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| ntr oduction

Asour society and churches change, there will be expanding
roles for church administrators. When a church hires, they
need to have a complete understanding of the purpose of a
church administrator and what they expect. God has called
many people to the work of the church. Marvin Myers has
interpreted | Cor. 12:28, RSV to say, "God has appointed in
the church... administrators (Myers. 5)." He also states, "The
Apostle Paul lists administration as one of the spiritual gifts,

as Jesus knew his redemptive purpose would fail without an
organized, functioning body (Myers: 5)."

It is clear that administrators have a significant role in the
church. But how has that role developed and what shape will it
take in preparing the church for the 21st century? Whom will
you call to be at the helm of your church (Powers:11)? How
do you decide what a church administrator should do? Let us
take a closer 100k at these questions as we journey together
down the path of hiring a new church administrator.

What isa Church Administrator ?
Does Your Church Need One?

Church Administration is described by Robert D. Dale
(Powers:11) as “ascienceland] an art.... Asascience, church
administration involves procedures and techniques that can be
learned by study and by practice. As an art, administration
callsfor relational sensitivity, intuition and timing. These
artistic people skills are largely natural talents but can be
enhanced to some degree by experience and training (Powers:
11)."

Marvin Myers quotes Ordway Tead from a book Tead wrote
in 1951 saying that administration "is the function within an
organization which is responsible for establishing its
objectives, purposes, aims, or ends for implementing the
necessary organizing and operating steps, and for assuming
adequate performance toward the desired end (Myers.6)."

These are al good definitions of what church administration
can be, but church leaders will ultimately be responsible for
deciding what role the administrator will play. These
definitions also do not give you a clear understanding of the
exact tasks an administrator is expected to accomplish.

Let ustake alook first at what administrative duties you will
expect your new administrator to do, who is currently doing
them, and how you will make the necessary transition once
your new administrator has come on board.

No matter what your current situation, someone in your
church is doing the work of a church administrator. It may be
apaid staff person, such as a pastor or a secretary; it may be a
committee member, or it may be avolunteer. Why do you
even need to bother changing your current situation? The
primary response from churches who are hiring administrators
for the first timeis they want to shift the workload from one
staff person, who was brought into the church for another
primary role. By hiring an administrator, the first staff member
can return to his primary role. Many times, thisinvolves one
or more pastors.

Traditionally, the pastor of a church isthe leader of the
church, the shepherd of the flock. His primary responsibility is
seen as ministering to the needs of the congregation, preparing
for worship, and seeking spiritual |eadership from God. He is
not expected to be bogged down in the day-to-day operation of
the church. Luecke and Southard state that pastors and con-
gregational members see the administrator role in too narrow a
view of the function in the body of Christ. Some pastors are
prone to see those functions as abstacles to the real ministry
they are called to do (Luecke:13).

To support this view, thereislittle administrative preparation
that pastors receive in their formal training in school
(specifically in the Presbyterian tradition). It is no wonder that
many pastor see church administration as "busywork" that
does not contribute to their ministry. Consequently, church
administration is usualy alower priority of the pastor and is
often not effectively accomplished.

Another reason to hire a church administrator isto "centralize"
administrative responsibilities. During my early daysasa
church administrator, one of the first questions | asked
members of other churches was "Does your church have a
church administrator?' After atime, | began to realize the
inappropriateness of this question. | really meant to ask, "Who
does the administration in your church?' | came to realize that
whether a church had a specific person called a CBA (church
business administrator) or not, someone or a combination of
people were responsible for how the church was actually
getting its administrative tasks accomplished.

In other churches | researched, administrative duties were split
between other paid staff, both full and part-time, and
volunteers. Almost every church | spoke with had a different
mix of responsibilities and duties spread over endless
combinations of staff. In most of these churches the workload
was just too much and too diverse for these different people to
handle effectively. In addition, many times these



administrative duties took priority over the primary purpose
these individuals were hired to accomplish.

This type of management in achurch is"decentralized.” The
coordination of thistype of effort isdifficult and requires
constant oversight by the pastor or other leadership in the
church. There are also varying levels of education, expertise,
and commitment when multiple people do the church
administration work. In addition, as government rules and
regulations towards churches increase and there is a greater
need for oversight, it isimportant to have staff with
competence to administer the tasks. The need for
"centralization" of information and the burden on the church
to provide information to both members and government
increases.

There are other good reasons why your church should consider

hiring an administrator. Has the mission of the church been
redefined recently? When focus of the mission has changed,
the potential for staff changesis higher. |s the ministry of the
church expanding to the point that another staff person needs
to be hired? When the nature of the work or the quality of the
work changes significantly, it is time to re-evaluate your
current staff, and may be a good timeto bring in an
administrator.

There are many benefits that a church can derive from having
a church business administrator:

1. Anadministrator can provide professional, technical,
and managerial expertise in the areas of finance,
facilities, legal and tax issues.

2. Anadministrator can be the link in organization and
management of the resources (people and material)
that are entrusted to the church.

3. Anadministrator istrained to problem solve steff
communication through staff development and
effective compliance with employment law,
strengthening the church staff.

4. Anadministrator can provide creative approachesto
managing resources effectively and efficiently,
resulting in savings for the congregation.

5. Anadministrator can be alistening ear to members
needs and problems, as well as their joys, thus
providing pastoral care and support.

6. Anadministrator with a keen sense of organization
can assist in bridging the work of other staff,
committees, and teams.

The following criteria may signal when a church should be
considering aCBA:

1. A church whose worship attendance is 300-500

2. A church with an annual budget of $400,000 to
$600,000

3. A church whose staff members express frustration
because their primary job function is not being met
due to administrative demands

4. A church who is experiencing major growth in
facilities expansion and is planning to conduct major
capital campaigns

5. A church whose financial management needs clearer
controls and accountability

Even with these criteria, your church will ultimately be
responsible for evaluating your current mission, staff work
load, and efficiency to determine when the timeisright for
your church to add a CBA to its staff.

Now that we have |ooked at several of the reasonsto hire a
church administrator, you need to evaluate the expense and
change that will occur in your organization by hiring an ad-
ditiona staff member. The bottom line for most churches
today isfinancial. Y ou have to be able to justify the expense
against the perceived reward. How do you do this? Let us
begin by looking at your church and doing an organizational
analysis by asking the following questions:

1. What administrative tasks do you expect to be done
in the church? (Refer to section on Developing the
Job Responsibilities.)

2. Who is doing these tasks now?
Isit the Pastor, other staff, volunteers? Can more
volunteers be used. Can you restructure current job
responsibilities effectively? Will this structure be
long-term? Have administration tasks been shifted to
individuals who are unable to complete their primary
task as aresult?

3. How well are these tasks being performed?
How do you evaluate your current staff? Are they
doing their jobs properly? Have they been assigned
too much work? Are they able to accomplish their
work accurately and in atimely manner? One of the
early symptoms of work overload is the poor perfor-
mance of staff in doing their work. Another isa
constant turnover of staff caused by frustration and
poor job performance. It may not just be the
employee; it may be because of the unrealistic
workload.

4.  Will the reassignment of tasks alow them to be done
more efficiently?
Removing and reassigning responsibilitiesis often an
effective method of improving efficiency for both
parties involved. The staff that are relieved of respon-
sibility for certain tasks improve their efficiency in
the work with which they have been left. The reas-
signed tasks are done more efficiently when they are
given to anew person with specialized skillsto
perform the tasks.



5. What will the church gain by taking certain ad-
ministrative responsibilities away from a particular
individual? What will it lose?

There are instances when certain changesin the
church can lead to conflict among staff and/or volun-
teers who are doing the tasks you plan to reassign. As
an example: A church had avolunteer treasurer who
did much of the work that the new business
administrator was now being asked to do. Hewas a
long-time member of the church with many relatives
who were members. Even though he had served the
church with distinction for agood many yearsin this
capacity, there was a period of conflict when most of
his responsihilities were reassigned to the new CBA.
Situations like this need to be anticipated and handled
with care as change occurs. Ultimately, you will have
to make the change that isfor greatest good of the
church and not for the benefit of just afew of its
members.

6. What would betheideal structure for your church to
meet the needs of your congregation for the next five
years?

Asyour church looks to its future and how it will
carry out its mission, you have to put into place an
organizational structure that will be able to carry out
this mission with the absence of staff turmoil and
turn-over , thus, maximizing your return on agood
staff organization. What limits are placed on your

Developing the Job

Job descriptions are the foundation for expectation in any
work environment, but they are especially important in the
multiple staff ministry. The tendency in making up job
descriptions, particularly for administrators, isto take all of
the things that people do not like to do and give them to the
new administrator. Depending on how your church arrived at
its decision to hire an administrator, you may or may not have
a sense of what you expect your administrator to do. Asyou
develop the job description, remember this person is part of a
team of people who have been called to respond to the mission
of the church.

A job description should contain a brief description of the
major aress of responsibility that the administrator will su-
pervise and not a detailed methodology of how to get the task
accomplished.

Example:

[Right] Responsible for the security, counting, and posting
of all church offerings.

church by finances? We would al like to have the
ideal staff, but can your church afford it? Can you
afford not to have it?

Once you have answered these questions, you will bein a
better position to analyze how the administrative tasks in your
church are being accomplished. Y ou can then decide whether
the need for a single person to coordinate the church's
administrative activitiesis warranted or whether the people
doing the administrative work can handle these tasks with
additional training and resources. The key isto know the
answers to these questions:

o What are the expectations for effective church
administration?

e Whoiscurrently performing these functions?

e Isyour staff given enough time and training to
accomplish their work effectively?

e |sthereapositive attitude in accomplishing the
tasks?

If your conclusion is that your church could benefit from
having one person function as the administrator for the church,
you are ready to develop a comprehensive job description and
conduct a search.

Responsibilities

[Wrong] Select amoney counting team of four persons, count
the money, make the deposit, post contributions to
individual's records, etc.

Procedural policies and manuals can be devel oped and ap-
proved to carry out the areas of responsibility of the ad-
ministrator, but the actual job description should be kept broad
responsibilities.

Job descriptions can also include measurable standards and
timelines to convey expectations.
Examples:

Provide afinancial statement monthly.

Custody and safekeeping of all church records
including an annual inventory of assetsto be
presented to the church insurance committee

Considering those parameters, here are some of the key duties
with summary information on typical areasin many churches.
Y ou may use thislist as a guide of responsibilities for your
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administrator. Thislist is not meant to serve the purposes of
all churches, nor should you expect one person to be
responsible singularly for al of these areas. In many
congregations, the administrator will supervise other staff who
perform some of these functions.

Financial Accounting

Thisis probably the most significant area of responsibility for
church administrators. Developing a good detailed chart of
accounts for tracking income and expenses, monitoring all the
church checking accounts, reconciling accounts monthly, and
providing monthly financial reports are just afew of the tasks
that CBAs cover. Seeing that financia controls are in place
eliminates the possibility of fraud and provides balance of
labor.

Personnel Supervision, Including I nterviewing,
Hiring, Firing, and Evaluation

The administrator in your church can be the first line super-
visor of your church's non-ministerial employees. This
position can take the place of an office manager in the small to
medium size church. Having the administrator supervise the
support staff also gives the administrator a specific
understanding of the daily job requirements of support staff as
well asfirst hand analysis of job performance. The
administrator should also evaluate the personnel that he
supervises. Many administrators oversee the employee
evaluation system.

Legal Mattersand Tax Matters

Even though most administrators are not lawyers, they should
be expected to be informed about legal matters affecting the
church. Their responsibility should be to provide information
to church leadership about potential legal and tax problems
affecting the church as well as coordinating any legal activities
involving the church.

Accounts Payable

A key to saving the church money is through intelligent and
competitive purchasing, ensuring that all purchases are ap-
proved and within the budget, reviewing all shipmentsto
make sure that merchandise ordered is actually received, and
providing a method of record-keeping to track all purchases
made by the church.

Office Management

By planning, directing, and coordinating all of the work in the
church office, the administrator is able to ensure that the needs
of leaders and members are served in the most efficient
manner while monitoring the workload on church personnel.
Setting priorities for workloads can be a daily activity in the
church office and the administrator needs to be involved in
making these types of decisions.

Budget Development

The administrator is very helpful to committees or church
leaders in developing a budget by providing resource and
historical information. New developments in tax laws, clergy
compensation, and other benefit plans affect their decisions.
Having one person who oversees the budget allows that person
to be knowledgeable about how changes in one budget area
could potentially affect another budget item. As an example,
when one church added six thousand dollars to the budget for
a special family program that would meet every Wednesday
night, a night not normally used by the church, the
administrator reminded them of the additional utility cost to
run the facility. Had this item been overlooked, the church
could very well have found that their budget for the next year
would not have been adequate for their programs.

Supervision of Plant and Property

Another common responsibility of administratorsisthe
supervision of property and facilities management.
Operational and preventive maintenance of all church property
should be of paramount importance to any organization and
particularly to a church. Having one person responsible for
determining what the maintenance needs of the facility are and
planning for the resources for maintenance done is extremely
important.

Wills And Bequests Development

The long-term financial health of a church can be greatly
affected by the successful development and promotion of a
wills and bequest program. The administrator can play a
valuable rolein such ventures. In many congregations, the
administrator plays avital role in managing a church’s
foundation.

Stewar dship Development

As achurch develops planned giving, the administrator can be
avaluable asset by providing historical trends and information
regarding giving patternsin your church. Such research can
show trends previously unrecognized by the church.

Computer Hardwar e and Software
Administration

The selection, installation, and administration of your church's
information management system are common tasks assigned
to an administrator. The expanded use of web communication
has greatly increased the need for technological expertise. The
administrator should be familiar with all the requirements of
staff and membersin order to recommend the most ap-
propriate applications. Having a person who can do the day-
to-day upkeep of your computer system will save the church
in repairs and consultation fees. Keeping the information
management systems current and able to meet the demands of
both staff and membersis an important asset.



Volunteer Training and Development

Most churches depend very heavily on the use of volunteersto
accomplish tasks in the church that are usually done by
employees in secular organizations. As a cost saving feature,
the use of volunteers can help your church to keep its
personnel cost to a minimum while giving your members a
chance to serve. However, for achurch to keep these
volunteers and to make them effective, it must train and
nurture them. Developing policies and procedures for
volunteersisjust asimportant as having policies for the paid
staff. This can be avery important and productive role for the
administrator.

Supervision of Records

The importance of safeguarding church records cannot be
underestimated. Having one person who knows where all of
the records are and who is responsible for the safekeeping and
ultimate disposition of these recordsis very important.

Supervision of the Building Program

The daily supervision of events that occur during the con-
struction of abuilding program is enormous. Even with a site
supervisor, the church needs to have someone to protect its
own interests. With the intimate knowledge of all aspects of a
building program, the administrator isin a unique position to
protect the church's interest by monitoring the progress of
building programs before, during, and after actual construction
phases. Administrators also are important liaisons to the
architects during the development and building stages.

Supervision of the Food Service Programs

Administrators often find themselves helping to develop
policies and procedures for the efficient and economical
operation of the church's food service program, as well as
supervising food service personnel. They may also supervise
the purchasing of food and supplies or give supervision to
staff assigned these responsibilities..

Oversight of Insurance Programs

Ensuring that the church has proper insurance coverageis
extremely important for the church. Having inadequate
insurance coverage on your facilities, personnel, and property
can compound a mgjor tragedy. The administrator should be
able to determine the value of the plant and property and
check for adequate coverage. He can also shop for the best in-
surance value and make recommendations for coverage to the
appropriate leaders in the church.

Risk Management

Developing a plan that makes your facility accessible while
providing for the security of your members should also bea
priority to the church. Looking for areasin the church that can
cause injury and correcting those areas should also be a
priority. The administrator, in conjunction with his

responsibility with facility maintenance, should actively look
for potential hazardous areas and make recommendations for
their correction. In addition, insuring the safety of childrenisa
vital part of risk management.

Supervision of the Church Investments and Cash
Accounts

Having someone who can provide an immediate analysis and
oversight of the church's investments and cash accounts can
ensure that the church is receiving the best return and least
cost on its accounts. The administrator can make
recommendations to the leadersin the church regarding the
best way to maximize the return on its investments and help
keep the cost to a bare minimum. Some administrators are
given major responsibility to manage church accounts,
endowment funds, and foundation assets.

Communication and Marketing

Coordinating the church's publications through the ad-
ministrator can help to reduce duplication of information and
to make sure information is communicated properly.
Administrators can serve as directors of communication and
marketing.

The oversight and development of advertising through local
newspapers, yellow pages advertising, and local community
announcements viatelevision and cable suppliers can be
beneficial.

The public's perception of what your church is doing within
your community is very important. Statements to the press and
other media should be coordinated, well thought out, and
intentional, not responsive. Producing a public relations plan
isimportant to the church.

Vendor Selection and Competition

When purchasing materials and supplies, it isimportant to stay
informed about the best prices and quality of materials. An
aggressive policy towards finding the best suppliers can save
the church money. These funds can be redirected to meet other
ministry needs.

Advisement to Various Committees and Staff

As aresource person, the administrator can usually provide
detailed information and guidance to committees and ministry
teams such as finance, personnel, property, and building. In
addition, the administration should work with other
committees on how they can use the church'sinformation
management and how that system can help each committee or
ministry accomplish its mission more effectively.

Oversight of Contribution Records and
Statements

One of the most important functions of an administrator's
responsibilities is the accounting of giftsto the church. This
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should be of paramount importance. No church should settle
for less than 100 percent accuracy in the recording of giftsto
the church by its members. Inaccurate record keeping can lead
to frustration and possible withdrawal of support by your
members. In addition, IRS guidelines must be followed to
avoid therisk of the church losing its tax-exempt status.

Supervision of Purchasing and Accountability

The recording of mgjor purchases and vendor information is
important. Knowing what was purchased, from whom it was
purchased, how much it cost, and where it islocated within the
church is essential. This information can reduce the potential
for lost material and can provide necessary information on
repair and replacement. It also helpsif planned budget is for
major replacement, i.e., copiers, musical instruments, etc.
Asset Inventory

Being responsible for a complete inventory helps with making
insurance evaluations, assigning rooms for use, and
determining potential repair and replacement of church
equipment.

A competent administrator will clearly understand that he
must respond to various and numerous responsibilities that
occur but may not have been specifically included in the job
description. Y ou will want to communicate to candidates that
this description is not intended to cover every detail, and from
time to time, the administrator may be assigned additional
responsibilities by his supervisor or governing body.

Use the previous categories and define the specific tasks you
expect your administrator to do. Other areas that were not
listed may also be suitable for an administrator. After you
have completed your job description, you are now ready to
begin the process of finding someone to fill the position.

Selecting Your CBA

Y ou should have a good idea now about the types of duties the
CBA will do. But, how do you find the person who is an
expert in al the areas of responsibility? How will he interact
with others on the staff and members of the congregation?
What kind of education should she have? Should he be an
ordained pastor or alayperson? How much should you pay
her? Should he be a member or non-member of your own
church? The answersto al of these questions are entirely up to
your church. However, some important guidelines and
reference materials could be useful to you in this process.

Employment guidelines will be useful. These will attract the
people with the talent and experience that will most likely
meet the requirements you have established in your job
description. It will also discourage those who are not qualified
from applying. Remember, however, that you are working in a
church, and the spirit has an unusual way of motivating many
types of people with varied backgrounds and experiencesto
apply for positions you may offer. Y our church should
develop general guidelinesto help the selection process move
quickly. Guidelines will ensure that you are fair and equitable
to al those who apply. These guidelines can be made part of
the job description and should direct, not control. They should
include the following areas:

1. Educational requirements

(A minimum of an undergraduate degree should be required
and ideally aB.A. in Business Administration). Some
congregations who are seeking an ordained minister will
require seminary training. Sometime, however, circumstances
may call for consideration outside your requirements. For
example, although an undergraduate degree is arequirement, a
candidate who has other outstanding qualifications may have
only two years of college. By waiving the degree requirement,
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your church may find that selecting that candidate may result
in a positive outcome for both the candidate and the
congregation.

2. Certification and skill training

A number of credentials are available that will give you some
assurance of the skill level of a candidate.

¢ NACBA has a certification program that leads to the
designation, Fellow in Church Business Administration
(FCBA)

e Church Ministry Resources has developed a significant
study program in Risk Management that leads to a
certificate through the University of Cambridge's Local
Examinations Syndicate (UCLES).

e anumber of certifications in computer technology may be
helpful in determining skill levels of candidates.

3. Minimum skill levels

If your job description calls for supervision of specialized
areas, which most will, the applicant needs to have certain
skill levelsin these areas. As an example, my expertise and
experience with setting up and managing computer systems,
along with my knowledge of a multitude of computer
software, fit nicely into the need in the church for an
information systems administrator. Y ou may be able to train
people in certain areas, but a basic knowledge and
understanding of a specific areawill demonstrate an
applicant's aptitude for successin aparticular areaas well as
save the church a potentially large sum in training expense.

4. Theological under standing and participation

Let us be honest here. Thisis not asecular environment. The
applicant must, as a minimum, have a clear understanding of



the role and mission of the church within the local community
and be able to support this mission. Y ou do not want to get
your church in a position where you have someone working in
the church who neither agrees with nor understands the
mission and function of your church. However, churches may
also fal into the trap of hiring a church member because they
believe this person at |east meets this particular requirement.
There are also problems with hiring church members for staff
positions. Regardless, a commitment to the unique vision of
your congregation is important.

5. Multiple staff and congregational relationships

Y our new administrator must be able to integrate and work
with other staff and members of your congregation. When
asked how many bosses | have, | look at the latest membership
of my church and give our total membership count, currently
1062. The ahility to respond to the many different situations
presented to your administrator can be the number one
challenge.

Many congregations use personality inventory instruments to
aid in building a staff team. One is the Myers-Briggs Type
Indicator (MBTI) that measures personality typesin four
major areas. Thistest is avaluable tool for analyzing your
current staff personality types and what types will work best
with them. Secure a professional consultant to perform and
analyze the MBT] for you.

Another method is contained in the book Please Understand
Me by David Keirsey and Marilyn Bates, distributed by
Prometheus Nemesis Book Company. Thisisacondensed
version of the Myers-Briggs test and can be done by your own
staff. (Available through NACBA' s reading section)

6. Compensation levels

This can be one of the most important decisionsin this
process. Compensation can affect the quality and experience
of the person you hire. Consider these things:

e Conduct your own survey of what like-size churchesin
your area pay their administrators. Most churches will
readily give you thisinformation, particularly if they
know why you are requesting it. Consider these areas
when using other churches for comparison: total church
membership, average worship attendance, total church
budget, and similarity of job responsibilities.

e Asnon-profit organizations, churcheswill not typically
pay aperson at the same level that his counterpart may be
receiving in asimilar position in a secular organization.
However, the disparity in salaries should not cause you to
lose your administrator to the secular work world.

e TheNACBA National Church Staff Compensation
Survey isalso an excellent resource. This publication
provides information on twenty-five major staff positions
normally found within a church by church size,
geographical area, denomination, worship attendance, and

annual budget This book will give you specific, actual
information about what other administrators are being
paid within your area and denomination. Y ou may contact
NACBA at (800) 898-8085 or visit www.nacba.net for the
latest edition. In addition, other surveys of thistype are
available through denominational and service providers.

ADVERTISING

How long will it take to find the right person for your church?
How much time can your church spend on the selection
process? How do you attract the most qualified people? There
are several methods to use, based upon the time limitations
that are available in your church. You can use local
newspapers, local professional associations (NACBA has 70
local chapters across the country), national professional
associations such as NACBA, which is a non-denominational
association, or other denominationally specific organizations
such as PCBAA (Presbyterian Church Business
Administrators Association). Contact your denomination
headquarters for further information about the professional
associations that you may have.

Other optionsinclude local employment agencies and internet
job services. NACBA will list your position on the job section
of their website at no charge.

If your church has made the decision that it may hire someone
within your own congregation, advertise the position in your
church newdletter. When putting together your advertisement,
there are several basic areas to cover no matter what medium
you use to advertise the position:

1. Statethetitle of the position.

Thiswill clearly establish the position to be filled and will
convey certain standards that the applicant must have.

2. Statethe size, budget, name, physical and web address
of the church.

Thiswill give ageneral understanding to a knowledgeable
applicant of what the expectations might be. Some ads do
not give the name of the church. | believe thisisan error
on the church's part and will fail to attract people that
might be interested. Y ou have nothing to hide - name your
church.

3. State any minimum qualifications.

Be specific! You will save time by attracting applicants
that only meet these minimum skillsif you list
qualifications such as educational levels, technical
expertise in computer software and hardware, previous
experience in other churches, a commitment to Jesus
Christ.



4. State a contact person to whom the applicant should
respond.

Depending on your specific situation, you may or may not
want applications to come through the church office. When
applications come through the church and the address is
not specific, applications tend to become lost or misplaced.
State specifically the name of the person to whom the
application should be sent, along with an appropriate
address. Specify if fax and e-mail attachments are

appropriate ways to apply.
5. Statethe application deadline.

L et the potential applicant know the cut-off date for
applications to be received. Thiswill allow your selection
process to move along in atimely and effective manner. It
is often difficult to organize and coordinate the activities of
all the members of a selection committee. Do not upset that
process by continually having to retrace your steps with
applications that are received months after you have
advertised the position.

INTERVIEWING

Interviewing is amultiple stage process. There are several
steps that you should take to make sure this process smooth
and complete. If a search committee is used, make sure the
committee is made up of agood cross-section of the
leadership of the church. Y ou should never interview an ap-
plicant without the involvement of the applicant's potential
supervisor, who is usually the pastor of the church. Here are
some steps that you can take to make the interview process
happen smoothly:

1. Review all applicationsfor completeness and accuracy.
Ask for additional information and referencesiif
necessary.

The appearance of the application or resume itself will give
you some indication of the capabilities of the person
applying for the job. If an application isincomplete or
contains gross inaccuracies, it isagood indication that this
person will not function well in your organization.

2. Doapreliminary review and eliminate the obviously
under qualified applicants.

Stick to the qualifications that you set for this position. Use
them to eliminate applicants who obviously do not meet
these qualifications.

3. Select applicantswho appear to fit the job description
the best.

Y ou will want to narrow your choice at this point to those
individuals who appeal to you and members of your

4.

5.

6.

committee. Do not set a predetermined number of finalists
that you will continue to work with. Thislimitation can
disqualify someone who might work out as an excellent
choice as your CBA.

L et the others know they were not selected.

K eeping the applicants informed eliminates many phone
calls and e-mails concerning the status of the selection
process. It is also a professional courtesy. Applicants
presume that you will contact the applicants you wish to
work with further, but thisis not always the case. Keep in
mind that applicants for a position are hopeful that they are
being considered for a position. Treat them as you would
want to be treated.

Get references.

After you have decided on the people that you want to
continue to interview, CHECK THEIR REFERENCES!
Eliminating those applicants who do not live up to claims
they have included in their resumes can save a mgjority of
your time. It is not that applicants want to mislead you, but
there are times when their own vision of themselves can be
quite different from others where they have worked. Save
yourself, your committee, and your church a multitude of
headaches in the future by asking for and checking
references now. Many congregations will want to conduct
acriminal background check. Since this person will be
managing the church’'s money, perhaps you will want to do
acredit check .

Narrow the field to those you would like to interview.

Y ou should be at the point now where it has become clear
that there are afew applicants you want to interview.
Select these individuals, let the others know they were
considered for the position but were not selected, and
arrange to interview your applicants. Y ou should pick a
time that is convenient for you, your committee, and the
applicant. If the applicant has to travel more than sixty
miles or so, you should offer to reimburse the applicant for
expenses. Over-night accommodations and meal
reimbursement may bein order. If you have not provided a
complete job description to the applicant by this point, you
should definitely send one before the interview.

7. Conduct first interviews.

Thefirst interview you conduct may or may not define a
clear candidate for the position in your church. If not, you
can proceed to the next step. Make every attempt to have
the applicant feel comfortable during the interview, but be
prepared to ask both general and specific questions
regarding his experience, methods, and views on church
administration. Ask situational or "what if" questions that
will give you agood idea of how the applicant will react to
specific situations within your church. Y ou can also ask
how the applicant has responded to specific situationsin
his previous work settings. During the interview, you



should also note the applicant’ s appearance and demeanor.
Y our new administrator will represent your churchin a
variety of ways, and you want someone who is most
capable of conveying a positive image of your church. If
the applicant has not previoudly stated a salary range, now
would be agood time to review his requirements and needs
aswell as hisavailability to start if selected.

8. Select top candidates and re-interview.

If you have not been able to pick out an individual who
you feel isideally suited for your position, you will haveto
conduct another interview. Try to narrow the field as much
as possible at this point to the top candidates. Y ou may
also want to consult with afew other people to review the
applications and give you another perspective on the
applicant. It iseven agood ideato ask additional peopleto
sitin on the actual interview. Remember that the interview
process will be your best opportunity to learn about each
applicant and his potential for doing the job at your church.
Again, as a matter of courtesy, inform those who have not
been selected to be interviewed of the status of the search.

9. Sdect themost suitable candidate.

Once the final interviews have been conducted, you are
now faced with the decision of whom to hire for your
position. Use the guidelines you established earlier to
choose the individual who most suits those qualifications.
No oneindividua islikely to have all of the expertise and
qualificationsin all areas of the job description you have
put together, but you will hopefully have the opportunity to
choose someone who is reasonably well rounded and is

adaptable to most situations which present themselves.
Once you have made your decision, again, please inform
the others that you appreciate their applying, but someone
€l se has been chosen to fill the position.

MAKING THE OFFER

Once you have decided on the person you want to hire, you
should make a personal visit or call. Based on her experience,
you want to offer a specific salary package that may in line
with the expectations of the applicant. Y ou may also want to
review the job description once again to ensure that the
individual you selected will be capable of doing everything
you expect. When making an offer, anticipate that the
candidate will want to take some time to confer with close
family members or significant others regarding the decision.
Do not expect an answer immediately. However, you should
establish a timeframe within which you expect aresponse. The
applicant may make a counter-offer regarding moving expen-
ses, salary, vacation time, professional expenses, etc., that you
both must mutually find agreeable. Do not be moved by this
negotiation. Your goal isto hire aqualified administrator with
amutually agreeable compensation package.

These insights will be helpful as you add this critical staff
position. If you need additional help for resources, please
contact NACBA through the Website, www.nacba.net or at
1.800.898.8085.
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