
A Brief Rationale for Changing Calvary’s Constitution & Bylaws
and Shifting to the Board of Directors management structure

The principle of congregational members making the major congregational decisions is
deeply embedded in the Lutheran Church Missouri Synod and in its churches.  These decisions,
such as calling Pastors, adopting budgets, building or renovating facilities, establishing schools,
supporting missions, and creating new programs have been vested in the Voters Assembly of
Calvary. The management structure Calvary has employed has been the traditional Church
Council model used by most churches for much of the 20  century; the officers of theth

congregation, elected by the Voters Assembly, operate as the Church Council and manage the
activities of the congregation. Each Council member has a different title describing briefly an area
of responsibility; together they control much of the week-to-week, month-to-month operations
of the congregation and do some long-range and short-range planning.   

The proposed Constitution and Bylaws (C&BL) maintains the Voters Assembly as Calvary’s
body of congregational members making the same major decisions as the Voters Assembly has
been making.  The shift to the Board of Directors management structure – often called the
“Carver Model” for non-profit organizations – has become much more common in recent
decades with churches generally.  The intent of the shift is to:

• Enable the Board to focus more strongly on long-term planning of congregational mission
and ministry and on the periodic evaluation of mission and ministry programs and needs. 
Each of the seven Directors on the Board has a major individual role in contributing to
these collective responsibilities of the Board.  The Board will bring planning proposals to
the Voters Assembly, share its evaluations of programs and needs with the Voters
Assembly, and propose budgets for adoption by the Voters Assembly.

• Empower the Pastor to administer Voter Assembly-approved programs and expenditures,
direct the efforts of Calvary’s staff, utilize member volunteers in enhancing mission and
ministry programs, and develop new initiatives serving our congregation and community
without having to wait for a multi-layered committee structure to approve most actions.
This recognizes that the Pastor has executive talents and that the new management
structure gives him executive responsibilities.  Empowering the Pastor also empowers the
Staff to be more effective and efficient.  

• Articulate the responsibility of the Board for supporting and encouraging the Pastor, the
staff, and our members in our mission and ministry programs. 

• Replace the current large multi-layered system of committees, joint-committees, and
sub-committees. The new management system is much leaner and involves principally the
Board. The current system has a very strong orientation toward “control,” typical of its era,
but in practice, that “control” didn’t work or work well with the Farm or, in some respects,
with the School.

• State explicitly the fiduciary responsibility of the four Officers of Calvary, who are also
the four Trustees of the Congregation, for the proper use of gifts from donors as well as
for the usual trustee actions required by law – such as for real estate transactions.



• Articulate the authority of  the Board to 

• create short-term committees or single-item focus committees as needed,

• create standing committees as necessary, and

• evaluate what each committee does and whether it continues. 

• Treat member volunteer hours as precious. They always should be carefully devoted to
productive efforts.  When Calvary was founded three-quarters of a century ago, most
families were one-earner families. Now most families are two-earner families, with both
earners juggling many responsibilities; many members of today do not have the time to
volunteer as much as members did 25 years, 50 years, or 75 years ago.  In the greater
Washington, D.C., area, we undoubtedly have a higher fraction of highly stressed people
than most areas of the country. These changes in our society are a major reason for many
churches adopting the Board of Directors model for their management structure –
churches are relying more on paid staff to foster their programs of mission and ministry.

The role of Calvary’s Elders has been recognized in the new C&BL as being the valued
group working directly with the Pastor on the spiritual welfare of the congregation rather than a
part of the management structure of the congregation. 

The Board of Directors model has been adopted successfully by many congregations,
including the Lutheran Church of St. Andrew. This is a different style of congregational
management but a disciplined one with some significant advantages for Calvary.

At the same time, we need to recognize that Calvary is currently a small church. About 75
members worship on a typical Sunday morning in a single service, about a third of the members
who worshiped in two services in the 1960s when the church building was new. The new Board
members will need to be engaged in some of the on-going current activities, particularly
oversight.  

The Board and its Executive Committee, working in concert with the Pastor, will need to
be very disciplined, determined to devote quality time working together in the planning and
evaluation responsibilities of the Board. They will need to develop strategies and establish
Guidelines/Ground Rules for these Board meetings and for carrying out the Board’s
responsibilities. The Board will expect the Pastor to manage most of the current activities. 

Finally, as members of Calvary, we will need to provide our prayers and our personal
efforts to support our Board members, our Pastor, our congregational Staff, and our fellow
members in their efforts on behalf of Calvary’s programs of mission and ministry.  As Calvary shifts
to the new style of management, we need to be understanding of each other’s needs and
limitations in “making the system work.”   
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