses of adherents but business premises or other places
which are convenient and available free or at very low cost are also used. The
congregational leader is always unpaid; costs are minimal and are usually settled on an
ad hoc basis by the congregational leader with contributions from members; the
meetings are a combination of simple prayer/worship meetings and social gatherings;
and liturgy - where it exists at all - is simple. Some, perhaps most, of these churches
arose out of Bible study or other religious gatherings; anecdotal evidence indicates that a
major factor in the starting of one of these informal churches is dissatisfaction with the
church(es) to which the ‘congregants’ of the informal churches originally belonged. Many
- but probably less than half - of these ‘congregants’ keep in touch with their former
churches or with new ones, and it seems likely that these fall into the Potential Member
category of their former or new church's congregation. While there is always a small drift
of new members into, and old members out of, an informal church, the core of the

congregation is surprisingly stable.
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It might be argued - as the writer has done - that these gatherings do not really represent
churches; they are simply informal gatherings of like-minded people. The invariable

answer from informal church members is ‘Matthew 18:2043.

2.2.4.3.2. The Micro-Church

This description is based wholly on a very limited number of South African new-planting
micro-churches and descriptions of new plantings in the popular literature.

In South Africa, micro-churches are very small churches which are most often local
gatherings of worshippers attached to larger churches. All the churches seen in the
present study which were not new plantings or declining once-larger churches were

attached to an African Initiated Church#4 (A.I.C.).

New plantings found in the present study were always controlled through the church
from which the planting was made. The congregation is usually enthusiastic with initially
high commitment. However, new plantings are probably the most likely of all churches
to decline rapidly. In the present study discussion with pastors and other congregants
indicated that at least half of new plantings were unsuccessful, and died after five or

fewer years.

Only one definitely declining new planting was seen during the present study; the
enthusiasm had drained from the congregants; minor conflict - rare in the new plantings
seen in this study - was evident; and the present writer felt that most members were

simply going through the motions. Within a year the micro-church had closed down.

43 ‘For where two or three are gathered together in my name, there am I in the midst of them.’
(Matt. 18:20 Holy Bible: King James Version)

44 Data was collected by direct observation of the very common ‘outdoor churches  associated
with A.I.C.s by driving around open areas in certain Johannesburg suburbs, but the study of these

very interesting groups was outside the scope of this research.
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The internal structure of new-planting micro-churches is almost always loose. Members
of the team tend to show initiative. In all the new-plantings seen, the pastors were all
graduates and overwhelmingly male. This may have been an artefact of the present
writer's search technique. It must also be pointed out that no new plantings by liberal
South African churches (the Anglican, Methodist and Presbyterian churches, for
example) were visited; the only new-plantings seen were from Charismatic or Baptist

churches.

Congregational management functions are invariably the responsibility of the pastors
although for the most part, pastors had little or no control over the source and sizing of
funding. Usually the principal congregational management functions are run through the

mother church. Services were often held in members’ houses or small business premises.

It must be pointed out here that the ‘mission’ of the new-planting micro-church is to
cease being a micro-church and move up the categories to the large or even mega-church
size. In most of the new plantings seen, the pastor's optimism is great. Planning in these

churches therefore is almost always based on the expectations of better times ahead.

Very little is known of declining micro-churches. The two churches seen by the writer in
this category were both under threat of fairly imminent closure. The structures of the
church, the congregational management and the churches' assets - especially the
buildings - all seemed to the outside observer to be relics of better times. Commitment

levels were generally low.

2.2.4.3.3. The Small Church

The Small Church is the first church to have some form of formal structure. Generally
the proportion of Social Lay Leadership and the Strongly Committed Groups is relatively

larger than in the higher categories of this typology. There is usually a greater sense of
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fellowship in the church and, as Dudley (2003: 9) says, ‘Small churches have a will to live
- against all odds’. The writer's observations generally confirmed these comments, but
sometimes there is an air of stridency, almost of defiant desperation in the websites of

such churches.

Most churches of this size have a single pastor. For the most part, they have a linear
structure with the pastor at the top and the congregation, in order of commitment
categories, below. This apparently strongly hierarchical structure is usually mitigated by
the nominal supervision of a church council and/or denominational oversight. The
effectiveness of the supervision and oversight is largely dependent on the character of the
pastor; a charismatic pastor who has the support of his congregation can easily override
attempts at control. This may or may not be healthy for the church. The deciding factor is

the relationship between the congregation and the pastor.

The physical church will fairly often be an informal building (say, an unused business
premise or a warehouse) in urban settings because of the high cost of land and
construction work; in some cases, a building may be acquired or donated and then
converted into a church. Purpose-built churches are not common unless the church is
attached to a larger denomination or the small church was once a medium or large
church. In rural areas, where costs are much lower, small churches commonly use

purpose-built accommodation.

The congregational management functions are almost always part of the pastor's
responsibility with aid from one or perhaps two multi-skilled employees who function as
receptionist, bookkeepers and general clerks4s who carry out the routine tasks but the
burden on the pastor can be heavy. The advent of computers has often had a salutary

effect on these churches, but often these useful devices are under-utilized only as

45 These staff would normally be non-professionals with only on-the-job or low level training.
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supplements to a manual system that is kept ‘because it works’. This system is changing
as younger, computer-literate pastors enter the church although at the moment the level

of computer-literacy is not high even in new graduates.

The provision of facilities to enable congregants to attend church - child care and

transport of people - would generally be done by volunteers.

2.2.4.3.4. The Small-To-Medium Church

The name of this category was chosen to reflect the writer's belief that this category is in
some ways a transitional one, that churches within this category are likely to retain
characteristics of the small church at the lower end and acquire characteristics of the
larger churches at the upper end. This size of church would usually have a purpose-built
or converted building; a church hall and possibly a senior pastor's residence might also
possibly be built although this building might have had to be done in stages, rather than
at one time. Older churches, built at a time of lower land and construction costs, tend to
have more sumptuous accommodation than ones built later although there are

exceptions to this.

The midpoint church size of this category is, in the present writer's opinion, the largest
that can be efficiently run by a single pastor; at the higher end of the category only a very
efficient pastor with non-professional help could cope. It can be seen from Table 2.3 that
the pastor with 150 active congregants will probably not have enough time to deal with
those congregants who need pastorate attention (for counselling and the like). Further
the increasingly heavy burden of administration is likely to prove too much for one
person. For this reason, churches with congregations larger than 100 generally have two,
possibly three, pastors. Non-stipendiary and/or part-time pastors may be used in the

junior position(s).

73



In this case, the senior pastor may retain overall responsibility for congregational
management and delegate some of the functions to a subordinate (in this case this
subordinate is likely to be the most junior) or the pastor's immediate subordinate may be
allocated all congregational management as part of his responsibilities since the amount
of congregational management work is unlikely to justify a full-time manager. The
congregational manager would normally be assisted by up to three or so non-
professional staff members. In a church with only two or three pastors, the pastors
would normally fill all functions of the pastorate at one time or another in the absence of
their senior(s), but these churches begin to show the specialization of pastors' duties
which will be a hallmark of later categories. In some cases multiple pastors might be

required to allow for increased diversity in churches.

At this point too, the development of the 'traditional’ church hierarchal structure is well

advanced. Relationships within the church staff become more formal.

This category is the first in which the familiar 'line and staff' (Brown & Golembiewski
1974; Belasco & Alutto 1969; Smit et al 1997: 241) church structure is reasonably well
developed. Line managers and personnel, usually the pastorate, carry out, and have
responsibility for, those activities which advance the main work of the church, or what
might be called the 'core functions' of the church. Their authority stems from their right
to make decisions and have these decisions implemented ‘down the chain of command’

(Smit et al 1999: 230-232, 241).

Staff functions are those functions, like accounting, human relations, clerical work,
building maintenance and the like, which are essential to the working of the church as an
organization but do not contribute directly to the core functions of the organization. Staff
managers and personnel carry out these functions and render advice and service to other
personnel, both in line and staff; their authority is derived from their professional

position and technical knowledge (Smit et al. 1999: 241).
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Where congregational management is one of the functions of a pastor, that pastor will
occupy a place in both the line and staff paths; this can lead to conflicts of interest (which

the line part usually wins) to the detriment of the church.

In this category and earlier categories, the line and the staff functions are not as sharply
separated as they will be in larger churches and often staff employees will encroach on
the responsibility of line managers. This is usually done by informal allocation of
authority on one or a few occasions by the senior pastor; the delegation of authority later
becomes hallowed by time and usage, especially if the encroaching employee is an old
‘valued’ employee. The problem is worsened if the pastor is weak enough to allow it to
continue. This is an unhealthy situation which can lead to conflict and increased staff
turnover. The writer has observed that this form of conflict is often interpreted as racism

or sexism in situations where appropriate conditions exist.

Facilities for congregants to enable congregants to attend church would normally be

provided by volunteers.

The congregation itself begins to change across the category. Up to the lower limit, the
proportion of the social lay leadership and the strongly committed membership in the
groups of churches has, for the most part, been relatively high, and the church has been
buoyed up by their enthusiasm. However with the increase in size, there is a fall in the
relative size of the most committed groups and an overall decline in enthusiasm as could
be predicted from the traditional Troeltsch-Weber church-sect model (Alston & Aguirre
1970: 63). The writer believes that there is a concomitant increase in size of the underlife

of the church which increases the potential for conflict. It must be pointed out here that
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there are many exceptions to this statement, almost all growing churches with a

dynamic, charismatic4® pastorate.

2.2.4.3.5. The Medium Church

Medium churches are generally of the traditional church model with the line/staff paths
fully developed. Except under the most favourable possible circumstances, this size of
church could not be run by a sole pastor. Although this was of course possible in the past,
the increased burden of modern living and, especially, the increased expectations of
modern congregations make it impossible in the writer's opinion. The problem is
exacerbated by the increased and increasing diversity of congregations in a multi-

cultural country like South. Africa.

The size of the pastorate will vary according to the needs of the church and its
congregation, constrained at present by the economic environment. It is likely though
that the church would have at least four pastors - senior pastor and three, possibly four
or more, others. Generally one of the junior pastors will be allocated the congregational
management function as one of his functions; as far as the writer could tell, most US
churches of this size would have the senior pastor's second-in-command as
congregational manager although the manager would certainly have other line

responsibilities, including acting for the senior pastor.

46 Tt is important not to confuse 'charisma’ with "popularity’. Charisma (as will be discussed later)
is the ability to draw in new people and retain old members even under adverse conditions; a
popular minister may be well-liked but cannot draw new and retain old members under poor
conditions. It used to be said in the writer's early adulthood that the difference between a
charismatic and a popular priest was the size of the congregation on a cold wet, Sunday morning;
the charismatic priest had a fair sized congregation while the merely popular minister had only

the usual hardy church stalwarts.
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The other junior pastors would probably have specific portfolios allocated to them as
well as their line pastoral responsibilities; New Ministry, Adult Religious Education,
Sunday School, special projects and the like. At this church size, each pastor would
probably have multiple responsibilities, because the individual portfolios would probably
not be sufficiently large to justify a person full-time. With the current financial climate in
the US following the 2008/9 Financial Crisis, churches are being forced to use

temporary staff, often part-time, to fill formerly full-time positions.

The church would likely be purpose-built, but the size and quality of the building would
depend on many factors including those discussed in the previous paragraph. Facilities
to enable congregants to attend church would normally be done by volunteers, but

transport - possibly in the form of a small bus - might be available.

The congregational management department would probably consist of the pastor
mentioned earlier plus a team of three to seven or more non-professionals. It is common

to find paraprofessionals47 in these positions in the U.S.

Again the overall commitment of church members declines but the relative decline
appears - at least to the writer - to be less than in the previous category. It almost
appears as if the decline was slowing and the satisfaction/dissatisfaction ratio was
reaching a plateau. This may, however, have been a misapprehension on the present
writer's part and/or an artefact of the samples and/or reasoning process. Many of the
websites of the larger churches in this category bore the unmistakable hallmarks of the

professional website constructor and the use of professional editors to shape the message

47 In the U.S., a paraprofessional is a person working in one of the professional fields (accounting,
medicine and the like) who are trained in the field but not qualified to act as full professionals;
they are normally highly trained assistants to the true professionals. In South Africa, the most

widely known paraprofessionals are the paramedics.
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that was displayed on the website. These professionals are skilled at manipulating the
message to give the most favourable interpretation even to the direst of events without

actually lying.

2.2.4.3.6. The Large Church

The large churches are in general organized like businesses; they have reached the
'corporation', possibly even the soulless, state decried by McConnell (1920: 16). The
church would almost always be purpose-built with many facilities like a church hall,
accommodation for the pastorate and the like. The church may well own facilities
detached from the main church for specialist functions like training, Sunday School and
so on. Increasing facilities for congregants, like child care, transport and so on, would be
available often staffed by properly qualified personnel, especially towards the upper size

limit.

The large church would have a multiple pastorate in which individual pastors would,
certainly at the upper limit, have individual portfolios with individual responsibilities
(New Ministry, Youth and so on). Many pastors, especially the senior pastor, would be
qualified at post-graduate, possibly doctoral, level. All but the most junior would have
received specialist training. Another feature would be the use of pastors qualified in
more than one field. The Music Director, for example, might be a normal pastor with
formal qualifications in the church music field. At lower church sizes, music direction
would probably be a subsidiary function of one of the pastors or even left in the hands of

sometimes unqualified, sometimes volunteer, lay person.

Although the congregational manager might well be in both line and staff, the manager
would normally be a senior employee - most often just below the senior pastor. Towards
the higher limit of the category, the manager would probably have formal qualifications
in management or related functions and be assisted by an increasingly well-qualified and

experienced team; at the upper limit some would be paraprofessionals, possibly even
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professionals. The staff-line functions would be well separated and possibly beginning to
ossify to rigidity. The enthusiasm present in the smaller churches where even accounting
staff felt the spirit of the enterprise would, at the upper limit, be almost gone.
Congregational management staff members are now just doing a job. Up to this point it
would be exceptional to find members of the team who were not also members of the
church, but from here onwards increasing numbers of staff are not affiliated with the
church. These staff members are hired for their ability; their religion is possibly a

secondary consideration.

The congregation has reached its full development, with the various levels of
commitment remaining similar to those of the medium church or still declining slowly.
Volunteerism is generally not high. Support for this church - judged on a person-by-
person basis - has usually ebbed to its lowest level and giving (in-church and pledging) is
the lowest - measured on a per capita basis - of any churches up to this point. The
underlife of the church has almost reached its maximum extent .It must be emphasized
at this point that the degree of enthusiasm and disaffection within a church depends on
many factors, the most important of which is the quality of the pastorate. Increasing size
is not inevitably accompanied by increasing disaffection, in a large proportion of the
congregation feeling detached and alienated as is shown by the fact that mega-churches,

which are by far the largest of all churches, are also amongst the most vital and effective.

One or more charismatic pastors, under the influence of the Holy Spirit, can work
wonders. There are any number of large Charismatic, especially Pentecostal and African

Initiated, churches to serve as evidence of that.

2.2.4.3.7. The Very Large Church

Very large churches are outside the terms of reference of this study but were added for

the sake of completeness.
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These churches always have a formal structure with the pastorate separated from the
direct congregational management function. The congregational managers in these
churches will often have that work as their only function although they may have limited
pastoral functions as well. In such churches, the congregational manager is not always
the second-in-command as it were, although the manager will almost always report to
the senior pastor or, less commonly, deputy senior pastor. Here the congregational
manager has become part of the staff and divorced from line responsibilities. In the U.S,
on occasion, non-pastoral personnel have been used to fill the congregational manager's
position; in the few examples seen by the writer the congregational manager in these

cases was always also a member of the church.

The congregational management team at this stage is a professional one, a mixture of
professional and/or paraprofessional workers with non-professional auxiliary workers.
The levels of responsibility - and revenue - have reached a point where only full trained
workers can fill the higher positions. Again, at this level, the religion of the workers are
not necessarily that of the church although in almost always all cases, workers are
contractually obliged to abide by the church's standards of conduct. Churches have to
take great care to avoid discrimination against their personnel; failure to do this can
result in problems with anti-discrimination law suits which can have expensive48

consequences.

48 As in, for example, the well-known case of Mr. Johan Strydom, a homosexual music teacher,
who was dismissed by the Moreleta Park NG Kerk for failing to uphold the church's standards by
having a same-sex relationship. The church was ordered to apologize and pay damages of
R87 000. A judgment of this order could easily bankrupt a small church (Church ordered to

apologise to gay music teacher (2008)).
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2.2.4.3.8. Megachurches49

Only one megachurch - the Rhema North Bible Church - was examined because this size
category is beyond the scope of this study. Rhema North is a beautifully crafted, richse,
lush, opulent, professionally run church. The physical church is attractive and well-
placed in well-maintained surroundings; it is easy of access, parking is simple to obtain
(for early arrivals) although the sheer number of people inevitably means that
latecomers have to park in the surrounding suburbs. The congregational management
team is completely professional and highly motivated - and skilled at not answering

questions.

The welcome given to visitors was by far the best the present writer received anywhere.
Everything is done to make people welcome - visitors and regular congregants alike. The
senior pastor, the Reverend Ray McCauley, is a skilled, charismatic preacher and comes
through to the large audience as being interested in each and every individual person. He
is a brilliant orator, free of the irritating rhetorical tricks that appear to be de rigueur in
certain churches. His message is short, straight-forward and forthright. He offers
certainty, consolation, and love. The honesty with which he talks is palpable. Better than
that, he offers the mercy of Christ and the path to salvation without equivocation. His

audience is moved, inspired - and entertained.

It's no wonder that his congregants have the highest overall commitment levels of any
church visited by the writer and that the average Sunday attendance is nearly 14 000
people. The Rhema Bible church is expensive for the visitor because it is almost
impossible to resist the appeals and blandishments confronting them. But, in the

commercial sense, Rhema gives value for money.

49 The figure of 2000+ given in Table 2.4 for attendance is the total Sunday attendance and is not
comparable with the other size figures noted.

50 Income in 2008 was R100 million.
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The point here is not that every church should aspire to become a Rhema church, but
that every church should make use of its limited resources to make their congregants'
visits to the church an exciting, enjoyable and - above all - rewarding experience. During
this study, the present writer all too often came out of a church and thought ‘What a

waste of time! Why did I bother to come here at all?’

2.3. The Life Cycle of a Congregation

Congregations are born; they grow; they mature and cease growing; they decline; and

then they die.
Maturity
Prime /' grapifity \ Maturity
Adolescence Aristocracy
Growth Decline
Infancy Bureaucracy
Birth Death

Figure 2.1: Life Cycle of a church
The figure (modified from Routhauge 1985: 3-8 and Saarinen 2001: 6) shows the stages
in a congregation’s life. The church is born in a surge of enthusiasm — perhaps through
the initiative and efforts of one person. The commitment of the tiny congregation is

boundless, with optimism for the future at the highest it will ever be.

Following its birth, the congregation enters Infancy. Not only is enthusiasm high but

the congregation has a strong instinct for survival. ‘The charisma of the founder
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continues to be the glue that brings people together and the congregation tends to be an
extension of his or her personality - enthusiastic but lacking in managerial ability’
(Saarinen 2001: 9). This begins to drag on the community and if allowed to continue,

could lead to lack of enthusiasm and a rapid decline.

As the congregation grows, it enters Adolescence and develops the need for greater
managerial and congregational support structures. A church council may, if it is part of
the denominational pattern, be set up. New ministries are developed; the gathering of
new members takes a more formalized approach with one or more teams specially set up
for this. The church is often burdened by heavy debts, which seem unsupportable but
initially enthusiasm and the ‘God will provide’ approach carries the church through.
Growth is high, possibly so high that the number of new members outruns the church’s
resources. At this point, the church is in the greatest danger it will be until the declining

stage.

The church now is critically dependent on the surrounding community. If the
community is growing, the church can use the community’s growth to fuel its own, but if
the community has ceased to grow (perhaps because of a recession like the one that
happened recently), the church may begin to decline or fail. The enthusiasm, ability and
charisma of the pastor will be one of the critical factors here (Saarinen 2001:11). Many
charismatic pastors are poor managers — which is why so many church start-ups fail.
This is much of a Catch-22 situation; an enthusiastic, charismatic pastor is required in
the start-up phase, but he/she must also be a good manager, able to balance probabilities
and to temper his enthusiasm before he/she destroys what is being built. The
congregational manager has to act to temper over-enthusiasm by pointing out the

problems of, say, taking on too much debt or of spending money the church hasn’t got.

Congregational management structures will be reasonably well developed for a small

church, but much, perhaps all, of the direction of that function will be in the hands of the
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pastor. This is not good for the congregation because one of the essential checks-and-

balances in the growing church is missing.

If the church gets through this stage, it grows until it enters its Prime. The congregation
is committed, enthusiastic, open to others and optimistic. It has developed its
congregational and management structures, it has learnt to carry out its mission — now
fully developed and articulated — efficiently, its growth, though beginning to slack off, is
still high. Congregational management is very close to its full development. ‘It is a
congregation that has learned creative use of the inherent conflicts between the visionary
and the pragmatic, the emotional and the rational. It is characterized by a redemptive
and creative oscillation between people concerns and program concerns, with a strong
sense of mission as the fulcrum’ (Saarinen 2001:11). The congregation is now at its peak;
church life for the congregants will never be as good again. Up to this stage, the church
could be, or could become, a congregation-centered church. From here onwards, the
church is increasingly dominated by the needs and desires of the pastorate and the ‘elite’

members of the congregation.

Growth begins to falter or cease and the congregation has now settled in to its Maturity.
Enthusiasm is still high; services, programs, missions and projects are still functioning
efficiently, and the church is usually full ... but commitment is down from its peak. The
church is a prestigious institution within the community, the pastor is involved within
the local community as a leading member of many civic projects and his opinion is
greatly respected. The church and its members appear ubiquitous in the community. The

decline of the congregation has, however, begun.

The next stage, the Aristocratic stage, is the Maturity stage gone, as it were, to the bad.
The decline is now fully underway. The church and congregation are busy, but it is an
unenthusiastic busyness. ‘The congregation at this stage takes on the characteristics of a

good ol’ boys club. Power and authority are jealously guarded ...". The congregation has
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become smaller and it is aging; young people are avoiding the church so there are few
small children around. Conversation within the congregation is often nostalgic about the
time when the church was bustling with activity and brimming over with enthusiasm.
The church strikes many within and outside the congregation as one that is being run
increasingly for the benefit of the pastorate and the ‘socially elite’ members of the
congregation; this is reflected in the decline of the number and types of projects,

missions and ministries.

The congregation has now entered the Bureaucracy stage. The openness of the
congregation in its Prime stage is gone. Rules and regulations are the prime way of
keeping order in the church. The senior pastor is now the senior bureaucrat. Fences are
built between functions. Congregational management is now hide-bound and ossified
into a rule-book; in this stage it is part of the problem and not the solution. The

congregation still exists but it is moribund.

The church endures a while longer, possibly only through an infusion of money and help
from the greater denomination, but the congregational decline continues with a smaller
and smaller number of people using the administrative facilities of the church. An
oversized congregational management department functions for a while and then stops.

The congregational manager turns out the light and locks the door for the last time.

Death has come to the congregation.

This description has been that of a ‘typical’ church. But there is no such thing as the
‘typical church’ because each church at any stage of its lifecycle is unique. What are not
unique, are the problems it will face. In its youth, the congregation faces the problems of
excess, of reaching too far, of trying to do too much with too little. ‘Essentially the factors

which contribute to the growth of the church can lead to its failure (Saarenin 2001:15).
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Its failures are failures born of good intentions; they are failures of commission rather

than omission.

The failures of the declining stage, however, are usually failures of omission. The
enthusiasm has gone and what remains is a sense that things should remain the same.
This produces a feeling of ossification, of the end of pleasure in going to the church. The
congregation feels that matters have been taken out of their hands, that they are no
longer valuable to the church. The church has drawn in on itself and is concerned only
with itself as an organization. There is little fellowship, little joy and less reason to come

to the church. And so people stop going.

The question of the leadership of the church and congregation will be discussed in the
next major section but it is convenient at this point to discuss leadership at the various
stages of the congregation’s life cycle. It must be pointed out here that decline, whether it
is due to over-enthusiasm or a lack of enthusiasm at any stage can be reversed.
Unfortunately these problems can only be overcome by changing the church leadership
because, in the writer’s experience at least, changing a leader’s character and personality
is far more difficult than any other way of reviving a dying church. Some leaders are
perfect for planting a church, but poor at running a thriving one. Other leaders are good
in times of quiet and stability but useless in a crisis. No leader, however charismatic and
skilled, can be good at everything. It is the duty of the church council for independent
churches, or the greater denomination in the case of denominational churches, to

recognize when a leader has reached their personal limits and replace them.

Rothauge (1985: 9-11) points out that a different type of leader is required at each major

stage of the congregation’s life.
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In the Birth stage, the leader must be a Catalyst to spark the enthusiasm, overcome the
obstacles, and energize the congregation. Congregants, even enthusiastic ones, at this

stage need to be pulled after a person who leads by example.

As the church is being formed and as the congregation grows, the pastor needs to
develop a sense of order within the church and congregations; projects and other
ventures have to be led to completion. Too many new plantings fail not because they
have too few members, but they have so many that the structures of the church are
overwhelmed and the church descends into chaos. The pastor needs, therefore, to be an

Organizer.

As the church reaches stability, the initial enthusiasm will be over. People have had
enough of the excessive excitement, of the feeling of being on the edge. They require that
the church functions well and efficiently, that worship is organized properly, that
management is sound and that they can devoted their time to the service of God rather
than to trying to get things to work. Here the leader needs to be a person who can run
complex structures, an Operator in fact. However, as Rothauge (1985: 9) says,
“stability’ becomes the first period of reshaping-in order to maintain vitality as well as
continuity. Consequently, the best ‘operator’ also will be a clever innovator.” This stage is
a turning point in the life of the congregation; the church can be revitalized, perhaps

taking a different direction or it can decline.

In the declining stage, congregants are aware of trouble. They notice the decline in the
number of their fellows; they see the over-sized church which is now too big for its
congregation. Many wonder if they themselves are not part of the cause. The pastorate is
demoralized and some move on to more fulfilling work; other are demotivated and their
work performance tends to drop off. Soon rumours of the church’s decline move through

the congregation; the rumour can so easily become a self-fulfilling prophecy. At this
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stage, the pastor needs to become a Healer5s'. The congregation requires revitalizing,

strengthening and turned into a direction of energy and creativity (Rothauge 1985:10).

If this did not happen and the death of the congregation becomes inevitable, the pastor
needs to encourage the congregation to accept this fact by offering support, even
encouraging some over-dependency to bolster up the congregation, by being, in effect, a
‘Parent’ so that the congregation dies with dignity and in the love and respect of its

remaining members.

2.4. Congregation and Congregants

Congregational managers maintain, or should maintain, two types of information on
congregants: demographics and personal information. The first is general information
about the congregation as a whole or about parts of it; the information covers groups not

individuals. Most of this information is not confidential.

The second is information specific to one person; it contains his or her personal details:
names, contact details, families, disabilities and the records of the individual's contacts
with the church (giving, counselling and the like). All of this information is confidential -

the degree of confidentiality depends on what the information is.

These two forms of information are acquired and should be treated in different ways; the

unifying guiding principle should be to avoid even the suggestion of privacy issues.

Both are critical to the performance of the congregational manager's tasks.

51 It is unlikely that a minister who has let the congregation get into this condition, will retain
enough of the congregation’s respect and confidence to be able to work a miracle and should

certainly be replaced.
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2.4.1. Demographics of the Congregation

In the general sense, the sense in which it is used in this study, the demographics of a
population may be defined as the characteristics of the members of that population. It
includes - along with many other characteristics - gender, ethnicity, language, age,
income, disabilities, education, occupation, and family status. The demographics are
essentially a measure of diversity, of differences in the population. An organization - like
the local church - seeking to serve the people of an area cannot serve effectively unless it
takes these differences into account. Service has to be tailored to suit the needs of the
people who require it; further the service has to be provided in a way that makes it
accessible, comprehensible and useful to the target population. There is, for example,
little point to providing extensive services aimed at young mothers, if the population
being served is an aging one with few young people; similarly there is no point in offering

services in English, if the population speaks mainly Zulu.

There is, however, even less point in assuming that diversity exists, providing services
tailored to it, and then finding out that the supposed diversity does not exist or the
services provided are not desired. About four years ago, a liberal church near the writer's
home, which had offered two Sunday morning 'traditional’ services in English at 08:30
and 10:00 for many years, began offering three worship services, in the hope of
attracting more diverse congregants to offset a continuing decline in numbers and an
aging congregation. Two of the new services were 'traditional’ services - in Afrikaans at
07:30 and in English at 09:00 - and the third was an English 'contemporary' services at

11:30.

52 Contemporary services are, in the writer's experience, more expensive than traditional services

largely because of the cost of providing suitable music.
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The new arrangements were expensive for the church because neither of the two pastors
at the church spoke Afrikaans well and a part-time Afrikaans pastor had to be hired.
After an initial sharp increase, total attendances settled down back to roughly 15% lower
than before. Enquiries by the writer showed that, over the many years of two English
services, the earlier service had become the 'preserve' of older congregants and the
second a de facto family service for younger people. The senior pastor knew of this, but
told the writer that it was felt that any losses of English people would be more than made
up by a gain in Afrikaners and young people; in any case, the pastor said, 'they'll have to

get used to it'.

This example illustrates the major problems associated with trying to exploit diversity
without proper preparation and taking care to involve all stakeholders meaningfully.

» Attempts to exploit non-existent diversity by churches invariably result in
(often expensive) failure;

» Before any diversity-based major changes are made, both diversity and
market surveys should be carried out to find out exactly what diversity
exists and, as importantly, to determine that any new services offered will
be adequately utilized by the target market; the writer also noticed that
market surveys usually overestimate possible usage of services so it is
probably wise not to plan services that the research shows to be just
above the lower limit of feasibility. Market segmentationss is all-

important;

53 Market segmentation is the process of dividing the general 'market’ (in this case all
congregants) into individual 'market segments' (groups of congregants) each with similar, distinct
needs so that services or products can be optimized for each segment. Clearly determining that
there are in fact any markets at all for a company’s products is a crucial part of this process

(modified from McDonald & Dunbar 2004:33-34)
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* Changes to long-standing arrangements should be made only with the
concurrence and cooperation of the congregation, the existing
stakeholders (Board 2010: 2). The church is a voluntary organization that
asks its congregants to pay to attend services; congregants are paying
customers and should be treated with respect and courtesy; and

* Changes should be introduced gradually and analyzed objectively at
intervals to be sure they are achieving what was intended and that they

are not alienating a church's current congregation

The preceding comments emphasize the problems that can occur if diversity is assumed
and it does not exist. Ignoring diversity also has costs because the church cannot make
the best use of its resources. Determining the diversity of the congregation then should
be the first, and arguably, the most important act of the congregational manager in

preparing his church for the future.

2.4.1.1. Determining Diversity in Congregation and Community

The first, important step in determining diversity in the congregation is ensure the
collection of information from new or potential members at the time of their first visit to
the church. A suitably worded, not too long, questionnaire should be handed to all and
sundry and should be readily available for use by congregants when their personal
details (births, marriages, children, and deaths for example) change. The second step is
gather and analyze all data available in the church's files. This can be a mammoth task,
but is an essential part of the congregational manager's job. If necessary, a proper filing
system should be set up; the present writer has outlined the setting up of such a system

(Mellody 1992).
Congregants move away, change churches, stop formal religious involvement or even die

so for a church to remain the same size - let alone grow - it is necessary to attract new

members, which involves drawing people in from the greater community surrounding
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the church. The congregational manager should therefore include in any congregational

diversity survey some provision for surveying the local community.

An initial diversity or, better, a demographic survey consists of six or seven stages:

1.

Determining if a survey is necessary at all. It may be that the information
sought is already present in the churches files (perhaps in the form of
membership forms or lists prepared for other uses). This is a critical step
because surveys are expensive and time-consuming - even if done 'in-
church';

Determining the purpose and depth of the survey (Brace 2004:7-13);
Determining the particular characteristics sought because it is usually
impractical to cover everything of interest;

Determining the methodology (the writer has observed that many small
organizations use a combination of searches for publicly available data
and one or more targeted market surveyss4);

Preparing the measuring instruments (Brace 2004) (at least two
instruments are usually prepared because the congregation instrument
would usually have different - or at least additional - questions to those
given to the larger community). It will probably be necessary to prepare
other instruments for follow up questions shortly after the survey and
after, say, a year or two to check for changes in opinion as a result of

changes in the church. The internal church survey could, for the sake of

54 These would usually be designed and carried out by the church itself, usually aided by

knowledgeable congregants. A richer church might use the services of one of the many

commercial market survey firms. A third, cheaper, compromise method is to use a university

lecturer (say) who specializes in market research to provide help and advice; such a lecturer

would be especially valuable in stages 4 to 6.
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convenience and lower cost, be combined with a congregant satisfactionss
survey of the type used in the hospitality industry (Pizam & Ellis 1999);

6. Analyzing, interpreting and synthesizing (Smith & Fletcher 2004) the
datas®; and, optionally,

7. Carrying out a market segmentation exercise.

It is not sufficient to carry out a single survey and rely on this for the indefinite future.
Follow-up surveys are sometimes necessary shortly after the main survey to answer
supplementary questions but usually follow-ups are scheduled after major changes in the
church or community or at intervals of a year or so. Between surveys, the congregational
manager must keep his finger on the pulse of the congregation through conversations

and discussion; even straw pollss” are useful at time.

Any amount of data can be collected, but it is useless unless the data is changed into
information filtered and synthesized to aid meaningful decision making. This means that
data should all be computerized. This raises the problem of computer-literacy in

churches.

In its 2008 annual report, Rhema Bible church - an organization with a gross income of
R100 million - boasted that ‘[t]Jhere was considerable focus on Pastors enrolling for

computer courses...' and ... the majority of staff is now computer literate ..." (Rhema

55 Customer satisfaction surveys have to be acted upon if they are to be successful.
56 A serious problem with church surveys is what Brace (2004: 181-2) refers to as the Social

Desirability Bias. Respondents to questionnaires select answers that are socially desirable rather

than the truth.
57 Used in this study to mean small, short polls with results intended only to provide indicators to
the solution of questions. They are generally not representative or binding but convey information

useful to the congregation manager.
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Bible Church North 2009: 12). This is the sort of boast that might have been heard in
industry twenty-five years ago, but to hear it from a major church in 2009 shows the

state of computer-literacy in the entire church.

The majority of older pastors encountered by the present writer were computer-illiterate.
Astonishingly, the writer even met a pastor who used the Facit NTK mechanical
calculator for all his Small Church accounts; these were then ‘typed’ up by his wife on a
new personal computer for presentation to the church board. Many of the younger
pastors are computer-literate only to the extent of being able to surf the Internet, to do
online social networking (like Facebook and Twitter), and to carry out simple word-
processing. A few could use spreadsheets. Almost none were familiar with customer
relations management software, accounting systems, statistical programs, the advanced
uses of word processors and spreadsheets, data mining software, database managers,
presentation software and the many types of other software available for the church

office.

On the other hand, the present writer came across relatively few administrative
personnel - especially the younger ones - who were not computer literate, at least in the
use of Office suites, accounting software and the like. While it is better for pastors to be
able to use computers to extract the data that they need, it is often sufficient to have the

pastor sit next to a computer-literate person and outline his requirements.

2.4.1.2. Using Demographics Data in the Church

Demographics are used in the church for two general purposes which are analogous to
those used in marketing. The church uses demographic data about its congregation to do
a segmentation of the congregation, isolate the major groups, determine the needs of the
congregation in terms of the major segments and tailor the church's services to those
major groups. There are two types of factor that will draw or allow people to go to

church: factors that are both ‘necessary and sufficient’ and factors that are ‘necessary but
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not sufficient’. An example of the first kind would be a powerful, charismatic pastor like,
for example, Billy Graham or the Reverend Ray McCauley. The latter's church started out
with a congregation of 13 people in McCauley's parent's home just over 30 years ago and
has now expanded to church with a total Sunday attendance of over 13 000 (Rhema
Bible Church North 2009: iii, 11). An example of the second type would be that of a
conservative Protestant young mother who needed childcare facilities before she could
attend a church; a nearby Anglican church might have a childcare facility which would be
the necessary part but it wouldn't be sufficient because the church's theology would be

anathema to her.

It is unwise for the congregational manager to place too much faith in being able to
increase attendance by changing the church. Generally the church would be able to
change only peripheral details to attract new members if it was not to alienate the old
ones. The best that could be done is to make the church more appealing (as outlined in
Section 2.1) and elsewhere, to change times of worship, provide childcare or transport
and so on to make it easier for people to attend. They could also change the format of the
worship services by having, say, 'contemporary' and 'traditional' services. The church
could build up its New Members ministry to give newcomers a stronger welcome, but it
is necessary to draw people to the church in the first place. Many liberal churches
attempt to make churches more inclusive but the writer has not found that these
attempts work, largely because the 'inclusive' usually means 'formerly disadvantaged

minorities', and in the nature of things, minorities are small in numbers.

The second use is in two parts, both of which concern the outside community in which
the church is situated. The church needs to know if and how it is possible to draw in new
members from the outside community to make up the members lost through migration,
cessation of formal religious involvement, death and the like. In some cases, for example,
the community may have changed so much that no significant intake from the

surrounding community is likely. In that case the church would have to draw people in
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from areas outside the surrounding one; unless access is easy, this is a difficult task at
best and usually requires that the church has a vibrant, charismatic pastorate. An
example of an area where major religious change has happened is the Johannesburg
suburb of Emmarentia where a Muslim community connected with the mosque near

Emmarentia Dam has sprung up. These cases are rare, but they do exist.

In any case, regardless of the religious make-up of a community, the church should be
widely involved, with other churches, denominations, or even other faiths. Churches
should respond in emergencies, join in local celebrations and resist the temptation to
turn every community contact into proselytisation. Mission has its place, but a church
must never use charity to further mission. This is simply taking advantage of others and
is, at best, unethical and is self-defeating because converts made in this way are very
often just rice Christians. It also destroys any attempt to build a place for the church in

the community outside of the sphere of religion.

The information that the church requires in detail depends on the specific uses to which
it will be put. The general data required will be age, income, race and ethnicity, gender,
language, marital status, family status, disabilities, educational attainment levels,
employment/unemployment status, mobilitys%, health, and mortality among others.
These characteristics will give the church an overall view of its congregation and the
community around it. In addition to these the church also needs details of the

distribution of religious groups within the area. Depending on the size of the area, any or

58 Mobility in this context means the ability to get around quickly and refers to ease of access to
and within the area via roads or public transport. It also refers to the presence of motor vehicles.
Is the area a fairly affluent one where most people have cars and can travel some distance to
church, or is it a poor one where people have to walk? In the former case, much will depend on
the attractiveness of the church; megachurch congregants may travel great distances but most

people prefer to go to a church in their general neighbourhood.
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all of these factors may vary across the church's draw-in area and it is necessary for the
church to establish the distribution of desirable (from the church marketing viewpoint)

characteristics across the area.

The church can establish its current draw-in area by plotting the position of its own
congregants on a map. It is not necessary to plot all, just those who live relatively far
from the church. Very often redrawing a 'ring' of the locations of congregants around the
church pinpoints areas where the church has few congregants. The congregational
manager uses this map, in conjunction with satellite images (Google Earth is a superb,
free resource for this), topographic maps and maps of the built environments9, to
determine if there are any natural topographic or geomorphologic boundaries to his area

and then locate areas where marketing of the church by, say, pamphlets and the like.

The importance of demographics for the church itself lies in the use of advertising.
Outside of the congregation, few people know much about a particular church. In most
areas, the writer believes, that is because people have no reason to care. The church is
just a building in their neighbourhood. So the church has to advertise itself, to bring
itself to people's attention strongly enough that people want to find out about the church.
The advertising has to be enticing enough to draw people in but not so exaggerated that

people are disappointed when they actually come to the church.

Advertising has been used (Joseph & Webb 2000: 20) to find a solution to the following
and other problems:
1. ‘Stemming membership decline

2. Identifying prospects and recruiting new members

59 The manmade part of the environment, which includes houses, buildings, transportation

infrastructure, sports facilities and all the other elements required for living.
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3. Building 'customer satisfaction' among current members without compromising
core religious principles, teachings and values

4. Developing or modifying programs, services and ministries to respond to the
spiritual and emotional needs of demographically or psychographically [sic]
diverse groups within a congregation

5. Increasing member involvement in church activities; encouraging volunteers

6. Increasing the average Sunday collection and formulating fundraising plans

7. Communicating with and inviting former members to re-join’ (list modified

slightly from Joseph & Webb 2000: 20)

It will be observed that, of Joseph & Webb's seven reasons, only one (number 2) deals
with external recruitment. The remainder deals with current or former members. The
advertising is not aimed so much at recruiting new members as in revitalizing current
ones. This is the way that all good, successful advertising campaigns work; true, they
draw in new buyers for the products advertised, but they also confirm old loyalties. They
revitalize and revivify the original consumer base and these customers attract new ones
as well. Joseph & Webb (2000: 21-22) citing other authors, point out that '...successful
church marketing must always include a systematic marketing effort directed to the
recruiting, motivating and managing of volunteers ... lifeblood of church ministry...". In
essence this form of internal advertising is directed towards the lower grades of
membership commitment groups, to spark the interest and involvement of the less
committed groups like the Occasional and Potential membership groups. Clearly to
revitalize the church in this way requires carefully focused advertising which in turn

requires demographic knowledge of the congregation as a whole.

It is not enough, though, to consider the congregants as a group and to advertise

extensively. The church has to make each individual feel welcome, comfortable and

valued within the church.

98



2.5. The Congregants

Thus far, congregants have been viewed in bulk or as members of relatively large groups.
In this short section, congregants will be viewed as individuals or as individuals in the

context of their immediate family.

Throughout this study, the writer was shocked - but not surprised - about how little
interest was taken of ordinary congregants. The reason for this, the writer believes, is
historical; until - perhaps twenty or thirty years ago - it was socially desirable in South
Africa and elsewhere for people to attend church. And in any case, people felt that, even
if they didn't really enjoy going to church, they were gaining salvation by doing so. Many
congregants had great loyalty to their church and pastors. Church-going was a habit so
that churches had what amounted to a captive audience. Further, being a member of the
pastorate was a prestige position; people revered and respected® ministers simply for
being ministers, not because of their personal attributes. This encouraged ministers to

develop a sense of entitlement, almost of arrogance.

Since then, going to church has become a voluntary activity and the reason why mainline
churches are dying in Britain and the United States is simply that people are opting out
of going to church because they have better, more enjoyable things to do. Kosmin &

Keysar®! (2009: Highlights) state simply:

‘American population self-identifies as predominantly Christian but Americans

are slowly becoming less Christian’

60 The present writer noted a tendency, especially in older churches, for the pastor to be shielded
from harsh realities. Pastors are promoted/given excessive raises, bought cars, allowed to use
church assets for private gain and the like, simply because they are ministers. This applied even to
ministers who were regarded as lazy or inadequate by the congregation.

61 This is the American Religious Identification Survey for 2008.
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and
‘The challenge to Christianity in the U.S. does not come from other religions but

rather from a rejection of all forms of organized religion’.

This does not mean that Americans are becoming less religious, simply that they are
finding other ways of expressing their religious feelings. Kosmin & Keysar (2009:

Highlights) state:

‘The historic Mainline churches and denominations have experienced the
steepest declines while the non-denominational Christian identity has been

trending upward particularly since 2001.’

The present writer believes that the solution here is essentially Customer Relationship
Management [CRM] (Winer 2001; Anderson & Kerr 2002), the art of making customers
feel welcome and comfortable, knowing that they are valued as individuals, that the
church regards all congregants as equally valuable, that the church treats every
congregant in the same way and that the congregant’s needs will be taken care of. Each
congregant needs to know that when he/she comes to the church, they will receive

exactly the same treatment as everybody else.

This can only be done if the pastorate and the church administration staff know their
congregation and the community in which they live, if they learn to know about the
people they come into contact with everyday, and at least recognize acquaintance with a
person they see often, but rarely speak to. The congregational manager must arrange a
suitable filing system in which congregants’ personal details and all details of their
contacts with the church are kept. Congregants should be asked to update their details
regularly and keep track of who does. The pastorate in particular needs to develop a
primary, human relationship (Dudley 203:48-49) with each one of the church’s

members. Dudley was talking about small churches, but the CRM method allows even
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large organizations with a large customer base, to develop almost personal relationships

with customers over a vast area. The local church has a much easier task.

The pastorate should for example mine community gossip to keep track of what is
happening there, keep good records of each member of the congregation and try to
augment those records as they can. They should be alert for changes in the
congregation’s families by arranging for volunteers®2 to keep the church informed about
changes in the lives of congregants: births, birthdays, marriages, injuries, sickness,
deaths, children’s problems, the loss of jobs and the myriad of other small events that
make up the life of a community. The church should respond, where appropriate, by
having a member of the pastorate or a member of a volunteer group telephone to offer
congratulations or condolences for important events, or to arrange hospital visitation
and the like. What must be avoided is the impression that the church is only interested in
the socially prominent members or rich donors in the congregation. The main thing is to
let every member of the congregation know that the church knows and cares about them

and that everyone is treated equally.

The next section of this study is on the church’s leadership and management but it will
continue the theme of maintaining good relationships both with individual congregants

and the congregation as a whole.

62 This would in fact be an ‘intelligence network’ to keep the pastorate in touch with the

congregation.
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3. Leadership and Management in the Church

The principal topic of this section is the leadership of the church, that is, of the pastorate
— especially the senior pastor — and of the role the congregational manager plays in
enabling the pastor to fulfill his job. The congregational manager acts as an adviser, as a
supplier of information and resources (human and financial) and, perhaps most

importantly, as one of the checks-and-balances in the church.

It is first necessary to define the use of ‘leader’ in this work. ‘Leader’ is used in a neutral
sense, without the all too common implication that a ‘leader’ is somehow better than a
manager. Leaders are defined by their followers. ‘A leader’ then, ‘is a person who has

followers’.

A discussion of ‘leadership’ and ‘management’ in the church invariably leads to a
discussion of the superiorities of the ‘leader’ over the mere ‘manager’. Bergh & Theron
(2003: Table 11.3, p. 213), for example, list characteristics of both types of worker: the
manager is described as a more hide-bound individual than the leader, who, these
workers allege, is more concerned with ideas than routine, a risk-taker, less formal, and
cares more about communicating vision than simply ‘monitoring results against plans’.
They describe effective leaders as requiring ‘vision, possessing a certain degree of
charisma and the ability to be a transformational leader’ (p. 214). A few lines later,
however, these workers say ‘[als effective management is required, it is necessary for
leaders to be successful managers’. Smit et al. (1997: 278) point out that ‘leadership is
one of the functions of management®s’. It can be seen therefore that leaders have to be
managers and managers have to be leaders; it is only the emphasis on the several

elements of their work that differs. Bartlett (quoted by Doh 2003:65) states:

63 The others are Planning, Organizing and Controlling. These three, while being mentioned

occasionally in this section will be dealt with more fully in the section on Church Administration.
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‘I think that the literature has created a false dichotomy. I guess it is useful
pedagogically, and so people talk about leadership as different from
management.... Good management is about achieving results through others and

I think that it always encompassed leadership.’

In this work — and in every successful company the present writer has seen — leaders and
managers are regarded as partners, unequal partners true but partners nonetheless. The
reason for the ‘unequal partnership’ is that one of the forms of leadership, the primary
form of leadership, concerns the core functions of the church, the church’s mission and
the reasons why the church exists at all; the second form of leadership concerns the
acquisition, supply and allocation of resources (essentially congregational management)
which allow the church’s core functions to be carried out. The pastor’s job is the heart of
the church because the pastor leads the congregation; congregational management may

be necessary, but it is not sufficient to carry out the reason for the church’s existence.

The leaders have to lead in two very different ways: they must be the leaders of the
church as an organization (that is, of the physical church, its assets and its employees)
and as the leaders of the congregation. These two functions require very different forms
of leadership skills. As leader of the church as an organization, a pastor requires (as
Bergh & Theron (2003:214) point out) a degree of charisma but the pastor has authority
and power over an employee which is quite independent of the charisma the pastor
possesses; the employee has to obey any legitimate order or risk becoming unemployed.
Here the congregational manager acts as manager in the fullest sense as the person to
whom some or almost all of the pastor’s organizational duties will be delegated®4, leaving

the pastor free to do the core job as the leader of the congregation.

64 This does not in any way relieve the pastor of overall responsibility for management; delegation

can only go so far.

103



As leader of the congregation, on the other hand, the pastor has no power over
congregants in the church. Thus, the pastor needs to be able to influence people who are
in their church voluntarily, who are able to find other things to do instead of going to
church, who would likely leave to go to another church if they were made unhappy and,
most importantly, who are being asked to pay for the privilege of attending the church
voluntarily. Thus pastors have to have enough charisma to retain congregants and to
draw in new congregants to replace the inevitable losses. Pastors as leader of the
congregation need quite different abilities from pastors as managers to carry out the
Church’s functions of Kerygma, Koinonia, Diakonia, Martyria, Didache and Leitourgia
(Benedict XVI 2005: para. 25a; Hunneshagen 2002:191; Heitink 1993: 278; Heyns &
Pieterse 1990: 13-15). Pastors need to be good preachers, sympathetic listeners with an
ability to knit diverse people together in fellowship, good missionaries both within and
outside the church, good teachers and skilled liturgists. It is almost as if pastors have to

have two professions, each of which requires persons with different skills sets®s.

Thus the pastor has to act in two very different ways. And thus, in the present writer’s
opinion, two separate models of leadership are required for the pastor to deal with the
two sides of the pastor’s job. The first model covers the pastor as a manager and the

second the pastor as church leader doing the ‘real work’ of the church.

The next major sections will cover the questions of leadership and management in the

church by pointing out the characteristics of each type and how these fit into the church

65 This type of dichotomy is usual in jobs which require a professional to control an institution as
its manager and to carry out activity in a very different discipline. Medical doctors running their
own practice, scientists in charge of research laboratories, geologists running field camps or

geology departments on mines all have the same problem as has been pointed out earlier.
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both as an organization and as the body-of-Christ. However it is first necessary to lay the

groundwork by discussing the question of power and authority in the church.

3.1. Authority-Power Relationships In the church

As Mellody & Theron (2006:114) point out the crux of the problem of church
management lies in the concepts of authority, power, responsibility and accountability
and these concepts must form the centre of a workable model of both the pastorate and
congregational management. First it is necessary to define four interrelated concepts:

authority, power, responsibility and accountability.

‘Authority’ denotes the right of a leader [or manager] to give commands to and demand
actions from subordinates’ while ‘power denotes the ability of a leader to influence the
behaviour of others without necessarily using his authority’ (Cronjé et al 1997:139). As
would be expected the question of authority in the church is a difficult one for an
organization that supposedly believes in the freedom of the individual .In the present
study, the dictum of Lavery (1967: 381)% — ‘Freedom as far as it is possible, constraint as

far as it is necessary' — will be used as a guide to the proper use of authority and power.

Power may be defined as ‘the possession of controlling influence’ and it is the ability to
ensure compliance with its possessor’s wishes. Power ‘to enforce compliance through
fear, whether psychological, emotional or physical’ is ‘coercive power’ (Cronjé et al
1997:139, 141) and ‘is more common in church circles than many will admit. Pastors, for
example, may be pressured by subtle threats from council members; rich donors may
have extra privileges within the church;” (Mellody and Theron 2006:115-116). Power
should always come with authority, but it can too easily be acquired informally and used

corruptly.

66 Lavery, a well-known Jesuit writer, meant this in the context of the Catholic church; this writer

has chosen to expand it using a much freer definition of ‘freedom’.
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Earlier it was pointed out that the members of the Lay Social Leaders can become over-
conscious of their status in the church, develop coercive power and can become arrogant
bullies. While this is most common in churches with weak leadership, it is present in all
churches to a lesser or greater extent. Power used badly always creates an unhealthy
situation and turns the evolution of the church to maladaptation. This is particularly the
case where the power is acquired informally (as in this example) because this power is
absolute power because it is power without responsibility and accountability; ‘[pJower
tends to corrupt and absolute power corrupts absolutely’ as Lord Acton put it in a letter

to Bishop Creighton.

Responsibility rests ‘on a leader executing a given task in accordance with instructions’
(Cronjé et al 1997:140). The leader — or individual concerned — is delegated the
authority/power and given the resources to do a task and the responsibility then is to do
that task both according to the instructions given and to the level required, say, by the
organization’s standards. Responsibility then requires that the pastor does the task in a
way that is compatible with a set of overriding ethical, moral or technical standards. If
the task does not conform to, say, the church’s policies and procedures and/or to the
moral, ethical and other standards that govern the Christian church, then the instruction

is illegitimate and the pastor should not carry out the task.

‘Accountability ... [is the] answerability of a person for the correct execution of a task
[that is] ... a person is rewarded for correct execution or penalized for faulty execution [of
the task]...” (Bell 1931:9). To be meaningful, ‘accountability’ requires that failure to obey
an instruction or to carry out the instruction correctly results in punishment; if this is not

the case, the person concerned cannot be regarded as having been held accountable.

For the leader or manager, the four concepts are necessarily interconnected. ‘Clearly,

authority and power are ... bound to responsibility and accountability because the

106



former two allow the manager to carry out a task, while the latter two induce him to

carry it out properly.” (Mellody & Theron (2006: 114).

The exercise of authority and power in the church is necessarily circumscribed by the fact
that the church is a voluntary organization. The leader must exercise authority with
discretion, especially if it is necessary to take measures within the church that are
unpopular with the congregation or a major part of it. In that case, the pastor concerned
has to balance the unpopularity, even opprobrium, that the action will bring against the
pastor’s own charisma — the ability to retain congregants even in adverse circumstances.
In any case, even in the most important circumstances, he has to try to convince rather
than to force - cooperation rather than conflict. This often makes leading difficult,
especially if pastors know or suspect that, though they may be popular, they are not
charismatic. In such cases, pastors may compromise in a way that satisfies no one. And
the health of the church suffers a blow. The congregational manager’s role here is to
advise the pastor on the approach to take in such a situation and to advise him of the
costs in resources and money; this requires a deep knowledge of the particular church

and of the ‘major’ congregants involved.

The problem is made even more difficult by the fact that all authority and most of the
power in the local church is, de facto, in the hands of the congregation. It might be
argued this is untrue, because particularly in the case of a denominational church, the
pastor’s authority comes through the bishops and/or other leaders of the church and
only they can dismiss him. Congregants, however, have the same power that all
consumers have, they can cease to ‘buy the product’ and leave the church®’ or, on a

lesser level, they can withhold contributions. Thus the church’s leaders, particularly in

67 As happened in the case investigated by Herman (1984); the congregation of an Anglican
church objected to some forms of ‘modernization’ and left the church, causing the congregation to

plummet from 250 members to 40.
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these days of declining congregations, are in the hands of the congregation. But which

part of the congregation?

The difficulty is that the pastor generally has no idea of the feeling throughout the church
on any particular issue; the pastor hears voices from the congregation but can rarely
know whether the voices are genuinely the voices of the church as a whole or whether
they are the voices of a small, but vocal minority who are at odds with the rest of the
congregation. If the pastor makes the wrong choice on an important matter, the church
could evolve and fail to adapt to the congregation’s wishes. Of course, there are occasions
when the vocal minority is right, perhaps for moral reasons; by opting to do the right
thing in such a case, the pastor has to accept a probably transient loss of popularity.
That’s why Dale (1997:58) argues: ‘{m]anagement experts agree that not-for-profits are
by far the most challenging organizations to administer. Since the church is both
spiritual organism and human organization, congregations are doubly difficult to

manage.’

The pastor then is faced with a dilemma, because strong church leadership is necessary
to guide the church, to control the use of influence by, say, socially prominent
congregants, generous donors (Lyon 1999:282) or even his denominational superiors, or
to prevent abuse of church property (Pollock 1996:61). But, on the other hand, a display
of strong leadership — especially if misdirected by a person who is not strongly

charismatic - might alienate an important segment of the congregation.

A common ‘solution’ in this case is a bad one; the pastor claims that a certain action has
to be taken because of a fiat of higher authority (say the local bishop or denominational
leader). Such an excuse diminishes the minister’s authority and risks embarrassment,
even censure, if congregants complain directly to diocesan or other authority. Authority
and power will ultimately always remain with the formal (appointed or elected)

management of the church or the denominational leadership since the authority of the
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pastorate in these cases is really borrowed authority, authority that can and sometimes
is, withdrawn at short notice. People often don’t mind bald-faced lies®8, or the little white
lies to avoid hurting a person, but lying about something important chips away at the
bond of trust that must exist between the pastorate and the congregation. The
congregational manager should therefore point these facts out to the pastor before the
deed if possible; failing this it, he/she must attempt to minimize the damage but without
compromising the trust that must also exist between the congregation and
congregational management. It must be emphasized yet again, that the congregational
manager’s primary duty is to the congregation as a whole, and if the pastor errs in this or
any other way, it is the congregation manager’s duty to correct the problem, discreetly if
possible, but must never aid in any form of cover-up. Sometimes the health of the church

can only be maintained by the application, as it were, of a cautery.

Thus although a pastor may appear to congregants to have unlimited authority and that
any action needed to improve the church’s heath can be taken by the pastor, in practice
the pastor’s power is constrained by circumstances and people, and most importantly, by
the limits of the pastor’s own personality. This has become a problem in many churches
facing the challenge of adapting to the modern world in a way that does not lead to
conflict, or at the worse an exodus of congregants. Only pastors with sufficient charisma
can ignore these limits and then only to a degree. As an adviser the congregational
manager has the duty to remind the pastor of the limitations of his authority, acting in

this instant, as one of the checks-and-balances within the church.

68 Bald-faced lies are lies told with no intention to deceive (often by politicians) because it is
common knowledge that what the speaker is saying is a lie (Sorensen 2007: 251). Sorensen
concludes ‘... that the apparent intensity of our disapproval of non-deceptive lies is a rhetorical

illusion’.
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3.2. Leadership in the Church

It has been pointed out above that the pastor and the congregational manager have to
work in tandem. In essence, the pastor may be thought — rather simplistically — as the
public face of the church while the congregational manager is the ‘man in the small back

room’® who keeps the church as an organization running.

3.2.1. Charisma and Leadership in the church

Many church managers accept the rationalized myth that, provided that people were
given the right training, experience and support, they can fill any position. This denies
the common experience in business that people have different talents and skills which fit
some people for jobs leading others, while other people have little or no leadership

ability and must use their talents in another field.

Bell (1931:i) points out that professions have three prerequisites for success — talento,
training and experience. He goes on to say that ‘the most difficult professions are ...
implies, the successful manager needs much talent, training and experience. Taking
Bell’s comments with those of Dale (1997:58), it is clear that congregational management
is no sinecure.” (Mellody & Theron 2006: 115). Bell’s comments may be extended by

saying it requires even more talent, training and experience to lead a church as a pastor.

This long preamble leads up to the simple statement that not everyone, however

intelligent or well-trained, is capable of leading a church”. Indeed, in the very nature of

69 To paraphrase the title of Nigel Balchin’s famous novel.

70 In the sense of ‘aptitude’

71 Even if they were, there would not be sufficient churches for them to manage. The writer gained
the definite impression that there was an oversupply of potential ministers in South Africa. There

is, however, very likely an undersupply of good potential pastors.
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things, most graduates in ministry, divinity or theology are not capable of leading a
church; based on the writer’s experience with young geology and mining graduates, he
suggests that the ratio is probably less than 1:50 for a medium church. Church
management all too often believes that ‘equal opportunity’ automatically translates into
‘equal performance’, appoints an unsuitable person to do a job, and then forever after
blames that person for being a failure. One of the problems in judging leadership is that
almost every one is convinced that, given the chance, they too could be leaders. Bernstein
(1998:269) points out that ‘[w]e like to believe that we are above average in skills,
intelligence, farsightedness, experience, refinement and leadership7’. The writer’s
experience is that charisma is thought of in the same way which would account for the
mutters of ‘discrimination’ that often arise when pastors with an over-inflated opinion of

themselves are passed over for promotion.

Further, different people have different levels and forms of talent for particular jobs. The
well-known Peter Principle”s (Peter & Hull 1969: 25) reflects this. What Peter suggests is
that an employee in a company (say) starts at the lowest level and by dint of doing a good
job, is promoted repeatedly until one day, the employee rises to a position where his
talents are insufficient, is unable to do the job and has thus reached his level of

incompetence.

It has been said that the important quality for a pastor is charisma; indeed, the writer
believes it to be the quality sine qua non. But how does one recognize charisma? Weber
(as will be shown later) believes that charisma is a built-in talent, something that is

probably inherited. Dupertuis (1986: 111) point out that most workers after Weber have

72 Present writer’s emphasis.
73 ‘In a hierarchy every employee tends to rise to his level of incompetence ... in time every post
tends to be occupied by an employee who is incompetent to carry out its duties ... Work is

accomplished by those employees who have not yet reached their level of incompetence.’
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accepted Shils’ ‘classic statement’ that ‘Charisma, then, is the quality which is imputed to
persons, actions, roles institutions, symbols and material objects because of their

presumed connection with 'ultimate,' 'fundamental,’ 'vital," order-determining powers’.

Dupertuis herself (p.122-124) considers ‘... the imputation of charisma is an active,
conscious, changing process which at least in religious settings involves non-cognitive,

modes of perception.’

Carlton-Ford (1992:365) shows that self-esteem is affected by the presence of a
charismatic leader, saying that ‘... the existence of a charismatic leader significantly
interacts with group rituals and group size in affecting group members' self-esteem.
Individual involvement in collective effervescence...’; he also states that interpersonal

power positively affects self-esteem even if there is no charismatic leader present.

In discussing charisma in organizational setting, Conger7+ et al. (2000: 747) point out a

number of the effects of charismatic leadership on followers. These are:

» Increased follower reverence and charismatic leadership.
» . Follower trust and satisfaction (the researchers indicate that these are mediated
through leader reverence.

» Followers' sense of collective identity and perceived group task performance.

Conger & Kanungo (1987) developed a model which relied on followers’ perceptions of
leadership behaviour. A brief description is given by Conger et al (2000: 748); here they
indicate that followers see the forms of behaviour by charismatic leaders as ‘expressions

of charisma’ and their behaviour indicates that such leaders and their missions are ‘are

74 These workers have also developed a scale, called the Conger-Kanungo charismatic leadership

scale (Conger et al. 2000: 747), for measuring charismatic leadership and its effects on followers.
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extraordinary. As such, individuals choose to follow such leaders in management settings

...[through] perceptions of their leader's extraordinary character’.

In any case, people recognize charisma in a person, suggesting that this is one of the
‘instincts’, that humans have evolved the ability — or, the writer believes, an increased
ability — to recognize and respond to charisma. The ‘response’ is obviously of particular
importance since there is little evolutionary point in recognizing a quality if no one is not
going to respond to it. Charisma may also relate to the possession of desirable objects;
Pinker (1997:499) points out that ‘[a]sset-holders, then, are not just seen as holders of
their assets. They exude an aura or charisma that makes people want to be in their

graces’.

Whether a person can learn charisma is a moot point. The writer believes not; this, he
believes is an innate ability, that (assuming Conger & Kanungo’s behavioural theory is
correct) some people have the ability to produce the behaviour that attracts followers.
Thus unless some method is found to duplicate this ability in another person (Dupertuis
1986) suggests there may be ways — complex and difficult ways in her estimation),

charismatic pastors are born and cannot be ‘made’ by training and/or experience.

Charismatic behaviour is also advantageous from the point of view of promotion through
the ranks. Grant & Bateman (2000: 72) point out that supervisors’ perceptions of the
ability of charismatic persons are likely to be more favourable than assessments of non-

charismatic persons.

‘Charisma’ is not, cannot possibly be, a dichotomous quality, because there are many
people who are able to attract followers in small numbers that probably reflect the
‘amount’ of charisma they have. Indeed Crant & Bateman (2000:63) state ‘...charismatic
leadership is found in varying degrees in managers throughout the organizational

hierarchy; it is not limited to world-class leaders’. Charisma may in fact be a nearly

113



universal quality; perhaps the ‘amount’ most people have is not significant in terms of its

effect on others.

Charisma, however, may not last. Blasi (1995:245), in discussing this, points out initially
the person was ‘ennobled by virtue of his own actions’ (Weber 1978:1139) but then
charisma declines until the person has only the ‘false’ or ‘office’ charisma which derives
from his office. Similarly a person with little charisma may inherit ‘office charisma’ from
occupying an office previously occupied by a charismatic person. In this way charisma
becomes ‘routinized’ as charismatic authority is replaced, after the leader’s death or
departure, by a bureaucracy controlled by a rationally established authority or by a
combination of traditional and bureaucratic authority’. Andelson (1980: 730, citing
Turner), points out that ‘[t]he rise of charismatic leaders and the routinization which
legitimizes their successors is ‘an endless series of negotiations among actors about
the assignment of meaning to the acts in which they jointly participate’. In a different
context, Berman (1986-7: 67-68) points out that the same thing happens in the arts as

charismatic persons are replaced by bureaucrats.

Some churches have a system that tacitly selects for charisma. The fast growing
Charismatic churches have such a system which has developed from the beginning of the
movement, to ‘select’ charismatic persons to participate in leadership. Perhaps here
‘select’ is the wrong word and ‘self-select’ is more correct in that the leaders chosen are
those who display charisma. In mainline churches, leaders are chosen for other
characteristics which may not be suitable for the church to which these pastors will be
sent. The present writer could not help but notice how strong was the commitment in
Charismatic churches, and how the sense that one obtained of congregant commitment

and belonging was very much greater in Charismatic churches than in, say, the mainline
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churches?s the writer visited; that this was true is confirmed by the work of McGaw
(1979). This worker compared charismatic church and a mainline church that were
similar in economic and other indicators, and showed that, not only was commitment
stronger, but there was ‘greater closure, strictness, consensus on authority, and social
cohesion’ in the charismatic than in the mainline church. Indeed in a later paper, McGaw
(1980: 299) showed the decline of mainline churches in the face of growing charismatic
churches may be attributed to ‘[the charismatic churches]'s vitality...” which results from

... its superior ability to provide meaning and belonging to its members’.

In summary, therefore, there is one important characteristic — charisma — that is
essential to the pastor. Churches in which the pastor is chosen for charisma increase
their congregants’ self-esteem, provide a powerful sense of belonging, and hence a
powerful sense of commitment to the church. They provide a warmth and fellowship that
is rare elsewhere. Their congregants feel that the church offers more than just a place to
visit, it provides a haven from the world. Congregants of charismatic churches gain
something every time they go to church, and come home feeling satisfied. Members of
some mainline churches, in most cases, do not gain these advantages; members of these
churches then do not feel satisfied but satisficed”® because they have, in truth, chosen

second-best.

The congregational manager, like all members of the church leadership and
management, will probably be aware of such problems within the church because of low

morale within the congregation. It is not the direct responsibility of the congregational

75 This could be a misapprehension because the sample size was very small. The popular
literature, however, bears out this suggestion.

76 Satisficing, Herbert A. Simon’s term, means ‘choosing an alternative that meets or exceeds
specified criteria, but that is not guaranteed to be unique or in any sense ‘the best.” (Callebut

2007:76).
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manager to deal with this problem, but it is his/her duty to ensure that this is known to
the pastorate — who often seek refuge in denialism - and suggest solutions that can be
implemented within the church’s resources. A ‘customer satisfaction survey’, carefully

conducted will certainly be required here.

It was said earlier that the church is an evolutionary organization (like all others which
have to adapt to changing circumstances) and that the leaders of some churches often
attempt to force the evolution in a direction which could be deleterious to the church
concerned. It is difficult to avoid the impression that the leaders of mainline churches

have mistakenly selected for the extinction of their own churches.

3.2.2. Models of Church Leadership

It must be stated here that there is no overall best, panacea-type leader for the church.
Different circumstances inevitably determine which type of leader is ‘best’ for a
particular church at a particular time in its lifecycle?”. The one point that has been made
is that the leader of the local church must have some degree of charisma. The leader
must be one who stands up above the crowd, who makes each congregant feel special,
who fosters self-esteem and who makes the church’s congregants proud to be a member
of the church?8. It will be obvious from the above and the remarks made earlier that the

general models used for leadership will be those of Weber.

However before going on to this, it is first instructive to consider a model that the writer
believes would be bad for the church — the ‘servant leader’ concept which is an excellent

example of the type of management/leadership models which are touted as panaceas,

77 The point has been discussed at some length in Sections 1 and 2.
78 This should always be checked by say a customer satisfaction survey; too many pastors develop
a ring of sycophants who mislead them by telling them what they want to hear rather than the

truth.
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‘universal cures’ for church management problems. It is a normative theory, and
therefore, by definition would seem suitable for a church. But this and other normative
theories make assumptions that cannot be upheld in the real world. For the church to
succeed, it has to treat people like people; it cannot start out with the assumption that

people can be persuaded to act like saints.

It is also a management fad. Management fads are the bane of a working manager’s life.

Gibson & Tesone (2001:132) state:

‘Management fads, like clothing fads, are cyclical in nature. They start out
quietly, attract a lot of attention, spread through adoption by people who want to
be in the in crowd, then often fade into obscurity as the adopters tire of the fad
and the effort to maintain it... Some fads, however, [become] ...so useful that they

become mainstays of our repertoire.’

There is a major difference between using a management fad — especially an untested
one — in a large organization and a church. The large organization can absorb the
deleterious effects of an ill-advised management system, because most people in the
organization will, once the implications of the system become clear, simply pay lip-
service to it until it fades into obscurity. For a church, which is an organization relying on
voluntary attendance by paying congregants, it is a different matter; if congregants don’t
like a new management style, they may object but more likely the less committed ones
will go to another church. The cost and the impact of failure can be catastrophic — not

the least to the reputation of the pastor who adopted it.

3.2.2.1. The Servant Leader

It is at least as important to discuss systems of leadership that are unsuitable for the
church as it is to discuss ones that are suitable. The ‘Servant Leader’ concept will be

discussed at some length, not because the concept itself is so useful, but because the
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assumptions it makes are contrary to people’s everyday experience. The concept assumes
that people will sacrifice their own interest in favour of others for extended periods. Its
application in the church, to the congregation, assumes that the congregation will keep
coming to a church where they get no positive joy, but simply the satisfaction of sacrifice.
The church’s experience has been the other way — if people aren’t given a positive reason

to go to church, they simply won’t go.

Lowder (2009:1), in a discussion of servant leadership vs. transformational leadership,
points out that servant leadership is more aligned to personal development, that is, to
the individual, while transformational management is oriented to organizational
development. The pastor’s work is not to deal with individuals but to be leader of an

organization (the congregation).

The ‘Servant Leader’ concept of leadership is one of the normative theories of leadership
which ° ... make ... normative commitments explicit by offering recommendations for
how leaders ought to behave [and] often identify good leadership with what thinkers
from Plato to Burns hold is necessary for leadership itself, namely, concern for the good
of followers.” (Goethals et al.2004:262). Matteson & Irving (2006) has compared two of
these theories (Servant and Self-Sacrificial Leadership), showing that there are
differences but also major similarities. This is true of all the normative theories

examined by this writer.

The problem that the writer finds with normative theories of leadership is that these
theories require leaders to treat ordinary people in an extraordinary way. Worse, the
theories require people to adopt strategies that are harmful to their own ambitions in

favour of someone else’s.
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During discussions - both in person and over the Internet - with pastors, ministers,
priests7 and laity, the writer was astonished by the amount of support given to the
Servant Leadership as the most desirable model for church management. In fact it was
difficult for the writer to avoid the belief that this mode of leadership was regarded as a

panacea, a ‘universal cure’ for the church’s ills.

The most striking thing that the writer noticed, however, was that every, single example
of servant leader mentioned — whether they were world leaders like Gandhi, Mother
Theresa, Martin Luther King Jr, or Billy Graham or the leaders of local churches — was a
charismatic person, judging by either publicly available knowledge or the description
given in the discussions. In fact the most common descriptions of local church Servant
Leaders were ‘charismatic’, ‘able to draw people to him’, ‘attracted members like flies’
and so on. Another surprising thing was that people described as ‘servant leaders’ were
overwhelmingly male; of the over two hundred local, not world, leaders discussed in this
context no more than twenty-seven were women. It suggests, therefore, that where the
‘servant church’ concept is apparently successful in a church, it is because the church
pays only lip service to the concept. Or it may be that only charismatic — probably only

very charismatic — leaders can apply the concept to large numbers of people at once.

The ‘servant leader’ concept was first proposed by Greenleaf in a 1970 essay (Greenleaf
2002). Much of the popularity of Greenleaf’s work seems, in the present writer’s
opinion, to stem from the quality of Greenleaf’s somewhat ‘purple prose’. He also
portrays, towards the end of his book, the ‘Servant Leader’ as a lone figure awaiting the
call to serve, almost as if the ‘servant leader’ is necessarily a person ahead of his time, an
appealing image for the would-be leader who is aging and has yet to ‘make the big time’.

For example: in the conclusion of his major work, Greenleaf says of the ‘Servant Leader:

79 Anglican priests. The three Catholic priests, with whom the writer has spoken, tended to

espouse a more dominating role.
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‘In the absence of solid evidence of such initiatives [being more hospitable to
servant leaders], servant leaders may stand alone, largely without the support of
their culture, as a saving remnant of those who care for both persons and
institutions, and who are determined to make their caring count-wherever they
are involved®. This brings them, as individuals, constantly to examine the
assumptions they live by. Thus, their leadership by example sustains trust.

They also serve who stand and wait. Milton’ (Greenleaf 2002: 342).

Is this the sort of leadership that would draw people into the church? Or would it be

more likely to drive them out?

The ‘Servant Leadership’ concept suggests that servant leaders succeed, in terms of
obtaining good results in their work, by focusing on the needs of their colleagues,
subordinates and the people they work for. They are leaders, who have the quality of
being able to listen to others and to translate what they hear into supportive help for
those others; they have empathy, persuasion, stewardship8' and personal growth; they
eschew the hierarchal approach, preferring to use cooperation and collaboration based
on empathy and trust, rather than the authority of position. Authority for the servant
leader is in fact earned by this cooperative approach. Their aim is to grow others and
thereby carry out the business of their organization through the work of others. This
illustrates the difference between applying the concept between the leader and a small
staff and applying the same concept to a congregation of several hundred. Techniques
that work well in the intimacy of an office are unlikely to work en masse in a crowded

church.

80 Greenleaf’s emphasis

81 This is emphatically NOT ‘stewardship’ in the sense of Mellody & Theron (2006).
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In fact:
‘...a true leader is one who is a servant first. He asserted that this leadership style
begins with the natural feeling that one wants to serve, to serve first. Then,
conscious choice brings one to aspire to lead. The best test asks, Do those served
grow as persons; do they, while being served, become healthier, wiser, more
autonomous, more likely themselves to become servants?’ (Bocarnea & Dimitrova

2010: 255).

Is this what congregants want and need? Are people going to come voluntarily and pay to
see a self-effacing church leader? Or do they want, quite rightly, an exciting church, one
that is bubbling over with enthusiasm? The truth is quite simply that to draw people into
the church, a church has to provide ‘value’ from the first moment a potential new

congregant enters it.

Greenleaf (2002), in the first three chapters of his book - “The Servant as Leader’ (p. 21-
61), ‘The Institution as Servant’ (p.62-103), and ‘Trustees as Servants’ (p. 104-146)
describes the major components of his theory. As would be expected, Greenleaf devotes
some time to discussing an organization — the church - in which he believes his theory
would be naturally applicable. Chapter VII in Greenleaf (2002: 231-261) contains the
application of the theory to the church. Servant Leadership parameters may be tested by
instruments like the Barbuto and Wheeler (2006) Servant Leadership Questionnaire.
The questionnaire (Dannhauer & Boshoff 2007: 149) has been tested in South Africa ‘in
an automobile retail organization with 100 dealerships spread across South Africa’ with

fair results.
The application of the ‘servant leadership’ principle in an organization is carried out by

what might be described as a trickledown process. The leader of the organization applies

the servant leadership concept to his immediate subordinates and colleagues, and these
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employees then introduce it to their immediate subordinates and so on. Like all

leadership modification techniques, constant reinforcement is necessary.

A widely known model of servant leadership (Patterson 2003) lists seven constructs
(agapao®z, love, humility, altruism, vision, trust, empowerment, and service) that can be
used to measure the effect of servant leadership in an organization. All of these are
necessary attributes for a healthy church, but the problem lies in the practical
application. A pastor needs to be able to work ‘in bulk’ as it were, to sway crowds as
Jesus and the great preachers since him did. The ‘servant leader’ concept is intensely
personal; it demands more than just passing contact between leader and follower. It
would be impractical to apply servant leadership principles to crowds of people, most of

whom visit the church only once a week at best.

The most obvious failing of the technique is that it assumes that the servant leader
concept is so compelling that it overcomes in some ways the normal ambitions that exist
in all members of an organization. It also assumes:

» That nearly everyone in an organization is committed to the long-term future of
that organization and have made at least a medium-term commitment to remain
with the organization In fact Drury (2004:1) in a quantitative study found that
‘...contrary to what the literature indicated, organizational commitment and
servant leadership had a statistically significant inverse relationship’. Using
servant leadership would weaken the commitment of congregants to the church;

» That they are prepared to serve as a preliminary to leadership;

82 Winston (2002) defined ‘agipao’ as ‘to love in a social or moral sense, embracing the judgment

and the deliberate assent of the will as a matter of principle, duty, and propriety’
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» That nearly everybody is honestly committed to applying the concept judiciously
and fairly®s;

» That everyone is both able and willing to be empathic and caring, to step aside
and to work through others; and

* Most importantly it assumes that few people will cheat and attempt to game the
system to get recognition for successes that were partly or wholly the work of
others. It is worth repeating here the comment of Smit et al. (1997: 277) that
‘Thus each person has a personal agenda which does not necessarily put the

interests of the business organization first.’.

These are not simply the characteristics of people that the writer has met during this
study or in his life in the world of work. Assumptions that ordinary human beings will
behave for lengthy periods in ways that benefit others rather than themselves must
certainly be questionable. Unfortunately, these types of assumptions are typical of

normative theories of leadership.

Even when the servant leadership principle is applied as an ‘official’ practice of a church,
there are doubts about its authenticity. Anderson (2005:1), however, has studied the
application of the servant leadership principle in the Latter Day Saints (Mormon/LDS)
church and found that her study ‘showed a significant correlation between self-
perceptions of servant leadership and individual employee job satisfaction.” This is
probably a function of the high level of commitment demanded of Mormons and the
strong social and peer pressures within the LDS for members to conform to the mores of
the church. It may not, therefore, represent the true position within the church. In any

case, the LDS represents a special case. On the other hand, Nelson (1993: Table 1)

83 Spears (2010: 27) states ‘[o]ne assumes the good intentions of co-workers and colleagues and
does not reject them as people, even when one may be forced to refuse to accept certain behaviors

or performance.’

123



regards the LDS as using Weber’s ‘Rational-Legal’ model which would be difficult to
reconcile with the ‘servant-leadership’ model that church allegedly uses. It may be that

the church changed between the two studies.

Much of the pressure to use this method in the church is, it seems to the writer, based at
least partly on the name of the concept which appears so suitable for the pastor. Some
workers seem to see the concept in the New Testament stories; Grant (2005: 72), for
example, points out ‘[u]nderpinning the New Testament paradigm of servant-leadership,
are words such as doulos, diakonos, leitourgos, latreuo, oiketes and hupertes’. There is
also allegedly a similarity between the concept and the way that Jesus worked in the
early part of His earthly ministry. Gray (2008) raises the same point about St. Paul in the
context of the leadership paradox of Philippians 2:5-11 in a discussion of management
theory which appears to be more mythical than practical. The present writer is unable to
convince himself that Gray’s frequent references to ‘chaos84’ in its scientific meaning
make any sense. Particular comments like ‘The paradox promoted by the Pauline model
of leadership is that under chaotic conditions the charismatic leader may not be as
effective as the subservient leader’ appear prima facie to show that Gray is confusing
‘chaotic’ in its ordinary meaning with the scientific use of the word which is deterministic
in meaning, and this casts considerable doubt on the main thesis which Gray is trying to

advance.

The writer does not believe that the servant leader concept would make sense to the
people of Jesus’ time. It is difficult for him to escape the feeling that the ‘Jesus as servant
leader’ concept is simply a grafting of modern sociological thinking onto Gospels written

nearly 1900 years before the ‘servant leader’ concept was created.

84 ‘Chaos is a technical expression for a specific type of irregular motion produced by a
deterministic system ... Chaos lies within a well-ordered structure and as such is not chaotic in the

ordinary sense of the word.” Kapitaniak & Bishop (1999: 38).
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3.2.3. Weber’s Leadership Models

Having discussed in detail a leadership model that would be bad for the church, it is
possible to consider other leadership models in this and the next section in the light of
the problems that were found with normative, self-sacrificing theories of management. It
should be pointed out that the difficulty the writer sees with ‘normative theories’ is not in
the ‘normative’ — which is an extreme desirable characteristic; it lies in the practical

application.

Perhaps the most well-known classification of ideal leadership types is that of Max
Weber in an essay entitled Politics as Vocation (Weber 1946: 77-121). This highly
influential essay of Weber’s and others like it, have perhaps had the greatest influence of
any writings on the subject of charisma in organizations. After 9o years, Weber’s theories
are still cited and argued over. In Politics as Vocation, originally given during the
German Revolution of 1918-19, immediately after the end of the First World War, Weber

divided ideal leadership authority types into three classes:

1. Traditional Leadership Authority: ‘First, the authority of the 'eternal
yesterday," i.e. of the mores sanctified through the unimaginably ancient
recognition and habitual orientation to conform. This is 'traditional' domination
exercised by the patriarch and the patrimonial prince of yore.’

2. Charismatic Leadership Authority: ‘There is the authority of the
extraordinary and personal gift of grace (charisma), the absolutely personal
devotion and personal confidence in revelation, heroism, or other qualities of
individual leadership. This is 'charismatic' domination, as exercised by the
prophet or - in the field of politics — by the elected war lord, the plebiscitarian
ruler, the great demagogue, or the political party leader.’

3. Legal Leadership Authority: ‘Finally, there is domination by virtue of
"legality,' by virtue of the belief in the validity of legal statute and functional

'competence' based on rationally created rules. In this case, obedience is expected
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in discharging statutory obligations. This is domination as exercised by the
modern 'servant of the state' and by all those bearers of power who in this respect

resemble him.” (Weber 1946: 79).

There is no doubt that the leaders of rapidly growing churches, like the Rhema Bible
Church, are of the powerfully charismatic type; this is certainly why they are so
successful — they are able to attract and retain followers. Most pastors met by the writer
fall into one of the other two classes as will be explained later, although many must have

— or had in the past — some charisma.

Weber wrote another essay (The Sociology of Charismatic Authority - Weber 1946: 245-
264) specifically on the charismatic leader. In describing the charismatic leader he

outlines charisma’s principal characteristics and hints at the dark side of this attribute.

‘Charisma knows only inner determination and inner restraint. The holder, of
charisma seizes the task that is adequate for him and demands obedience and a
following by virtue of his mission. His success determines whether he finds them.
His charismatic claim breaks down if his mission is not recognized by those to
whom he feels he has been sent. If they recognize him, he is their master — so
long as he knows how to maintain recognition through 'proving' himself. But he
does not derive his 'right' from their will, in the manner of an election. Rather,
the reverse holds: it is the duty of those to whom he addresses his mission to

recognize him as their charismatically qualified leader’ (Weber 1946:246-7).

Of course this is the extreme view of a charismatic leader; it has been shown previously
that charisma is not the reserve of world-class leaders but is much more widely spread.
One can, however, see how well it fits charismatic, evil men like Adolf Hitler and Jim
Jones of the Peoples Temple and Jonestown Massacre infamy (Richardson 1980). The

latter case shows that sincerity is not a necessary condition for a charismatic leader to be
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successful; Jim Jones was a communist although he preached the social gospel

(Wessinger 2000:31-33).

It was stated earlier that there was almost a presumption in the church that Jesus was a
‘servant leader’. In the writer’s opinion, there is a far greater resemblance between Jesus’
ministry and Weber’s charismatic leadership. He finds Weber’s description of Jesus
(Weber 1946: 245-264) far more realistic than that of ‘servant leader’ supporters. Jesus’
assembling of the disciples as, for example, in the ‘fishers of men’ encounter is typical of
Weber’s charismatic leader. Jesus simply called to them?®s, saying nothing about who He
was; He simply expected them to recognize His uniqueness®® and they did. Jesus Christ
appears in the Gospels as a powerfully charismatic leader who stood aside for no one; He
did almost everything himself. He was certainly capable of drawing His immediate
followers to Him - all charismatic leaders do that - but in the New Testament, He is
shown moving great crowds®’, not by personal contact, but by the sheer force of His
charisma. Each member of His audience of many thousands felt that He cared for them
in a very real way — this is the mark of a charismatic leader, not the stand-aside, work-
through-others, ‘servant leader’ of Greenleaf’s description. Only after His death and

resurrection, was the mission passed on the disciples.

85 Mar 1:16 Now as he walked by the sea of Galilee, he saw Simon and Andrew his brother casting
a net into the sea: for they were fishers.

Mar 1:17 And Jesus said unto them, Come ye after me, and I will make you to become fishers of
men. (Holy Bible: King James Version)

86 Weber (1946: 246-7) describes the charismatic leader as believing that ‘... it is the duty of those
to whom he addresses his mission to recognize him as their charismatically qualified leader’.

87 In Matthew 14:13—21, Mark 6:31-44, Luke 9:10-17 & John 6:5-15 Holy Bible: King James
Version), Jesus is described as feeding 5000 men with an unknown number of women and

children.
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Modern applications of Weber’s work to the church do not generally consider the darker
side. Nelson (1993), for example compared °...the Christian Congregations, the
Assemblies of God, and the Church of Jesus Christ of Latter Day Saints (LDS or
Mormon)88 in the U.S. and Brazil, each denomination typifying a different Weberian

type of authority but coexisting in the same social and institutional environment’.

Most older and not a few younger ministers, who the present writer has met, have, or
believe they have Traditional Leadership Authority. Often such pastors believe that the
mere fact of being a pastor confers on that person the right to respect, to authority and
power and to a ‘decent’ (affluent) lifestyle. The great problem with having this type of
authority is that, in these times of declining congregations, it can be very difficult to
accept that the time for traditional authority, for automatic respect, is gone and that
there is a need to change and evolve the church to adapt to the new world. Today’s
congregations do not — in this writer’s experience — give automatic respect to the

pastorate; they expect the pastorate to earn their respect.

The Legal Leadership Authority type is either not common in the church or it is too
difficult to distinguish from Traditional Leadership Authority in the context of the
working. Legalistic pastors abound, but most of these are quite clearly of the Traditional
type. None of those distinguished as having this type of authority by the writer were in
senior pastorate positions so it was not possible to determine who a church responds to

this type of leadership.

In certain situations at certain times, each form of authority — or some modification of it
- is the ‘best’ for a particular church at a particular time. There is a tendency by some

pastors and church leaders to assume that it is all or nothing. In this work, no such

88 The LDS was regarded as Rational-Legal, the Christian Congregations as Traditional and the

Assemblies of God as Charismatic (Nelson 1993: Table 1).
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assumption is made; the next section, though devoted principally to the Charismatic
Authority model, will show that all models have their uses and that there is no single

‘best’ model that covers all churches at all times

3.3. Leadership Styles and the Congregation

It was stated above that no one particular model of leadership was the best for all
churches. Stevens and Collins (1993: 116) point out that a leader’s style has to be
matched to the congregation. They quote a case in which a pastor ‘sought to be a servant
without leading. He was always asking his deacons and others what he could do to serve
them.” Unfortunately for the pastor the congregation wanted leadership, and he was
eventually forced out of the church by others taking over. This is of course an extreme
case: the pastor committed the ultimate sin by ‘refusing’ to do the job he was being paid

for.

A pastor new to a church has to tread carefully at first before rushing in to demonstrate
his leadership style. The previous pastor will have had a particular style which may or
may not have matched the congregation. Whether it matched or not, the congregation
will have developed certain expectations and will compare the new pastor’s style against
those expectations; more importantly, the congregation will also compare the new
pastor’s style to what it wants from the pastor. Lummis (2003: 2) points out that, in
hiring new ministers, ‘... churches are quite discriminating, with lay leaders often relying

heavily on their own experiences with a previous pastor or two’.

Lummis (2003: 2) lists a series of requirements that church members often require in
and from a pastor:

1. ‘Strong spiritual leader.

2. Commitment to parish ministry and ability to maintain boundaries.

Available, approachable, and warm pastor with good ‘people skills.’

&

4. Consensus builder, lay ministry coach and responsive leader.
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5. Entrepreneurial evangelists, innovators and transformational reflexive leaders.’

Very often in business, recruitment committees have — or are given — contradictory
requirements. The requirements listed here are not contradictory and sum up the ideal
pastor in many ways. These form a model to the aspiring or new pastor. Unfortunately,
in many cases, candidates know of such requirement lists and try to spoof the
recruitment committee or individual. The congregational manager must minimize this
possibility by providing full information on the candidate since it is often possible to
prepare a very good picture of the candidate from records and check if there are

inconsistencies between what the candidate says and what the record shows.

Congregations very often have other requirements as to what the pastor should be like:

1. Gender, race, marriage, and sexual orientation of clergy

2. Age, experience and job tenure of the pastor.

These types of requirement are often discriminatory — not always over the obvious points
like race. Lummis (2003: 2), for example, shows that ‘[1]aity often want a young married
pastor as a way to draw in young families, but also a pastor with experience’ which is

contradictory and the church might have to compromise.

Particular churches may have specific problems. The church may be recovering from a
scandal like the Ted Haggard scandal (Gorski et al. 2003) which devastated the
conservative 14 000 member Denver, Colorado, church when the pastor, Ted Haggard,
was accused of ‘drug-fuelled sex sessions’ with a male prostitute. Not only was the
church struck by the scandal but it was forced to make a ‘six-figure settlement’ with the
prostitute concerned (New Life Addresses NEWSCHANNEL 13 Investigation 2009).
Scandals of this magnitude are very rare but smaller ones are not and the incoming

pastor would need to tread carefully and take council with the rest of the pastorate
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(especially the congregational manager), the church council, and the lay leadership

before taking any steps at all.

People

1. Person Oriented 3. Total Involvement
High relationships/Low Tasks High relationships/High Tasks

2. Passive Involvement 4. Task Oriented
Low relationships/Low Tasks Low relationships/High Tasks

Tasks

Figure 3.1: Blake and Mouton’s Managerial Grid

That said, there are certain general conclusions that can be applied to a variety of
churches. The leadership requirements of churches depend very largely on five basic
characteristics:

e the size of the church;

* the health of the church (in terms of whether it is growing or declining);

» the stage of the congregation’s life cycle;

» the demographics of the congregation; and

» the state of feeling or morale within the church.
The overriding consideration is usually the size of the church as has been stated

elsewhere because it dictates the tasks that have to be done and the resources that will be

available to do them.
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Stevens & Collins (1993:64-68) describe four management styles based on Blake and
Mouton’s famous grid. The grid’s ordinates (y axis) shows increasing ‘concern for people’
and the abscissae (x axis) show increasing ‘concern for the task’. The four quadrants of

the grid define general styles:

1. The ‘person-oriented leadership’ (top left quadrant) — high relationships/low task
concerns (strong on monitoring personal relationships, and weak on getting the
job done);

2. The ‘task-oriented leadership’ (bottom right quadrant) — low relationships/high
task concerns (pushes the task without concern for the reactions of people);

3. The ‘passive involvement leadership’ (bottom left quadrant) - low
relationships/low task concerns (often referred to as the ‘opt-out’ style because
the leader’s involvement is mere observation); and

4. The ‘total involvement leadership’ (top right quadrant) - high relationships/high
task concerns. The present writer has always felt this style to be innately
contradictory but Stevens & Collins (1993:68) say the style assumes that the goals
of the church meet the needs of the people, and that the people are drawn in, fully
involved in the process. The likelihood of these assumptions being true anywhere,

especially in the multicultural African context, appears small.

Stevens & Collins (1993:62) refer to three inappropriate styles of management or
leadership — the dictator, the slave and the martyr; these styles are essentially the
ordinary meaning of the words. The dictator attempts to force compliance on the
congregation; the slave appears weak but may be strong, disguising strength by a facade
of weakness — working hard and ‘looking for sympathy’; while the martyr manipulates

people by playing on a sense of guilt induced by the martyr’s behaviour.

The pastor may meet the congregation or large groups of the congregation, or he/she

may meet individual congregants or small groups. Some forms of leadership have to be
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modified for dealing with limited numbers of people at close range or in special
situations. A form of situational leadership (Pienaar & Spoelstra 1991:3) usually has to be
employed in many situations if the pastor is not to look stilted, uncaring or even foolish;

the use of this form of leadership will be discussed later in this section.

For a small church, the pastor needs to adopt a leadership style which is both intimate
and detached. The pastor needs to gain the friendship of the congregation without
sacrificing dignity or weakening leadership. Many a young pastor has been too friendly
with certain congregants and has later paid for it when the ‘friends’ take advantage of

this to throw their weight around in the church.

‘Small churches’, said Dudley (2003: 9), ‘have a will to live’ and a vitality that few larger
churches can match. The congregation is more cohesive than larger churches; there is
rarely a significant underlife in the church. The pastor then has to adopt a leadership
style that emphasizes charisma; there is the need to draw on and maintain the intimacy
of the congregation. The style that is virtually mandatory for the small church is the
person-orientated style (top-left quadrant on the grid). It is helpful that the
administrative tasks of the leader are usually light enough for the pastor to spend much

of his time with people.

The small-to-medium church is, as indicated earlier, something of a transitional type of
organization. The pastor still needs to be a charismatic person, but gradually across the
category, the pastor’s ability to have close contact with all the members of the
congregation is reduced due to the sheer numbers involved. Although primarily people-
oriented, the pastor would probably be compelled to devote more time to tasks not

involving people.

In the medium church, the writer believes that the pastor would continue this trend by

becoming more and more detached from the congregation. The danger arises that the
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pastor’s behaviour may change and he/she loses true charisma to gain office charisma
which exposes him/her to a loss of affection and respect from the congregation. If the
pastor can ensure that he/she can have enough contact with the congregation in an
informal setting, this danger can be avoided. Involvement with congregational projects,
church visitations, visits to church groups like youth groups or Sunday School on a
regular, but informal basis all serve to keep the pastor in touch with the congregation.
The correct position for the medium church pastor is in the centre of the managerial

grid.

The pastor of the large or very large church is, almost necessarily, somewhat detached
from the congregation. It is no longer possible for the pastor to know more than a small
proportion of the flock. It is no longer possible to visit enough people after hours to make
up for the lack of informal contact at the church. The pastor’s position in the managerial
grid perforce moves towards the bottom right corner of the grid, into the task-oriented
block. To overcome this, the pastor needs relatively high charisma which needs to be
employed effectively through sermons designed (through their subject and delivery) to
draw the congregation together at worship services, which is the only place he/she is

likely to meet the congregation.

These forms of leadership are intended to deal with the congregation as a whole or in
large groups. A different attitude has to be adopted for dealing with small groups or
individuals, or with larger groups in special situations like natural disasters which cause
a whole congregation to be adversely affected. The pastor has to adopt a form of

leadership fitting the situation, that is, situational leadership has to be employed.

Situational or contingency leaders work on the premise that leadership has to be adapted
to the situation at hand because there is no ‘best’ method which will suit all occasions.
The leader has to assess the situation and adapt his management style to suit the

situation and the person(s) involved. Gale (2009: 132) point out that ‘... leaders must
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then work to integrate all [circumstances] into a solution that is most appropriate for a
specific circumstance’. This might mean a minor change in a usual method, or using an

entirely new approach.

Special circumstances, like bereavement, require special treatment at all times, but there
are many others, each of which has to be treated in a different way. Sometimes a display
of sympathy is a good thing, but at other times sympathy is actually harmful. The most
important point for the minister to remember is that he/she must be as honest and open
with congregants, because a hint of falsity or other inappropriate emotion is often
immediately detected even by grief-stricken people. The switching of leadership styles in

a way that seems natural and unforced is a very difficult technique to master.

In all these cases, the congregational manager’s work is to keep a check on the
congregation, constantly monitoring its reaction to events in the church, to initiatives
taken by the pastorate, and to the reactions of the congregation to changes within the
greater denomination and the enclosing community. It is essential that the pastorate be
kept in touch with the lives of the congregants so that the church can respond. There are
few things that bind the congregants closer to the church, than a pastorate which is
actively monitoring the lives of the congregants so that the pastorate can help or offer

sympathy in time of need.

3.4. Concluding Comments

This section has shown how the pastorate and the congregational manager should work
together. More than that though, it has shown that a healthy church stays that way only
through the cooperation of all parts of the church towards fulfilling the pastorate’s goal
of serving the congregation. It was said earlier — somewhat facetiously — that the pastor
was the public face of the church and the congregational manager was the ‘man in the
small back room’ who kept the church running. This is more true that many, non-

administrative workers can know. Few members of the congregation will have much to
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do with the church’s administration except as a contact with the pastorate, or when
things go wrong. The best form of administration is an administration which is normally

almost invisible, but is always there ready to help.

The next section will show how this is done.
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4. Administering the Church

Church administration is, of course, the main work of the congregational manager.
Indeed in some churches, this is acknowledged by using the title of ‘church

administrator’ instead of ‘congregational manager’. Mellody & Theron (2006: 112) state:

‘The close relationship between church and secular management has been
compellingly described by Brendan McGuire (quoted by Milicia 2005:15) when
he said ‘[flundamentally it’s the same, You deal with lots of different people who
have their own agendas and you have to keep everyone unified on the same

standard.’ But he adds, ‘... this standard is Jesus Christ.” ‘

The perceptive comment by McGuire is perhaps the key to the work of the
congregational manager in his task to establish and maintain the church’s health while at
the same time attempting to deal with the world around it. The church has to become, in
effect, a ‘business organization’ but, with guidance from the Holy Spirit, using Christ
Himself as the standard. Many churches in their haste to adopt modern methods and to
‘become part of the real world’ have forgotten that the church is dedicated to the
Kingdom of Jesus Christ and is not of this world. A church can change only so much
before it fails to meet the needs and wishes of its adherents; once it evolves beyond a
certain point in a direction away from Christ and His Word, a church loses touch with its

people and begins to decline.
Before continuing with the discussion of the congregational manager’s work, it is

necessary to discuss the church structure and where the congregational manager fits into

this.
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4.1. The Church Hierarchy

The organogram8® shows the structure of a fictional, but realistic church. Almost all
churches are hierarchal. Indeed, in spite of attempts to develop ‘flat-structured’
organizations in recent years, the structure of organizations appears, at least to the
writer, to be as hierarchical (or even more so) than organizations were half-a-century ago
when he first started work. Even the somewhat risible organizational format, called the
‘chaordic’ organization, invented by Dee Hock (Hock 1999)% which supposedly
represents a blending of ‘chaotic’ (in the scientific sense) and ‘ordered’ behaviour
eventually settles down into what appears to the writer to be a normal hierarchal

organization.

A structured organization, though it is often rigid, has the advantage that all members of
the organization using it know where they fit into the organization, who would be likely
to know what, who to approach to get particular tasks performed. More importantly each
individual knows what the organization expects. It is far easier for a newcomer to fit into
a structured organization than an open one. The important point about structure in a
church is that it helps the congregants to find the right person to deal with any problems

they might have.

89 The organogram is a diagram showing the hierarchal relations in the church. Essentially, it
shows lines of responsibility linked with lines of authority.

90 This was another, briefly lived, management fad which curiously (see Gray 2008) seems
attractive to researchers in church management. Hock, like Gray, appears to confuse ‘chaotic’ in
the scientific sense (which deals with an ordered, deterministic state) with the word used in its

ordinary meaning.
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Figure 4.1 Hypothetical Church Organogram

Each column represents a different set of functions, with different reporting
relationships, responsibilities, authority and power. The ‘Line’ column is always the most
important, since it proceeds directly from the leader of the church, the senior pastor;
each person on the list has direct authority over those below; where a general pastor is a
specialized pastor (say, the music director) as his subordinate, the specialized pastor will
still have positional or professional authority because of his specialization. In many
cases, specialized pastors report to their immediate superior on ordinary matters, but to
the senior pastor or, usually, his deputy on professional matters. This is particularly
applicable to the music director/pastor. Although this organogram shows that all but the
last pastor has authority over the one below, in many churches most of the junior pastors

are on an equal footing.

The line functions are the core functions of the church, the functions which bear directly

on the reasons for the church’s very existence. Often, where there are two or more chains

139



of command, the line proceeding directly from the pastor is called the ‘main line’ in

recognition of its overriding importance.

The staff functions are auxiliary functions within the church. The staff group normally
has administrative relationships with all members of the church staff and the
congregants because the staff administers the church. They carry out the human
relations work for the entire church, control the maintenance and buildings, supervise
the upkeep of the ground, and the like. Because of the importance of the work, the
congregational manager would usually report directly to the senior pastor or, at the very
least, to his deputy. Sometimes the most junior pastor is given the work of
congregational management, but this is rare because the congregational manager needs
a certain degree of authority to be able to function. The congregational manager has
direct control, subject to the overriding authority of the senior pastor, over the staff in
Congregational Management. In some cases, members of the staff will have positional
and/or professional authority, allowing them positional or professional autonomy.
Chartered accountants, for example, have at least two levels of responsibility before the

church; the first is to the law and the second is to the ethics of their profession.

Conflicts between staff (as the advisers) and line (as the doers) employees are common.
As Dalton (1950: 343) said : ‘...there is often much conflict between industrial staff and

line [groups] and in varying degrees the members of these [groups] oppose each other’.

It is unusual to show the ‘volunteers’ sections in the organogram as if they were part of
the church’s staff. However, most churches rely on volunteer staff very heavily and it
seems reasonable to include them here. The administration of volunteers will be deal

with later.

4.2. Administration
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The work of the congregational manager as administrator is essentially that of the
manager of an organization whose functions then would be the four traditional ones
which may be combined under the acronym of POLC — planning, organizing, leading and
controlling. It is worth pointing out at this point that the manager will almost always be
in charge of checking standards, at least for routine work around the organization. To
make this possible a complete list of standards, filed in some easy to reference manner, is
an absolute requirement. Equally important is a set of policies and procedures for
dealing with many aspects of the church’s activities. There are legal requirements in
South Africa that organizations should keep certain types of records — especially for
employment and other similar purposes — in this case the congregational manager would
be wise to use an experienced labour consultant to prepare a list of these records; it may
be expensive initially, but the long term saving could be substantial. All employees and
other appropriate persons should be required to read the policies and procedures and

steps should be taken to ensure that these people are kept apprised of changes.

The overall strategies of the church will generally be set by the pastorate%, the church
council (or equivalent) in conjunction with the congregation in the ideal case, although
in practice the congregation is often bypassed and the strategic objectives all-too-often
become compromises between competing factions within the pastorate and council. This
should not be so. ‘Strategic Planning’, as Mann (2005) points out, is ‘Spiritual Practice’.

Further she suggests:

‘[wlhile the holy conversation’ of strategic planning is itself a spiritual practice
and may contain particular spiritual disciplines, there is yet a third way that
strategic planning and spiritual practice might interact. Strategic planning is

sometimes the setting in which received spiritual practices are refashioned to

91 Hopefully in compliance with the requirements of the greater denomination.
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address emerging needs. Diana Butler Bass has called this process re-

traditioning9>

The decisions that come out of the strategic planning sessions, which should be held at
no greater than yearly intervals so that the church’s strategy may be evolved to ensure
that it reflects major changes in the internal and external environment of the church,
affect the life of a church for years to come. Because of this Bullard (1983) recommends
the use of outside consultants in church strategic planning. The congregational manager,
as collector, allocator and controller of resources, will almost always be involved with
strategic planning, and the results of the planning will set the course of his work for the
next year at least. Strategic planning is not only important for its own sake, but also for
the insight it gives the planners and the congregational manager into the church and into
the the thought processes of its managers. Mintzberg (1994:114) states that strategic
planning has taught managers much 'about how organizations function and how
managers do and don't cope with that functioning; most significantly, it has told us about

how we think as human beings and that sometimes we stop thinking.'

The balanced scorecard, a strategic performance management tool and standard
structured report, which is used by managers to monitor activities by their staff and
monitor the consequences of the actions, has been widely used in non-profit
organizations (Ronchetti 2006). This worker (p. 32-33) prepared a balanced score
suggestion for the widely used Rick Warren’s (1995) Purpose-Driven Church model for

religious organizations.

Planning and organizing are strongly related. Planning (Cronje et al 2000:119-129), in

general, combines the task of meeting the long-term goals of the organization — say. over

92 Changing the secular tradition of strategic planning as what might be called a business practice

from a secular tradition to a spiritual one more in keeping with the churches role.
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a five year period - through a series of short-term (usually one year) operational plans
which intended to perform the necessary maintenance of the organization and meeting
those long-term goals which fall within the time period covered by the operational plan;
the plan needs to contain some provision for reviewing the long-term objective and

strategies to see that they are still both realistic and feasible.

One of the great temptations of short-term operational plans is to deviate from the
master, strategic plan in order to accelerate progress in meeting one or more short-term
objectives. This can result in a series of decision which are small in themselves but the
sum total of those decisions is to force the church in a direction which moves it away
from its major goals or which lands it with an increasing debt burden. Haraldsson et al.
(2008) refer to this as the ‘tyranny of small decisions’ (following Kahn 1966 whose work
dealt, partly, with the effect of decisions on the consumer) and said ‘A carefully designed
policy, based on good intentions and careful planning, simply turns out to be powerless

when it comes to dealing’ with the problem of the tyranny of small decisions.

Kahn himself states ‘The ‘smallness’ of the decisive, individual transactions - their
limited size, scope and time-perspective - can, it is argued, be a source of
misallocations...” and that ¢ ... the contribution influence of the smallness of the
controlling decisions ‘ possibly requires the substitution of ‘... a ‘large’ [decision] for a
piecemeal accumulation of small decisions’. Orr (1979: 50) even out that the ‘tyranny of
small decisions’ may well be increasing the risks in modern life as a whole where
humans, by a series of small careless, decisions, increase the risk of catastrophe. The
present writer, like many others, is strongly convinced that the greatest problem of our
time — global warming — is the results of millions of small, unconsidered decisions, made

without considering the larger view of the earth’s ecology as a whole.

At each stage of the plan consideration has to be given to the resources available. The

goals or objectives are important in any organization, but especially churches, because
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these ensure ‘guidance and unanimity’ (Cronje et al 2000:123) and tell the planners what
to plan for. Organizing, essentially, is the allocation of resources, the determination of
working methods and the scheduling of work; it involves the building of structures which

define duties and establish procedures.

‘Leading’ and ‘controlling’ are also closely related. The former involves directing people
to, and in, their tasks and motivating them to carry out the tasks correctly and efficiently
to the standards set by the church, within overall Christian ethical practice. The
congregational manager, who will be dealing with non-pastoral employees in the main
and will therefore have power over them, will still require some charisma, some ability to
draw the best out of people if results are to be the best rather than just the minimum that
the employee feels able to get away with. The congregational manager must strive to
inculcate an attitude of respect for the work itself. Controlling is essentially the acts of
managing the use of resources to carry out tasks, efficiently, thus driving the

organization to achieving its goals.

Having discussed what the manager has to do, it is now possible to see what skills the
manager needs. First of all the manager needs conceptual skills, the ability to take a
holistic, objective view of the organization and its environment especially in times of
change (Katsioloudes et al. 2004:240). How broad a view is needed depends on the level

of the manager, but all managers need this skill.

All church staff members who come into contact with the congregation need good
interpersonal skills, the congregational manager no less than others. However, the
congregational manager needs to be able to deal with employees in such a way that
members of a church staff feel that they are part of an organization that cares for them —
even if the employees are not members of the church, or even of the Christian faith. All
employees must be motivated to do their best for the organization even though (as stated

earlier) they may have personal agendas which are not compatible with those of the
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church. This includes making the congregational management department, a safe
working area, free of harassment and bullying. The congregational manager must have
the confidence of his/her staff in arguments with the pastorate and other line officials;
he/she must back up her staff so that if they are in the right he/she supports them fully,
otherwise he/she corrects the problem. The congregational manager must never allow
feuds or ‘bad blood’ within the department or between members of his/her department

and the pastorate, other employees or, especially, the congregation.

In dealings with the congregation, the congregational manager must behave as a pastor
dealing with people who can be irrational and unreasonable at time. He/she must make
allowances but maintain the dignity of his/her office. He/she must at all times be
cognizant of the need to ensure that even under the most trying circumstances,

congregants feel welcome and comfortable.

Ideally if a congregant has a problem involving congregational management, the
problem should be sorted out and smoothed over as quickly as possible; if there has been
conflict, the congregational manager should endeavour to deal with it in such a way that
the congregant (and the employee(s)) involved come to look upon the incident as just a
small ‘family tiff. A church which has simmering feuds, however small these may be,
cannot be considered healthy. Such conflict very often results from weak discipline in the
congregational management department which allows key or skilled staff to acquire

unacceptable coercive power.

One of the problems noticed by the present writer to which he took great exception, is
the ignorance that congregational manager who are pastors often display when dealing
with the technical activities of their department. On many occasions the writer has heard
pastors say ‘I don’t understand technical things, I just leave everything to So-and-So
who’s trained to deal with it.” This leads the pastor to rely excessively on the

professionals, paraprofessionals or other staff they employ. This is dangerous, not only
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because it indicates that the congregational manager is doing his job in a sloppy,
slipshod way, but it opens the door to fraud, to theft (usually of money) and to
carelessness which inevitably results in loss to the church. Recently the writer was told of
a fraud case involving fake invoices and payments to a company set up by a church
employee; in many cases, the fake invoices were countersigned by the pastor, though he

evidently had no knowledge of the fraud.

This means that the manager should know enough about everything being done in his or
her department to be able to check the worker, or — at a pinch — be able to do replace
almost any worker for a short time. He or she must be an auditor and should preferably
learn at least some of the ways of the internal auditor as detailed, say, in Pickett (2005)’s
little condensed volume which is perhaps ideally suited for the task in the church.
Duncan & Stocks 2003: 213) say ‘[a]lthough the concept of internal control is as relevant
to churches as it is to profit-seeking organizations, many authors have indicated that
churches typically have weak systems of internal control'. This not only encourages fraud
but more importantly, it deprives a pastor of the control needed. Of course, the pastor is
occasionally a criminal as the case of the Rev. Donald Ouellette and the US$250 000
stolen from the Immaculate Conception Church in Worchester (USA) (O’Brien 2003).
Here O’Brien quotes a church official as saying ‘loose bookkeeping down at the Chancery
(in Worcester). You would have thought after a year of not paying anything back that
would have raised some flags, but apparently not.” This event shows the effect that weak

controls have on the larcenous.

Management and technical skills are all important ones. A course ‘aimed at empowering
church leaders’ (Ntshinga 2005) was put together some years ago by the African

Federation of Churches9, the University of Johannesburg, Unisa and the Gauteng

93 The African Independent Churches were involved with this initiative which does not appear to

have yielded a great deal of fruit, especially in more affluent areas.
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Department of Health (churches often work closely with efforts to deal with the

HIV/AIDS problems) to put together a course). Milicia (2005) points out that the

Catholic Church has also taken heed of this problem. And has encourages pastors to

learn the methods of ‘the modern business world’. The role (and limitations on the role)

of the laity are discussed at length in USCCB [2004]. This article is particularly

important for its emphasis of the pastoral duty of oversight.

The congregational manager has to play three overriding roles to do his part in keeping

the church healthy.

1.

Take decisions: This is the primary duty of all managers — to take decisions
beyond the competence or responsibility level of subordinates on simple or
difficult matters); these decisions may be apparently short-term ones or ones
which could affect the church’s objectives or mission. In every case, the decisions
have to be taken holistically, and bearing in mind the ‘tyranny of small decisions.
The congregational manager will almost always be reasoning under uncertainty
in this case; it often seemed to the writer, that the more important the decision
was, the greater the uncertainty. Here the manager must always use the evidence
based approach, considering the church’s health in the same way that a medical
doctor would consider the health of a patient (Glasziou & Del Mar 2003). While
the need of evidence-based medicine is immediately apparent in the medical
profession, too many pastors rely too heavily on their own experience, training
and prejudices and fail to use the bad experiences of others to avoid problems;
many frequently make decisions irrationally because of pique or other even less
acceptable reasons. Adhering, as far as possible, to an evidence-based approach
applies a discipline to pastors which allows them to make better choices.

Interpersonal relationships: the manager has to deal with superiors,
subordinates, members of the congregation and outsiders like contractors,
ministers and congregants from other areas. ‘In each case the manager’s tasks

will be different and will require different skills; he may need to convince a
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superior of the need for extra financial resources, bolster the confidence of a
subordinate ... [comfort and counsel a bereaved congregant], or take a tough line
with a delinquent contractor.” (Mellody 2005:3)94.

3. Information: the manager must develop an extensive information network
within the church and the greater community to ensure that all available
information is used to bolster up decisions taken. This topic has been mentioned

earlier, and will be dealt with in more detail below.

4.3. The Church’s Resources

Mellody & Theron (2006: 109) point out that all churches like all organizations have four
types of resources: human, physical, financial and informational. Most of these resources
have been dealt with piecemeal throughout this whole work — especially in the section on
the congregation. Only the human, physical and informational resources will be dealt

with here.

The raising and allocation of financial resources have been widely discussed throughout
this work and a summary in this section would serve little purpose. It suffices to say that
the congregational manager has a special duty of care where financial resources are
concerned. The congregational manager will not often be in charge of making
investments because this is usually reserved for the church leadership, most often acting
with the help of a professional investment adviser. He/she must however scrutinize any

investments made to be sure that they are secure and above-board.

No one is completely immune to temptation, including church pastors. De Bruin (2005)

describes the case of Jan Niemand, an Apostolic Faith Mission (A.F.M.) pastor with 17

94 This note was on interpersonal relations in the geological exploration office but it applies to
many organizations run by professionals acting both as professionals in a particular field and

managers of an organization.
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years of service with the A.F.M. church, who was caught for his part in a fraud case
involving ‘millions of rands, raised under the cover of Christianity and Christian

services’.

The congregational manager will normally deal with the collection of dividends and this
should be done openly. If any employee becomes secretive about money or investments,
steps should be taken to find out why because secrecy is a red flag for fraud. Similarly if
there is an employee who deals with money never takes leave and is always on hand to do
transaction, and most importantly resents ‘interference’ in his/her work, an investigation
should be launched because these behaviours are indicators that something is wrong

(Coenen 2008: 36-39).

All church administration, especially that part of it dealing with money, should always be

computerized and all members of staff, except labourers, should be computer literate.

4.3.1. Human Relations Management

The church’s employees, volunteers and the congregation constitute the church’s human
resources. Mellody and Theron (2006:109) omitted the congregation from their list
designedly, reasoning that the congregation were the customers and shareholders of the
church, and, therefore, could not be classed with the church’s resources. This reasoning
was mistaken; on further reflection the present writer realised that the congregation was

in fact the greatest resource the church had.

This is not simply because the church derives its income from the congregation, or that
the congregation is ultimately the reason for the church’s existence. It is because the
church is an organization with products that are largely intangible; the feedback from the
congregation, the input of the congregation into church life, the fellowship stemming

from the congregation and the three-sided interaction between the pastorate, the
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congregation and the greater community around it are vitally necessary to the church’s

raison d’étre.

Expenditure Range (%)
Charity 1-5% (2%)*
Buildings and Grounds 16-28% (20%)*
Debt Servicing 9-31% (19%)*
Personnel (all categories) 26-62% (54%)*
Church Operations 3-11% (9%)*
Ministries & Missions 6-23% (11%)*
*Mean value%

Table 4.1: U.S. Church Expenditure

A church which does not stir its people, which has a congregation viewed as ‘passive
consumers of religion’ is a church which, though it may look alive, is in fact drifting along
semi-moribund. It has evolved itself onto a path that leads to extinction. A church revival
is often attributed to the ‘charismatic’ pastor who dragged the congregation out of their
lethargy. This is wrong; such a pastor has simply awakened the natural feelings for the
church that existed in the congregation and that may well have been suppressed by poor

pastorate/congregation relations in the past.

The congregation has already been dealt earlier. Here this study will deal with the
employees. Church employees generally consist of the pastorate (who are by far the most
expensive workers) and the administration staff who may be professionals,
paraprofessionals or workers who have had either a little training or have learnt ‘on the

job.

95 These mean figures will, obviously, not total to 100% because each average is drawn from a
different population. The average applies only to the characteristic concerned and cannot be used

out of that context.
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The figures, extracted from the information on the 219 churches mentioned in Section I
show as has been said elsewhere in this work, that the cost of human resources was by
far the greatest single item in the budgets of almost any which. It was pointed out earlier
that the Rhema Bible church spent 59% of income in 2007 and 52% in 2008; an attempt
was being made to lower this cost to 45% in 2009 (Rhema Bible Church North 2009: 8-
9). For most churches, the attitude is taken that the pastors are the heart of the church

and the church has to pay what it must to attract them.

Most churches face a dilemma: it is easy to get pastors, the difficulty is to get good
pastors who are valuable and churches like to retain them. Does a church hire a less
suitable person in the hope that that person will grow into the job and develop the
charisma and experience that is required for the job? This is a difficult prospect because
if the pastor is an arrant failure, the labour laws in South Africa make it very difficult to
dismiss even very poorly performing or unsuitable staff. The use of short term contracts,

now so popular among churches, is a very weak reed to rely on.

The congregational manager, who would usually be responsible the actual hiring of
people selected by the pastor and other church leaders, must undertake the often
difficult task of checking that people hired are what they say they are, that their
qualifications are genuine, that there are no suspicious gaps in their records, that they
have no police record and that all their references are checked. All too often, people are
hired on a whim because, say, they seem to have the same ethos as the church, but later
problems emerge and the church has to go through the always difficult task of dismissing

the person or living with a unsatisfactory employee.
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The other staff are, usually, much less expensive than the pastorate?® and may be on
different conditions which exclude medical aid or pensions; in this case the workers are
usually given a wage that contains an additional amount for these items so that workers
can purchase their own. However, the cost of employees is at least 50%97 higher than
their basic wage because of the cost of medical aid, pension, and other fringe benefits like
housing and vehicle allowances. Unfortunately many churches are locked into
unrealistic, poorly worded contracts which cost the church far more than was intended.
Promises are made by the church in the expectation of particular income levels by
pledging and so on and may be unrealistic. In one case seen by the writer, a pastor was
promised an annual increase of 10% over inflation; the church intended that this should
be 10% of the Consumer Price Index (CPI)%8; the pastor read this as 10 percentage points
above inflation, which, using the example in the footnote, would be 20%; the pastor’s
wage more than doubled?’ over the five years he was with the church. Abuse is another,
often excessive cost for the church. A prime source of abuse (Pollock 1996:61) is the use

of church property, most often vehicles and office equipment.

Other expenses associated with employees are the need to keep accurate records,

administration of payments (especially wages'*©), maintenance of benefits provided

96 The very limited information the writer has been able to get on South African churches indicate
that the wages of the pastorate are, on average, triple the wages of the other workers. This figure
must be viewed with caution because ‘average wage’ includes that of labourers who are poorly
paid and rarely get benefits.

97 This is a standard, rule of thumb, given to the writer by several medium-sized South African
companies’ human relations managers. It was not possible to obtain figures for actual costs.

98 That is if CPI was 10%, the pastor would receive a raise of 11%.

99 Increases are of course compound interest as it were.

100 Payrolls are often difficult and cumbersome to administer — even for relatively small staffs.

Fortunately, most of these functions can be outsourced.
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through external companies!, housing, the possible need to provide temporary
replacements for staff during holidays (including maternity or paternity leave) or illness

and many other factors.

All of the points raised above should once again have raised doubts about the position of
the church as an employer, and emphasized the need to keep employee numbers down to
the minimum necessary. Outsourcing is probably the best way to reduce the number of
administration employees (as has been indicated above); another method is to greater
use of volunteers (see the next section). Volunteers could be used much more widely in
the church, at higher levels in the same way that this is done in the U.S. Baird (1870:10)
foresaw this need; indeed he states that volunteers often want either too much or too

little. He says:

‘They want sometimes to take the charge of the parish off the clergyman's
shoulders altogether; sometimes they have such a pious horror of trenching upon
the ministerial office that they are practically of little use. These difficulties
however, though troublesome, are not insurmountable, and are rapidly

disappearing as clergy and laity come to know each other better.’

These comments from 1870 echo those that the writer found, 140 years later, from South

African clergy during the present study when asked about ‘volunteers’. A recurring theme

101 Except for churches which were part of one of the very largest denominations, employee
benefits were usually provided as a cash allowance which allowed the employees to make their
own arrangements or membership is arranged for some individual or group membership schemes
of commercial medical aid schemes or pension funds. Initially, the writer understands, pensions
in South African churches were of the defined benefit kind; latterly almost all churches have
changed to, or have introduced, defined contribution schemes. This has been the source of much

unhappiness.
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was that the clergy shouldn’t get too familiar with volunteers, because ‘familiarity breeds

contempt’.

4.3.1.1. Volunteer Workers

In larger churches, there are six levels of volunteer workers:

1.

2.

The Social Lay Leaders (Barker 1934);

Trained volunteers who work with children and other vulnerable people
(childcare, Sunday School, Youth Group and similar workers). These volunteers
must be carefully vetted and trained. Some churches only accept people for these
positions if their jobs involved children or other vulnerable people.

Trained volunteers who will not work with vulnerable people (members of the
choir, musical instruments players and so on).

General volunteers who have a variety of tasks which require little or no training.
Occasional volunteers who can be called upon for one-off tasks where labour is
required.

Specialist volunteers who can be relied upon to provide specialized help

occasionally.

The leaders of the volunteer groups would often be drawn from the social lay leadership

mentioned in the Section on the congregation. In spite of the importance of volunteers in

many churches, they are often treated shabbily and churches which act this way have a

high turnover in volunteers. Baxter (2005), in a study of the volunteer culture of Liberty

Church?02, Tulsa (OK), found that:

1.

‘Volunteers Need to be Treated as Equally as [sic] the Paid Staff

2. Volunteers Need to be Recognized and Rewarded

102 Ljiberty Church produces high levels of volunteers who occupy fairly senior (for laity) positions

in the church.
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3. Volunteers Need to be Given Serious Levels of Responsibility

4. The Vision of the Organization Must be Clear and Communicated Regularly to
the Volunteers

5. The Paid Staff Must be Willing to Accept and Respect Volunteer Co-workers

6. Volunteers Need to Have Clear Job Descriptions or Clear Assignments

7. Volunteers Need to be Able to spend Time With Others in the Organization to

Develop Relationships and Trust’.

Giving volunteers responsibility would generally be impossible for most churches in
South Africa because with ‘responsibility’ comes ‘accountability’ and a volunteer cannot
be held accountable because it is not possible to apply sanctions if the volunteer goes

astray. But the rest of the conditions appear perfectly reasonable.

Hoge et al. (1998: 479) found that in some cases up to 50% of congregants in certain U.S.
churches volunteer time to help the church, although the amount varied considerably.
Members of the Assemblies of God (a Charismatic church) and the Baptists volunteer the
most hours, the Lutherans and Presbyterians came next with the Catholics last.
Congregants with higher education and income volunteer more often than others.
Volunteering is strongly associated with church attendance and participation in other
church activities. Turnover of volunteers can be high and surveys the writer has seen that
were done in such cases are very often critical of the church and the church’s staff, the
major complaint being that they are not treated with respect. Skoglund (2006:201)
reports similar complaints from health volunteers in the U.S.; she also reports that the

principal motive for volunteering is because the volunteers like helping people.

The administrative work for a volunteer is not much less than that for paid labour.
Volunteers, regardless of the work they are going to do, must be carefully vetted. Full
details, with documentary proof in the form of identity documents, of their names,

accommodation, education and so on must be made. And full records should be kept in a
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confidential, secure filing system. Persons who are to work with children or other
vulnerable persons must be checked to see if they have police records and should
preferably have a medical examination. Full details of all work, attendance at the church
with dates, workplaces, fellow workers, details of any incidents and other details must be
kept. If volunteers are to use dangerous equipment on church property, the relevant
insurance cover must be taken out as is the case if volunteers are to drive church
vehicles. If necessary, care must be taken over occupational health issues. If volunteers
are paid in any way (for expenses, say) full receipts are required. In some cases the South

African Revenue Service may need to be informed.

Volunteers should be surveyed at least twice yearly, and after any incident within the
volunteer program. Questionnaires should include, in addition to general questions, ones
on problems encountered, staff-volunteer relations, relationships within the volunteer

groups, bullying and harassment, and problems with congregants.

4.3.2.Asset Management

The church’s assets consist of moveable and fixed property and the value of the property
(Iess the remaining parts of any mortgages) is almost always the church’s greatest form
of collateral. The church buildings and their maintenance have been dealt with earlier.
Here it suffices to say that a major portion of the administrative work in the church is
concerned with the church’s buildings and real estate. Table 4.1 shows that the cost of
maintaining the church grounds and buildings is about 20% of income for churches in
the U.S. although this is expected to be lower in this country because of the availability of
(relatively) cheap manual labour. The other major cost usually connected with buildings

is the cost of servicing mortgages'©s. Many U.S. churches are heavily mortgaged and are

103 This is usually the item which requires the greatest debt servicing. The other major item is the

church’s equipment, especially vehicles.
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paying the price for this since the recession started in the U.S. Banjo (2011) points out

that ‘[t]he number of religious facilities unable to pay their mortgage is surging’.

The famous Family Christian Centre (Orangevale, CA) started by pastors Rich and Lindy
Oliver had a spurt of growth from a few hundreds in the 1990s to 650 in 2002. They
borrowed U.S. $ 2.4 million to build a 1000-seater church and social centre. In 2006,
housing prices tumbled, there was a surge in unemployment, some congregants moved
away while others cut their giving sharply. The church went bankrupt and the pastors
restarted their church in a rented shop (Banjo 2011). South African churches, particular
the independent ones, have been lucky that the situation never got as bad in this country,
but the situation of too many U.S. churches provides a warning to South African

churches.

To avoid this type of problem, the congregational manager has to act cautiously.
Generally, the role of the congregational manager is restricted to the maintenance of
assets and the servicing of debt associated with them. It is important to take a
conservative view and to oppose the use of buildings and other church property as
collateral for loans. He/she has to act as one of the checks and balances on the power of
the pastorate and, most importantly, as a damper on optimistic revenue projections and
the accompanying overenthusiastic spending of the church’s resources. Probably the best
way to do this is for the church to adopt open and transparent accountancy where all
purchases costing above a nominal amount, use of church property for private purposes

and so on are subject to the scrutiny of the congregation.

All equipment bought or leased for the church should be used only on official church
business. One of the greatest abuses of church property is the use of church-owned or
leased vehicles for private use. It has occurred in every church that the writer has
attended for any length of time. Sometimes vehicles are bought for church use — paid for

out of tithing — and then used exclusively by the pastorate. Indeed vehicles ostensibly for

157



the church’s use are sometimes chosen to suit the senior pastor and are then used as
personal vehicles. With leasing and running charges a semi-luxury car can cost the
church R5000 per month or more; such ‘unofficial’ perquisites are rarely reported to the
South African Revenue Service which is a crime and makes the congregational manager

into an accomplice.

4.3.3.Informational Resources

The subject of church records has been a concern for research for many years. Southard
(1969: 185) points out that the collection of records and statistics in churches then
‘typically stress the church as a place, in contrast to the church as people’ — and this is
still true forty years later. Interestingly, Southard also mentions ‘[t]he growing demand
for a computerized data retrieval system to serve the many needs of pure and applied

religious research’. The church is still lagging on that front.

Most churches have a ‘filing system’, but few churches - except megachurches - have a
filing system that can be used to provide value for the church. At a guess based on his
own discussions with clergy and congregants, the present writer would suggest that
perhaps as few as 20% of South African churches have a system which allows them to
extract more than a very limited amount of useful information from their files. Lists of
congregants are often kept in odd books, which are almost always out of date (and over-
optimistic); no note is kept of professional functions like who led worship on particular
days, or which pastor made pastoral visitation or hospital visits during a month and so

on.

It would almost never be possible to segment the church’s congregation easily or to
provide information on the working habits of the pastors, to determine how many
pastoral and hospital visitation were made over a lengthy period, to list the congregants
who have major illnesses over, say, the last year and so on. There are often many reasons

for this, but the main one encountered by the writer in the church and in his business
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experience, is that people, realising that ‘information is power’, tend to keep as much as
possible in their own heads. Often the writer has heard a church employee saying ‘I
dread the thought of Ms. XYZ retiring because she’s the only one who knows where
anything is’. This is a bad reflection on the senior pastor in particular because it allows a

lower-level employee to gain unjustified coercive power.

It also encourages the leaking of personal and private information by church employees
as a demonstration of power. During the mid-1950s, one of the writer’s aunts first
learned of her husband’s adultery with her sister, through a church secretary. Recently a
church in the Free State suffered the loss of a list of HIV-positive congregants who were

being counselled. The list is endless.

This particular problem should be dealt with by drawing a line under an antiquated filing
system, establishing a new one (see Mellody 1992) and entering all new records into the
new system as they come in. Full records - if necessary by requiring all employees to
provide updated, personal details - should be assembled for each employee and placed in
an individual file in a secure area; these records should be updated on a continual basis
as employee’s family and other circumstances change. All employees at the pastoral and
senior non-pastoral level should be required to keep a work diary — checkedo4 at least
monthly by the congregational manager and/or the senior pastor. A file should be kept
for all congregants who contract the church, with detail of the contacts. Starting with
new members, all congregants should be asked to provide the necessary minimum of
personal information (as has been described earlier); photographs should if possible be

obtained. Details of the individual congregants’ encounters with the church should be

104 Tt might be argued that this is unwarranted in the case of ‘professionals’ like pastors, who can
be trusted to work diligently. The writer disputes this; doctors have to keep lists of patients and of
their illness and treatment and lawyers keep information on their clients and their affairs; so do

almost all other professionals. Why should pastors be excepted?
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recorded; this should not include details of counselling and the like; such records should

be dealt with according to the church’s policies and procedures.

Where possible, all information should be placed in a database, although this can be very
expensive. Certainly the myriad of lists that litter all churches should be entered into a
computer (even if is done only in the form of a simple Excel or similar spreadsheet) so

that the information is available to everyone who needs to know.

Thus the congregational manager needs to have all publicly available information readily
available. Aside from administrative information, the congregational manager needs to
keep personal information on congregants who might visit the church, after say,
telephoning in to make and appointment to see a pastor so that they can be greeted by

name and so that the pastor knows at least a little about them and their problems.

The setting up of an information system to keep the congregational manager and thus
the pastorate apprised of developments in the lives of congregants and the community
surrounding the church has been described elsewhere. This collection of data should
included newspaper reports, radio or television reports, or comments on online social
services like Facebook and Twitter. There are people like scrapbookers*s who would
often be glad to help. It may be possible for the congregational manager to foresee
problems or events in which the church can help the community, perhaps in conjunction

with other churches.

105 ‘Scrapbooking’ is a common hobby in which people attempt to preserve the history of their
families, communities or other places, events, or times, by assembling a collection of written or

printed material which is assembled into a series of scrapbooks.
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4.4. Risk Management in the Local Church
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Figure 4.2: Risk Management in the Local Church

The congregational manager is almost invariably the person responsible for risk
management. The definition used in this work for ‘risk’ is the ordinary meaning of the
word — ‘expose to a chance of loss or damage’. Loss and damage may come from many
sources with which any church could be exposed. Some of these cannot be avoided,
natural disasters like flooding, earthquakes, violent winds, landslides, sinkholes, or
lightning cause physical damage. There is of course the failure of equipment, say, an
electrical short which sets fire to the church. Vehicles commonly are exposed to risk or
damage. Congregants may slip and injure themselves on church grounds or inside
building. Some forms of loss or damage are caused deliberately or as the result of an
illicit or illegal act; theft and fraud by staff or congregants, vandalism, and illicit use of
church property which is then damaged. These events all result in physical damage to the
church and insurance can readily be obtained. Reputational damage is more subtle, but
can be equally damaging to the church. A pastor or other church employee being found

to have committed a crime or socially undesirable act can give a church’s reputation a
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hard knock. This can often be mitigated by decisive action against the employee, but

often a taint remains, reflecting on the church and its entire staff.

The current method for reducing and managing is Risk Management which has been
introduced in many companies, most of which use the Risk Management standards, the
ISO 31000:2009%¢, developed by the International Organization for Standardization.
The primary document that has been produced by this organization is the ISO 31000
which contains principles and generic guidelines on Risk Management. The information
that follows was taken largely from that document via a number of sources?’. The
diagram above is redrawn from InConsult (2009: 4). It might be argued that the
standard is far too complex and is therefore unnecessary for a church. This is perfectly
true — certainly the full standard is (or will be when it is completed) too complex for the
church but the principles are relatively simple as will be seen below. For the sake of
illustration, this note will use as an ongoing example an examination and treatment of a

church and its grounds for risk purposes.

The writer believes that risk management for large organizations should be initiated by
an outside consultant because establishing a proper system is not easy in such cases. For
the smaller, medium and possibly large churches a risk management system can be set-
up by the church itself using a simplified version of the generic processes described here.
They are simple and easy to apply; moreover they provide the discipline and guidance
required to maintain a system. The important point is, as always, to make one or a few

persons responsible for risk management and ensure that they keep to it.

Physical security, for example, reduces certain risk factors as does the use of alarms

mentioned elsewhere in this study. The first stage of the first stage is the

106 The ‘2009’ refers to the year in which the standard was published.

107 The most important source was Ms. M. Mellody, the present writer’s daughter.
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Communication and Consultation in which all stakeholders (the pastorate, the
congregational manager, the church’s other employees, and the congregation are
informed fully of introduction of risk management and provided with details of how it
will affect them personally. Comments and feedback are gathered and changes made to
the proposed procedure if necessary. All stakeholders are kept informed throughout the

process.

The second stage establishing the cultural, social and economic context in which the
church lies and the feelings of its people, especially with respect to risk. This is followed
by the establishment of a policy, processes, planning and methodologies. The third stage,

risk assessment, involves:

1. the identification of risk by examining the church, its physical security like the
fences, burglar alarms, monitoring cameras, fire protection, gates, doors and
their locks, safety doors, emergency buttons, safeguards against fraud and so on
by discussing possible sources of risk and examining those possible sources;

2. the analysis of the risks identified to find sources, likelihood and consequences
to determine what is being done at present in the church, determining if present
methods are effective or can be improved and then determining the residual risk;
and

3. finally an evaluation of what the risk represents.

If the level of risk is judged to be too high, a treatment may be suggested which could
include treating the sources of risk (like repairing the fences or adding extra razor and
Dannert wire), avoiding the risk, or changing the consequences of the risk. There will

always be some remaining risk, but it can be lowered and kept to an acceptable level

All risk management involves some form of mitigation of risk by insurance. Insurance

does not stop a burglary or a fire, but it does make it possible to repair the damage
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caused by a problem. An insurance requirements assessment should always be done by

an expert.

4.5. Project Management in the Local Church

This particular section is regarded as very important for the church because project
management, while not a panacea, can be used to make a major contribution to the
church’s health. It allows the pastorate and the congregational manager to make major
changes to the church and to its running as cheaply as possible and in small stages that
are affordable and result in incremental improvements. It is often mistakenly thought
that project management is useful only for physical projects like setting up a Sunday
School. It can also be used for, say, introducing a new form of worship service (say, if a
‘contemporary’ worship service is to be introduced), for surveying the congregation, for
setting up a hospital visitation scheme, for building a system of home visitation, for
setting up new ministries (say, a New Member Ministry), for introducing volunteers into

the church administration system, for starting a choir, and a host of other things.

Churches have all sorts of minor and major projects in progress at any time. There may
be fund-raising attempts, Sunday School outings, repairing some of the church’s
buildings using volunteers, cleaning up the environment around the church grounds,
panting new churches, home and hospital visitations by volunteers, organizing a fund-
raising concert, marking off proper parking bays for congregants, setting up a centre for
the aged, sending volunteers to assist after disasters, fixing the drains, opening missions,
organizing blood collection drives and a host of other things, some large and important
to the church as a whole and others small and important only to a small groups of

congregants or people in the community.
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Figure 4.3: The Project Management Process

For most churches, all these ‘projects’ have at least one thing in common: they are poorly
organized and most often fail:°8 or at least remain uncompleted. A total of 81 major
(those budgeted to cost U.S. $2 000 or more) projects from 61 of the 219 churches
mentioned in Section I could be identified and the success or otherwise determined. Of
those, 159 were abandoned/cancelled, 61 were behind schedule by at least 50% of
allocated time, 59 were more than 50% over-budget (all but one were also behind
schedule) and 24 did not reach expectations© (it is not known how many failed to reach
their major goal(s)). There were of course overlaps in the categories; some projects were

behind schedule, over-budget and failed to meet their major objectives, for example.

108 A project fails when it is abandoned, is not delivered on time, is over budget or does not meet
expectations. A complete failure is a project that is abandoned or does not meet its major goals.

109 10 were abandoned/cancelled because they were grossly behind schedule.

1o Generally it was not possible to determine what the expectations were or the ways in which the

projects failed, so it could not be determined if the expectations were unrealistic.

165



It is not just churches, of course, that have failed projects; most organizations suffer at
least to some extent in the same way. To overcome this problem, a formalized system for

running projects — called projects management (Portny 2007) — has been introduced.

Project management is a technique, widely used in the business world, of carrying out
projects, of limited, defined duration, which have specific, often measurable goals. Figure
2 (redrawn fron Thomsett 2002:9) shows the overall process of initiation and completing

the project. The aim, as Thomsett (2002: ix) puts it, is:

‘Getting more results with fewer resources: This ideal defines project initiatives in
many organizations. However, it is not simply the economic value, efficiency, or
speed that defines success in project management. The process needs also to
involve quality control in the supply chain, concern for product safety and value,

and cooperation within the organization’.

The technique covers the initiation of the project (based on a need within the
organization), planning, and organizing, followed by the securing, allocation and
controlled usage of resources to complete the project. A major part of project
management is the ongoing or timed assessment of the progress of the projects, analysis
of the assessment followed by modifications of the methodology to correct for flaws or
for changes in the environment. It must be emphasized that a project is a temporary,

limited undertaking.

Setting up a Sunday School2 with defined requirements by a specific date would be a

project useful for the church; on the other hand, the project management principles

11 Much of this description is taken from Thomsett’s introductory section (Thomsett 2002: 8-10).
u2 This example will be used throughout this section because it is among the most common and

typical that the writer has seen.
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would not be used for running a Sunday School after it has been set up because it would
not be of limited duration or with specific, relatively short term objectives. The question
of the quality of the work is important. It is not sufficient just to set up a Sunday School;
the idea is to set up the best Sunday School possible within the major constraints of the
project parameters which are very often the scope, duration and, above all, cost of the

project.

The process begins with the determination of the Purpose of the project. It is not
sufficient for the senior pastor to say to one of the other pastors ‘the church wants you to

set up a Sunday School so get going’.

It is necessary to consider (Thomsett 2002:8):

*  Why the project is being undertaken in the first place. Do the children of the
church really need bible lessons in a formal Sunday School?;

*  Whether the project is really necessary or is it just a vanity projects for the
church. Is the Sunday School being built because ‘churches always have Sunday
Schools’ or is there a need for it? Will enough children be sent to the Sunday
School to make it worthwhile? A cost-benefit analysis (Andersen et al. 2009: 147)
is almost always necessary; and

» What the project is expected to achieve. What contribution will the completion of
the project make to the church’s health? Will the Sunday School yield something
useful or will it be nothing more than a white elephant, holding back the church’s

progress.

u3 There are few things more demoralizing to a project team than the realization that the project
they are working on is not necessary but is being done to satisfy some whim of the organization’s

leader.
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The congregational manager will be involved at every stage of the project, especially at
progress meetings. The position will be ex officio unless the manager can contribute

technically as part of the project team.

Projects, even the shortest, are built around a series of short, clearly defined tasks,
carried out in sequence or in parallel, designed in such a way that the progress of the
project can be measured through the completion or otherwise of the small steps; each of
the smaller tasks must be big enough to be efficient, but small enough to carry out
relatively easily within the parameters of the project. This step is shown on the figure as

‘Tasks’.

Setting the time limits for each of the small tasks requires that the times to complete
each task have to be determined within the project’s parameters. Some tasks will have to
be completed before others can start (‘critical tasks’); it may be possible to carry out
some of the tasks in parallel reducing the overall time. This is a critical stage; adequate
time to complete each task properly must be allowed. In the writer’s experience, the
second most dangerous mistake to make in project management is to underestimate the
time it takes to do a job; the first most dangerous is to buckle in to pressure to shorten
the duration of the project to less than the amount calculated. This stage results in the

Schedule.

The Budget is one of the major constraints on the project. The congregational manager
will have to calculate what the church can afford by estimating the resources that are

available for the project. Each task is then fully costed4 (labour, materials and time) and

14 The costing is always done in monetary terms and includes everything, even the costs attached
to ‘free’ materials. For example paint for the Sunday School might be donated by a congregant
subject to the condition that the church picks it up. The cost of transport, labour, and where

applicable, opportunity costs must be added together.
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the total and administration charges determined so that the financial and other
resources required. If this total amount is significantly less than the congregational
manager’s estimate of available funds, the project can go ahead, otherwise parameters
have to be changed and the project re-costed. The reaction of clergy when it is pointed
out that a Sunday School, for example, cannot be setup with the available funds is to say
‘Go ahead anyway. God will provide’. This is a dangerous and very unhealthy attitude to

take.

All the steps up to this point are part of the definition phase. All the following steps are
the Control phase; the actual setting up of the Sunday School in this example. is the

Control

Up to this point the church has invested little more than the time of its staff. But once the
go-ahead is given, a Team must be appointed. The team must be the best available,
must be selected for technical knowledge, ability to get on together, and internal
discipline, and should be taken from all sections of the church. Ajmal & Kekale (2010)
point out, however that organizational culture plays an important role in knowledge
sharing so care must be taken with the selection, monitoring and integration of the team.
The leader must never be just a figurehead; a pastor should never be appointed just
because ‘a church project must have a pastor at its head’. All members of the team must
be carefully selected from all sections of the church (pastorate, other employees or the
laity) so it is multidisciplinary in that at least one member will know how a particular
task is to be performed. Johnston (2003) says ‘There’s no simple, foolproof way to make
a team jell, but you can set up the right environment, take sensible steps towards

building the team, and hope for the best.’
The leader must be skilled as a leader because firm control is almost always needed to

control a team of disparate individuals; the leader must be firm and able to bind the

team into one, to encourage initiative but not recklessness in the team. The
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Coordination stage is perhaps the critical one for the success of the project. The leader
supplies the vision for the team (Englund et al. 2003: 25) also, the importance of which

should not be underestimated in choosing the leader

Monitoring the progress of the project is a key element of the process. The completion
of the small tasks — cleaning up the area to be used for the Sunday School, preparing the
walls for painting, sanding the floor are examples — must be monitored to see that they
are done on time and within budget. If emerging problems are seen — say late delivery of
supplies, overbudget items, or the lagging of tasks behind schedule — these are corrected
through the Action stage(s) by making changes to the working plan through the team.

This is an iterative process which may be repeated many times over the life of the project.

The Completion is the final stage of the project when the work is completed and the
results handed over the church. The Sunday School is now ready, equipped and waiting
for the first children. It is only at this stage that the project is complete. Thomsett
(2002:10) points out: ‘[e]ven when the project is effectively managed and kept on
schedule for 99 percent of the time, if the final step is not taken the deadline will not be
met.” In an example seen by the writer, a church hall was refurbished and put in tiptop
condition, except that the outside door had no lock and was kept secured by a chain.
When the writer visited the hall two years later, there was still no lock despite many

complaints.

A major danger in project management is the intrusion of Parkinson’s Law*'5. Normally
the team will shrink as the project proceeds because ‘specialists’ are removed from the

team as the need for their services ceases. Sometimes, the team remains at the same size,

u5 This law, as stated in its original source (C. Northcote Parkinson in 1957 quoted by Gutierrez &
Kouvelis 1991:290), ‘manifests [sic] that ‘work expands so as to fill the time available for its

completion.’
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working hours are wasted because the excess members do not wish to leave the team and

expand their work until it fills an inordinate amount of time.

From this very brief introduction, it can be seen that the project management technique
is perhaps the answer — but not a panacea — for keeping the church on track and
expanding its activities (and hence its attraction for new congregants) efficiently and at a
reasonable cost. Provided that no attempt is made to apply the technique to repetitive
daily or monthly tasks, it can contribute greatly to the church’s health. Trying to apply
the technique inappropriately, leads to failure and to ‘project fatigue’ on the part of those
tasked with routine, mundane work poorly disguised under the heading of ‘project’.
Extreme care should be taken to ensure that specialists are used correctly where their
skills are of the greatest use. Too often specialists are asked to volunteer help, complete
their task and then are pressured into taking on routine manual labour (say). This leads

to a break down in relations with such volunteers.

4.6. Auditing the Work of Church Employees

The work of all employees — not excluding the pastorate — should be assessed formally
on a regular, usually annual, basis; minor assessments would be held as frequently as an
employee’s supervisor thinks is likely to be necessary. This would normally be done by
the head of the church employee’s department, but in some churches, all assessments are
made by the senior pastor or his deputy. The form these assessments take, the
consequences of a poor or good assessment and the procedure that will be taken if the
employee is judged to need further training all should be detailed in the church’s policies
and procedures. The pastorate is usually assessed by the greater denomination, the
church council or elders, or in some way specified in the pastors’ contracts. This is the

formal church system.
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Figure 4.4 : Jones & Sasser's ‘Apostle’ Segmentation Model

There is, however, one ‘informal’ way of estimating the performance of the church’s
leadership and staff, certainly in bulk®. This is the satisfaction of the congregants with
the church and its staff. A crude measure of ‘satisfaction’ is the rate at which old
congregants leave the church and new congregants join it. However, Jones & Sasser
(1995) with their ‘Apostle’ model for segmenting a market on consumer satisfaction have
shown that dissatisfied consumers sometimes remain as an organisation’s customers,
while others who are perfectly satisfied with the organisation leave. This paradoxical
result is explained in their paper and visually in the figure above which was redrawn

from Henning (2008).

Basically, Jones & Sasser (1995) consider ‘loyalty’ vs. ‘satisfaction’ in consumers, and
then segment the consumers into four types — loyalist/apostle, hostage, mercenary, and
defector/terrorist; these are the extreme positions and there would be an infinite number
of lesser and greater combinations of loyalty and satisfaction. The characteristics of these
consumers (in terms of a congregation) are:
1. Loyalist/Apostle: - high loyalty, high satisfaction - ‘staying and supportive’ .
These are people committed to the church, the Social Lay Leadership and the
Strongly Committed segments of the congregation; they, more than anyone else,

sing the praise of the church and are, in fact, the church’s best ‘salesmen’.

16 The application of any method to elicit the congregation’s feelings on individual pastors should

be avoided at all costs.
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2. Mercenary: - low to medium loyalty, high satisfaction - ‘coming and going; low
commitment’. These people are partly in the Committed Group and partly in the
Occasional member segment. They are likely to be part of the church’s underlife.

3. Defector/Terrorist: - low to medium loyalty, low to medium satisfaction -
‘leaving or having left and unhappy’. ‘Defectors include those who are more than
dissatisfied, quite dissatisfied and neutral .... Letting these customers defect is the
greatest mistake any manager can make...” because they can be turned back into
highly satisfied people. The key to this is recognizing them as individuals and
dealing with their problems. This might not be possible in the church though in
the way that it would be with consumers dealing with, say, a service organization.

4. Hostage: - high loyalty, low to medium satisfaction - ‘unable to switch; trapped’.
These consumers would probably be in the Committed segment of the
congregation because of their high loyalty, but would tend to be a significant part
of the church’s underlife. The present writer feels, without a great deal of
evidence other than his observations, that these congregants would tend to heap

the blame for their dissatisfaction on the shoulders of the pastorate.

The importance of this segmentation is quite simple; it gives a guide to the pastorate and
the congregational manager as to what needs to be done to convert as many congregants

as possible into loyalists/apostles.

To determine the levels of satisfaction within the church, customer satisfaction surveys
are, perhaps, the only answer as has been mentioned elsewhere in this work. The
International Standards Organization (ISO) has a very well-known standard for
customer satisfaction - the ISO 90000:2000 standard. This is certainly the world
benchmark for such surveys and thus should be examined by all congregational
managers before conducting a customer satisfaction survey; Hill et al. (2002) provide a
clear presentation of the elements and implications of this standard. Bluestein et al.

(1999) present an excellent description of the customer satisfaction audit.
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These surveys may take many forms; they may be large formal surveys or just a survey
along the lines of the service scorecard (often little ‘smiley face’ notes) asking the
customer to rate service that consumers often find in hotels (Brace 2004: 97) or fast-food
outlets. The church’s dignity would be impaired if actual ‘smiley faces’ were used on
survey forms, but a discreetly worded note left in piles under a sign saying ‘Please take
our confidential worship survey’ at the exit to the church near a post-box would probably
be acceptable. The note could contain specific questions on the quality of preaching and

the liturgical presentation, for example.

This would be extremely useful in making a judgment of the quality of their work, their
charisma and popularity of the minister(s) concerned with the congregation for example.
Surveys taken when events are fresh in people’s minds are more likely to be accurate
than those taken later. It must be pointed out, however, that all pastors, to whom this
idea was broached, threw their hands up in horror at the suggestion; one pastor was so
affected that a cup was thrown on the ground! The thought of ‘congregants, of all people,

sitting in judgment on pastors with smiley faces too’ was regarded as something horrific.

The formal customer satisfaction survey may be done in several ways:

* Congregants could be asked as they walk out of the church, possibly using some
form of stratified sampling or one of the other methods suggested by Chaudhuri
& Stenger (2005:33-76). The writer feels that this would require professional
interviewers unconnected with the church and a promise of confidentiality
otherwise the congregants might feel under pressure to give, say, a false
indication of high satisfaction. Surveys using professional interviews are,
however, very expensive and most churches would probably not be able to afford
them;

* A telephone survey, if contact details are available, with the same conditions as

above;
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Mailed questionnaires, which is perhaps the most common method. This would
not give an immediate answer like the small notes above, but it would give the
congregational manager an overall picture of what congregants thought of the
church. These questionnaires could be attached to or form part of the question
list for a diversity survey mentioned earlier in this work. Similar considerations
apply to choosing the questions and so on that were mentioned in discussing the
diversity survey apply here too;

There are many sites, some of which are free, on the Internet where surveys can
be developed and posted online. The present writer used the free version of

SurveyMonkey (http://www.surveymonkey.com/) for posting questions on

several topics in this study. The answers were useful, but not very scientifically
obtained since the writer knows nothing of the respondents in many cases.
Congregants would have to be informed of the URL of the site and of the
procedure to access the specific survey. This would very probably bias the results
of the survey in favour of the opinions of computer-literate congregants.
Greenlaw & Welty-Brown (2009: 464) tested paper, web-based and mixed
methods for response rate and cost and reported that the mixed method, though
more costly, had better repose rates;

An email survey is possible and very cheap. The principal problem is that most
congregants would simply glance at it, think of it as spam, and put in the Spam
folder; fake ‘surveys’ are common spam items and the users’ email services’ or
their Internet Service Providers’ spam filter would probably remove any such
item; and

One church in the U.S. found by the writer uses a pre-selected group of
congregants who are asked to submit specially designed survey forms to the
church once or twice a month. The submissions are anonymous. This appears to
work well for the church concerned, but the possibly insuperable difficulty for

other churches would be finding a suitable group of congregants.
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Questionnaire design is an art that requires experience and many problems result from
the questions themselves (Brace 2004: 13). The writer believes that if a church could
afford it, professionally drawn up questionnaires or at least the compromise of using a
consultant (say university lecturers) should be employed. This is particularly important
for surveys which are designed to elicit information about individual members of the
pastorate. Immense care has to be taken to avoid any suggestion of discrimination in
such case which the writer believes should be avoided at all costs. This and other factors
could lead to individuals resigning and approaching the Council for Conciliation,
Mediation and Arbitration with a claim against the church for ‘constructive’ dismissal.
Relatively low-cost templates are available on the Internet for customer satisfaction

surveys; the writer has seen those of QuestionPro'7 used with some success.

The best time to conduct a survey depends on what the survey is for. A survey concerning
an event is probably best done when the information is fresh in the minds of the
congregants; otherwise a regular questionnaire once or twice a year might suffice. A
survey before an impeding change in the church might be useful as a form of
‘referendum’ on those changes; customer satisfaction surveys should probably always be
done after a major change but the survey must be timed so that the full effects of the

change have manifested themselves.

Survey results should never be viewed in isolation. The latest should be compared with it
predecessors and trends and other factors carefully examined. Cooil et al (2007: 67)

point out the usefulness of such longitudinal surveys.

Analysing the results of a customer satisfaction surveys, other than the smallest, is best
done statistically; Figini (2010) discusses two methods. The first (p. 70) is a graphical

one in which:

17 http: //www.questionpro.com/akira/showArticle.do?articleID=customersatisfactiono1

176



3

. nodes represent variables, and edges drawn between nodes represent
conditional dependences. That is to say, a line or arrow is drawn between two
nodes unless the two variables are conditionally independent given some or all of
the remaining variables. In this way, the graphs supply precise representations of

the interrelationships between the variables in the model.’

The second (p. 71) is a:

‘... model taking into account a dynamic component represented
historical customer satisfaction data collection. We note that customer
satisfaction can change over time. At one point in time, for example early
in an intervention or early stage of a program, the customer might be

mildly dissatisfied and at a later point in time, the customer might

be very satisfied’.

The latter method is in effect the longitudinal model described earlier.

These two extracts, the author believes, illustrate the fact that the analysis of customer
satisfaction surveys is difficult. Manual methods are likely to reflect the biases of the
analyst so the present writer feels that the results of such surveys should be analyzed — if
at all possible — by a professional who will be able to explain the more subtle factors
involved better than an untrained congregational pastor could see from the raw data.
Failure to properly analyze the results of a survey is tantamount to throwing away the

greatest benefit from that survey.

Once a customer satisfaction survey has been carried out, rumours of it will spread
though the congregation and congregants will very probably develop high, possibly
exaggerated, expectations of the changes that this will bring. As always there will be
opponents, reluctant acceptors and strong acceptors of the proposals contained in the

rumours. These can only be dealt with by openness and transparency where the results
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are made available as soon as possible. Any changes must be made with the cooperation
and acceptance of the congregants and should be thoroughly discussed with them before
changes are made. The more dictatorial pastors might attempt to override the findings of
the survey, which can arouse resentment. Any proposed changes must be carefully costed
by the congregational manager so that when the matter is discussed all parties to the
discussions are aware of the issues involved and each of their costs. Full records must be
kept. Implementation must be judiciously timed and should be in stages with sufficient

intervals better to allow the full implications of each change to be fully explored.

Project management with its checks and balances, monitoring and review, would

probably be an excellent way to implement major changes of this sort.

It should be pointed out that such surveys can be usefully combined with a pastoral
satisfaction survey. There are several scales available; the writer ‘administered’ a rather
unscientific test on SurveyMonkey to evaluate the Ministerial Job Satisfaction Scale of

Glass (1976) which yielded an interesting, but unusable result.
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5. Conclusion

This section of the dissertation firsts sums up the research objectives, the working
methods and some of the early problems encountered. The findings of the study will be
considered next. This is a literature review; the findings then, will consist of what the
writer discovered classified in a way that makes it of general applicability.
Recommendations will be made in two ways: the majority will be at the end of this work
and the rest in the text at the point where the problem or finding to which the
recommendation applies is discussed. For some subjects it is better, in the writer’s

opinion, to give recommendations at the point where the subject is discussed.

5.1. Research Aims, Initiation and Data Collection

The original proposal for this study stated the aims of this study clearly. The writer
intended to examine ‘congregational management practice through the twin lenses of
modern management methodology and modern scientific thinking to produce a practical
assessment of current practice and of how this practice might be changed to contribute
towards creating and maintaining a healthy church’. The study was meant to be a
practical, literature-based study of the broad principles behind the present working
practices of congregational management. These would be examined to see if current
practices are adequate for the modern world, and to suggest changes if they were not.
The examination would have to be made in the context of the church as a whole because
it is never possible to examine the working practices of one department of an
organization satisfactorily if the researcher ignores the department’s context. Thus the

church, the working pastorate and the congregation would have to be studied.

Early in the study, it was found that the academic literature was inadequate for a
practical study. It was decided to include as much primary information as possible -

largely from the Internet, but also from other sources accessible to the working pastor.
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Real churches were also studied through the use of data drawn from the websites of
U.S.18 churches combined with visits to a number of South African churches and many

discussions — mostly online - with congregants and pastors.

The subject of this study related to the health of the church, and the first problem
encountered was what was meant by the ‘healthy church’. The definition for the ‘healthy
church’ used here is: ‘a healthy church is a church which has been growing or in a steady
state for the last two years and, barring any major change, is not expected to start

declining in size for at least the next year.’

The theology of work chosen was that of Griffith (2003:10) which is based around Austin
Marsden Farrer’s elegantly complete ‘double agency’ concept of how God acts in the
world. Human actions are completely those of the actors, but are also the actions of God

Who is perfectly hidden.

After analysing and synthesizing the data from websites, a clear picture of the church, of
the church’s congregation, of the church’s leaderships, and of congregational
management and of the congregational manager’s role in the church emerged. It was
impossible to separate the church, its congregants, the pastorate and congregational
management into neat sections that could be dealt with separately in a linear fashion; the
intertwining of the roles of these parts of the church were too complex. The
congregation, it was concluded, is the reason for the church’s existence as an
organization and therefore any discussion should concentrate on them. All parts of this

work ultimately centre on the congregation.

u8 [.S. churches were selected because too little information was available about South African
churches, U.S. conditions were similar in many ways to those in South Africa and many U.S.

churches have data easily available on their websites.
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5.2. Findings of this Study

5.2.1.  The Church

The main finding and conclusion of the study on the physical church was that, quite
simply, the healthy church is a clean, warm place where congregants are protected in a
secure, safe and inspiring sanctuary from the outside world so that they feel welcome
and comfortable, ready to receive the message of the Gospel. The role of the pastorate
and other employees in developing and maintaining this comfort and security is critical.
In the healthy church, church employees are welcoming, well prepared for their work,
and they take pleasure in providing congregants with good worship, fellowship and
witness. When people leave a healthy church, they feel proud'¢ and filled with the joy of
Christ and the Holy Spirit. Their lives feel enhanced and, for a little time at least, they
feel part of the Kingdom of God. The role of the congregational manager is to use the
resources available to provide this sanctuary from the world as efficiently and

efficaciously as possible.

5.2.2. The Congregation

The congregational manager’s viewpoint on the congregation is dominated in some ways
by consideration of the resources he/she will need to provide services for the
congregation. The amount of resources needed to sustain the church depends on the
number of church members and their requirements; the availability of the resources
depends very largely on contributions from the congregation. This in turn depends on
many factors including the size of the congregation, the general economic level of
congregants and the commitment of congregants to the church. It was found that many
churches have no idea of their true membership, mostly because there is no commonly

accepted definition of ‘church member’.

119 Not boastful
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The question of how to determine church attendance accurately was considered and it
was found that commonly used methods were inherently inaccurate. It was
recommended that a photographic method be employed which if used carefully would

overcome these flaws.

The study concluded that, for congregational management purposes, members were
those people committed enough attend church at least once per month. A typology of
congregants classified by commitment was produced; it had five classes ranging from
‘social lay leader’ composed of high committed people in lay leadership positions down.
Only the first three groups were believed to be committed enough to support the church.

It is these three groups that hold the key to the health of the church

Using the data from U.S. churches mentioned earlier, a size-based typology of churches
was constructed. It had eight size-based categories of church: the Informal Church (1-30
members), the Microchurch (1-15 members), the Small Church (15-50), the Small-To-
Medium Church (51-150) which was regarded as a transitional type, the Medium Church
(151-250), and the Large Church (251-500 members). The remaining two churches, the
Very Large Church (greater that 500 members) and the Megachurch (2000+ members

were not studied in detail in this work.

Each of these types of churches was found to have its own distinguishing characteristics
which were ‘forced’ onto the churches by their size and situation. It was found that the
characteristics allowed the congregational managers to predict from the size of a church
what resources would be required for its upkeep and to allow it to fulfil its mission and

what resources could be expected to be provided by the congregation.

5.2.3. Diversity in the Congregation
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The next part of this work deals with the make-up of a congregation, as opposed to its
size. It was found that the measurement of diversity in the church was one of the critical
factors in determining what measures would be needed to be taken to restore a church to
health or to maintain it in that state. It is not only the diversity within the church that is
important; the diversity in the surrounding community may place constraints on the

church’s ability to retain current members or draw in new ones.

It was concluded that the key to keeping congregants in a church and turning them into
enthusiastic advocates, is to treat them as individuals, to know them, to provide services
for then, to acknowledge their needs and desires, to greet them, to provide meaningful
worship services conducted by charismatic, skilful pastors and to ensure that their
experiences within the church are memorable. This means that pastors, the
congregational manager and other church staff have to know their congregants well and

this involves collecting as much information as possible on them.

The church needs some sort of ‘intelligence’ system to keep it in touch with events in the
congregation and in the greater community. The healthy church is always a valued part
of the community outside the purely religious field and this value can be increased if the

congregational manager knows its congregants and their community.

5.2.4. Leadership in the church

The leadership — the pastorate - of the church was found to be one of the critical factors
in determining the health of the church. The work of the congregational manager is to
provide the pastorate (and the congregation) with the right environment for
proclamation of the Word, and for carrying out the church’s functions of carry out the

Church’s functions of Kerygma, Koinonia, Diakonia, Martyria, Didache and Leitourgia.

The key to running the healthy church from the leadership viewpoint was found to be

getting the balance of authority and power with the church correct through the judicious
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use of responsibility and accountability because the first two allow the manager, either
directly or through delegation, to carry out needed tasks while the latter two ensure that

that the person who does the tasks, does them properly to the church’s standards.

In discussing leadership in the church, it was found that, to keep the church healthy (that
is, not declining in number), the pastorate had to retain as many of the current
congregation as possible and to replace the inevitable losses by drawing people into the
church; a growing church requires a constant influx of new members. As the world
becomes more secular and there is no longer social or peer pressure to drive people to
church, people have to be positively attracted, have to be given a good reason to go to
church. It is not sufficient just to make the church a pleasant place — there are many
pleasant places. It was concluded that the factor sine qua non for growth — or even

stability - in the church was a charismatic pastor.

The choice of a leadership model for a church is a critical decision for the church’s future.
A bad choice — like ‘servant leadership’ which is too focused on individual person growth
to be a good model for dealing with a congregation as opposed to dealing with
individuals - could cripple the church in its attempt to survive and grow. It was

concluded that the best general model for a church leader was Weber’s Charismatic type.

It was also found that leadership style had to be modified to suit the circumstances in
which it was being used. That is, the situational leadership has to be applied in many
cases, where for example the congregation was recovering from a shock, or at particular
stages in its lifecycle. It was concluded that the good leader is one who know what style
to use, is flexible enough to use the right style for the job, and is charismatic enough to
carry it off. Sometimes a leader has to be strong and firm, harsh even; if the leader is
using, say, servant leadership, the cognitive dissonance induced in the congregation by a

harsh style might harm cause the congregation to believe that the leader is a hypocrite,
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that the ‘servant leadership’ style previously used was just a facade. Only a charismatic

leader could survive this loss of confidence.

5.2.5. Church Administration

The primary conclusion reached was that the church leaders and congregational
manager have to work as a team on which the pastor was the captain, and as a
partnership in which the pastor was the senior partner. Cooperation between the users of
resources to fulfill the church’s primary functions and the congregational manager as the
supplier of those resources was the key to efficient church administration. By
themselves, congregational managers cannot create or even maintain the healthy church,

but they have an indispensable role in supporting the pastorate which can.

It was found that the ‘traditional’ hierarchal structure was surprisingly effective at
facilitating the functions of the church. It provides an acceptable, flexible support system
for the pastorate, but also gives sufficient discipline to ensure that necessary work was
done efficiently. The healthiest church is one in which the church’s hierarchy is out-of-
sight of the congregation. In business it has been found that an open organization fosters
growth and innovation, but for the church innovation in the organization is not the
primary goal; the desire should be to reduce the size of administration by outsourcing
rather than to expand it. The need for innovation is in the field of congregation-pastorate

relationships.

As far as the running of the church is concerned, it was found that the church as an
organization had to have strategic planning procedures that emphasized the goals of the
church and which provided guidance to the congregational manager to plan practical
steps for providing the resources to achieve those goals. It was believed that for many
churches an outside consultant should be employed to guide the strategic planning
process. For the day to day running of the church it was found that that the church is

lagging behind the outside world in its application of modern management techniques
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and in its use of modern technology to easy the burden of church administration. It was

recommended that these should be employed as quickly as possible.

The church’s employees are not only its greatest cost, they are also its greatest assets. It
was found that employees must be chosen carefully, and adequately — but not excessively
— paid; they should be given market-related benefits which are sufficient to retain them,
but not so high that the cost of employees cripples the church. Contented employees are
essential to the functioning of the church and thus a key to the healthy church. It was
found that churches generally are over-staffed and that staffing levels could be sharply
reduced by outsourcing. The use of volunteers was found to be advantageous to the
church, by reducing its reliance on paid staff, and by permitting the church to bolster its

current activities and to expand them into new fields.

Asset management in the church is always a difficult operation but is achievable by
careful use of church resources, preventing the abuse of church property and by adopting
a conservative stance in monetary and investment matters. The stewardship approaches

of Mellody & Theron (2006) form a good basis for this.

The church’s informational resources are the key to the church’s survival because they
allow the church to retain its congregants and to draw in new one from the surrounding
community by allowing the church to provide services and advertising targeted at
various segments of the congregation and community. To create these resources, it was
recommended that all churches develop a modern filing system which should be
computerized to the greatest extent the church’s resources allow. It was found
advantageous for the church to become a valuable part of the community outside the

sphere of religion and this could only be done through the use of information.

Risk management and project management were investigated for use in the church and

were found to be very suitable for making the church safer and more efficient.
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Finally it was found that auditing of the professional functions of the church was a need
that had been ignored for too long. Most churches had no clear idea whether the
preaching of pastors was good, whether counseling was effective, whether pastoral
visitations and hospital visits were being made frequently enough or even whether there
are problems, like bullying, in the church. It was found that Customer Satisfaction
surveys, partly in the form of large surveys of the congregation and partly through
services scorecards distributed throughout the church to allow congregants to give
immediate feedback, would be a valuable source of data on congregational discontent.
Warnings were given of the need to avoid asking congregants about individual pastors,
which could cause legal problems. The healthy church is one in which the pastorate and

congregation are working together. Conflict — even creative conflict — is rarely desirable.

5.3. Recommendations

Recommendations have been made throughout this work at the place where the topic
was discussed generally. This list, which does not fully follow the order of topic

discussion in the main text, is a summary and extension of those recommendations.

5.3.1. The Congregation

The first and most important recommendation is that local churches should reorganize
themselves as the healthiest form of church — the ‘congregation-centered church’. This is
not so much a physical recommendation as changing the church’s mindset from the state
where it is accepted that the pastorate are the leaders of the church and the church is
centered around them to the acceptance of the idea that the congregation is the reason

for the church’s existence.
This implies:

* That the clergy have to accept that they are leaders only in the sense of the

company CEOs who are the leaders of the company as long as they give good
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service but, in the ultimate, they are the servants of the shareholders who can
withdraw their approval at any time if they fail; and

That the clergy need to devote their work to the congregation’s service, to
providing them with meaningful, enjoyable experiences in liturgy, preaching and
the other functions of the church, to try to build up the congregation spiritually,
and to draw congregants deeper into the love of Christ and their fellow men. It is
of course the duty of the pastorate to spend time in prayer and reflection but that

is also the duty of every Christian and is not specific to the pastorate.

All further recommendations in this section depend on the one above.

For congregational management, the key recommendation is to learn about the

congregation by determining;:

1.

The size of church attendance accurately using a photographic method and
keeping this figure updated;

Diversity and demographics of the congregation;

The size of the committed groups;

The needs and desires of the congregation;

The opinion of the congregants of the church’s current services, the pastorate,
and their general treatment by the church and its staff;

The life cycle stage of the congregation;

The physical draw-in area for the congregation and the presence of barriers
which would hinder its expansion;

As much as possible about individual congregants and the community they live
in; and

Diversity and demographics of the greater community

It is strongly recommended that collection of the data listed above should be done as a

project (or a series of projects) to make the process more efficient. This will certainly
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involve the setting up of an efficient — preferably wholly or partially computerized —
‘intelligence’ system with correspondents who keep the congregational manager aware of

changes in the congregation, in the community and in the lives of congregants.

Just gathering information is pointless; this information must be analyzed and
synthesized to produce a list of problems within the church, of those things that are
being done satisfactorily but could be made more efficient and, as importantly, of things
that the church is doing well. Depending on the sizes of the problem, it may be possible
to deal with them within the pastorate and congregational management, it might be

necessary to call in outside consultants, or to involve the congregation as a whole.

It is strongly recommended that the church should carry out regular customer
satisfaction surveys to check that congregants are content and there are no major
problems looming on the horizon. The details of this have been discussed elsewhere, but
keeping the church healthy requires that congregational management proactively search

for problems and respond to those problems as quickly and efficiently as possible.

This provides the basic working knowledge for the next stage.

5.3.2. Church Leadership

It has been suggested that the pastorate and congregational management should
consider themselves as partners with the congregational manager as the junior partner.
It is recommended that this be made formal, that a protocol, acceptable to both partners,
be drawn up specifying in sufficient detail the way that the partnership should work. It
should detail authorities and responsibilities, tasks and spheres of control. This should
be flexible enough to be workable but not so flexible that it is distorted whenever there

are conflicts of interest.
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While this is out of the scope of this work, it is important to state here that the pastorate
is, more often than not, the reason for a church’s decline. It is the pastor who decides the
church’s direction which in turn is often decided by the pastor’s personality and abilities.
It is recommended that the first step in any attempt to solve church problems should be
a thorough analysis of the pastorate and its functions — either by an outside consultant or
by the greater denomination. The reason for this recommendation is simply that both the
pastorate and the congregational manager are too close to the problem to have an
objective view on the situation. Consultants should never be allowed to direct change
because it weakens the authority of the pastorate. Change may necessitate the transfer of

the current pastor to a place that is more suited for his talents.

If a new pastor is to be selected, it is recommended that the congregational manager
should draw up a list of the problems and that questions based on these problems should
be put to possible pastoral candidates. Those answers will be a key to a candidate’s
suitability for the job. That person’s abilities, training and experience must be confirmed
by proper vetting before the person is hired. Further attention should be focused on the
candidate’s stance on leadership and his views on the place of the pastorate in the

church.

It is recommended that in selecting a candidate, charisma be used as a requirement sine
qua non. No further recommendation can be made on the leadership from the point of
view of congregational management, because the responsibilities for doing that lies not
with congregational management but with the church council or the greater

denomination.

5.3.3. Church Administration

Recommendations have been made on church and administration throughout this work.
These sum up to the firm recommendation that church administration should be

conducted with the smallest possible staff at the lowest possible cost. This means that the
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church’s administration should be as lean, mean and efficient as possible and that

outsourcing or volunteers should be employed at every reasonable opportunity.

It is recommended that the congregational manager, in conjunction with other members
of the pastorate and, if possible, outside consultants should analyze the church’s
administration from top to bottom without fear and favour. A full job description should
be drawn up (or updated if one already exists) for each position which should be
ruthlessly analyzed to see:
« Ifitis necessary in the first place;
o Ifitis a full-time job, if it can be done by a part-time worker or included in the
tasks of another worker who is not fully occupied;
» If the worker is properly qualified;
o Ifthere are any ‘red flags™=c
» Ifthe job is being performed as efficiently as it could; and
o If the worker in a particular position is doing the job as described in his job
description or whether there has been job creep and the worker is now doing

something quite different.

In this way, the congregational manager will have a list of jobs that are necessary, and
how much effort they take to do. It will also be possible to decide whether the job should
continue to be done by a particular employee, whether the job should be given to
someone else, whether the job is suitable for outsourcing or whether it could be done by
volunteers'2t. The maximum use should be made of volunteers in non-mission-critical

jobs.

120 Sjons of personal (like excessive drinking) or work-related (like embezzlement or bullying)
problems.

121 This is a difficult step to take because by their very nature, volunteers are unreliable.
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The results of this analysis should be put into operation.

Strategic planning is essential in an organization like a church and should be carried out
at least once a year with regular (say, monthly) reviews of progress. The planning should
be carried out for at least a two (preferably five) year period ahead; the annual reviews

would allow changes if the internal or external environment of the church has changed.

It recommended that the church’s resources should be treated conservatively and should
never be wasted on vanity projects. It is recommended that a list of criteria by which
spending is to be judged should be drawn up and that managers or other persons
requesting expenditure should have to justified each major expenditure in terms of those
criteria22, This provides a series of constraints which militates against waste. There are
always exceptions, but these should be justified. It is recommended that a cost-benefit
analysis be performed on every major item of expenditure using the method outlined by
Zerbe & Bellas (2006:10-38). It is also recommended that all minor items of

expenditure, especially discretional spending, should be closely monitored.

Few churches have considered risk management seriously, but here it is recommended
that all churches that can afford it should have a risk analysis of the church carried out

and should adhere to the recommendations of the survey.

Finally it is recommended that congregational management and the church develop the
project management mindset so that church projects are carried out in a formal way with
proper monitoring and evaluation. Project management can be applied in many ways —
including to make, or at least to initiate, the changes recommended here. Provided
project management is used wisely, it is probably the most powerful weapon in the hands

of congregational management.

122 This is widely done in mineral exploration projects, for example.

192



6. References

Ajmal, M. M. & Kekale, T. (2010). Role of Organisational Culture for Knowledge Sharing
in Project Environments. International Journal of Project Organisation and

Management, Vol. 1, No. 4, p. 358-374.

Albrecht, S. L. & Bahr, H. M. (1983). Patterns Of Religious Disaffiliation: A Study Of
Lifelong Mormons, Mormon Converts, And Former Mormons. Journal For The

Scientific Study Of Religion, Vol. 22, No. 4, p. 366-379.

Aliseda, A. (2006). Abductive Reasoning: Logical Investigations Into Discovery And

Explanation. Dordrecht: Springer.

Alston, J. P. & Aguirre, B. E. (1970). Congregational Size and The Decline of Sectarian
Commitment: The Case of The Jehovah's Witnesses in South and North America.

Sociology of Religion, Vol. 40, No. 1, p. 63-70.

Andelson, J. G. (1980). Routinization Of Behavior In A Charismatic Leader. American

Ethnologist, Vol. 7, No. 4, p. 716-733

Andersen, E. S., Grude, K. V. & Haug, T. (2009). Goal Directed Project Management:
Effective Techniques and Strategies. 4th Ed. London: Kogan Page.

Anderson , K. P. (2005). A Correlational Analysis Of Servant Leadership And Job
Satisfaction In A Religious Educational Organization. Unpublished D. Man.

Dissertation University Of Phoenix, Arizona.

Anderson, K. & Kerr, C. (2002). Customer Relationship Management. New York:

McGraw-Hill.

193



Atherstone, A. (2004). The Incoherence of the Anglican Communion. Churchman, Vol.

118, No. 3, p.235-255.

Bainton, J. (1897). Congregational Handbook, Being a Guide to the Administration of a

Congregational Church. London: Congregational Union of England and Wales.

Balchin, N. (1951). The Small Back Room. London: Pan Books.

Banjo, S. (2011). Churches Find End Is Nigh: The Number of Religious Facilities Unable
to Pay Their Mortgage Is Surging. Wall Street Journal.
http://online.wsj.com/article/SB10001424052748704115404576096151214141820.html

(Retrieved: 2011-01-25]

Barbuto, J. E., Jr., & Wheeler, D. W. (2006). Scale development and construct
clarification of servant leadership. Group & Organization Management, Vol. 31, No.3,

p-300-326.

Barker, L. V. (1934). Lay Leadership in Protestant Churches. New York: Association

Press.

Barrow, S. (2003). From Management To Vision - Issues For British churches

Negotiating Decline And Change. International Review of Mission, Vol. 92, No. 364, p.

7-17.

Barrows, C. W. & Powers, T. (2002). Introduction to management in the hospitality

industry. 9th Edition. Hoboken (NJ): Wiley.

Baird, W. (1870). Lay Help: The Church's Present Need. London: Bartlett & Co.

194



Baxter, N. (2005 ). A Case Study Of The Volunteer Culture Of Liberty Church In Tulsa,
Oklahoma. Unpublished D. Min. Dissertation. Dallas Theological Seminary, Dallas (Tx).

Belasco, J. A. & Alutto, J. A. (1969). Line Staff Conflicts: Some Empirical Insights. The
Academy of Management Journal, Vol. 12, No. 4, p. 469-477.

Bell, A. J. (1931). The Successful Business. New York: Wills & Counter.

Benedict XVI (2005). Encyclical Letter: Deus Caritas Est [English Translation]. Vatican

City: Libreria Editrice Vaticana.

Bergh, Z. C, & Theron, A. (2003). Psychology in the Workplace. Cape Town: Oxford

University Press.

Berman, R. A. (1986-7). The Routinization Of Charismatic Modernism And The Problem
Of Post-Modernity. Cultural Critique, No. 5, Modernity And Modernism, Postmodernity
And Postmodernism, (Winter, 1986-1987), P. 49-68.

Bernhardt, D. (2003). Competitive Intelligence: How to Acquire and Use Corporate

Intelligence and Counter-Intelligence. Harlow: Pearson Educational.

Bernstein, P. L. (1998). Against the Gods: The Remarkable Story of Risk. New York:
Wiley.

Berry, M. W. & Browne, M. (2005). Understanding Search Engines - Mathematical

Modeling And Text Retrieval. 2nd Ed. Philadelphia: Society For Industrial And Applied
Mathematics Philadelphia.

195



Biggam, J. (2008). Succeeding with your Master's Dissertation: A Step-By-Step
Handbook. Maidenhead : The Open University Press.

Blasi, A. J. (1995). Office Charisma in Early Christian Ephesus. Sociology of Religion,
Vol. 56, No. 3, p.245-255

Blazek, J. (2008). Nonprofit Financial Planng made easy. Hoboken (NJ): Wiley.

Bluestein, A. I., Moriarty, M. & Sanderson, R. (1999). The Customer Satisfaction Audit.

Cambridge: Cambridge Strategy Publications.

Board, T. (2010). Why Market Segmentation Fails (and How to Prevent It). Paris:

Ipsos.

Bocarnea, M. C. & Dimitrova, M. (2010). Testing Servant Leadership Theory With
Bulgarian Students. International Journal Of Leadership Studies, Vol. 5, Iss. 3, p. 255-
268.

Brace, I. (2004). Questionnaire Design: How To Plan, Structure And Write Survey

Material For Effective Market Research. London: Kogan Page.

Brent, R. J. (2006). Applied Cost-Benefit Analysis. 2nd Ed. Cheltenham - Edward Elgar.

Brewer, S. M., Jozefowicz, J. J & Stonebraker, R. J. (2006). Religious Free Riders: The
Impact Of Market Share. Journal For The Scientific Study Of Religion, Vol. 45, No. 3, p.

389-396

Brinkerhoff, M. B. & Burke, K. L. (1980). Disaffiliation: Some Notes On 'Falling From

The Faith'. Sociological Analysis, Vol. 41, No. 1, p. 41-54

196



Brown, P.J. & Golembiewski, R. T. (1974). The Line-Staff Concept Revisited: An
Empirical Study of Organizational Images. The Academy of Management Journal, Vol.

17, No. 3, p. 406-417.

Bullard, G. W. (1983). Using Consultation in Strategy Planning. Review & Expositor,
Vol.80, No 4, p. 561-569.

Burkholder, N. C. (2006). Outsourcing: The Definitive View, Applications, And
Implications. Hoboken (NJ) - Wiley.

Carlton-Ford, S. L. (1992). Collective Effervescence, And Self-Esteem. The Sociological

Quarterly, Vol. 33, No. 3, p. 365-387

Chaudhuri, A. & Stenger, H. (2005). Survey Sampling: Theory and Methods. 2nd Ed.
Boca Raton: Chapman & Hall/CRC.

Chaves, M. (1995). On The Rational Choice Approach To Religion. Journal For The
Scientific Study Of Religion, Vol. 34, No. 1, p. 98-104.

Church of England Attendance (2009). The Church Society - Issues - Attendance,
http://www.churchsociety.org/issues_new/church/stats/iss_church_ stats_ attendance.
asp [Retrieved 2009-03-24 08:41]

Church ordered to apologise to gay music teacher (2008). Mail and Guardian Online.
2008-08028 http://www.mg.co.za/article/2008-08-28-church-ordered-to-apologise-

gay-music-teacher [retrieved 2010-06-04 10:31].

Cicero, M. Tullius (1890). Sexto Roscio Amerino: Oratio et Iudices. London: MacMillan.

197



Clark, J. (2007). 'This Special Shell' - The Church Building And The Embodiment Of

Memory. Journal of Religious History, Vol. 31, No. 1, p. 59-77.

Clarke, B. & Ghosal, S. (Eds) (2008). Pushing the Limits of Contemporary Statistics:
Contributions in Honour of Jayanta K. Ghosh. IMS Collections Vol. 3. Beachwood, Ohio,

USA: Institute of Mathematical Statistics.

Coenen, T. (2008). Essentials of Corporate Fraud. Hoboken (NJ): Wiley.

Colwell, S. (1854). New Themes for the Protestant Clergy : Creeds without Charity,
Theology without Humanity and Protestantism without Christianity: With Notes on the
Literature of Charity, Population, Pauperism, Political Economy, and Protestantism.

Philadelphia : Lippincott, Grambo & Co.

Comiskey, J. (1997). Cell-Based Ministry: A Positive Factor For Church Growth In Latin

America. Unpublished Ph. D. Thesis, Fuller Theological Seminary, Pasadena, California.

Conger, J. A. & Kanungo, R.N. (1987). Toward a behavioral theory of charismatic

leadership in organizational settings. Academy of Management Review, Vol. 12, p. 637-

647.

Cooil, B., Keiningham, T. L. , Aksoy, L. & Hsu, M. (2007). A Longitudinal Analysis Of
Customer Satisfaction And Share Of Wallet: Investigating The Moderating Effect Of

Customer Characteristics. Journal Of Marketing, Vol. 7, 67-83.

Conger, J. A., Kanungo, R. N. & Menon, S. T. (2000). Charismatic Leadership And

Follower Effects. Journal Of Organizational Behavior, Vol. 21, No. 7, p. 747-767.

198



Crant, J. M. & Bateman, T. S. (2000). Charismatic Leadership Viewed From Above - The

Impact Of Proactive Personality. Journal of Organizational Behavior, Vol. 21, No. 1, p.

63-75.

Crockett, A. & Voas, D. (2006). Generations Of Decline - Religious Change In 20th-

Century Britain. Journal for The Scientific Study Of Religion, Vol. 45, No.4, p. 567-584.

Cronje, G. J. de J., du Toit, G. S., Mol, A. J. van Reenen, M. J. & Motlala, M. D. C. (Eds)

(1997). Introduction to business management. Johannesburg: International Thompson.
Dale, R. D. (1997). ‘Working With People’, in Powers (1997), p. 57-70.

Dannhauser, Z. & Boshoff, A. B. (2007). Structural Equivalence Of The Barbuto And
Wheeler (2006) Servant Leadership Questionnaire On North American And South

African Samples. International Journal Of Leadership Studies, Vol. 2, Iss. 2, p. 148-168.

Dalton, M. (1950). Conflicts Between Staff And Line Managerial Officers. American

Sociological Review, Vol. 15, No. 3, P. 342-351.

Dart, J. (2002). Risk Management: Protestants Confront Sexual Abuse. Christian

Century, Vol. 119, No. 12, p 8-9.

Dart, J. (2006). Episcopal membership loss 'precipitous'. Christian Century. Vol. 123,

No. 23, p. 14

De Bruin, P. (2005). AFM pastor up for fraud. News24.

http: //www.news24.com/SouthAfrica/News/AFM-pastor-up-for-fraud-20050126.

[Retrieved 2007-12-20 16:20].

199



Dekker, R. (2005). (R)Evolution: Organizations and the Dynamics of the Environment.

New York: Springer.

Dennett, D. C. (2010). Preachers Who Are Not Believers. Evolutionary Psychology, Vol.

8, No. 1, p. 122-150.

Dever, M. E. (2001). Nine Marks of a Healthy Church. 4th. Ed. Washington (DC):

Centre for Church Reform.

Doh, J. P. (2003). Can Leadership Be Taught? Perspectives from Management

Educators. Academy of Management Learning & Education, Vol. 2, No. 1, p. 54-67.

Drury, S. L. (2004). Servant Leadership and Organizational Commitment: Empirical
Findings and Workplace Implications. Servant Leadership Research Roundtable —
August 2004. http://www.drurywriting.com/sharon/drury_servant_leadership.pdf

[Retrieved 2009-11-26 13:20].

Dudley, C. S. (2003). Effective Small Churches in the Twenty-First Century. Rev. Ed.
Nashville (TN): Abingdon Press.

Duncan, J. B. & Stocks, M. H. (2003). The Understanding of internal control principles

by pastors. Nonprofit Management and Leadership, Vol. 14, Issue 2, p. 213-225.

Dupertuis, L. (1986). How People Recognize Charisma - The Case Of Darshan In
Radhasoami And Divine Light Mission. Sociological Analysis, Vol. 47, No. 2, p. 111-124.

Easterby-Smith, M., Thorpe, Richard & Holman, D. (1996). Using Repertory Grids In

Management. Journal Of European Industrial Training, Vol. 20, No. 3, p. 3-30.

200



Englund, R. L., Graham, R. J. & Dinsmore, P. C. (2003). Creating The Project Office: A

Manager’s Guide To Leading Organizational Change. San Francisco - Jossey-Bass.

Figini, S. (2010). Statistical Local Models For Customer Satisfaction Data. Quality

Technology & Quantitative Management, Vol. 7, No. 1, p. 69-82.

Finney, J. M. (1978). A Theory of Religious Commitment. Sociological Analysis. Vol. 39,

No. 1, p. 19-35.

Gale [firm] (2009). Encyclopaedia of Management. 6th Ed. Farmington Hills: Gale.

Gangel, K. O. (2001). Marks of A Healthy Church. Bibliotheca Sacra, Vol. 158, p. 467-

477-

Gay megachurch votes to join UCC (2005). Christian Century, Vol. 122, No. 24, p 18.

Gibson, J. W. & Tesone, D. V. (2001). Management fads: Emergence, evolution, and
implications for managers. The Academy of Management Executive, Vol. 15, No. 4,

p.122-133.

Gittell, R. & Tebaldi, E. (2006). Charitable Giving: Factors Influencing Giving in U.S.
States. Nonprofit and Voluntary Sector Quarterly, Vol. 35, No. 4, p. 721-736.

Glass, Jr., J. C. (1976). Ministerial Job Satisfaction Scale. Review Of Religious Research,
Vol. 17, No. 2, p. 153-157.

Glasziou, P & Del Mar, C. (2003). Evidence-Based Medicine Workbook: Finding And

Applying The Best Research Evidence To Improve Patient Care. London - BMJ
Publishing Group.

201



Goethals, G. R., Sorenson, G. J. & Burns, J. M. (2004). Encyclopaedia of Leadership.
Vol. 1-4. Thousand Oaks (CA): Sage Publications. [4-in-1 Single Volume Ebook Edition]

Goffman E A. (1961). Asylums: Essays on the social situation of mental patients and

other inmates. Garden City, N.Y.: Anchor Books.

Gorski, E., Cardona, F. & Gonzales, M. (2003). Pastor Takes Leave Amid Allegations Of
Gay Sex. The Denver Post. http - www.denverpost.com/ci_4588998. [Retrieved 2009-

01-11 10 - 58].

Grant, I. L. (2005). Christian Leadership and Globalizing Christianity: Missiological

Approaches. Journal Of Asian Mission, Vol. 7, No. 1, p. 63-84.

Gray, D. R. (2008). Christological Hymn: The Leadership Paradox Of Philippians 2 - 5-
11. Journal Of Biblical Perspectives In Leadership, Vol. 2, No. 1, p. 3-18.

Greenlaw , C. & Brown-Welty, S. (2009). A Comparison Of Web-Based And Paper-Based
Survey Methods: Testing Assumptions Of Survey Mode And Response Cost. Evaluation

Review, Vol. 33, No. 5, P. 464-480.

Greenleaf, R. K. (2002). Servant Leadership: A Journey into the Nature of Legitimate

Power and Greatness. 25th Anniversary Edition. New York: Paulist Press.

Greiner, L. E. (1972). Evolution and Revolution as Organizations Grow. Harvard

Business Review, July-August 1972, p. 37-46.

Griffith, D. E. (2003). Transforming Calling into Vocation and Vocation into Calling;:

Austin Farrer’s Double Agency Model. Business as a Calling. The Calling of Business -

202



Fifth International Symposium on Catholic Social Thought and Management
Education. Universidad de Deusto. Bilbao, Spain July 15-18, 2003.
http://www.stthomas.edu/CathStudies/cst/conferences/bilbao/program.html

[Retrieved 2008-10-22 12:01].

Guo, F., Dey, D. K, & Holsinger, K. E. (2008). ‘A hierarchical Bayesian approach for

estimating the origin of a mixed population.’ In Clark & Ghosal (2008), p. 237—250.

Gutierrez, G. J. & Kouvelis, P. (1991). Parkinson's Law And Its Implications For Project

Management. Management Science, Vol. 37, No. 8, Pp. 990-1001.

Haraldsson, H. V., Sverdrup, H. U., Belyazid, S., Holmqvist, J. & Gramstad, R. C. J.
(2008). The Tyranny Of Small Steps: A Recurring Behaviour In Management. Systems

Research And Behavioral Science. Vol. 25, p. 25-43.

Hawkins, P. & Shohet, R. (2006). Supervision in The Helping Professions. Maidenhead:

Open University Press.

Heitink, G. (1993). Practical Theology: History - Theory - Action Domains: Manual for
Practical Theology. Translated by Reinder Bruinsma. Grand Rapids (Michigan):

Eerdemans.

Henning, J. (2008). The Apostle Model. Voice of Vovici Blog
Blog.]http://blog.vovici.com/blog/bid/17877/The-Apostle-Model. [Retrieved 2009-07-

23 09:21].

Herman, N. J. (1984). Conflict In The Church: A Social Network Analysis Of An Anglican

Congregation. Journal For The Scientific Study Of Religion, Vol. 23, No. 1, p. 60-74.

203



Herman, N. [Brother Lawrence] (1895). The Practice of the Presence of God: Being
Conversations and Letters of Nicholas Herman of Lorraine. New York: Fleming H.

Revell.

Heuer Jr, R, J. (1999). Psychology Of Intelligence Analysis. Langley (VA): Centre For
The Study Of Intelligence (Central Intelligence Agency).

Heyns, L.M & Pieterse, H.J.C. (1990). A primer in Practical Theology. Pretoria: Gnosis.

Hill, N., Self, B. & Roche, G. (2002). Customer Satisfaction Measurement for ISO

9000:2000. London: Butterworth-Heinemann.

Hock, D. W. (1999). Birth of The Chaordic Age. San Francisco (Ca) - Berrett-Kohler
Publishers.

Hoge, R., Zech, C., McNamara, P. & Donahue, M. J. (1998). The Value Of Volunteers As

Resources For Congregations. Journal For The Scientific Study Of Religion, Vol. 37, No.

3, P. 470-480.

Holy Bible: King James Version [undated]. e-Sword Bible Software. Vers.8.0.6. www.e-

Sword.net. [Program downloaded 2009-09-23 / KJV module downloaded 2006-07-19]

Hungerman, D. M. (2007). Diversity And Crowd-Out: A Theory Of Cold-Glow Giving.
Cambridge (MA) : National Bureau Economic Research Working Paper 13348

(http://www.nber.org/papers/wi13348) [Retrieved 2008-12-03].

Hunneshagen, D. M. (2002). Discipleship Training of Children and Youth. dialog : A
Journal of Theology, 41(2): 190-196.

204



InConsult (2009). Risk Management Update : ISO 31000 Overview and Implications
for Managers. http://www.inconsult.com.au/Articles/1S0%2031000%200verview.pdf

[Retrieved: 2010-11-27].

Ingram, L. C. (1982). Underlife in a Baptist Church. Review of Religious Research. Vol.
24, No. 2, p. 138-152.

Jankowicz, D. (2004). The Easy Guide To Repertory Grids. Chichester: Wiley.

Jarrett, B. (1918). The Abiding Presence of the Holy Ghost in the Soul. New York:

Cathedral Library Association.

Johnston, A. K. (2003). A Hacker’s Guide to Project Management. 2nd Ed. Oxford:

Butterworth-Heinemann.

Jones, T. O. & Sasser, W. E. (1995). Why Satisfied Customers Defect. Harvard Business
Review Nov.-Dec. 1995, p. 88-98. [HBR Reprint 95606].

Joseph, W. B. & Webb, M. S. (2000). Marketing Your Church with Advertising and

Promotion Strategies That Work. Journal of Ministry Marketing & Management, Vol. 6,

No. 1, p. 19-34.

Kahn, A. E. (1966). The Tyranny Of Small Decisions - Market Failures, Imperfections,
And The Limits Of Economics . Kyklos Vol. 19, Iss. 1, p. 23-7.

Kapitaniak, T. & Bishop, S. R. (1999). Dictionary of Nonlinear Dynamics and Chaos.
Chicester : Wiley.

205



Karnes, K., McIntosh, W., Morris, I. L. & Pearson-Merkowitz, S. (2007). Mighty
Fortresses: Explaining The Spatial Distribution Of American Megachurches. Journal For

The Scientific Study Of Religion, Vol.46, No. 2, p. 26-268.

Katsioloudes, M. 1., Avery, D. R. & Kass, E. E. (2004). Change from within: The ABC-

AME church . Nonprofit Management and Leadership. Vol. 15, Issue 2, p. 239-245.

Klaes, M. & Sent, E-M. (2005). A Conceptual History Of The Emergence Of Bounded

Rationality. History Of Political Economy, Vol. 37, No.1, p. 27-59.

Koch, R. (1998). The 80/20 Principle: The Secret of Achieving More With Less.

London: Nicholas Brealey.

Koch, R. (2002). The 80/20 Revolution: How you can create and capture wealth and

wellbeing. London: Nicholas Brealey.

Kosmin, B. A. & Keysar, A. (2009) American Religious Identification Survey (ARIS

2008): Summary Report March 2009. Hartford (Conn.): Trinity College.

LaMothe, R. (2005). A Challenge To Church Leaders: The Necessity of Supervision For
Ordained Ministers. The Journal Of Pastoral Care & Counseling, Vol. 59, Nos. 1-2, p. 3-

15.

Lavery, B. (1967). Authority In The Church. Studies: An Irish Quarterly Review, Vol. 56,
No. 224, p. 376-38.

Lesourne, J., Orléan, A. & Walliser, B. (2006). Evolutionary Microeconomics. New

York : Springer.

206



Lowder, B. T. (2009). The Best Leadership Model for Organizational Change
Management: Transformational verses Servant Leadership(June 14, 2009). Available

at SSRN: http://ssrn.com/abstract=1418796 [Retrieved: 2009-08-07 23:19]

Lummis, A. T. (2003). What Do Lay People Want In Pastors- Answers From Lay Search
Committee Chairs And Regional Judicatory Leaders. Pulpit And Pew Research Reports,

No. 3, Winter 2003.
Lunn, J., Kleay, R. & Douglass, A. (2001). Relationships Among Giving, Church
Attendance and Religious Belief: The Case of the Presbyterian Church (USA). Journal

for the Scientific Study of Religion. Vol. 40, No. 4, p. 763-775.

Lyon, K. B. (1999). Paranoid-Schizoid Phenomena in Congregational Conflict: Some

Dilemmas of Reconciliation. Pastoral Psychology, 47(4): 273-292.

Mann, A. (2005). Strategic Planning As Spiritual Practice. The Clergy Journal, Vol. 81
Iss. 7, p4-8.

Marcum, J. P. (1999). Measuring Church Attendance: A Further Look. Review of

Religious Research, Vol. 41, No. 1, p. 122-130.

Marler, P. L. & Hadaway, C. K. (1999). Testing The Attendance Gap In A Conservative
Church. Sociology Of Religion, Vol. 60, No. 2, p. 175-186.

Marty, M. E. (2006) Fudging. Christian Century, Vol. 123, No. 21, p. 7.
Matteson, J. A. & Irving, J. A. (2006 ). Servant Versus Self-Sacrificial Leadership - A
Behavioral Comparison Of Two Follow-Oriented Leadership Theories. International

Journal of Leadership Studies, Vol. 2, Iss. 1, p. 36-51.

207



McConnell, F. J. (1920). Church Finances and Social Ethics. New York: The MacMillan

Company.

McDonald, M. & Dunbar, 1. (2004). Market Segmentation: How to do it, how to profit

from it. Oxford: Elsevier.

McGaw, D. B. (1979). Commitment And Religious Community: A Comparison Of A
Charismatic And A Mainline Congregation. Journal For The Scientific Study Of
Religion, Vol. 18, No. 2, p. 146-163.

McGaw, D. B. (1980). Meaning And Belonging In A Charismatic Congregation - An
Investigation Into Sources Of Neo- Pentecostal Success. Review Of Religious Research,

Vol. 21, No. 3, p. 284-301.

McMillan, B. R. (2002). What do clergy do all week? Pew and Pulpit [completed project]
http://www.pulpitandpew.duke.edu/clergyweek.html [Retrieved 2009-01-10].

Meil, C. L (1886). Church Debts : The Way to Pay Them : A Sermon. San Francisco:

Churchman Press.

Mellody, M. (1973). Microbial Leaching of Minerals. Unpublished M.Sc. Dissertation.

University of Leicester: Leicester.

Mellody, M. (1992). Records Management and Librarianship. Mousaion: Journal for

Library and Information Science. Series 3. Vol. 10, No. 2, p. 3-24.

208



Mellody, M. (2005). Interpersonal relations in the geological exploration office. Short
Report 2005/19 written for Barbour & Tyne Minerals Exploration Company,

Johannesburg.

Mellody, M. & Theron, J. P. J. (2006) Faithful Servants in The House of the Lord:
Critical Reflections on Congregational Management As Stewardship. Practical Theology

in South Africa, Vol. 21, No. 3, p.105-121.

Meskell, L. (1995), Goddesses, Gimbutas and 'New Age' Archaeology, Antiquity 69: 74—
86.

Milicia, J. (2005). Catholics training CEOs in holy robes. The [Johannesburg] Star,

2005-06-21. p.15

Mintzberg, H. (1994). The Rise and Fall of Strategic Planning. Harvard Business
Review. January-February 1994, p. 107-114.

Nelson, R. E. (1993). Authority, Organization, and Societal Context In Multinational

Churches. Administrative Science Quarterly, Vol. 38. p. 653-682.

‘New Life Addresses NEWSCHANNEL 13 Investigation’. KRDO-TV. Jan 25, 20009.

http://www.krdo.com/Global/story.asp?S=9729019. [Retrieved 2009-01-29].

Nelson, H. M. & Everett, R. F. (1976). Impact of Church Size on Clergy Role and Career.

Review of Religious Research, 18(1): 62-73.

Ntshinga, F. (2005). ‘Clerics back to school in trying times’. The Sunday Times (Section

3) [Johannesburg, South Africa]. 2005-06-26, p. 31.

209



O'Brien, W. (2003). ‘Area Church to recover last of stolen funds.” Worchester Voice. 9
June 2003.

http://www.worcestervoice.com/Wor%20Diocese/ouellette money missing.htm )

[Retrieved 2007-11-05].

Orr, D. W. (1979) Catastrophe and Social Order. Human Ecology, Vol. 7, No. 1, p. 41-52.

Patterson, K. A. (2003). Servant leadership: A theoretical model. Dissertation Abstracts

International, 64 (02), 570. (UMI No. 3082719).

Peter, L. & Hull, Raymond (1969). The Peter Principle. Cutchogue (NY): Buccaneer
Books.

Pickett, K. H. S. (2005). The Essential Handbook of Internal Auditing. Chichester -
Wiley.

Pienaar, W. D. & Spoelstra, H.I.J. (1991). Negotiation: Theories, Strategies and Skills.

Cape Town: Juta.

Pinker, S. (1997). How the Mind Works. London: Penguin Books.

Pizam, A. & Ellis, T. (1999). Customer satisfaction and its measurement in hospitality

enterprises. International Journal of Contemporary Hospitality Management. Vol. 11,

No. 7, p. 326-339.

Ploch, D. R. & Hastings, D. W. (1995). Some Church; Some Don't. Journal for the

Scientific Study of Religion, Vol. 34, No. 4, p. 507-515.

210



Pollock, D. R. (1996). Business Management in the Local Church. Revised Edition.
Chicago : Moody Publishers.

Portny, S. E. (2007). Project Management for Dummies. 2nd Ed. Hoboken (NJ): Wiley.

Powers, B. P. (editor) (1997). Church Administration Handbook. Nashville: B&H

Publishing Group.

Ramsay, W. (1851). Church Debts: Their Origin, Evil, and Cure. Philadelphia: Robert E.

Peterson.

Rhema Bible Church North (2009). Rhema Annual Report for 2008. Johannesburg;:
Rhema Bible Church North.

Richardson, J. T. (1980). People's Temple And Jonestown - A Corrective Comparison

and Critique. Journal For The Scientific Study Of Religion, Vol. 19, No. 3, p. 239-255.

Ronchetti, J. L. (2006). An Integrated Balanced Scorecard Strategic Planning Model For

Nonprofit Organizations. Journal Of Practical Consulting, Vol. 1 Iss. 1, p. 25-35.

Rothauge, A. J. (1983). Sizing up a Church for New Member Ministry. New York:
Episcopal Church Centre.

Rothauge, A. J. (1985). The Life Cycle in Congregations [Vol. 2,. Congregational
Vitality Series]. New York: The. Episcopal Church Centre.

RuZevicius, J. & Gedminaité, A. (2007a). Business Information Quality and its

Assessment. Engineering Economics, No. 2 (52), p. 18-25.

211



RuzZevidius, J. & Gedminaité, A. (2007b). Peculiarities Of The Business Information

Quality Assessment. Vadyba/Management, Nr. 1 (14). p. 54-60.

Rule, J. B. (1992). Rational Choice and the Limits of theoretical Generality. Rationality

and Society, Vol. 4, No. 4, p. 451-469.

Saarinen, M. F. (2001). The Life Cycle of A Congregation. Bethseda (MD): The Alban

Insitute.

Sauerland, S. & Seiler, C. M. (2005). Role of Systematic Reviews And Meta-Analysis In

Evidence-Based Medicine. World Journal of Surgery, Vol. 29, p. 582-587.

Schroeder, R. (2006). Catholic Church Growing Everywhere - Except in Europe.

International Journal of Missionary Research, Vol. 30, No. 3, p.142-143.

Shachar, M. (2008). Meta-Analysis - The Preferred Method Of Choice For The
Assessment Of Distance Learning Quality Factors. The International Review Of
Research In Open And Distance Learning, Vol 9, No 3. [Online Journal, Not Paginated

In 2008].

Simon, H. A. (1953). A Behavioural Model of Rational Choice. Rept. 363. Santa Monica
(CA): Rand Corporation.

Simon, H. A. (1955). A Behavioural Model of Rational Choice. Cowles Foundation Paper.
The Quarterly Journal of Economics, Vol. 69, p. 99-118.

Simon, H. A. (1986). Rationality in Psychology and Economics. Journal of Business,

1986, Vol. 59, No. 4, Pt. 2, p. S209-224.

212



Skoglund, A. G. (2006). Do Not Forget about Your Volunteers: A Qualitative Analysis of

Factors Influencing Volunteer Turnover. Health & Social Work, Vol. 31, No. 3, p.217-220

Smietana, B. (2006). Statistical illusion: new study confirms that we go to church much

less than we say. Christianity Today, Vol. 50, No. 4, p. 85-88.

Smit, P. J., Cronjé, G. J. de J., Brevis, T, Vrba, M. J., & De Klerk, A. (1997). Management

Principles : A Contemporary Edition for Africa. 2nd. Ed. Kenwyn: Juta.

Smith, D. L. (2005). Natural Born Liars. Scientific American Mind, Vol. 16, No. 5, p. 16-

23.

Smith, D.V.L. & Fletcher, J.H. (2004). The Art & Science Of Interpreting Market

Research Evidence. Chichester: Wiley.

Sorensen, R. (2007). Bald-Faced Lies! Lying Without The Intent To Deceive. Pacific
Philosophical Quarterly, Jun2007, Vol. 88, Issue 2, p. 251-264.

Southard, S. (1969). Second Chance for Church Records. Review of Religious Research,
Vol. 10, No. 3, p. 180-185.

Spears, L. C. (2010). Character and Servant Leadership: Ten Characteristics Of Effective,

Caring Leaders. The Journal Of Virtues & Leadership, Vol. 1, Iss. 1, p. 25-30.

Stafford, J. K. (2005). Richard Hooker’s Doctrine Of The Holy Spirit. Unpublished
Ph. D. Thesis. University Of Manitoba, Winnipeg, Manitoba

Stall, S. (1881). How to Pay Church Debts and How to Keep Churches Out of Debt. New
York: L Funk & Co.

213



Stevens, R. P. & Collins, P. (1993). The equipping pastor: a systems approach to

congregational leadership. Washington , D C : The Alban Institute.

Stonebraker, R. J. (1993). Optimal Church Size: The Bigger The Better? Journal For The
Scientific Study Of Religion, Vol. 32, No. 3, p. 231-241

Stout, C. E. & Hayes, R. A. (2004). The Evidence-Based Practice: Methods, Models And
Tools For Metal Health Professionals. Hoboken (NJ): Wiley.

Swanbrow, D. (2011). Do Americans Stretch the Truth About Church Attendance?
Michigan Today, 12 January 2011, http://Michigantoday.Umich.Edu Story.php-

Id=7916 [Retrieved 2011-01-17 10:41].

Tawfeeq, M. (2010). Iraqi forces storm church to end standoff; 37 killed. CNN World, 31
October 2010, http://articles.cnn.com/2010-10-31/world/iraq.violence_1_hostages-
iraqi-security-forces-minister-abdul-qader-obeidi? _s=PM:WORLD [Retrieved: 2010-11-

2713:44].

Thomsett, M. C. (2002). The Little Black Book of Project Management. 3rd. ED. New
York: Amacom.

Townley, B. (2008). Reason’s Neglect: Rationality and Organizing. Oxford: Oxford

University Press.

Thurman, J. V. (1979). New wineskins: A study of the house church movement.

Unpublished M.A. Thesis, University of Birmingham, Birmingham (England).

214



USCCB®3 [2004]. Catholic Committee on the Liturgy: Chapter Four - Building a
church: Practical Consideration. http://www.usccb.org/liturgy/lschapterfour.shtml

[Retrieved: 2005-05-22].

Warren, R. (1995). The Purpose Driven Church: Every Church is Big in God’s Eyes.
Grand Rapids (MI): Zondervan.

Weber, M. (1946). From Max Weber: Essays In Sociology. Translated, Edited, And With
An Introduction By H. H. Gerth & C. Wright Mills. New York : Oxford University Press.

Weber, M. (1978). Economy and Society: An outline of interpretive sociology, Vol. 1,
edited by G. Roth & C. Wittich. Berkeley: University of California Press.

Wessinger, C. (2000). How the Millennium Comes Violently: From Jonestown to

Heaven's Gate. London: Chatham House Publishers.

Winer, R. S. (2001). A Framework for Customer Relationships Management. California

Management Review, Vol. 43, No. 4, p. 89-1005.

Winston, B. E. (2002). Be a leader for God’s sake. Virginia Beach, VA: Regent

University. School of Leadership Studies.

Zaleski, P. & Zech, C. (1995). The Optimal Size of a Religious Congregation: An

Economic Theory of Clubs Analysis. American Journal of Economics and Sociology, Vol.

54, No. 4, p. 439-453

123 United States Conference of Catholic Bishops

215



Zerbe Jr., R. O. & Bellas, A. S. (2006). A Primer For Benefit-Cost Analysis. Cheltenham:
Edward Elgar.

216



