Pastoral Transitions
A Guide for Maumee Valley Presbytery congregations
It is no secret: pastoral transitions are hard on congregations.  An important relationship with someone who has been there for weddings and funerals and baptisms is dissolved, sometimes with very little notice.  What follows is often a difficult time in congregational life, as previously vibrant communities struggle to keep pulpits filled, programs active, and care provided.  Many congregations find that giving and attendance suffer between ministers, and morale often sinks as people who are already active in the life of the church take on greater responsibilities and battle burnout.  For these reasons and more, congregations may live with a certain level of anxiety about a dreaded letter, announcement, or session meeting from their pastoral leader preparing them for difficult times ahead.  
That’s the bad news, but there is good news, too.  God is still in control, Jesus Christ remains the Lord of the Church, and the Holy Spirit is known to do some of its best work in the absence of clear leaders.  On a less theological note, there is still good news: there are established ways that Presbyterian churches manage transitions.  These are rooted in nearly 400 years of best practices Presbyterians call the Book of Order and in the experience of Sessions, Presbyteries, and pastor nominating committees both near and far.  
This guide is for church leaders at various levels whose aim is successful transitions--that is to say, church leaders who are working to make inevitable changes as smooth, faithful, and anxiety-free as possible.  This may include sessions, Presbytery committees or commissions, pastor nominating committees, or other search teams.  
While this guide aims to be comprehensive, it is not exhaustive: congregations are complicated and transitions are, too.  Every policy and step listed in this document is worth prayer and discussion and, potentially, revision.  
When Jesus ascended into heaven, his disciples were confused and afraid and suffered for lack of guidance.  But when God sent the Holy Spirit to them, something new and remarkable was born: the Church.  The Holy Spirit is still leading the faithful in new ways--even in Northwest Ohio and Southeast Michigan.  May this guide be a blessing for the journey.  
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Being ready for a transition
Ministries end.  Sometimes it is because a minister pursues another opportunity inside or outside the church.  Sometimes it is time for retirement.  And sometimes, ministries end in death--of a minister or of a congregation.  While intellectually everyone understands this, fear and anxiety often prevent churches from saying aloud that their current ministry has an expiration date.  
As with any end, people and organizations that make some advanced preparations tend to face inevitabilities with less stress.  Here are some best practices that help congregations be ready for change.  
· Members should be taking advantage of presbytery training programs.  Programs certifying elders to preside at the sacrament of the Lord’s Supper or training church members to preach are offered on a regular basis. Congregations that have a solid group of people able to preach and lead in worship find themselves less exhausted finding pulpit supply or communion presiders during transitions.  
· Sessions should be producing a job description on an annual basis.  Not only will this make congregations more prepared for a potential search, it also helps current ministers understand what the congregation’s needs and goals are.  
· Sessions should consider producing a mission study every one to three years.  Mission studies are beneficial even when a congregation is not searching for new leadership, as they help a congregation understand who it is, who its neighbors are, and how it might reach them.  
· Particularly in congregations with ministers of word and sacrament, nominating committees should be nominating pastor nominating committees even when they are not immediately needed.  This allows PNCs to be activated as soon as a transition is announced, potentially shortening a search by several months.  It also reminds congregations that transitions do happen--helping anxious communities to become accustomed to the idea.  
· Sessions and Presbytery liaisons should know one another.  A Presbytery liaison is a pastor or elder assigned by the leadership commission to check in regularly with the Session.  Ideally this entails participating in at least one session meeting per year, worshipping with the congregation a few times, and checking in occasionally with the pastor.  A healthy, ongoing relationship between session and a liaison is a nice thing when there is no ministry transition in progress, and an essential one when there is.  
· Pastors and Sessions should be building congregational resilience.  In other words, they should be doing work now that keeps the congregation together in transition.  Congregations with strong deacon programs manage loss of a primary pastoral caregiver in different ways than congregations without them.  Congregations with clear ideas of their own mission and calling persist better without a pastor making these decisions for them.  Sessions confident in their role as leaders tend to flounder less when they are assigned a new moderator.  A good test of this is how a congregation manages when the pastor takes a long vacation--can they manage without outside help?  Or do they struggle the second the pastor drives away?  Congregations should be working to manage without a pastor, while they have one.  
· Everyone should be talking about what comes next.  The pastor may leave in thirty years or in thirty days.  Either way, pastors, sessions, Presbytery liaisons, Presbytery commissions, etc should be routinely asking one another “what would it mean if something major changed suddenly?”  Transitions happen, and talking about them as normal eventualities rather than crises to avoid makes them easier.  
















Ending a pastoral relationship
Breaking up is hard to do--but it helps when there is a template.  Listed here are the methods for ending a ministry relationship for each type of pastoral relationship recognized in Maumee Valley Presbytery.  
· Ending a long-term pulpit supply relationship
· Long-term pulpit supply relationships rely on a contract between a session and a pulpit supplier.  Either party may terminate the relationship in writing with a minimum of four weeks’ notice. A special meeting of the session is appropriate for this action.  
· The Presbytery liaison shall be alerted to these changes, and ordinarily will be present in a meeting where such changes are announced.  
· Any conflict beyond the ability of the session, pulpit supplier, and Presbytery liaison to resolve may result in the Presbytery’s conflict management task force being called in.  
· It is appropriate for the congregation to celebrate the ministry that is ending.  Gifts, special meals, special liturgy in worship to say goodbye--these are just a few of the ways a congregation may seek to honor a departing long-term pulpit supplier.  
· At some point, ideally before or shortly after the departure of the long-term pulpit supplier, the Presbytery liaison will help the Session schedule a meeting with the Vision Team of the Leadership Commission.  This meeting should happen before the congregation begins searching for new leadership.  

· Ending a parish associate relationship
· While a session may make provision to pay a parish associate, a parish associate is responsible to the pastor/head pastor of the congregation.  A parish associate relationship may thus be terminated in the following ways:
· By the parish associate, in writing, with at least four weeks notice.  This resignation shall be submitted to the minister to whom the parish associate is responsible, with a copy sent to the clerk of session and the Presbytery liaison for the sake of clarity.  
· By the responsible minister, in writing, with at least four weeks notice.  This termination shall be submitted to the parish associate, with a copy sent to the clerk of session and the Presbytery liaison for the sake of clarity.  
· At the departure of the responsible minister, a parish associate relationship shall be considered terminated, with the minister’s notice to session understood to be notice to the parish associate, as well.  
· The Presbytery liaison shall be alerted to these changes, and ordinarily will be present in a meeting where such changes are announced.  
· Any conflict beyond the ability of the parish associate, responsible minister, session, and Presbytery liaison to resolve may result in the Presbytery’s conflict management task force being called in.  
· It is appropriate for the congregation to celebrate the ministry that is ending.  Gifts, special meals, special liturgy in worship to say goodbye--these are just a few of the ways a congregation may seek to honor a departing parish associate.  

· Ending a Commissioned Ruling Elder relationship
· CRE ministries rely on a contract between a session and a CRE.  Either party may terminate the relationship in writing with a minimum of four weeks notice, though longer notice may be required in a contract.  Prior to making a decision, the terminating party should review the contract and discuss it with the presbytery liaison.  It is appropriate for this notice to be given in a special meeting of the session. 
· If it is the Session terminating the relationship, a departing CRE in good standing may ask the Leadership Commission to negotiate a severance package.  
· Factors to be considered when negotiating the severance package include the available resources of the church, the length of the call, and the practical, educational, medical, and other needs of the minister and their family.  
· A severance package should cease when the minister begins another call in a validated ministry. When the minister begins any other full-time employment with health benefits or part-time employment appropriate prorated adjustment in financial payments will be made.
· The Presbytery liaison shall be alerted to these changes, and ordinarily will be present in a meeting where such changes are announced. 
· Any conflict beyond the ability of the session, CRE, and Presbytery liaison to resolve may result in the Presbytery’s conflict management task force being called in. 
· It is appropriate for the congregation to celebrate the ministry that is ending.  Gifts, special meals, special liturgy in worship to say goodbye--these are just a few of the ways a congregation may seek to honor a departing CRE. 
· At some point, ideally before or shortly after the departure of the CRE, the Presbytery liaison will help the Session schedule a meeting with the Vision Team of the Leadership Commission.  This meeting should happen before the congregation begins searching for new leadership.

· Ending an Interim Minister relationship
· Unlike other positions in the scope of this document, interim minister relationships are expected by all parties involved to end in a relatively short time frame, usually not more than two years.  Ordinarily these ministries end with the completion of a mission study, the election of a pastor nominating committee, or the arrival of an installed minister, though other circumstances may intervene, requiring different arrangements.  As a contract relationship between a minister and a session, this relationship may be terminated in writing by either party with a minimum of four week’s notice.  
· If it is the Session terminating the relationship prior to an ordinary end to an interim ministry (see above), a departing interim minister in good standing may ask the Leadership Commission to negotiate a severance package.
· Factors to be considered when negotiating the severance package include the available resources of the church, the length of the call, and the practical, educational, medical, and other needs of the minister and their family.
· A severance package should cease when the minister begins another call in a validated ministry. When the minister begins any other full-time employment with health benefits or part-time employment appropriate prorated adjustment in financial payments will be made.
· The Presbytery liaison shall be alerted to these changes, and ordinarily will be present in a meeting where such changes are announced. 
· It is appropriate for the congregation to celebrate the ministry that is ending.  Gifts, special meals, special liturgy in worship to say goodbye--these are just a few of the ways a congregation may seek to honor a departing minister. 


· Ending a temporary minister relationship
· While the Presbytery does have some oversight of these ministries, temporary ministers work by contract with the session.  As such, these relationships may be terminated in writing by either party with a minimum of four week’s notice.  Prior to terminating the relationship, the terminating party shall review the contract and talk it over with the Presbytery liaison. It is appropriate for this notice to be given in a special meeting of the Session.  
· If it is the Session terminating the relationship, a departing minister in good standing may ask the Leadership Commission to negotiate a severance package.
· Factors to be considered when negotiating the severance package include the available resources of the church, the length of the call, and the practical, educational, medical, and other needs of the minister and their family.  
· A severance package should cease when the minister begins another call in a validated ministry. When the minister begins any other full-time employment with health benefits or part-time employment appropriate prorated adjustment in financial payments will be made.
· The Presbytery liaison shall be alerted to these changes, and ordinarily will be present in a meeting where such changes are announced. 
· Any conflict beyond the ability of the session, minister, and Presbytery liaison to resolve may result in the Presbytery’s conflict management task force being called in. 
· It is appropriate for the congregation to celebrate the ministry that is ending.  Gifts, special meals, special liturgy in worship to say goodbye--these are just a few of the ways a congregation may seek to honor a departing minister. 
· At some point, ideally before or shortly after the departure of the temporary minister, the Presbytery liaison will help the Session schedule a meeting with the Vision Team of the Leadership Commission.  This meeting should happen before the congregation begins searching for new leadership.

· Ending an installed minister relationship
· An installed pastoral relationship may only be dissolved by the presbytery.  Whether the installed minister, the congregation, or the presbytery initiates the proceedings for dissolution of the relationship, there shall always be a meeting of the congregation to consider the matter and to consent, or decline to consent, to the dissolution.  
· If the request for dissolution comes from an installed minister, the minister will inform the session in writing with no less than four week’s notice.  The session will then call a congregational meeting for the purpose of making a recommendation to the Presbytery regarding the dissolution.  
· If the request for dissolution comes from the congregation, the session will call a congregational meeting for the purpose of making a recommendation to the Presbytery regarding the dissolution.  
· Under extreme circumstances the Presbytery may dissolve the relationship itself, after consultation with the minister, session, and congregation.  
· If the installed minister and the congregation concur to a dissolution of the relationship, the Presbytery is likely to dissolve it, effective a certain date.  If they do not, the party that did not initiate the dissolution will make its case to the Presbytery to not dissolve the relationship.  The Presbytery will then make a decision to dissolve effective a certain date, or not to dissolve. 
· If the relationship is dissolved at the request of the congregation, the minister (if in good standing) may ask the Leadership Commission to negotiate a severance package.   
· Factors to be considered when negotiating the severance package include the available resources of the church, the length of the call, and the practical, educational, medical, and other needs of the minister and their family.  
· A severance package should cease when the minister begins another call in a validated ministry. When the minister begins any other full-time employment with health benefits or part-time employment appropriate prorated adjustment in financial payments will be made.
· It is appropriate to honor and celebrate the end of an installed ministry.  Gifts, special meals, special liturgy in worship to say goodbye--these are just a few of the ways a congregation may seek to honor a departing minister.
· At some point, ideally before or shortly after the departure of the installed minister, the Presbytery liaison will help the Session schedule a meeting with the Vision Team of the Leadership Commission.  This meeting should happen before the congregation begins searching for new leadership.

· Ending a pastor emerita/us relationship
· By the nature of this position--that is, a title bestowed upon a beloved retired minister who is no longer a participant in the life of the congregation--a pastor emerita/us relationship will ordinarily end in death.  If, for some reason, a congregation wishes to end this honor before the death of the minister (for example, in light of credible misconduct allegations unknown at the time the honor was bestowed), the Session may consult with the Leadership Commission to make wise and informed decisions.  



















Saying goodbye and maintaining good boundaries
The end of a ministry can be difficult for all involved, no matter how it ends.  Over time, a healthy ministry involves many hours spent together; some of those hours may be among the most somber and holy of a church member’s life.  After years (or even decades) living in a place where they may not have an existing network, a minister may count congregation members among their closest friends.  Over time, people who begin as strangers may seem like integral parts of life’s milestones: the minister isn’t just the officiant at a wedding, but also a welcome guest.  The pastor does more than preach a funeral; they have become a key part of the family’s support after a loss.  
Transitions in ministry change this dynamic in substantial and sometimes painful ways.  The departure of a minister involves a fracture in these relationships that all parties may find difficult to navigate.   Here some best practices--and some RULES--for maintaining healthy boundaries in a pastoral transition.  
· The end of a ministry should be marked, or even celebrated.  It is appropriate to include in worship some liturgy sending the minister on; a reception after worship is also quite acceptable.  Bigger celebrations may be in order for retirements or for the departure of a long term minister.  In instances of strained departures--particularly ones where misconduct is involved--the tone may be very different.  But even in these instances some special prayer or liturgy should be used in worship.  
· The departing minister shall avoid any contact at all for one year following the end of  the ministry.  This is complicated and difficult.  It includes any involvement with the congregation institutionally or personally; the minister should not be popping in for worship or having coffee with a church member, even if church isn’t discussed.  It may entail missing important events the minister would prefer to attend--weddings, funerals, etc. For these reasons, many ministers, especially retired ones, prefer to move some distance from the congregation they have served.  It does not necessarily make the boundary easy, but it may make it more convenient.  
· A former minister may ask the moderator of session for permission to attend an event during this one year.  They should not expect to be granted an exemption.  
· The departing minister is expected to refuse invitations to perform pastoral responsibilities from congregation members indefinitely, and may not officiate any wedding, funeral, baptism, Bible study, or prayer gathering except upon the invitation of the Moderator of Session.  The departing minister may not provide any professional services to former parishioners, nor offer any insights concerning congregational life or perform any pastoral function related to the congregation, regardless of distance from the congregation.  
· Session will distribute contact information for any designated pastoral caregivers during a pastoral transition.  Congregations may begin to violate boundaries when they are uncertain whom to call for pastoral services such as funerals, weddings, hospital visits, etc.  Anyone providing these services during transitions should be easily contacted by the congregation.  
· One year of distance may not be enough.  It may be that in one year, a very hardworking and exceedingly blessed congregation may have a new long-term pastoral leader.  But it is certainly not common or likely, especially with installed pastors.  One year without contact between a pastoral leader and the congregation may find the congregation with an interim minister trying to help move the church in new directions; it may also find the congregation with a new leader who hasn’t been around long and who is still getting their footing.  For these reasons, there should be no triumphal return of the former pastor 52 Sundays after leaving.  Ideally a former pastor will take up to three years before returning for Sunday worship, and only with the permission of the moderator of Session.  
· The former pastoral leader should ask the current pastoral leader’s input and permission before visiting members of the congregation.  This is not a rule, but it is a professional courtesy.  It may be that a former minister’s scheduled trip back to the town where the church is located comes at a very bad time for the new minister--perhaps while they are attempting to build their own pastoral authority.  For this reason it is a best practice to ask a new minister’s opinion on a visit.   
· Social media is tricky in these times.  It is not necessary to “un-friend” a former minister or a former congregant.  But it may be wise to unfollow one another, to avoid commenting on posts, or to avoid even checking in by direct message.  Congregation members should not be surprised or offended if the former minister does not return comments or messages.  A former minister may choose to receive updates from a church facebook page or twitter account, but should be careful about what likes or other reactions are used (if any) to posts.  
· Congregation members should be careful not to bring up the former leader too often.  A former minister may have been fantastic, but new leaders don’t need to hear about them constantly.  Members of particular churches should avoid noting how a different, previous leader would have handled an issue that a current leader is handling.  It helps the congregation to move on; it helps a new leader develop their own pastoral role in a new setting.  
· When in doubt, ask a Presbytery liaison or the General Presbyter.  Life is complicated and roles become blurry.  It is sometimes best to ask for guidance.  



The Visioning Process	Comment by Ben Shaw: Ann--Feel free to gut this as needed--I feel that this section is necessary, but for the moment I'm trying to fill space in the document.  Looking forward to your edits.
The announcement of a pastoral transition is known to send a congregation’s anxiety through the roof.  Suddenly dozens of people are asking “what next?”, often with answers that aren’t well informed.  For this reason, the Leadership Commission has a Visioning task force--a group of leaders in the Presbytery who are good at helping congregations think through the “what next” conversations with insight, creativity, and actual information.  
At some point after a pastor’s announcement of departure, the Session should meet with the Visioning task force.  In this meeting, the Session will talk about a range of topics--its finances, its mission goals, its pastoral needs, its relationship with the Presbytery, nearby Presbyterian churches, and nearby churches of other denominations.  With this information in mind, the Visioning task force can help anxious congregations see ways forward they may not have considered before.  
What has worked in the past may not work in the future.  It may be that supporting a full-time solo pastor is draining a congregation’s finances and not helping achieve its mission goals.  It could be that a Commissioned Ruling Elder has been a blessing for ten years, but the congregation wonders if a minister of word and sacrament might help it grow in ministry.  Perhaps a congregation has been isolated from the Presbytery and seeks deeper connections--maybe even sharing staff--with neighboring churches.  Or maybe that after years of being polite but separate, something amazing could grow from a partnership with the Lutheran church down the street.  It is the visioning process that can help congregations see their strengths, their weaknesses, and new options for ministry they had never considered.  
Lest a congregation express resistance to this step, consider: successful visioning work can lead to vitality, financial stability, and new confidence in mission.  Not considering the future carefully often leads to repeating unsuccessful patterns.  Visioning in a transition could be the way the Holy Spirit first breaks into a congregation’s anxiety.  






Search Processes
So far--the pastor is leaving, but the congregation is well prepared because it took action in advance to be ready.  It has said goodbye to its pastoral leader, and while it was hard, everyone is ready to move forward with good boundaries.  The Visioning task force of the Presbytery has helped the Session think through what it wants, needs, and can achieve with a new leader.  This means...it’s time for a search to begin.  
Pastor searches have a bad reputation in churches.  They can take a long time, and are often a lot of work.  But the task is rewarding, and the process need not be scary.  Listed below are the steps for finding a new pastoral leader--whatever kind a congregation needs.  
Long Term Pulpit Supply process
· The Session identifies the person it wishes to preach on a consistent basis.  This can be through the Presbytery’s pulpit supply list, someone known to the Session in a nearby congregation who has taken the Presbytery preaching class, or even a retired minister living in the area. 
· The Session appoints a member to contact the desired pulpit supply leader, asking them if they would like to consider an official relationship to the congregation.  The Presbytery defines this relationship as anyone preaching thirteen or more times in a year.  
· If the pulpit supply leader agrees, the Session will then begin drafting a contract.  It is appropriate in this contract to include anything the Session wishes for a pulpit supply leader to do, as well as the number of Sundays per year the Session expects the candidate to fill the pulpit.  This contract often includes pastoral care, weddings, and funerals--but it may include anything else that the Session, candidate, and the Leadership Commission agree to.  
· The Session offers the prospective contract to the candidate, aware that the candidate is entitled to negotiate on all parts they find relevant, including pay, hours worked, and other expectations.  
· While the Session negotiates with the candidate, it will alert its Presbytery liaison of what is going on, and who its candidate is.  The Leadership Commission will then schedule an interview for fit with the candidate, to determine if it considers the calling between the session and the candidate valid. 
· Once the Session, candidate, and Leadership Commission all agree to a contract, the candidate may begin preaching and doing other tasks as a long term pulpit supply leader.  It is appropriate at this stage for the congregation to celebrate its new ministerial relationship.  
Parish Associate Process
· Based on pastoral needs, presence of a plausible candidate (IE, honorably retired ministers or ordained ministers of word and sacrament not currently serving a congregation), or other factors, a minister may begin to consider hiring a parish associate.  
· The minister drafts a prospective job description.  The minister then takes this to Session, asking Session for 1) approval of a job description and 2) a budget for paying or reimbursing a parish associate.  NB: Maumee Valley Presbytery does not require that parish associates be paid.   But Sessions approving a parish associate position and not the funding for one ought to ask themselves how much work they would be willing to do for free.  
· The minister circulates a job description.  This may be a wide search communicated to the Presbytery, or a narrow one where the minister hands out job descriptions to a very few possibly-interested parties.  
· The minister interviews candidates.  As parish associates are responsible to the minister, the minister may choose to interview candidates alone.  It would also be appropriate for members of session or a personnel committee to join in interviews.  
· The minister makes a selection, and presents a candidate to Session and the Leadership commission. As the minister, not session, has done the hiring, Session requires no action apart from reviewing a contract yearly.  The Leadership Commission will schedule an interview with the candidate for fit.  
· With the approval of the minister, the Leadership Commission, and the candidate, a new parish associate is hired!  It is appropriate at this stage to welcome the parish associate in worship, and to celebrate the beginning of a new phase of ministry together.  







Commissioned Ruling Elder Process
· The Session appoints a mission study team, which completes a mission study and drafts a written mission study report.  Session then reviews and approves the mission study report.  Once it receives and approves the mission study report, Session then creates a job description for a Commissioned Ruling Elder.  When completed, the Presbytery liaison will bring both the mission study and job description to the Leadership Commission for approval.  If both of these are approved, the Leadership Commission will appoint a moderator for a special congregational meeting.  
· Session calls a special congregational meeting where the congregation cedes to the Session its authority to pick the next pastor.
· If the congregation grants the Session this authority, the Session will select a committee to lead its search.  This committee ought to have 3-5 people reflecting the diversity of the congregation (ages, genders, perspectives, ethnic backgrounds, etc).  The Session may wish to invite members of the congregation to serve on this committee, though the majority should be session members.  Ideally all candidates are capable of using the internet or of learning basic technology skills.   
· The Session gives the committee a budget.  This includes two pieces:
· A salary range for a new pastor
· A budget item for search purposes, including (potentially) Zoom memberships, meals with candidates, moving costs, etc.
· The Search committee meets with the Transitions Team of the Leadership Commission for an orientation to CRE searches.  Copies of the congregation’s mission study and job description are made available at the first meeting of the search committee.  The Transition Team reviews recommendations for a good search process.  The search team elects a chairperson, a clerk, and a technology specialist, and schedules the next meeting.  The chairperson is the primary contact with the Leadership Commission and all candidates, and the primary communicator back to Session and the PNC.  The clerk keeps notes of decisions and next steps, maintains documents, and arranges meetings.  The technology specialist figures out best practices for using the internet to optimize PNC function.
· The Search committee begins promoting its search.  A job description and brief paragraph introducing the congregation and the position it is searching for should be sent to the General Presbyter for inclusion on the Presbytery website and in its newsletters.  The Presbytery liaison will help connect the search committee with the chair of the CRE Training program, who can help the committee connect to possible candidates.  It is appropriate at this stage for search committees to network at Presbytery and other events or even to call candidates in whom it is interested, asking them to apply.  As CRE searches do not use a national clearinghouse of candidates like a minister of word and sacrament search would, these are necessary steps in building an adequate candidate pool for CRE searches.  
· The search team begins receiving resumes.  These are to be kept strictly confidential, and every member of the search team is to see every resume received.  Each committee member should make notes about what they like, what concerns them, and what experiences connect each candidate to the position they seek to fill.  
· The search team evaluates resumes together, deciding together which candidates it would like to interview.  This may be all candidates, or just a few; it may be done on a rolling basis as resumes are received.  
· The search committee prepares for interviews, drafting questions it will ask from each candidate.  
· The search committee schedules interviews with candidates.  Ordinarily a first interview is done by Zoom, FaceTime, or conference call.  Second interviews, usually reserved for candidates the committee is seriously interested in, are often done in person.  
· The search committee may wish to hear candidates preach as part of its discernment.  In this instance the search committee chair may ask the General Presbyter for help scheduling a neutral pulpit--a chance to hear a candidate preach in-person.   
· The committee chair keeps candidates updated about their status with the committee. Candidates no longer in consideration should find out from the committee chair, and within a few days of the decision being made. 
· After narrowing down candidates it is serious about, the search committee will contact references.  These will include the General Presbyter, who may know things about candidates that references will not.  The committee ought to have a set of questions they ask each reference, and a few particular to its concerns or interests in specific candidates.  
· The search committee will prayerfully select a candidate.  As a subcommittee of the session, the search committee does not have the authority to hire a candidate on its own, but will make a recommendation to Session.  Upon selecting a candidate, the search committee chair should talk to the Presbytery liaison, moderator of Session, and clerk of Session about scheduling a special session meeting for the purpose of calling a CRE.  
· The search committee will present its decision to the Session, including a resume and some thoughts on the candidate and their gifts which will benefit the congregation.  As this recommendation comes from committee, it is already considered a motion, and thus will require just a second and a vote of the Session to approve.  
· If Session agrees with the committee, the chair of the search committee will let the candidate know.  The committee chair should present the candidate with a proposed contract, based on the salary figure and job description Session provided.  The Presbytery liaison will be able to access for the committee templates of contracts they may choose to use.  NB: if the candidate has not been previously commissioned in Maumee Valley Presbytery, it may be necessary to produce two contracts--one for work done pre-commission and one done post-commission. These may be identical in terms of compensation and hours worked, but certain elements (such as presiding at sacraments and moderating session) may be different prior to commissioning.  The Presbytery liaison or Transition Team will help congregations at this stage understand what they need in terms of contracts.  Candidates are entitled to negotiate on all parts of the proposed contract(s), and may also choose to take time to prayerfully consider the offer.  There is a lot for the committee to be patient about at this stage, and that is normal.  
· Once there is agreement between the Session and the candidate about a contract, the search committee chair will contact the Presbytery liaison to schedule an interview for fit with the candidate. In this interview the Leadership Commission will determine whether it concurs with the call between the congregation and the candidate, and helps provide some background to the candidate before they begin.  	Comment by C Burnworth: Somewhere in this step is when Matt needs to conduct a formal background check, i.e. Bureau of Criminal Investigation.  The candidate must give Matt written permission to conduct this BCI check.
· Once the candidate, the congregation, and the Leadership Commission are in agreement, it is appropriate to announce the new CRE to the congregation.  It is also appropriate at this stage to begin planning and scheduling a commissioning service.  This service, much like an ordination, is a requirement to do certain tasks--including presiding at sacraments, moderating Session, and officiating at weddings.  The Presbytery liaison and the chair of the search committee will work together to schedule and plan this event with the Moderator of the Presbytery.  
· If the candidate has never been commissioned before, IE, if they are a first time CRE, an examination before the Presbytery and a statement of faith will be required.  The candidate will work with the Chair of the CRE training program to schedule this event. 
· The Presbytery commissions the candidate.  It is appropriate at this step to celebrate the beginning of a new ministry.   If the candidate (now CRE) has already been working in the church under contract, the Leadership Commission will approve a CRE contract.  
· A congregational support system is established for the new pastor.  This can be a transition team, a committee, or even the former search committee working in a new capacity.  
· The new pastor is welcomed on the floor of the next stated meeting of the Maumee Valley Presbytery.  




Interim Minister Search Process
· Session has a serious conversation about whether it wants an interim minister or needs an interim minister.  Interim ministers are usually a good thing for congregations transitioning between leaders--if for no other reason than that an interim minister allows a new minister to follow someone who isn’t a beloved former pastor or a disastrous former pastor.  But ministers qualified to do interim ministry work are not always instantly available, and due to the inconsistent nature of their employment, are sometimes expensive to hire.  For these reasons, a realistic conversation about a congregation’s needs can save a lot of money and time if an interim minister is a want, not a need.  A Presbytery Liaison and the Leadership Commission can provide insight and input in this conversation.  
· Session appoints a search committee to seek out an interim minister.  This should be 3-5 people who broadly represent the diversity of the Session and/or congregation, and ideally all of them should have access to the internet.  In some instances, this committee is made up entirely of active elders; in others, the committee may have some elders and some members of the congregation with relevant experience who are not currently on session.  Both are fine, though the majority of the committee ought to be elders currently on Session.  
· The interim search committee begins to meet, first electing a chairperson, a clerk, and a technology specialist.  The search committee will meet with the Transitions Team of the Leadership Commission for an orientation on how to find an interim minister.  
· The interim search committee will draft a job description.  This will constitute whatever tasks the previous minister did, in addition to the task specific to an interim--leading the congregation in preparing a mission study; helping the congregation understand its history, internal dynamics, and calling in its community; making the congregation ready for a new era of ministry, etc.  
· Session approves the job description.  Mindful that experienced interim ministers can be expensive to employ, this may also be a good time for the session to evaluate its budgeted expenses for a minister.  
· The interim search committee makes a key decision.  This is when the want vs. need conversation becomes very important.  A congregation who needs an interim, especially one with specific skills (conflict management, church revitalization, or other specializations), may wish to run a nationwide search using the Church Leadership Connection (CLC)--a clearinghouse for PCUSA churches looking for ministers and PCUSA ministers looking for churches.  Congregations who would like an interim minister, or who need one but don’t have any major issues apparent, may be fine networking through the Presbytery and the denomination.  This decision should be made with help from the General Presbyter (who may already have a list of names available) and the Presbytery liaison, who might have a stronger sense of a congregation’s issues than its regular worshippers.  In general, a search that utilizes the CLC system will be more intensive and will evaluate more candidates than one that does not.  
· Search committees opting to use the CLC system begin writing a Ministry Information Form (MIF), a resume for the church that helps match a search committee with qualified applicants.  Upon completing an MIF, the search committee will submit it to the Leadership Commission for approval.  Constructive feedback may be offered during this review--search committees should not expect their first MIF will be approved without changes!  Once the Leadership Commission approves the MIF, it will then authorize the search committee to place the MIF online in the Church Leadership Connection of the PCUSA.
· The Chairperson of the search committee and the Clerk of Session will contact the Leadership Commission for user IDs and passwords for the MIF to be placed online through the CLC.  
· Search committees opting for a less intensive search may submit a job description along with some background information about the congregation to the General Presbyter.  The General Presbyter may then circulate the information to available interim ministers in the area, and through wider interim ministry networks.  
· The search committee will draft a list of interview questions to ask each candidate, and a method of evaluating candidates who come its way.  This should be done before evaluating any candidates.  
· By this point, the PNC should have a plan for every phase of the interview process, including how initial interviews will be conducted (phone, Skype, Zoom, etc), a list of pertinent questions for all stages of interviews, and a hospitality plan for in-person interviews.  This must be established and agreed to before the PNC begins evaluating and interviewing candidates.

· The PNC interviews potential candidates.  Interviews may include telephone calls, Skype, Facetime, requests for video recordings of sermons or online links to sermons, and finally, face to face interviews.  There is no rule for how many interviews a PNC must conduct before picking a candidate; they may interview dozens of candidates or just one.  Ordinarily a PNC will interview a finalist 1-2 times before an in-person interview. Remember: confidentiality must be maintained through the entire interview process.  

· The PNC checks references for candidates it is serious about considering.  While the General Presbyter will do certain presbytery-level reference checks and a background check, most reference checks are the responsibility of the PNC.  PNCs may request additional references from a candidate, with written permission of the candidate.  

· When the PNC is serious enough to have a face-to-face interview with a small pool of potential candidates (2-4), the PNC chair contacts the General Presbyter to request a Presbytery-to-Presbytery check.  PNCs are not to meet a candidate in-person without this reference check.  Presbytery-level reference checks pick up things PNC reference checks would not: pending charges in church courts, red flags that friendly references might not tell a PNC, major issues the committee needs to know, etc. 

· When the PNC is serious enough to have a face-to-face interview with a small pool of potential candidates (2-4), the PNC chair also contacts the Presbytery liaison and Leadership Commission to schedule an examination for membership in the Presbytery and fitness for call to the congregation.  The Leadership Commission will request copies of potential candidates’ PIFs to circulate among its members in preparation for the interview.  Ordinarily this interview will occur at some point during an in-person interview, and does not include the PNC so as to allow candidates to discuss openly with members of the Presbytery
· The PNC has an in-person interview with each final candidate.  There is no template for this (though the PNC will have planned the basics by now).  But ordinarily it will include an interview for fit with the Leadership Commission, time spent giving the candidate (and spouse/partner) a tour of the church building and community, along with a formal interview and informal time over meals getting to know candidates.  This is often done on a Saturday to coincide with a neutral pulpit on Sunday.  Ordinarily PNCs will pay for travel and other hospitality on these interviews.  Remember: PNCs should welcome candidates, not impress them.  If lunch at the country club and dinner at a fine restaurant represents the congregation well, then those may be appropriate choices.  But a backyard barbeque and the best pizza in town are usually a better choice if that is the ethos of the congregation.  

· The PNC (prayerfully!) selects a candidate.  The PNC chair informs the Presbytery liaison and Leadership Commission.  The PNC also informs its candidate, but doesn’t yet tell the candidates it didn’t select--the chosen candidate might still say no, or something else might fall through.  The Leadership Commission or Presbytery liaison will provide the PNC with four copies of the Pastoral Terms of Call form (including Board of Pensions information) to negotiate terms of call.  It is common for a candidate to take time to think this step through.  While frustrating for committees, it is a part of the process.  

· The Leadership Commission asks the General Presbyter to do a background check for the candidate.  The GP provides the information for permission to do a background check, and it is the responsibility of the PNC chair to ensure the candidate completes this process.  The GP will send the candidate instructions for this process.  

· Stop!  The Presbytery-level check, the Leadership Commission exam for fitness, and a completed background check MUST be completed before any information about the chosen candidate is released.  None of the following steps may be taken without these items completed.  

· The PNC negotiates a contract and communicates it to the Leadership Commission.  The Leadership Commission must concur with the terms of call, which must meet the Presbytery’s minimum standards, unless agreed upon by the Leadership Commission.  

· With permission from the Leadership Commission, the PNC will take its recommended candidate and terms of call to Session for approval.  This meeting will require an appointed moderator to be present.  If the Session approves the hiring of the candidate, it may choose to disband the PNC at this meeting, as well, pending the end of its remaining tasks.

· If the candidate is hired, the PNC makes sure that four contract forms are properly signed (along with necessary forms related to the Board of Pensions).  Copies of the contract forms are to be delivered to the Moderator of the Leadership Commission and the Stated Clerk of the Maumee Valley Presbytery.  If the Presbytery liaison is unable to be present, the PNC chair makes a written report to the Presbytery liaison that the call has been approved by the Session.

· The Interim pastor begins doing their work in the congregation. The Presbytery liaison will beck in from time to time about the status of the interim process, and the interim minister will be welcomed at the next Presbytery meeting.  
Temporary Pastor Search Process
· Session appoints a mission study team, which completes a mission study and drafts a written mission study report.  Session then reviews and approves the mission study report.  Once it receives and approves the mission study report, session then creates a Pastor/Associate Pastor job description, reflecting the missional needs identified in the mission study report.  The Presbytery liaison brings the mission study report and Pastor/Associate Pastor job description to the Leadership Commission for approval. 

· If it has not done so already, Session will create a budget item for the pastor search.  This will support communication/technology costs, as well as costs incurred around candidate travel and hospitality--and potentially moving costs. $10,000 is more than sufficient for most PNCs.  
· The Session discusses why it wishes to pursue a temporary pastor as opposed to a called and installed one.  It is an expectation in the Maumee Valley Presbytery that congregations seeking a minister of word and sacrament will choose the installed option, unless they have a good reason not to.  These reasons might include, but are certainly not limited to:
· The congregation wishes to have a minister, but the pastors participation plan with the Board of Pensions presents a financial hardship and seeks to use the “menu options” from the BoP
· The number of active members of the congregation is too small to support a Session, a PNC, and regular activities
· The congregation has a history of conflict and/or short pastorates which make the promise of installation seem overly optimistic and unfaithful to candidates
· The Session votes to follow this path for choosing a minister, and writes a letter to the Leadership Commission asking for an exception to the Presbytery’s normal process.  In conjunction with the Presbytery liaison, the Leadership Commission will consider this request (though it may choose not to grant it).  
· If the Leadership Commission grants permission to go forward with a temporary pastor search, the Session will call a congregational meeting.  In the Presbyterian system, congregations have the authority to elect their ministers.  By choosing not to pursue an installed minister and by giving the Session authority to hire a pastor, the congregation is operating outside of this normal procedure.  Thus it is necessary for the congregation to vote to give up its authority to elect its minister to the Session. The Leadership Commission will appoint a moderator for this meeting as needed.  
· NB: A congregation is totally within its rights to reject Session’s request to use a different model.  If that happens, Session should consult with the Presbytery liaison about next steps. While potentially frustrating, it is easy to come back from this with a few adjustments and a switch to another model of calling a minister.  
· If Session, the Leadership Commission, and the congregation are in agreement, the Session will select its search team (hereafter, PNC).  In some instances, Sessions have selected a subcommittee of Session and invited a handful of congregation members to join.  In others, the Session as a whole operates as a pastor nominating committee.  Whatever the Session chooses, the PNC ought to reflect the range of diversity in the congregation, including age, gender, theological perspective, and ethnicity.  Ideally, care is taken that PNC members have access to the internet and an ability to use or learn basic computer tasks.  This makes later steps much simpler.  
· The PNC meets with the The PNC meets with the Transition Team of the Leadership Commission for a PNC orientation.  Copies of the congregation’s mission study and job description are made available at the first meeting of the PNC.  The Transition Team reviews recommendations for a good search process.  The PNC elects a chairperson, a clerk, and a technology specialist, and schedules the next PNC meeting.  The chairperson is the primary contact with the Leadership Commission and all candidates, and the primary communicator back to Session and the PNC.  The clerk keeps minutes, documents, and arranges meetings.  The technology specialist figures out best practices for using the internet to optimize PNC function.
· NB: in temporary pastor searches where the Session (or much of it) acts as a PNC, roles and meetings can become tricky.  It is a best practice to keep Session business and PNC business separate, meeting at different times and maintaining different leaders (IE, the Clerk of Session may not wish to be the Chair or Clerk of the PNC) and minutes.  This allows the congregation’s usual business to continue, and doesn’t require an appointed moderator to attend meetings where the pastor search is discussed.  
· The PNC develops a plan for every phase of its search and interview process.  This includes:
· How communication will work within the PNC
· How initial interviews will be conducted (usually remotely--Zoom, Skype, Facetime, conference call, etc)
· Identifying 5 references questions to ask each initial candidate for comparisons
· Selection of 2-4 candidates for face-to-face interviews 
· Hospitality plans during candidate (and spouse/partner) visits

· The PNC completes a Ministry Information Form (MIF) using information from the mission study and job description.  The completed MIF is reviewed and approved by the Leadership Commission.  Constructive feedback may be offered during this review--PNCs should not expect their first MIF will be approved without changes!  Once the Leadership Commission approves the MIF, it will then authorize the PNC to place the MIF online in the Church Leadership Connection of the PCUSA.  

· The Chairperson of the PNC and the Clerk of Session will contact the Leadership Commission for user IDs and passwords for the MIF to be placed online through the CLC.  

· By this point, the PNC should have a plan for every phase of the interview process, including how initial interviews will be conducted (phone, Skype, Zoom, etc), a list of pertinent questions for all stages of interviews, and a hospitality plan for in-person interviews.  This must be established and agreed to before the PNC begins evaluating and interviewing candidates.  

· The PNC will have a conversation about diversity.  PNCs using the CLC system agree that they will not discriminate on the basis of race, gender, age, disability, and a few other factors--but discrimination on these grounds still happens and is a reflection of sin in the search process. Thus the Leadership Commission rejects discrimination on these grounds and may, if need be, intervene where it sees such injustice occurring.  PNCs are required to track the gender and race of the candidates they interview, and turn in a form (called the EEO) to the Leadership Commission at the conclusion of their search.  This is the time for PNCs to remember this fact, and remember that the Spirit may well be leading them to someone who is very unlike the congregation--and what a gift that can be! The Leadership Commission is available as a resource on all questions of pastor search and diversity issues.  
· Other types of discrimination are not forbidden as they are understood by the PCUSA to be issues of conscience for the congregation.  These include sexual orientation, gender identity, and gender presentation.  PNCs should discuss before evaluating candidates whether they would consider a gay, lesbian, bisexual, transgender, or other sexual or gender minority candidate as their minister.  PNCs often assume they will not be evaluating LGBT+ candidates.  And they are very often wrong.  PNCs ought to establish early on their openness to candidates in these categories--and be prepared to offer compassionate responses whatever they decide.  Again: a minister who is very unlike the congregation can be a tremendous gift.  
· Finally, PNCs will be astounded by other types of diversity this guide cannot hope to cover.  They will evaluate candidates who for one reason or another will not resemble the “ideal pastor” they have in their minds.  This meeting is a great time to ask God to erase all preconceptions of what a minister is and what a minister in the PCUSA looks like--and to help the PNC follow the Holy Spirit alone, not its own ideas of who their pastor “should be”.  

· The chair of the PNC requests matching for the congregation’s MIF to PIFs (personal information forms) from candidates.  The chair will download PIFs received electronically, and distribute them to the PNC, either electronically or in hard copy.  

· The PNC develops a process to screen PIFs, ensuring that every member of the PNC has an opportunity to review every PIF.  
· Non-discrimination requirements must be carefully observed
· Candidates in whom the committee is interested are informed ASAP.
· With self-referred candidates, the PNC informs candidates whether or not it is interested in further conversation.  
· The committee will keep in close contact with candidates in whom it is interested.  
· The PNC clerk will keep track of demographic characteristics of candidates interviewed, including gender and race/ethnicity.  These statistics will be collected later and will be part of the Leadership Commission’s conversations with PNCs.  

· The PNC interviews potential candidates.  Interviews may include telephone calls, Skype, Facetime, requests for video recordings of sermons or online links to sermons, and finally, face to face interviews.  There is no rule for how many interviews a PNC must conduct before picking a candidate; they may interview dozens of candidates or just one.  Ordinarily a PNC will interview a finalist 1-2 times before an in-person interview. Remember: confidentiality must be maintained through the entire interview process.  

· The PNC checks references for candidates it is serious about considering.  While the General Presbyter will do certain presbytery-level reference checks and a background check, most reference checks are the responsibility of the PNC.  PNCs may request additional references from a candidate, with written permission of the candidate.  

· When the PNC is serious enough to have a face-to-face interview with a small pool of potential candidates (2-4), the PNC chair contacts the General Presbyter to request a Presbytery-to-Presbytery check.  PNCs are not to meet a candidate in-person without this reference check.  Presbytery-level reference checks pick up things PNC reference checks would not: pending charges in church courts, red flags that friendly references might not tell a PNC, major issues the committee needs to know, etc. 

· When the PNC is serious enough to have a face-to-face interview with a small pool of potential candidates (2-4), the PNC chair also contacts the Presbytery liaison and Leadership Commission to schedule an examination for membership in the Presbytery and fitness for call to the congregation.  The Leadership Commission will request copies of potential candidates’ PIFs to circulate among its members in preparation for the interview.  Ordinarily this interview will occur at some point during an in-person interview, and does not include the PNC so as to allow candidates to discuss openly with members of the Presbytery.  

· The PNC may wish to schedule a neutral pulpit for a few “final” potential candidates.  In a neutral pulpit, the PNC arranges with the General Presbyter to schedule a time for a candidate to preach in another congregation in the Presbytery.  Ordinarily this is done the same weekend as an in-person interview.  

· The PNC sends a copy of the mission study to potential candidates prior to any in-person interview.  The mission study provides the potential candidate with important information that they will need when being interviewed by the PNC.  

· The PNC has an in-person interview with each final candidate.  There is no template for this (though the PNC will have planned the basics by now).  But ordinarily it will include an interview for fit with the Leadership Commission, time spent giving the candidate (and spouse/partner) a tour of the church building and community, along with a formal interview and informal time over meals getting to know candidates.  This is often done on a Saturday to coincide with a neutral pulpit on Sunday.  Ordinarily PNCs will pay for travel and other hospitality on these interviews.  Remember: PNCs should welcome candidates, not impress them.  If lunch at the country club and dinner at a fine restaurant represents the congregation well, then those may be appropriate choices.  But a backyard barbeque and the best pizza in town are usually a better choice if that is the ethos of the congregation.  

· The PNC (prayerfully!) selects a candidate.  The PNC chair informs the Presbytery liaison and Leadership Commission.  The PNC also informs its candidate, but doesn’t yet tell the candidates it didn’t select--the chosen candidate might still say no, or something else might fall through.  The Leadership Commission or Presbytery liaison will provide the PNC with four copies of the Pastoral Terms of Call form (including Board of Pensions information) to negotiate terms of call.  It is common for a candidate to take time to think this step through.  While frustrating for committees, it is a part of the process.  

· The Leadership Commission asks the General Presbyter to do a background check for the candidate.  The GP provides the information for permission to do a background check, and it is the responsibility of the PNC chair to ensure the candidate completes this process.  The GP will send the candidate instructions for this process.  

· Stop!  The Presbytery-level check, the Leadership Commission exam for fitness, and a completed background check MUST be completed before any information about the chosen candidate is released.  None of the following steps may be taken without these items completed.  

· The PNC negotiates a contract and communicates it to the Leadership Commission.  The Leadership Commission must concur with the terms of call, which must meet the Presbytery’s minimum standards, unless agreed upon by the Leadership Commission.  
· With permission from the Leadership Commission, the PNC will take its recommended candidate and terms of call to Session for approval.  This meeting will require an appointed moderator to be present.  If the Session approves the hiring of the candidate, it may choose to disband the PNC at this meeting, as well, pending the end of its remaining tasks.  

· If the candidate is hired, the PNC makes sure that four contract forms are properly signed (along with necessary forms related to the Board of Pensions).  Copies of the contract forms are to be delivered to the Moderator of the Leadership Commission and the Stated Clerk of the Maumee Valley Presbytery.  If the Presbytery liaison is unable to be present, the PNC chair makes a written report to the Presbytery liaison that the call has been approved by the Session.

· The PNC Chair sends a completed EEO form (where the PNC tracked the gender and racial identity of candidates evaluated) to the Presbytery liaison. 

· The new minister meets the congregation.  Because the congregation voted to give up its authority to elect a minister, no congregational meeting is required.  However, the Session may choose to invite the chosen candidate to come preach for the congregation some weeks before their start date, allowing the minister to meet the congregation.  This may also be done after the minister has begun, with a reception and celebration after worship.  

· A congregational support system is established for the pastor.  This may be a transition team or a group appointed by the Session or simply the former PNC serving in a new capacity.  

· The pastor is introduced and welcomed at the next stated meeting of the Presbytery, after they have begun service in Maumee Valley Presbytery.

· After one year, or at any point after one year of service, the Session may, with the approval of the minister and the Leadership Commission, present the temporary pastor to the congregation as a candidate for installation.  The Leadership Commission will appoint a moderator for a congregational meeting, where the congregation will vote by secret ballot.

· If the congregation votes by a margin of 80% to install, the pastor, session, and presbytery schedule a service of installation.  The pastor contacts the moderator of the Presbytery to begin the process of scheduling a service of installation, and the members of the administrative commission to install are forwarded by the pastor to the Presbytery liaison.  On behalf of the Presbytery, the Leadership Commission approves the administrative commission to install the pastor.  An outline and requirements for this service can be provided by the Presbytery liaison or the Stated Clerk of the Presbytery.  

· If the congregation or minister opt not to pursue installation (which, for various reasons, may be preferable to one or both parties) the minister and congregation will continue on yearly contracts beginning January 1 each year, indefinitely.  

Installed Pastor Call Process

· Session appoints a mission study team, which completes a mission study and drafts a written mission study report.  Session then reviews and approves the mission study report.  Once it receives and approves the mission study report, session then creates a Pastor/Associate Pastor job description, reflecting the missional needs identified in the mission study report.  The Presbytery liaison brings the mission study report and Pastor/Associate Pastor job description to the Leadership Commission for approval.  If approved by the Leadership Commission, the Leadership Commission will grant the Session permission to call a special meeting of the congregation for the purpose of nominating and electing a Pastor/Associate Pastor Nominating Committee (PNC/APNC).  

· If it has not done so already, Session will create a budget item for the pastor search.  This will support communication/technology costs, as well as costs incurred around candidate travel and hospitality--and potentially moving costs. $10,000 is more than sufficient for most PNCs.   

· Session will ask the congregation’s nominating committee to nominate a PNC/APNC for the congregation to elect. The PNC/APNC should reflect the full diversity of the congregation--including age, gender, theological perspective, race/ethnicity, sexual orientation, or any other relevant points of difference in the congregation.  Ideally care is taken that the PNC/APNC members have access to the internet and an ability to learn basic tasks on the computer.  This can make later steps much simpler.  

· At a special congregational meeting,  the PNC/APNC (hereafter, PNC)  is elected by the congregation.  

· The PNC meets with the Transition Team of the Leadership Commission for a PNC orientation.  Copies of the congregation’s mission study and job description are made available at the first meeting of the PNC.  The Transition Team reviews recommendations for a good search process.  The PNC elects a chairperson, a clerk, and a technology specialist, and schedules the next PNC meeting.  The chairperson is the primary contact with the Leadership Commission and all candidates, and the primary communicator back to Session and the PNC.  The clerk keeps minutes, documents, and arranges meetings.  The technology specialist figures out best practices for using the internet to optimize PNC function.  

· The PNC develops a plan for every phase of its search and interview process.  This includes:
· How communication will work within the PNC
· How initial interviews will be conducted (usually remotely--Zoom, Skype, Facetime, conference call, etc)
· Identifying 5 references questions to ask each initial candidate for comparisons
· Selection of 2-4 candidates for face-to-face interviews 
· Hospitality plans during candidate (and spouse/partner) visits

· The PNC completes a Ministry Information Form (MIF) using information from the mission study and job description.  The completed MIF is reviewed and approved by the Leadership Commission.  Constructive feedback may be offered during this review--PNCs should not expect their first MIF will be approved without changes!  Once the Leadership Commission approves the MIF, it will then authorize the PNC to place the MIF online in the Church Leadership Connection of the PCUSA.  

· The Chairperson of the PNC and the Clerk of Session will contact the Leadership Commission for user IDs and passwords for the MIF to be placed online through the CLC.  

· By this point, the PNC should have a plan for every phase of the interview process, including how initial interviews will be conducted (phone, Skype, Zoom, etc), a list of pertinent questions for all stages of interviews, and a hospitality plan for in-person interviews.  This must be established and agreed to before the PNC begins evaluating and interviewing candidates.  

· The PNC will have a conversation about diversity.  PNCs using the CLC system agree that they will not discriminate on the basis of race, gender, age, disability, and a few other factors--but discrimination on these grounds still happens and is a reflection of sin in the search process. PNCs are required to track the gender and race of the candidates they review, and turn in a form (called the EEO) to the Leadership Commission at the conclusion of their search.  This is the time for PNCs to remember this fact, and remember that the Spirit may well be leading them to someone who is very unlike the congregation--and what a gift that can be! The Leadership Commission is available as a resource on all questions of pastor search and diversity issues.  
· Other types of discrimination are not forbidden as they are understood by the PCUSA to be issues of conscience for the congregation.  These include sexual orientation, gender identity, and gender presentation.  PNCs should discuss before evaluating candidates whether they would consider a gay, lesbian, bisexual, transgender, or other sexual or gender minority candidate as their minister.  PNCs often assume they will not be evaluating LGBT+ candidates.  And they are very often wrong.  PNCs ought to establish early on their openness to candidates in these categories--and be prepared to offer compassionate responses whatever they decide.  Again: a minister who is very unlike the congregation can be a tremendous gift.  
· Finally, PNCs will be astounded by other types of diversity this guide cannot hope to cover.  They will evaluate candidates who for one reason or another will not resemble the “ideal pastor” they have in their mind.  This meeting is a great time to ask God to erase all preconceptions of what a minister is and what a minister in the PCUSA looks like--and to help the PNC follow the Holy Spirit alone, not its own ideas of who their pastor “should be”.  

· The chair of the PNC requests matching for the congregation’s MIF to PIFs (personal information forms) from candidates.  The chair will download PIFs received electronically, and distribute them to the PNC, either electronically or in hard copy.  

· The PNC develops a process to screen PIFs, ensuring that every member of the PNC has an opportunity to review every PIF.  
· Non-discrimination requirements must be carefully observed
· Candidates in whom the committee is interested are informed ASAP.
· With self-referred candidates, the PNC informs candidates whether or not it is interested in further conversation.  
· The committee will keep in close contact with candidates in whom it is interested.  
· The PNC clerk will keep track of demographic characteristics of candidates interviewed, including gender and race/ethnicity.  These statistics will be collected later and will be part of the Leadership Commission’s conversations with PNCs.    

· The PNC interviews potential candidates.  Interviews may include telephone calls, Skype, Facetime, requests for video recordings of sermons or online links to sermons, and finally, face to face interviews.  There is no rule for how many interviews a PNC must conduct before picking a candidate; they may interview dozens of candidates or just one.  Ordinarily a PNC will interview a finalist 1-2 times before an in-person interview. Confidentiality must be maintained through the entire interview process.  

· The PNC checks references for candidates it is serious about considering.  While the General Presbyter will do certain presbytery-level reference checks, most reference checks are the responsibility of the PNC.  PNCs may request additional references from a candidate, with written permission of the candidate.  

· When the PNC is serious enough to have a face-to-face interview with a small pool of potential candidates (2-4), the PNC chair contacts the General Presbyter to request a Presbytery-to-Presbytery check.  PNCs are not to meet a candidate in-person without this reference check.  Presbytery-level reference checks pick up things PNC reference checks would not: pending charges in church courts, red flags that friendly references might not tell a PNC, major issues committees need to know, etc.  

· When the PNC is serious enough to have a face-to-face interview with a small pool of potential candidates (2-4), the PNC chair also contacts the Presbytery liaison and Leadership Commission to schedule an examination for membership in the Presbytery and fitness for call to the congregation.  As the Presbytery must approve all installed pastoral relationships, this step is required.  The Leadership Commission will request copies of potential candidates’ PIFs to circulate among its members in preparation for the interview.  Ordinarily this interview will occur at some point during an in-person interview, and does not include the PNC so as to allow candidates to discuss openly with members of the Presbytery.  

· The PNC may wish to schedule a neutral pulpit for a few “final” potential candidates.  In a neutral pulpit, the PNC arranges with the General Presbyter to schedule a time for a candidate to preach in another congregation in the Presbytery.  Ordinarily this is done the same weekend as an in-person interview.  

· The PNC sends a copy of the mission study to potential candidates prior to any in-person interview.  The mission study provides the potential candidate with important information that they will need when being interviewed by the PNC.  

· The PNC has an in-person interview with each final candidate.  There is no template for this (though the PNC will have planned the basics by now).  But ordinarily it will include an interview for fit with the Leadership Commission, time spent giving the candidate (and spouse/partner) a tour of the church building and community, along with a formal interview and informal time over meals getting to know candidates.  This is often done on a Saturday to coincide with a neutral pulpit on Sunday.  Ordinarily PNCs will pay for travel and other hospitality on these interviews.  Remember: PNCs should welcome candidates, not impress them.  If lunch at the country club and dinner at a fine restaurant represents the congregation well, then those may be appropriate choices.  But a backyard barbeque and the best pizza in town are usually a better choice if that is the ethos of the congregation.  

· The PNC (prayerfully!) selects a candidate.  The PNC chair informs the Presbytery liaison and Leadership Commission.  The PNC also informs its candidate, but doesn’t yet tell the candidates it didn’t select--the chosen candidate might still say no, or something else might fall through.  The Leadership Commission or Presbytery liaison will provide the PNC with four copies of the Pastoral Terms of Call form (including Board of Pensions information) to negotiate terms of call.  It is common for a candidate to take time to think this step through.  While frustrating for committees, it is a part of the process.  

· The Leadership Commission asks the General Presbyter to do a background check for the candidate.  The GP provides the information for permission to do a background check, and it is the responsibility of the PNC chair to ensure the candidate completes this process.  The GP will send the candidate instructions for this process.  

· Stop!  The Presbytery-level check, the Leadership Commission exam for fitness, and a completed background check MUST be completed before any information about the chosen candidate is released.  None of the following steps may be taken without these items completed.  

· The PNC negotiates the terms of call and communicates them to the Leadership Commission.  The Leadership Commission must concur with the terms of call, which must meet the Presbytery’s minimum standards, unless agreed upon by the Leadership Commission.  

· With permission from the Leadership Commission, the PNC informs the Session of its candidate and the terms of call.  The PNC also requests that Session call a special congregation meeting for the purpose of nominating and electing the candidate as pastor/associate pastor.  On this same Sunday. The candidate will preach in worship prior to the congregation. The PNC contacts the leadership Commission so that it might appoint a moderator for this special meeting of the congregation.  It is strongly encouraged that the PNC schedules a reception to introduce the candidate and their family to the congregation, preferably prior to the congregational meeting. 

· Congregational voting will take place by secret written ballot.  Once ballots are collected, the ballots are tallied and filed in the church (personnel files for those called to pastoral service).  
· NB: Election of the pastor must be by secret written ballot.  A second vote on terms of call and a third to dissolve the PNC may be done by voice vote.  
· The PNC and Session should make plans for who collects the written ballots and counts the votes.  At least two people not on the PNC should be counting ballots; it may be helpful to count the ballots in an unused pew or corner of the sanctuary so that the process is semi-visible to the congregation.  

· If the candidate is elected, the PNC makes sure that the four Terms of Call form are properly signed (along with necessary forms related to the Board of Pensions).  Copies of the Terms of Call forms are to be delivered to the Moderator of the Leadership Commission and the Stated Clerk of the Maumee Valley Presbytery.  If the Presbytery liaison is unable to be present, the PNC chair makes a written report to the Presbytery liaison that the call has been approved by the congregation.  

· Having completed its work, the PNC is dissolved by the congregation at the same meeting at which the new minister is elected.  At this time it is appropriate for PNC members to destroy all confidential information about candidates considered, including emails and PIFs.  It is also appropriate at this stage to inform any candidates who have not been informed about their status with the PNC that a minister has been elected.  Finally, the PNC chair will contact the CLC to remove the congregation’s MIF from consideration.  

· The PNC Chair sends a completed EEO form (where the PNC tracked the gender and racial identity of candidates evaluated) to the Presbytery liaison.  

· The pastor, session, and presbytery schedule a service of installation.  The pastor contacts the moderator of the Presbytery to begin the process of scheduling a service of installation, and the members of the administrative commission to install are forwarded by the pastor to the Presbytery liaison.  On behalf of the Presbytery, the Leadership Commission approves the administrative commission to install the new pastor.  An outline and requirements for this service can be provided by the Presbytery liaison or the Stated Clerk of the Presbytery.   

· A congregational support system is established for the pastor.  This may be a transition team or a group appointed by the Session or simply the former PNC serving in a new capacity.  

· The pastor is introduced and welcomed at the next stated meeting of the Presbytery, after they have begun service in Maumee Valley Presbytery.  


Pastor Emerita/us Process

· No less than one year (and ideally more than three years) after the retirement of a former minister, the Session may consider bestowing the title “emerita/us” upon the minister.  This is ordinarily done for ministers who have served the congregation for at least ten years.  It is appropriate at this stage for Session to ask the Leadership Commission and the Presbytery for permission to designate a former minister “emerita/us”.  
· Once Session has voted to consult with the Presbytery about emerita/us status, the Clerk of Session will inform the Presbytery liaison.  The liaison will then bring the request to the Leadership Commision.  
· The Leadership Commission will consult interested parties about the question.  This may include, but is certainly not limited to, members of the congregation, the current minister, the Stated Clerk and General Presbyter of Maumee Valley Presbytery, and former ministry colleagues of the retired minister.  Sessions should not expect this process to happen quickly. 
· If the Leadership Commission determines that emerita/us status is appropriate, it will bring the question to the Presbytery as part of its report.  	Comment by Ben Shaw: Our most recent policy on this takes language from the old book of order.  Emerita/us status IS conferred with the approval of the presbytery.  To me, this sounds like a vote the Presbytery needs to take, but I would assume this sort of thing would normally go in a consent agenda.  Because I don't have the knowledge of process this would require...I defer to others.
· With the Presbytery, Leadership Commission, and Session in concurrence, the congregation may schedule and plan a special worship service for the purpose of honoring the pastor emerita/us-elect.  This may be a simple prayer and blessing during a reception or a large-scale festive occasion.  Congregations know best how to celebrate this event.  At this celebration it is wise to remind all in attendance that the designation “pastor emerita/us” is an honorary relationship that implies no pastoral authority or duty.  
· The pastor emerita/us will maintain appropriate boundaries with the congregation, turning down all requests for pastoral service.  


Searches open to more than one type of leader

· For various reasons, a congregation may be open to multiple types of leader in the same search.  Some common possibilities include long term pulpit supply/CRE, CRE/minister of word and sacrament, and interim minister/temporary minister.  These situations are not ideal and it is strongly to be hoped that the visioning process helps Sessions resolve these questions before a search begins.  That said, building a viable pool of candidates in some areas or with some constraints may make this a worthy option.  In any case, this type of search is to be considered irregular, and should only be conducted after consultation with the Presbytery liaison. 
· In general, congregations pursuing this option will do the work of the more complicated option they have chosen.  In other words, Sessions undecided between a long-term pulpit supplier and a CRE will run a CRE search, but make clear through the Presbytery network and website that they welcome long-term pulpit supply applications as well.  A CRE/minister search will follow the steps for finding a temporary pastor, but will network through the Presbytery with CREs, as well.  Interim/temporary ministers are the exception to this; congregations who seek an interim and don’t find one will need to consult with their presbytery liaison to see what steps need to be taken or repeated to move forward.  
· Once a candidate is chosen and their ecclesial status confirmed, the Session/PNC/congregation may consult with the Presbytery liaison to determine where in the necessary process they fall, and begin taking steps to resolve the process.  

