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Background 
 

In March 2020, at the Annual General Meeting, the congregation of St Andrew’s United Church voted to 
create a Needs Assessment committee to study, assess and recommend a future staffing model. 

Terms of Reference 
The terms of reference agreed to with the Council included an assessment of all positions, including: 

 Ministerial staff including Lead Minister, Minister and Minister of Music 
 Executive Director 
 Office Administrator 
 Rentals Manager 
 Sexton and Assistant Sextons 

The result of the needs assessment should include: 

 detailed organizational structure including role descriptions,  
 estimated budget required to support,  
 recommended changes to mission or strategy statement and  
 transitional plan if staffing changes are recommended. 

The estimated budget must reflect a reduction in employee costs that aligns with current operational 
revenues. 

The assessment must hold the current mission of Saint Andrew’s in the centre of its assessments and 
recognize the impact any reductions will have. 

A set of recommendations must be delivered for congregational approval. 

Region 15 will be engaged as a participant throughout the process to ensure that any recommendations 
are possible within the structure of the United Church and to remove any rework. 

Congregational consultation will be important to ensure the completeness and acceptance of any 
recommendation. 

Approach 
 Finalize membership of the Assessment committee. 
 Review and discuss existing documentation and work product. 
 Conduct survey of the congregation to solicit information on their priorities for staff and life at 

St Andrew’s. 
 Conduct internal interviews with staff to gather information such as where their time is 

currently spent, reasons behind any deviation from the current job descriptions, changes they 
would suggest, etc. 

 Craft a “strawman” or draft staffing arrangement for discussion. 
 Arrange a series of small group discussions to gather feedback on the draft structure. 
 Review and modify staffing model based on feedback as appropriate and respond to any 

feedback not incorporated. 
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 Present the final model to the congregation for review and approval. 

Committee Members 
1. Jennifer Callbeck 
2. Bill Chambre 
3. Treena Faloon 
4. Linda Frank 

5. Lisa Mader 
6. Steve Tugwell 
7. Tricia MacLeod 

 

St Andrew’s 
 
Who We Are 
We believe that St. Andrew’s is a place of transformation, both for ourselves and for our world:  
 
 Here we gather, in space that is safe, with others who offer support and compassion for our weary 

spirits. Here we are accepted for who we are and find an identity in sacred and holy love.  
 

 Together we are invited to go deep, to shed the superficialities with which we too often settle, and 
to wrestle with the critical issues that affect us. We are informed by ancient wisdom in both our 
Christian and other faith traditions and ask how this connects to current culture and challenges. 
Listening is as important to us as speaking. Through deep encounters with the divine presence and 
one another, we find healing and direction.  

 
 Finally, we are led to act upon what we have experienced in order to be agents of transformation, 

offering compassion to a broken world.  
 

Our Core Values  
Several core values are fundamental to who we are:  
 
 To love God and to love one another: As Christians, we seek to follow Jesus’ summary of the Torah. 

Within this simple ethic lies a lifetime of challenge!  
 

 Inclusion of all: all genders and orientations, all abilities and challenges, all seekers and questioners, 
all followers of different faith traditions. By welcoming all, we open ourselves to the insights and 
perspectives that they bring. Our diversity leads us to value integration of different points of view 
and disciplines for a more holistic understanding.  
 

 Courage: We face life’s challenges open to change and unwilling to settle for traditional ways that 
no longer carry meaning.  
 

 Excellence: St. Andrew’s works with passion and energy to provide the best we can in our worship, 
programming and outreach projects.  
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Mission 
St. Andrew’s can best contribute by focusing our ministry (in Halifax and around the world) on:  
 
1. responding to the spiritual hunger in our community. While our society is wealthy in many ways, it 

dwells in profound poverty in others.  
 

2. creating communion across religious and social borders. We seek to bring together diverse 
perspectives that intersect in our community.  
 

3. standing for justice: social, economic and environmental  
 
4. developing alternative, transformational leadership within our city - and supporting leaders in 

various fields. We note the need for strong leaders who will respond to the challenges our society is 
facing.  

 

 
 

2021 Goals 
 

Goal 1. Building the Community of Faith - Participation and engagement  
The Goal of Building St. Andrew’s Community of Faith will be achieved through engagement and 
participation with the congregation.  We succeed through our inspiring spiritual message, innovative 
programming, strong and active congregation, engaged lay leadership, capable and committed staff, 
value-added partnerships, and community engagement. 
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Missiological view of Community of Faith: 

Generous and Gracious live out your God-created identity. Live generously and graciously toward 
others the way God lives toward you. Matthew 5:48 

Christianity is practiced in community – it is not a belief system – is a practice in community, 
shared goods (Scripture from Acts), priesthood of all believers, Martin Guber et.al.  

Objectives:  

i. Communicate the expectations as a Christian tenet in all our messages. Not volunteer 
language – it implies a hierarchy, rather “I am trying to live my faith”. Helping rather than 
volunteering. This fundamental tenant in Christianity needs to be purposefully communicated.  

ii. Develop a pool for lay leaders and helpers that is larger and more diverse to do the work of 
the church. Support them in their actions and encourage failure, as failure is often the path to 
success. 

iii. Model and uphold people who are living the Christian Tenant within St. Andrew’s. 
Consistently highlight in worship, on the website, in the newsletter, and, etc.  

iv. Use lay voices and presence in elements of worship to better connect congregation to the 
spiritual message.  

v. Develop small group communities of faith that encourage creativity, participation, and 
engagement to foster a culture of change. Let people run with ideas and find means to support 
these ideas. This is the theological basis of the early church. 

vi. Identify groups of people with leadership potential, and grow connections within this group 
identify persons to lead. 

vii. Prioritize youth, children and family programs to better support opportunities for 
participation. 

 
Goal 2. Build the St. Andrew’s Community through Purposeful Partnerships:  

The goal of building our community through purposeful partnerships will require us to prepare ourselves 
for meaningful dialogues with other communities, people having conversations with other people more 
diverse and younger - strive to grow our community of worship to reflect our neighbourhood, city and 
region. 

Missiological view of Community: 

Do two walk together, unless they have agreed to meet?  Amos 3:3(ESV) 
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And let us consider how to provoke one another to love and good deeds, not neglecting to meet 
together, as is the habit of some, but encouraging one another, and all the more as you see the 
Day approaching.  Hebrews 10:24-25(NRSV) 

What God requires he has told you, O mortal, what is good; and what does the Lord require of 
you but to do justice, and to love kindness, and to walk humbly with your God?  Micah 6:8(NRSV) 

Objectives: 
 

i. Implement Indigenous and African Nova Scotia awareness training for Council, Chairs and Staff. 

ii. Invite speakers from outside our community in worship one per month.  

iii. Determine where we are putting our efforts for partnership and enact reach out to co-develop ideas.  

iv. Celebrate and highlighting the work of the Social Justice Committee, and the established 
partnerships: Brunswick Street Mission, Kairos, etc.  

v. Foster new relationships with Dalhousie Chaplaincy, ISANS, performing arts communities, and Pine 
Hills. 

vi. Identify groups in our local community where we are weak - We need to do the work to prepare 
ourselves for meaningful dialogues with other communities, find anchor leader with under represented 
demographics (e.g. Robert Wright) 

vii. Support developing alternative, transformational leadership within our city - and leaders in various 
fields. There is a need for strong leaders who will respond to the challenges our society is facing (moved 
from Mission).  

viii. Determine how St Andrew’s can support the United Church of Canada’s initiatives in social justice 
and specifically in near-time concerning racial justice. 

 
Goal 3. Sustainable Finance  
 

The goal of Sustainable Finance is to align operations through a balanced budget with the Vision that 
minimizes draw on the capital of the endowed trust funds. 

Missiological view of finances:  

For whoever has will be given more, and they will have an abundance. Whoever does not have, even 
what they have will be taken from them. -Matthew 25:14 

Objectives:  
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i. Develop and implement plan for site re-development that optimizes asset value to support the 
Mission of St. Andrew’s United Church. Congregational approval on site development is a priority in 
2021.  

ii. “What mission can our finances support?” Complete Needs Assessment with a missiological view, 
taking into consideration the current resources available and shape organizational design and staffing 
accordingly in 2021.  

iii. In 2021, develop of a special campaign to begin raising the funding necessary to save the Tower and 
“Ring the Bell”. 

iv. Continue to develop and grow sources of revenue from sanctuary and hall rentals, through 
partnerships and relationships with performers and other groups through improved uses of technology 
and cloud services. 

v. Encourage envelope users to change over Pre-Authorized Remittance (PAR) and on-line gifts .  

vi. Stewardship the Planning for future generations – this is profound stewardship. We are in 
communion with those who have come before, and those who will come after. Set clear explanation of 
the expectations of being part of our community – tithes, talents, bequests and legacy gifts. 

 

 

Recent Organization Structure 
 

In 2017, a Joint Needs Assessment recommended to maintain the current staffing allocation of two 
fulltime ministers. 

In 2018, a governance committee including Bob Shepherd, Robbie Shaw, Carole Cooley, Treena Faloon 
and Susan Chisholm investigated different governance models, including the Carver Model, which 
separated the role and responsibilities of Ministry, separate from those of Operations.  With increasing 
momentum regarding site development and the possibility of rental revenue, there was a lot of appeal 
for this idea of separating the work of Ministry and Operations and in January 2019, a dedicated 
volunteer, Robbie Shaw agreed to trial a new position of Executive Director.   

In 2019, St. Andrew’s had three key leaders, two Ministers and a volunteer Executive Director, Robbie 
Shaw. 

At the 2020 Annual General Meeting, the Congregational approved the Operations role and agreed to 
proceed after Robbie Shaw’s volunteer time with a part-time Executive Director at 50%.  Ken Burt was 
hired in May 2020. 

With the resignation of the Reverend Russ Daye, St. Andrew’s has one Minister and a part-time 
Executive Director, Ken Burt.  This leadership team oversees the Mission and Ministry of the church as a 
separate role from the Operations however the roles work closely together. 
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Consultations 
 

Survey Results 
A survey, using SurveyMonkey, was sent out in early November to the full St. Andrew’s email list seeking 
input on what the congregation values most about their connection with St. Andrew’s in the areas that 
are mainly delivered or led by paid Ministerial leaders or staff.  Seventy-nine respondents participated in 
the survey with the results summarized below.  See Appendix A for survey questions and quantitative 
results.   

We reached out and you responded – the overall survey results told us: 

 majority (50-60%) of respondents go to church regularly, are active in the church/volunteer, are 
over 65 and have been attending for over 10 years 

 
 top 7 priorities for minister in order:  

o preparing for worship,  
o pastoral care,  
o mission/outreach social justice,  
o personal contact,  
o music,  
o adult bible study,  
o funerals/weddings 

 top reasons for attending church:  
1. sermons/spirituality/inspiration/faith/music,  
2. belonging/church community/fellowship,  
3. social justice / wider community outreach /action 

 Paid Staff 
o Most agreed with paid staff in some format for ministers including music 
o Most supported non-paid volunteers for Sunday School  

 
 Volunteer Activities 

o Most respondents participated in a wide cross section of church life and programs and 
were interested in continuing and some offering to do more or have new involvement 
 

 General Comments 
o Live within our means 
o One minister model going forward with several part time positions to support the 

minister/programs/church administration/oversight  
o Active volunteer/lay ministry 
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Small Group Discussions 
During the last week of January and first week of February, six small group meetings, with a total of 31 
participants, were held virtually via Zoom to discuss the results of the survey, an interim staff 
restructuring proposal and the future of St. Andrew’s.  Members of the Needs Assessment Committee 
facilitated the discussion which was based on a hand-out provided to the participants in advance (see 
Appendix D). 

Summary of Key Comments  

Living within Our Means 

 We don’t have a good track record for living within our means, it will be difficult but necessary, 
this proposal is a step in the right direction 

 Don’t lose the mission in an effort to balance the budget 
 Maybe the mission can be achieved differently, prioritized, pick and choose 
 Manage expectations, reduce expectation of perfection  
 Align resources to best fit the tasks 

Development Project 

 Interest in new development for potential income and aligning with mission  
 Opportunity to share/partner with other churches/organizations 
 Positive support for development of hall only  

Rentals 

 Recognition of loss of income due to COVID19 
 Encouraged by future income potential from music/concerts in sanctuary 
 Support for rental manager position, can it be redeployed to other duties if not fully engaged    
 Rental program should be self-sustaining and make a profit 

Staff Positions 

 General support for the recommended staffing model, overall acceptance of one minister model 
with appropriate support in place 

 Agreement with interim approach to staffing recommendation (re covid, development) 
 Manage expectations, less staff means giving up things, try new ways, prioritize mission goals 
 Concern about how the operations manager position will combine executive director and Office 

administration, too much in one job, not enough time, can one person have all the skills 
required 

 Not sure about for 80% sexton but support for flexible hours over 7 days 
 Need adequate handover for both Office Administrator and Sexton positions  

Minister 

 Concern about workload for one Minister/burn out, can’t take on all duties of both ministers 
 Provide support to Minister including pulpit supply  
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 Have ordained ministers (within/outside congregation) take on non-congregant funerals, 
weddings, baptisms 

 Align duties to Minister’s professional expertise (worship, pastoral care, youth, faith formation)  
 Not necessary to have Minister on all committees, maybe just oversight/occasional attendance  
 Increase lay ministry/volunteering within congregation (eg. bible study, pastoral care, social 

justice) 
 Provide time for Minister personal and spiritual care (include as a time allocation in their job 

description) 
 Think outside box (alternate summer worship, use of social media/technology) 

Youth 

 Youth are the future of our church 
 More work needed to grow this cohort 
 More support needed for Minister’s work in this area/faith formation 

Lay Ministry/Volunteering 

 Need to be mindful of aging congregation, not able to do as much  
 Need to be realistic as to what/how much can be done by helpers 
 Make a list of priorities, if no one wants to do it, then don’t do it 
 Could role of congregation be written into the plan forward, make it more formal 

 

Staff Interviews 
Individual staff interviews were conducted by members of the Needs Assessment Committee.  The 
following is a high-level summary of the themes/recommendations that emerged from these 
conversations.  

Plan for the Near Future 

 Difficult to do long term plan during COVID, building development and change of staff 
 Step back and look globally, take time to assess whole operation 

Building a Team 

 Ministerial, management and congregation with administration supporting all of the elements 
 Approach our work as a whole, a team, not iterative 

Clergy Priorities 

 Worship, pastoral care, program and delivery, mission & outreach, music 
 Need children & youth minister to attend to growth in that area, other growth potential  
 With one minister, 50 sermons a year is not sustainable, need worship support (eg. Guest 

speakers) and administrative support to avoid burn out, at least one day off a week 
 Foster/develop stronger lay ministry from congregation to share in work of the church (eg. 

Pastoral care/caring community, leading groups, events, activities), attend to the St. Andrew’s 
community, invest in small groups 
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 Partnerships should have congregation connection  
 Divergent views on value of partnering/connecting with other united churches, other faiths 

Staff Priorities 

 Need business plan for development of the venue as a sustainable rental business 
 Ensure workload is manageable and skills sets match tasks (eg. IT, rentals) 
 Executive director is key to survival 
 Ensure adequate time is allocated for additional duties to accommodate unplanned 

requirements and interruptions. 
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Recommendations 
 

Future Plans:  

 Change is happening. 
 Building development could start as early as 2022 and the community needs to be ready. 
 Imagine what the future would look like if we were to live within our means. 
 Imagine what the future would look like if we all contributed our time and energy. 
 Imagine what the future would look like if realistic expectations enabled us to feel content and 

successful in our mission.  
 

Recommended Organization  
 

The Needs Assessment Committee recommends that St Andrew’s takes this opportunity to make bold 
decisions to position ourselves to move forward with our mission with the resources that we have 
available. 

The recommendation is to move forward with: 

 one full time ordained minister, 
  a part time minister of music,  
 create a new role of Operations Manager,  
 a flexible Sexton role.  
 part time rentals manager and IT support.  

This will require expectations to be adjusted with regard to what can be delivered with a reduced paid 
staff.  The congregation will need to engage more fully to ensure those activities most critical to our 
community continue to be delivered. 

The needs assessment committee is recommending a shut down for 4 weeks over the summer when 
attendance is lower, to provide staff with a needed break as well as cost reduction opportunities.  The 
needs assessment committee is recommending that all staff take the majority of their vacation at that 
time so the church does not have to pay for back fill for other periods.  The Music and Worship 
committee is asked to review ways to stay active through social media or connect and collaborate with 
other peninsular churches during this period. 

It is also recommended that these changes reviewed at the end of the 2021 calendar year to reflect on 
what has worked and what adjustments should be made for 2022. 

 

Timeline: Next Steps 
 

March 31, 2021 
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 Complete new role descriptions with set expectations and goals for IT role 
 Complete new IT Plan for ensuring the full team has the tools that they require 
 Finalize role description and begin search for Operations Manager 

 

April 30, 2021 

 Develop business case for new site development including development manager (Ken Burt) 
 Worship & Music Committee communicates plan for summer worship that takes into account 

peninsular congregations and community 

May 31, 2021 

 Develop business case for rental revenue - $70,000  

One Month prior to retirements of existing staff 

 Hire new Office Manager and Sexton 
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Summary 
 

The Initial Recommendation from the Needs Assessment Committee is a short-term, one-year 
recommendation to take the opportunity to refine the team with changes and planned retirements of 
both our Office Administrator and Sexton while we forecast and understand the impact of the proposed 
development. 

2021 Staff: 

1. Minister (100%)  
2. Minister of Music (50%) 
3. Operations Manager (100%) – New combined/hybrid role (Executive Director + Office 

Administrator, including basic website updates) 
4. Revenue Manager (42.5%) – rental revenue budget of $70k in 2021 
5. IT Support (7.5%) – specific responsibilities to be defined 
6. Sexton (80%) – New more flexible role not necessarily Monday-Friday 

Separate from the operating budget, a building Development Manager will need to be hired as part of 
the development project. 

 

2021 Schedule: 

Share summer worship with other peninsular congregations and close St. Andrew’s for a period of 4 
weeks 
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Appendix A 
Detailed Survey Results 
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Appendix B 
Role Description: Minister 
 

St ANDREW’S MINISTER JOB DESCRIPTION  
 
  
MINISTER - full time, ordained member of the Order of Ministry, The United Church of Canada.  
The Minister is expected to embrace the Mission and Values of St Andrew’s, and ensure focus 
on the mission in the delivery of all programs.  

Specific responsibilities include, but are not limited to, the following:  
  
Worship (50%)  
 Assume responsibility for 33/52 of weekly services per year, in collaboration with 

the Minister of Music, and the Worship and Music Committee.  
 Participate in the planning and provision of worship throughout the year.  
 
Pastoral Care (30%) 
 Responsibility for the provision of pastoral care for the congregation in partnership with the 

Pastoral Care Team, and through creation of personal connections which foster a sense of 
fellowship and community within the church.  

 Coordination and oversight of staff and lay volunteers or helpers in pastoral care roles.  
 Responsibility for hospital visitation.  
 Provision of funerals and grief care, engaging available ordained clergy when appropriate.  
 Provision of counsel and performance of Baptism and Marriage including the engagement 

of available ordained clergy. 
  
Faith Formation & Support of Congregational Members’ Growth (15%)  
 Provide leadership for programs and activities for the spiritual development of all members 

of the congregation and acting as a resource to volunteers/helpers engaged in providing 
faith formation programs. This may include Sunday School, bible and book studies, retreats, 
youth programs, family activities, and others.  

 Lead or colead programs of initiation, including baptism, membership and confirmation.  
 Encourage congregational members to explore a range of faith experiences.  This may 

include identification of leadership, provision of resources or ideas.  There may be times 
when the minister offers leadership, or co-leads with others.   

  Maintain intentional inclusion for cultural, spiritual and sexual orientations.  
 Engage in lateral relations with other faith communities.  
 Serve ex-officio on St. Andrew’s Council, and United Church Regional council.  
   
Mobilization of Alternate Leadership (5%)  
 Mobilize alternative leadership, which may include identification, coordination, support, 

counseling and training.  
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Oversight and Accountability  
 The Minister will work with a high degree of mutual reliance and collegiality with 

the Minister of Music  and St. Andrew’s United Church through the Ministry and Personnel 
Committee.   

 Accountable to Region 15 of the United Church of Canada and the United Church Office of 
Vocation.   

 
Self Care 
 The Ordained Minister, will take time and engage in spiritual practices and wellness 

practices to maintain their bio/psycho/social/spiritual well-being, including daily and weekly 
practices, regular days of “sabbath rest,” continuing education/spiritual retreats, and a 
sabbatical every 5 years. 
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Appendix C 
Role Description:  Operations Manager 
 

Accountable to the Chair of Council, the Office Director is responsible for the efficient and 
effective operation of St Andrew’s. 

 
ADMINISTRATIVE (40 %) 

• Ensures St. Andrew’s complies with United Church of Canada directives by overseeing all 
its administrative requirements, e.g. statistical forms, payment of Mission and Service 
contributions. 

• Provides full support and assistance to ministerial staff as required. Collaborates with 
ministerial staff to ensure the organization of Sunday and special services. 

• Coordinates all room bookings for internal St. Andrew’s groups. This includes confirming 
the number and configuration of chairs required for these bookings. 

• Provides support and assistance to Chair of Council, Treasurer, and volunteer 
committees as required. 

• Ensures the list of St. Andrew’s members, adherents and households is accurate and 
updated regularly by maintaining records of baptisms, weddings, deaths, confirmations, 
transfers in/out, and new attendees in the congregation. Lists to be maintained include 
congregational rolls and household lists including addresses, telephone numbers and 
email addresses. 

• Coordinates all arrangements for the Annual Meeting and other congregational meetings 
as required. 

• Manages general office operations in areas such as office supplies, mail, telephone 
reception, and office equipment maintenance. 

• Ensures the annual charity report to the Canada Revenue Agency is completed in an 
accurate and timely fashion. 
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FINANCIAL (30 %)  
 Ensures financial transactions, documents, data entries, and reports are completed in an     

efficient and timely manner, and current financial information is readily available. 
 Ensures all invoices for the operation of the church are paid in a timely fashion 
 Processes and reconciles expenses and resolves discrepancies and/or outstanding 

payments/receivables. 
 Calculates and submits HST rebate form. 
 Provides financial information to the Finance Committee Chair and/or Treasurer to assist in      

the preparation of budgets, forecasts, monthly financial reports and in the undertaking of 
other financial projects.. 

 Manages petty cash, travel expense claims, honorariums and benevolent fund. 
 Collaborates with the Finance Committee and Treasurer to ensure proper financial 

procedures are followed. 
 Maintains records of all staff payroll charges and advises ADP (United Church of Canada 

designated payroll service) of any changes to facilitate payroll reconciliation. Calculates and 
submits retroactive salary increases as required. 

 Reviews with the Treasurer the T4s for all directly paid employees to ensure document 
accuracy and distributes to appropriate individuals. 

 Oversees and maintains all account records including Sunday offerings, PAR contributions, 
bank deposits, Mission and Service donations, donations to special church funds, income 
from special events, e.g. concerts, weddings, funerals. 

 
BUILDING AND SUPERVISION (20 %) 
• Oversee the day-to-day and regular operations of the church building and facilities, 

arranging for regular maintenance and repairs of the facilities and equipment. This is done 
in collaboration with the chair of the Management Committee, and can include taking 
emergency action if and when required. 

• Provides oversight for the church sexton to ensure the regular cleaning and maintenance of 
the church 

• Acts as the Occupational Health and Safety Representative for Saint Andrew's United 
Church. 

• Coordinate and manage the hall rentals. 
• Manages the engineering reports and ongoing long term maintenance for the facility. 

 
CONTENT CURATOR (10 %) 
• Ensure regular content contributions to St Andrew’s social media channels through the 

organization of contributed content or creation of the content 
• Creation of a calendar for content planning in support of the church’s year. 
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Appendix D  
Small Group Preparation Document 
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