EXPAND YOUR VISION TO GREATER MINISTRY SUCCESS

By Phil Van Auken

Baylor Center for Church Management

Ministry Scenario #1

 “We Want To Know What You Think”
MEMO

To:  Field Office Directors

From:  New Millennium Missions headquarters

Subject:  New budget approval system

As most of you are aware, our missions budget taskforce has been working diligently over the past seven months to draft a new Comprehensive Budget Planning System (CBPS).  The nine-member taskforce (drawn from the headquarters staff and several Field Directors) was charged with developing an integrated, yet flexible, budgeting system for the future that focuses on broad-based mission growth throughout our twenty-two field offices around the globe.

Based on the hard work and experienced insight of our taskforce—including the four Field Director representatives—the new Comprehensive Budgeting Planning System is now ready.  As you can see from the enclosed budgeting handbook and accompanying spreadsheet software, CBPS is superbly suited for field office needs.  The taskforce was so enthusiastic about new budgeting approach that the members unanimously agreed that CBPS should be implemented in the upcoming fiscal year.

We feel CBPS is just what we need to reinvigorate both financial and staffing growth at all field offices as we embark on a new decade of mission’s excellence.  We are asking each field office to schedule staff orientation sessions over the next month to review CBPS and plan for its immediate implementation.  Please stress the following four key points in your orientation sessions:

1.  Under CBPS, all field office operating budgets must now be approved by the headquarters staff to ensure that adequate funding is allocated to new bold outreach initiatives within your missions territory.

2.  Since headquarters staff will require approximately sixty days to review field budgets, the budgeting preparation process at your office must start at least two months earlier than last year.

3.  Once we have completed the review of your budget, you will have thirty days in which to respond to our revisions and suggestions.

4.  Please be sure that your staff uses the CBPS provided software in preparing your budget.  This includes both the formatting template as well as financial spreadsheets.

In conclusion, the staff members at New Millennium Missions headquarters look forward to working with you on our new budgeting system.  We want to know what you think about CBPS and how it can be mutually beneficial to your field office and to headquarters.

INSTANT REPLAY

1. If you were the Field Director of a regional office for New Millennium Missions, how would you probably react to the last sentence of the memo?

2. What was the apparent real purpose of the Comprehensive Budgeting Planning System? 

3. What kind of relationship do you imagine most field offices have with the headquarters office?

4. How successful do you feel the new budgeting system will probably be? 

5. Do you think CBPS could have been developed and introduced in a more effective manner?

“We Want to Know What You Think”
EXPANDING YOUR VISION

It’s so easy and tempting for organizations to take the “easy” way out in dealing with change:  Minimize dissent by minimizing participation in the change process.  New Millennium Missions unilaterally picked the members of its budget task force (“stacked the deck”); kept their proceedings under wraps for many months; and then introduced the radically redesigned budgeting approach through an impersonal, patronizing memo.  The field directors (with the exception of the four insiders on the task force) weren’t part of the process because New Millennium headquarters staff stayed in the driver’s seat from start to finish, guaranteeing the outcome they wanted: centralized control of the budgeting process.  However, they will soon discover that it’s much easier to introduce change than it is to implement it successfully.  Their budgeting power play will surely be resented, and no doubt subtly resisted, by the some of the bypassed field directors.  Organizational politics is about to rear its ugly head—not exactly the Christian ideal!

Ministry Scenario #2
The New Contemporary Service
After much discussion, Covenant church decided to inaugurate a new “contemporary” worship service scheduled simultaneously with Sunday school.  Despite being carefully planned, the new service produced a number of unanticipated results, some unwelcome, but others quite beneficial.  During the first month, several Sunday school teachers asked to be replaced because they wanted to attend the popular new service.  A computer projector, needed to display words to the praise songs, required anchoring from the sanctuary ceiling.  Several people, who didn’t attend the contemporary service registered complaints about its “unsightly” appearance.  Several older members of the congregation complained of the loud “guitar music”  heard throughout the entire church.

Since the service concluded with spontaneous congregational prayer, it sometimes ran a few minutes “overtime,” presenting a logistical headache for ushers preparing for the late traditional service—and red faces for several church members who “barged” right into contemporary service thinking the late service was already underway.  But the new service attracted more visitors than hoped for, breathing new life into the evangelism committee.  Also, several church members surprised the choir director by their willingness to sing an occasional solo in the contemporary service—including two teens from Covenant’s youth group!

INSTANT REPLAY

1. Do you feel the benefits of the new service outweigh the drawbacks?

2. Do you feel the complaints are justified? Why weren’t they anticipated in advance? 
3.  How should the complaints be handled?  Might they just go away over time?

The New Contemporary Service

EXPANDING YOUR VISION

Change is unpredictable because people are unpredictable (and sometimes a bit “ornery”!)  Change is a bit like rolling dice: to get the outcome you hope for, you have to be take your chances (perhaps over and over again) on other possible outcomes.  Also akin to gambling, change produces both winners (the choir and evangelism program) and losers (the Sunday school program and traditional worshippers).  Christian organizations must be ready and able to deal with both types of outcomes—“no pain, no gain.”  The best way to deal with the unanticipated byproducts of change, it should be implemented gradually, transparently, and participatively.  Gradual change gives people time to adjust and assimilate; transparent change demonstrates that leaders are trustworthy and above board; participative change gives people a stake in the outcomes and a positive attitude.

Ministry Scenario #3
The Church Ad

Mariel:  How much can we budget each month for the church’s new ad?

Wendell:  The newspaper has gone up on their rates, so I estimate around $225 monthly for a four by four.

Mariel:  That’s not big enough for all we need to say about our programs.  Do you think the newspaper would give us a price break if we doubled the size?

Wendell:  They might, but do we really need that much space?

Mariel:  I want to do more than just list the names of our programs.  People should be able to sense the personality our church and know about our great facilties.  Plus, we’ve got programs for every member of the family—even for singles.  We also need to mention…

Wendell:  Don’t you think it’s going to be tough to cram all of that into a single ad, even if it is fairly large?

Mariel:  Well, maybe we can think of some slogan that hits the nail on the head—you now, like the one First Methodist uses:  “The church that’s here for you.”  I bet we can do better than that if we work at it.  Maybe something like, “The friendly church that has something for everyone,” or “Come experience all we have to offer.”

Wendell:  Maybe we should get a group together to brainstorm this.  Might as well get the most for our money.  

INSTANT REPLAY

1.  In Mariel’s mind, why should a church advertise?  

2.  Do you think Mariel’s church would benefit from the sort of ad she envisions?

3.  What do people most want to know about other churches?    

The Church Ad

EXPANDING YOUR VISION

The most important thing to know about a church is why it exists, why it serves, and why it’s unique.  Most cities have a wide array of social service organizations, but only churches bring Christ to the community—or do they?  Like Marie, some churches get confused about their real societal mission.  They take Christ for granted when they emphasize their humanness over their divine nature.  Churches aren’t supposed to compete with secular organizations for the hearts and minds of people. 

Church growth can be human or supernatural in origin.  The three main human strategies for church growth—programs, facilities, and friendships—have built-in flaws.  Programs serve church members, who are supposed to serve the church; great facilities promote materialism over sacrifice; friendships are but a superficial substitute for discipleship.  Healthy church growth results in Kingdom growth: new Christians, recommitted Christians, maturing Christians.  God’s Kingdom doesn’t grow when Christians are simply “recycled” from one congregation to another. 
Ministry Scenario #4

Hallway Conversations at Brideway Community Church

“I hear we’re bringing in outside consultants to steer our new building campaign.  Capital Funds has raised more money for churches than anyone else.  We got the best.”

“Vacation Bible School was a big success,” read the church newsletter headline.  “We had twice as many yard signs than the previous summer, lots of new volunteers, and great weather the whole week…and we met budget!”

“Let’s use 7 Habits of Effective People for our training conference this year. Everyone at work says it’s the best management book they’ve ever read   It’s got a lot to say to our ushers, youth workers, the office staff, and even the Sunday School program—especially for goal-setting and budgeting.  Let’s order at least 30 copies.”

“Paula asked all of us Sunday School teachers to stay in our classrooms an extra fifteen minutes to baby-sit the kids of choir-members while they rehearse before the worship service.  I’ve already been babysitting their children for an hour.  Isn’t that long enough?” 

”The new college program sure seems to be off to a good start.  The concert was attended by nearly 60 students, and almost all of them stayed for pizza afterwards.”

INSTANT REPLAY

1. What different values are expressed in these snatches of hallway conversations at Brideway Community Church?

2. Do the comments reflect a successful church?

3. What is a successful church?

Hallway Conversations at Brideway Community Church

EXPANDING YOUR VISION

The church is intended to be a sacred, spiritual institution; a haven from the frequently profane secular world and its materialistic, self-centered preoccupations.  As the old aphorism says, the church is to be the world, but the world not in the church.  Unfortunately, as reflected in the hallway conversations, it doesn’t always work out that way.  Church members bring the world into the church without even realizing it.  We value people’s performance more than their character; we turn to moneymaking schemes ahead of God’s supernatural provision; we equate success with the popular; we gripe about petty things more than we praise God for great things.  What we say in the hallways of the church are a more accurate reflection of our spiritual condition than the prayers we utter during worship.
Ministry Scenario #5
Another Busy Week at Church

Saturday:  6:30 a.m.:  Men’s pancake breakfast to plan out the golf tournament fundraiser.

2:00: Youth carwash to raise money for the winter trip to Aspen.

Monday: 10:00 a.m.:  Ladies book club with guest, Marilyn Davies, author of Touring the Holy Land on $10 a day.

Tuesday:  7:30 p.m.  Building maintenance committee to discuss cost-cutting measures for summer air conditioning expenses.

Wednesday:  7:00 p.m.: Prayer group for Greet-a-Visitor Sunday next month.

Thursday:  Church office closed for pastors and staff to attend to annual training conference in Meridian.

Friday:  8:00 a.m.: Seniors fellowship group travels by bus to the regional arts and crafts show. Only $25 for transportation and luncheon.

INSTANT REPLAY

1. What priorities are reflected in this calendar?

2. Why do the members of this church probably feel so busy?

3. How much will this week’s activities contribute to the spiritual growth of participating church members? 

Another Busy Week at Church
EXPANDING YOUR VISION

Our true priorities in life are reflected by what we do with our time.  Since we don’t have enough time to do everything, we fit in the activities we enjoy most—out-of-town fun trips, fellowship, luncheons, and interesting books.  These are all fine, wholesome activities that add zest to our daily living; but what spiritual opportunities did we forego in the process?  Did we neglect our prayer life, shortchange Scripture study, or pass up the change to conduct a Bible study at the county jail?  As we indulge ourselves in enjoyable pursuits, we miss out on the opportunity to serve others in genuine need.  Our time isn’t entirely our own—others can sure use some of it.  We simply must put spiritual things—God—ahead of secular pursuits.  We can always set aside some time for ourselves after attending to the needs of others.  Serving Christ is our priority.  As Charles Spurgeon expressed, no servant of God is tired of serving his Master.  We may be tired in the service, but not tired of it. 

Ministry Scenario #6
Budget Needs (?)

New choir robes to replace the ten-year old ones:

$3860

Puppet Ministry portable sound equipment and stage:

$1230

Microwave for the new church parlor:



$300

Heavy duty color printer for youth ministry:


$2167

Riding lawn mower






$2800

Pastor-staff retreat in Denver




$1880

Cell phone service for missions director



$565

New lighted message sign (to replace old non-lighted sign)
$2995

INSTANT REPLAY

1. Which of these budget items are actual needs (vs. wants)?

2. How can Christian organizations tell the difference between needs and wants?

3. What else could the church allocate this money for?
Budget Needs (?)

EXPANDING YOUR VISION

 The more affluent we become, the more we tend to view our “wants” as “needs.”  We get more only to want more; then we want the very best.  The old church pews somehow didn’t look quite good enough in the new sanctuary.  The computer the church did fine without for so many years now is too small and out-of-date—gotta have a new one with broadband Internet plus a  color printer.”  And don’t forget the cellular phone for each staff member.  Discerning where needs end and wants begin defies formula—it’s a judgment call best made communally.  However, Christians should always approach such decisions with the spirit of sacrifice.   While considering what we need and want, we should also wrestle with what we are willing to sacrifice.  Maybe only one or two members of the staff really need a cell phone; the others can volunteer to stick with their desk phone (even though they might enjoy using a cellular).  Maybe youth group members can pay their own way to the theme park outing, or better yet, bring along a number of inner city youth with them.  Maybe the yard mowing crew would be willing to huff and puff their way through another summer or two with walking mowers (which they would dearly love to replace with a high torque riding mower).  Just imagine what would happen during budgeting season if sacrificing ministry leaders requested budget cuts instead of hikes—what a Christ-like role model for the rest of the church!
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