Greater Milwaukee Synod Call Committee Orientation Outline
(Detailed information is in the GMS Call Process Manual, chapter 8)
(updated 4-10-23)

Purpose:
1. review the interview and discernment steps in a typical call process with the call committee

2. discuss how this process applies to the current opening in a specific congregation

3. answer any questions that the call committee members may have

4. clarify the next steps for the committee

Facilitator:


Rev. Kristin Nielsen, Assistant to the Bishop for Congregations in Mission


414-671-1212 x225 office    414-336-0724 cell


kristin@milwaukeesynod.org or kristin@gmselca.org 
Agenda:

1. Opening Prayer 

2. Introductions: 
3. General things to keep in mind:

a. The call process is a spiritual process. Remember to center yourselves in prayer throughout this time. Begin and end each meeting with prayer. Ask members of the congregation to pray for you and the candidates.

a. The call process is not primarily a hiring process; it’s a relationship building process. We all—congregation, candidates, and synod—want the same thing: a good match that lays the groundwork for a healthy chapter in the congregation’s ministry.

b. You have been chosen for this task because you have the gift of discernment. The question is not “What do I want for the congregation?” Rather, it’s “What might God want? Where is God leading us? Who is God calling?”
4. Key things needed for all call committee members to be clear on before you begin:
a. A unanimous recommendation is needed. We are asking that the committee’s candidate of choice be a unanimous recommendation that is supported by all members of the committee. Take the time needed to get to this point. If you cannot all get excited about the same candidate, then find out why. Is there additional information that is needed in order to feel confident about moving forward? Every voice is important. The spirit is at work in each person’s observations, questions, insights, and discernment. 
b. Trust in the group is central. In order for you to be able to share openly with one another what you are hearing, sensing, learning, discerning about a candidate, there must be trust among the committee members. Make sure to take time as a group to find out what you need from one another in order to do your best work as a member of this committee.

c. Confidentiality is crucial. In order to do good work as a committee, confidential is a must. Not only about the candidates you interview, but also your conversations about the candidates. Do not share details with anyone besides the call committee members. 
d. Clarity about the open position is important. Take time to know the MSP inside and out so that you are clear with one another regarding what is needed in a potential candidate for the position. Doing this prior to interviews will help the discernment process go much smoother once you start to meet the candidates.
5. Phase One: Preparation. 
a. Call Committee will meet to decide on the process to be used for the interviews.

i. When a candidate is doing the interview in person, it is usually good to schedule some informal time as a part of the process, including such things as a tour of the church building and neighborhood, a meal with the call committee, etc.
ii. Plan the interview itself. 

1. Develop a list of questions (samples given in call process handbook) based on the MSP. It is best to ask ‘open ended’ questions, rather than questions that can be answered with a simply yes or no response. It is also good to assign different questions to different committee members, understanding that conversations are often free-flowing and a candidate may end up answering several questions at once.
2. We recommend that you conduct a “practice” interview, having another pastor from a neighboring congregation to spend an hour or so with you as you ask them the questions you have developed, and then giving time for feedback and discussion of how things went.

3. Once you receive the candidate’s profile, develop several additional questions for each candidate based on their RMP that are specific to them.

4. Some call committees ask each candidate to prepare a 5-10 minute devotion or teaching time on a specific bible passage and begin your meeting with that. 

5. Plan on spending no more than two hours in the interview, including a short break time. You will likely have a second interview with candidates you are interested in, so if you don’t get to everything, you can cover it next time.
6. Be sure to leave time for the candidate to ask you questions, at least 15-20 minutes. This is a mutual process of discernment, and they need to learn about you just as much as you need to learn about them.

6. Phase Two: Considering the candidate/s

a. When you receive a candidate’s RMP, please keep these things in mind:

i. No one outside the members of the call committee is to know who the candidates are. Many candidates are currently serving another congregation, and the name should not be released until it is ready to be given to the congregation for a vote. Also, the congregation has elected you to serve on the call committee, and it is inappropriate to unilaterally expand the committee by involving other people. 
ii. Since we allow congregations to interview more than one name at a time, we allow candidates to be involved in more than one process at a time. When a candidate’s name is ready to be presented to the council as the final candidate, we ask them to drop out of all other processes or drop out of this one if they feel they are being called elsewhere.

iii. If a candidate is currently living outside the metro area, it is okay to conduct a telephone or video conference call interview to determine if you want to bring them in for a face-to-face interview. All expenses for travel and lodging are to be covered by the congregation. 
iv. After completing the first interview/s, you need to communicate with the candidate/s your decision. You may decide “no,” meaning that you do not wish to continue with this candidate. You may decide “yes,” meaning that you would like to move ahead with the second round. 
7. Phase Three: Second Interview/s
a. If you have candidates you would like to bring in for a second interview, now is the time to check references from their profile. 

b. We highly recommend that you conduct a social media search on the candidate/s, researching them on Google, Facebook, and other avenues to see how they present themselves online. While personal opinions are indeed personal, a pastor’s personal life is often public, and when it’s posted online in any forum, it becomes public. You may also want to see if your congregation has an up to date social media policy for employees (examples are available on the ELCA website). 

c. You may also want to hear the candidate preach, which can be done in a couple ways:

i. You may discreetly travel to the congregation where the pastor is currently serving and listen to them preach there (best in small groups of 2-3 at a time).

ii. You may request a video or audio recording of a sermon, acknowledging the limitations of this form.

d. At a second interview, you can ask questions that you didn’t get to in the first round, and then focus most of your time on their questions and questions based on their mobility forms. 
8. Phase Four: The Final Candidate

a. Now would also be the time to conduct a formal background check. While we have a general sense of the candidates’ backgrounds, any legal background check is the responsibility of the congregation as the employer. 

b. The name is presented to the congregation council for approval to present to the congregation. The council does not usually meet the candidate but hears a detailed report from the call committee as to why they believe this is the right candidate.

c. Once the council votes to bring the name to the congregation, a special congregational meeting is scheduled, and the name is included in the announcement. You may choose to set up an opportunity for the congregation to meet the candidate, including informal conversation over coffee, a brief devotion and prayer offered by the candidate, and then some time for formal questions.

9. Phase Five: Follow-up

a. Although the Call Committee work ends formally at the installation of the new pastor, it continues “informally” over the first year or so of the pastor’s ministry, as the committee helps to integrate the pastor into the congregation and community. We have begun a new program called “New Beginnings, Walking Together” to support the new pastor during the first 18 months of their call. We will share more about this once a call is extended.
10. Questions and Next steps

11. Closing Prayer
