NEW PASTOR ORIENTATION HANDBOOK

Section 4 – Official Board

The official board is made up of a group of leaders that the Lord has put in place through local church elections to work with you as the pastor.  This section is designed to give you some tips on starting the relationship well with the official board.  It also orients you to materials found in The Manual of The Free Methodist Church in Canada and in other places.  

It is good to always remember that board members are volunteers who are serving in this role out of the goodness of their heart and their commitment to Jesus Christ.  If you think of them as friends and colleagues in leadership, it will help your attitude remain positive.  Most will have full time jobs and family responsibilities and so naturally do not have the same amount of time and energy to think about congregational matters as you do.  Work on ways to build and maintain good relationships with the board and think about how you can communicate effectively with them (individually and as a group) to build trust, hope, and enthusiasm for the vision that God has given your congregation.

As a pastor, because you are a member of conference and an employee of the church, you are an honorary member of the board.  This means you can speak at board and Society meetings but you do not have a vote.  In the beginning, do more listening and asking of questions to get a sense of how the board members relate to each other and how the Board functions.  Once you become more familiar, you will know how to give appropriate input and guidance to discussions.  The Manual says that you are entitled to be notified of all meetings of the board and to be in attendance except for executive sessions (where the board meets without you, perhaps to discuss things like your salary).

Remember that it is the responsibility of the board chair to lead the meeting and you are present as one of the board members.  This is why pre-meeting planning with the board chair is important so that if you have concerns about the board meeting, these can be shared with the board chair prior to the meeting.  In the meeting, defer to and cooperate with his/her leadership.

a. The first 60 days – Here is a checklist of suggestions that will help you start well:

· Read Paragraphs 310-374 of The Manual to understand the inter-relationship between the Society annual meeting and official board.  The Handbook section of Chapter 3 (Par 370) is not bylaw material but is given as guidance for local churches to adapt for their context.
· Arrange to meet with the board chair and cover the following:

· His/her story of how he/she came to Christ, the family and job, length of time on the board, dreams for the church.  Take time to enjoy the conversation and get to know this person.

· Ask him/her to give you the names of the other board members and to tell you a little about each of them. 
· Ask when the board meets, under what model it functions (governance, representative or commission, etc.  See ¶373.1), and if there is a chart that shows the relationship among the society, the board, the ministry teams, and committees.  If one does not exist, work together to sketch this out and put names of the leaders beside each team so that you have a picture of how things fits together and who leads what.

· Ask for minutes of board meetings for the last 12 months and read them to understand the board’s history.  

· Ask what the format is for the pastor’s report to the board.  If they do not have a report, prepare a draft format and ask for his/her input.  Generally, this report is no more than two pages with point form comments on each major department of the church, a section where you bring general matters to the board’s attention, a statistics section for the month (e.g. attendance, conversions, pastoral visits/contacts).

· Develop personal rapport with your board chair and try to meet with him/her regularly on a one-to-one basis.  This is important for building trust and, depending on how the relationship develops, you will know how open you can be with him or her. The goal is to work collaboratively in your spheres of leadership. Don’t limit your meeting to developing the agenda for the board meeting; take an interest in his/her personal and family life.

· Arrange to meet one-to-one with each of the other board members to learn a little bit about their personal life, family life, job, dreams for the church.  Take your time to do this well; and if a board member’s spouse wants to join you, all the better!
· Think of ways of building trust with individual board members as well as the board as a whole.  Board suppers and board retreats are wonderful ways of doing this as well as one-to-one conversations.
· As a general rule, use good judgment when discussing board issues with individual board members.  Be aware that people (including you) have goals that they want to achieve, and be careful to stay way back from lobbying or being lobbied. 

· Your first board meeting 

- 
Meet with the board chair to be briefed on the agenda prior to the meeting.  Work with him/her to develop an ongoing timetable for meeting to consult on agendas for subsequent meetings and what timetable will be followed for getting the agenda, financial report and your pastor’s report out to the board in a timely manner.  This helps board members to prepare for the board meeting.  Wherever possible, use email.  

· Ask the board chair what is expected of you at the first meeting.

· Ask for an opportunity on the agenda of the first meeting to review your job description with the entire board, and as you do, try to clarify what unwritten expectations might exist among the congregation.
· Ask for their guidance on where, during your first 60 days, they think you should spend your time among the people and in the community.

b. Finding your “cultural guide”

After a month or so, the Lord will help you see someone with whom you have chemistry who can help you understand the congregation’s culture as well as how things work in the community.  This person needs to be trustworthy and knowledgeable.  They are invaluable in helping you to know where the “sacred cows” are in the church and who the “eccentric” personalities are in the congregation and in the community.  They will also be able to explain community issues and conflicts so that you are aware of these as you begin your ministry.  
Don’t choose this person quickly, as you need to ensure that they are helpful and reliable.  You must be careful to not get caught up in any kind of gossip - especially when talking about the eccentric ones!  This is why it's important to use mature believers who will also refuse to go down that path.  The purpose is to gain an awareness of your context.  This allows you to know where to be sensitive to the history and to the current culture of a church and community, but also to individuals.  If you choose a cultural guide wisely and listen to the information you receive, it can help you make informed decisions instead of moving ahead blindly and causing unnecessary pain and turmoil.

c. Policies
Ask if the church has a file containing the policies of the church.  If so, take time to familiarize yourself with these policies and you’ll avoid embarrassing yourself and, likely, some unnecessary turmoil.  If there is no policy file, ask the board chair to brief you on what policies are in place like the following:

· Participants in worship services

· Use of the facilities

· Sexual harassment

· Exploitation of children

· Board and committee confidentiality

· Counseling practices

· Outside speaking engagements, study leaves, days off

· Use of church equipment – how are requests for personal use of church equipment handled?

· Spending money, travel logs, petty cash, expense reimbursement

· Access to the building / keys to the building

· Counting and banking of money

· International money transfers – how is money sent to charities outside of Canada?

The Manual of The Free Methodist Church in Canada  is also a  collection of policies.  It is your responsibility to be familiar with it and to guide your leaders to follow and apply its principles as issues arise.

d. Understanding the Budget Creation and Management Processes

· It is important for you to understand how the budget is created and managed.  If it is created by a finance team, ask how it receives input from the pastor and various ministries when the budget is being created.  You need to understand your role in helping to manage expenditures and so it is wise to become familiar with the treasurer’s reports.

· Meet with the treasurer so s/he can brief you on how this all works.  (If you need to understand the treasurer’s role more fully, and/or if your treasurer is somewhat new and needing help, a 60-page Guide for Treasurers is available on the FMCIC website at http://www.fmcic.ca/images/stories/administration/Accounting%20Forms/TreasurerGuide.pdf 
· As the pastor of the church and the Conference’s representative [along with the delegate(s)], you need to be familiar with the FMCIC’s expectations about supporting the CORE and Giving Streams of the denomination.  Information is available in Par 375.3 and 440.2.

· To help develop the congregation’s spirit of generosity, the FMCIC has requested that each congregation have a Stewardship Coordinator.  There is helpful information on the FMCIC’s website (www.GenerousSteward.org) to help you understand the role of the Stewardship Coordinator and to access other helpful stewardship resources.  One of your roles as a pastor is to help your people develop and maintain healthy attitudes toward possessions, generosity, and giving and so remember to look at this website for help. 

e. Conflict Resolution/Church Discipline

· It is wise to have some form of Pastor’s Cabinet (see ¶320.5.2.2) and to develop trusting relationships with these leaders before there is a crisis.   From time to time there will be sensitive issues within the congregation that need to be addressed.  There may even be power struggles within the board or among other leaders.  A wise pastor engages the advice of other godly leaders to help with resolving conflicts.  Sometimes it is wise for the pastor to stay back and let the board members deal with some conflicts especially if they are related to a difficult member of the board or congregation.  
The Pastor’s Cabinet is a good place for a pastor to vent frustrations and receive advice.  It is also a place where the pastor can hear about congregants’ frustrations with his/her ministry and receive perspective and mature guidance. 

· Because “people are people” and various levels of conflict will happen, take advantage of seminars, workshops, or courses to understand basic principles of conflict resolution and how they can be applied in your ministry.

· There may be occasions when conflicts between individuals or groups within the congregation are more complex than local church leadership can handle.  It is wise to seek coaching from other experienced pastors or denominational leaders early on in the conflict when it becomes evident that the issues are not going to resolve easily.  It may be that an outside facilitator will be necessary.  Usually the longer the delay in asking for outside help, the more difficult the resolution becomes. This is especially true if there is a case where church discipline becomes necessary. 
· Conflict resolution resources will soon be available on the FMCIC website.  A resource list is being developed by the Ministerial Education, Guidance and Placement (MEGaP) Committee.  In the meantime, contact the Director of Personnel for resources.
f. Strategic Planning

· Take time to understand how your church has done its short and long term strategic planning in the past and ask to see any previous planning notes.

· Ask questions about parts that have not yet been implemented to understand what commitment there is to following through.

· If no strategic plan is in place, acquaint yourself with the FMCIC LifePlan process available on the FMCIC website at http://www.fmcic.ca/images/stories/church-develpment/documents/LifePlan/LifePlan%20Manual%202010.pdf .  Resource people to help you understand it are available from the Church Development department.  Once you fully understand it, ask your Board Chair whether using the LifePlan to guide the development of a strategic plan has been discussed.  If work has started on it, take time to acquaint yourself with it.  If using it has not been considered, talk with your leaders about the possibility of using it.
g.  Strategic Relationships
· In your relationships with the official board, committees and task forces, it is important that you help your leaders ensure that there is clarity about their roles, responsibility, and authority limitations.  (For example, in a building project, the board is ultimately responsible for over-all decisions.  The Trustees (or Facilities Committee), if they are not on the Building Committee, may have concerns as to how the new project will relate to the facility planning they are doing.  The Building Committee is a temporary task force whose mandate is to see the building project completed.)  
From the outset of a project, it is important that each group understand their span of responsibility (the things they need to take care of) and the scope of their authority
(e.g. to make changes to a plan, to spend without the approval of the board/society.  Once these roles and responsibilities are clarified, it is easier for board members to stay out of details and for committee members to know when they can go ahead with decisions and when they need to seek permissions.
· It is important for you, as pastor, to maintain strategic relationships with all bodies within the ministry of your church.  Try to develop leaders who are capable of understanding their spans of responsibility and of decision-making according to the mandate they have been given.  As much as possible, except where it relates directly to your job description, try to have lay leaders making decisions.  Train them (through your ongoing modeling) how to establish clear paths of communication upward (with the body to which they are accountable), sideways (with other teams working in parallel with them) and downward (with those they are leading).  Whenever possible, avoid being the communication link between bodies.  Train the leaders to communicate effectively with each other.
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