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l. Introduction

In late 2010, twelve members of Redeemer Lutheran Church (“Redeemer”) agreed to serve on
the Transition Team, as part of Redeemer’s journey through the Pastoral transition process.
Under the leadership of Intentional Interim Pastor Duane Miller, the Transition Team first met in
late November, and charted a course of self-study, research and analysis, all with the goal of
informing and enhancing the work of the Call Committee.

The entire Transition Team met each month, starting in January, with various additional
meetings and work taking place between the monthly meetings. The Transition Team was
comprised of three sub-teams: (1) Mission & Vision; (2) Congregation & Community; and (3)
Staff & Structure. Each sub-team addressed a particular area of Redeemer (including external
issues), as you will see below. The goal of this Report is to describe our process, set forth data,
and establish key recommendations and desired outcomes, based on all of the information we
learned and reviewed during our six-month exercise.

As our work progressed, the Transition Team and Church Council quickly realized that the role
of the Transition Team is more than just being about the Call Committee and Redeemer’s
Pastoral transition; the Transition Team work is really about who we are at Redeemer, and how
Redeemer can better serve Christ. By addressing these questions, Redeemer is not only ready for
the Call Committee, in addition we have learned a great deal about what is working (and what is
not working) at Redeemer.

The Transition Team is excited to help address issues we identified, and to serve as needed to
guide Redeemer in implementing the recommendations, as the same are considered by Council
and the congregation. We realize many of our suggestions will take time to fully bring into
being, and that is normal and an acceptable part of the process of change. We also understand
that not all members will agree with our suggestions, and that is also normal and acceptable.
What we ask is that you read this Report with an open mind, with the belief that change, while
challenging, can bring about fulfilling results, and with the goal of ensuring that we at Redeemer
are doing all we can to serve Christ and our neighbors. As each one has received a gift, minister
it to one another, as good stewards of the manifold grace of God. 1 Peter 4:10.

The Executive Summary below highlights various key recommendations of the Transition Team.
The detail behind the recommendations is set forth in the body of this Report, by sub-team.
Attached to this Report are several Appendices, containing background information key to our
recommendations.

In closing, the Transition Team extends its sincere thanks to the congregation, for your support
and patience, to Council, for their guidance and openness to our thoughts, questions, and
suggestions, to staff for their time and candid thoughts, to Pastor Carrie for her assistance, time
and knowledge of Redeemer, and to Pastor Duane, for his leadership, knowledge, experience,



and his passion for our work. Without the help of all of you, our work would have been
impossible. Thank you.

In Christ,
Redeemer Transition Team

Executive Summary

The Transition Team recommends that Council and the congregation consider, discuss and
address the following key items, both through the Call process and beyond, as Redeemer looks
forward:

A

B.

Develop a mission statement that is clear and easy to understand for members and non-
members alike.

Develop programs that inspire and fulfill the spiritual needs of Redeemer, and of our
community (internal AND external); guide members toward a clear and relevant path to
take on their daily journey of faith.

Encourage and empower members to share their talents and show support for their
efforts.

Expect, support and plan for growth at Redeemer, including manageable numerical
growth (additional active members), maturational growth (expanded faith of individual
members), organic growth (capacity of Redeemer as a functioning community), and
incarnational growth (ability of Redeemer to relate the faith story outside of our
congregation).

Establish and communicate our identity, and improve the visibility of Redeemer in our
community.

Address the needs in the community; develop a focus or “theme” for our congregational
outreach.

Address the needs of our members, through programming and ministry teams that reach
the passions of our members.

Establish a governance structure where Council can and does focus on vision and long-
term planning, and leaves day to day operational matters to Pastors, staff and lay leaders
(Council governs and ministry teams do ministry).

Clarify and communicate expectations of ministry teams, streamline decision-making,
empower staff (lay and clergy) to make decisions and then support those decisions.

Build a culture within Redeemer where members and leaders actively and purposefully
look to Pastors for administrative and strategic leadership in organizational and day-to-
day matters at Redeemer.

Seek a Pastor with characteristics that match what members are looking for, and that
serve the needs of Redeemer going forward (administrative and strategic leadership);
based on the congregational survey, the top five desired qualities are:

o0 Minister of the Word/Teacher
o Friend/Fellow Traveler

0 Social Relevancy

0 Celebrant/worship Leader

0 Spiritual Guide.



I11.  Detailed Report
A Mission & Vision Sub-team (Jill Johnson, Steve Hansen, Deanna Gray & Brian Fuller)

Through its work, the Mission & Vision sub-team reviewed Redeemer’s current mission
statement, conducted significant research (the survey!), and developed recommendations for
moving Redeemer forward. The goal of this work was to help all of us understand how
Redeemer can best serve God, as we look to the future. Attached as Appendix A is the survey
administered to the congregation, and attached as Appendix B is a compilation of the survey
results.

The Mission & Vision sub-team spent numerous hours preparing, reviewing and discussing all
aspects of the survey, as the first step in developing a mission statement for Redeemer. Because
Redeemer’s mission statement is larger than the Transition Team a decision was made, through
discussions with Council, to appoint a separate congregational team to review this information
and draft a mission statement. This key work will commence soon after delivery of this Report.

Key Thoughts and Recommendations from the Mission & Vision Sub-team

As Redeemer begins the process of developing a new mission statement, the Mission & Vision
sub-team recommends the statement address the points outlined below. These points come as a
result of the in-depth congregational survey, discussion and collaboration with the other sub-
teams of the Transition Team, and the analysis of all gathered data by the Mission & Vision sub-
team.

« The mission of Redeemer needs to be clear and easy to understand for members and non-
members alike. Members of our congregation have difficulty expressing what the
church’s mission and vision is and how that connects them to the church. The current
mission statement is lengthy, very formal and hard to interpret. Simple, straightforward
language will be key in making the mission of Redeemer clear and easily communicated
to members and non-members alike.

« Members of Redeemer are looking for a stronger sense of spiritual fulfillment which was
made clear by the comment, “What | want from a church is to feed my soul.” Providing a
feeling of inspiration based on God’s word will become an important component of
Redeemer’s future and for a more complete connection with its members.

« The message received from scripture should connect the dots to the modern life of the
church and its members today. Use the words of God to help guide members toward a
clear and relevant path to take on their daily journey of faith.

« Redeemer should make it clear to all members that everyone has opportunities to serve
God through church-related activities. A concerted effort should be made to communicate
that the church values its members and what they have to offer. Empower them to share
their talents and show support for their efforts.



« Redeemer appears to currently be more inwardly focused versus having a stronger focus
on the broader community outside the church walls. Finding ways for Redeemer
members to strengthen connections internally will result in strengthening current
membership identity, allowing for better articulation of Redeemer’s unique
characteristics to the community. The strengthening of the congregation’s outward focus
will happen only when members feel passionately about their own satisfaction / energy /
spirituality as it relates to Redeemer.

« When it comes to identifying desirable characteristics of a Pastor, the survey revealed a
few traits that appear to be what the congregation is looking for. The top five traits were
(please see survey questionnaire in Appendix A for full descriptions of characteristics):

Minister of the Word/Teacher
Friend/Fellow Traveler
Social Relevancy
Celebrant/worship Leader
Spiritual Guide

O O0O0OO0O0

We want to emphasize that these are the traits respondents “want” from a new Pastor. We
advise the call committee to use this information together with what they feel Redeemer
“needs” from a new Pastor when they establish criteria for candidates interviewing for
the position.

The Mission & Vision sub-team based these six points on the significant and substantial data
obtained through the survey. We encourage everyone to review and become familiar with the
survey results. The Mission & Vision sub-team believes this is an exciting time of opportunity
for Redeemer.

There is a strong understanding of the strengths and weaknesses that need to be addressed, the
church will soon have new leadership as a new minister is called, and lay church leaders are
embracing the chance to look at things a little differently. A sense of excitement and opportunity
should surround all of these efforts because energy and excitement is often more easily felt than
verbally communicated.

It all starts by having a mission and direction that clearly and easily defines the path the church is
hoping to take, and how God and members of Redeemer can work together to serve Redeemer’s
mission.

B. Congregation & Community Sub-team (Connee Larsen, Clint Meyer, Lou Ann Putney &
Jay Byers)

The role of the Congregation & Community sub-team was to examine the congregation’s
demographics, history and identity, as well as look for community trends and needs. For
purposes of this Report, “community” means the general area of central Warren County
including, of course, Indianola. The work of this sub-team began with a study of our
congregation, by looking at the age and gender demographics from Power Church (the software
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system used by Redeemer’s office staff and financial secretary to maintain church records). A
graph was generated from this congregational membership data (see Appendix C). Redeemer
currently has just over 900 baptized members. During 2010, our average weekend attendance
was 212. Two to three years ago we were averaging 250. As the graph shows, our congregation
shows peaks at the ages between 20-24 and between 50-54. We also have a fairly large number
at the middle school / high school age levels.

Next, members of the sub-team selected leaders from the community of Indianola to interview in
order to get a snapshot of how Redeemer is viewed from the outside, and to learn about
community needs. Leaders chosen included the Mayor, a former State Representative, a county
supervisor, a dean from Simpson College, the newspaper editor, the school district
superintendent, and another Pastor from the community. We asked each person the same three
questions:

1) What impressions, if any, do you have of our congregation?
2) What trends and challenges are you seeing in our community today?
3) What unmet needs do you see in our community?

The Congregation & Community sub-team identified the following themes from the interviews:

Impressions:

« Redeemer is a nice, friendly, traditional congregation that appears to be focused inward
and does not have much of a corporate/community identity.

« Redeemer is not recognized or known as having a signature ministry.

« Redeemer has a quiet community footprint.

« Redeemer’s location makes it difficult for people to know where we are.

Trends and challenges:

« People are faced with more scheduling conflicts on Sundays than in the past.

« People are searching for spiritual life, but are much busier with other things as well.

« Population is younger and faster moving.

o Church attendance for community churches in general is lower than in the past; the
notion of attending church “all the time” now means one to two Sundays per month or
less.

« Younger people are looking to be entertained and like a variety of worship styles.

Community Needs:

« Indianola struggles with its own sense of identity.

« People are looking for connections to the community.

« There are hidden stressors in our community that include rising poverty rates, declining
incomes, and higher unemployment rates, all of which create a need for a bigger
community role and opportunities for local church congregations.

« Indianola needs more dynamic, active clergy that play a larger active role in the
community beyond their congregations.

« Mainstream congregations, as a whole, need to do something different because they are
losing active members... which is the case nationally as well as in Indianola.



Finally, we generated a Ministry Area Profile from the Percept Group which provided us with
demographic information for the community of Indianola and Warren County. Included in the
profile report was information about religious beliefs, concerns, attitudes, preferences, and
behaviors of the people in our designated area. Percept's demographic and ethographic
information comes from three sources: U.S. Census Bureau, Claritas, and their own proprietary
national Ethos Survey Series (see Appendix D).

The data reported fell into the following four categories:

People and Places: Currently there are 21,539 people living in the area we defined as the
study area for our report. The population is dispersed within the targeted area. Between 2010
and 2015 the population of the area is projected to increase by 6.1% or 1,307 people.

Faces of Diversity: 57.4% of area families follow a Middle American lifestyle. The
racial/ethnic diversity in the targeted area is very low; however the Hispanics/Latinos group
is expected to be the fastest growing group increasing by 21.4% between 2010 and 2015.
67% of our population is below 50 years of age. Millenials (age 9-28) make up 30.1% of the
area’s population. Area family structures are described as somewhat traditional based on the
above average presence of married persons and two-parent families. Based on the numbers of
years of education completed, the area’s overall education level is rated somewhat high;
90.8% of the population aged 25 and over has graduated from high school, and college
graduates account for 23.7%.

Community Issues: Household concerns in our community fit into an overall category called
Hopes and Dreams. These include concerns about divorce, retirement opportunities,
satisfying jobs/careers, alcohol/drug abuse, parenting skills, and time for recreation/leisure.
Our target area scores at a very low level for community stress. Our area is well below
average in the characteristics that present challenges to communities, such as households
below poverty line, single mother households, or the inability to provide basic needs such as
food, housing and jobs. Our community’s potential resistance to change is likely to be about
average.

Faith Preferences: Likely faith involvement and preference for historic Christian religious
affiliations is somewhat high for our community, as 87.3% of the households are likely to
express a preference for some particular religious tradition or affiliation. The giving potential
for our area can be described as about average, based upon the average household income of
$67,577. Based upon likely worship, music, and architectural style preferences in our area,
church styles preferred are somewhat contemporary. General church program preferences in
our area that exceed national averages include sports and camping programs, marriage
enrichment opportunities, active retirement programs, and family activities. These programs
fall into the overall category related to recreation.

This Percept data gives us information about our community at-large that, when compared to our
congregational survey, may help us in determining programming choices.



Key Thoughts and Recommendations from the Congregation & Community Sub-team
We have divided our thoughts into three categories, but they are closely interrelated.

Service Ministry Needs-External/Internal: There are needs in our local community, as well as
needs in the global community, that we could address to expand our external ministry.
Indianola community leaders identified an increase in poverty rates and declining incomes,
as well as the need for more assistance to the homeless and a desire for a women’s shelter in
the area. We need to develop a focus or “theme” for our congregational outreach -
something we can be known for so when asked,” What is your congregation’s focus?” we
will actually have an answer.

Internally, we need to look to adding the type of programs that address areas of need for our
members. We will need to look at the hopes and dreams of this congregation as we plan for
the future. If we want to grow our young working family sector of the congregation, we need
to include more family-related programming that includes the “recreation” factor that is seen
as a desire in our community. If we want to keep the young adults, which include our high
school and 20-24 year-old age groups, we need to have activities that keep them energized.
Our faith formation groups seem to be doing a good job with the middle school youth, and
we hope this continues to be the case and can be expanded. Also, as our biggest age group of
50-54 year-olds ages, we need to have more retirement types of activities available.

Identity/Visibility/Image: We believe an active public relations campaign is needed to make
our congregation more visible to the community — we need to tell our story. This could
include more publicity through newspaper advertising or articles related to activities going on
at Redeemer. Our Website has been updated and this will be a positive as long as it is kept
current. Possible future upgrades should also include Facebook or the use of other social
media. Due to our hidden location we feel the current signage on the highway needs to be
improved. Another way we can become more visible is to have more active clergy, staff,
church leadership, and members that are involved in community projects beyond our
congregation.

Growth: First, we need to determine our desire for numerical growth. The Percept report
indicates expected moderate population growth for our community. We need to determine
how our congregation will grow with new membership and how it might experience re-
growth by reenergizing currently inactive members. In addition, we might want to create a
team to interview people who have become inactive or who have left the church, to both
demonstrate our care for them, and to determine areas of concern to be addressed.

There are indicators in the Percept report and in the congregational survey results that
demonstrate people in our community (including many at Redeemer) are interested in
programming that enhances their quality of life. We need to consider what congregational
and community needs we can meet through growth in the types of programs we offer or the
services that we provide. Once again, we need to match our programming to the age groups
of members we hope to serve. More energy and engagement for teens and young adults,



more young family activities and recreation opportunities, more community outreach to help
with visibility, and a plan for the current and future retirees.

C. Staff & Structure Sub-team (Carla Elliot, Diane Marshall, Kari Borlaug & James Smith)

The Staff & Structure sub-team evaluated the current staffing pattern of Redeemer (Pastors, paid
staff, church governance and use of volunteers), in order to analyze how these relate to the
ministry of the laity and the overall organization of the congregation.

Research & Data

The first task of the Staff & Structure sub-team was to create a survey for staff and Pastors to
complete. At the time of this survey, the paid staff positions included the organist, choir
director(s), accompanists, custodial and office positions. The survey was mailed out Jan 14,
2011 with a Feb 1, 2011 deadline. Face to face interviews by our sub-team followed up the
written survey, to provide a different avenue for communication with staff. The confidential face
to face interviews were conducted Feb 8th-10™.

The second action item was to reach out to similarly sized congregations in the SE Synod.
Congregations shared their experience, thoughts and lessons learned on the topics such as their
current structure and how they arrived at it: staffing solutions: challenges with leadership; and
voids in volunteerism. We contacted the following congregations:

e First Lutheran —Maquoketa, 1A

e St. Marks- Davenport, I1A

e Elvira Zion- Clinton, 1A

e Gloria Dei- lowa City, 1A

e St. Paul- Anamosa, IA

e Trinity Lutheran- Marshalltown, 1A
e Faith Lutheran- Marion, 1A

Both of these exercises provided valid, helpful and relevant information for us to analyze,
compare and contrast. We found that the churches had one thing in common; there are no
commonalities. Each church is its own unique creation with unique staff and structure
arrangements that work for them. There were churches with a two Pastor structure that had a
mix of paid and lay staff. Some congregations had a thriving volunteer base and others were
struggling. There are several churches that have opted to go with one Pastor and supplement
with additional full-time staff positions. Seeing the spectrum of solutions provided us with a
sense of confidence knowing that there were no wrong answers, we just have to find the
optimum balance for Redeemer.



Themes

In an effort to encompass the feedback we received over the past 6 months, we grouped together
consolidated themes that emerged from the cumulative research and gathering effort. These
themes or key considerations serve as the foundation for the recommendations that follow:

« Communication, communication, communication: Provide in multiple formats so
members can utilize the medium that works best for them, make it timely, relevant, and
clear.

o Clarity: Clarity keeps people attentive and motivated, it helps them focus and execute.
Clarity mobilizes energy and talent. Redeemer must take the necessary steps to define our
purpose, expectations, functions, operational processes and policies.

« Streamline the decision making process: This is necessary in order to be nimble,
forward-moving and flexible. We want to be able to capitalize on the flow of creative
ideas and energy that we fully anticipate will happen as Redeemer enters a new era.

o Develop and implement a plan for leadership & volunteers: “A changing of the guard” is
needed along with cultivating broader and deeper involvement from the congregation.
Identify and equip new leaders and lay people from our pool of untapped yet talented
members.

« Implement continuity plans: Develop and implement a clear and distinct plan for the on-
boarding and off-boarding process so that members will be more willing to commit and
serve. Many times a labor of love turns into a burden because no one is willing to take
over the reins, thus vibrant and energetic ministries wilt and die. Implementation of
continuity plans within the ministry teams and committees should drastically reduce the
attrition that has plagued them for the past several years.

« Simplify and empower: New ideas and visions that have been thoughtfully researched
and vetted need to be acted on. Instill an environment where trying new ideas and
programs are encouraged and accepted. Where would the world be today if the inventors
of electricity, vaccinations, automobiles, or the internet gave up after their first try?

Governance vs. Ministry

Based on Dan Hotchkiss’s Governance & Ministry book, we took a strong look at the roles of
Council, paid and lay leadership, and of the various ministry teams and committees. The goal of
this review is to separate the functions of different bodies within Redeemer into the roles for
which they are each best suited (Council = Governance, and Ministry Teams = Ministry!).
While this sounds simple and makes complete sense, this is not how Redeemer has actually
functioned.




The key is to establish an organizational structure that assists in fulfilling Redeemer’s mission.
First, we need the Council to focus on governing (things like policies, long-term planning and
goal-setting; asking questions such as: are we on the right path, are we meeting our goals?). We
(and Council itself) want to avoid Council spending time on the micro-details of Redeemer’s life,
and instead Redeemer needs to look to Council for visioning leadership and guidance, and to
ensure Redeemer is serving its mission statement.

Next, the ministry teams should be given the power, budget and confidence to proceed with their
work, and meet their ministry goals. Instead of monthly reports to Council, the ministry teams
will interface with Council in a different manner: goal setting and review of resources necessary
to help meet those goals; then, the ministry team is off to do its work. The point with the
Governance vs. Ministry discussion is to allow each part of Redeemer to focus on what it does
best, all with the end goal of moving down our mission statement path. This approach is new for
Redeemer and will not be implemented overnight. Instead, we will need to empower several
leaders, both paid staff and lay, to move Redeemer in this direction.

Key Thoughts and Recommendations from the Staff & Structure Sub-team

In consideration and in conjunction with the findings of the Congregation & Community and the
Mission & Vision sub-teams, we respectfully submit the following recommendations.

Council

The recommended changes for the church Council are based on the consistent feedback that
the decision-making process needs to be streamlined and more fluid and flexible. The
proposed Council structure is mapped below. We recommend this shift so the main focus of
council is governance of the church and long-range planning. Governance includes matters
dealing with policy, fiduciary responsibility, risk mitigation and property. Long-range
planning and strategic visioning are the other core areas of focus for the Council.

The existing Council positions and term limits should remain in place, as well as the current
succession plan. We recommend that two at-large Council positions be added, and that these
new at-large seats carry a two year, staggered commitment, with no automatic movement
into a Council office (such as Vice-President or President). We feel that establishing the at-
large positions in this manner will be more appealing to those who may be interested in
serving on council, yet are not interested in taking on a larger/longer commitment or in
serving as an officer of Council. The at-large seats will serve as general representation of the
congregation.
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Lead Pastor Pastor

Committees

The committees serve a specific function which is to assist the Council with governance and
property matters. We recommend they be separated from the ministry teams. The
committees will report directly to the Council. We recommend the Audit /Finance, Property,
and Personnel committees establish continuous term limits with a minimum of two years.
The ending terms need to alternate years and each committee should have a minimum of 3
representatives. We also recommend that due to the nature of the work that the named
committees report to Council on a quarterly basis and meet quarterly at a minimum. The
nominating and constitution committees should take direction from the Council on meeting
and reporting frequency.

Committecs
*Constitution
=sudit/Finance
*Nominating
*Property
*Personnel

SrafF Shooo: T

Minismy

Parmngrship

Ministry Teams

The staff and structure sub-team recommends that each ministry team chair actively manage
their budget (this is actually the case now, but we are putting emphasis on this to drive home
the point that ministry teams do not need to ask Council for approval of spending each
month, they are EMPOWERED to do their work, within the confines of their annual budget).
Each ministry team should establish a leadership succession plan with term limits for chair
positions. To the extent not in place now, a manual should be developed and maintained
that includes items such as:

e A statement of ministry; a description of the team’s purpose which ties into the over-
arching mission and vision statement.

e Alist of services and programs the team administers and oversees.

e Time commitment and expectations. Ideally each ministry team needs to meet on a
regular basis in order to remain active and viable. Monthly written reports will be
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submitted to Council and posted to the website. One consideration is to have the ministry
teams attend a Council meeting bi-annually or quarterly to discuss (not just report!)
ministry team successes or challenges, their role in serving Redeemer’s mission, and their
progress towards established goals. The value of doing this is to maintain a sense of face
to face interaction and dialog with the Council, to establish the expectation that ministry
teams work towards goals and always with Redeemer’s mission in mind.

Pastoral Structure

The Staff & Structure sub-team recommends the Pastoral positions are looked to for direction
in the day to day matters of Redeemer; including but not limited to areas concerning
operations, administration and organization of the church. This will be a mindset change for
many at Redeemer. We have not necessarily looked to or wanted Pastoral input in these
areas previously. This cultural shift will allow us to tap into the training and expertise our
Pastors have in these areas. Our sub-team believes strongly that this is a logical move, that
the Pastors be given this responsibility, as they are at the central hub of activity each day. In
addition they often, more than others, have to deal with the consequences of decisions.

Thought and consideration was given to the possibility of moving to a one Pastor
arrangement and supplementing with full-time staff positions. However, we felt that moving
in this direction without first utilizing our existing talents and implementing the proposed
structural changes would be a step back. Instead, we suggest that Council adopt a policy that
any future Pastoral changes begin with a 3-month time period where the current structure,
both clergy and staff, goes through a needs assessment, before issuing a new Call.

At this time, the Lead Pastor / Pastor arrangement is being recommended. This particular
structure is needed in order to establish a hierarchy and head of staff. In our interviews it
was made clear that a concern exists about who is really in charge. Direct reporting and
staff supervision duties will be divided between the two Pastors with the Lead Pastor as head
of staff. We feel this arrangement will alleviate confusion, and provide a clear reporting
chain for staff. Also, note the term “Associate” is no longer used with respect to the second
Pastor; we suggest that Redeemer utilize a Lead Pastor and a Pastor.

As is now the case, both Pastors will sit on council and vote. We recommend eliminating the
liaison positions and instead having the Pastors work directly with the ministry teams in a
consultant capacity (both in helping identify members to serve, in educating the teams, and in
helping the teams find the necessary resources for their work). This includes serving as a
resource and guide for the ministry teams to draw on as needed. Specifically, we look to the
Pastors to assist with and develop networking, planning and execution skill sets. We do not
look to or expect the Pastors to dictate decisions or call the shots within the ministry teams;
the team chairs are expected to be responsible for delivery of quality programs and services.
However, as ministry teams do their ministry work, they need to ask for and receive as much
input from our Pastors as possible.

With the increased direct involvement of the Pastors, communication between the ministry

teams and the Council will be enhanced. Even though the chairpersons will be expected to
communicate directly to the Council (via submission of monthly reports and attendance at
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quarterly or semi-annual meetings), the Pastors will also assist the teams with matching
programs and services to the visionary goals developed by Council. While some may
perceive these expectations as a significant increase in the Pastors’ workload, the connections
made while working with members should assist the Pastor in meeting the spiritual needs of
the congregation. We acknowledge that the structure recommendations being laid out are
going to be a significant cultural change for many at Redeemer — we did not arrive at these
recommendations lightly, but truly believe they provide the necessary framework for the
future of Redeemer.

We see the Pastors playing a key role in building the necessary infrastructure during the
transition period that will ensue. A key part of this infrastructure is leadership training. We
will look to the Pastors to facilitate, with Council, the first rounds of leadership training. As
the leadership roster becomes deeper we can expect current leaders to train and mentor the
future leaders. With this new model, the Pastors and ministry teams will share the
responsibility and accountability for the success (or failure) of a program ministry.

Staff

The goal of the recommendations made by the Staff & Structure sub-team is to fully support
the ministry teams, the Pastors (with their new responsibilities), and our congregation as we
live out the word of God. In addition to the existing staff positions we recommend the
following staff additions in order of priority (realizing that staff additions will be a phased-in
task, over the course of several months to a couple of years).

Building Manager. The time estimated for this position is approximately 10 hours per week.
This staff position would have a dual reporting relationship to the property committee chair
and to the head of staff (Lead Pastor). The responsibilities of the building manager will
include:

e Oversee the custodial staff and any vendors the church works with
e Track and schedule routine maintenance, safety and security inspections
e Develop & maintain emergency & disaster recovery plans

e Inventory & track all church equipment & property, noting state of condition and
planning out future replacement needs

e Organizing, scheduling or performing grounds maintenance and upkeep (this position is
not expected to personally undertake all maintenance, but to schedule volunteers and
manage the process of keeping Redeemer looking good)

e Coordinate with office staff on events and room rentals, including room configuration
set-up & equipment needs

e Other duties yet to be defined
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Bookkeeping & Payroll. We recommend that these financial duties be outsourced to a local
business that has the expertise, software, and systems back up required. We feel that trying
to keep this in house would open Redeemer to unnecessary risk and liability.

Christian Education Team. Our first recommendation for this ministry work is to form a
team to define and build out the education and curriculum for Christian education for all
ages. The team can then sub-divide into specialized groups for children (pre-school through
grade 5), youth/middle school (grades 6 through 8), high school, and adult. Bringing
together a team of interested members will ensure that Christian education is offered, using a
focused plan, to all members of Redeemer.

Redeemer needs to focus and execute on youth and high school ministry. We realize that
under Pastor Carrie’s leadership, planning for youth and high school ministry is moving
forward. We encourage full support for this work, including budgets, such that the leaders
involved can develop and implement a fresh, exciting and successful youth and high school
ministry program.

Looking to the future we anticipate a need for a part time Christian Education Coordinator.
This person would work with in conjunction with all of the various education ministry teams,
and the gift’s ministry coordinator, to ensure a consistent delivery of curriculum and service
of Christian education across all age spectrums.

Gifts Ministry Coordinator. Estimated time of 5 hours per week. As the Gifts Ministry team
develops the structure and operational details of the newly formed Gifts Ministry program we
see the need for a part-time position to maintain the program from an operational aspect, to
support the program’s continued growth and success. This staff position will pick up where
the initial launch leaves off.

Communication & Marketing. Our last recommendation is not (initially at least) for a paid
staff position but rather the creation of a specialized team. We would like to see a group of
members with expertise and experience in communication and marketing come together and
develop a Communication and Marketing plan for Redeemer. This effort should encompass
the internal and external components detailed by the Congregation & Community Sub-team
findings, to include but not be limited to, building out and maintaining the redesigned church
website, utilizing social media, creating a presence within the community, and perhaps a
renewed look and feel for the Parish Visitor. The team will also create a process in which
the Council, the Pastors, the ministry teams, and the staff can easily plug into, so materials
are frequently updated with current information. The end result will be a congregation and a
community that receives timely, accurate, consistent and helpful communication, deployed
via numerous channels.

Given the above structural recommendations, the following is the revised Council and reporting
structure suggested by the Transition Team (please compare to the existing structure, found at
Appendix E):
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Proposed Council Structure

President V.P Past President Secretary Treasurer At Large At Large

/ Lead Pastor New Staff

Committees A *Building Manager
*Constitution *Gifts Ministry Coordinator
*Audit/Finance
*Nominating \ Existing Staff
*Property ? 1 T »Office Administrator
'perso";';'ef'fs ) «Office Assistant
*Staff Suppor .
*Ministry -Org?nls.t
Partership *Choir Directors
sAccompanist
eCustodians
Ministry Teams Ministry Teams
Ministry Teams ‘ ‘ Ministry Teams Ministry Teams

V. Conclusion

The work of the Transition Team was both exciting and challenging, as we learned a great deal
about Redeemer and options for moving forward. We are grateful for this self-study opportunity,
and for being given the time and resources to complete our task.

We are hopeful that this Report is received, discussed and debated by the congregation in an
open manner, as a new vision is created for Redeemer. The Transition Team truly views this as
an opportunity, and we look forward to addressing questions and assisting the congregation and
Council as Redeemer takes its next steps in service to Christ. We will certainly face challenges
and obstacles, but your Transition Team believes that the members of Redeemer can and will rise
to meet these challenges, to ensure a bright future for Redeemer.

To bolster us all as we prepare for the change gathering on the horizon, we offer a quote from
Peter Steinke, author of Healthy Congregations. ““Healthy Congregations are not to be viewed as
a destination or a state. A healthy congregation is a journey, a continuous process that is
dynamic, ever-changing with ebbs and flows.”

We look forward to future discussions, continuous improvements, and our collective service to
God and to each other.
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An effective effort was made to instruct me in Redeemer’s mission.
Strongly agree 1 2 3 4 5 Strongly Disagree
I have a strong sense of belonging to this congregation.

Strongly agree 1 2 3 4 5 Strongly Disagree
Being at Redeemer has made a difference in my spiritual life.

Strongly agree 1 2 3 4 5 Strongly Disagree
I have confidence in the leadership of the SE lowa Synod.

Strongly agree 1 2 3 4 5 Strongly Disagree

SIZE/MEMBER RETENTION AND GROWTH

How important to you is membership growth at Redeemer?
Very important
Somewhat important

Not at all important

How well do these statements describe your feelings about the current membership size
of Redeemer? A “1” means it describes your feelings very well. A “5” means it does not
describe your feelings at all well. You can also use all numbers in between.

I'd like Redeemer to stay the same size as it is now.

Describes my feelings 1 2 3 4 5 Does not describe my
very well feelings at all well

I'd like Redeemer to grow a little (for example, 20 new members per year) in the
next five years

Describes my feelings 1 2 3 4 5 Does not describe my
very well feelings at all well

I'd like Redeemer to grow a lot (for example, 75 new members per year) in the
next five years

Describes my feelings 1 2 3 4 5 Does not describe my
very well feelings at all well
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E. Engaging in acts of charity and service to persons in need
_____ Needs more emphasis

_____ Generally satisfied

____ Very satisfied

_____Receives too much emphasis

Unaware

F. Encouraging members to act on the relationship of the Christian faith to social,
political, and economic issues

__ Needs more emphasis

_____ Generally satisfied

__ Very satisfied

____ Receives too much emphasis

_____Unaware

G. Providing a caring ministry for the sick, shut-ins and the bereaved
_____ Needs more emphasis

_____ Generally satisfied

____ Very satisfied

_____Receives too much emphasis

Unaware

H. Providing fellowship opportunities for members
_____ Needs more emphasis

_____ Generally satisfied

____ Very satisfied

_____Receives too much emphasis

Unaware

I. Helping members understand their use of money, time and talents as
expressions of Christian stewardship

_____Needs more emphasis

_____ Generally satisfied

____ Very satisfied

_____Receives too much emphasis

Unaware
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J. Supporting the global mission of the church/denomination
____ Needs more emphasis

_____ Generally satisfied

____ Very satisfied

_____Receives too much emphasis

Unaware

K. Participating in activities and programs with other local religious groups
____ Needs more emphasis

_____ Generally satisfied

____ Very satisfied

_____Receives too much emphasis

Unaware

Overall, which ONE program does Redeemer do best?

A B C D E F G H J K

For the sake of your own personal involvement at Redeemer, which ONE program
would you most like to see strengthened?

A B C D E F G H I J K

Is there a program/ministry you'd like to see started that currently does not exist
at Redeemer? Please list.
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FINANCIAL

How much do you agree with the following statement about Redeemer Lutheran’s
finances? Please rate your level of agreement or disagreement with the following
statements from your perspective as an individual about financial information at
Redeemer. A “1” means you strongly agree with the statement. A “5” means you strongly
disagree with the statement. You can also use all numbers in between.

| feel informed about the financial decisions of the church.

Strongly agree 1 2 3 4 5 Strongly Disagree

I have confidence in the administration of the finances at Redeemer.

Strongly agree 1 2 3 4 5 Strongly Disagree

| understand the financial obligations and how my contributions support them.

Strongly agree 1 2 3 4 5 Strongly Disagree
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Finally, thinking about Redeemer Lutheran Church overall, please choose FIVE of the
adjectives listed below that you feel best describe Redeemer. If you choose a word
where there is a choice of “P” or “N” following it, please choose “P” if your interpretation
of this word is positive or “N” if it is negative as it applies to Redeemer. We encourage
you to consider all your feelings and respond candidly. Again, your answers are
completely anonymous.

Engaging Slow

Traditional - P/ N Inspirational
Accepting Boring
Progressive Hopeful

Fun Set in its ways
Relevant Depressed
Judgmental Ritualistic— P/ N
Vibrant Energetic
Stagnant Unassuming
Stable Stuffy

Please use the space below to write any additional thoughts or comments you'd like to
share with the committee about the mission and vision of Redeemer.

Thank you very much for thoughtfully completing this survey.
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Redeemer Age and Gender Distribution
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P1: How many people live in the defined study area?

Currently, there are 21,539 persons residing in the defined study area. This
represents an increase of 4,629 or 27.4% since 1990. During the same period
of time, the U.S. as a whole grew by 23.3%. (see maP page 4

P2: Is the population in this area projected to grow?

Yes, between 2010 and 2015, the population is projected to increase by 6.1%
or 1,307 additional persons. During the same period, the U.S. population is
projected to grow by 5.1%. (see MaP page )

P3: How spread out is the population in the study area?

In the study area, the top three quarters of the population resides in
approximately 50% of the geographical area. In the U.S. as a whole and in the
average community, the top 75% of the population resides in just 25% of the
populated geographical area. In comparison, the study area population is
highly dispersed within the overall area.

P4: What is the overall level of diversity in the area?

Based upon the number of different lifestyle and racial/ethnic groups in the
area, the overall diversity in the study area can be described as somewhat
high. See D1 and D2 below.

1990 2000 2010 2015
Census Census Update Projection
Study Area 16,910 19,310 21,539 22,846
Actual Actual PROJECTED
Change From Change From Change From
1990 to 2000 2000 to 2010 2010 to 2015
Study Area 14% 12% 6%
U.S. AVERAGE 13% 9% 5%

P5: How dynamic is the study area?
As the population density and overall diversity in an area increase, the
environment becomes more complex and challenging. Given these
factors, the study area dynamic level can be described as about

average.

Faces of Diversity Detail

D1: How much lifestyle diversity is represented?

The lifestyle diversity in the area is extremely high with a considerable 26 of
the 50 U.S. Lifestyles segments represented. Of the six major segment
groupings, the largest is referred to as Middle American Families which
accounts for 57.4% of the households in the area. The tOF individual segment
is Established Country Families representing 19.1% of all households. (see map
pages 13 and 14)

D2 &703: How do racial or ethnic groups contribute to diversity in this
area:

Based upon the total number of different groups present, the racial/ethnic
diversity in the area is very low. Among individual groups, Anglos represent
96.6% of the population and all other racial/ethnic groups make up just 3.4%
which is well below the national average of 35%. The largest of these groups,
Hispanics/Latinos, accounts for 1.1% of the total population. Hispanics/Latinos
are also projected to be the fastest growing group increasing by 21.4%
between 2010 and 2015. (see MAP pages 4 and 7)

D4: What are the major generational groups represented?

The most significant group in terms of numbers and comparison to national
averages is Millenials (age 9 to 28) who make up 30.1% of the total population
in the area compared to 27.5% of the U.S. population as a whole. (see map page 4)
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U.S. Lifestyles
Group

Study Area
U.S. AVERAGE

Population By
Race/Ethnicity
Study Area
U.S. AVERAGE

Population By
Generation

Study Area
U.S. AVERAGE

Sources: Percept, Census Bureau, Claritas

Middle Ethnic &
Affluent American Youngand Rural Urban
Families = Families Coming = Families Senior Life Diversity
10% 57% 13% 8% 10% 1%
15% 31% 15% 13% 7% 18%
African- Native Am.
Anglo American | Hispanic Asian and Other
97% 1% 1% 1% 1%
65% 12% 16% 4% 3%
GenZ  Millenials Survivors Boomers ~ Silents  Builders
Oto8 9t028 29t049 50t067 68t085 86&up
10% | 30% 21% 21% 10% 2%
12% 21% 29% 21% 9% 2%
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- . Population By
D5: Overall, how traditional are the family structures? Marital Status (15 Single _ _ _
The area can be described as somewhat traditional due to the above average and older) (nevermarried)  Divorced or Widowed Married
presence of married persons and two-parent families. (see map page 6) Study Area 24% 15% 61%
U.S. AVERAGE 21% 16% 57%

D6: How educated are the adults? Households with
Based upon the number of years completed and college enroliment, the Children by _ } _
overall education level in the area is somewhat high. While 90.8% of the Marital Status ~ Single Mothers Single Fathers Married Couples
population aged 25 and over have graduated from high school as compared to Studly Area 17% 5% 76%
the national average of 80.4%, college graduates account for 23.7% of those US. AVERAGE P o 60
over 25 in the area versus 24.4% in the U.S. (see MAP page 8) = ° o o

Adult Population

ByEducation  Lessthan High Some College Post

Completed  High School  School College  Graduate = Graduate
Study Area 9% 39% 28% 17% 7%

US. AVERAGE 20% 29% 21% 16% 9%
C1: Which household concerns are unusually high in the area?
Concerns which are likely to exceed the national average include: Divorce, pr'.!:n';ﬁhé:::f::r'ns Family | Community Hopesand  Spiritual
Parenting Skills and Time for Recreation/Leisure. As an overall category,
concerns related to Hopes & Dreams are the most significant based upon the Study Area 24% 12% 14% 33% 15%
total number of households and comparison to national averages. (see M page 16) U.S. AVERAGE 24% 1% 16% 30% 15%
G2: What is the overall community stress level in the area? " l-rl]mfge» A o
Conditions which can contribute to placing an area at risk (particularly, the Regionally L o it . . MR
children) are at an overall very low level. This is evidenced Ey noting that on Indexed Stress Sgl'ds L o G G i

SVl h LY ow | Children:  High  Concerns: Concerns: Commu-
the whole the area is significantly below average in the characteristics known ' Conditions (RISC) Poverty  Single  School  The Family nity

t% C?”t”blﬁte to cr(])_mlgwurlwqity ?aqbllems shuch aﬁ hlguse‘hﬁlds _bellow poxerty Iige, ($15,000) Mothers Dropouts Basics  Problems = Problems
adults without a high school diploma, households with a single mother an

unusually high concern about Issues such as community problems, family SILL A 8% 17% 9% 2% | 12% | 14%
problems, and/or basic necessities such as food, housing and jobs. (see map pages U.S. AVERAGE 12% 23% 20% 2% 1% 16%
5,6,8, 9 and 16)

C3: How much overall resistance to change is likely in the area? Population By Age Overall Lifestyle and
Based upon the assumption that as a group of people become older and more and Diversity Average Age Racial/Ethnic Diversity
diverse the potential for resistance to change becomes more significant, the Study Area 385 6

area’s potential resistance is likely to be about average. (see Map pages 45, 13-14) US AVERAGE 75 5
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Faith Preferences Detail

F1: What is the likely faith receptivity?

Overall, the likely faith involvement level and preference for historic Christian
religious affiliations is somewhat high when compared to national averages. e
MAP page 15)

F2: What is the likely giving potential in the area?

Based upon the average household income of $67,577 per year and the likely
contribution behavior in the area, the overall religious giving potential can be
described as about average. (see Map page 4and 17)

F3: Do households prefer an overall church style which is more
traditional or contemporary?

Based upon likely worship, music and architectural style preferences in the
area, the overall church style preference can be described as somewhat
CoNteEMPOrary. (see COMPASS pages 3and 4)

F4: Which general church programs or services are most likely to he
preferred in the area?

Church program preferences which are likely to exceed the national average
include: Sports and/or Camping Programs, Marriage Enrichment
Opportunities, Active Retirement Programs and Family Activities. As an overall
category, programs related to Recreation are the most significant based upon
total number of households and comparison to national averages. (see compass
page 2)

F5: How likely are people to have some religious preference?

In the study area, 87.3% of the households are likely to express a preference
for some particular religious tradition or affiliation, somewhat above the
national average of 85.1%. (see MAP page 15)

© 2010, Percept Group, Inc. www.perceptgroup.com

Households By
Faith Involvement
Level Not Involved Somewhat Involved | Strongly Involved
Study Area 29% 34% 37%
U.S. AVERAGE 35% 30% 35%
Households By
Religious Giving Average Annual Households Contributing More
Potential Household Income Than $500 per Year to Churches
Study Area $67,577 31%
U.S. AVERAGE $69,376 31%
Archi- Archi-
Households By Worship: | Music: | tecture: | Worship: | Music: | tecture:
Church Styles Tradi- Tradi- Tradi- | Contem- | Contem- | Contem-
Preferences tional tional tional porary | porary | porary
Study Area 21% 24% 2% 21% 22% 17%
U.S. AVERAGE 20% 24% 21% 26% 20% 16%
Households By
Church Program
Preference Spiritual Personal Community/
Category Development | Development | Social Services |  Recreation
Study Area 24% 10% 20% 39%
U.S. AVERAGE 25% 10% 20% 38%
Households By
Religious Non-“Historic “Historic Christian”
Preference No Preference Christian” Groups Groups
Study Area 13% 3% 84%
U.S. AVERAGE 15% 8% 7%
v20.1a Page 6
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APPENDIX E

Existing Organizational Structure
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APPENDIX F

Reference Materials and Suggested Reading

The following books, articles and on-line resources were also read and taken into consideration.

Raising the Roof: The Pastoral-to-Program Size Transition by Alice Mann

What Growing Churches Do http://www.uscongregations.org/what-growing-churches-do.htm

Healthy Congregations by Peter Steinke

Governance & Ministry, by Dan Hotchkiss

More than Numbers; the Ways Churches Grow by Loren Mead.
2007 Redeemer Lutheran Karios Report

Where Does Vision Come From? Three Theories of Vision Formation-
http://www.alban.org/conversation.aspx?id=3214






