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INTRODUCTION 

My brothers and sisters in Christ,  

St. Paul’s is working through WELS Commission on Congregational Counseling’s Ministry Organization 

and Staffing program (MOSE). The goal of MOSE is twofold. 

First, we examine the stated goals of a congregation’s ministry. Specifically, we’re looking to see that 

they are aligned with the mission Christ himself gives us in Scripture, which includes both reaching out 

to the lost and nurturing the saints (Matthew 28:19-20). 

Secondly, we look at how the congregation is organized and staffed. Ministry plans call for the allocation 

of three resources: the gospel, human resources, and financial resources. There are two types of human 

resources: staff (called workers and paid hires) and volunteers. In MOSE, we try and see if we are 

maximizing both. 

The MOSE process involves several steps. First, we (the CCC) look at all current ministry planning 

documents: mission statement, long range plans, annual ministry plan, budgets, etc. Second, we do a 

thorough demographic study of your area. Third, we conduct interviews with a broad cross-section of 

congregational staff and leadership. (I interviewed fourteen individuals from St. Paul’s on December 8 

and 9.) Fourth, we do some statistical analysis and forecasting based on recent history. 

This report will pull all four of those together. 

Key issue 

In looking at recent history, the biggest change to note is that St. Paul’s did not call to replace the third 

pastor. Looking at recent statistics, this appears to have had an adverse effect on ministry. 

In conducting the interviews, I learned that St. Paul’s faculty will have a teacher retire at the end of this 

school year. The school is a massive part of St. Paul’s ministry. 

Thus, in my evaluation, the key issue for the congregation is the need to decide from essentially three 

options. 

a) St. Paul’s calls a teacher to replace the vacancy that will result from retirement. It shores up 

other areas of ministry by a realignment of responsibilities among the current pastoral staff, the 

staff minister, and volunteers. 

b) St. Paul’s calls a third pastor to try and shore up other areas of ministry. It handles the loss of a 

teacher by consolidating some of the classes and utilizing more teacher’s aides, perhaps 

volunteer based. 

c) St. Paul’s engages in an aggressive stewardship effort in order to call for both positions. 

This report will also look at those options with variations. We will offer our recommendations, based on 

our situational analysis of St. Paul’s and its ministry context. 
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DEMOGRAPHICS & PARISH AREA 

 

Parish area 

 

The shaded territory above represents all the territory within a 15-minute drive of St. Paul’s. You can 

expect prospects to drive about 15-minutes to try out a church. For prospects who lived outside that 

shaded area, generally there would need to be another “draw” to the church. (For example, a friend of 

theirs attends St. Paul’s.) 

That shaded area represents just over 60 square miles, for an average radius of 4.5 miles from St. Paul’s. 

Thus, when I utilized EASI analytics to do a demographic study, I ran reports for three radii all emanating 

from the church’s address—1-mile, 3-mile, and 5-mile. 

 

Population by year within those radii 

The census reports demonstrate that your parish 

area has experienced very strong growth. In each of 

the three radii, your parish area is averaging 

between 0.4% and 0.5% growth annually. That rate 

of growth is expected to go up, so that your parish 

areas will average a growth rate of around 0.7% 

annually over the next five years. 

Note that currently within your parish area are 

54,500 souls. That is a large mission field. 

Description 1 Miles 3 Miles 5 Miles 

Population Density 3,248.5 1,125.1 594.0 

Population (4/1/1990) 8,379 19,469 42,381 

Population (4/1/2000) 8,667 23,849 48,549 

Population (4/1/2010) 8,978 26,106 52,775 

Population (1/1/2017) 9,233 26,861 54,540 

Population (1/1/2022) 9,576 27,879 56,496 

Population Growth (2017/2010) 2.84 2.89 3.34 

Population Forecast (2022/2017) 3.71 3.79 3.59 
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Religious adherents in La Crosse County 

The following information comes from the Association of Religious Data Archives. It is a summary of 

religious adherents in La Crosse County as of the most recent (2010) census. 
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Noteworthy is the fact that in 2010, La Crosse County had a population of 114,600. But 47,200 of those 

people did not belong to any religious tradition. In other words, over 41% of the residents of the county 

are unchurched. If that holds true in your parish area, it would mean you have approximately 22,500 

unchurched individuals living with a 5-mile radius of St. Paul’s. 

It is also interesting to note which traditions are growing and which are in decline. Unfortunately, we 

must go back two censuses to find the deltas. Thus, we are comparing church membership changes from 

2000 to 2010. 

Mainline churches were hit hard in La Crosse county in that decade. 

• The Presbyterian Church in America is down 14.7%. 

• The United Church of Christ is down 23.4%. 

• The United Methodist Church is down 23.0% 

• The Catholic Church is down 10.6%. 

The churches that have grown in the county: 

• The Christian Missionary Alliance is up 79.8%. 

• The Evangelical Free Church is up 56.4%. 

• The Southern Baptist Convention is up 587.5%. 

With some of those numbers, you need to factor in small numbers of members in 2010. Thus, any 

increase will show up as a larger percentage. 

Some of the fastest growing churches in La Crosse are not Christian. Mormons grew 55% in that decade. 

The Seventh-Day Adventists grew 40.6%. Unitarian churches grew 103.3%. (Again, in some cases, the 

large growth was due to small numbers of adherents in 2000.) 

You might be wondering about Lutherans. 

• In that decade, WELS churches in La Crosse county lost 340 total members, a decline of 4.2%. 

• ELCA churches in La Crosse county lost 1,439 members in that decade, a decline of 8.3%. 

• The LCMS gained 62 members in that decade, an increase of 6.4%. 

In doing some telephone survey work of churches in the county that have grown, there was not one 

outreach tactic that stood out. Youth education and preschool ministry is used by some. Others stress 

non-education type youth and family ministry. (i.e. They focus on youth/teens, but do not have a 

school.) 

What is a common thread, not-surprisingly, is that among growing congregations there is a high-level of 

member outreach effort. In other words, the members see it as part of their job to try and pull 

unchurched friends, relatives, associates, and neighbors into the congregation. Peripheral ministries 

(e.g. a preschool) are viewed as ancillary to outreach efforts, not the effort itself. 
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Population of parish area by age 

The following graph shows how the population breaks down in your parish area. It provides the total 

population in each age category, as well as what percentage of the total population that number 

represents. 

 

 

 

You will note that 21% of the population within a 5-mile radius of St. Paul’s is between zero and 

seventeen-years-old. That constitutes about 11,000 souls. Does this speak to the school as a potential 

outreach avenue? Possibly. St. Paul’s would need to consider what the maximum capacity of the school 

would be. If the school grew, it would also need to consider how to pay for additional staff at the right 

times. Current tuition levels would make such an expansion impossible without substantial additional 

support from the congregation. Thus, while the school currently serves members, it has limited outreach 

value. 

A better opportunity would be the preschool. Costs of expansion of preschool are generally more 

incremental than an elementary school. 

The bottom line—the overall age of your population is conductive to a healthy congregation. The 

population is spread out but skews quite young. At the 5-mile radius, the median age is only 33. 
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Population of parish area by income 

The following graph shows how many households you have in various income areas in your parish area. 

It provides the total number of households in each income category, as well as what percentage of the 

total households that number represents. 

 

The medium household income of your parish area is $68,748. The average household income is 

$85,098. 

What is interesting is the economic diversity. 18% of the households have an annual income of less than 

$25,000. Yet almost a third of households have an annual income of over $100,000. This might suggest 

mercy ministry as a possible avenue into the community. 

Congregational giving potential 

• At the end of 2016, St. Paul’s had 1423 baptized members. The Midwest WELS average of 

people per household is around 3.2. That would translate to 445 households at St. Paul’s. 

• In 2016, St. Paul’s had 40.2% of her members in worship in an average week. 40.2% would 

represent 179 households. 

• Using the lower number for your parish area—median income—the total combined income of 

those 155 households would be approximately $12,288,705. 

• At a 10% giving rate, that would translate to $1,228,870. Again, that is only counting active 

members and assumes those members average the median income level for the area. 

Less than $15,000, 
2,077, 10%

$15,000 to $24,999, 
1,634, 8%

$25,000 to $34,999, 
1,725, 8%

$35,000 to $49,999, 
2,456, 12%

$50,000 to $74,999, 
3,489, 17%

$75,000 to $99,999, 
3,017, 14%

$100,000 to $124,999, 
2,535, 12%

$125,000 to $149,999, 
1,486, 7%

$150,000 to $199,999, 
1,345, 6%

$200,000 and Over, 
1,253, 6%
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Other parish area demographics 

There is nothing major to note in the remainder of the EASI demographic report. 

Ethnic/race data shows the parish area is very homogenous, about 94% white. Asian individuals are the 

largest minority, but still comprise less than 4%. Thus, there is probably little opportunity for cross-

cultural ministry. 

Home ownership vs. renting data is very normal. If anything, the parish area skews slightly towards being 

a more settled area. The average length of home ownership, for an area that is growing, is higher than 

one would expect. 

Employment data doesn’t have anything standing out. There’s a very normal mix of blue-collar vs. white-

collar jobs. The public vs. private sector jobs ratio is in line with what one would expect. There isn’t a 

strong military employment base, so you don’t have that transitory type of population base. 

Education data is very normal. The percentage of elementary school aged individuals in private school is 

slightly higher than the national average, but in line with the rest of the Midwest for similar type areas. 
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STATISTICS & PROJECTIONS 

 

Membership over the last decade 

 

You see St. Paul’s has enjoyed relative stability over the past decade. We notice a drop-in membership 

of around 9% happening between 2010 and 2011. It corresponds to an uptick in the total number of 

people in worship. This would perhaps suggest a concerted inreach/elder effort around then which 

resulted in inactive members either a) returning to worship more regularly or b) being removed from 

membership due to prolonged inactivity (which is a good and loving aspect of church discipline). 

What is noticeable is a decline in attendance that corresponds with the shift from three to two pastors. 

There was a 14.7% decline in two years. I don’t have 2017 data, but if that continues, it could be 

problematic down the road. 

Let us look at some membership projections. 
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Typically, the most important number in gauging a congregation’s health is numbers in worship. That is 

the best indicator of “active” membership. Finances almost always correlate most closely with worship 

attendance. 

You note that with all three of these models, the only metric that trends upward is communicant 

membership based on the past 3-year history. It would trend up slightly. For all the others, they trend 

downward. 

Worship attendance is what trends downward the most in all three models. It is troubling that as the 

model skews closer to recent years when you have only had two pastors, the trend line worsens 

dramatically. Using 3 years of history of worship attendance, if the trends would continue, St. Paul’s 

would cease to exist in about a decade. That is obviously not going to happen. Trends in a congregation 

are never straight linear. But the consistency of all three models, combined with the erosion in worship 

attendance in the 3-year model, suggest that this is vital to address. 

The same holds true with overall membership (souls). It trends down in all three models. However, 

there is a 193-soul difference in the projection based on 10-year trends verses the one based on 3-year 

trends. This would have been something to plan for even if you had three pastors. The fact that the 

trends worsen after reduction to two pastors makes the situation more serious. If these trends continue, 

there will be serious financial ramifications within five years that will affect St. Paul’s ability to maintain 

current ministry. 
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Gains & losses 

Adult confirmations in recent years seem to be trending down. Typically, it is helpful to group 

confirmations into two or three-year groupings to avoid drawing conclusions from one-year anomalies. 

 

 

A 37% drop in a biennium is reason for concern. 
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We also see a trending down in transfers in the past decade. 

 

If we focus on the last five years or the last three years, the trend downward steepens. It is difficult to 

determine the reason for this. You can’t survey individuals who don’t transfer in. However, the bottom 

line remains—there is no reason for St. Paul’s to consider transfers in to be a source of long-term 

congregational health. (Moreover, it is bad missiology to plan for the survival of a church on the 

foundation of transfers in.) 

It should be noted that “transfers out” also is trending down, but only slightly. 

Communicant deaths, grouped into bienniums, are relatively flat. 

 

However, when examining the age demographics of St. Paul’s, especially of those who are regulars in 

worship, the congregation needs to acknowledge that communicant deaths will trend up in the next 

decade. 
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There is not much that can be done about deaths, obviously. When the Lord chooses to take someone 

to heaven, we rejoice. 

However, consider what we often call “back door losses.” These are individuals who cease to be 

members of the congregation, but for reasons other than they transferred into a sister Lutheran church. 

• It might be that they were removed from Church membership as a matter of church discipline, 

for unrepentant sin. (This is always a good and loving thing.) 

• It might be that they simply “drifted away.” They stopped attending and perhaps moved, and 

the church doesn’t have their new contact information. 

• It might be they decided to join another Christian congregation that is not WELS or in fellowship 

with WELS. 

These types of losses are inevitable in the church militant. People will leave congregations because of 

unrepentant sin or poor doctrine. Young adults may leave the church as they go off to college or move 

out of the home and establish their independence. 

While these losses are inevitable, they are more preventable than other types of losses (deaths, 

transfers out). However, it is pastorally labor intensive to lower these types of losses. 
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We note that back door losses, while declining slightly in recent years, overall are trending upward. This 

is what we expect to see in congregations that are “greying” (i.e. the average age of worship attendees 

is going up). 

All other gain/loss stats have small deltas over the past decade, no matter if looked at annually, in two-

year groupings, or three-year groupings. 

Summatively, we see a sizable challenge on the horizon. 

a) Transfers in have been trending down. While this might reverse as the parish area grows 

economically, that cannot be counted on. 

b) Due to congregational demographics, deaths will trend up. 

c) Back-door losses are trending up. That is expected in a greying church. If it is to be mitigated, it 

requires pastoral intensive efforts. Yet the trending up of back-door losses had already begun 

before St. Paul’s went from 3 to 2 pastors. It will be hard to reverse the trend with status quo. 

d) Adult confirmations are trending down, at the very time when it needs to be the foundational 

source of growth for long-term health of St. Paul’s. 

 

 

School & preschool statistics 

 
 
We note that the elementary school enrollment is relatively stable over the course of the past decade. 

The enrollment consists almost entirely of members of St. Paul’s (or sister WELS congregations). 
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(NOTE:   We have enrollment information for 2017, which is part of the WELS schools annual statistical report, but not total 

teachers for 2017, which is part of WELS congregational statistical report. Thus, we can only look at student/teacher ratios 

through 2016.) 

In 2008, there was 1 teacher for every 16.9 children. In 2016, there was 1 teacher for every 12.5 

children. That improved ratio can be attributed largely to two things. First, it demonstrates movements 

to certain WELSSA accreditation benchmarks. Second, it demonstrates commitment to each grade level 

having its own teacher even with slight declines in school enrollment. 

Neither of these are negatives, as both can positively impact quality of education. 
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Over the decade, preschool enrollment has remained relatively flat. However, you note that overall 

average is due to a decline from 2012 through 2015 being offset by new historic high attendances in 

2016 and 2017. 

In general, preschools have a much higher outreach potential than elementary schools. A student in an 

elementary school occupies a “slot” in capacity for eight years. In a preschool, capacity turns over every 

two years. Moreover, preschools typically have a substantial non-member reenrollment. This is true of 

St. Paul’s. As mentioned, the elementary school enrollment consists almost entirely of WELS members, 

while the preschool consists mostly of non-members. 

However, to date, there is not a high rate of non-member preschool families being pulled into the 

congregation. If there is a “harvest strategy,” it does not seem to be working. This is not uncommon in 

WELS. There seems to be the belief that if non-members have their children in preschool, eventually 

they will become enamored with the congregation and want to join. This is not true. Non-members are 

perfectly happy to take advantage of a service St. Paul’s offers to the community without becoming 

members. In congregations where there is a higher “movement rate” of preschool prospect families into 

membership, there is a harvest strategy that combines witnessing efforts of the preschool teacher, a 

pastor, and member parents. 
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INTERVIEWS 

30-minute interviews were conducted with key leaders and staff members of St. Paul’s on December 8 

and 9. Before those interviews, talking points had been distributed to the participants. What follows are 

some of those talking points, as well as observations about what I heard in the interviews. 

Some things to note: 

• To highlight something in this report, it needs to have been mentioned consistently. It might not 

have been mentioned by everyone interviewed, but it was mentioned by enough people for 

one to conclude this is a common theme within the congregation. This does not necessarily 

mean the theme is accurate. It may be accurate, but it also may simple be a widely held 

perception. 

• An overarching theme was a high-level of appreciation for the called workers at St. Paul’s. 

 

What do you see as the “core values” of St. Paul’s? Core values are the most important things a 

congregation feels it should be doing (e.g. worship, evangelism, youth education, etc.), as well as the 

attitude/spirit the congregation feels it should demonstrate as it does these things (e.g. harmony, 

excellence, etc.). 

Consistently, spiritual education was listed as the top value within the congregation. The school and the 

number of adult Bible classes were cited. Often, youth education was cited as being the true thrust. 

It was noted that the congregation has other values, but that they are more aspirational. For example, 

several people mentioned that while evangelism is talked about, intensive evangelism efforts are not 

taking place. Instead, people are mostly concerned with the school. 

The challenge in this is that it’s inward focused. A church that is inward focused has a shelf-life. 

 

Which core values, if any, are being neglected to a degree because either a) there is not enough 

staff/help available to “work” that value, or b) the current alignment of skills and interests on the 

staff doesn’t allow that value to be upheld as well as it could. (Hypothetical example—Evangelism is a 

core value at Faith Lutheran, but the person in charge of the evangelism program doesn’t really have 

any expertise for the work.) 

It was noted by both staff and lay-leaders that evangelism is not at the level it should be. It is noted that 

the congregation does things such as the living nativity, but that these efforts do not have a high 

effort/return ratio, i.e. they don’t seem to be particularly effective at pulling new people into the 

church. 

It was noted that while the school provides spiritual education for youth, once members hit high-school 

age, there is not much available beyond the area Lutheran high-school. There seems to be a fear that 

young members are not being well-connected with the church, but only with the school. 

There is a widely-held perception that St. Paul’s does not do an adequate job of encouraging member 

involvement. Time/talent surveys are being taken, but not being utilized promptly. 
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There is also the fear that with young adults, unless they have children, there isn’t that much to connect 

them to St.  Paul’s. 

 

Are responsibilities aligned properly with training, in your opinion? For example, in a congregation 

without a school, there might be 180 hours of work that need to be done on average per week. Some 

of that work must be done by a man with seminary training (e.g. preaching). Some of that work could 

be done by any adult member with a level of spiritual maturity and some training (e.g. teaching in 

Sunday school). And still other portions of that work could be done by someone who is brand new to 

the faith/congregation (e.g. cutting the lawn). Are there any places that you see misalignment? For 

example, is your pastor doing work that could be done by someone who was brand new to the faith? 

Overall, the consensus was that currently, there are not any major misalignments. It sounds like at one 

time in the school, perhaps some people had responsibilities where they did not feel they had the 

gifts/abilities to serve as well as they would like. Overall, that has been largely mitigated. 

The perception on the pastor side is that because of the reduction from 3 to 2 pastors, there isn’t much 

the pastors could give up. The big time-consumers are things which most members perceive as pastoral 

responsibilities. 

The staff minister position is largely administrative. Self-assessment reveals it to be about 90% 

administrative work and 10% pastoral work. Really, it is more of a business manager position. That aligns 

well with Mr. Schoeffel’s self-assessed strengths and preferences. Some of the things that are perceived 

to be “falling through the cracks” could slide under that position (e.g. volunteer coordination is really an 

administrative task). So, the only misalignment here is probably with the title. 

 

What is the potential for volunteerism within the congregation? There is not an equation that 

determines how many paid staff / called workers a congregation should have (i.e. if you have 400 

members, you need two full time paid workers.). It depends on volunteerism. To carry out the efforts 

of a ministry plan, members need to understand that they have two options. 1) Get involved in doing 

the work, i.e. volunteerism. 2) Contribute generously, so that a called worker or hired staff can do that 

work. A simple example in a large church: do you want to have volunteers for weekly cleaning, or do 

you want to hire a janitor? In other words, at St. Paul’s, are your lay members more willing to 

contribute sweat equity or actual financial equity in carrying out your ministry plan? 

The widespread view is that St. Paul’s falls into the 80/20 rule of volunteerism, that 80% of the work is 

done by 20% of the membership. The prevailing opinion seems to be that while this may be partially due 

to spiritual apathy, it is also due to a lack of a well-organized system to make use of volunteerism. 

There was also a prevailing opinion that St. Paul’s should be able to afford filling all needed staff 

positions. When I asked how often stewardship is talked about or what the congregation offered in the 

way of stewardship programs, the consensus was that not much is done in this area. Some reported a 

level of discomfort by some on the church council in talking about finances and stewardship. This MUST 

change. 
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How is the work load being shouldered among current staff and called workers? How is it for you? The 

Lord has called you to serve selflessly and tirelessly at St. Paul’s, looking forward to the infinite reward 

that lies ahead. However, he’s also called some of you to serve as a spouse, as a parent, as a member 

of the community, etc. Does your work load fall in the 50 to 60-hour range if you are full time, or are 

you required to work more than that (in which case, adjustments need to be made)? 

I need to stress the consistent joy and willingness to serve expressed by St. Paul’s called workers. They 

are working hard, yet no one is complaining. 

The reality is that every full-time called worker I interviewed, when looking at their responsibilities, must 

fall in that 50 to 60-hour range. That might not always be perceived by an outsider, who might only see 

time spent by the worker on the church campus. Is there a week when a called worker might dip below 

50 hours? For very few. Most average more. In some cases, much more. 

There is widespread concern for the pastors’ work-load. Everyone acknowledges that the move to 2 

pastors is a step backwards. Everyone understands that ministry is not operating at where it needs to be 

due to being understaffed pastorally. 

There is also some concern that for a school the size of St. Paul’s and with the level of programs the 

school offers, the principal position is not ideally aligned. St. Paul’s offers a lot of specialty educational 

help (e.g. kids with learning disabilities). Moreover, the church did not replace the pastor who was most 

closely involved in school life. This all then shifts to the principal. 

The perception and fear of lay-leaders was consistent. In the short term, this has a negative effect on 

ministry, as people are exhausted. The need to “generate excitement about St. Paul’s” was expressed 

regularly, but it was acknowledged that people—particularly the pastors—are so stretched, it can be 

difficult to achieve that. Long-term, there is concern about burn-out. This is a legitimate concern. 

 

Each of you is a gift to God’s church. What do you appreciate about each other? In other words, when 

you look at a pastor… at a teacher… what do you perceive as their big strength(s)? We’re talking about 

each other’s strengths and trying to determine if they’re being used to their full potential. 

Again, high-levels of appreciation were expressed here, across the board. Specific gifts, when relevant, 

will be mentioned in the recommendations. 

 

When it comes to current church organization and staffing, is there anything that seems to be 

“broken”? e.g. communication breaks down; job descriptions are not clear; lines of accountability are 

not defined; initiatives bottleneck at some location; etc. 

Three things were mentioned. 

The first is the perception that there are factions within the church, i.e. some who place the school 

above everything else and others who feel the church needs to be more outward focused. If this 

perception is accurate, it must be dealt with immediately. That will only be done by a study of Scripture, 

in which we find the Church’s mission, mandated by the one who owns the Church… who purchased it 

with this blood. 
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Second, there is the perception that communication needs to improve. “It’s getting better” was a 

common theme. But it is a widely held opinion that there can be information overload, with as much 

activity as St. Paul’s has going on. 

Third, there was a commonly expressed belief that lines of accountability are not always clear. e.g. a 

committee might not be clear if it reported to the staff minister or to a pastor or to a church council 

member. 

 

If money were not an object, what are three or four things you would like to do in the arena of 

staffing? Prioritize them. 

Almost unanimously, call a third pastor was at the top of the list. 

Second came keeping a ratio of one teacher per classroom when the first-grade teacher retires this year. 

Third came addition support staff. The two most common suggestions were to have both a church and 

school secretary. The second was to add a volunteer coordinator. 

Fourth was increasing CMO. 
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ANALYSIS 

St. Paul’s is doing ok. However, there are indications that it is facing a potential crisis due to the size of 

the pastoral staff compared to the size of the congregation. 

A commonly held tenet is that for a church to thrive in today’s culture, it needs one pastoral staff 

member for every 150 worshippers. In WELS, this can probably be stretched to 200. When you get 

beyond that, at the very least, the church plateaus and then declines slowly as members die. But we also 

often see congregations regressing to a worship attendance that fits its pastoral staffing allowance. We 

have noted that your worship attendance is trending down. I expect that to continue to employ only two 

pastors, your worship attendance with, at the very least, plateau and then slowly decline. What is 

probably more likely is that over the next decade, your worship attendance will draw closer to the 

number that your pastoral staffing allowance suggests—400 per week. 

Let me compare St. Paul’s to some other churches in WELS. Take my hometown of Waukesha, WI. The 

largest WELS church in Waukesha has 1,524 members (similar to St. Paul’s 1423). They currently have 

three pastors and two seminary assistants. They are soon going to be calling a fourth pastor. They have 

other full-time positions within the congregation, such as one that would parallel the administrative 

work of your staff minister. The other three WELS churches in Waukesha have a combined membership 

of 1,464 members. To serve those members—almost identical to the number of members at St. Paul’s—

those churches employ six pastors. 

Another WELS church located in Pewaukee, WI has 1,424 members, identical to St. Paul’s size. (The 

demographics that congregation’s parish area is eerily similar to your parish area.) That congregation 

has 5.5 pastors on staff. They average 762 members in church per week, or 53.5%. St. Paul’s has 572 

members in church per week, or 40.1%. If St. Paul’s could reach 50% of its members in worship, at your 

per-communicant giving rate, it would translate to roughly an additional $176,000 in offerings. 

I could go on, but hopefully the point has been made. If St. Paul’s continues to have only two pastors, it 

will adversely affect the ability to do gospel ministry—both outreach and inreach. This will exasperate 

some challenging trends we see in place even before the reduction in number of pastors. 

If St. Paul’s truly had to choose between either calling a replacement teacher or calling a third pastor, 

there is only one choice that makes strategic sense. Even the teachers interviewed recognized this. If 

you do not call a third pastor, every indicator is that St. Paul’s will decline in worship attendance and 

membership. This will lower offerings, which will affect the school’s viability. In other words, calling for 

the school right now hurts the school in the future. 

This is not to imply that calling a replacement teacher is not important. First, when you combine classes, 

it increases teacher workload. You are not prepping for just one grade’s English, but two. Because it 

would be new, it would be temporarily disruptive. Moreover, the school is a valued ministry at St. Paul’s. 

It should not be prioritized above everything else, but it should be a priority. It has potential evangelism 

value if prospect families in the preschool program can be drawn into the congregation. As they 

progress in spiritual maturity, they would likely see the value of Christian education. 
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RECOMMENDATION 

Based on the needs identified, both through statistical analysis and congregational interviews, I 

recommend the following steps. 

1. This spring, St. Paul’s conduct an intensive Christian stewardship effort. 

a. This stewardship effort will include a focus on financial stewardship. This needs to be an 

every-member effort, possibly done via cottage meetings. A possible resource is the 

10/10 Plan, in which members—as part of a directed Bible study—are asked to tithe on 

their income for ten weeks. Congregations that have utilized this resource will typically 

see two things happen. First, they have a bump in offerings for those ten weeks. This 

can create a financial reserve. Second, after the ten weeks, while offerings might trend 

down some, they will remain higher than they were before. 3% to 6% annual increases 

are normal. That would translate to $41,000 to $83,000 in additional annual offerings. 

b. The stewardship effort will include a focus on stewardship of time. I recommend you 

delete all time/talent data. Instead, this spring, St. Paul’s would produce job 

descriptions for every volunteer position. That job description would indicate how many 

hours per month the volunteer would be giving. St. Paul’s members would then be 

asked to determine how much time per month they could volunteer to church ministry 

efforts, and to pick job descriptions that a) matched up to their skills and interests and 

b) totaled their available volunteer time. 

c. The stewardship effort includes an examination of tuition rates. The discussion needs to 

be rooted in a Scripture study of mission and ministry. The proclamation of the gospel is 

the only mission Christ gave to the church. The Church may set up ministries to care for 

the poor or the sick. It may set up ministries that educate youth in math or history or 

science. But these are ancillary to gospel ministry. There are other agencies in the 

community that due these things. There is no agency that proclaims the gospel other 

than the Church. When a church conducts ancillary ministry, funding for that ministry 

must be such that it does not inhibit the core ministry of the Church—gospel 

proclamation. In other words, while St. Paul’s will gladly support the ministry of 

Lutheran elementary education, it will be necessary to charge tuition at a rate that 

allows the operation of the school without hindering other gospel proclamation efforts. 

An increase of $400 per student would cover the salary and benefits for a teacher. With 

that increase, St. Paul’s congregation would still be covering close to two-thirds of the 

cost of the education of the student. It would be asking parents to pay one-third of the 

cost for the first child, and even less for subsequent children. FAFSA could be used to 

dispense financial aid/discounts as truly necessary. Parents would then need to make a 

sanctified stewardship decision of where Christian education fit amongst all other family 

priorities. 

Look at the summative result. When your first-grade teacher retires, that salary can be 

reallocated. Now add to that the prayer that the Lord blesses the stewardship effort. Let us 

suppose it generates an additional $60,000 in annual offerings. Now add to that tuition 
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adjustments generating an additional $60,000 in revenue. It would make the following steps in 

this recommendation easily achievable. 

2. This spring, St. Paul’s defines (or redefines) roles predicated upon having three pastors and a 

staff-minister/office manager. 

a. My recommendation would be that Pastor Olson’s position description stresses 

vision/planning of ministry and outreach. For the first, he would hold the desired future 

for St. Paul’s before the eyes of the people and getting them excited about it. This will 

likely involve re-working the strategic plan. In this vision/planning capacity, he would 

also oversee and coordinate the work of all staff. For the second, half of his time would 

be dedicated to equipping the saints to share their faith, developing congregational 

outreach programs, and face-to-face visits with prospects. Also, as part of those 

outreach efforts, he would work with the new pastor to develop an aggressive harvest 

strategy for the preschool. Finally, as worship is vital to a healthy outreach program, he 

would oversee worship planning. 

b. My recommendation would be that Pastor Bader’s position description stresses inreach, 

visitation ministry, and adult discipleship. For inreach, a focus would be to develop a 

member worship attendance tracking program, with delineated steps for follow up at 

delinquency points. He would train the required number of elders to carry out this 

program efficiently. For visitation ministry, he would do some of it himself, but also train 

elders and other members to assist with this effort. This would also necessitate training 

St. Paul’s members in their expectations, i.e. it will not always be a pastor who does 

member visitation. For the third, he would plan all adult Bible classes, except for BIC. 

(Note: not that Pastor Bader would have to teach them all. The planning of the 

curriculum would be what falls under his supervision.) The goal would be for the Bible 

classes to offer growth opportunities for membership. It would also allow Pastor Bader 

to focus on encouraging in-home devotional life. 

c. My recommendation is that the third pastor be tasked with youth and school ministries.   

He would oversee a Bible-study curriculum within the Sunday school, elementary 

school, and teen groups. He would oversee fellowship activities for all those groups. He 

would oversee service activities for all those groups. This would be an emphasis—

making good use of younger members as servants of St. Paul’s. He would be the visible 

pastoral presence within the school and preschool. He, along with Pastor Olson, would 

“work” the harvest strategy for the preschool. He would assist Principal Bain in working 

towards the spiritual health and growth of the faculty. 

d. Mr. Schoeffel’s position would be adjusted slightly to include identified needs at St. 

Paul’s. He would develop a program of volunteer coordination. The goal is that when 

someone volunteers, within 14 days they are either serving or being trained for service. 

He would also be tasked to work with Lori Peters in streamlining communication, so that 

important information is communicated consistently and across multiple platforms 

(newsletter, e-mail, website, texting, social media). Another emphasis would be in 

conducting annual “brotherly reviews” of all hired staff. (Pastoral and principal 

“brotherly reviews” are conducted typically by church council members. The principal 
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conducts annual reviews of the teachers.) What of his other administrative 

responsibilities? The hope would be that as volunteer coordinator, he could hand some 

of those off to trained lay members. If necessary, certain administrative functions (e.g. 

accounting) could be contracted out at relatively low costs. The 10% of time currently 

spent on visitation may continue, or it may be that Mr. Schoeffel, working with Pastor 

Bader, develops a network of volunteers that can assist with visitation. 

When those position descriptions are created/modified, the congregation will then need to 

decide if it wants to call a graduate from WLS this May or call from the field. My 

recommendation is to call from the field. The current vacancy rate will probably make a WLS 

assignment unlikely. Plus, when receiving a WLS graduate, you get what you get. Your district 

president can try and assign you a graduate that meets your position description; however, 

typically a pastor’s areas-of-expertise aren’t accurately identified until he is in the field. If you 

call a man from the field, you can say, “Here is the position description. If you are passionate 

about this type of ministry, please take the call. If you are not, please decline.” 

3. This spring, St. Paul’s announces its desire to receive a teacher graduate from MLC in May. 

St. Paul’s has an experienced staff and a skilled principal. It would be a wonderful location for a 

graduate teacher to begin his/her ministry. 

Note that a large percentage of pastors are married to teachers. If St. Paul’s calls from the field, 

it is possible that the new pastor’s wife would also be able to teach. It would also depend, 

obviously, on if she wants to teach. 

If the stewardship effort would not bear fruit and it was determined that it was impossible to 

not adjust tuition, then this step would change. 

3 alternate—This spring/early summer, under Principal Bain’s leadership the faculty would 

decide how to combine grades to allow for the operation of the school with one fewer teacher. 

This tract would necessitate the role that Mr. Schoeffel would have in coordinating 

volunteerism, as the school would need more of it in terms of teacher aids, as well as other 

school assistance. 

4. Budget permitting, St. Paul’s adds another administrative assistant, so that both the school 

and the church have administrative help. 

In the interviews, Lori Peters’ work as church secretary was identified as an indispensable asset 

to the congregation. There was concern that having her stretched across both church and school 

is challenging, even though she does have some help. Adding another position, which Ms. 

Peter’s could train/mentor, would be valuable to efficient ministry efforts. 
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IN CONCLUSION 

I am available to help with any of the steps above. They are common components of the MOSE program. 

As my interviews were wrapping up in December, I mentioned to some of the leaders how exciting I find 

the ministry potential at St. Paul’s. From called workers to hired staff to lay leaders, there is a great 

spirit. There is very good potential in your community. And a church like St. Paul’s has tremendous 

human and financial resources. 

I will keep St. Paul’s in my prayers. Again, please let me know how I can be of further assistance. 

 

     Your servant in Christ, 

 

 

 

 Rev. Jonathan Hein  


