PARISH MUSIC COORDINATOR

FOR

THE WELS CONGREGATION
By James Schierenbeck

INTRODUCTION

Traditionally Wisconsin Evangelical Lutheran Synod (WELS) congregations have two types of called workers, pastors and teachers. Strong tradition with an established worker training system to back it up has perpetuated this paradigm.  Scripture and the Lutheran Confessions certainly allow and encourage whatever forms of ministry are “most profitable ... for the good order, worthy of the profession of the Gospel and the edification of the Church, (Formula of Concord, Thor. Dec., X, Of  Church Rites, Triglotta, p1055) Therefore, it is proper and useful for congregations to consider whether additional forms of ministry would be beneficial to the work the Lord has given us.  

WELS congregations have seen the wisdom of considering a third group workers, part-time or full-time, who’s focus is different than the traditional scope of the pastor’s or teacher’s call. This worker joins arms in teamwork with pastors and teachers.  Titles for such workers may vary: day care administrator, minister of education or evangelism or discipleship, staff minister, parish program director, school administrator, church administrator, family minister, parish assistant, deacon/deaconess, parish nurse, and the Parish Music Coordinator (Minister of Music, Director of Music, ...)  

Forces creating of this third group of workers include: 

· expanding pressures on the time and energy of the pastor 

· a shortage of pastors

· a shortage of volunteers 

· opportunities for ministry which required specialized training beyond the time and skill of volunteers

· an abundance of retired teachers who want to continue to do church work outside the classroom

· a trend to specialize programs for each segment of congregation

· a desire to do new things

· a desire to do old things in a new way

· and, primarily, a desire to work more efficiently and effectively as we see the day of the Lord fast approaching.

I will show that:

· parish music must not center around music but around the mission of the church and the theology of worship

· parish music benefits all facets of the congregation

· a parish music coordinator is more than a choir director and organist

· congregation can secure a qualified parish music coordinator

WHY DOES WORSHIP DESERVE A STAFF POSITION?
Worship is the hub of the congregation because it contains the most direct use of the Word and both Sacraments while it touches the largest number of members. With the possible exception of evangelism to the unchurched, our congregations worship first. Only then can follow the other parish services of adult and youth discipleship, evangelism, parish schools, family ministry, special ministries, and from there to the high school conference, worker training, and home and world missions. The spokes of the wheel must be connected to the strong and sturdy hub of worship. 

James Tiefel states in a sample mission statement for congregational worship (Planning Christian Worship, WLS Summer Quarter, James Tiefel, 1996) 
The objective of worship in this congregation is to solidify through Word and Sacrament, 

the good news of Jesus Christ on the hearts and minds of the people of God 

and to give the people of God an opportunity to summarize their lives of praise 

in fitting and beautiful forms.
Music is a fitting and beautiful form for worship. 

Let the word of Christ dwell in you richly as you teach and admonish one another with all wisdom, 

and as you sing psalms, hymns, and spiritual songs with gratitude in your hearts to God.  Colossians 3:16

No wonder Martin Luther placed music second only to theology. Music is not a means of grace, but Lutherans have properly called music in worship the viva vox evangelii, a living voice of the Gospel.

Since music plays an uplifted role in worship, we would do well to heed the encouragement 

“Sing to him a new song, play skillfully, and shout for joy.” Psalm 33:3  

Skillful presentation of music in worship, therefore, is an imperative. However, as one parish music coordinator, James Bakken of St. Peter’s, Minnesota, writes, “If a congregation truly wants an excellent music program, they must be willing and committed to providing adequate personnel, time, and finances to accomplish this.”

The establishment of the position of parish music coordinator will truly be a benefit and a blessing for the worship of the members. 

IS THERE ANY HISTORICAL PRECEDENT FOR THIS TYPE OF POSITION?
Many psalms carry the message, “For the director of music.” The German cantor of Reformation days was responsible for church and school music.


More recently larger churches (often without schools) outside WELS have committed resources to full time parish musicians. MLC’s staff ministry program has seen the value of a called worker specializing in church music.

WHAT ARE THE IDEAL QUALITIES OF A PARISH MUSIC COORDINATOR? 

Knowledge of the Bible and Faith in That Message
· 
Music must take a back seat to theology. An understanding of the use of the Means of Grace is vital, since worship’s core is the Gospel in Word and Sacraments. In order to maintain balance in the ministry, the parish music coordinator recognizes the paradoxes of Scripture including Law and Gospel, emotion and intellect, the three uses of the Law, Christ for us compared to Christ in us, justification and sanctification, the theology of the cross, sacramental and sacrificial acts in worship, and the human as saint and sinner.  The parish music coordinator, furthermore, can detect and avoid the theology of glory, pietism and rationalism, worship as entertainment, and reformed doctrine. 

· Knowledge and Appreciation for Historic Christian Worship, Lutheran Worship, and the Church Year 

· Adherance to Personal Virtue and Professional Integrity
· A Desire to Know More and Become More 
Heart for the Work
WHAT CAN A PARISH MUSIC COORDINATOR DO?
The job description of the parish music coordinator balances the needs of the congregation with the gifts and interests of the individual parish music coordinator. The list of duties should be specific enough to establish parameters; yet it should not be so specific that it limits the creativity and expansion of the program. If all the duties are spelled out, there is little incentive to adjust for changing needs or resources in the future.

Administratively, the parish music coordinator can either accomplish each duty personally or delegate the duty. A balance is desirable. Either way the parish music coordinator bears overall responsibility to the pastor, the Board of Elders, and the congregation.

Contact the Commission on Worship office for a complete list of possible parish music coordinator duties.

WHERE CAN A CONGREGATION FIND A QUALIFIED PARISH MUSIC COORDINATOR?
· College and Seminary students
Look for a WELS or ELS student who has a heart for the work and an understanding of the role of music in Lutheran worship.

College Graduates with a Degree in Music
Wisconsin Lutheran College graduates men and women with music degrees in the “Professional Emphasis Area” of Church Music or Church Music Education. Martin Luther College’s Staff Ministry students can elect a Church Music emphasis. MLC’s five-year STEP program has a track combining elementary teaching with parish music.

· Musically Trained Laypeople
Many people who work full-time also have an additional part-time job. Couldn’t this person’s extra part-time job be serving as parish music coordinator? 

· One person, two hats
Some WELS congregations combine the parish music coordinator’s work with education, evangelism, or church administration. When work is slow in one area, the person spends more time on the other area. In recent years a few WELS congregations have called pastoral trained men to serve as pastor and parish music coordinator.

WHAT IS THE RELATIONSHIP BETWEEN THE PARISH MUSIC COORDINATOR AND OTHERS IN THE CONGREGATION?

Teamwork, shoulders to the wheel, and marching in step describe the relationship between the parish music coordinator and the pastor/Board of Elders. Teamwork is enhanced through clearly defined roles.  

WHY SHOULD WE COMPENSATE THE PARISH MUSIC COORDINATOR

It is true that congregations survive because of volunteer work.  But congregations do pay workers in three special situations.  First, congregations tend to pay those who have specialized training, such as pastors and teachers. Secondly, congregations tend to pay those who lead worship such as organists. Thirdly, congregations tend to pay those who must be present on a regular basis, such as secretaries. All three apply to the work of the Parish Music Coordinator.

The congregation members have a Scriptural directive to “share all good things” with those who instruct them in the Word (Galatians 6:6), to provide for preachers of the Gospel (I Corinthian 9:14), to give them “double honor” if they work in preaching and teaching (I Timothy 5:17-18), and to make their work a joy, not a burden (Hebrews 13:17).

HOW MIGHT COMPENSATION BE CALCULATED FOR A PARISH MUSIC COORDINATOR?

First a congregation determines the duties and responsibilities of the parish music coordinator. Calculate the amount of hours of preparation (Invisible Time) and performance (Visible Time).  Decide on a dollar amount per hour.  One way to determine the dollar amount per hour is to divide another called worker’s salary and benefits by 2500 (a 50 hour workweek for 50 weeks). Emphasize that this is salary pay, not pay per hour, even though it was determined in this way.
HOW MIGHT COMPENSATION BE CALCULATED FOR A PARISH MUSIC COORDINATOR WHO IS ALSO A LUTHERAN ELEMENTARY SCHOOL TEACHER?

Option 1 - Monetary Compensation

Churches want to avoid increasing pay for every extra teacher’s duty that comes along.  On the other hand, congregations do recognize a responsibility to compensate for major additions of hours or increased scope of responsibility. If someone is a full-time teacher but also serves as part-time parish music coordinator, an addition to the salary could be based on the number of hours or scope of responsibility which the congregation expects.

Option 2 - Time Compensation
Teaching is a full-time job. Teaching and church music both demand high levels of concentration, creativity, motivation techniques, and flexibility. Instead of money, some congregations provide release time for creative brainstorming, focused planning, executing the plans, building relationships, and emotional renewal.

Procedures for Providing Release Time for the Teacher/Parish Music Coordinator
Release time could be provided in ways similar to providing release time for school principals, possibly with the same person filling in. For more details, contact the Commission on Worship office.

WHERE DOES THE COMPENSATION MONEY COME FROM?

Regular Offerings
Increasing a church’s income is easy because the Lord promises that faith will produce the fruits of faith. The answer to increasing church income is to preach the Gospel and administer the Sacraments. The parish music coordinator assists the pastor in the clear and effective proclamation of the Gospel. The Gospel will strengthen faith, and faith will produce fruits of faith, which include increased offerings.

Special Stewardship Drives
Include the parish music coordinator start-up costs in a Special Fund Drive.

Special Gifts

Start-up costs for the parish music coordinator position could be covered by a gift, memorial, trust fund, or endowment.

Slow and Steady Transformation from What-Exists to What-Could-Exist

Start with an organist or choir director who is volunteer. Make the jump to minimal pay.  Continue to increase pay and duties. Write out a ten-year plan.

Include Parish Music Coordinator duties in a staff ministers call.
People instead of Things
If a congregation is considering the construction of a storage shed or extra meeting rooms, would it be wiser to spend this money on a person to do the work rather than a thing to do work?

WILL THE PASTOR AND THE LAITY SUPPORT THE NEED TO HAVE A PARISH MUSIC COORDINATOR?

Support from the Pastor
The pastor and the parish music coordinator both want the same thing: “to solidify through Word and Sacrament, the good news of Jesus Christ on the hearts and minds of the people of God and to give the people of God an opportunity to summarize their lives of praise in fitting and beautiful forms.” The parish music coordinator’s work is not about large choirs, fancy organ pieces, or learning lots of new hymns. Agreeing on the importance of the spiritual work, the mission of the church, and its worship, goes a long way to a workable system for both pastor and parish music coordinator.
Support from the Laity
It is helpful to seek the reaction of a few lay leaders privately so that a better proposal can be presented to the congregation, one that answers all questions before they can be asked. Emphasize the philosophy behind the position and the spiritual benefit to the members.  Prepare a job description. If starting modestly, include a five-year proposal for growth.  Allow for the opportunity to sunset the position, if desired. Even if the parish musician is a teacher, include the Board of Elders in the decision-making. One financial issue may focus on the balance of financial resources among the ministries of the congregation.

For further information, contact the WELS Commission on Worship.

James Schierenbeck served for 26 years as teacher and minister of music at St. John’s, Milwaukee. For several years he assistin Bryan Gerlach, Administrator for Worship, in the WELS Commission on Worship office.

This article is a summary of a project for “Planning Christian Worship”, a 1996 Wisconsin Lutheran Seminary summer quarter class, and of a presentation with Pastor Tom Bauer at the National Conference on Worship, Music, and the Arts, Carthage College, Kenosha WI, July 1996. 
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