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Organization 

Holy Ascension - May 25, 2017 

Fr. Evan Armatas 
St. Spyridon Greek Orthodox Church 

Loveland, Colorado 

God wants growth 

Our job is to remove the obstacles.  
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Common Obstacles 

! Not “why are we not growing” but “what stands in our way”? 

! Preliminary Obstacle: Soil hasn’t been tilled 

! Fear 

! Priest is the primary caregiver 

! Three parish paradigms, Chapel, Daddy or Empowered. 
Which is best? 

! Leadership Progression: Character, Vision, Competency 

! Lack of  Strategic Plan 

! Lots of  meetings & events that go nowhere & do not align 
with our Vision & Mission 

! Practical Obstacles 

Characteristics of  Healthy 
Parish Organizations 

! Trained and Empowered Leadership 

! Clear Expectations and Communication 

! Leadership focused on Strategy 
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A Healthy Parish doesn’t need a 
Missions & Evangelism Program 

! A parish that is continually searching for and 
removing obstacles to growth is healthy and 
will grow without a dedicated evangelism 
ministry. 

! In the meantime, a sick patient needs 
medicine in order to become healthy.  

Your Questions 
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Prioritizing 

! We took a hard look and found a 
lot of  obstacles in our parish. 
What’s the first step?  
! Mission statement? 

! Org chart? 
! Strategic Planning? 
! [other] 

Strategic Planning 

! How do you keep it from going on 
too long? 

! What other challenges of  
Strategic Planning do we need to 
be aware of? 
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Organizational Chart 

! What does a parish org chart 
look like? 
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Leadership Training 

! How do you conduct this at St. 
Spyridon—who teaches?  

! What is the curriculum?  

! How often is it offered? 

! See Leading & Managing for Results 
in supplemental handout 
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Task v. Strategy 

! What suggestions can you give to 
leaders that gravitate towards 
task rather than strategy?  

! ...and to those working under 
their leadership?  

No one wants the job 

! A core group does everything. 
We’re getting burnt out and can’t 
find new people to take on 
leadership roles. How do we 
encourage wider participation? 
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Not the best person for the job 

! We have a leader who continually 
demonstrates lack of  competence and 
yet won’t let go of  their position (and 
keeps volunteering for new roles). How do 
we support this person in developing 
their talents while protecting our 
ministries from ruin? 

Young Adults 

! How do you engage young adults 
and develop them as leaders? 

! How do you meet the needs of  
young adults (and other unique 
populations) in a parish? 
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The Build/Move 

! What leadership priorities do you 
recommend for parishes that are 
involved in all-encompassing 
building projects or moving to a 
new site?  

Clergy Transition 

! What recommendations can you 
offer to empowered leadership 
preparing for (or in the midst of) 
a clergy transition?  
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Book List 

! Good to Great by Jim Collins 

! Courage: The Backbone of  
Leadership by Gus Lee 

! The 7 Habits of  Highly Effective 
People by Stephen Covey 

Conclusion 
More questions, as time allows 
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Preliminary considerations...
The questions below must be
considered and answered before
moving on to the steps listed inside.
These questions require personal
reflection. One should also initiate
dialogue and reflection with parish
leadership and the parish assembly.

Step 1: Positive change brings growth
Am I committed to encouraging and
enacting positive changes that bring
about growth and a new parish
paradigm?

Are the parish and parish leadership
committed to encouraging and
enacting positive changes that bring
about growth?

Do I view this as necessary?

Do I think this is a priority?

Does the parish see the necessity and
importance of this perspective?

Have I reflected upon this concept
personally and initiated conversations
with the parish leadership and parish
assembly about this concept?

Examine your attitudes towards

growth and positive change.

Challenge yourself to have a fresh
perspective and determine that the
status quo should be examined and
perhaps modified.

Do you view positive change favorably?

Step 2: Improvements precede
growth

Do I realize, and does the parish
agree that in order for growth to
occur, we must make improvements
to all aspects of our parish?

Are improvements viewed positively?

Are we ready to challenge ourselves
and move in new directions?

Step 3: Growing begets growing
Am I prepared to grow, and am I
comfortable with the new and
challenging opportunities growth will
present?

Do I understand that growth will
provide me with additional
opportunities to grow as well?

Does the community understand the
changes that growth will bring to
community life and to them personally?

On Growth: 
Things learned from 

a mission parish
R

Father Evan Armatas
2011 Metropolis of Denver Clergy-Laity Congress

Understand that collaboration
improves the final outcome.

Personal involvement and leadership
are encouraged.

Step aside and allow new ideas, new
people, and new traditions,
empowering leaders and team
members.

Let ministries proliferate and create.

8. Website
Up to date, professional and loaded
with resources for parishioners and
visitors.

9. Visitors and newcomers
Develop an integrated outreach to
visitors.

Recognize all visitors and returning
visitors by name in liturgy and escort
them to fellowship.

Collect visitors’ cards and store their
information on a spreadsheet.

Follow up with visitors weekly.

Give information to each visitor
about the parish and the Orthodox
Faith and make sure their names 
are memorized by specific greeters
and priest.

Ushers and parish are trained to
welcome and engage with visitors.

10. Fellowship
Fellowship is an important and vital
ministry and it is an extension of the
liturgy and part of the priestly office
of service and sacrifice.
Greet as many people and 
engage with them socially during
Fellowship.
Have and encourage key people to
reach out and speak with visitors. 
Special instances for fellowship are
incredibly important and necessary.
Prosforo and coffee hour are rotated
among every steward.

11. Strategic
Create a dynamic strategic plan 
for the parish that incorporates all
aspects of parish life.
Establish clear administrative rules,
sound financial principles and
management guidelines.

12. Church, facilities and grounds
Beautiful, clean and orderly.

13. Review
Regularly review the life of the
parish in all its aspects.
Have Parish Town Halls and use
Parish Assemblies to speak about the
State of the Parish and encourage
dialogue about this issue.

 



Choir and chanters
Chanters and choirs lead, not
replace, parishioners.
Have books with music and
complete text of services available.
Work towards hymns being sung
corporately in liturgy and special
services and all music being made
available to the entire parish.
Make sure that music sounds
beautiful.
Provide training and pay for voice
coaches.
Select new and young members and
train them to chant and sing in the
parish choirs.
Assign and rotate chanters to services
in teams (have multiple teams).
When a service cannot be
sung/chanted properly, it is read.
Provide CDs and take-home
hymnals for members to learn music.

Preaching
Biblically based, using Biblical
themes the majority of the time,
have people use Bibles in church
during sermons.
Organize, prepare and at times, use
a theme for a period of time (i.e.
sermon series).
Catechetical.
6-10 minutes in duration.

Overall
Worship is interactive, vibrant and
participatory.
Find ways to honor and include
visitors in worship.
Worship is explained both during
services and outside of services.
English-based.
Records of attendance are kept for
every service.

5. Create a welcoming environment
Visitors and parishioners feel
welcomed and encouraged.

Demonstrate a welcoming attitude.

Educate parishoners to see outreach
as their responsibility.

Visitors and parishioners are
spiritually motivated and engaged.

Strike the correct balance of culture
and ethnic traditions.

Connect newcomers with established
members of the parish.

6. Outreach and evangelism
Service to the poor and needy is
emphasized constantly and organized
parish-wide on a regular basis (all
members participate in monthly
service projects before fellowship).

Have a vibrant outreach and pastoral
care system for your parish providing
visits, prayers, meals and assistance,
incorporating members of
community.

Mission work is organized by teams
and individuals and is encouraged and
emphasized constantly.

Local charities are supported
financially and with resources from
talents in the community constantly.

Advertisements in local papers 
and radio.

7. Ministries
Directed approach: ministries are led
by ministry leaders, not parish priest.

Well-funded.

Paid Directors (salary or stipend).

Leaders are trained internally and using
outside resources, paid for by parish.

Organized, staffed, regular and dynamic.

Diversity of leadership and turnover.

Practical steps and things
that work...

I have placed these suggestions in
order of priority (both the category and
the suggestions within each category).
Please note that not all ideas can be put
into place immediately; however, each
parish needs a plan to organize and
implement the steps they wish to take.
Additionally, we must recognize 
that resources follow vision/growth,
and we may have to spend a dime 
to take in a dollar. Finally, it has been
our experience that visitors and our
parishioners want, and are encouraged
by, the following ideas and methods.

1. Spiritual development
Emphasize and encourage spiritual
development and transformation for
yourself, as well as for parishioners.
People are hungry for spiritual
transformation and authenticity.

• Pray regularly and seek to grow
spiritually.

• Explain, utilize and live Orthodox
spirituality and tradition.

• Have a positive relationship with a
monastery and Spiritual Father.

• Participate in regular outreach to
the poor. Retreats, pilgrimages and
mission trips.

• Resolve to participate regularly in
confession and spiritual renewal.

• Attend classes and seminars.

• Give away books, articles, prayer
books, etc.

2. Interpersonal and corporate
inventory
Develop a list of personal strengths and
weaknesses for yourself and a list for the
parish as well, ask others to do the same.

Incorporate the talents and resources 
of the community as soon as possible

by seeking talented and motivated
individuals and teams to establish
ministries and develop them.

Review your pastoral profile, likes 
and desires and the profile of the
community.

3. Catechism
Have a relentless focus on catechism
and teaching.

Create balance between converts 
and cradle-born Orthodox by
emphasizing life-long learning and a
common focus on salvation and faith.

Give all parishioners an opportunity
to learn and explain their faith.

Provide resources for home and
personal use.

Encourage teaching in the home and
spiritual work and learning at home.

Use outside resources, such as
retreats, pilgrimages and books. 

Provide funds and scholarships for
learning.

Encourage dialogue and interaction
over questions of belief and dogma in
every encounter.

Develop Religious Education
opportunities through web, podcasts,
articles, pamphlets, lending library,
bible study, evening classes, articles &
handouts, etc. 

4. Liturgical/Worship
Liturgical space

Organize liturgical space so that it is
beautiful, clean and orderly.
Provide the following resources:

• Pew hymnals, tabbed/organized.
• Service books for every service
• Service guide for liturgy and
other services.

• Pew Bibles
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Leading!&!Managing!for!Results!!!!

11/18/2016!!!!!!!!!(CJC)!

I. Leadership!

1. What!is!it?!

2. What!it!is!not!
3. Examples!of!good!leaders!
4. How!to!become!a!good!leader!
5. Leader’s!cornerstone!responsibilities!

II. Vision!
1. Importance!

2. Creation!
3. Communication!

III. Organizational!context!

1. Leadership!opportunities!
2. Leadership!styles!and!control!
3. Your!leadership!style!

4. Leadership!inhibitors!
5. Follower!responsibilities!

IV. Strategic!plan!

1. Vision!

2. Mission/Objectives!
3. Strategy!
4. Tactics!

V. Execution!
1. What!is!it?!
2. What!it!is!not!
3. Importance!

VI. Multi\level!planning!

1. Objectives!
2. Measures!&!benchmarks!
3. Tactics!

4. Review!&!Follow!up!
5. Correction!&!learning!

VII. Allocation!of!resources!
1. People!
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2. Funds!
3. Physical!space!
4. Core!competencies!
5. Criteria!for!allocation!

VIII. Active!management!
1. Setting!expectations!

2. Delegation!
3. Accountability!
4. Staying!connected!

IX. People!

1. Commitment!
2. Teamwork!

3. Trust!
4. Personal!growth!
5. Enriching!the!bench!

6. Reach!out!for!expertise!&!independent!advice!

X. Key!Processes!

1. Pastoral!&!liturgical!

2. Financial!

3. Communications!
4. Audit!&!follow!up!

5. Annual!review!and!planning!
6. Stewardship!growth!management!&!new!member!integration!
7. Outreach!

8. Nominations!for!Parish!Council!

XI. Tools!
1. Cadence!charts!
2. Job!descriptions!
3. IT!

XII. Key!principles!
1. Focus,!Focus,!Focus!
2. Priorities!

3. Open!to!new!ideas!
4. Open!to!feedback!
5. Communication!with!transparency!
6. Credibility!
7. Recognition!and!reward!
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Cadence'Chart,'Fall'of'2016:'

Weekly/Daily:'

Parish!Admin,!Church!School!Director,!Youth!Director,!Administrative!Assistant!!–!check!in!with!when!they!are!on!
the!job,!quick!touches!

Bi<Weekly:'

Staff!Meeting!(set!time/not!sure!it!is!necessary,!need!feedback):!Parish!Administrator,!Administrative!Assistant,!

Youth!Director,!Church!School!Director!

Agendas!for!the!Staff!meetings!to!be!determined!by!Parish!Priest!and!Parish!Administrator,!should!last!no!longer!
than!one!hour,!6!items!

Agenda!items!for!key!personnel!meetings:!

1. Input!from!staff!member!for!agenda!
2. Strategic!topics!

a. Opportunities!for!the!future!
3. Program!Objectives:!

a. Dashboard!

b. HR!topics/volunteers!
i. Interactions!with!team!

4. Opportunities!

5. Deep!Dives:!
a. Program!
b. Vision!

c. Ideas!
d. Review!

e. Let’s!talk!
f. Beyond!the!superficial!

6. Deliverables:!

a. Action!Items!
i. Who!is!doing!what!when!
ii. To!dos!

7. Real!time!topics!
8. Next!agenda/date!

'

'

'
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Monthly'(Key'ministries'and'admin'functions):'

Parish!Council!President!&!Parish!Administrator!–!meeting!to!take!place!the!week!prior!to!a!PC!meeting,!if!the!
President!of!PC!is!okay!with!it!Parish!Priest!to!meet!with!PA!separately!for!idea!gathering,!sharing,!and!

collaboration.!PA!tasks!to!be!assigned!by!Parish!Council!President!and!Parish!Council!if!added!tasks!are!needed!
Parish!Priest!should!first!check!with!PC!President!to!make!sure!it!is!okay.!

Worship:!Choir!Director,!Lead!Chanter!(includes!Liturgical!Readers)!

Service:!Philoptochos!President!(includes!Myrrhbearers,!Support!Angels,!Burial!Society)!

Education:!Church!School!Director!(Adult,!Church!School)!

Community:!Youth!Director!(includes!YAL,!Child!Care)!

'

Quarterly:'

Worship:!None!

Service:!None!!

Education:'Library'

Community:'None!

'

Bi<annually:!

Worship:!Altar!Service!

Service:!None!

Education:!Bookstore,!OCF!(connected!to!Youth!Director)!

Community:!Mommy’s!Group,!Side!by!Side!

'

Yearly:'

Community:!Gifted!Hands,!Men’s!Fellowship,!Women’s!Fellowship,!Philoxenia!dinner!group'

'

'

'
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Currently'unfilled'positions:''

1. Prayer!services!
2. OCMC!–!Missions!

3. Pan_Orthodox!Outreach!
4. IOCC!
5. OCPM!

6. Fellowship!Nights!
7. Bible!Study!
8. Pilgrimage!

9. Altar!guild!

!

!

Action'items:'

1. Schedule!appointments!on!an!ongoing!basis!
a. Include!in!the!schedule!time!for!me!to!review!and!go!over!things!reflectively!and!strategically.!

Break!your!reflections!into!5!parts!(what!do!we!mean):!

i. Worship!
ii. Service!
iii. Education!

iv. Community!
v. Parish!Council!and!Parish!Administration!

2. Review!ministry!list!to!ensure!all!ministries!are!in!the!cadence!chart!

3. Fill!unfilled!positions!
4. Condense!sub_groups!under!appropriate!ministries,!ex)!liturgical!readers!is!a!sub_group!of!the!chanting!

ministry!–!go!over!this!with!Dn.!Mark.!
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Setting!priorities,!Tasks!list!by!category:!

Important!to!time!stamp!people,!control!the!time,!ask!for!purpose!and!reason!prior!to!the!meeting!

1. Tasks:!

a. Liturgical:!fundamental/musts,!these!all!require!Active!participation!

i. need!to!think!carefully!about!what!a!2
nd
!priest!takes!on!and!what!is!the!timeline!

ii. Liturgies!–!Sunday!and!weekday!

1. 2
nd
!priest!can!handle!weekday!services!

iii. Services!–!Vespers,!Great!Lent,!etc.!

1. 2
nd
!priest!can!handle!additional!services!like!Vespers!or!services!in!Great!

Lent!

iv. Sacraments!(weddings,!baptisms,!confessions,!etc.)!

1. 2
nd
!Priest!can!do!sacraments!for!others,!may!be!difficult!to!pass!all!of!

this!off!as!people!often!“want”!a!specific!priest!present!

b. Pastoral!:!fundamental!musts!with!some!flexibility!

i. These!tasks!can!be!outsourced,!referred,!or!I!can!set!the!timing,!requires!

training!of!others:!

1. Counseling!

2. Catechism!

3. Marriage!prep!

4. Hospital,!shut!ins,!house!visits!

ii. Crisis:!fundamental!must!

c. Administrative:!business!side!of!the!church,!this!needs!to!be!further!categorized!into!

one!of!three!(active,!review,!delegation).!

i. Paper!work!

ii. Facility!

iii. Calendar!

d. Correspondence:!should!be!confined!into!a!specific!time,!most!important!first.!

i. Mail!&!Phone!

ii. Email!

e. Management!:!Productivity!–!you!must!leverage!resources/people,!this!will!require!

time.!The!process!of!management!outlines!the!frequency!and!expectation!of!attendance!

and!who!attends.!This!helps!with!the!flow!and!cadence!of!the!work!of!the!organization,!

it!also!sets$the!expectations!for!the!team.!!SEE!NOTES!AT!BOTTOM!OF!DOCUMENT.!

i. Ministries!–!See!attached!documents!

1. Major!

a. Philoptochos!

2. Minor!

a. Gifted!Hands!

ii. Paid!Staff!

1. Major!
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a. Clergy!

b. Youth!

c. Church!School!

2. Minor!

a. Choir!

b. Chanters!

f. Planning/Vision!and!Goal!setting:!Once!set!this!requires!active!and!clear!communication.!

It!is!personal!and!collaborative.!When!collaborative!we!follow!a!pattern!of!testing!–!

listening!–!and!active/trusted!feedback.!

g. Education!

i. Sermons!

ii. Adult!Church!School!

iii. Wednesday!night!series!

iv. Bible!Study!!

h. Special!Projects:!

i. Strategic!Planning!

ii. Future!Church!Home!

i. Outside!

i. Metropolis!–!Metropolis!Council,!Camp!Emmanuel!

ii. Archdiocese!–!APC!

iii. Speaking!engagements:!important!to!communicate!with!the!organization!why!I!

am!doing!these!and!other!outside!activities.!For!example!I!grow!and!I!am!

enriched.!I!have!a!chance!to!share!the!Gospel!and!Orthodoxy!with!more!than!

just!our!community.!

iv. AFR!–!Orthodoxy!Live!

2. Competencies:!

a. Identified!personal!competencies:!Liturgical,!Theological,!Pastoral,!Teaching!

b. Identified!needed!competencies:!Liturgical,!Theological,!Pastoral,!Teaching,!

Administrative,!Organizational!Structure,!Leadership!&!management,!Communication:!

this!is!process!oriented!it!has!a!plan!behind!it,!Conflict!Management!

c. Leadership:!Matrix!of!Vision,!Competency!and!Character!

i. 3!core!compenticies:!Leadership!Agility!(ability!to!move!between!leadership!

styles),!High!core!values!form!the!basis!for!all!my!actions!as!a!leader,!

courageous!communication.!

!

!

More!on!cadence:!!

1. Determining!the!level!of!my!involvement!and!the!cadence.!

a. What!are!the!results!that!we!want,!issues,!and!next!steps?!
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b. Step!1,!assess!the!maturity!of!the!team,!what!are!their!

leadership!and!management!capabilities,!what’s!on!the!agenda,!

etc?!

c. Step!2,!make!the!call!related!to!how!much!involvement!is!

needed!from!me.!

i. Active/Institutional!ministry!or!personnel!

1. Monthly/weekly!

ii. Review/Functional!ministry!or!personnel!

1. Monthly/quarterly!

iii. Delegate/Communal!ministry!or!personnel!

1. Every!6!months/once!a!year!

!

!


