Combined Strategic Staffing Model in Three Phases

Challenges

The co-pastors are regularly working more than 60 hours a week combined. Presbytery rules say a full-time pastor works 35 hours/week.
The co-pastors are currently paid for 43 hours/week. This is a gap of about 17 hours in compensation on average. With the CYF vacancy,
this gap is closer to 29 hours.

The need for a CYF director: Search for the appropriate person to oversee programs and be a resource to the volunteers.

Staffing structure needs to support implementation of new strategic plan as well as accommodate existing church needs and programs.
The plan will require the congregation to think creatively about compensation and grow revenues to finance this or any staffing plan.

Benefits of the Proposed Model

Works to address unsustainable staffing structure we currently have. Helps better balance co-pastors’ time and compensation; and fills the
CYF position.

Through use of creative thinking, better compensates co-pastors for time served while adhering to budget constraints in a time of steady
moderate growth and catch up from deferred property maintenance to achieve 5 FTEs to better implement the strategic plan and current
staffing needs .

Allows for growth of hours and flexibility to adapt plan through phases as the church grows and evolves. The flexibility of the plan will be
dependent on church finances/revenues each year. Hours can be added or subtracted depending on budget constraints.

The church needs to grow its staff to fit its ambitious plans and to support its recently adopted strategic plan goals. As the Ministry Architects
report indicates, the congregation has champagne taste on a beer budget. To continue the metaphor, we need to grow into a craft beer/wine
budget to accomplish our plans.

Next Steps

Finance will run numbers for the various options we are considering for the pastors’ compensation. Will consider income sources beyond
completion of Capital Campaign at end of 2019 and with renegotiation of Hess Lease for 2019/20.

Explore in-kind or education/formation allowances for minister affiliates who cover Executive Pastor or Worship Pastor responsibilities during
vacation / summer in a longer-term arrangement than one-week allowing pastors to be truly off not “working remotely” to keep operations
going. This enables better “self-care” during vacation. Self-care is in a pastor’s job description and allows for developing revenue stream
during leave time (retreat leadership / written publications) to respect / facilitate part-time status despite full-time expectations of a
congregation who can’t be expected to know the organizational structure.

Personnel will establish a benefits package for ordained staff that includes various options to ensure we have needed flexibility with hires.
This will be similar to what we have established for lay employees.

Personnel Committee will establish subcommittee to review and adapt all job descriptions to fit the new staffing structure as well as complete
the mapping to the new strategic plan. Personnel will work with Music Committee and CYF to support Director of Music in assessing the
viability of growth in the children and youth music programs and the resurrection of intergenerational performances as originally envisioned
for a full-time music director.

Personnel Committee will also pursue revitalization grant to fund a three-year fellowship program, as well as other eligible options.



e Explore longer-term funding through CTS pilot “teaching congregation” program of three-year internships (Lilly Endowment) for “ministry

fellows.”
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