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Our Identity, Call, and Mission

You are so important to the life of the Christian church! You have con-
sented to be among a great and long line of people who have shared
the faith and led others in the work of Jesus Christ. We have the

church only because over the millennia people like you have caught the
vision of God’s kingdom and have claimed a place in the faith community
to extend God’s love to others. You have been called and have committed
your unique passions, gifts, and abilities in a position of leadership, and
this guide will help you understand some of the elements of that ministry
and how it fits within the mission of your church and of The United
Methodist Church.

“The mission of the Church is to make disciples of Jesus Christ. Local
churches provide the most significant arena through which disciple-making
occurs” (The Book of Discipline of The United Methodist Church, 2004,
¶120). The church is not only local but also glo-bal, and it is for everyone.
Our church has an organizational structure through which we work, but it
is a living organism as well. Each person is called to ministry by virtue of
his or her baptism, and that ministry takes place in all aspects of daily life,
not just within the walls of the church. Our Book of Discipline describes
our mission to proclaim the gospel and to welcome people into the body of
Christ, to lead people to a commitment to God through Jesus Christ, to nur-
ture them in Christian living by various means of grace, and to send them
into the world as agents of Jesus Christ (¶121). Thus, through you—and
many other Christians—this very relational mission continues. (The
Discipline explains the ministry of all Christians and the essence of servant
ministry and leadership in ¶¶125-137.)

Essential Leadership Functions
Five functions of leadership are essential to strengthen and support the ministry
of the church: identifying and supporting leaders as spiritual leaders, discover-
ing current reality, naming shared vision, developing action plans, and monitor-
ing the journey. This Guideline will help you identify these elements and set a
course for ministry.

Lead in the Spirit
Each leader is a spiritual leader and has the opportunity to model spiritual
maturity and discipline. John Wesley referred to the disciplines that cultivate a
relationship with God as the “means of grace” and suggested several means:
prayer, Bible study, fasting, public and private worship, Christian conversation,
and acts of mercy. Local church leaders are strongly encouraged to identify
their own spiritual practices, cultivate new ones as they grow in their own
faith, and model and encourage these practices among their ministry team
participants.
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Discover Current Reality
“The way things are” is your current reality. How you organize, who does
what, how bills get paid and plans get made are all building blocks of your cur-
rent reality. Spend time with people who have been in this ministry and with
your committee members to assess their view of how things are. Use
“Christian conversation,” one of the means of grace, not only to talk to others
openly about their understanding of current reality but also to listen for the
voice of God regarding your area of ministry.

Name Shared Vision
“The way things are” is only a prelude to “the way you want things to be.”
When the church is truly of God, it is the way God would envision it to be.
Spend time with your committee and with other leaders in the church to dis-
cern the best and most faithful future you can imagine. How can you together
identify your role and place in a faithful community that extends itself in its
fourfold mission of reaching out and receiving people in the name of God,
relating people to God, nurturing them in Christ and Christian living, and send-
ing them forth as ministers into the world? Examine your committee’s role and
its place in that big picture and try to see yourselves as God’s agents of grace
and love.

Develop Action Plans
How do you get from here (your current reality) to there (your shared vision)?
As a leader, one of your tasks is to hold in view both what is and what is
hoped for so that you can build bridges to the future. These bridges are the
interim goals and the action plans needed to accomplish the goals that will
make your vision a reality. Remember that God may open up many (or differ-
ent) avenues to that future, so be flexible and open to setting new goals and
accepting new challenges. Action plans that describe how to meet interim goals
should be specific, measurable, and attainable. While it is faithful to allow for
the wondrous work of God in setting out bold plans, balance that boldness with
realism. You and your committee will find information and tips here on devel-
oping and implementing the shared vision, the goals toward that vision, and the
specific action plans that will accomplish the goals.

Monitor the Journey
A fifth responsibility of leaders is to keep an eye on how things are going.
Setbacks will surely occur, but effective leaders keep moving toward their
envisioned future. Not only will you monitor the progress of your committee’s
action plans to a faithful future but you will also be called to evaluate them in
light of the ministry of the rest of the church. Immerse yourself and your plans
in God’s love and care. Voices from the congregation (both pro and con) may
be the nudging of God to shift direction, rethink or plan, or move ahead boldly
and without fear. Faithful leaders are attentive to the discernment of the con-
gregation and to the heart of God in fulfilling the mission of the church.
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Welcome to Your Ministry!

Congratulations! Welcome to your ministry! You have been asked to
be involved in the important work of helping persons to be in service
in the name of Jesus Christ. This means that you have been elected

by the charge conference to serve as a member of the committee on lay
leadership (formerly nominations and personnel). It is a committee or team
that serves throughout the year to guide the church council or alternative
structure on matters regarding the leadership (other than employed staff) of
the congregation to:

● engage in growth and development as disciples of Jesus Christ
● focus on mission and ministry as service
● guide the development and training of Christian spiritual leaders
● recruit, nurture, and support persons in their elected roles
● assist the church council (or alternative structure) in assessing changing

leadership needs.

What Is My Job?
The major responsibilities of this committee are to:

● assist persons in the congregation to identify their gifts and skills for service
● assist in the nurture and development of Christian spiritual leadership
● identify and recommend persons for service in the various ministry areas
● equip by training and support
● deploy persons for effective witness and service in ministry tasks
● identify competencies needed for a variety of ministry tasks.

These responsibilities are especially important as you work to secure the
best persons possible for the elected leadership in your church.

Identifying Gifts
The church, as the body of Christ, is made up of people with a variety of
gifts, talents, and abilities. The apostle Paul wrote at length about the quali-
ties and characteristics of the persons who modeled well the life in Christ
(see, for example, Romans 12:9-21 and Philippians 4:8-9). He also spoke
often of the gifts of God given to the community of faith to enable the work
of God (1 Corinthians 12–14; Romans 12: 3-8; Ephesians 4:11-16). These
gifts vary as widely as the people do. One person may be skilled in the
work needed for service in the kitchen or as a carpenter. Another may be
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able to lead a group or direct plays. Still another may be an excellent
accountant or may have an uncanny ability to remember the names and
interests of people. Every person in the church has something to offer—a
gift to share with others. We serve God by using those gifts and by calling
forth the gifts we see in others.

As members of the body of Christ, we are called to use our gifts and finest
qualities in ways that fulfill God’s purposes. The growth and ministry of a
local congregation and of the church as a whole depend on the careful link-
ing of these gifts and needs. When this linkage occurs, lives are enriched,
ministry ensues, and God’s purposes are fulfilled. When it fails to happen,
the whole body of Christ suffers.

As a member of the committee on lay leadership, you have the privilege of
linking persons who have gifts to share with opportunities to meet specific
needs within your congregation and community. This is no simple task. It
requires hard work and a strong commitment on your part, but it can be a
joyous and rewarding experience as you help persons discover and use their
gifts in ministry.

Remember that people are the most valuable resource in the life of a church.
With them, and with careful leadership and guidance, the church can effec-
tively proclaim Christ’s good news to the world. The ministry of a local
church moves forward, falters, or grinds to a halt based in large part on the
work done by your committee. It is imperative, then, that the committee be
attentive to its own spiritual development and growth, as individuals and as
a team. Thus, it can model the role of spiritual leadership.
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Building the Team

When Jesus called his disciples, he was not looking for perfect peo-
ple but for willing hearts and yielding human spirits. (See, for
example, Matthew 4:18-22; 9:9-13; 10:1-4.) Each person was

unique and had something to contribute. The group was diverse by every
criteria, including socioeconomic, education, skills, and personality. Yet
each was loved and used by Jesus for the fulfillment of his ministry. Jesus
spent a lot of time teaching and modeling behavior. Even when they failed
to understand, the disciples were willing to learn and to persevere.

The committee on lay leadership is a team bound by the tie of a common
love for Jesus Christ and the mission and ministry of the church and the
common love of the local congregation. From this common bond, we
engage our work as a team in ministry. The following statements are helpful
markers in assessing how well we are doing.

1. We have a clear purpose. Our mission, vision, and ministry are
clearly defined.

2. The climate in our meetings is one of warmth, informality, com-
fort, and hospitality.

3. Everyone participates. One or two do not dominate the discussion.
Our discussions are open and honest. We work for consensus, not
necessarily unanimous decisions. We avoid win-lose voting. We
maintain confidentiality. 

4. Our members use effective listening techniques in order to under-
stand clearly what a speaker wants us to know.

5. We may disagree, but we are not disagreeable nor do we “gang
up” on or ignore new or quiet members.

6. We establish ground rules for communication. There are no hidden
agendas, and our members feel free to express themselves openly.

7. We understand our roles and responsibilities. We take responsibil-
ity for assignments.

8. We use resources available to us to get our work done efficiently
and effectively.

9. We assess ourselves to see how we are doing, spiritually and functionally.
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Note to Volunteer Committees
The majority of this Guideline is directed to the specific work of the lay
leadership committee, a mandated group whose responsibility is to fill
leadership positions for each local congregation. The work of a volunteer
committee is much broader—it seeks to see that every disciple has a place
to be in ministry. A volunteer committee for ministry deployment would do
for the entire congregation what the lay leadership committee does for a
more limited number of persons: matching an individual’s gifts and skills
with places of service, then providing training and support.

Assessment and analyses of gifts and skills would consider leadership and
service needs in the community in addition to the needs of the institutional
church. The church should recognize, affirm, and validate an individual’s
service in the community as an expression of Christian discipleship. In a
small membership congregation, one committee can do both tasks. In a
larger congregation, the work of the Volunteer Committee will provide
valuable information for the work of the committee on lay leadership, as
well as other groups. The material in this Guideline can be easily adapted
for a Volunteer Committee. Additional resources listed at the end will also
be helpful.

The makeup and responsibilities of the committee on lay leadership are
described briefly below. Along with this description, read the Book of
Discipline ¶259. “The Job Description of the Committee on Lay
Leadership” in Job Descriptions and Leadership Training for Local
Church Leaders is an excellent resource that can help the committee plan
and conduct its work. (See Resources at the end of this Guideline.)



Makeup of the Committee

The committee has no more than eleven members. No more than nine are
elected by the charge conference on recommendation of the committee
or by nomination from the floor. In addition, the pastor and lay leader

are members. All lay members must be full members of the local church.

Of the nine elected members, one must be a young adult (aged 18-30), and one
may be a youth (aged 12-18). The pastor shall be the chairperson. In keeping
with the needed gifts of the position, a layperson shall be elected vice-chairper-
son of the committee and represent the committee on the church council. A
member of the committee can be designated as the secretary. The committee is
responsible to the church council and to the charge conference. In a charge of
more than one church, a separate committee on lay leadership is to be elected
for each church. A charge-wide committee may also be elected if desired.

Election and Term of Office
Committee members are elected by the charge conference for a term of
three years. The membership should be divided into three classes, one class
of which is to be elected annually for a three-year term. Retiring committee
members may not succeed themselves.

If You Are the Pastor
As pastor of the congregation, you are a key member of the committee on
lay leadership.

If you are new in your appointment to this church, rely on the committee
members’ knowledge of the congregation. Insightful questioning about gifts
and skills, suggesting alternative or creative ways of doing the tasks
involved, and facilitating the process will help you and the committee in
accomplishing your work in a productive manner. You may want to team
with the lay leader, who also serves on this committee, to uncover gifts and
match persons with ministry opportunities. Your very newness to the con-
gregation, however, may mean that you notice strengths in persons who pre-
viously have not been considered for leadership positions.

If you have been the pastor of this congregation for more than a year,
you have become increasingly familiar with the gifts and talents of the peo-
ple, as well as the opportunities for service in the church and community.
Now is the time to take a fresh look at these members and opportunities.
Are you overlooking someone who has never been asked to share in the
leadership of the church and would welcome the opportunity to serve?
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Remember that your own attitude of openness toward new ways of linking
people and opportunities for ministry will help instill an attitude of openness
in committee members. Remember also that developing an attitude of part-
nership in working with committee members will strengthen your work and
produce more effective results.

Your Role as Chairperson
● You will guide the work of the committee throughout the year; plan meet-

ing agendas; preside at meetings; and foster an environment for creative,
spiritual, and positive work on behalf of the congregation.

● You will maintain close communications with the vice chairperson (or
with the pastor if you are the vice chairperson).

● You will establish and maintain a working relationship with the church
council or alternative structure leadership.

● You will study and gain knowledge of and about the disciplinary passages
related to your work and other available resources.

Basic Responsibilities of Members
The committee on lay leadership will:

1. Engage in biblical and theological reflections on the mission of the
church, the primary task, and the ministries of the local church. Become
a learning community and encourage the congregation to do so.

2. Be active and attentive to developing your own spiritual life
(individually and as a team) in light of the mission of the church.

3. Intentionally become acquainted with as many persons in your
congregation as possible. Build a database or people bank, if there is
not one available. List their gifts, skills, interests, knowledge, and com-
mitment. Since The United Methodist Church is an inclusive church,
consider persons of various ages (including youth, young adults, and
older adults); various life situations (married, single, retired, persons
with disabilities); and persons who will ensure racial and ethnic inclu-
siveness. Develop a system for keeping this list up-to-date.

4. List the leadership positions established in your congregation
(other than paid staff).

5. Study the responsibilities for each leadership position and identify the
gifts and competencies needed to function effectively in this position.

6. Work cooperatively with the leadership of work areas, ministry
teams, and other groups or individuals to prepare job descriptions
that are appropriate to the needs and organizational style of your
church.
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7. Prayerfully match potential leaders with particular leadership
positions.

8. Invite persons to serve in leadership positions. Receive their
responses and present those nominated to the charge conference.

9. Guide the church council on matters regarding the leadership of
the congregation (other than employed staff) to maintain the focus
on mission and ministry as the context for service.

10. Guide the development and training of spiritual leaders, also
providing nurture and support.

11. Keep strictly confidential the information gathered, the delibera-
tions, and the opinions expressed within the confines of the com-
mittee.

12. Be accountable to the charge conference through the church council.
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Working Together

How well your committee accomplishes its task depends in part on how
well the members work together. You are coworkers with one another
and with God, seeking to identify, guide, and nurture the leadership of

your church. As committee members, you have assumed a commitment and a
responsibility to one another. Your task of overseeing the leadership of your
church is crucial to strengthening the body of Christ. Working together, you
can develop a sense of Christian community that is also important. Sharing
together, reflecting on your faith, and understanding the mission of the people
of God will become a primary part of your experience as a committee. Such
communication provides an opportunity for your own spiritual development,
even as you seek ways to make that possible for others.

As a representative of your congregation on this committee, you have been
entrusted with identifying the most effective, faithful, and appropriate lay
leadership for your congregation. Consider the variety of people who make
up your congregation as you invite persons to lead them. Your congregation
has men and women, children and youth, of different ages, of different eth-
nic or racial groups, of various socioeconomic backgrounds, and of different
theological perspectives. You may have members with disabilities. Each one
of these is a significant member of the body of Christ. Each has something
to offer your congregation. (See the Discipline regarding inclusiveness
¶138.) Be in contact with all of these various groups and individuals so that
you may become aware of their gifts.

All members of the body of Christ must do their part in building up the
whole Body. In this same way, members of your committee must do their
part to accomplish the task. Working together means listening perceptively
to one another and to others in your congregation. Become aware of the
concerns, needs, and dreams of your church members. Challenge one anoth-
er to put aside attitudes such as, “We’ve always done it this way,” or “This
person has always been chairperson.” Avoid stereotypes, such as “Only a
middle-aged or older person should chair the church council.” And, espe-
cially, support one another in the decisions you make.

You were elected to serve on this committee because the charge conference
considered you to be the kind of person who is sensitive to the leadership
needs of the congregation and who knows the capabilities of the persons in
the congregation. By accepting this role, you declare your intent to share
your gifts with your congregation—to support and lead it in this way.
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This committee’s work will affect your life in the church, as well as the
lives of others. The influence of the persons you nominate for the various
tasks in your church, if elected, will go beyond the bounds of your congre-
gation. These leaders will be representatives of the body of Christ in the sur-
rounding community. Some will represent your congregation in the district
and conference structures of The United Methodist Church as well.

Your task is crucial to the ongoing ministry of your congregation and to the
Church as a whole. Work together cooperatively, trust one another, and
remain open to discerning God’s guidance at every step of your work.

Be intentional about building a good working climate within your commit-
tee. Group prayer, Bible study, and group-building activities can create a
strong base from which to work. The book Transforming Church Boards
into Communities of Spiritual Leaders (see Resources) would be a valuable
took in establishing a spiritual way of working within your committee.

Cultivating Spiritual Leaders
This activity can help you build that good working climate.

●  Read Romans 12:1-8. Celebrate the fact that God gives to each of us
gifts that can be used in the service of the church and world.

●  Identify gifts in your individual “treasure chests.” On index cards or sep-
arate sheets of paper, ask all persons to make a list of any skills, abili-
ties, talents, and so forth that they bring to the work of this committee.
These may include years of experience in your local church, serving on
a similar committee in another congregation, enthusiasm, ability to com-
municate, a sense of humor, and others.

●  After a few moments to complete the task, invite persons to share what
they wrote.

●  On the opposite of the card or paper, ask persons to list things the com-
mittee might want to know about them that could be a concern for the
committee’s work. These might include a tendency to talk too much
rather than listen closely, a home or job situation that is consuming much
of their time, and so forth.

●  Share these with the group.
●  Pray, together, that God will use the gifts and will temper the concerns in

order that your committee’s mission might be accomplished. 



How to Get Started
Here is a checklist of responsibilities for the year:

____ 1. Read through this entire Guideline carefully.

____ 2. Meet as a committee and review your responsibilities, using this
Guideline and the job descriptions already mentioned. Begin to build a
vision for the work of your committee. Review the mission and aims of
your congregation. (Ask your pastor or the church council chairperson for a
copy of these. If your congregation does not have a stated mission and aims,
ask your pastor about starting the process to set them. Without them, your
work will be extremely difficult and will lack direction.)

____ 3. Individually and as a committee, reflect on your spiritual life in
light of the mission of the Church. Consider how you can help one another
grow in that spiritual life as you provide leadership for the congregation.

____ 4. Take stock of what is happening now. How are persons using their
gifts and skills? How effective or ineffective is the present system of leader-
ship recruitment and development? Where will you need to concentrate your
efforts?

____ 5. Determine the gifts, skills, and interests of your membership. Use
an information file, if one is available. If such information is not available,
consider using one of the gift discovery inventories or workshops listed in
the Resources section.

____ 6. Review the leadership positions that the Discipline requires to be
nominated and elected by your charge conference. Review other leadership
positions your church has identified. Also review other positions of service
in your church and community that may not require charge conference
action but still need to be filled, such as Sunday school teachers, ushers,
greeters, or soup kitchen workers. Determine the number and kinds of lead-
ership and service positions needed by your church or charge.

____ 7. Consider the qualifications, skills, and abilities needed for particular
leadership and service positions.

____ 8. Review any written job descriptions for leadership and service posi-
tions, noting the responsibilities, activities, and skills required. Work with
the appropriate persons, council, or committee to prepare other job descrip-
tions that might be needed.

____ 9. Review the information gathered and the decisions to be made.
Identify the persons who best match the service and leadership opportunities.
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____ 10. Decide who will do the inviting and what information they will
need for recruiting. Develop and follow a timetable for inviting and report-
ing back to the committee.

____ 11. Report to the charge conference the names of those persons to be
nominated for elected positions who have indicated their willingness to
serve. When leadership positions become vacant during the year, nominate
persons to fill those positions.

____ 12. Work earnestly and cooperatively with the church council, church
school leadership, and other concerned groups to develop training plans for
new and experienced leaders and workers, paying special attention to nur-
turing and to developing leaders as spiritual leaders.

____ 13. Work cooperatively with appropriate groups to support, recognize,
and show appreciation for workers and leaders.

A Year-Round Job
The work of the committee on lay leadership is a year-round job.
Depending on the size and organization of your church, some of the tasks
just described may take several months. Begin early in the year to gather the
information you need to identify the gifts, qualities, abilities, and experience
of members of your congregation. Become familiar with the job descriptions
of the positions for which you will make nominations. Study the descriptions
provided in Job Descriptions and Leadership Training for Local Church
Leaders and the other Guidelines (see Resources). The committee may revise
those descriptions to meet the specific needs of your church or may create
new descriptions.

Designate committee members to be in touch throughout the year with
all persons selected for positions of responsibility. See how their work is
going and make sure their gifts are being used. Some committees on lay
leadership assign a member to stay in touch with each leader, offering to
assist in appropriate ways. Such periodic checkups offer needed support to
the leaders. An added bonus: The checkups also enrich your committee’s
feeling of effectiveness.

Check with your church council to make sure it is offering opportuni-
ties for training that will enhance the leaders’ spiritual growth and develop-
ment. Provide support and recognition for each person serving in a position.

Look over the chart of the year’s calendar carefully. Adjust the timetable
to fit your specific situation. (For instance, in some areas of the country the
summer months are not good times to begin inviting leaders.)



Your Committee at Work
Build a Vision
It is important not to rush to “fill the slots” in your leadership needs. This
approach leads to “business as usual” and fails to take seriously the mission
and primary task of the congregation. Your committee members first need to
spend time discussing what they hope the ultimate results of their work will be.

After everyone has read the introductory material in this Guideline, begin to
discuss questions such as:
● What is the mission and aim of our congregation?
● If persons were really involved in servant leadership in our congregation, what

would it look like? What would they be doing? How would they be growing?
● If persons were truly being formed as disciples, what would be happening?
● If members were using their gifts and skills faithfully and effectively in

the community, what might happen?
● How could we help all members of our congregation to identify their

gifts, to understand what God is calling them to do, and to equip them for
ministry?

As you talk, begin to envision together a picture of what you hope will
happen. It is this picture that will call you into the future and give energy
to your work. Keep that vision before you as you move ahead.

Take Stock
Again, resist the temptation to begin the specifics of your work before you
have a clear picture of the present situation. Determine what is happening
right now—what is working well and what needs to be improved. Ask your-
selves, as well as those currently serving in leadership positions, questions
such as:
● What is God calling our congregation to do and be at this time?
● What are the major needs of our congregation? of our community?
● How are the leaders of our congregation addressing these needs?
● Are there things that are keeping us from meeting these needs? What are

they?
● Where are we being effective? Where do we need to improve?
● How might the answers to these questions affect the work of this committee?

The answers to these questions, coupled with clarity in your vision, will be
of great assistance to you as you begin the specifics of your work.
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Know Your Church Members
Before you can match people effectively with leadership and service oppor-
tunities, your committee will need up-to-date information about the gifts,
interests, and skills of your members. You might begin with your member-
ship roll and list the qualities, abilities, and interests for each member. In a
larger church, an information file can serve as a source to identify persons
for elected leadership and service positions, for long- and short-term proj-
ects, for behind-the-scenes tasks, and for leadership needs of the communi-
ty, the district, and the conference.

If you decide to establish such a file, be sure your committee and other
organizations in the church are committed to updating and using the data.
The file can be costly in terms of the time required to set it up and to keep it
going. If you do not use it, persons who offer their services will be forgotten
and their gifts will be untapped. New persons will not be incorporated into
the service and leadership opportunities of the church, and their gifts may
be lost to the ministry of Christ.

Gather enough information to be helpful but not so much that its retrieval
becomes too complicated or invades privacy. Information that might be
helpful includes:
● Name
● Address and phone number
● Family relationships (marital status, children, spouse)
● Age and birth date
● Occupation and employer
● Gifts and abilities
● Training and education
● Time available for service in the church
● Hobbies and special skills
● Experience in this congregation and elsewhere
● Present participation in worship, Sunday school, and other activities
● Any special interests.

You can select one or a combination of the following ways to gather this
information from your congregation:

1. Survey your congregation through your church newsletter, by direct
mail, by phone, or before or after a worship service or a church pro-
gram. You might also place copies of the survey in pew racks or use
the survey as a bulletin insert. Be creative!
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2. Interview each church member. (This takes the most time but will
give you the best information base.) In some churches, a volunteer
committee has been established to take care of this duty. The volun-
teer committee then alerts different groups such as lay leadership
and the education committee in order to identify persons who have
particular gifts in which that group might be interested.

3. Gather information on current members during a church-wide
emphasis on the stewardship of time and abilities. Such an emphasis
might be a cooperative responsibility of the committee, the ministry
team on stewardship, and the church council. See the resources list-
ed at the end of this booklet for helpful suggestions for discovering
the gifts and abilities of people in your congregation.

4. Gather information on all new members as a routine part of their
membership classes or at the time they are received into membership.

Keep Information Useful and Usable
Churches have selected many different methods of storing this type of
demographic data:

A card file. This is one of the most common methods of keeping the infor-
mation. One church has a part-time secretary who sees that the card on each
person is kept up-to-date and that new persons are interviewed and added to
the file. In another church, a regular volunteer has assumed this responsibil-
ity. Caution: A card system is time-consuming and must be kept up almost
on a daily basis or it will soon be out-of-date and useless.

A file drawer. The drawer contains a manila folder on each household with
an information sheet on each member of the household, no matter how
young or how old. The membership secretary in one church has a small
committee that keeps this information up-to-date. This method is also time-
consuming, and the files must be updated constantly, and new files added.

A notebook. One church keeps a three-ring notebook at the church office
with an information sheet on each person. The secretary of the committee
on lay leadership works with a member of the stewardship committee to see
that the information is continually updated.

Computer records. Many churches now use a computer to store in a database
their financial records, as well as information on the interests, gifts, and skills
of each member. One church employs a membership secretary who works full
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time to keep the information up-to-date on new and old members. With the
increasing use of computers in our church offices, this method has become the
one of choice because of the ease of updating and retrieving information. Even
with computers, however, information must be kept current.

Choose the system that works best for your church. Be sure that some-
one has the responsibility of keeping the information updated. Your com-
mittee needs to have access to this information, especially at times when
you are matching persons with available service opportunities.

Identify Leadership Qualities
As a committee, discuss the qualities that make good leaders. As you do this,
include some of the personal qualities required for persons to bear witness to
their faith in any task. This means that individuals align their behaviors with their
professed faith. For example, “Mrs. O’Neal was a respected teacher. She never
met a child she could not love, no matter how unruly or ill mannered. Her
engaging smile and good word about anybody was always an inspiration to
everyone in her congregation.” Identify qualities and keep them before you as
you watch for persons who might serve in leadership and service opportunities:

Good leaders are active participants in their own spiritual growth and
development. They also:
● listen to others
● show concern about persons as individuals
● facilitate efficient meetings
● know when and how to delegate responsibility (they don’t have to do it

all) and are willing to share in the work effort
● express the love of God through words and actions
● are willing to work
● know when to step aside.

Not all opportunities for service in or through the church require “out front”
leadership abilities. Some persons may not be able to speak before a group or
chair a council but are able to make personal visits, share ideas in a small
group, or do behind-the-scenes work such as bread baking, plumbing repair, or
stuffing envelopes. As you think of persons who might fill various positions,
keep an open mind and look for qualities that may not appear at first glance.

Identify Opportunities
Look at the leadership and service opportunities in your church. Begin by
preparing a complete list of positions for which your committee will make
nominations. See Resources for Lay Leadership tools.
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If desired, you can prepare your own worksheet. Include all of the positions
shown below:

____ The required positions elected by the charge conference (see the
Discipline, ¶249). Include members as well as chairpersons for the commit-
tees on finance, committee on lay leadership, staff/pastor-parish relations,
and the board of trustees.

____ Other leadership needs within the congregation. The committee on lay
leadership should work hand in hand with the church council on all leader-
ship needs of the church (Discipline, ¶252). Possible entries on the list
might be Sunday school teachers, persons in ministry with those who have
disabilities, the coordinator of scouting ministries, the coordinator of older-
adult ministries, the coordinator of single-adult ministries, the coordinator
of small-group ministries, a representative to a local ecumenical group,
communion stewards, a committee on church childcare, or a buildings-and-
grounds chairperson.

____ The leadership positions requested by your conference or district—for
example, a local church representative to a district organization or a repre-
sentative for a conference-sponsored United Methodist college.

____ Certain officers of the church council. In some churches, the commit-
tee nominates the vice chairperson and recording secretary; in others, those
positions are nominated and elected by the organization. The charge confer-
ence should make this decision.

A church council model allows for flexibility. Large membership churches may
have several work areas or ministry teams while the small membership
churches may have four: nurture, outreach, witness, and administration or
leadership.

Prepare Job Descriptions
The committee should provide written descriptions of the responsibili-
ties for each position, board, council, or committee to which persons may
be elected, appointed, or assigned. These descriptions make the tasks of
inviting and matching persons with positions much easier. More important-
ly, if individuals have clear expectations about the tasks they will be asked
to do, it is easier for them to respond with a sense of confidence. If they
understand the impact of the particular ministry they are being asked to
perform, they will respond with increased commitment.
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If you already have descriptions for the leadership positions in your
church, update them to make sure that they continue to define the leader-
ship responsibilities adequately. As an aid in writing these descriptions, study
Job Descriptions and Leadership Training for Local Church Leaders. This
resource provides a brief summary of the task, information about job responsi-
bilities, suggestions about ways to get started, the skills and interests helpful for
the job, and training that might be available. It also lists references from the
Book of Discipline and people and agencies that might help for most leadership
positions in large- or small-membership congregations. The committee should
also have the entire set of Guidelines as reference material for the responsibili-
ties of all the elected committees (see Resources).

Another alternative is to develop your own job descriptions using the Book
of Discipline as your guide. You can do this in several ways:

1. Identify the positions and service opportunities needing descriptions.
Ask the persons or groups presently serving in these areas to write
descriptions of their responsibilities and how their area of service helps
the ministry of the church.

2. Interview the persons or groups presently serving in those areas and
have someone on your committee write the descriptions.

3. If the job descriptions are to be fully descriptive of the positions, the cur-
rent holders of the positions need to answer the following questions:

● What do you do (what are your functions and responsibilities)?
● To whom do you report about the work?
● What is the primary objective of your ministry team or service?
● How does it facilitate the primary task of the congregation?
● What gifts, abilities, and special skills does this job require?

You may want to practice this process on many emerging kinds of min-
istries in your congregation or community for which there are no descrip-
tions provided. Don’t be intimidated! Revise and update as needed.

Check with the church council for other information such as:
● What training can this leader count on receiving? (The committee on

lay leadership needs to be particularly sure about this. If the training
will not be adequate, begin planning for the types of growth experi-
ences that the new leaders will need.)

● Where and how does this leader get the resources needed to fulfill the
task? For instance, what budget is available; how many other people can
be counted on to be a part of the work effort?

● Another possible way to develop job descriptions is to ask district or
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conference groups or other United Methodist churches for descriptions
of leadership and service positions similar to those in your church.
Then, modify the descriptions to fit your local needs.

Keep copies of the job descriptions on file and update them each year. You
will need them each time you ask persons to consider giving their time and gifts.

Make Recommendations
Now you are ready to begin the crucial task of selecting—matching persons
with the available opportunities.

Leadership positions required by the Book of Discipline must be filled. So
must the other service opportunities in and through your church. You are
entrusted with helping persons find their places in the congregation and in
the community. As you offer them opportunities to serve, you are helping
them fulfill their calling as disciples of Christ.

While you consider persons who might fill the various positions, be sure
that these persons are representative of the age-level, gender, cultural, and
racial and ethnic makeup of your congregation. Also ask yourself:
● Do they represent a balance of the economic, social, and theological 

orientation of our congregation?
● Have we remembered persons with disabilities?
● We are rightly called to take seriously our commitment to maintaining our

diversity in the midst of our oneness in Jesus Christ. What are the cate-
gories to which you must give attention in your selection process?

Confidentiality is an absolute requirement. The committee must make a
covenant agreement to keep much of the information, opinions, and records dis-
cussed in this process in strictest confidence. This requires openness and hon-
esty on the part of committee members coupled with respect for the persons
being considered. Have a discussion on the importance of confidentiality and
how to practice it before you begin any discussion of persons and positions.

Throughout the process, be especially aware of those situations where the
incumbent has served several terms of office. Ask whether a change should
be made, either for the sake of the person or the task. (The Discipline for-
bids some committee members from succeeding themselves, so be sure you
are aware of which officers can hold successive terms and which cannot.) In
some cases where change seems wise, the committee will need to plan care-
fully how this move can be interpreted diplomatically to persons not being
renominated. Be aware that the precedents you set (or that are already estab-
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lished), including ignoring disciplinary requirements for officer rotation,
will be observed by the congregation, especially if you ask for changes. For
this reason, if no other, it is important to be consistent, to exercise care, and
to work in accordance with the provisions of the Discipline.

A Suggested Meeting Procedure
Here is a procedure for the committee meetings that will help you proceed
with the process of matching persons and positions.

1. Begin with prayer and reflection seeking to discern God’s guidance as
you try to match persons with possible leadership and service positions.

2. Study the list of leadership and service positions. Go over the
description of responsibilities for each position as you consider it.
Make sure the committee understands what each position involves.

3. Review the information gathered about the persons in your congre-
gation. As each position is considered, try to identify several persons
whose gifts and skills fit most closely the description of responsibili-
ties. Select a first and second choice for each position, if possible.
Keep in mind each person’s:

● spiritual maturity and commitment to the Christian faith
● experience in the congregation and community
● interest in growing through leadership or service opportunities
● raining and/or education
● gifts, abilities, and special skills
● time available for service.

4. Determine who best fits each leadership or service position.

5. Write the names of your first and second choices beside that position
on your work sheet. (See Committee on Lay Leadership Work Sheets,
described in Resources.) The secretary of the committee should keep
the official list of persons and the positions with which they have
been matched.

Invite People to Serve
Now it is time to contact persons and offer them the opportunity to serve.
Before you contact them, decide what approach to use and how best to present
the opportunity. Whatever method of inviting your committee selects, good
preparation is necessary. Please note: In each of the following methods, the tele-
phone is used only to set up the appointment. A face-to-face meeting is much
more satisfactory and conveys the importance of the decision to be made.
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A brief training period for committee members who will be contacting the
potential nominees would be helpful. They may want to carry a copy of the
“Invitation Checklist” (see page 27) with them as they contact the persons
selected. Make sure they understand each step in the process. Role-playing
is a particularly helpful way to practice the recruitment process. Give each
person the opportunity to role-play a visit with a prospective leader. Here
are some suggestions for the committee members to role-play. Think of
other situations as well. The more your committee members practice, the
more confident they will be as they contact prospective leaders.

1. A committee member telephones John Jones to set up an appoint-
ment to talk with him about a leadership position. Have two persons
role-play the telephone conversation.

2. A committee member arrives at the home of Andrea Ward to talk
with her about being church council chairperson.
● Have two persons role-play the appointment when Andrea is not

interested in serving in that position.
● Ask two persons to role-play the same appointment in which

Andrea agrees to serve.

Invitation Tips
As a committee, decide who will invite prospective leaders. Make sure
that everyone is contacted. To avoid confusion, the secretary of the commit-
tee should keep a master list of who has agreed to contact whom.

Arrange a time to talk with the person selected. Both the person and
the position are important. Offer the opportunity for ministry to a person
individually and face-to-face in a personal visit to convey the importance
given to serving in the position.

Share the ministry opportunity that is available and how the committee
feels that person’s gifts are particularly suited for this position. Present
the opportunity to serve as a way of fulfilling one’s Christian ministry. As
one person put it, “Mission motivates; maintenance of the church does not.”
Provide a time to reflect with the nominee on how this service helps the
congregation fulfill its primary task of ministry.

For example: “We need a seventh grade Sunday school teacher” merely tells an
individual what the church needs. “We have ten young persons in the seventh
grade class who are looking for someone to help them explore the Christian
faith. The committee feels that you have the ability to be open to the questions
these youth are asking and the commitment to help them grow in their faith” is
much more focused on making an important contribution to the Christian faith.
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Be honest about the responsibilities of the position and what is expected
if the person accepts the position. It is most important to give him or her a
copy of the job description. Go over the description and make sure the
prospective leader knows the answers to the following questions:
● What are my responsibilities?
● With whom will I work?
● To whom will I report?
● From whom will I get information and resources?
● What time commitment will be required?
● How long is the term?
● Of what other committees does this make me a member?

People need a clear and realistic picture of what a position requires. Such
statements as “It won’t take much time” or “It’s easy” or “You won’t have
to do very much” are misleading and may be dishonest. These statements
also minimize the position as well as the person.

Be positive and enthusiastic when presenting a job opportunity. “You
would make a marvelous chairperson for this ministry team. We would like
you to consider it prayerfully” is a much better way of getting a positive
answer than “You wouldn’t want to serve as the chairperson in this ministry
team, would you?” Encourage them to accept the position. But forcing a yes
from someone can lead to problems at a later time.

Outline the training opportunities and the support the church offers to
the person in this position. Share any leadership materials and other
resources. Ask, “If you were to accept this position in the church, what kind
of support would you want to get started?”

Describe the election process. The charge or church conference actually
elects persons to positions. If the person being recruited accepts the nomina-
tion, his or her name will be given to the charge or church conference as the
committee’s recommendation. Explain that another person might be nomi-
nated from the floor and could be elected to the position.

Give the person time to think and pray about the decision. Arrange a
time to be back in touch for an answer.

When persons being invited say no, try to clarify what they mean. Are
they unwilling or unable to serve at the present time? Are they not interested
in this particular position? Would they be interested in other areas of serv-
ice? Would they be willing to consider prayerfully and get back to you in a
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reasonable period of time? Thank them for their consideration and any sug-
gestions they may have offered. Allow them to feel comfortable in saying
no to this particular invitation.

Let the committee know the decisions of persons who have been invited
to serve.

Be sure that each person considered for a position has been asked and
has accepted before announcing nominations.

If possible, give a copy of the “Invitation Checklist” (see below) to each
person who will be contacting a prospective leader.

Invitation Checklist
____ Make an appointment to talk with the person being asked to serve.
____ Prepare for the visit with prayer.
____ Take two copies of the job description to use as you talk together.
____ Have on hand any needed information to answer questions about

the position.
____ Arrive at the appointment on time.
____ State the reason for your visit.
____ Explain the position in detail. Be honest. Be clear. Be positive.
____ Be sure the person being asked to serve understands that election

to the position occurs in the charge or church conference.
____ Answer any questions the prospective leader may have.
____ Seek a commitment. Give the person time to think and pray.

Arrange to be back in touch, and be sure to contact the prospect
again as arranged.

____ Leave a copy of the job description.
____ Express your appreciation to the individual for giving this request

serious consideration.

Report to the Charge Conference
After potential leaders have been invited, present a list of the recommendations
for all positions to the charge conference. Forms are provided in the Official
Forms and Records System in Local Churches (available from Cokesbury) for
the committee’s annual report. In addition to the official listing, you might also
report how the committee made its selections. Highlight the gifts and skills of
each person being recommended. This not only provides recognition for the
individual but also shows how seriously the committee undertook its task.
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Empower People for Service and
Leadership
The congregation is responsible through its church council for providing
leadership development and training for church leaders. Your committee
plays a key role in providing this support and assistance. Advise the church
council about the needs you uncovered during your identification of candi-
dates. Your committee can organize parts of a comprehensive training pro-
gram. You can encourage the new leaders’ participation in training
opportunities sponsored by the local church, the district, and the annual con-
ference. If adequate opportunities are not available within a reasonable trav-
eling distance, consider having an outside resource person conduct the
needed training sessions, or find someone in your congregation or communi-
ty who could lead one of the workshops described in the Resources section.

All persons in new roles of leadership and ministry need help in getting
ready to begin their tasks. One way to assist them is to organize an orienta-
tion program. Preparing and giving them an orientation packet can also be
helpful. Orientation to a new position may be set up in a variety of ways.

● Pair a new leader with an outgoing leader or a person experienced in that
role for a time of sharing; questions and answers; and discussion of ongo-
ing concerns, resources, and ways to get started in the new position.

● Encourage new leaders and workers to attend local church retreats and
training sessions as well as district, annual conference, and national work-
shops related to their ministry. If possible, provide the funds for such
training in your church budget.

● Invite someone who knows how the church’s service and leadership posi-
tions operate to talk to the newly elected persons.

● Provide orientation packets.

Prepare an Orientation Packet
The orientation packet should include:
● the objective of the church and the statement of its mission
● the policies and procedures of the church and of the particular position
● a description of the job responsibilities
● a calendar of church events for the year
● the times and dates of meetings and events
● resource materials and appropriate Guidelines
● budget information for the church and for that particular area of ministry.
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Added Support
Throughout the year, your committee, along with the church council and
other appropriate groups, can provide a variety of opportunities for leader-
ship and development. These might include a:
● Gifts Discovery Workshop
● study of the ministry of leadership
● workshop for spiritual development
● study of basic leadership skills
● workshop on the work and responsibilities of the committees, boards, and

councils of the local church
● skills workshop on a topic such as group dynamics, building consensus,

conflict management, communications, or the care of volunteers.

Assessing Ministry
One of the most underutilized opportunities of the committee on lay leader-
ship is to assess the status of the ministry over which leaders have been
given responsibilities. Assessing the ministry simply means to ask some key
questions: 

● How are things going?
● Are we getting the results we had anticipated?
● Are people involved?
● Do we follow through sufficiently well?
● Is information available?
● What resources are being used?
● What are the challenges?
● How can the ministry be improved?
● What can we do to help?

It is unfair to leaders and to the work of ministry if we wait until the end of
the year to obtain answers to key questions. Make sure ongoing assessment
is happening. Lift up those persons who are doing good work. Provide help
if persons are struggling. Work for the involvement of every member.
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Support and Recognize People
Who Serve

Congregational support, appreciation, and recognition undergirds the
ministries of those in leadership positions. Ongoing support encour-
ages those who serve. This is a very important task for the commit-

tee. Work closely with the church council to make sure scheduled events
acknowledge and recognize leaders and persons in service. Here are some
ideas:

1. Keep in touch throughout the year with persons who serve, through
informal and planned conversation, support meetings, and times of
evaluation.

2. Begin the church year with a consecration service for persons who
lead and serve.

3. Hold an annual service or day of recognition and appreciation.
4. Provide orientation and ongoing training programs.
5. Provide the necessary resources.
6. Acknowledge the progress of each person’s work and express appre-

ciation.
7. At the end of the term, thank the outgoing leaders and workers per-

sonally and publicly for their ministry in and through your church.

One Final Comment
Fulfilling your ministry functions and that of the committee will enrich and
strengthen the lives and ministry of persons in your church’s life and mis-
sion. May you experience the joy and reward of helping persons discover
and use their gifts for the ministry of Christ in the world. And may God
bless you in this adventure!
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Resources
General Church Resources
• The Book of Discipline of The United Methodist Church, 2004 (Nashville:

United Methodist Publishing House). Available from Cokesbury.

• Guidelines for Leading Your Congregation 2005–2008 (Nashville:
Abingdon Press, 2004). Available from Cokesbury or Discipleship
Resources.

• Interpreter (Nashville: United Methodist Communications). The official
program journal for United Methodist leaders. Issued eight times a year.
Seven copies provided free to church officials selected by the pastor.

• Job Descriptions and Leadership Training for Local Church Leaders
(Nashville: Discipleship Resources, 1977, 2001. ISBN 0-88177-344-1). A
set of descriptions for local church offices. The envelope contains a manu-
al for leadership development and training designs. For use by the com-
mittee on lay leadership and in the orientation of each officer.

• Program Calendar (Nashville: United Methodist Communications).

• Sharing God’s Gifts (Nashville: United Methodist Communications).

Lay Leadership Resources
• Committee on Lay Leadership Selection and Development Tools, General

Board of Discipleship Web site (www.gbod.org). Print these forms to use
during the leader selection process.
● Suggested Planning Cycle (chart)
● Leader Selection Worksheet
● Leader Selection Worksheet for Classes
● Leader Selection Gifts/Skills Data bank

• Each One a Minister: Using God’s Gifts for Ministry, by William J. Carter
(Nashville: Discipleship Resources, 2002. ISBN 0-88177-375-1). An
enlarged and revised edition of an earlier version developed for the work
of this committee. It can be used as an individual or group study. Begins
with a Bible study of Ephesians and provides practical activities for per-
sons to assess and use God-given gifts.

• FaithQuest: A Journey Toward Congregational Transformation, by Dan
R. Dick (Nashville: Discipleship Resources, 2000. ISBN 0-88177-399-9).

• Faithful Leadership: Learning to Lead with Power, by Thomas R.
Hawkins (Nashville: Discipleship Resources, 1999, 2001. ISBN 0-88177-
253-4).
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• How to Mobilize Church Volunteers, by Marlene Wilson (Minneapolis:
Augsburg Fortress Publishers, 1983. ISBN 0806620129). This book estab-
lishes principles and offers a plan for recruiting, training, and supporting
persons in ministry in and through the church.

• Rediscovering Our Spiritual Gifts: Building Up the Body of Christ
Through the Gifts of the Spirit, by Charles V. Bryant (Nashville: Upper
Room Books, 1991. ISBN 0-8358-0633-2). A workbook by John I. Penn
is also available.

• Skillabilities for Youth Ministry (Nashville: Abingdon Press. ISBN 0-687-
07785-0). A series designed to offer adult youth workers a quick reference
of ideas, skills, and inspiration on a single topic.

• SpiritGifts: One Spirit, Many Gifts, by Patricia D. Brown (Nashville:
Abingdon Press, 1996. ISBN 0-687-00857-3 and ISBN 0-687-00858-1).
Designed to be used in a variety of formats, this resource provides an
opportunity for persons to better understand spiritual gifts, identify their
unique, individual gifts, and discover God’s purpose for their own lives.
Participant’s workbook and Leader’s Guide.

• Staying Focused: Building Ministry Teams for Christian Formation, by
M. Anne Burnette Hook and Shirley F. Clement (Nashville: Discipleship
Resources, 2002. ISBN 0-88177-295-X).

• Transforming Church Boards into Communities of Spiritual Leaders, by
Charles M. Olsen (Bethesda: Alban Institute, 1995. ISBN 156699148X).
Suggests inspiring, practical ways that a board or committee can make its
meetings become opportunities for deepening faith, developing leader-
ship, and ultimately renewing a congregation.

• What Every Leader Needs to Know [Series] (Nashville: Discipleship
Resources, 2004).
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