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Introduction
It's 7:35 p.m. and the first two committee members arrive at church for the 7:30
meeting. They are not sure what room it is supposed to be in, so they pick one and turn the
lights on. They chat about last weekend's talent show while a few others wander in. The
matronly moderator bustles in with an armload of papers and takes a seat. It takes her a few
minutes to get organized, while the others tell stories about their week s activities. After a
while she says they might as well get started. What should we talk about tonight?
One member launches into a tirade about the treatment he received at the church
rummage sale. Something should be done. The others listened sympathetically, but no one
has any solutions to offer. Several members report on their areas of interest. The moderator
suggests taking a look at the budget, but the figures seem to be off, so the matter is postponed
until next month. And so it goes. Two hours later everyone is ready to leave, but no one can
say what the committee accomplished.
Let us face it. You cannot be a member of an Adventist church for any length of time
without hearing some wisecrack—often from the pulpit—about our use and abuse of
committees. Heard any good committee jokes lately? "How many Adventist committees does
it take to change a light bulb?"
Before you anti-committee people get too smug, however, I must point out that
committees do exceptional work most of the time. Committees function as a small group to
represent the interests and concerns of the congregation. They do what is impractical or
impossible for the entire church body to do. Could you imagine several million Hebrews
carefully sneaking around Canaan, checking out the land—and trying to keep it a secret? An
impossible job for the entire nation became a relatively simple task for twelve people.
Committees share and support the ministry of the church. When committees are
functioning as they are designed, the ministries of the pastor and staff are multiplied.
The Holy Spirit and Committees
Mack Tennyson in Making Committees Work reminds us that "If it were not for the
Holy Spirit, we might still make decisions by casting lots. But after the Holy Spirit's
outpouring, group decisions became more democratic." He cites Acts 15 as "the clearest
example of group decisions." He continues, "The apostles and elders had to decide whether it
was necessary to circumcise the Gentiles who turned to the Christian faith. First they debated
the issue (v.7. They grounded their debate in logic tempered by the miracles Peter and Paul
reported (v.112). They reviewed their heritage (v.10)
and Scripture's teaching (v.16). They also expressed raw opinion (v.19).
"After the debate, the Bible relates, `They decided ...' (v.22). It does not say how the
group decided. Was there a majority vote or a unanimous decision? The important thing is
that the apostles and elders made a decision that set out a reasonable action, and then they
acted. The committee wrote a letter that started like this: “The apostles and elders, your
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brothers, To the Gentile believers...” (v.23). Imagine the process they must have gone through
to craft that letter!
"Peter may have said, `We need some introductory words about why we are writing.'
"Paul may have said, `No, get right to the point. Start by saying, It seemed good to us
not to burden you with anything beyond the following requirements.'
"James says, `You fellows have more experience writing than I, but it seems that we
should say that the Holy Spirit helped with the decision.'
"Paul says, `Okay, let's say, It seemed good to the Holy Spirit and to us not to burden
you with anything beyond the following requirements: ...' (v.28).
"They continued in the same manner until they finished the letter.
Tennyson concludes by saying, "The most startling thing about the whole process is
that they met, discussed, and decided. Then they wrote a letter stating their decision as the
Holy Spirit's decision: `It seemed good to the Holy Spirit ...' Today's English Version says,
`The Holy Spirit and we have agreed ..." The participants depicted their group decision as a
word from the Holy Spirit. This gives today's committees some hope." (Zondervan, 1992,
pp.12-13).
The Holy Spirit is the vicegerent of Christ. The church is the "body of Christ" on earth
today. We can confidently expect that if we seek His counsel in our committee work, as in
the days of the apostles, we can expect His intervention and know that the decisions made
represent His will for the church. For "By His (the Holy Spirit) power the way of life will be
made so plain that none need err therein" ( Ellen G. White, Acts of the Apostles, Pacific Press,
p. 53).
The Purpose of this Booklet
Though church meetings can be dull and take months to accomplish anything, they are
integral and important parts of church organization. Without committees, it is up to the
pastor to decide everything and make sure everything gets done. Church members can sit
back and criticize the pastor, because no one else takes responsibility. The most vibrant
churches, though, have a strong tradition of lay leadership: small groups of members who
dream dreams and see visions, who work together to make things happen.
Unfortunately, thousands of well-meaning church volunteers do not have a clue about
how to run a meeting. They muddle along, sticking like stale taffy to the form of Robert's
Rules of Order without the substance, or following no particular form at all and hoping
everything works out. Here is a booklet on how to manage church committees.
Assignment:
1.
Is there a Bible precedent for church committees? Can you develop a committee
theology from Scripture?
2.
How did the church of the New Testament make decisions?
3.
How does the Holy Spirit fit into group decision making?
4.
Does the Holy Spirit lead a church the same way He leads an individual? Can a group
find God's will for a church better than an individual? If so, why?
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1
NECESSITY FOR COMMITTEES
Eyes glazed over, heads silently nodding in sleepy stupor; fingers drumming in
frustration; restless squirming—have you ever taken part in a committee meeting like that?
Have you asked yourself, "Is there a better way?" There is. The better way demands that we
understand the purpose of committees, be able to differentiate between types of committee
meetings, and that committee leaders sharpen the direction of the session in order to improve
the overall result of the group's work.
Why Church Committees Are Important
What is the general purpose of church committees? Committees are important to their
churches for both theological and practical reasons. In congregations affiliated with
belonging to denominations which stress the priesthood of believers and the ministerhood of
all Christians, committees grow out of church organization and doctrine. Committees do not
always work well; but traditionally, they have worked well enough to help churches advance
their ministries. God's work has moved forward, though haltingly at times, partially because
of the efforts of committees and other ministry groups.
The Place of Committee Work in the Church
The effective use of committees saves time, allows for studies to be made, utilizes
special skills and knowledge of church members, and provides opportunities to develop
leadership potential in church members.
A church cannot make all its decisions during a business meeting. Sometimes, much
work needs to precede a floor discussion or a vote by the church body. Studies need to be
made and data needs to be gathered. Alternate proposals need to be formulated. Church
committees can perform these tasks.
A church committee has been described as a group of persons assigned specific tasks
by a congregation to perform for the larger body. To understand the important place of
church committee work, one must know about the administrative tasks facing all churches.
W. L. House and O. Thomason describe the administrative tasks that church committees carry
out:
• "Govern the life and work of the church under the Lordship of Christ.
• "Determine the church's programs, program services, and administrative
services.
• "Establish organization to conduct and/or coordinate the church's programs
and services.
• Determine the church's cooperative work with other churches.
• Establish and maintain appropriate external relationships.
• Select staff and volunteer leaders and assign responsibilities.
• Provide and allocate resources for the total work of the church." (A Dynamic
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Church. Nashville: Convention Press, 1969, p.135).
Based on these tasks, the overall work of church committees is to conduct studies and
to prepare plans for the church's course of action and to administer approved plans as
assigned. The importance of church committees is seen in the help they provide to the church
in making right decisions concerning leadership, facilities, and financial resources.
Several important reminders need emphasizing:
1.
Committees exist only for their church and its mission. Committees have no
independent existence. They were voted into existence by their congregations (and can be
terminated in the same manner). This reminder should short-circuit any rogue committee's
temptation to become a "church within a church" and to compete with its own sponsoring
congregation.
2.
The congregation in business session determines its ministry and sets policy for the
church, and its committees carry out the policies within their areas of responsibility in ways
that advance the congregation's ministry.
3.
Committees help the congregation do work that would not be efficient for the entire
church to undertake as a committee-of-the-whole. A small group of church members can
explore options and propose solutions to the congregation more efficiently than the entire
membership can undertake such enterprises. The congregation, however, reserves the right to
decide the committee's proposals.
Adventists have long relied on committee recommendations as a wise way to fulfil the
church's responsibilities. Involving the entire assembled congregation in every business detail
is futile. We therefore choose to allow smaller groups to weigh alternatives, discover the best
options, and recommend action(s).
The Advantages of Committees
Committees offer a number of other advantages:
1.
The work load is better distributed. A pastor, due to time limitations, cannot fulfil all
the tasks assigned. Many of our churches utilize bi-vocational and part-time staff whose
workweek must be divided among various responsibilities. Even ministers of multi-staff
churches find more to do than available hours allow. Committees are one of the best ways
that church members can be partners in ministry and share the load.
2.
Committees utilize the gifts and training of knowledgeable members. Every church
has capable members who can make contributions through committee service. Singing in a
choir or teaching a class is important; likewise, working "behind-the-scenes" in small groups
is equally important.
3.
Committees usually make wiser decisions than individuals. A committee of three to
five persons can discuss an issue more thoroughly than a congregation of 150.
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William S. Smith noted: "`Two heads are better than one' is an old saying that
identifies one of the most important advantages of discussion.... Consider a problem
being investigated for two hours by eight people of the average age of forty. Three
hundred and twenty years of human experience are brought to bear on a problem for
two full working days." (Group Problem-Solving Through Discussion. Indianapolis: The
Bobbs-Merrill Co., 1965, pp.42-43).
4.
Committee involvement ensures that decisions are more fully accepted and supported.
Support is harder to generate when one person is the lone decision-maker. A much better
course is to involve more church members in the initial discussion and recommendation.
5.
Committees aid in the task of assimilation. Small-group involvement leads to a person
feeling "at home" in a larger organization. Though church committees are task-oriented, the
fringe benefit of member assimilation must not be discounted.
Committees are the workhorses of the church. Many worthwhile ministry tasks have
been accomplished through the hard work of men and women—volunteers—who love their
church and want to serve the Lord through it.
What a Particular Committee Does
What is the specific ministry area of a committee? The congregation owes each of its
committees a job description, an orientation to its responsibilities, and some assistance with
team building. Then each committee will understand what it is supposed to do, how
committee members relate to one another, and when and to whom to report. Without job
descriptions, orientation, and team building, committees are not likely to function well. They
will not know how much initiative they can take for researching issues, and proposing
solutions. When groups lack clarity and confidence, they rarely do good ministry work. (See
appendix 1 for sample committee job descriptions.)
What Committees Can Do—Committees can do only what the church authorizes
these committees to do. This authority is spelled out in the job description of the committee
or by action of the church in business session.
Committees can perform at least four important roles: (1) they can discover more
effective ways for carrying out the church's work; (2) they can perform detailed studies of
specific problems; (3) they can help reconcile divergent viewpoints; (4) they can broaden
participation.
In addition, church committee work provides a church excellent opportunities for
utilizing the skills, gifts, and abilities of church members. Church committee work can help
provide the leadership potential of church members.
What Committees Cannot Do—A church committee cannot go beyond its job
description, beyond church policy, or beyond the assignment given to that committee by the
church.
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When Meetings Are Necessary
Is a meeting needed at all? Committee meetings are only one structure for getting part
of the congregation's work done. Since some meetings are unnecessary, be sure a meeting is
needed before a committee workgroup is called together.
Don't convene meetings if:
• phone calls or written information will convey needed information just as
well;
• crucial committee members cannot attend;
• leaders cannot or will not prepare adequately to conduct the meeting;
• so much group work is required that the outcome is not worth the effort.
However, calling a meeting is necessary and wise if:
• community must be built or enriched (team spirit is generated when the
"family" gets together);
• problems in the group must be solved by the group ("two [or more] heads are
better than one" when it comes to finding good solutions for the group);
• reports must be made (progress reports or information requiring discussion
frequently deserve a group setting);
• members must be trained or plans unfolded (preparing members to participate
fully and confidentially in the grand sweep of their church's future calls for an
open forum);
• consensus must be developed (people support what they help create--so public
exploration of crucial issues is needed);
• action must be encouraged (sometimes after decisions are set, a pep rally is
still needed to light the fires and get the group launched).
Types of Church Committees
Meetings Have Personalities of Their Own. What kind of meeting is appropriate?
The purpose of a particular meeting determines the type of meeting and format that will fit
the best.
Oddly enough, the purpose of some meetings is simply to meet. Such aimless
sessions are tipped off by several clues. Some regularly scheduled meetings may finally fall
into the needless category. For instance. the length of the meeting becomes more important
than what is achieved. An embarrassing situation in this case is, "How will we know when
this meeting is over?" The discomfort is caused by the suspicion (or realization) that there's
no real agenda for the meeting and everyone's time is being wasted.
Consider writing an agenda for a session that is highly focused. "This meeting will
end when we have done two things: (1) when we have reprioritized next year's goals for our
committee's work, and (2) when we have reduced our budget by 10 percent, as directed by the
stewardship committee." A series of questions added to the agenda may center the group's
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thinking and actions on doing first things first.
Remember, however, that form follows function and purpose shapes meetings. What
your meeting must accomplish determines the format that is appropriate. Broadly speaking,
there are three types of meetings: decision-making, creative, and training.
1.
Decision-making meetings are "how can we ...?" meetings. Their goal is to find
solutions to problems based on available information. Leaders are expected to inform, probe,
orchestrate, and keep the group engaged in exploring the decision to be faced. Leaders should
encourage discussion, listen, mediate, question, keep the group on track, expand the range of
solutions, evaluate possible solutions, summarize conclusions, delegate responsibilities, and
praise members for their contributions.
2.
Creative meetings are "if we could do anything ..." sessions. The intent of these
meetings is to generate as many ideas and options as possible. The leader has a challenge to
stimulate the group's creative juices as much as possible. The leader is responsible for
defining the issue, brainstorming and eliciting ideas, recording ideas, appraising, delegating,
and thanking participants for taking risks.
3.
Training meetings are "here is how to ..." assemblies. The goal is to teach people by
introducing them to new ideas and to demonstrate techniques. Leaders should design
appropriate learning structures, share information, and draw participants into the learning
process. Additionally, they keep variety in their training methods, use feedback, evaluate
results, and encourage their trainees.
Be sure you know what your meeting is intended to accomplish and then design the
session accordingly. Doing so will provide a sharpening effect on the meeting.
Principles of Church Committee Work
James A. Sheffield sets forth the following principles in guiding the work of
committees:
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.

Committee work should be determined on the basis of need.
The number of committees should be determined on the basis of well-defined
areas of work to be done.
The duties of committees should be defined clearly and should be well
publicized.
The number of persons placed on a committee should be no greater than is
needed to do the job.
Individuals should be placed on committees where they can both learn and
serve.
Committee members should be provided with opportunities for training.
Committees should meet with some degree of regularity.
Committees should make periodic reports to the church.
A plan of supervision of church committee work should be provided.
The rotation of members of committees should be considered." (Church
Officer and Committee Guidebook. Nashville: Convention Press, 1976).
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Some of these principles will be developed more fully in later chapters.
Assignment:
Review the overall effectiveness of committees functioning in your church.
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2
CONDUCTING COMMITTEES
"OK, folks, let's get started now," pleaded Pastor John Jones as the scheduled time for
the regular meeting of the Church Board at Mount Pisgah Church came and went. The
meeting had been scheduled for 7.00 PM, but the clock had advanced to 7:40 before John
ever got the attention of the folks.
Promptly at three o'clock on Sunday afternoon Pastor Joe Smith called the meeting of
the Church Board to order at Trinity Church. After asking Jesse Akers to lead them in prayer,
he called attention to the agenda for the afternoon's meeting. Next, he asked for a report from
the Church Clerk as to the membership accessions made by baptism during the past month.
These two examples indicate a difference in the manner in which a Board Meeting can
be conducted. On the one hand, the meeting was rather unstructured and lackadaisical in its
approach. Its results probably followed that same pattern. On the other hand, the Trinity
Church Board was punctual in getting started and structured in its meeting. The probability
of positive results are also higher.
Pre-Session Actions
What preparation is needed for the meeting? Purpose, time, place, atmosphere,
materials, and a plan for record keeping are all part of the process of readying the leader and
the committee for a productive session. Certain actions must be completed prior to a
meeting. These actions are related to the preparation of oneself and the committee members
for greater productivity during the meeting. The difficulty is getting prepared to be prepared.
The following five-point checklist provides the leader with an index of "get prepared"
pre-session actions. Completion of these actions will enhance in-session productivity. All
actions listed should be finished three to seven days before a scheduled meeting.
Pre-session Checklist
1.
Picture in your mind the purpose of the meeting that is scheduled. The purpose of a
session should give shape to that event. Lyle Schaller suggests that most committee meetings
fit into one of seven categories: (1) information giving; (2) information giving and receiving;
(3) planning; (4) problem solving; (5) decision making; (6) social or inspirational; or (7)
therapeutic (Getting Things Done: Concepts and Skills for Leaders. Nashville: Abingdon
Press, 1986, p. 125).
Exercise caution in scheduling different kinds of meetings for the same committee
session. For example, a therapeutic meeting to respond to someone's wounded feelings
should not be carried on concurrently with a decision-making meeting. A common practice is
to encourage the social meeting, the information-sharing meetings, and the therapy meetings
to be held after the decision-making meeting has been concluded.
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2.
Prepare a written agenda. The most common format for an agenda is displayed in
Figure 1. In this format, agenda items are listed in numerical sequence as they emerge.
Minimal consideration is usually given to ranking the items in order of priority (highest to
lowest) or importance (most to least). During the meeting, items should discussed in the
order listed. The time allowed for treatment of each item may or may not be specified.
I prefer the agenda format shown in Figure 2. Each agendas item is classified into one
of the three categories: action, information, or discussion. All action items are dealt with first
in the committee meetings. Remaining items are treated as interest, time, and/or energy
permits.
3.
Notify all members of date, time, and place of meeting. Even if the meeting has been
announced previously, do not assume every member knows about it. Send a written notice of
the meeting and follow up with a reminder telephone call. NOTE: Some committees meet on a
preset schedule (weekly, bi-monthly, monthly, etc.) Before notifying members of a preset
meeting, be sure agenda items are sufficient to warrant a meeting. If the agenda is sparse,
explore the following alternatives to a meeting:
• A decision by one responsible person often eliminates the need for group action.
• A conference call may substitute for a meeting.
• Postpone the meeting. Consolidate the agenda with that of a later meeting.
• Cancel the meeting. Ask yourself: Is this meeting necessary?

11

4.
Distribute the agenda in advance. Ordinarily, a draft agenda is circulated in advance
of the meeting. Then, when the meeting is convened, leaders can poll the group for any
omitted items and gain some psychological ownership for the agenda by asking for adoption
of the working agenda. From that point forward, the agenda provides structure for the
session.
5.
Gather necessary information, resource materials, and equipment needed for the
meeting. You may need to duplicate some printed material(s). You may need to prepare a
poster or a chart. Some resources may have to be ordered. Equipment, when located, may
need to be repaired. Individuals or groups may need to be contacted. Allow yourself ample
time.
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In-Session Actions
Two checklists will help you guide the overall work of the committee. The Committee
Meeting Checklist is a list of actions to be performed when conducting a committee meeting.
The Committee Work Checklist spotlights actions related to the responsibilities of the
committee chairperson. The results attained by using these dual checklists will be worth the
effort invested.
Committee Meeting Checklist:
1.
Arrive early. Arrange the room. Most church committee meetings call for a seated,
circular, "round table" approach that signals equality of rank and broad participation. Set up
and/or test equipment to be used. Check heating/air conditioning, and lighting. Distribute the
materials to be used in the meeting. Place a written agenda for every member on top of any
materials already distributed. (Some members will forget to bring their copy with them.)
Provide a pen or pencil and note paper for each member.
2.
Start on time. Call the meeting to order at the appointed time. Starting on schedule
gets the meeting launched on a positive note.
3.
Overview the written agenda. State the specific purpose of the meeting clearly. "We
are here to...." "The purpose of this meeting is...." Scan and comment briefly on the items
listed. Add other items suggested by members and deemed appropriate by consensus of the
group.
4.
Lead the members through the agenda. Deal with the most important and most
pressing matters first. Treating the most important items at the beginning of the meeting
insures that only the least important will be left if time runs out.
5.
Involve all members in the discussion. Foster an atmosphere that will maximize the
potential contributions of each member—including yourself. Some tips on how to involve
members will be suggested in the next chapter.
6.
Keep the meeting moving. Allow ample time for treatment of items being considered,
but curtail excessive dialogue. Say, "Have we achieved consensus on this point?" "Are we
ready to move to the next point?" Stick to the written agenda. "The next point is...."
7.
Continue the meeting until its stated purpose is accomplished. Whatever the
purpose—to analyze a problem, to generate creative alternatives, to arrive at a decision, to
inform, to coordinate—achieve it before adjourning the meeting.
8.
Control interruptions. Nothing is more unproductive to committee productivity than
ill-timed interruptions. As far as possible, allow interruptions for emergency purposes only.
9.
Allow a break, if deemed appropriate. Even a brief break for members to stand,
stretch, or move about can energize a group. The longer the meeting, the more appropriate a
break will be. When an extended break is included in the agenda, provide light refreshments.
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10.
Summarize the results of the meeting. Focus on conclusions/agreements achieved,
decisions, made, actions taken. Review what was accomplished and determine followthrough actions needed.
11.
Assign/delegate responsibility for each follow-up action to a specific member.
Agree on dates for between-session progress reports to be made to the chairperson.
12.
Express appreciation for participation and contribution of members. Let members
know you do not take for granted the time and effort they put into committee work.
13.
Get feedback on your performance from committee members. Make a spot check
periodically through a Meeting Evaluation Checklist. (See Figure 3 for a sample checklist.)
The checklist should be completed by each member and left, unsigned, with the chairperson
for immediate review. Use the feedback received to tag areas for improvement in
performance.
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Committee Work Checklist
1.
Familiarize members with the duties of the committee.--If a written job description
exists, use it to orient committee members. If a written statement of duties is not available,
prepare a job description, with the committee's assistance, and submit it to the church for
approval.
2.
Help the committee organize for its work.--Enlist and supervise the work of the
committee secretary. See that adequate and accurate minutes are kept of each meeting.
Create and use subcommittees as needed.
3.
Lead the committee to get its work done. Periodically evaluate its work, and
constantly seek to improve its work. The Committee Activities Plansheet (see Figure 4) can
be used by the committee to:
• Identify, select, and schedule some activities/projects.
• Develop a sequence of actions for completing activities/projects.
• Prepare a timetable for completing the activities/projects.
• Determine the resources needed to complete the activities/projects.
• Complete the activities/projects as scheduled.
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4.
Identify and discuss with members the performance standards expected of them.
At least the following should be included:
• Be present for each meeting—or always notify chairperson when absence is necessary.
• Be on time for meetings.
• Know the purpose, duties, and members of the committee.
• Participate in discussions.
• Complete assignments as agreed on.
• Keep the committee chairperson informed about progress on assignments.
• Make progress reports on assignments at committee meetings.
5.
Lead the committee in preparation of an annual budget request, when necessary.
Administer the committee budget. Sign all requisitions as needed.
Post-Session Actions
The meeting is over, but the job of the chairperson continues. A variety of actions
should be taken soon after a committee meeting is held. These actions revolve around the
public relations and accountability role of the chairperson to the church. Review the PostSession Checklist and see what you need to do now.
Post-Session Checklist
1.
Speed up the preparation of minutes by the committee. Concise minutes should be
completed as soon as possible after the meeting. (See Figure 5 for a sample form.) In
addition to providing a written record of a committee's meeting, minutes remind members to
complete assigned follow-through actions.
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2.
Distribute a copy of the minutes to all members, including the liaison staff minister.
(Every committee should have a staff minister related to it as an advisor, resource person, and
ex officio member.)
3.
Report regularly to the church board and/or the church business meeting on
committee activities. A committee is elected by the church and is accountable to the church
for completing work assigned to it. The chairperson is responsible for keeping the church
informed about work completed, in process, and/or anticipated.
4.
Present committee recommendations, as appropriate, to the church board and/or
the church business meeting. Involve committee members in the wording of
recommendations. When presented, the recommendation might read, "The__________
committee recommends ...," not "I, the chairperson of the _________committee
recommend...."
5.
Receive progress reports from members on follow-through actions assigned to
them. If an expected report is not received by the time promised, contact the appropriate
committee member to check on progress.
6.
Work with church staff ministers, church officers, church board, Sabbath School
council, deacons, church program directors, and other committees. The work of your
committee impacts, in some way, work done by other groups and individuals in the church.
Keep in touch with these teammates. Inform them about the work of your committee. Stay
informed of work they are doing.
Summary
17

The apostle Paul suggested that all things should be done "decently and in order" (1
Cor. 14:40). This also includes church committee meetings. Those who conduct them should
plan, prepare, and study the group dynamics of small-group meetings. Summarily,
conducting successful committee meetings depends on “The Four A's":
1.
Agenda: defines the content and purpose of the meeting.
2.
Arrangement: creates an atmosphere by proper physical arrangements as well
as attending to acquisition of all materials necessary for the meeting operation.
3.
Attendance: informs committee members of the meeting time and place, thus
maximizing participation.
4.
Anticipation: members expect to see positive outcomes from investing their
time.
By carefully planning committee meetings, your committee members and you will
enjoy work sessions more. More important, the kingdom of God will advance through your
congregation.
Assignment:
1. Prepare an agenda form that best suits your situation and style of leadership.
2. Prepare your own “check lists” for pre-session and post-session activities.
3
CHAIRING COMMITTEES
Early one sub-zero Sabbath morning the furnace at the church quit working. Efforts
to repair the furnace in time for the worship service were unsuccessful. So everyone sat in the
auditorium shivering and waiting somewhat impatiently for the service to begin. When the
pastor strolled in, he paused a few seconds to survey the situation. Then he stepped gingerly
to the pulpit. "Be comforted by the words of Scripture, he proclaimed, "many are cold, but
few are frozen!"
The pastor's pun contains a "many/few" principle applicable to the role of a committee
chairperson: Many roles are attempted, but few are executed adequately. The truth of this
principle was reinforced for me recently. I asked a group of pastors to tell me, in one-word
descriptions, what the role of a committee chairperson is. Their responses were: conductor,
trainer, leader, planner, communicator, implementer, interpreter, supervisor, delegator,
decision-maker, negotiator, conflict manager, change agent, representer, monitor, evaluator,
reporter, advocate, organizer, confronter, administrator, budgeter, enlister, motivator, and
informer. What a list!
You probably have served, are now serving, or will serve as chairperson of a church
committee. Are the roles named familiar to you? Which role(s) have you performed? Which
roles are most important? Do you know when the functions are to be done? Are you
wondering how you get them done?
The when, the what, and the how-to-do-it functions of a committee chairperson were
detailed in the preceding chapter. You discovered guidelines and checklists that enabled you
to do your job better. But read on, there are more tips that will help you perform more ably in
18

your role as a committee chairperson.
Vast Many Versus Vital Few Perspective
The way you view your role as a committee chairperson will determine your approach
to your work. You have two options. You can view your role from either a vast many or a
vital few actions perspective. Your performance results will depend on the perspective you
choose.
The vast many perspective is illustrated here:

In this perspective, the chairperson focuses on the multiple roles involved in his or her
job. At any given time, one or more roles may receive attention. However, no particular role
is performed at a designated time. If you approach your job from this perspective, you might
feel, at times, overwhelmed by your role because of its perceived enormity. You might feel
discouraged in trying to perform your role. However, an option to this approach exists.
The vital few perspective is illustrated:

In this perspective, the chairperson focuses on the importance of roles. The multiple
roles that exist are combined into a few specific actions. Attention is focused on each cluster
of actions. If you approach your job from this perspective, it can be managed. Chances are,
you will delight in doing your job.
The chairperson with a vital few perspective would direct his activities in conducting a
committee around three primary roles, as noted in the previous chapter: (1) completing presession actions, (2) performing in-session actions, (3) executing post-session actions.
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What can a chairperson do to facilitate an effective meeting?
1.
Be prepared. In conducting meetings, "He who fails to plan, plans to fail." It
is also true that we get what we get ready for. The success, smoothness, effectiveness, and
productivity of any democratic meeting of people is usually determined before the first person
ever arrives for the meeting. Do not start worrying the moment you accept an invitation to be
a chairperson start preparing.
The following list of questions could serve as a checklist to help you prepare:
•
•
•
•
•
•
•

Were the people adequately notified of the meeting time, place, and subject matter?
Were the previous meeting's minutes carefully studied in preparation for the
approaching meeting?
Were all committees expected to report aware of their responsibility?
Was an agenda prepared?
Were reports written in clear, comprehensible form for the committee members?
If there was anticipated opposition on any issue, were the person or persons in
opposition carefully and prayerfully consulted in private prior to the meeting?
Was every effort made to communicate a spirit of openness, honesty, and integrity in
all the steps of preparation?

To aid you in the organization of your meeting, why not make up a "Take it apart"
sheet? You write at the top the idea that will be debated, or the resolution to be considered.
Draw a line down the center of the page and write on one column "in favor" and on the other
"against". Then put your mind to work to anticipate and make a note of every fact and feature
you can imagine as an argument pro or con.
You will arrive at the chair with more knowledge than anyone in the room of what is
likely to be said, and this helps you to keep control. You will also be in a position to suggest
points overlooked by other committee members, giving an opportunity for well-rounded
discussion and consideration.
Have facts in hand, not to trot out gratuitously but to fill gaps. Make sure that there is
someone present who has detailed knowledge about the project under consideration, or
experience in the course proposed. Obtain whatever pertinent booklets are available, not with
the idea of reading them to the meeting but so as to have authoritative material at hand to
answer questions and spark discussion.
Do not rely on your native intelligence to provide you with spur-of-the-moment
comments and debate-starters. As Nathan Shepphard wrote in a long-forgotten handbook for
public speakers: "The best improvisations are improvised beforehand."
Always keep the members of your audience in mind. Over what sort of people are
you to preside? Some will have only existential knowledge of the problem on the agenda:
they know there is a problem. Others will bring essential knowledge: they know there is a
problem, they know its nature, and they have examined it.
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Preparation is not manipulation of the machine in order to ensure that it will run
smoothly enough to do a railroad job. Preparation is management of the process in order to
ensure that the Lord's work is conducted in the most efficient, businesslike manner possible.
One stitch of preparation will usually save nine of frustration.
2.
Be Proper. Committee members feel comfortable and confident when its
business matters are conducted in a proper, orderly, accepted, and approved fashion.
Following good rule of order and procedure is essential to good committee meetings. These
will be discussed in a later chapter. Suffice to say, common sense is needed.
Running a meeting is like putting on a show: it has to be rehearsed in your mind and
then staged properly. Unnecessary detail must be edited out of the script; unimportant action
must be speeded up; every participant must be given opportunity to say his lines.
Handling Conflict
No matter how well dispositioned the people at your meeting may be, you are likely to
run into conflict. Not only policies and plans collide, but personalities.
You may find that before the meeting an issue is being used by opposing sides in their
effort to gain dominance. Much that passes for discussion is merely the noise made by
contending propagandists. Your recourse as chairman is to keep discussion to the facts at the
meeting on this particular issue. Enforce the rule that all speakers address the Chair, even
though they may wish to question or answer something said by a previous speaker.
You may have a committee member who is difficult to handle. Some people’s
emotions drive them to imagine that they are being persecuted when you hold them to the
accepted customs of debate. A restatement or a word of humor can often deflect their sharp
belligerent barbs.
If passionate discourse breaks out, seize the conflicting arguments in both hands and
display them so that they become clarified. State precisely, in a few words, what you
understand to be the contentions of each of the disputants. Apparent contradictions will often
turn out to be merely ambiguities. Make sure that everyone is talking about the same fact,
person, or proposal. Many disputes and confusions fade away when the key words are
defined.
Keeping up Interest
Fundamental in keeping up interest is to stir participation. When a meeting seems to
be lackadaisical try a little mind stretching. Throw out a question that is allied to the topic
but a few steps ahead of the current discussion. Try to push the right button to bring out the
interesting and helpful things that might be contributed by people in your committee who
have not yet spoken. Show interest in a warm, enthusiastic way.
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One helpful question to use when the audience seems dormant is this: "What will
happen if we decide this way?" Put some enthusiasm into your voice—some people can talk
about the joys of Utopia in such a manner as to make us disgusted with them.
In a larger committee, get your audience into the habit of rising to speak. Sitting still
keeps people's minds quiet; getting on their feet sets their minds in motion.
When the meeting is formal, all remarks must be strictly relevant to the question being
discussed, but in most meetings some latitude may be allowed. The chairperson, however,
must be alert to halt any speaker who wanders too far from the subject. Not only does the
digression waste time, but it muddles the issue. One good way to bring a discussion back on
track is to summarize what has been said to date.
Do not allow a person to speak twice on the same topic until all others have had a
chance to contribute their opinions. Control the loquacious and draw out the diffident. In
extreme cases ask the talkative person to give others a chance. Say: "While we're on this
point, let's hear from some of the others."

Time Wasters
Learn to deal with time wasters. These include:
Late Arrivals. Do not sit around waiting for people who show up more than five
minutes late. Otherwise, people learn that nothing ever happens in the first half hour anyway,
so why bother being prompt? Begin on time, and let the latecomer be embarrassed. Offer a
sentence to explain what you are doing, and get back to business.
Chitchat. Christian fellowship is one of the strengths of the church, but you will need
to keep the conversation within bounds if you hope to accomplish anything. One veteran
moderator contends that people come with their minds full of the week's events, and they
need a chance to clear the slate before getting to work. Accordingly she sets aside 10 minutes
at the beginning of the meeting for everyone to share one thing on their mind, one joy or
concern, or one event of the past week that could offer insight to the committee's work. That
done, people are ready to get down to business, she contends.
Lengthy Reports. People are proud of what they do, and often want to describe the
work of their subcommittee in great detail. Consider setting a time limit on reports, and
encourage people to include the most important matters. They could even submit written
reports, which members could read over quickly before asking questions. Rejoice together
over the good news, and get on with the business at hand.
Tangents. Some people feel strongly about particular issues, and they want to express
their opinions at length. Determine whether the opinions expressed are relevant to the
matters you need to discuss. If they are, call for a motion, ask other members for their views,
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and vote on it. If not, gently suggest that the committee take it up at the next meeting, or refer
it to a more suitable committee.
3.
Be Patient. People make up our churches. People attend committee meetings.
Because people are not always predictable, we must learn how to relate to the people who
comprise our committees.
It is one thing to be praised for the efficiency of your chairmanship, and that is
worthwhile, but it is equally desirable to be praised for the grace with which you resided.
Be the committee ever so small, or the circumstances ever so disheartening, the
chairperson must perform his role with credit to himself and his art. What you need is not
critical scholarship in the rules of order, but sensitivity to participants. Manner and demeanor
are not frivolous but vital.
We all know chairpersons who are disciples of efficiency, rapidly whipping through a
multitude of items. We know, too, how often we have come away from their meetings with a
feeling of incompletion and non-participation.
Courtesy is needed as well as accomplishment. Courtesy takes off the sharp edge of
power. It observes the niceties, while preserving the decorum of debate. It detects impending
conflict and moves in to avert an open clash. It never shows annoyance. It opens the door
graciously for face-saving when a speaker has crossed the boundary of good taste.
Processes involving people move slowly, and people sometimes do not comprehend
as rapidly as we may like. They ask questions which may be trite or irrelevant. These people
will try our patience. When such persons feel we are patiently honoring and respecting them
and their ideas, they will usually respond in an affirmative spirit of cooperation. Conversely,
when such persons feel we are impatient, they usually respond by refusing to abandon an
extreme position or attitude.
What about that person who continually tests our patience? What about that person
who "enjoys a good fuss" every now and then? Just remember that such persons are
sometimes expressing their own personal conflict. Caring with patience can often win their
support and help the others present to see us as a caring, compassionate leader who puts
people before programs or personal prejudice.
Remember that "the fruit of the Spirit is love, joy, peace, patience, kindness,
goodness, faithfulness, gentleness and self-control" (Gal. 5:22, NIV). When all else fails, be
patient! Some committees just will not function due to structure and personalities.
Fortunately things change. We elect new people annually.
4.
Be Pastoral. Whether the pastor or another person is the moderator of
committee meetings, each will have an excellent opportunity to be pastoral in spirit.
Leading pastorally means the shepherd tends his sheep in a loving, caring, and gentle
fashion. Some pastors endear themselves to their people as much in the way they conduct
committee meetings as in the way they preach and otherwise minister. Here is an opportunity
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to enhance and increase confidence in your pastoral leadership. This involves every member
of a committee feeling that they are of value and are able to participate in discussion. But
how can the chairperson create an atmosphere in which all feel comfortable in expressing
their view, even the most timid?
Facilitating Committee Member Involvement
•
•
•
•

•

•
•

Recognize and affirm both the presence and potential contribution(s) of each member
present. A good rule of thumb is to call every person by name at least once during the
course of the meeting.
Elicit ideas and opinions from each member. One way to do this is to ask questions
such as, "Suzanne, what do you think?" or "Louis, you've been involved in similar
situations. What's your opinion?"
Listen carefully to comments, rebuttals, and questions offered by members and clarify
issues and ideas so that everyone understands them. "Charles, what I understand you
to say was...." Is my understanding correct?"
Encourage an open hearing of views. Show respect for all ideas and viewpoints
expressed. Strive for total impartiality when responding to ideas and opinions. "Who
wants to speak first?" "I can see your point of view, George. Thanks for sharing it
with the group. Does anyone else wish to state a view on this?" Such statements
release inhibitions and encourage free expression.
Permit everyone who wants to participate in a discussion to speak at least once before
anyone speaks a second time. "Pardon me, Clyde, but we still have several members
we haven't yet heard from on this matter. Let's go to them first before we hear from
you again."
Restate conclusions reached and assignments made. "Our decision is...." "Frank is
to...." These (or similar) statements serve as a reminder of decisions made, insure
consensus of the group; and provide reinforcement to take actions on decisions.
Alter the pace and tone of the meeting to rekindle interest and to prevent drifting
toward boredom. Varying the flow or focus of a meeting in midstream can affect
positively the attention and energy level of members. Disinterest, distractions,
disagreement, or other problems may arise during a meeting. Break the tension by
using humor, anecdotes, experiences, and/or illustrations with which members can
identify.

The chairperson with a pastoral spirit will give full attention to committee members.
You can strike dumb the most eager speaker if you assume an attitude of kingly reign or one
of judicial distance. You can ruin a meeting by consulting your secretary or rifling through
your portfolio of papers while a speaker is addressing you.
The chairperson with a pastoral spirit will listen carefully to what is being said, will
seize illuminating suggestions and point them out, always being careful to give credit to their
author. Such a chairperson will combine similar ideas expressed differently without rebuking
participants for redundancy, will reconcile divergent opinions, clarifying statements when
they may be misunderstood, and summing up step by step to mark progress toward a solution
so that the slowest in the group will be able to keep pace with the discussion.
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Should it happen that several matters suddenly appear before the Chair under the
umbrella of the one being discussed, do not hesitate to call a halt to the proceedings while you
disentangle them.
However, while exercising a pastoral spirit, you must not allow informality to obscure
the importance of what is being done. Your usefulness depends upon your authority as
director of the meeting. You have been given power for a purpose—the purpose of directing
the meeting so as to accomplish some desired end with fairness to everyone who seeks to take
part in the deliberations.
5.
Be Prayerful. Prayer should saturate every church committee meeting. It is
God's business we conduct. He knows how He wants it conducted. He is willing to reveal
this to us as we seek Him in prayer. So, open the meeting with a brief devotion or prayer.
Never forget why you are meeting to further the work of God's kingdom in this time and
place. You might assign a different person each meeting to lead a five minute discussion.
Prayer should be a primary part of the preparation and should influence every part of
the meeting. Prayer could be specifically lifted to God during the meeting when a special
sense of God's direction is needed. Praying without ceasing applies to a committee meeting
just as to any other need in life.
Prayer should conclude the meeting. Praise and thanksgiving should be prayerfully
lifted to God for the joyful privilege of conducting His business.
Scheduling Meetings
Another important function of the chairperson is the responsibility for is setting up
times for the meeting to convene. Here are some guidelines:
Pack meetings around tradition. One of the easiest meeting times for your church
members will probably be sometime on Sabbath or on Wednesday evenings. Those who
attend the meeting likely are already programmed to be at church on those days and probably
do not have other major activities planned. Take advantage of this tradition.
Effective meetings can be scheduled an hour before Sabbath School. Most lay
persons are at work five other days a week by 8 a.m. Many of them would rather arrive at
church a little early than surrender a weeknight to a meeting.
Some groups will meet for a few minutes after the morning worship. For many,
meeting at this time would mean that other family members would have to wait around or the
family would need to drive two cars that particular Sabbath. Promotion for meetings at this
time needs to be well in advance.
Early Wednesday evening meetings seem to work especially well for those who can
come to church directly from work. This time slot works well if a meal can be planned at the
church by using the church hostess, food services committee, or each member of the
committee bringing a covered dish. Meetings can be scheduled during that supper. A table is
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set up and assigned to the group in a separate room from the dining area or even in one
corner. Participants pick up their plate from the kitchen early. A lot can be accomplished
while eating, and there is usually fifteen to thirty minutes after eating before the other
activities begin.
Meetings can be scheduled after other church-wide activities. Church members are
usually willing to get home at 9 a.m. instead of at 8 a.m. After all, they already have blocked
out the night for church. This time-slot far outweighs scheduling an additional meeting later
in the week.
Once a month, the entire prayer-meeting time can be scheduled for convening several
different meetings. In scheduling only short-term or monthly meetings during this time you
are not asking them to miss prayer meeting every week, only once in a while.
Other Ways to Schedule Meetings
•

•

•

Burn-out week. Schedule one week a quarter for meetings. Those responsible for
various committees are asked to sign up for a time slot anytime during that week for
their planning, evaluating or organizing. No two meetings are allowed to go on at the
same time. In some situations, all Sabbath night and Wednesday night activities are
suspended for this special week during the quarter.
Conference Calls. After agreeing to set a day and time, the local telephone operator
will connect each phone line that you request. Meetings can be held even if some
committee members or resource persons are in another city. One word of caution—
watch the cost of this alternative.
Weekend Blitz or Retreats. Some task groups require many hours of work. The retreat
setting provides not only a work atmosphere, but also provides group and relationship
building.

A weekend blitz begins with dinner on Saturday evening and concludes around 9 PM.
The group assembles at 9 AM the next morning with a continental breakfast and works until
noon. This of type schedule has two distinct advantages. First, it allows almost five hours of
meeting time. Second, members are given time to go home after the first session; be with
their families; reflect on the group's direction; and bring new insight, questions, or
clarifications the next morning.
Conclusion
What is the role of the committee chairperson? The chairperson's role should be
viewed as actions-oriented, not action-oriented. The role consists of several clusters of vital
few actions to perform rather than a single cluster of vast many actions to do. The clusters of
actions center around three foci: pre-session actions, in-session actions, and post-session
actions.
In short, it is the duty of the chairperson to plan and prepare necessary business,
present it to the meeting, and carry out the policies decided upon.
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Assignment:
1.
2.
3.
4.

Evaluate whether or not your chairmanship perspective is "vast many" or "vital
few."
Make up a "checklist" of things to do in preparation for a committee you will
be chairing.
What strategy do you follow when faced with conflict on a committee?
Outline a plan that will maximize member involvement on committees in
which you are moderator.
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Task-Relation and
Human-Relation Roles
The chairperson's work can be comprehended in Task-Relation Roles and HumanRelation Roles.
Task-Related Roles
Task-related roles include:
1.
Initiating—suggesting new or different approaches.
2.
Information Giving—providing relevant information about matters at hand.
3.
Elaborating—expanding on potentially good ideas.
4.
Clarifying—giving relevant examples or relating problems.
5.
Testing—raising questions to help determine whether a group is ready to make
a decision.
6.
Summarizing reviewing discussion in order to pull together related ideas.
Human-Relation Roles
These enable the chairperson to relate to behavior types which exert a negative
force:
1.
Tension Relieving—by the appropriate use of humor.
2.
Gatekeeping—opens the door for more reserved members to contribute.
3.
Encouraging—the oil that lubricates relationships—commending and
supporting others. "In his commendations I am fed; it is a banquet for me"
(Macbeth).
4.
Harmonizing—mediating differences, trying to retrieve the best ideas from all
sides.
5.
Compromising—agreeing to workable solutions; giving up ground in order to
make progress.
6.
Expressing Group Feelings—sensing group feelings, moods, etc. and bringing
them out into the open.
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4
MEMBERS OF COMMITTEES
"I've traveled around the world from city to city and never seen a monument to a
committee." These words ring in my ears from somewhere in the past, and they are probably
true. But if ever a church committee deserved a monument, it is the committee on
committees.
The trouble is very few congregations have them. What would the functions of such a
committee be? They certainly would include enlisting, training, motivating and prescribing
the behavior appropriate for members who will serve on the many committees who serve a
congregation.
Enlisting
Committee members could possibly be the leaders most taken for granted at
enlistment time. Committees perform many of the administrative tasks of the church but are
often the nominating committee's last priority.
All too often committee members are enlisted haphazardly and without much thought.
By the time the nominating committee enlists Sabbath School personnel and fills other
organizational roles, they are sometimes ready to draft anyone they find for committee
positions.
When Jesus called the twelve disciples, He gave His decision careful consideration.
We should also approach the enlistment of church leaders just as seriously.
In most churches, the responsibility of enlistment is the nominating committee. Each
year they must review the following before the enlistment occurs:
• What is the purpose of the committee?
• Why does the church feel it necessary to have the committee?
• When does the committee meet?
• How often do they meet?
• What are the duties of the committee?
• How many members comprise the committee?
Next, the nominating committee must find the needed members. Our churches are
filled with people who have the skills needed for various committees but have never been
asked. There are many untapped resources in our churches, just waiting to serve. New
members may serve well, but you may want to discern their gifts and their attendance pattern
first. Throughout the year you will have had opportunity to observe the personality and
activity interests of congregants and the Holy Spirit will impress you about people that would
serve well. These names should be filed away as a reminder for the nominating committee.
After the nominating committee has agreed, one person should be assigned to
approach the prospective committee member. To enlist the services of a nominee on the
phone or in the church hallway would signal that you place a very low value on the person
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and the job. There is no substitute for a home visit. Here are some suggested enlistment steps:
1. Make an appointment, giving a reason for your visit.
2. Be punctual. Your example will influence the nominee with the importance of
promptness in keeping committee appointments.
3. Share the purpose of your visit. Ask permission to discuss further about the
committee in which the nominee will serve.
4. Inform the nominee why he/she was selected. Explain why the committee exists, why
it is important in the life of the church, the number and identity (if possible) of those
who will serve with him/her, the length of time he/she will be expected to serve, and
how the person's gifts match the task. Affirm the nominee with compliments that were
made about him/her by the nominating committee.
5. Give the nominee time to pray about the decision. Set a specific time and date when
you will check back with him/her.
6. Be positive regardless of the nominee's response. Thank him/her for praying about
serving. A negative response from you could determine whether the nominee will ever
serve. If the nominee declines this job, encourage him/her to get involved at a later
time. If the nominee says "yes," then rejoice with him/her and assure the nominee that
h/she will be contacted later about the first meeting of the committee.
Enlisting committee members is a privilege. You become God's vehicle to increase
the church's labor force. God has promised, "Ask, and it shall be given you; seek, and ye shall
find ... For every one that asketh receiveth; and he that seeketh findeth ..." (Matt. 7:7-8).
Training
The church's responsibility does not stop at filling committee slots with warm bodies.
Members need training to meet their goals. To that end I suggest that a special training event
called Committee Week should convene as soon as all committee positions have been filled.
This training event will have two phases: the briefing of chairpersons as well as orientation,
instruction, and encouragement for committee members in a Committee Training Clinic.
The Chairpersons' Briefing—All elected to be chairpersons assemble together. The
basic format of this briefing session is as follows:
1.

2.

Each chairperson is provided with a packet of materials which include:
a.
A Church Manual detailing the church's committee philosophy, structure,
responsibility, and authority of all church committees, policies and procedures,
membership, term of office, qualifications, frequency of meetings and manner
of reporting.
b.
A directory containing the names, addresses, and the phone numbers of the
members of all committees.
c.
A list of all committees according to staff member assignments.
d.
A committee planning worksheet.
e.
A Committee Evaluation instrument. (See appendix.)
f.
A Committee Report form. (See appendix.)
The chairpersons are instructed in how to have effective committee meetings. The
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contents of Chapters 2 and 3 of Meeting Needs should be carefully reviewed.
3.

Next, discuss the steps to follow in decision-making outlined in Chapter 6 of Meeting
Needs.

4.

Instruct the chairpersons on how to use an Evaluation Instrument. The following
questionnaire might comprise such an instrument. The members of committees are
asked to rate their committee's work on a scale of 1 to 5 in response to the following
questions:
a.
Do we plan our meetings in relation to our objectives?
b.
Do we define or clarify our goals during meetings?
c.
Do we summarize our progress from time to time?
d.
Do we use suitable methods of procedure?
e.
Do we test for agreement to see if we are ready to make decisions?
f.
Do we spread responsibilities throughout the group?
g.
Do we have an atmosphere in which all feel free to express ideas and feelings?
h.
Do members exhibit a feeling of responsibility to restrict their contributions to
those that are helpful to the group?
i.
Do we evaluate the efficiency of our procedures?

5.

Demonstrate how to report the formal actions taken by a committee.

6.

Emphasize the importance of recognizing that a committee is concerned with personal
growth and interpersonal relationships as well as accomplishing the task. The
chairperson should seek to develop a supportive, trusting group that achieves high
performance without sacrificing respect for individual differences in values,
personalities, skills, and behavior. Committees should address such personal relations
concerns as the following:
a.
Accepting, understanding, and affirming persons.
b.
Developing a level of trust that encourages openness and honesty.
c.
Providing self-awareness and personal growth.
7. Finally, inform the chairpersons about what will take place in the Committee Training
Clinic and give instructions on how to conduct the separate committee meeting
portion of the clinic.
The Committee Training Clinic

Start the training clinic with a general meeting. All committee members (including
chairpersons) meet together for general orientation, instruction, and encouragement.
1.
2.
3.

Begin by addressing the question, "What is a committee?"
Discuss the purpose of committees.
Show how the church committee relates to the overall structure and program of the
church. The sharing of this information contributes to better coordination of the
various committees and help committee members to see how they are leading the
church to accomplish its objectives.
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4.

Explain the basic policies and procedures to be followed by the committees in
performing their functions.

After the general meeting, divide into separate committee meetings. The chairperson
of each committee is responsible for this period. The basic procedure for this meeting is as
follows:
1.
2.
3.
4.
5.

Distribute a list containing the names, addresses, and telephone numbers of the
members of the committee including the staff liaison. Note those members who are
present and have each one introduce himself to the group.
Give each member a written copy of the committee's job description. Read aloud the
duties of the committee and clarify the scope of the committee's responsibility and
authority.
Organize the committee. The chairperson is elected by the church. The committee
should elect a vice-chairperson and a secretary. In some cases, the committee may
need to organize sub-committees to be responsible for specific areas of work.
Brainstorm the areas of work assigned to the committee to determine needs, set
priorities, and select goals.
Determine meeting dates and locations.
Training our committees pays rich dividends in efficiency and accomplishment.
Motivation

"Are you going to the committee meeting tonight, John?" "Oh, is that meeting
tonight? Well, I don't know; I'm not sure what my wife has planned for supper. Besides, all I
ever do at those meetings is make an appearance. Don't wait on me."
Sound familiar? Unfortunately, John probably is not unlike many church members
who find themselves not motivated to give up precious time to attend committee meetings.
How do we motivate people to take their committee responsibilities seriously? Trying
to create external circumstances that force members to change their behavior is manipulation
not motivation. Personal motivation largely is an internal drive spurred by unmet needs.
There are five ways to create a climate favorable to meeting those needs and thereby
motivating committee members.
1.

Stability and Trust. All persons have a basic need, said Abraham Maslow, to feel safe
and secure. How can this need be met in a committee? By engaging in activities
which help members to get to know one another better, build a team spirit, and
thereby establish a climate of trust.

2.

Shared Leadership. Nothing demotivates committee members more than not being
allowed to share their ideas, or not being allowed to share in the leadership of that
committee's work. The key is to facilitate total membership involvement, especially in
decision-making.
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3.

Appreciation. Esteem needs are basic. What are some of the ways to meet this need
so that volunteer leaders are not taken for granted? Appreciation can be expressed by
personal thanks or public praise. Delegating a specific task and trusting the person to
do it in his own way works well. It is saying, "You are a person who has initiative, can
be trusted to execute a task, and who is of value to this church." Further, building
accountability by expecting regular reports tells the committee that what it does is
important and worthwhile to the church's life and ministry.

One pastor keeps a list of church workers and systematically selects two or three every
week for personal notes of gratitude. In this way he writes every volunteer annually. Such a
practice motivates individuals to devoted and continuing service.
4.

Challenge. All church committees should have an understood purpose as well as
defined, written duties. Such information helps the members know that they have a
mission to achieve. Periodically, the church needs to review its various committees
and ask:
*
Do we have too many committees?
*
Do we need additional committees?
*
Do all our committees know what their purpose is?
*
Have members been informed as to their duties?
*
Have we provided adequate training for our committees?
*
Is there regularly scheduled reporting by all committees?

5.

Environment. Where does the committee meet? Are the chairs uncomfortable? Too
close together? Is the room always too hot or too cold? Damp? Seldom clean? Are
there tables in the rooms?

The moderator needs to understand that even room arrangement can affect motivation.
Actually, this really depends on the kind of meeting that has been scheduled. If its purpose is
information-sharing then the chairs can be arranged in front of the chairperson. If the purpose
is problem-solving or decision-making then the chairs should be arranged around a table
conveying the idea that in this exercise there are no spectators, all are involved in the process.
Attention to these five aspects of committee life will favorably motivate committee
members to take their responsibilities seriously and actually enjoy the experience.
Behavior
Typical reactions to meetings include both fight and flight. Some find them an arena
to vent hostility, to create more problems. Others simply will not go to meetings. Still others
attend but have acquired a remarkable facility for tuning out. They can nod and applaud at
appropriate times, but they are not really there.
Meetings promote anxiety. We can become overly concerned about results, and about
numbers and importance of the matters at hand. But the way we handle that anxiety says a lot
to us about ourselves. We may begin to realize in our anxiety how much our activities have
assumed proportions of self-propelled enterprises; how we are inclined to build our own little
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kingdoms instead of His; and how we are unwilling to risk failure, because we cannot find in
it the Lord's success.
What is often apparent at meetings is that even Christian people are not immediately
of "one mind and one heart," even on basic issues. In the opposition of viewpoints there often
comes alienation. It is difficult to disagree without being disagreeable; to turn back an
opinion without conveying rejection of the person airing it.
But frequently genuine Christian consensus demands that I die to my own interests. I
sometimes have to let go of my opinions, so that the group can move ahead.
We need to discover how Christian people can deal with each other more honestly and
reverently; how the tension of contraries can be used creatively and redemptively, and not
destructively. Learning to trade in an either/or mentality for a both/and mentality promotes a
spirit of equanimity.
Obstacles to Acceptable Committee Behavior
1.

Pedantry and Posturing.--That is, trying to impress others with terms beyond the
range of the people to whom they are addressed. I wonder if Jesus Himself is
comfortable with the language we use to talk about Him? This was found scribbled
among the graffiti on the wall of a college:
"Jesus said unto them, `Who do you say that I am?' And they replied, `You are
the eschatalogical manifestation of the ground of our being; the kerygma in
which we find the ultimate meaning of our interpersonal relationships.' And
Jesus said, `What?'"

The only recorded words, I believe, attributed to one of the co-founders of Alcoholics
Anonymous are: "Let's not louse this thing up. Keep it simple." That seems to be a
formula responsible for one of the most successful groups that still meets today.
2.

Babbling. Speaking in ways that divide rather than unite. It is easy to get divided at
the level of language without ever reaching the unifying level of common experience.
Meetings should be Pentecost rather than Babel experiences.

3.

Over-verbalizing. Talking too much, or substituting talk for action. Often those who
talk the most, do the least.

4.

Generalization. Avoiding the specific. It is difficult to fault the process of abstraction.
Someone has said that to deal safely if not effectively with reality is to keep
generalizing about it. We can profess that mankind in general is loveable, but it is
with specific individuals we have trouble with. We can confess our sinfulness in
general, but never quite finger our vulnerabilities. We can express belief in the
giftedness of each person, but then have great difficulty in naming the gift, so it can be
used. There is a need, then, to name, to get specific.
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Overcoming all these obstacles can be an opportunity for each committee member to
practice the virtue of self-denial.
Committee Behavior that Demonstrates the Gospel
1.

Be less task-oriented and more person-oriented. The most efficient way may not be
the way for most growth. Short-term gains may result in long-range losses, if the
interaction at meetings is not calling members to life and growth.

2.

Practice the discipline of delayed judgment. Often creativity is stymied by premature
evaluation. Members are put on the defensive even before they express themselves
when others are disposed to shoot down ideas that may sound wild at first.
Experience shows that it is helpful to explore all options and accumulate all the data
before the arguments; and to provide time for prayerful reflection before decisions are
made.

3.

Cultivate habits of group reflection. Not only is it helpful to take time to think and to
pray in the process of the meeting, but it is also a good idea for a group consistently to
devote entire meetings to reflecting upon its own activities and purposes.

4.

Follow through. Get down to specific actions when a meeting adjourns. Nothing is so
disheartening as to spend a great deal of time and energy dealing with an issue at a
meeting and then doing nothing about it.

5.

Recognize gifts within the group. Gifts given to individuals at a meeting are specific
evidence of the presence and power of the Holy Spirit in that group. Would a
chairman relinquish his leadership at times, because of the discovery that others in the
group may have the gift for the task at that time? Eventually meetings could become
more a celebration of mutual giftedness.

6.

Listen! Listening to sense and, yes, at times nonsense. I am not suggesting that
meetings become just an occasion for people to sound off. But we should recognize
that we have to allow for some rhetoric with the logic. Meetings after all are more the
product of listening than speaking--listening with heart as well as ears.

So many misunderstandings occur, not because of a difference of opinion, but simply
because one person has not really heard another. And even when there is truly a difference of
opinion, often there is little attempt to appreciate why another person feels the way he does.
How can we expect to be guided by the Spirit, Who, we believe, speaks through other people,
unless we listen?
Behavioral Self-Evaluation Questions
After a meeting, ask yourself some questions:
1.

How well did I listen?
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2.
3.
4.
5.
6.

Were there any people at the meeting with whom I need reconciliation?
How much affirmation did I give to the others there? Support for their ideas?
Reverence for their experience? How honest was I in voicing my own feelings? How
sensitive in the ways I did it?
How did I behave? Was I manipulative or aggressive?
How aware was I of the presence and power of the Holy Spirit? How prayerful was
my participation? What is God saying to me and asking of me through the event of
this meeting?
How much have I accepted responsibility for the decisions that were made? How
willing am I to help carry them out?

Until God comes again, it looks like we, for better or worse, will have to meet. But I
find some comfort in two Scripture passages that speak to me of meetings:
"Where two or three are gathered in my name, there am I in their midst."
"Where sin increased, grace has abounded all the more."
Assignment:
1.
2.
3.

Describe the way you enlist committee members. In what way will you do it
differently in the future?
Do you have a program for training committee members? If no, outline one. If yes,
how can it be improved?
Develop a strategy for motivating committee members.
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5
COMMUNICATION AND COMMITTEES
The request was, to say the least, a bit unusual, but in deference to the desires of the
recently widowed church member, the pastor reluctantly scheduled "Jingle Bells" to be played
at her husband's funeral. Realizing she was a bit senile and hard of hearing, the pastor
tactfully questioned the selection of music but was convincingly told, "It was one of his
favorite songs." The funeral proceeded as normal, and when the time came to play the
requested song, the organist looked one last time at the pastor, hoping he would intervene.
Receiving no gesture to do otherwise, the organist, against all her better judgment, began
playing the lighthearted sounds of everyone's Christmas favorite. A combined look of
recollection and horror enveloped the widow's countenance, jumping to her feet she cried out,
"No! No! Not `Jingle Bells!' I meant `When They Ring the Golden Bells!'" Poor
communication strikes again!
Communication, good or bad, can make or break an organization. God considered
communication to be such a critical factor that when He sought to prevent the building of the
tower of Babel, He short-circuited the people's communication. As long as verbal
communication was intact, the people seemed invincible. Indeed, the Lord said, "Nothing
that they propose to do will now be impossible for them" (Gen. 11:6 RSV). But when God
confused their language, the people were scattered abroad and their goals and plans were
frustrated.
Modern technology has greatly enhanced the transmission of communication. Five
months passed before word about the voyage of Columbus arrived to queen Isabella. Two
weeks passed before Europe heard about Lincoln's assassination. But only 1.3 seconds were
required to get the word from Neil Armstrong that a man had set fort on the moon.
Unfortunately, advanced techniques in transmission do not ensure appropriate and adequate
reception; and without good reception, communication has not transpired.
Imagine trying to carry on a phone conversation with someone who has removed the
top part of the phone and taken out the tiny speaker. Regardless of how eloquent your
conversation, communication does not occur. Communication depends not so much on what
is said, but on what is heard and understood. The communication function has three
component parts:
Message ... Mode of Transmission ... Receiver
Howard M. Carlisle, in Management Essentials, depicts this complex process using
the standard three part (Sender, Channel, and Receiver) model with the added dimensions of
encoding and decoding. But, perhaps the more important feature of this model is that of the
feedback cycle. Communication, says Carlisle, is rarely a one-way street (Howard M.
Carlisle, Management Essentials Chicago, IL: Science Research Associates, Inc., 1987, pp.
346-347).
The ultimate criterion of successful communication is not, Was the message clearly
transmitted? but, rather, Was the message clearly received? Sometimes in a meeting, I ask
those present to write down what they understand to be the important facts. The responses I
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receive usually are as varied as the colors of Joseph's robe.
How effective is the communication factor in your church? A primary reason some
church committees do poor work is due to a lack of adequate communication. Members of
committees often do not communicate with one another. Also, good communications between
committees and the church's pastor and church members often are lacking. Have you had
difficulty conveying a vision to members of your committee? Is your congregation often
uninformed about projects and programs which are planned? Is unity and harmony adversely
affected by ineffectual information?
Ways to Improve Communication
Here are some suggestions on how to improve communication.
1.
Clearly define the message to be communicated.- A department store manager in
England write a note of communication to one of his employees, Gwen James, who was a
salesperson in the china department. He addressed to note to "Mrs. James in China." Two
months and ten thousand miles later, Mrs. James received the envelope. It had traveled all the
way to China, was postmarked Peking, and was stamped Return to Sender.
Our communication often fails because we're unsure how to say what we want to
convey or we transmit an unclear signal. As previously mentioned, a clear message does not
ensure communication; but an unclear message will result in confusion. The message must be
clearly defined. Enough information should be included to be thorough, but extraneous facts
should be eliminated. Even in verbal communication, writing down the essentials before we
open our mouths often is helpful. Putting things on paper not only helps clarify our thoughts,
but aids in organizing what we want to communicate.
Always strive to communicate in everyday terms, or as Clovis Chappel said, “Put the
hay down where the sheep can reach it”. Any deliberate attempt to use "ostentatious, pedantic
verbosity" not only is a barrier to communication, but is a sure sign of sinful pride.
The message must be clear. Regardless of whether you're trying to communicate the
implications of a deep spiritual truth, the details of a new stewardship program, or the date
and time of an ice-cream fellowship, you first must firmly fix in your own mind the essence
of what you want to share with others. Then you must present the material in a manner that is
easily understood.
2.
Be aware of various methods of communication and select the best one for the
job.- You have many ways to communicate a message: speak it, sing it, write it, graph it,
draw a picture, use body language, act it out, show slides, ask questions--the list is endless.
We usually limit ourselves to verbal and written communication; while other means
are often more beneficial. The next time you want to inform your church of recent growth in
Sabbath School attendance, use a graph. If you want to publicize an upcoming revival, hang a
display sign near the choir loft or the pulpit. A daylong meeting at a retreat center might be
the special touch needed to communicate a new vision to your church leaders.
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To rely on one mode of communication exclusively is seldom adequate. Use several
different methods when trying to communicate. Every churchwide event should have the
benefit of the entire communication system: pulpit announcements, weekly bulletin, church
newsletter, testimonies, letters, posters, and whatever else is available.
The following chart shows the advantage of using multiple means of communication:
Method of Communication
Verbal Communication

Amount Retained
3 hours later--70%
3 days later--10%

Visual Aid
Used in Communication

3 hours later 72%
3 days later--20%

Verbal and Visual together

3 hours later 85%
3 days later 65%

3.
Repeat, repeat, repeat.- Communication specialists tell us that a person must hear a
message seven times to ensure reception. Can any information ever be repeated too many
times? Usually, our information is not repeated often enough.
This problem is particularly acute in churches. Unlike most businesses, which meet
five days a week, the typical church meets only a few times a week. If you figure that on any
given Sabbath about one-half the congregation is present, you would need to make an
announcement on two consecutive Sabbaths just to reach the majority of the people one time.
Add to that the problem of the individual's memory loss from Sabbath to Sabbath, and the
challenge of communication becomes enormous. If you depend on pulpit announcements to
communicate, the same information should be shared a minimum of eight weeks at all
services. If the church's weekly newsletter is the primary means of transmitting information,
copy should be reused at least five or six times.
Redundancy is required when you are trying to communicate. You need to repeat the
information so many times that you get sick of hearing yourself speak. At that point, some
people have just heard, for the first time, what you're saying.
4.
Solicit feedback from those with whom you are trying to communicate.- Usually,
we are not aware of non or miscommunication until it's too late. We don't realize a committee
member misunderstood his assignment until the task he was working on falls apart. When
youth show up with no sleeping bags at camp, we are made aware that we were not thorough
in our communication.
Examine the effectiveness of your communication while there is still time to take
corrective action. This requires a lot of effort, but when you consider the high price of
miscommunication, the time is well spent. Following are some ways to improve the
effectiveness of your communication.
*

Ask for feedback from persons you are communicating with. Ask them to repeat the
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main points, particularly if there is an assignment involved. If advisable, restate to them a
summary of your expectations.
*
Build periodic feedback into an assignment. Instead of assigning a project and saying,
"Report to me when it is finished," schedule report times following every major segment of
the project. The scheduled report times will allow you to monitor the project to see if it is
meeting your expectations.
*
Ask a cross section of six to eight persons to answer a few pertinent questions at about
midpoint of your presentation to a large group. A quick, impromptu survey often will help to
determine communication effectiveness.
*
Establish a primary source of communication when dealing with consistent
information being transmitted to an established constituency. For example, church
newsletters mailed to homes of member every week. Members expect it to be in their mailbox
on Thursday afternoon. They know that all pertinent information is placed in the weekly
newsletter. If everyone wants to know what's going on, they read the newsletter. The church
newsletter is a valid, consistent, dependable vehicle of communication. Each committee
chairperson is responsible to ensure that any information affecting the entire constituency
appears in this newsletter.
Systems of Communication
Leslie E. This, in A Guide to Effective Management, identifies two different systems
of communication as formal and informal. The formal communications system focuses
attention on ten ideas:
1.
There should be a differentiation between approval needs and simply information
needs.
2.
When issuing an order or instructions, it usually is ineffectual to ask, "Do you
understand?" In a group setting, it is better to say, "If you don't understand ..." This
implies that there may be some people who will not understand; and, by using this
approach, they likely will feel less intimidated to speak up.
3.
Before making a decision or taking an action, take time to ask, "Who in the church is
affected by this decision or action?" Then, inform that person or group.
4.
On important matters, always check out secondhand information with the originator.
5.
If reports are asked for, be sure to use them and let the supplying group or individual
know how the report is being used to influence operations of the church.
6.
When a committee draws up proposals to be presented to the church, make sure that
each individual understands the wording of the proposal.
7.
Locate good resources to help with communications--people as well as written and
visual aids.
8.
In order to keep communication open, handle difficult situations in a responsible
manner.
9.
Establish an atmosphere of trust.
10.
When seeking advice and counsel, go to unfriendly as well as friendly sources (Leslie
E. This, A Guide to Effective Management: Practical Applications from Applied
Science. Reading, MA: Addison-Wesley, 1974, pp.70-89).
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The informal communication system is commonly designated the "grapevine". Carlisle
uses the broader term of networking when describing the various types of informally
developed channels of communication. He says that:
Communication is never free-flowing; communication is always influenced by the
parties we exchange information with and the topic under discussion; and, since
networks cannot be permanently eliminated, the manager's only choice is to use
them where appropriate and try to make their influence positive (Carlisle, Ibid. p.
358).
The communication factor is a critical element in any organization. Every minister
should be a serious student of its art. The mandate given us by God is to communicate the
gospel to every creature. To communicate, the message must be sent clearly and
comprehensively.
The last words of Albert Einstein are unknown--he spoke them in German, and the
nurse who was attending him did not speak German. Poor communication strikes again.
Assignment:
1.
2.

Review the effectiveness of your committee communication system.
List ways in which you can improve communicating information with your
constituents--committee members or congregants.
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6
DECISION-MAKING PRINCIPLES
FOR COMMITTEES
"What we need is a minister of education," stated Pastor Impulsive at the quarterly
business meeting. After a few moments of silence, Deacon Earnest asked to speak.
"Pastor Impulsive, have you prayed about this matter?"
"Why, yes, I have," responded the pastor.
"Are you sure we need a minister of education?"
"I believe so," Pastor Impulsive replied.
Mr. Frugal, the church treasurer, addressed the pastor. "How much will we pay him,
and where will we get the money? We operate on a pretty tight budget as it is."
Pastor Impulsive paused a moment and said, "I really haven't thought about it, but I'm
sure the Lord will provide."
"What tasks will He do?" asked Mrs. Stern, the chairperson of the personnel
committee. "If we had known about this, we could have prepared a job description."
"He doesn't need a job description. He will educate," Pastor Impulsive countered.
"Pastor, I believe we need to wait a month or so to pray about this matter," Dr.
Thorough suggested.
Pastor Impulsive grew impatient. "That's the problem with you people. You're not
willing to follow my leadership."
Many churches experience conflict over decision-making. The following problems are
a common source of conflict:
1.
2.
3.
4.

Failure to Plan. Just as in Pastor Impulsive's case, inadequate planning destroys many
good ideas.
Lack of Communication. In some churches no one knows what business will transpire
until the beginning of the business meeting.
Poor Development. Good ideas need refining and reshaping. These embryos are often
lost when presented in an immature form.
No Representation. Some ideas do not reflect the needs or interests of the
congregation. Having a good idea rejected in the business meeting is frustrating.

The solutions to these problems will not be found in a better method of leadership but
in a better procedure. Even the best method will fail if improperly implemented.
The Pyramid Procedure
One method of productive decision-making is the pyramid procedure. This step-bystep approach is adaptable and can ensure sound decision making.
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Begin with the Individual.- While committees may recommend ideas, most ideas
come from individuals. The individual who has an idea should think it through. If it appears
to be a good one, it should be shared. This individual may be a pastor, staff member, church
elder, or any church member.
Go to the Point of Need.--Share the idea with those it will affect. If the idea concerns
finances, discuss it with the treasurer. If it concerns Sabbath School teachers, share it with
the superintendent.
If the idea originates with someone other than the pastor, it should be shared with the
pastor and staff. Their interest and approval are essential.
Sharpen the Idea.--Ask for suggestions and comments. Those at the point of need
may help to clarify or redirect. Approach anyone who might offer help. Be open to
questions. Criticisms will sharpen the idea by redefining or clearing away unnecessary parts.
Build a Strong Base.--As you share the idea, listen to the reactions of others. Do they
like the idea? Does it meet the needs of the church? An idea is a good one only if it meets
the needs of the specific congregation for which it is intended. Small, elected groups usually
represent the congregation; their feedback can indicate the response of the church.
Sharing an idea provides publicity. Once the small groups approve the decision, they
will probably share it with their families. In this way more people become aware of the
proposed decision.
Present the Proposed Decision.--If the small groups approve the idea, its acceptance
by the congregation is likely. When questions are raised at the business meeting, the
appropriate committee chairpersons should answer. Involving committee members in the
discussion gives evidence that the idea has been studied thoroughly.
If the small groups respond negatively, the idea should be reexamined or discarded.
The originator of the idea may pursue its acceptance by the congregation in spite of
committee rejection, but he should be prepared for strong opposition by those committees.
By following this procedure, churches can make effective decisions. Even Pastor
Impulsive could have an education director by following the pyramid approach to solid
leadership.
An Alternate Four-Sequence Model of Decision-Making
Decision-making in meetings calls for broad participation, pooled resources, and
crucial information supplied by experts, resource persons, and congregational leaders.
Leaders need, therefore, to be evenhanded in style and balanced in content and viewpoint
sharing. They help guide the group in defining and analyzing the core problem, researching
the issue and building a factual base, generating and exploring options, putting the facts into
context, summarizing conclusions, selecting an alternative, and implementing decisions.
Robert D. Dale in Pastoral Leadership (Nashville: Abingdon Press, 1986, pp. 13043

133) sets forth a four-sequence model for making decisions in meetings. He says,
"Evaluating, creating, deciding, and ministering pinpoint the four vital actions decisionmaking groups take". He depicts the "ministry cycle" process in the following way:

He explains that each "stage of the model works best with a Catalyst in the leader's
chair. Catalysts participate actively in all the model's steps,” and they "help the group decide
on and implement their choices."
Catalysts influence most when they identify which stage on the model the
group is in, sum up the group's movement, trigger the group's progress on to the next
step in the process, and focus the group's energy on to the appropriate level in the
model's process. Catalysts use all the gifts and potential contributions of all group
members.
A ministry cycle provides a framework for guiding decision-making. . . . This
model lends two important resources for leaders: a mental picture of a meeting
management process and a way to guide a process instead of attempting to control
people.
Let's examine each of the four stages individually.
(1)
Evaluating is the process of measuring performance against purpose.
When a meeting process begins with evaluation, the group clarifies where it stands in its
progress and how well it has done its work to date. A range of evaluation options is available
for leaders.
*
Specify the dream or part of the dream assigned to the group by the larger
congregation.
*
Pinpoint the group's task and mandate for action.
*
Narrate the groups' history and work to date.
*
Identify the group's progress to this point in time.
(2)
Creating is the process of filtering options by generating and appraising
alternatives. Most meetings require some problem-solving to be done ... The IDEAL
method provides open format. IDEAL is an easy-to-remember acrostic which structures a
problem-solving approach.
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I - Identify the problem.
D - Define that problem.
E - Explore possible strategies for solving it.
A - Act on your decision.
L - Look at the results of your solution.
Several guidelines help leaders set the stage for creative problem-solving:
*
Generate at least three or four alternatives for solving specific problems. A
frequent error problem-solving groups make is in considering too few potential
options and closing on a solution too quickly. No other possible `Plan B's' are waiting
in the wings to be applied if your preferred solution doesn't work out after all.
*
Create a playful mood. Innovative solutions often spin off other more
mundane possibilities. Creative decision-makers structure time for ideas to be mulled
over and even slept on. Too tight a rein by the group leader inhibits generating
creative options.
*
Brainstorm potential solutions. Brainstorming requires a relaxed setting, the
freedom of risking far-out thoughts for public critique, a willingness to suspend
judgment until all ideas have been posted, and the encouragement to let ideas spark
even better ideas.
*
Polish the best potential solutions by stretching and tailoring these ideas.
Another acrostic SCAMPER, helps to expand existing concepts and develop new
ones.
S - Substitute. What can you substitute for this idea?
C - Combine. What can you combine with this idea?
A - Adapt. What can be adapted from this idea?
M - Magnify, miniaturize, multiply. How can this idea be expanded, shrunk,
or increased?
P - Put to other uses. How can this idea be given another application?
E - Else? What else? Where else? How else?
R - Rearrange or reverse? Can elements of this idea be rearranged or reversed?
(3)
Deciding is the process of selecting a solution to challenges facing the
group. Judgment must be passed on options if the congregation is to pursue its dream.
Therefore, some clear-eyed realists and well-informed leaders need to help the congregation
choose its best alternative and prepare to act on that solution.
*
The congregation's dream provides a baseline for decision-making. The vision
of ministry represents a deep and basic value of the congregation.
*
Who should be involved in making decisions? Here's the fundamental
principle. Everyone who will be expected to help implement the decision deserves to
be included in making the initial decision.
*
Use settings that separate decision-making from consensus building. Because
decision-making creates pressure, some leaders like to plan some idea and information
sharing sessions apart from the need to decide immediately. This kind of forum elicits
helpful input, gathers feedback about the mood and implementation limits of the
congregation, and builds momentum for taking constructive action on the decision.
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*
Make group decisions by consensus, when possible. Voting gets the group's
reaction fast. However, voting divides the group and sometimes dooms later
implementation chances. Deciding by consensus requires more patience from the
leader and more time from both leaders and followers.
(4)
Ministering is the process of implementing the congregation's decisions,
plans, and dreams. The Bible reminds us that "faith by itself, if it has no works, is dead"
(Jas.2:17). When decisions have been made by the congregation, the call to
ministry action is natural and needed.
Content and climate are both key themes in the process of decision-making. These
sessions deserve careful planning, a competent chairperson, an appropriate occasion or need,
an agenda, and broadly selected participants. Effective leaders of committees apply a
decision model to the issues their group is exploring. Then their groups can proceed
confidently and productively (Robert D. Dale, pp. 130-133).
Assignment:
1.

Review the way you pursue getting a decision on any issue when chairing a
committee. Is it adequate? Would the "pyramid" model work better?

2.

What are the four basic leader actions in guiding decision-making meetings?
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7
COMMON PROBLEMS WITH COMMITTEES
"It's in committee" has become a euphemism for lethargy in many areas of policy,
from the U.S. Congress to the local Adventist church! Unfortunately, numbers of worthwhile
ministries and activities in many churches have died lingering deaths due to neglect by a
committee. Let's face it, many church committees never function as they were intended.
Problems, misconceptions, and wasted time diminish much of the enthusiasm committee
members have upon their enlistment. In some churches, to be asked to serve on the
Nominating Committee is somewhat like being asked to enlist volunteers for the Alamo. Few
persons will accept the jobs.
The pastor and church staff also dread the annual selection of church committees as
much as Daffy hates duck season. What makes all this worse is that when the committee
positions finally are filled, they sometimes do little if anything to further the program of the
church.
Four complaints are common in committee enlistment:
1.
The Perpetual Committee. The first complaint is that the same people have
served on the same committees for as long as anyone can remember.
The Perpetual Committee syndrome is a gradually progressive problem. It happens
like this: once a person is elected to a position, he often retains it for life. Each year when the
nominating committee meets, they look at the list of those who served on the committee the
previous year. The discussion goes something like this: "I thought all the members of the
Sabbath School Council did a fine job." "We sure don't want to take anyone off the
committee because it might hurt someone's feelings." "I don't know who else to ask anyway,
so let's just keep the same people."
The problem is that this pattern has already been followed for years. The negatives of
this method of enlisting committee members can easily lead to many poor choices. This
pattern can be construed as ownership of the committee by the perpetual members. The
committee can become "their" committee. Over the years it might have gained power and
influence never intended in the original purpose of the committee. The Perpetual Committee
also provides an atmosphere in which committee members can become bored or lazy.
Maintaining creativity and enthusiasm after serving on the same committee for a number of
years is hard.
The Perpetual Committee creates a serious problem regarding long-range planning as
it resists any attempt to develop new leadership. No matter how faithful these people have
been on their Perpetual Committee over the years, the day will come when new leadership is
needed. They need the training and experience of serving with these seasoned leaders.
A workable solution to the Perpetual Committee complaint is to place all committees
on a rotation basis. Three years should be sufficient for anyone to serve on the same
committee. The committee on committees (nominating committee) could assign maximum
years that people could serve on a given committee. The nominations could be for one, two,
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or three years of service on a committee. Using this approach would mean that one-third of
the committee membership will rotate off the committee each year. Using the three year
rotation process will provide both new and experienced committee members. A happy side
effect of the rotation process of committee selection is that it cuts the work of the committee
on committees into one-third, and makes member enlistment easier.
2.
The Patron Committee. A second problem of committees is that a small but
influential group might serve on several committees. This problem might begin by the
willingness of only a few to serve in whatever capacity is needed. Unfortunately, this
tendency can lead to an "elite" group ruling the church family. I describe this as a Patron
Committee hierarchy because certain people due to their length of church membership
(possibly a charter member), stature, willingness to serve, personality, or other reasons are
consistently placed on committee after committee.
Regardless of someone's willingness to serve, it is unfair to the individual and to the
church to have a few people in the position of controlling various functions and/or
committees. No one would want to say publicly that their church has a ruling class within the
membership, yet this tendency is widely practiced. This Patron Committee method can close
channels for a constructive committee process. There are people in every congregation who
are either more capable or more willing to serve. The need for broad representative input is
far too precious a commodity to sacrifice. The more people that are involved in the process
of church administration, the greater the sense of community within the church body. As with
the Perpetual Committee, the Patron Committee leaves little room for the development of
new fresh leadership.
Is there a simple solution to the dilemma of the Patron Committee? Adopt a church
policy that restricts the number of committees church members can serve on. Stick with this
policy during enlistment time. Many people will be relieved not to have to serve on
numerous committees. Having all committees meeting on the same night would also
preclude a person's serving on more than one committee.
3.
The Phantom Committee. Another common problem is that many committees just
don't meet; if they do meet, they don't accomplish their task. They are selected, elected, and
neglected. The Phantom Committee is visible only at enlistment time and then it vanishes
until the next year.
Several problems with allowing the developing of committees is that phantom
committees do not enhance the growth of the individuals enlisted to serve, or the committee's
purpose for being. If an elected committee never meets, the nominating committee’s and the
members' potential have been wasted. The inactivity of Phantom Committees can give the
impression that the routine of church life is not important. A person serving on one of these
Phantom Committees likely will begin to think that since the committee doesn't function, the
job isn't important, or that his commitment really doesn't mean much either.
What can we do to transform these Phantom Committees into highly visible, vibrantly
functioning committees? The first action a church should take is to evaluate closely the need
for these committees. Do away with unneeded committees. For example, appoint
committees only for as long as its purpose for being exists. You don't need a 50th
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Anniversary Committee if you are in your 54th year! That committee should be dismissed as
soon as their business has been finalized.
Another solution is to have each committee make a quarterly report to the church.
Have each committee develop a worksheet or agenda which they turn in. Ask them to list
their goals for the next quarter. Challenge them to make progress toward achieving these
goals. The accomplishments of well-functioning committees will inspire others getting in
gear instead of disappearing.
4.
The Perplexed Committee. A fourth common complaint is that committees
just don't know what they are supposed to do.
Two extreme expressions arise often in such a committee. The potential Perplexed
Committee member responds to the invitation to serve with words of uncertainty and doubts
about his ability or expertise. The other expression of the Perplexed Committee is that they
are doing the work which is the responsibility of another committee or group. This overlap of
responsibilities wastes time and energy a well as it can cause resentment between committees
and problems for the church.
The best way to avoid Perplexed Committees is to develop a job description for each
committee. Development of job descriptions can be hard work, but after the task is finished,
each committee will have a realistic view of its job. Then when the nominating committee
approaches a candidate, they can give him or her a copy of the committee's job description.
Each committee should consider itself to be a Priesthood Committee. A Priesthood
Committee recognizes that each person has equal standing in the body of Christ. Each shares
the blessing and the privilege of being guided in thoughts, decisions, and actions by the Holy
Spirit. This view gives dignity and value to each committee member as he or she serves the
Lord through the ministry of the local church.
Problem Causes
Because church committees are made up of human beings, committees are bound to
make mistakes. As already seen, many reasons for poor committee work can be listed. In
some cases, the church at large, the nominating committee, church staff, and even the
committees themselves are responsible for making some of the mistakes.
1.

The church can obstruct committee work

*
When committee enlistment procedures, working policies, and guidelines are not
explicit.
*

When committee job assignments/job descriptions are unwritten, outdated, or unclear.

*
When unwise precedents are set because they are without official guidelines or clear
assignments.
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2.

The church staff can obstruct committee work

*
When they do all the work or make all the decisions that a committee has already been
assigned to do and make.
*
When no staff member is assigned to a committee and the members are untrained for
performing their tasks.
*
When the committee work load assigned is unmanageable because church staff failed
to do the necessary investigation, fact finding, or problem solving between meetings.
3.

The Nominating Committee can obstruct committee work.

*
When Committees are left to function with less than a full slate of workers and
vacancies remain unfilled.
*
When it presses into service a person(s) whose spiritual gifts, knowledge, and ability
are unsuited for the specific committee.
4.
*

Committees can obstruct committee work.

When an irregular meeting pattern is established.

*
When weak leaders are elected to serve either to chair committees or to serve in other
committee offices.
*
When poor records or no minutes are kept and there is no communication with other
committees.
Committee work does not have to resemble the unsightliness and awkwardness of a
camel. Committee work requires teamwork between the church, the pastor and staff, the
nominating committee and committees themselves. Committee work should be periodically
analyzed in order to evaluate its effectiveness. Check the following:
*
Is the meeting necessary? Could we accomplish our purpose another way (telephone
conference call)?
*
Have you included the people that actually will be doing the work? Those who are to
do the work should be part of the planning process.
*
Have you selected the best time for the meeting? Your best time may not be the best
time for others.
*
Are you prepared for the meeting? Do you have all the information and materials you
will need?
*
Have you checked the physical climate? Size and temperature of the room is
important.
*
Can you state with clarity the purpose or goal of the meeting? Those who aim at
nothing generally hit it!
*
Will you use a written agenda? The agenda can be printed or written on a chalkboard,
or displayed on an overhead transparency or PowerPoint.
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*

How will the meeting be recorded? Who will do it? Minutes should be duplicated
and distributed to all committee members including those not present.
*
How can you help the committee to feel a sense of ownership for the meeting?
Encourage total participation. Listen.
*
Was the meeting well attended? Mailed notices should be followed by personal calls
24 hrs prior to the meeting.
*
Did the meeting accomplish its purpose?
*
Did the group leave the meeting in accord? Dis-ease can be defused as the group
prays together and for each other.
*
Did we finish? If the purpose of the meeting is not reached, and the agreed on ending
time needs extension, then negotiate for continuation.
(See Appendix 2 for an "Committee Evaluation" instrument.) Committee work can be
managed and administered in ways that are orderly and thereby pleasing to God.
Assignment:
1.
Prescribe a cure for each of the problems identified when the church, church staff,
nominating committee, and committees themselves obstruct committees from doing good
work.
2.
The next time you convene a Church Board meeting, evaluate its effectiveness by
using the "Committee Evaluation" instrument.
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8
RULES OF ORDER FOR COMMITTEES
John, the new pastor of the Ascensionville Adventist Church, had been out of
seminary just two weeks. This was his first pastorate. After lunch on the third Sabbath he
received a call from the head elder reminding him that the Church Board was convening on
Sunday night and that he was expected to be in the Chair.
Yes, John had attended committee meetings before, but never really paid much
attention to procedures, and had never been a moderator. Now he was faced with the prospect
of chairing a meeting attended by seasoned veterans who had weathered many an
ecclesiastical storm and fully expected the new pastor to be competent in this elementary
administrative function. An uncomfortable shiver ran down his spine, his pulse rate suddenly
jumped as if he had just crossed the marathon finishing line, and be broke out into a cold
sweat. His mind was racing and a blur of highly technical procedural expressions flashed their
familiar but incomprehensible identities before him--motions, point of order, question on the
motion, amendments, rules of order!
About Rules of Order
Parliamentary rules began with the British Parliament and became the basis upon
which Thomas Jefferson drafted the rules of procedure for the U.S. Congress. They were
designed to serve legislative bodies, not to serve smaller decision-making groups like a
church board meeting. So, in 1876 Major Henry Robert modified Congress's rules and
developed Robert's Rules of Order. Their purpose, he said, was to make a set of rules that
make "church meetings fruitful and fair."
The rules of order, whether framed by Bourinot, Roberts, or your own group, have at
heart the rules of common decency: that everyone with something to contribute be allowed to
speak; that nothing too distressing be said; and that obedience be given to whatever
conventions are applicable to the occasion.
You as chairperson, represent the corporate authority of the meeting in bringing about
certain desirable results: providing regulated opportunity for every person to state his views;
insisting upon fair and meaningful discussion; protecting the rights of the minority and the
majority; approving the means of decision making; and working toward the ideal of a unified
front after differences have been resolved.
You will be assisted toward success if you avoid applying the rules in a dictatorial
way. A gentle nudge toward conformity is often all that is needed. You are not at your best
when you say merely: "It's in the book." Explain, so that all in the meeting will know, why
the rule is necessary and why you are applying it in this case. He who is persuaded feels that
he has gained something; he who is compelled believes that he has been despoiled of
something.
Holding a Meeting
The objects of an organized discussion are to identify problems that mean something
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to the group and to get at issues which must be considered for solutions or decision.
The meeting is more than the sum of its members, because members interact; they
stimulate and exchange ideas. It has been calculated that the possible minimum combinations
of a group of twelve persons total 2,102. Stuart Chase says picturesquely in his book Power
of Words that many small threads of language weave these persons together in a fabric of
relations from member to member "like lines of force in a magnetic field."
After an invocation, begin your meeting in a confident, eager mood. Suggest in
specific and definite terms the nature of the expected outcome—a decision about this or a
resolution to do that. Outline the alternatives as you see them, but do it factually, without in
the slightest way, by words or inflection, taking sides.
After covering the minutes of the preceding meeting by adopting them, or amending
them if necessary, and discussing the unfinished business arising out of the minutes;
approving accounts, receiving reports of committees, and reading essential correspondence,
you reach the items under "New Business" on the agenda. Pertinent items from committee
reports and correspondence will have been referred to this item.
Motions. Strictly speaking, the solution of a problem or the reaching of a decision
should be introduced to the meeting in the form of a motion, and then seconded, and then
opened for discussion and possible amendment, and voted upon. Under parliamentary
procedure, there can be no debate until a question is before the meeting in proper form.
Amendments. Nothing frightens an amateur chairman so much as an amendment to
an amendment. A first amendment is easy to handle:
*
it must not say "no" to the motion, but only vary it in some detail;
*
it must not introduce entirely new matter (which belongs to new motions);
*
it may leave out certain words, add certain words, or delete certain words and
replace them by others.
These same rules apply to an amendment of the amendment.
Here is an example: the motion is to give $100 of the church budget to the United
Way; the amendment is to delete "$100" and substitute "$150"; the amendment to the
amendment is to delete "$150" and substitute "$50 at this time and $100 spread over the next
five months." You call for a vote on the amendment to the amendment; if it carries, then the
main motion is automatically carried as amended by the double amendment. If it is defeated,
you call for a vote on the amendment; if it carries, the original motion is carried as amended.
If the amendment is defeated, you call for a vote on the original motion.
Voting. You should consult your by-laws to make sure of any special requirements as
to voting. Some resolutions, particularly those affecting money, qualifications for
membership and changes in the by-law, may require a two-thirds majority. If there are twelve
qualified voters, and eight of them vote "yea," the motion carries.
Normally, the chairman does not vote except in the case of a tie. Then, says a bulletin
about procedure at meetings issued by a certain Chamber of Commerce, "he customarily
votes against a motion on the assumption that if half the members are opposed, the
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matter should not be forced upon them." Solomonic counsel!
Privileged Motions. Some motions have special privileges. A motion to adjourn or
to recess may be made at any time. It must be seconded, but it is not debatable, except when
it is sought to adjourn to a time other than the regular meeting times, when discussion is
permitted on that point only.
Interruptions. There are two legitimate ways to interrupt a member while he is
speaking: the point of order and the question of privilege. The Point of Order applies when
*
a member feels that improper language has been used,
*
an irrelevant argument introduced, or
*
a rule of procedure broken;
The Question of Privilege is called into use
*
if a member feels that his own, or
*
if the organizations reputation is endangered.
The chairperson decides these without debate, though he may ask for opinions. If the
member disagrees, he may appeal, in which case the chairperson states his decision and the
point of appeal, and puts the question: "shall the decision of the Chair stand as the judgment
of this meeting?" This is not debatable, and a simple majority is sufficient to decide.
Closing the Meeting
Having covered all the items on the agenda, you inquire if there is any other business.
If any matter is raised that is relevant to the purpose of the meeting, see that it receives
adequate attention. If there is no response, declare the meeting closed. No motion is needed.
One thing remains to be done, and it is most important. The minutes of the meeting,
the record of things done and the decisions reached, are of great concern to the continuing
health of the organization. They must be factual and impersonal, accurate and complete.
Keeping the minutes is usually the job of the secretary, but the chairperson must be
sure that the record is well kept. As previously stated in an earlier chapter, copies of the
minutes should be sent to members soon after the meeting so as to inform them about what
happened if they were not present and to give those who were present an opportunity to catch
errors which can be corrected at the next meeting.
Sources of Information
This quick glance at the techniques and aids for meetings makes no pretence at
completeness. All rules may be used separately or in many combinations according to the
nature of the group, the temperament of the participants, the idiosyncracies of the chairperson,
and the requirements of the occasion. "A Practical Guide to Parliamentary Procedure" appears
in Appendix 3. For more information, refer to Robert's Rules of Order or whatever is
available from your parent organization relating to conducting meetings.
Every chairperson finds that his greatest success will come when he works out an
agreement between his internal convictions about how things should be run and the external
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circumstance of the occasion. He will take of common sense a sufficient quantity, add a little
portion of the rules and orders of the group, and apply this prescription to the meeting with a
certain elegancy.
Pliny the Elder, who in his lifetime during the first century was outstanding as
statesman and scholar, records some words about an ancient artist which have equal
application to the accomplished chairman of today. “Protogones,” he said, “was fully the
equal of Apelles, except that Apelles knew when to take his hand off a picture.”
Assignment:
1.
2.

Secure and review a copy of Robert's Rules of Order.
Read "Baptized Rules of Order" in Making Committees Work by Mack
Tennyson (Zondervan, 1992, pp.106-125).
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Conclusion
"Billy Onfire" joined your church and was asked by the nominating committee to
serve on the recreation ministry committee. On his acceptance, Billy was given a key to the
church recreation facility and instructed to "man" the facility during the adult choir rehearsal
time, along with a couple of other members of the committee. After several weeks of
performing this duty, Billy stopped showing up for his assignment (as far as he knows he was
never missed).
Sound familiar? All too often we find that some church committees don't do good
work. With so much depending on the efficiency of committee work, I offer the following
"Ten Commandments for Committee Meetings". They will serve a double purpose: (1) to
provide chairpersons with a checkpoint, and (2) to provide a summary content of this booklet.
Ten Commandments for Committee Meetings
1.

Thou shalt begin all meetings on time.

All meetings should have regularly scheduled times, dates and places. Starting
meetings late is almost a surefire way of encouraging committee members to be tardy. If a
meeting has been scheduled for 7:30 p.m. but nothing happens until 7:45 p.m., you are
sending a message that it’s OK to be 15 minutes late. Lack of punctuality penalizes those who
arrive on time. It follows that the chairperson will lead by example.
2.

Thou shalt not recapitulate for latecomers.

To brief tardy committee members about what has taken place so far in the meeting
awards them undeserved importance, and, once again encourages tardiness. The best way to
handle the situation is to inform tardy persons where the committee is on the agenda and
proceed with the meeting.
3.
Thou shalt not neglect being generous in praising and affirming the work
and sacrifice of committee members.
Persons who are conscientious in fulfilling committee obligations need to know that
their commitment is valued. It is imperative, therefore that committee meetings convene only
when necessary and are well planned. Giving members advance notice, either by telephone or
hand-written note, or even rescheduling a meeting if key members or resource persons must
be absent, are necessary courtesies.
4.

Thou shalt not overlook making members accountable.

Job descriptions of all committees will prescribe the expectations of members.
Accountability is a tool to challenge the committee to do good work. Individuals take more
pride in their work and show more interest in carrying the task through to completion.
Regular progress reports will be rendered.
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5.

Thou shalt plan an agenda.

Every commitee member should receive an agenda—preferably in advance. This
enables the members to come prepared, thus maximizing effectiveness.
6.

Thou shalt end the meeting on time.

Committee members tend to work at different rates. It has been observed that
members work most effectively during the last third of meeting time. By implication, it
means that if one member thinks the meeting will end in one hour and another assumes the
meeting should end in 90 minutes, the former will be finished and ready to adjourn before the
latter begins his most productive work.
7.

Thou shalt convene meetings of optimum size.

The purpose of the committee would be one of the key factors in determining its size.
The committee should be sized so that each committee person has an identifiable, pertinent
task. Spiritual gifts and tasks should match. If a committee is too large, members become
bored, and conversely, if the group is too small, members despair at the work load.
8.

Thou shalt always conclude the meeting with assignments.

The chairperson should list a series of action steps, enlist or assign committee
members to perform specific tasks, and set deadlines for those actions. As this is done, the
members will leave with a sense of accomplishment and responsibility.
9.

Thou shalt always provide a summary of the meeting.

Every meeting should end with a review of the meetings accomplishments and
recommendations to the Church Board or pastor. This process can be handled in a few
minutes at the end of the meeting.
10.

Thou shalt call meetings, but only the ones you need.

If your committee has no reason to convene, then do not meet. To convene it simply
because your committee has met monthly for the past two years is not adequate justification
for perpetuating this meeting schedule. On the other hand, do not hesitate to call extra
meetings where necessary.
Effective committees serve a vital function in the work of the church, can be a source
of joy, afford opportunities to exercise the gifts of members, thus promoting individual
growth, and strengthen congregational life. Remember, "Whatever you are doing, put your
whole heart into it, as if your were doing it for the Lord and not for men, knowing that
there is a Master who will give you your heritage as a reward for your service" (Col.
3:23, 24 NEB).
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Appendix 1
JOB DESCRIPTIONS

Church Baptism Committee
Purpose of the Committee
To insure the provision of appropriate, well maintained facilities, equipment, and
materials necessary for baptism; to assist the candidates in preparing for their baptism; and to
assist the pastor in administering the ordinance.
Duties of the Committee
In churches where the deacons constitute the baptism committee, the following
suggestions should be referred to them.
1. Work with the pastor in determining the date for the baptism and notifying the
candidates well in advance.
2. See that all necessary baptismal equipment and facilities are available and in order
prior to each baptismal service. This step includes being sure the baptismal pool is
properly filled and the temperature is at the desired level.
3. Arrange with the pastor and candidate(s) for a period of instructions and prayer before
the baptism.
4. Meet the candidate(s) at the appointed time and show them to their dressing rooms.
Answer questions that may arise and see that each candidate has a robe, towel, and
handkerchief.
5. Assist the pastor in designating the order of candidates when a number of people are
to be baptized. Names should be prepared on flash cards or some other means of
identification provided to assist the pastor.
6. Assist the candidates into and out of the pool and to their dressing rooms. Each
candidate should be given as much privacy as possible. Members of the committee
should remain in the area until all those who have been baptized are dressed and ready
to leave.
7. Arrange for baptismal garments, towels, and other supplies to be prepared for the next
service.
8. Cooperate with the pastor in evaluating the baptismal service and suggest ways the
service could be improved.
Suggested Projects
Project:
Procedure:

Train members in their ministry.
Set a time for the committee to meet. Invite the pastor to walk through the
practical steps of a baptism. Allow the committee to ask questions. Assign
members specific responsibilities.

Project:
Procedure:

Evaluate and improve the baptismal facilities.
Check the baptismal facilities monthly. Check the baptistery for safety and its
heater for proper function. Check the dressing rooms for privacy and comfort.
Recommend to the church suggested changes, repairs, and needs.
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Resources
Minister's Handbook
Church Manual
The Elder’s Handbook

Church Flower Committee
Purpose of the Committee
To provide appropriate flowers and related decorations to enhance the congregational
worship services conducted in the sanctuary.
Duties of the Committee
1. To recommend policies and procedures for obtaining, arranging, and disposing of
flowers for congregation services.
2. Recommend policies related to providing flowers for sick and bereaved members.
3. Work with budget section of stewardship committee in requesting flower committee
budget.
4. Obtain, place, and dispose of flower arrangements.
5. Meet monthly.
Suggested Projects
Project:

Procedure:

Project:
Procedure:

Develop a plan for purchasing floral containers and permanent furnishings
used with floral decorations such as a Bible stand, pedestals, flower stands, or
candle holders.
1. Compile a list of existing containers and furnishings.
2. Invite suggestions from the congregation.
3. Acquire books and catalogs on flower arrangements.
Organize ahead of time for decorative plans necessary for major events in the
church year such as Christmas, Easter, Thanksgiving, Mother's Day, etc.
1. Determine the major events for which decorations will be planned.
2. Schedule the actual decorating date and committee meeting for each event.
3. Check inventory of previously used decorations and determine if they can
be utilized in new arrangements or whether new accessories will be
needed.

Resources
Malcolm Hillier, The Book of Fresh Flowers (New York: Simon and Schuster, 1988).
Vicki L.Ingham, Elegance in Flowers (Birmingham: Oxmoor House, 1985).
Ronaldo Maia, More Decorating with Flowers (New York: Harry Abrams, Inc. 1991).
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