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3I n t r o d u c t i o n / F o r w a r d

Introduction/Foreword

ou won’t find “everything rises and falls on leadership” in the Bible. Yet its truth is affirmed 
by the scriptures. God, the only perfect leader, reveals His glory by equipping imperfect men and 
women to lead His people. Jesus was grieved by those who were leaderless - “sheep without a shep-
herd.” (Matthew 9:36) The New Testament envisions every church blessed with healthy, functional 
leadership structures. “Be shepherds of God’s flock that is under your care … not lording it over 

those entrusted to you but being examples to the flock.” (1 Peter 5:2-3)

	W hat system of governance is ideal? While we have glimpses of how the early church organized for 
ministry, God’s Word does not spell out a single “sacred” way to structure the Body of Christ to fulfill its  
mission. Instead, we see a remarkably adaptable and dynamic approach. The church follows the Lord’s lead in 
responding to changing opportunities and obstacles. It resembles an organism more than an organization. This 
flexible, contextual strategy is exemplified by the “Jerusalem Council” as it designed a structure to facilitate 
fellowship among believers. “It seemed good to the Holy Spirit and to us not to burden you with anything 
beyond the following requirements …” (Acts 15:28)

	 It is our desire to replicate this style of church governance. We’ve moved from “rule-centered” leadership 
to a “principle-centered” approach. Believing that each local church is uniquely called to develop effective 
outreach in its setting, we release them to select their system of governance accordingly. By anchoring this 
choice to core qualities of our denominational identity and key scriptural values, we maintain our overall 
unity, while allowing freedom for healthy and necessary diversity at the congregational level.

	 This governance manual, “Building A Leadership Team,” is designed to help your church develop a functional 
leadership structure. Churches are not required to change their existing governance format. They should periodically 
assess the impact of their leadership system. A ministry that has stalled or is struggling to break through a “growth  
barrier” may benefit from reorganizing. This manual suggests some “healthy” options to choose from.

	 On the other hand, reorganization without a purpose or goal is of little benefit. Change for the sake of 
change only may not be healthy. Adopting a new structure isn’t a “cure all.” The leadership model you choose 
has the potential to help or hinder the ministry but is no substitute for skill, hard work, training, and prayer. 
Having the right people in place, committed to leading for the right reasons is more important than the system.

	 Blessings as you start this important journey. Like Solomon be in prayer throughout the process. “So 
give your servant a discerning heart to govern your people … for who is able to govern this great people of 
yours?” (1 Kings 3:9)

Serving Him together,

Kevin Leibensperger 
Bishop

Y
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	 SECTION

	 1
Using This Manual

he Governance Manual is designed to be a practical workbook that our congrega-
tions can use as a guide to design and implement a principles-based structure for ministry 
consistent with parameters laid out in the EC Discipline. It is not a detailed template of a new 
ready-made organizational system for you to adopt. It is intended to be a “hands on” tool out-
lining an effective pathway towards a better way of deploying your congregation for ministry.

	 The sections of the manual are laid out in a deliberate sequence that outlines the stages you will want to 
follow in completing this process. It starts with an explanation of the scriptural basis and leadership philoso-
phy underlying the concept of building a governance structure around a framework of principles.

	 It next moves to the step of evaluation, addressing the question “why.” Is a change in governance 
desirable, and if so, why? Where does your church want to be able to go with its ministry that makes a new 
structure necessary? As in all good planning it’s wise to start with the end in mind at the beginning.

	 The journey then moves to the “what” question. What are the basic types of structure our  
churches may want to consider? By considering the flexible “menu” of governance options, you will  
be guided in selecting a starting point for your ministry design which you can adapt and customize to 
your own particular setting.

	 Section 4 speaks to the matter of “how to.” How does a congregation lay out an itinerary and timetable 
to move from one governing structure to another? Once again your unique journey may follow a different 
route, but a basic road map is provided to help you navigate from start to finish successfully.

	 Additional resources that augment and enrich the steps of the process are included in the final section. It 
is envisioned that more tools and references will be added to this chapter in future editions of the governance 
manual. This is not a journey to be made in haste. You will want to spend sufficient time working through 
each “way point” in the outline.

	 Please remember that this printed material isn’t the only guide you have in the process. You are encour-
aged to enlist the counsel of your Conference Minister or to invite input from other churches that have 
found a better way to “govern.”

T



The EC Discipline “Principle Based Leadership” 
Section 300 to 320

300	 CHAPTER I – DENOMINATIONAL IDENTITY

301	 EVANGELICAL
	 Believing the Bible to be the authoritative, inspired and infallible word of God, we affirm that people are 
saved by grace through faith alone in Jesus Christ. Compelled by this good news, and commissioned to make 
disciples of Jesus Christ, each local church prayerfully and strategically carries out this commission to its own 
community and beyond. (Matthew 28:18-19, Acts 1:8, 2 Corinthians 5:9, Ephesians 2:8-9, 2 Timothy 3:16).

302	 CONGREGATIONAL
	 Empowered to be unique, and owning the responsibility to be healthy, local churches intentionally,  
actively and collectively pursue God’s mission. Each church will operate effectively by developing a  
principle-centered organizational structure within its local context. Each congregation will employ its  
gifts and callings to the glory of God. (Romans 12:4-8, 1 Corinthians 12:1-31, Ephesians 4:11-16).

303	 CONNECTIONAL
	W ith the understanding that the local church cannot carry out the Great Commission alone, we surren-
der self-sufficiency and autonomy to join together in love. Embracing our common Discipline and our common 
purpose – to know Christ and make Him known – EC Churches will pray together, fellowship together, develop 
leaders together, evangelize together, plant churches together, perform acts of mercy together, pursue justice 
together, and celebrate God together. (Ecclesiastes 4:9-12, Micah 6:8, Acts 2:42-47, James 1:27). 

310	 LEADERSHIP PRINCIPLES FOR THE LOCAL CHUR CH 
Preamble
	 It is our desire as a denomination to move from rule-centered leadership to principle-centered leadership in 
order to be more effective in becoming a movement of God. To that end we offer the following nine principles as 
definitive for the Evangelical Congregational Church. It is our denominational conviction that each of our local 
churches may operate in harmony with these principles and move forward with God’s grace. Principle-centered 
leadership sets people free to use their gifts and abilities as the Holy Spirit leads them. With this approach we hope 
to recapture some of the qualities of a movement of God that enhanced our effectiveness in the past. To that end 
we present these principles as the foundation upon which to build local church governing structures. While there 
may be a variety of local church governing structures, these principles should be found in each type of structure. A 
“Governance Manual” is available to assist local churches in developing functional structures.

311	 Principle One: Purpose, Mission, Core Values and Vision
	 Healthy churches identify a purpose, mission, vision, and set of core values (PMVV) that are in  
harmony with the denomination’s PMVV.

♦	� Purpose answers the “why” question. Why are we here? Why do we exist? It is the common 
ground on which the mission, core values and vision stand. Broader and less focused than the mis-
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sion statement, the purpose statement will be an identifying link between a local church and the 
denomination, reflecting an unwavering commitment to evangelical theology and practice.

♦	 �Mission answers the “what” question. What are we supposed to be doing? What does God want 
our church to accomplish? The mission statement is a broad, brief, Biblical statement of what the 
church is supposed to do in the community and throughout the world. It must be closely tied to 
the unique cultural setting of the church.

♦	 �A core value answers the question, “Why do we do what we do?” Core values speak to what is 
most important in the life of the church. Constant, passionate and Biblical, core values represent 
the “soul” of the church’s ministry.

♦	 �Vision is the clear, challenging picture of what the future will look like as the purpose, mission 
and core values are lived out by the congregation. In practice, all churches should identify their 
PMVV before creating operational structures. We find an example of this principle in the Great 
Commandment of John 13 and the Great Commission of Matthew 28. Jesus gave His disciples a 
purpose and a mission before they organized as a church. This purpose and mission is clearly  
reflected in the life of the church as it is described in Acts 2 and 4. Purpose and mission must 
drive the ministry of the church.

	 Churches should align their structures to the identified PMVV and regularly assess how they are  
living up to the PMVV. The PMVV must be dynamic, rather than static. While the PMVV’s foundational 
Biblical truths will not change, the specific details related to purpose, mission, core values and vision, as well  
as the words used to convey them, will change.

312	 Principle Two: Prayer
	 A healthy church is intentionally committed to discovering the heart of God through the discipline of 
prayer. Effective, fervent prayer of the righteous draws upon the power of God to move in His church. We 
enter the presence of God on behalf of our families, churches, communities, and world. Prayer allows us to 
hear the voice of God and to discern His good, pleasing, and perfect will.

	 A church committed to prayer is a church that:

♦	 Comes together regularly for corporate times of prayer;
♦	 Integrates prayer into the life and ministries of the church;
♦	 Encourages prayer for pastors and leaders; 
♦	 Cultivates the prayer life of individual believers.

313	 Principle Three: Disciplemaking
	 Healthy churches are disciplemaking churches. Disciplemaking is an intentional, lifelong process:

♦	 �Beginning when we pray for, care for and share Jesus Christ with people who are not yet His followers;
♦	 �Progressing as people choose to submit their lives to Jesus’ authority and receive His gift of 

salvation by repentance and faith;
♦	 �Continuing as His followers grow in love and devotion to Jesus and their commitment to making disciples.

	 A church committed to disciplemaking will provide opportunities for corporate prayer, evangelistic train-
ing, and community outreach. The church will also provide seekers with opportunities to investigate the claims 
of Christ, make a Biblically informed decision to follow Christ, and receive basic follow-up teaching on how 
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to live the Christian life. The church will continue to provide opportunities for the study and application of 
God’s Word resulting in disciples who are committed to making disciples.

314	 Principle Four: Community
	 A healthy church creates and cultivates a familial community of disciples marked by loving relationships. 
In this community, “if one part suffers, every part suffers with it; if one part is honored, ever part rejoices with 
it.” (1 Corinthians 12:26)

	 A church committed to cultivating this kind of community will include (but not be limited to) such things as:

♦ Assimilating new people into the congregation;
♦	 �Creating opportunities for fellowship and ministry both across and along common lines (such as 

age and interest);
♦	 �Providing for the spiritual, social and material needs of all its people; 
♦	 �Developing and maintaining healthy relationships by fostering an environment in which sin, 

conflict, discipline, reconciliation and repentance are addressed in a Biblical manner.

315	 Principle Five: Worship
	 A healthy church gathers regularly for worship that exalts God and edifies people; worship that engages 
both the mind and heart, inspiring people to live more fully for Christ. God-exalting worship may include 
fervent prayer, joyful singing, affirmations of faith, scripture lessons, Biblical preaching, the celebration of 
baptism and the Lord’s Supper, and opportunities to respond to God’s work through His Spirit.

	 A church committed to God-exalting worship will provide:

♦	 Well planned, inspiring weekly worship services;
♦	 The observance of the Lord’s Supper at least quarterly;
♦	 Occasional special worship services such as Christmas Eve, Good Friday, etc.

316 	 Principle S ix: G ift-Oriented Ministr y
	 Healthy churches empower disciples for ministry and mission. In order “to prepare God’s people for 
works of service” (Ephesians 4:12), the church helps people identify their spiritual gifts and employ them in the 
life of the congregation, in the community and in the world. The church also takes the initiative in identifying 
and developing members in the local body for leadership.

	 A church committed to effective placement of people for ministry will provide clear job descriptions, 
practical training, and personal coaching to its volunteers. The church will also provide for expressions of  
appreciation and recognition for its volunteers.

317 	 Principle S even: Pastoral Relationship
	 A healthy church willingly, trustingly and respectfully submits to appropriate authority. Pastors, in turn, 
act as servant-leaders by employing authority for the good of the fellowship.

	 A church committed to a healthy relationship with its pastor(s) is a church that:

♦	 �Models and demonstrates respect for those in authority, enabling the work of the pastor to be a 
joy and not a burden;

♦	 �Honors the pastor by offering him compensation that reflects his value to the fellowship and his 
labor on their behalf;
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♦	 �Maintains a Pastoral Relations Committee committed to the best interests of their pastor(s) 
as well as the health of the congregation.

318 	 Principle Eight: S tewardship
	 A healthy church is a good steward of its financial and material resources. Buildings and budgets are 
viewed as God-given tools to pursue the Great Commission. The opportunity to give money generously 
to the local church and to denominational activities is viewed as an act of joyful obedience on the part of a 
disciple of Jesus Christ.

	 A church committed to good stewardship is a church that:

♦	 �Teaches Biblical financial principles and calls its people to financial faithfulness and integrity;
♦	 �Provides a system of financial accountability that accurately receipts, records, and reports contributions;
♦	 Fully discloses its financial state through regular reports and annual audits;
♦	 �Provides for and maintains buildings, grounds, and material resources necessary to accomplish 

the church’s mission.

319 	 Principle Nine: G lobal Ministries
	 A healthy church places a high priority on proclaiming the Gospel and demonstrating the love of Jesus 
Christ to a hurting world beyond its immediate neighborhood. This outward focus compels the church to 
cross cultures and to cross borders in an effort to fulfill the Great Commission to the ends of the earth.

	 A church committed to global ministry is a church that:

♦	 Prays for the peoples of the world and the global church;
♦	 �Cultivates relationships with missionaries and mission fields resulting in spiritual, emotional, 

physical and material support;
♦	 Ministers to the poor, powerless and persecuted;
♦ 	Nurtures a global vision.

320	 ES SENTIAL STR UCTURES 
Preamble
	 In order to maintain a healthy and effective connection with our denominational identity (Paragraph 
300) several structures will be essential in the life of a local Evangelical Congregational Church. These are 
membership, affiliation, congregational meetings and Local Conference.

Please refer to the 2008 EC Discipline, which can be viewed at www.eccenter.com, for  
more information on this item. The following paragraphs are only partial excerpts of  
more complete statements.

321	 MEMBERSHIP

	 321.1 Definition

	 The membership of a local congregation consists of those persons whose names are recorded in the  
official Church Record Book. (See 321.1 Membership.)
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	 321.2 Eligibility

	 Persons may be added to the roll upon profession of faith or by receiving a letter of transfer from another 
church. Only persons who have expressed a personal faith in Jesus Christ as Savior and Lord shall be consid-
ered for membership.

322	 RESP ONSIBILITY OF AFFILIATION

	 322.1 A congregation that is affiliated with the Evangelical Congregational Church or to which pastors 
are assigned by the Evangelical Congregational Church shall at all times be subject to the Discipline, and the 
articles of incorporation and/or by-laws of such congregation shall at all times be subordinate to the Constitution 
and laws of the state of incorporation or organization and to the Discipline.

323	 CONGREGATIONAL MEETINGS

	 323.1 Purpose of the Annual Meeting
	 There shall be held in each church an annual congregational meeting to review the work of the year, consider 
local opportunities and needs, and elect leaders and officers required by the Discipline or by the by-laws of the 
congregation. It shall hear reports concerning the work, present status, and future program of the Church and 
of its organizations and societies, shall make recommendations to the Official Board/Ministry Council, and shall 
transact such business as may come before it.

	 323.2 Call of the Annual Meeting
	 The annual congregational meeting shall be provided for and called by the Official Board/Ministry 
Council. Notice of such meeting shall be given by announcing the time and date thereof on two Sundays in the 
regular services of the congregation held within thirty (30) days immediately prior to said meeting.

330	 THE LOCAL CONFERENCE
	 There shall be a Local Conference in each congregation/charge, which shall meet at least once during the 
Conference year.

331	 Purpose and Membership
	 The Local Conference is the highest judicial or legislative body with respect to the duties set forth in 404. The 
membership of the Local Conference shall be composed of the membership of the Official Board/Ministry Council 
(in case of a multiple-church charge, the membership of the Official Boards/Ministry Councils) plus all itinerant and 
licensed minsters who are assigned as members of the congregation or congregations of the charge. All members of the 
Local Conference shall be members in good standing (See 302) of a congregation on the charge and entitled to one vote.

336	 PASTORAL RELATIONS COMMITTEE
	 There shall be a committee on Pastoral Relations constituted annually by the Local Conference. This 
committee shall function according to the rules of the respective National Conferences. The primary func-
tion of this committee shall be to aid the pastor, and any pastoral assistants, to serve effectively the needs and 
programs of the local congregation. It shall be a conferring and counseling committee and shall be available 
for consultation with the pastor concerning conditions within the local congregation(s) that pertain to various 
pastoral duties. Any requests concerning stationing must come through the Pastoral Relations Committee to 
the Supervisory Committee on behalf of the charge. 
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	 SECTION

	 2
Overview

here’s a saying, “If you aim for nothing, that’s exactly what you’ll hit.” Adopting a new 
form of local church governance will only be of maximum benefit if you establish a compel-
ling case for making a change along with a clear description of where this change will take 
you. In other words, begin with a destination in mind.

	 It is strongly encouraged that church leaders first invest the necessary time and prayer to determine 
what are the purpose, mission, vision, and values (PMVV) of the ministry before contemplating any transi-
tion in church governance. The Conference Ministers and Church Health Commission can provide you with 
additional resources and tools to make that assessment. Once you have an accurate understanding of what is 
or isn’t working, as well as an awareness of “how to do church” more effectively in your context, you are then 
ready to start the search for the kind of governance structure you need to get from “here” to “there.”

	 Included in this manual is a “Church Governance Evaluation Form” to help you launch that discussion 
with your current leadership team. It is tempting to hurry through or bypass this part of the journey, but time 
well spent on the front end of the task will yield considerable dividends later. Thoughtful preparation now will 
make it more likely that the new design will find support and be accepted in a smooth transition. It will also 
increase the lifespan of the new structure, enabling it to serve you well for an extended period of time.

An Important Reminder…

	 The only genuine and reliable motivation for making a comprehensive organizational change is the 
prayerfully tested prompting of the Holy Spirit. Change - no matter how essential and positive – is always a 
challenging and stressful process. This is especially true when adopting something as significant and pervasive 
as a new governance structure. In many cases a whole new way of “doing church” is replacing an old but very 
familiar system.

	 It is imperative that you have laid a solid spiritual and relational foundation on which to build before you 
proceed. Attempts by a few key leaders to impose a new framework on a distrustful congregation are doomed to 
fail. A culture of higher and healthier trust needs to be cultivated and nurtured throughout the transition. 

	W e strongly suggest that your leadership group include an assessment of trust as part of this evaluation 
stage.* Six key factors can be used to measure and deepen the trust factor:

15P ART    2 :  Evaluating Your Current Governance Structure
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	 Character – speaking truthfully and acting with integrity

	 Communication – sharing information regularly

	 Concern – showing genuine love for and interest in others

	 Connectedness – spending time with others

	 Consistency – manifesting predictability and reliability

	 Competence – demonstrating skill in what you do 

* �A tool such as the “Trust Audit” available from the Center for Ministry Advancement  
(www.advancement.org; 215.723.2325) may be used.

Church Governance Evaluation

1.	 As a governing board, identify your purpose and mission in the local church.

2.	 Make a complete list of the responsibilities that your Governing Body cares for.

	 Responsibility	 Rating
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3.	� On a scale of 1 – 10 with one being the lowest and ten being the highest, identify 
your level of satisfaction for the way in which each responsibility is handled.

4.	 Based on your assessment, what area(s) do you want to address at this time?

5.	 What makes this area or these areas such a priority concern for you?

6.	 What sorts of changes would be helpful in this area or these areas?

7.	 Why have you identified these changes?

8.	� Brainstorm the potential strategies that may be implemented in bringing about 
change along with the pros and cons of each.
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Understanding Key Issues

Strengths

What is working well?

Weaknesses

What is missing or needs improvement?

Opportunities 

What possibilities do you see?

Threats

What obstacles have you identified?

Describe accurately your current reality:
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Reflection Checklist for
Church Governing Boards

✓	Consider the big picture:

1.	 What has God called you to do?

2.	 What are your hopes and dreams?

3.	 Which of your responsibilities are you handling well?

4.	 Which ones need attention?

5.	 What obstacles are you facing?

6.	 What opportunities do you see?

✓	Issues sorted by importance/urgency:

1.	 Brainstorm a list of possible goals.

2.	 What’s really important?

3.	 What’s urgent, but not important?

4.	 Which issues feel most pressing to you right now? Why is that?

5.	 If you could improve just one ministry area, what would it be?

✓	Priority issues identified and concurrence established:

1.	 Where do you want to go?

2.	 What priorities will you focus on?

3.	 How strongly do these priorities connect with your values?

4.	 Who needs to embrace these priorities?

5.	 What changes are needed to obtain concurrence?

6.	 How will you cultivate agreement on the priorities?

✓	Commitment to address issues obtained:

1.	 How committed are you?

2.	 What are you willing to invest in this?

3.	 What will you stop doing to free up time and energy?

4.	 What will you start doing to focus your efforts?

5.	 What will you continue doing?

6.	 Who can help encourage and assist you?

7.	 What accountability structures will help you maintain focus?



20	 Governance  Manual



21

Choosing 	
Your 	

Governance 	
Structure

SECTION

3



22	 Governance  Manual



23P ART    3 :  Choosing Your Governance Structure

	 SECTION

	 3
Choosing Your Governance Structure

his section of “Building A Leadership Team” provides you with several basic templates 
that are suitable for use as a format for local church governance. Our churches are not restricted 
to choosing one of the following designs. You have the freedom to “order off of the menu” and 
develop one that is uniquely your own. These models do reflect systems that have been used 
effectively by our churches or in denominations with a kindred spirit in theology and polity. In 

many cases you will be able to borrow and compare copies of by-laws and transitional governance ideas from 
other EC Churches that will inform and expedite your own efforts to fashion a governance structure. It may 
not be necessary to “reinvent the wheel.” You may be able to customize an existing system to fit your present 
or projected context for ministry.

 	 Each of the following designs has been used to advance the gospel and glorify God. All of them possess 
both strengths and weaknesses. A chart has been developed to provide you with a generalized overview of 
some of the contrasts and comparisons between them. This analysis attempts to be neutral, but is by neces-
sity simplified and limited in its assessment. It is not intended to favor one structure over the others or to be 
a critique of any, merely an objective guide as to some of their distinguishing features.

 	 In addition to the chart there is a written summary of each of the structures offering a more complete 
description of the options. In order to be faithful to a “principle based” philosophy of governance, these 
definitions have been kept basic and concise. It is for the church to elaborate on the outline and put “flesh on 
the skeleton” so as to adapt it to your needs and situation. Like any team, your leadership group will combine 
different skills, experiences, and opportunities that make it unlike any other. Be sure to maximize the gifts 
and graces of the “players” God is bringing to you. Make the most of your “home field advantage.”

T
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PREAMBLE to leadership model options

overnance in a local Evangelical Congregational Church starts with the congregation. 
The Discipline requires at least one annual meeting of the congregation “to review the work 
of the year, consider local opportunities and needs, and elect leaders and officers required by 
the Discipline or by the by-laws of the congregation. (The congregation) shall hear reports 
concerning the work, present status, and future program of the Church and of its organizations 

and societies, shall make recommendations to the Official Board/Ministry council, and shall transact such 
business as may come before it.”

	 A healthy congregation will invest in their chosen leaders the authority to set the mission and govern 
the ministries of their church. This representative body (the leaders) can be structured in a variety of ways. 

	 The traditional Evangelical Congregational structure is the Official Board. This structure is weighted 
towards property interests (trustees), pastoral interests (stewards), and traditional ministries. This has 
served our churches well as a decision making body.

	 An alternative Evangelical Congregational leadership structure is the Ministry Council. This structure 
is most effective when designed to accomplish the stated mission of the church. Decision making is delegated 
to those doing the ministry while the Ministry Council reviews policy according to mission. When using this 
structure, the budget becomes the means of control.

	 There are times when it is appropriate for the leadership of the congregation to be formed around the 
vision of ministry of a pastor or pastoral staff. A core group of leaders attuned to that vision are then brought 
together to guide the ministry of the church.

	W hile these options all have many features in common there are ways in which the central emphasis 
varies between them. Perhaps we can generally differentiate between these four possible structures by seeing 
the first as focused on decision, the second on mission, and the third and fourth on vision.

Find out what a church’s people can do and plan that, before planning its structure, 
 forms and organization. Let the church’s self-identity be revealed. (Attributed to  

George Patterson in Knocking Over the Leadership Ladder, by Paul Ford.)

G
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Leadership Model Options
G eneral Comparisons and Contrasts

Model Advantages Challenges Pastoral Role Comments

Official  
Board

Traditional

Decision Oriented

Democratic

Brings all key  
leaders 

 to the table

Property/Finance 
Focus

Administrative/
Maintenance  

Orientation

Emphasizes  
checks & balances

Pastor serves  
on governing  

body

Most adaptable  
to small &  

medium size 
churches

Ministry 
Council

Contextual

Ministry Oriented

Representational

Allows for broader 
balance and  
emphasis on  
the mission

Requires better 
communication  
and more trust

Raises the bar on 
leadership  

competency and 
responsibility

Pastor  
shepherds  

the governing 
body

Most adaptable 
to medium and 
larger churches 
with clear PMVV 

statement

Pastor  
Led

Intentional

Vision Oriented

Authoritative

Provides  
necessary  

direction and  
decision-making 
while leadership 

team is being built

Until leadership 
team is expanded  

it may limit  
ministry to  

pastor’s ability

Could become 
authoritarian

Pastor chairs  
the governing 

body

Most suitable 
 for church plants 

and restarts

Staff Led 
(Team  

Approach)

Relational

Vision Oriented

Cooperative

Broadens the 
leadership  

base, brings the 
capacity to  

address complex 
and large scale 

ministry, allows 
for specialization

Greater challenges 
for communication 

and coordination

Large degree  
of separation  

from congregation 
as a whole

Requires higher 
levels of proficiency

Pastor(s) serve  
as leadership 

group (coaches)

Adaptable  
to any size church, 

allows for  
expansion over 

time and  
formation  

of separate  
visioning and 

administrative 
boards 

 (councils)
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Official Board Model of Development
For Evangelical Congregational Churches

he Official Board model represents the traditional, historical format for local church 
governance in the EC Church. In that capacity it has served well for churches of varying sizes 
and in many different settings. In addition to familiarity, the Official Board has the advantages of 
simplicity and intimacy, bringing most of the key leaders “to the table” for every leadership meet-
ing. It has the potential disadvantage of being weighted towards a focus on matters of Property 

and Finance if organized along customary lines with a preponderance of Trustees and Stewards. For the 
Official Board model of governance to be most effective it is highly recommended that the various groups 
represented (i.e. Stewards, Trustees, Missions, etc.) meet separately and do their work prior to all Official 
Board Meetings and report actions and recommendations to the group. When this happens the Official 
Board is then free to spend its time considering the greater vision and mission of the church. This requires 
strong leadership on the part of the pastor and the Official Board president and discipline on the part of the 
president of the Trustees and Stewards.

Much of the following is adapted from the 2004 Edition of the Discipline of the EC Church,  
Section 312.

Purpose

	 The Official Board shall serve as the administrative body of a particular congregation, conducting the 
spiritual and temporal affairs of the congregation subject, however, to the right of the review vested hereby in 
the Local Conference. Under no circumstances shall the Official Board usurp or infringe upon the duties and 
powers, as well as the right of administrative review, vested by the Discipline in the Local Conference or others. 

Membership and Organization

	 The membership of the Official Board shall consist of the pastor(s), the lay delegate to the National 
Conference, the class leaders, the trustees, the stewards, the general superintendent of the Sunday School, 
the president of the senior Christian Endeavor Society, the youth ministries representative, the president 
of the adult Missionary Fellowship or the chairperson of the local Missionary Committee, the church 
treasurer, and the chairman of the local board of Christian Education, all of whom shall be members of the 
congregation in good standing. Should any of the above persons be under legal age (18), they shall be advisory 
members. The congregation at the annual meeting may authorize the election of additional members to the 
Official Board. When authorized, such additional members shall be elected annually by the Official Board at 
the meeting following the annual congregational meeting, unless the congregation at the annual meeting has 
already elected such members. The number of additional members shall not exceed the number of trustees.

	 The Official Board will elect its officers (president, vice president, secretary and any others deemed 
necessary) annually at a meeting convened as soon as possible after the annual congregational meeting. The 
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Board will also elect or appoint a church treasurer from among its members or the congregation. The trea-
surer will present a financial report to the Board at each of its meetings and complete the monthly and an-
nual fiscal report forms required by the National Conference. The Board Secretary will maintain an accurate 
record of the minutes of all its proceedings. These minutes shall be open to the members of the congregation 
for inspection. The overall duties of the Board Officers shall be those customarily expected of their office, 
unless otherwise specified. 

Meetings

	 The Official Board shall meet regularly, usually on a monthly basis. Due notice of each meeting shall 
be provided to all Board members. Special meetings of the Board may be called by the Board President or 
Pastor or at the request of four members of the Board. The Official Board shall also provide for and call the 
regular and special meetings of the Congregation.

Responsibilities

	 Subject to the rights and powers reserved to the Local Conference, the Official Board is charged with 
administering the temporal and spiritual affairs of the congregation, receiving members into the congrega-
tion, approving and disapproving requests for letters of transfer, concerting the best measures for promoting 
the spiritual interests of the congregation, supervising the administration of the various societies or officials 
of the congregation. The Board shall have authority over the uses made of the church building and other 
property. It may also appoint standing or special committees as needed. Standing Committees traditionally 
included an executive, property, and membership committee. When not a regular member of a committee, 
the pastor shall serve as an ex-officio member.

	 Historically the duties of the specific office holders included on the Official Board can be summarized 
as follows:

	C lass Leader(s) Originally local church members were organized into several classes (small groups) 
each of which was overseen by a class leader. The class leader was a lay person who assisted the pastor in 
shepherding a segment of the “flock” and in disciple making. Class leaders also served as prayer meeting and 
Bible study leaders.

	 Stewards Traditionally Stewards were elected at a session of the Local Conference from a ballot of 
nominees provided by the pastor. Stewards are tasked with meeting with the pastor annually to negotiate his 
compensation package starting from the guidelines set by National Conference. They also are charged with 
seeing that adequate housing is provided for the pastor and for the provision of the communion emblems for 
the Lord’s Supper.

	T rustees Traditionally Trustees have been given responsibility for the maintenance and purchase 
of the church facility and property. Where the congregation is not yet incorporated, the Trustees hold and 
receive title to the property for the use of the congregation. They may be authorized by the Official Board or 
at a congregational meeting to represent the church in negotiations to buy, sell, or lease church property.
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The most recent description of these traditional offices appears in the 2004 edition of  
The Discipline of the EC Church in paragraphs 314, 315 and 322. The 2004 Discipline is  
archived on the website www.eccenter.com.

	 Every church using the Official Board model should develop a companion set of By-laws consistent with the 
principles of this Governance Manual and the requirements of the current “Discipline” of the EC Church. The  
by-laws should clearly define the offices and duties of all office holder included on the Board. They should 
also specify how Board members are appointed or elected, their terms of office, and procedure for filling 
vacancies in office. Finished by-laws will provide a practical definition and explanation of the unique variant 
of the Official Board model developed and used by your congregation

Links

	T o the congregation – The Official Board should be in constant & regular communication with the 
congregation at large. It is required to hold at least one annual congregational meeting at which it reports on its 
actions and conducts the business and elections that may be required by the by-laws or Discipline.

	T o the Local Conference – At least once a year the Official Board will convene in Local Conference. 
This means that it may be joined by the Conference Minister and any holders of EC ministerial credentials 
assigned (located) at that congregation by National Conference. This reconfiguration provides for a point of 
connection between the local congregation and National Conference where matters of joint concern defined 
by the governance manual and Discipline are addressed.

	T o the National Conference – The most significant linkage is through the annual election of a 
Lay Delegate and Alternate Lay Delegate at Local Conference to represent each church at National  
Conference. Together with the pastor these delegates provide every congregation with a voice at National 
Conference and ownership in its decisions. The delegates serve as the liaisons between the denomination  
and individual congregation.
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Ministry Council Model of Development
For Evangelical Congregational Churches

he Ministry Council model traces its roots to permission given to churches in the 1990’s 
to explore “Alternative Organizations.” The intent was to provide freedom to design and test 
governance structures enabling local churches to become more missional in the context of their 
community. As a result of this successful experiment, authorization for churches to adopt a  
Ministry Council Structure was approved for inclusion in the 2004 edition of the Discipline.

	 The Council structure benefits from being built around leaders who represent key ministry areas of the 
church which reflect the purpose, mission, visions, and value of the congregation as a whole. This more balanced 
and holistic approach to governance tends to result in a more outreach, growth-oriented congregation. Since in 
most council designs each major ministry is represented by a single person, there is a greater need to communicate 
discussions and decisions to other members of the wider ministry team. Council members may be required to wear 
multiple leadership “hats,” serving on the council as well as a ministry commission or committee. This structure 
works best when it is trust-oriented and permission-giving in nature, empowering individuals and groups to do the 
ministry, while the Council focuses on the “big picture” of vision, goals, and overall mission of disciplemaking. 

Purpose

	 The Ministry Council shall serve as the administrative body of a particular congregation conducting the 
temporal and spiritual affairs of the congregation subject, however, to the right of the review vested hereby in 
the Local Conference. Under no circumstances shall the Official Board usurp or infringe upon the duties and 
powers, as well as the right of administrative review, vested by the Discipline in the Local Conference or others. 

Membership and Organization

	 The membership configuration of each Ministry Council may vary greatly from church to church 
because its structure should reflect the purpose, mission, vision, and values of the local congregation and 
facilitate the fulfillment of the Great Commandment and Great Commission. Every Ministry Council must 
include the pastor(s), the lay delegate to the National Conference and church treasurer. They will be joined 
by a leader (chairperson) representing each of the major ministry areas (commissions/teams) designated by 
the congregation as necessary to be directly represented on the council as the governing body of the church. 
Churches with council governance have usually established “commissions” to oversee the following essential 
areas of ministry: Evangelism, Discipleship, Property, Worship, Missions, and Finance. These groups may be 
re-combined and renamed as deemed best in the local context. The aim is the development of a system that 
promotes church health in terms of missionality, spirituality, and functionality.

	 Additional ministry representatives or at-large members may be added as the church determines, but 
their number should not exceed those of the core ministries identified by the congregation. Council mem-
bers shall be members of the congregation in good standing. Should any of the above persons be under legal 
age (18), they shall be advisory members. It is up to the local church to determine how Council members are 
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selected and by whom. In some current Ministry Council configurations individuals selected to chair a minis-
try commission are given a seat on the council by virtue of that position. In others, leaders are selected to the 
Council and then appointed to serve on or lead a particular commission.

	 At the next regular Council meeting after the annual congregational meeting, officers should be selected. 
Typically they will include a Chairperson (president), Vice Chairperson, (Vice president), Secretary,  
Treasurer, and others deemed necessary. The treasurer will present a financial report to the council at each of 
its meetings and complete the monthly and annual fiscal report forms required by the National Conference. 
The Secretary will maintain an accurate record of the minutes of all its proceedings. These minutes shall be 
open to the members of the congregation for inspection. The overall duties of the Council Officers shall be 
those customarily expected of their office, unless otherwise specified. 

Meetings

	 The church may determine the frequency and scheduling of Ministry Council meetings. It is recom-
mended that the governing body convene at least on a bimonthly basis. Due notice of each meeting shall  
be provided to all Council members. Special meetings of the Council may be called by the Chairperson or 
Pastor or at the request of four members of the Council. The Council shall also provide for and call the 
 regular and special meetings of the Congregation.

Responsibilities

	 Subject to the rights and powers reserved to the Local Conference, the Ministry Council is charged 
with administering the temporal and spiritual affairs of the congregation, receiving members into the 
congregation, approving and disapproving requests for letters of transfer, concerting the best measures for 
promoting the spiritual interests of the congregation, supervising the administration of the various societies 
or officials of the congregation. The Council shall have authority over the uses made of the church building 
and other property. It may also appoint standing or special committees as needed. Standing Committees 
traditionally include an executive and membership committee. When not a regular member of a committee 
the pastor shall serve as an ex-officio member.

	 Every church using the Ministry Council model should develop a companion set of By-laws consistent with 
the principles of this Governance Manual and the requirements of the current “Discipline” of the EC Church. The 
by-laws should clearly define the offices and duties of all office holders included on the Council. They should 
also specify how Council members are appointed or elected, their terms of office, and procedure for filling 
vacancies in office. Finished by-laws will provide a practical definition and explanation of the unique variant 
of the Ministry Council model developed and used by your congregation.
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Links

	T o the congregation – The Ministry Council should be in constant & regular communication with 
the congregation at large. It is required to hold at least one annual congregational meeting to which it reports 
on its actions and conducts the business and elections that may be required by the by-laws or Discipline.

	T o the Local Conference – At least once a year the Ministry Council will convene in Local 
Conference. This means that it may be joined by the Conference Minister and any holders of EC ministerial 
credentials assigned (located) at that congregation by National Conference. This reconfiguration provides 
for a point of connection between the local congregation and National Conference where matters of joint 
concern defined by the governance manual and Discipline are addressed. 

	T o the National Conference – The most significant linkage is through the annual election of  
a Lay Delegate and Alternate Lay Delegate at Local Conference to represent each church at National  
Conference. Together with the pastor these delegates provide every congregation with a voice at National 
Conference and ownership in its decisions. The delegates serve as the liaisons between the denomination and 
individual congregation.
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Pastor Led Model of Development
For Evangelical Congregational Churches

he Pastor Directed model is most appropriate to a new church plant, or a congrega-
tion going through the process of restart or revitalization. It is assumed in all of our leadership 
models that the pastor functions as the primary leader of the congregation and serves as the 
point person casting a vision for ministry and gathering together a leadership team to pursue that 
vision. But where a congregation is still so “young” or small that a core group of leaders has not 

yet been identified and equipped, a solo lead pastor may by necessity be required to take on a wider array of 
leadership tasks than would be expected or desired in a more mature ministry. In most cases it is anticipated 
that Pastor Directed governance is a temporary structure that will be outgrown and replaced by another, 
broader-based model as soon as is practical for the health of the church.

	 This model has the strengths of being vision-oriented and focused. It enables a new work to be birthed 
or an older one to be renewed. It facilitates unity and decisiveness. It can have the weakness of being left in 
place for too long, creating an unhealthy, unscriptural dependency upon the pastor. Even a richly gifted and 
deeply committed pastor may limit the growth of ministry if he does not multiply and release additional lead-
ers to share the opportunities and responsibilities for outreach and disciplemaking. Every leader, including a 
church planter pioneering a new work from scratch, needs to be under accountability to someone else and in 
healthy relationship with others.

Purpose

	 The Pastor Directed Model allows for a solo pastor with or without a small core group of leaders to ad-
minister and establish the work of a new or recovering church by conducting the temporal and spiritual affairs 
of that ministry. During this interim when many of the leadership structures built into other EC Churches can 
not be initiated due to a lack of qualified leaders, many of the functions of those groups will be carried by an 
individual pastor or a ministry launch team of just a few people. Even in this phase, however, the pastor directed 
structure shall under no circumstances usurp or infringe upon the duties and powers, as well as the right of 
administrative review, vested by the Discipline in the National Conference or others. In most cases ministries 
using this model will also function under the guidance and guidelines of the Church Planting Commission.

Membership and Organization

	 The unique circumstances under which the Pastor Directed Model is likely to be deployed make it 
virtually impossible to lay out even a skeletal outline describing what this nascent leadership structure should 
look like. In many ways it is like a child still growing in the womb from conception to birth. It is recommended 
that the lead pastor consult and use the start up training and resources provided through the Church  
Planting Commission as he begins to develop a governance structure. The type of leadership team built 
should flow out of the purpose, mission, vision, and values God has given for the ministry.

T
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	 Another important word of counsel is to begin with the end in mind. Examine the other leadership 
models presented in this manual. Make a tentative decision as to which option you anticipate adopting in the 
future. Find ways to lay a foundation in your fledgling leadership structure and selection of leaders that will 
position you to transition to the system you have chosen when the time comes.

	 Since an official “church membership roll” isn’t created until a church is chartered, membership in 
a traditional sense cannot be used as a criterion for leadership eligibility. An even greater emphasis than 
usual needs to be placed on issues of character, spirituality, giftedness, and shared vision when selecting 
leaders for the team. Initially the lead pastor may need to be more involved in things like minute taking 
and financial record keeping than is ideal. For the sake of accuracy and accountability these are respon-
sibilities that should be shared or delegated with qualified lay leaders as soon as possible. Individuals 
with the potential to become leaders or officers in the developing structure should be cultivated.

Meetings

	 The pastor will determine the frequency and scheduling of leadership meetings. It is important to free 
people up to do ministry rather than tie them up attending unnecessary meetings. At the same time meeting 
together helps build relationship and reinforce a common vision.

Responsibilities

	 Subject to the rights and powers reserved to the National Conference and others, the lead pastor 
and leadership team are charged with administering the temporal and spiritual affairs of the congrega-
tion, in line with the purpose, mission, vision, and values developed for the ministry. The pastor and 
leadership team are responsible for building a strategy for disciple making and outreach. As the ministry 
grows, the leadership structure will need to grow with it and make decisions regarding the model of 
governance it will choose to implement. It must be remembered that structure is but a means to an end, 
not an end in itself. The system should serve and support ministry, not exist to sustain itself at the cost 
of ministry. In many cases “less is more” and the simpler the system, the more likely it is to be able to 
reproduce itself more rapidly.

	 Every church using the Pastor Directed model should be preparing to select a more developed model 
as the growth of the church allows and requires. At that time By-laws and other supporting documents and 
structures can be developed as needed in order to facilitate healthy ministry.

Links

	T o the congregation – The lead pastor and leadership team should be in constant & regular  
communication with the congregation at large. For the most part business will be conducted through per-
sonal relationships and networking rather than formal meetings. As the group grows it should consider the 
wisdom of holding at least one annual “congregational meeting” to use in part to plan for “the next steps” in 
accomplishing the mission and reaching for the vision. 
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	T o the Local Conference – Prior to chartering there is no provision or requirement for an Official 
Local Conference to be held. Issues generally assigned to that session will be cared for by the pastor and 
leadership team working with the Conference Minister or Church Planting Commission.

	T o the National Conference – Prior to chartering, the church is not authorized to select a Lay Del-
egate but can choose representatives who will attend National Conference in an advisory/non voting capacity. 
These representatives serve as the liaisons between the denomination and individual congregation.

	 For the Pastor directed model to be used outside of the church plant, restart, or revitalization guidelines 
of the Church Planting Commission, prior permission must be obtained from the Supervisory Commit-
tee of the National Conference. At all stages the Pastor Directed model must operate within and under the 
requirements of the current Discipline, Rules of National Conference, and strategy and policy of the Church 
Planting Commission.
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Staff Led Model of Development
For Evangelical Congregational Churches

he Staff Led leadership paradigm may most commonly be considered for use in a 
larger, multiple staff congregation where the scale and complexity of leadership is perceived to 
have outgrown the effectiveness of the Official Board or Ministry Council Model. In this setting 
a structure is needed which can integrate and infuse the vision of the “pastoral team” through 
several supportive layers of leadership. In some cases the solution is to create an overall govern-

ing board which focuses on the development of vision, direction, and general policy for the ministry. This 
vision is then entrusted to another level of staff or commission leadership for actual implementation and the 
creation of procedures, processes, and programs that facilitate daily operations.

	 It is possible however, that a Staff Led or Team Leadership style structure could be the next step of 
development from a Pastor Led model or even employed in a church plant. In this case a less hierarchical and 
more relational “co-pastor” approach might be pursued simultaneously with the creation of a vision-focused 
governing board or council. There are also team-based structures that seek to organize ministry on a more 
connectional, networking basis.

Purpose

	 The Staff Led Model intentionally broadens the leadership base so as to maximize the capacity of the 
structure to expand and specialize as needed. It has the advantage of embracing a team approach to ministry 
that finds unity in sharing a common vision. Its ability to separate supervisory tasks (visioning) from admin-
istration (management) may enable the ministry to remain more effective and efficient while continuing to 
grow in size and scale. At the same time a team-based structure can also be used to facilitate the multiplica-
tion of groups and leaders on a more localized level. In this form leadership develops organically, in more of a 
networking style.

	 The challenges of the staff led approach come in the areas of communicating and coordinating the vi-
sion at all levels. In larger churches there may be a greater need to formalize job descriptions and procedures 
so as to clarify roles and responsibilities. The governing board and staff need to work together in a mutual 
partnership. The group that does the vision casting must remain connected to the groups that care for the 
ongoing operations of the ministry. Both of these leadership bodies must stay linked to the congregation as 
a whole. Since more leaders are needed to populate this structure, the capacity to equip and release gifted 
leaders becomes crucial.

Membership and Organization

	 This format has many different variations and can be modified in numerous ways to reflect the oppor-
tunities and history of a given congregation. Typically an overall board or council is established and charged 
with the development and evaluation of the purpose, mission, vision, and values of the ministry. This main 
governing body usually consists of the pastoral staff and key lay leaders selected for their spiritual maturity, 
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character, wisdom, and gifting to oversee the congregation from a “big picture” perspective. “What has God 
called us to be? Who has He commissioned us to reach?” Together this group clarifies the focus. Other of-
ficers or representatives may be added to the leadership core group as needed.

	 Beneath this vision oriented group there is usually another level of leadership organized to carry out 
the mission and fulfill the vision. This “layer” could consist of as many ministry commissions or teams as the 
church deems necessary to its healthy functioning. These commissions or teams could be led by staff mem-
bers, pastoral or lay, or by chairpersons elected or appointed from the membership at large. This group may 
also be augmented by the addition of other officers or leaders as deemed best. Each of these “units” could 
have their own sub-set of committees or teams as best suits the situation and system. 

Meetings

	 The two-tiered (or multi-level) nature of this structure means that the schedule of meetings is more 
elaborate and must be worked out for each local setting. The overall governing board may meet on a bi-
monthly or quarterly basis rather than month to month. Meetings of the “middle level” commissions or 
teams may be monthly or on an “as needed” or “as agreed upon” basis. In this structure the pastoral staff or 
leadership team play a vital role in cultivating the vision and coordinating the functioning of the various parts 
of the structure. Informal networking becomes an important piece in releasing and deploying people for min-
istry, instead of tying them up in meetings. Person-to-person contact is supplemented by the development 
of a detailed budget and procedures/policy “manual” in order to provide the necessary degree of consistency 
and control to the system.

 Responsibilities

	 Subject to the rights and powers reserved to the Local Conference, the Staff Led structure is charged 
with administering the temporal and spiritual affairs of the congregation, receiving members into the congre-
gation, approving and disapproving requests for letters of transfer, concerting the best measures for promot-
ing the spiritual interests of the congregation, supervising the administration of the various societies or offi-
cials of the congregation. The governing body shall have authority over the uses made of the church building 
and other property. It may also appoint commissions, teams, standing or special committees as needed. 

Major leadership groups should provide for the existence of their own executive committee. Adequate provi-
sion should also be made for the recording of minutes and keeping of financial records. The structure should 
establish a means of determining church membership. Members of the pastoral staff should be appointed to 
councils, commissions, or boards that represent the ministries for which they have major responsibilities. It 
is assumed that the senior or lead pastor will serve on an overall governing body and be at least an ex-officio 
member of the remaining primary leadership groups, as well as others that reflect his gifts and graces for 
ministry.

	 Every church using the Staff Led model should develop a companion set of By-laws consistent with the 
principles of this Governance Manual and the requirements of the current “Discipline” of the EC Church. 
The by-laws should clearly define the offices and duties of all governance groups and office holders. They 
should also specify how leaders are appointed or elected, their terms of office, and procedure for filling va-
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cancies in office. Finished by-laws will provide a practical definition and explanation of the unique variant of 
the Staff Led model developed and used by your congregation. Larger churches may find it necessary to pro-
duce a companion manual of policies or procedures to expedite the functioning of their leadership system.

Links

	T o the congregation – The Staff Led system should be in constant & regular communication with 
the congregation at large. It is required to hold at least one annual congregational meeting to which the over-
all governing body and its major sub-groups report on their actions, and conduct the business and elections 
that may be required by the by-laws or Discipline.

	T o the Local Conference – At least once a year the highest governing body will convene in Local 
Conference. This means that it may be joined by the Conference Minister and any holders of EC ministerial 
credentials assigned (located) at that congregation by National Conference. This reconfiguration provides 
for a point of connection between the local congregation and National Conference where matters of joint 
concern defined by the governance manual and Discipline are addressed. 

	T o the National Conference – The most significant linkage is through the annual election of a 
Lay Delegate and Alternate Lay Delegate at Local Conference to represent each church at National  
Conference. Together with the pastor these delegates provide every congregation with a voice at National 
Conference and ownership in its decisions. The delegates serve as the liaisons between the denomination  
and individual congregation.
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Essentials” Checklist 
for All Approved EC  
Governance Structures
See also the 2008 EC Discipline sections 320-326

or the sake of unity to our core values and fidelity to a principle based approach to 
leadership, the following features must be incorporated into the governance structure of all of 
our churches. [In the cases of a church plant, restart, or revitalization work it is understood that 
some of these features may not be practical at the very beginning. They should be added to the 
system as soon as possible and prior to chartering.]

1.	 The lead pastor will be a member of the highest governing body.

2.	 Provision will be made for the election of a Lay Delegate and Alternate Lay Delegate to National  
Conference as defined by the Discipline.

3.	 Provision will be made for the election or appointment of representatives from the church to the District 
Ministry team the congregation is assigned to.

4.	 Provision will be made for a functional Pastoral Relations Committee as established in the Discipline and 
the Rules of National Conference.

5.	 Provision will be made for the highest governing body to meet and fulfill the duties assigned to the Local 
Conference by the Discipline and the Rules of National Conference.

6.	 Provision will be made for the timely and orderly selection of all office holders, along with the means of 
filling vacancies that arise mid-term.

7.	 Provision will be made for the selection of the officers of the highest governing body of the church who 
will also serve as corporate officers for the ministry.

8.	 Provision will be made for the development of a set of by-laws governing the congregation, and that these 
by-laws will be stated to be amendable by a favorable vote of the majority of the church membership at a 
meeting duly called and announced for that purpose.

9.	 Provision will be made for an Annual Congregational Meeting to be held as defined by the Discipline.

10.	 The structure must be subordinate to and compatible with the requirements of the Discipline and Rules 
of National Conference. Each congregation retains the right to own its own property and disaffiliate from the 
denomination, but only according to the procedure established by the Discipline.

11.	 All proposals for the development and adoption of a new governance structure must be reviewed and  
approved by the Supervisory Committee prior to its acceptance and implementation by the local church.

F
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The Local Conference

he Local Conference refers to special sessions of the highest governing body of the  
local congregation, which must be held at least once a year. When convened for this purpose the 
Official Board, Ministry Council, Leadership Team, or Governing Body is augmented by the 
addition of all itinerant and licensed EC ministers who are members of the congregation. They 
are joined also by the Conference Minister of the region who chairs the meeting when present.

	 A complete listing of the duties and details of the Local Conference is found in Sections 330-334 of 
the Discipline. The essential purpose of this session is to provide for an official and guaranteed connection 
between an individual congregation and the larger denominational family. It is while meeting as a Local 
Conference that elections are held for the Lay and Alternate Delegate who represent the church to National 
Conference. It is in this session that a pastoral compensation package based upon National Conference 
requirements and guidelines receives final approval. It is Local Conference that takes action upon candidates 
for ministerial credentials who will be referred to National Conference and its committees for processing. 
In cases where charges of misconduct brought against a church leader cannot be resolved at the local level 
through the Discipline’s process for restoration, it is Local Conference that acts to refer the dispute to Na-
tional Conference for resolution. The Local Conference also functions as a joint governing body caring for 
matters of common interest in a multiple church charge.

T
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	 SECTION	

	 4
Moving To A New Governance Structure

nce your existing leadership team (governing board) has worked through 
Sections 1-3 of this manual and settled upon a recommendation to bring to the congregation for 
a new governance structure, it is important to formalize the process. Paying careful attention 
to observe your current by-laws and leadership format is crucial. Not only does this demon-
strate the integrity and honesty necessary for healthy church leadership, it also legitimizes 

and strengthens the new structure by clearly and firmly anchoring it to the foundation of the history and 
memories of what preceded it. You are free to build high in your future because your design is deeply rooted 
in the ministry’s past.

	W hile the pathway to adopting a new structure will vary from church to church, there are certain cru-
cial milestones to observe along the way in every setting. Communicate frequently and thoroughly. Explain 
what you are doing and why. Anticipate possible objections or concerns. Develop a set of answers for the 
“frequently asked questions” you are likely to face. A lack of information and understanding leads to fear, and 
fear leads to resistance. Many excellent proposals have been rejected because they were not well presented 
or sufficient opportunity for input invited from those making the final decision. In most cases more than a 
majority vote at a congregational meeting is needed to change church by-laws. Do not leave the congregation 
as a whole out of the loop or in the dark until the day of the meeting. Bring them on the journey with you 
from the beginning.

	 Organize the transition. It is unlikely that a new system can be put in place in its entirety overnight. You 
will need to think through and plan out a means of phasing out what was, while bringing what is to be on line. 
You may need to allow for a brief interim period where elements of both the new and the old system overlap. 
In some cases you will be shutting down organizations or ministries that are no longer required. In others you 
will be creating groups from scratch or recruiting brand-new leaders to give them life. This is a process calling 
for patience and perseverance. Expect to spend a year or more simply “learning as you go.” It will take time 
until everyone feels at home in a “new normal” once again. Be positive and adaptable. Remember the vision 
that you are working for and keep promoting it.

	 Reflect as you are in transit. Take notes on what you learn along the way. You may need to make 
mid-course corrections. Give things time to settle down before making major modifications of something 
brand-new, but realize that there may be some surprises on the journey. The Lord saw them coming, even if you 
didn’t. Be prepared to revisit and reassess them in due time. Remember not to hold too tightly to any structure. 
Governance is a tool, not an end product. Eventually the brand-new system you have labored to install will run 
its course, too. Having served God’s purpose in “its generation,” it will need to be assessed and upgraded in its 
turn. You’ll be all the better equipped to make that happen, having successfully traveled that road before.

O
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	 The implementation phase can be complex and requires thoughtful preparation. A strategy for “closing 
down” the old format while bringing a new one “on line” must be developed.

	 Once again the “pathway” that is created to build the bridge from what was to what is will need to be 
customized to your unique local situation. In some settings it may be possible and preferable to simply ter-
minate the old structure and launch its fully functioning replacement all at once. In others it may be best to 
design a timetable for more gradually phasing one system out and another in, allowing for a certain period of 
overlap between the two. Examples of churches that have made a similar change may be borrowed from, but 
ultimately the template you create must be you own.

	 The following outline contains a series of suggested steps which are likely to be a part of any effective 
transition strategy. You may find that not every stage is applicable or in the best order for making your move 
to a new governance structure. For completeness this sequence attempts to capture the entire process from 
start to finish, including the discussions and decisions covered in the previous chapters of this manual.

Transitioning S equence

1.	P ray! Launch & surround the entire process of evaluation, design, selection of leaders, and implementa-
tion with prayer.

2.	E stablish a governance study team. This may be the existing leadership group or a special group  
appointed for the task.

3.	 Communicate! This applies to every stage of the process. Keep the congregation informed about the 
possibility of change. Seek their input. In some settings you may want to obtain congregational approval to 
undertake the process.

4.	 Complete the governance study. Work through Chapters 1 & 2 of the manual. Inform the  
Conference Minister of your progress and consider inviting his participation as a facilitator as you  
review and/or develop the purpose, mission, vision, and values for your church.

5.	S elect and design your governance structure.  Use Chapter 3 of the manual to shape your selection.

6.	 Present your recommended new structure to the governing body of the church. Be prepared to 
explain and answer questions.

7.	P resent your recommended new structure to the congregation. Be sure to consult your existing 
by-laws so that the decision is “beyond reproach.” Be prepared to explain and answer questions. Being well 
prepared at this stage will avoid unnecessary confusion and opposition later on. Consider requesting the 
establishment of a “trial period” of 6-18 months in which your current by-laws are suspended, and during 
which the new structure is set up and “tested” on a provisional basis, subject to final approval at a later date.

8.	F inalize and implement your plan to bring the new structure on line. This may require identify-
ing, recruiting, and training new leaders for the new structure as well as reassigning or in some cases retiring 
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former leaders whose roles may be changed or phased out. A means of selecting leaders must be developed. 
Training in how the new system works is essential.

9.	 “Road test” the new structure, evaluate and make preliminary adjustments.

10.	P repare a comprehensive new set of by-laws establishing the new governance structure 
for approval by the congregation. This formalizes and finalizes the change for now. Expect the need to 
experience a full annual cycle or two under the new structure until everyone begins to find it familiar and feel 
comfortable with it. You may feel “in between” for some time.

11.	P eriodically evaluate your structure. The governance needs of a healthy growing church may 
change, and every structure can be improved. Be prepared to work through this entire process again in 
the future, if and when your structure is hindering your ministry from being effectively missional. 
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Portrait of a Biblical Leader: a Bible study

What does a G odly leader look like?
odly leadership is men and women responding to what God has done and what God is 
doing. Godly leadership is our response to God’s call and our stewardship of the gifts that He gives. 
As believers we are called by God to active service in the various ministries of the church. In order 
to maximize the effectiveness of those ministries, God calls some into positions of leadership. Scrip-
ture clearly identifies the leadership principles by which those so called must be shaped. Leaders 

recognize that their gifts are given by God, confirmed by the Body, and operate with accountability to the Body. 
Leaders dedicate themselves to the development of those gifts for the good of the whole.
	 For the purposes of this study lets liken leadership to a simple ladder, with two rails and a series of rungs. 
One of the rails is God as the Catalyst who makes things happen.  The other rail is the leader who cooperates 
with God. The rungs upon which the Biblical leader climbs are created in the process as the leader cooperates 
with God. When (if) the leader ceases to cooperate with God, he has nothing left upon which to stand. 
	 As you study, ask probing questions in response to the scriptures and your reflection upon the characteris-
tics of leadership. For example: With regard to each rung where do I see myself on a scale of 0 to 5? What must 
I do to improve? How do I rate my church leadership with regard to this characteristic? How can we improve? 
How do I think others rate me? If the setting allows for a high level of accountability, ask others how they rate 
you. Ask: “How can I/we be and model men and women who lead according to these biblical principles?”

Traits

humility

God-fearing

under authority

teachable

integrity

passionate

gifted

full of faith

faithful

Spirit-filled

wisdom

good reputation

self-controlled

God-controlled

disciplined

Scriptures

Ephesians 4:1-16

John 13:1-17

Exodus 18: 13-23

Numbers 11:25

Philippians 2:1-11

Acts 6:1-7

Isaiah 6:8

1 Timothy 5:21-22

Ephesians 5:22-26

Numbers 13 & 14

Galations 5:16  
& 22-26

I Peter 4:10-11

Be Grateful

GOD Gets the GLORY

Be Humble

GOD Gives the RESULTS

Be useful/Willing

GOD Gives the GIFTS

Be Godly

GOD Gives the GRACES

Be Spirit-filled

GOD Gives the HOLY SPIRIT

Be a Servant

GOD Gives the EXAMPLE

Be Available

GOD Gives the CALL

GOD as Catalyst MAN Cooperates

G
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