What will St. Paul Church to do with this estate? The council has asked that you lead a discussion about how the church should proceed at the next meeting. What will you have the council talk about? What issues will you raise? How will you suggest that the council proceed?
We must accept our current state of decline and then answer “why?”
Before we talk about money, we need to address our decline.
St Paul has recent signs of decline. While 350 members in a town of 2,000 is impressive, the Church, however, is aging. 35% of the membership is retired and “over the last decade the children and grandchildren of these retirees have tended to move away.” Membership and attendance are down.	Comment by John Bracke: This would be pretty typical of most US congregations over the last decade – though all churches’ situations have been complicated by the pandemic (the case was written pre-COVID). 
The decline has effected the finances of St Paul. In the last 5 years the reserve of $60,000 is now just under $40,000 and the council has expressed concern about the future.
I, as pastor for 3 years, and the council are leaders within the Church. Do we the leaders understand the decline? Do we understand that change must occur to take St Paul’s from “boring and routine” to a vibrant community of faith?
IF WE DON’T UNDERSTAND THIS NEED FOR CHANGE then we will continue in decline no matter how much money we have on hand.	Comment by John Bracke: As you note below, the estate presents both technical and adaptive challenges. Among the adaptive challenges are the need for the church to understand (i.e., learn about) as clearly as possible its own situation and dynamic in order to make decisions about the best use of the estate. What they may well discover is their congregation is pretty typical of many US congregations (of every denomination) caught up in a cultural shift about the role of religion and church affiliation in our society. 
**The subject of money is both an adaptive and technical challenge. Before we address the technical, we must address the adaptive. The question as to why St Paul’s is declining is an adaptive exercise.
There is an issue of orthodoxy (Belief) and orthopraxy (Practice) in the St Paul brief.
Ex: “the search committee expressed the hope that you might see if the youth
group could become more active (6 teenagers active) and if something could be done
with evangelism.” This is an orthodoxy, a belief, that St Paul needs to minister to a younger demographic and evangelize their community. Yet, here is the orthopraxy. “However, you have not found much interest on the part of church members to do much about either the youth programs or evangelism when you have raised these issues.”
The belief does not match up with the practice. Sometimes we say the right thing but don’t do the right thing… perhaps we are hearers of the word only, and not doers. (James 1)
This could also be an example of “passing the buck” and expecting the pastor to fix the issue. Is this church ready to get involved in the work of the ministry? This is an adaptive challenge the pastor must address.	Comment by John Bracke: Very good observation about belief and practice as these intersect with pastoral expectations. Then there is this, that every church wants to attract young families and youth and are competing for the same demographic. The trouble is that demographic is shrinking in the US and especially in small towns. You comments underscore a rather complex and messy dynamic that will need attention in thinking about the uses of this estate. 
Apply an investigation of orthodoxy and orthopraxy to every part of the Church.
What is our MISSION/VISION/VALUES? (Orthodoxy)
What is our budget? How the money is spent reveals our orthopraxy.
Does our budget and Mission match? This leads us leads us to the outlined advice in the book “Church Administration” by Robert Bracher. (p94) I will use this list to address the Church’s use of the $800,000 gift and with the council address each point.
As pastor it would be good to think about these seven distinctive pieces of advice. In talking to the council we should bring them this list and our thoughts and invite them to give their wisdom, energy, and skill to the process.
Here is the list of 7 admonitions from Robert Bracher concerning budgets, balance, and belief.
(1) connect fiscal matters to mission, 
What is our mission? Can we recite it? Are we living it?
If not… then perhaps we have found the reason for decline. And if not… we are not ready to make financial decisions.
“Budgets are mission statements.” (Bracke Lecture) Do our spending habits reflect the mission priorities and goals of St Paul. IF WE DON’T KNOW about our budget or our mission then we might decide to put the 8000,000 into a certificate of deposit account to gain interest while we as a council define our budget considering our exciting and celebrated mission that we may need to create. “If the mission is not clear and supported, then do some implementation and planning.” (Bacher p 95) (That may take time to get to the bottom of financial numbers and to create a mission for the church. BUT THIS IS THE ADAPTIVE CHANGE WE NEED.)
(2) clarify authority and put checks and balances in place, 
We are ready to move forward. Our finances and mission agree! This should be energizing!
Now we are ready for something technical. I would lean on the wisdom of others here. I would talk to the banker and lawyer in my congregation for advice on safeguarding the gift and properly using it.
We must…
#1 Define “A separation of responsibility between those who receive the money and those who dispense it.” (Bacher p 97)
#2 “Identify the groups or persons involved. (p 98) Perhaps a budget committee.
#3 “Develop the timeline.” (p 98)
(3) establish transparency assurances, 
We need plans to safeguard against embezzlement or other illegal actions.
We need action steps for receiving, handling, and using finances.
We need plans that allow others to see that the finances are being handled with nothing to hide. 
These plans may already be in place, but it is worth investigating before we receive a sizeable gift.
(4) build budgets better, 
The finances at St Paul need a proper budget. Do we have one? 
Line-item, program, or zero-base budget? Have we budgeted our income and expense by the month? We may need a budget committee.	Comment by John Bracke: All good points. What the estate does is raise these questions in fresh ways for St. Paul Church. Even if they have a current budget that is consistent with these 7 principles, the estate will demand they reexamine their budget in light of the additional resource they now have. That reexamination needs to begin with clarifying their mission. What might have been unthinkable before might now be possible; or what they could contemplate doing modestly before they can now do on another scale. 
I would recommend that we create a budget for the $800,000 gift as an endowment. We could maintain our principal investment and use the withdrawn funds to help St Paul achieve their mission. This would require a defined budget (technical) that accomplished the mission (adaptive). 
I have NEVER done this. I would need the wisdom of others. Good thing I am not afraid to ask! We have people with this knowledge in the church. I look forward to administrating their skillsets and knowledge.
We may choose a true endowment or a term endowment. A few online calculators showed promising returns that will help us currently and into the future.
Here is a screen grab of an online term endowment calculator.	Comment by John Bracke: Good grab! Note that while $800K sounds like a lot of money, if used for an endowment or long-term investment that will be sustainable, the budgetary impact, while not insignificant, is modest. The $43K out 35 years when adjusted for inflation, is probably not more than the initial $18K return. So, while a lot of money, if used in a sustainable way, will have a modest impact on the church’s finances. 
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THE BUDGET WE BUILD NEEDS TO BE BOTH ADAPTIVE (MISSIONAL) AND TECHNICAL (FUNTIONAL).
(5) report accurately and regularly, with variety, 
“Issue budget and finance reports accurately, regularly, and in a variety of formats.” (p 108)
This technical challenge will be the responsibility of those given authority in #2.
(6) audit accounts authentically,
The authorizing people defined in step #2 need to decide who will oversee an audit of finances, how often, and who will do the audit.
(7) treat finance and budgets as vicarious ministry.
This is the work of ministry and not a necessary evil. This is a service to God and for the people of God. This represents an adaptive shift in how we view book keeping and budgeting.
Conclusion:
Personally, I am not technically gifted in finance. I realize I can gain knowledge with time, but it would be better leadership to invite those with that knowledge to give their input and oversee these technical challenges.
Personally, I have a greater understanding of the adaptive challenge of steering an organization towards mission. I would focus on addressing the adaptive issues present in the Church and making sure to place those best suited for the technical challenges in the proper role. I must make sure that those in technical roles are committed to the mission.
“Budgets are often made by habit and do not necessarily meet mission priorities.” (Bracke Lecture) St Paul needs to spend energy on the orthodoxy and orthopraxy of mission and budget. By doing this they can overcome their decline.	Comment by John Bracke: One of the things that happens when a church receives a large estate ($800K is pretty good sized) is they imagine it will allow them to do all kinds of new things and solve a lot of problems. Part of the adaptive challenge is clarifying what your chart well illustrates. The estate will result in an impact of about $20K annually in present day dollars over many years. So, as the church thinks about its mission in light of the estate, they would do well to think both boldly (what can we now do) but modestly (with about $20K new dollars each year). 
A	You got to the heart of this case when you identified the alignment of mission and praxis – or their misalignment. This alignment, with a clarified mission in light of the estate, is what the church will now need to do. The chart you pulled illustrates that while $800K seems like a lot of money (and it is), if used in a sustainable way has a modest impact on the church’s finances. In imagining how the estate will impact the church’s mission, they will need to be realistic. 
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