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Context 

As you all know, St. John’s Episcopal Church is a resource-sized parish in the 
Diocese of Maryland, that has robust attendance at multiple weekend 

worship services and at child, youth, and adult faith formation. Scheduling 
the weekend activities is a challenge, as it balances a number of important 

objectives. In the 2018-19 program year, the number of full-time clergy 
dropped from 3 to 2, owing to budget constraints, and the clergy staff found 

it difficult to manage the existing schedule and maintain and model a 

healthy work life balance. At the same time, the clergy staff and I were 
identifying several other objectives that would help us grow into our mission 

“to bring all people to a closer relationship with God and each other in Jesus 
Christ.” Since I knew we could not sustain the current schedule for an 

extended period of time, our goals and objectives would be better achieved 
with a new schedule. 

 
As the Chief Liturgist and Rector of St. John’s I have the responsibility to 

craft a worship and formation schedule that helps us live into the mission of 
the parish. In late spring 2019, I began gathering input from many 

committees and leaders, sent a survey to the parish, held a town hall, and 
proposed a new schedule. Feedback about that schedule from individual 

parish members, the vestry, and another town hall provided additional 
insight. I hope through this document to describe the revised schedule for 

the program year and the considerations that went into its development. 

 
Desired Outcomes 

Although the desire to revise the schedule was brought to the fore by 
staffing constraints, I also saw it as an opportunity to implement some of 

our discipleship and pastoral care goals that are important to our growth and 
common life as a parish. The outcomes that were considered in the 

evaluation of alternative schedules included the following. 
1. Provide a rich and diverse set of worship choices that feeds the 

spiritual growth of the members of the parish, including children and 
youth 

2. Encourage all members of the parish (children, youth, and adults) to 
participate in faith formation 

3. Develop a holistic music program that incorporates music into as many 
services as possible, provides diverse opportunities for parishioners to 



express their faith through music, and allows the music minister to 
attend all services on a regular basis 

4. Integrate the Korean congregation more fully into the whole 
community, especially in faith formation and fellowship 

5. Nurture fellowship and a sense of community, both within and among 
the congregations that attend different services 

6. Free limited clergy time for other ministries, by reducing the number 
of sermons that have to be prepared each week (average sermon 

preparation time is about 8 hours) 
7. Clergy time for Mission and Discipleship: On a number of levels, allow 

the clergy to be present to lead worship, participate in faith formation, 
join in fellowship, and spend more time with parishioners, without 

rushing between activities and creating space for growing relationships 
8. Grow membership, attendance, and pledging, as an outgrowth of 

meaningful worship, relationship, and formation 

 
Alternatives Considered 

There are myriad ways of sequencing and scheduling the weekend activities 
at St. John’s, constrained primarily by the number of clergy and the number 

of appropriate worship spaces. The focus of evaluation was primarily on our 
Sunday morning activities, as evening worship on Saturday and Sunday does 

not compete as much for resources. The elements that were under 
consideration included: 

• The number, timing, and location of Sunday morning services. The 
focus was primarily on options with 4 or 5 Sunday morning services 

• The timing of faith formation. Only options with a single faith 
formation period were considered. 

• The timing of fellowship 
• The staffing of worship services, including how associated clergy who 

are not full time can play a role 
• Several options that were initially proposed did not meet enough of our goals 

and were not given consideration in the final analysis. 

• Alternative formats for worship services that did not include Eucharist 
were not given consideration because the revisions of the 1979 prayer 

book direct that Eucharist is a central part of Episcopal Christian 

Sunday worship and the clergy staff are committed to this belief.  
• Lay preaching was not considered as a regular option at this time, but 

I would like to develop a lay preaching corps and am encouraging   
interested parishioners to contact me as our Diocese is in the 

beginning stages of developing the Lay School of Theology. 
 

A comprehensive search among all the possible permutations of the schedule 
was not conducted. Instead, through conversation, reflection, and prayer, a 

number of viable candidates were developed. Some, but not all, of those 



were included in the parish survey. Three that rose to the top are listed 
below. 

A. Status quo (the 2018-19 schedule): 5 worship services (7:30 a.m. 
HC1, 9:00 a.m. HC*, 9:00 a.m. ASH*, 11:30 a.m. HC*, 12:15 p.m. 

K, HC); faith formation (10:30 a.m.); fellowship (10:15 a.m.) 
B. Option 1 (Rector’s July proposal): 4 worship services (8:00 a.m. HC, 

8:45 a.m. ASH*, 11:00 a.m. HC*, 11:30 a.m. K, ASH); faith 
formation (10:00 a.m.); fellowship (9:45 a.m.) 

C. Option 2 (August proposal): 4 worship services (8:00 a.m. HC*, 
10:15 a.m. HC*, 10:15 a.m. ASH*, 11:30 a.m. K, HC); faith 

formation (9:00 a.m.); fellowship (11:15-11:45 a.m. ASH and coffee 
available beginning at 9:00 a.m.) 

 
Analysis of Alternatives 

The table below shows a qualitative evaluation of three of the alternatives 

against the desired outcomes, using a 5-point scale (−−, −, 0, +, ++). 

 Outcome Status quo Option 1 Option 2 

1 Diverse worship 
choices 

+ + + 

2 Faith formation + + ++ 

3 Music program 0 + + 

4 Korean congregation − + 0 

5 Nurture community + − + 

6 Sermon preparation 0 ++ 0 

7 Clergy time −− + + 

8 Grow church 0 − + 

 
Status quo. The previous year’s schedule provided a diverse set of worship 

choices (desired outcome 1) and nurtured the community by maintaining the 

traditional congregations and providing opportunity for fellowship (desired 
outcome 5). Faith formation, in the middle of the morning, was accessible to 

those who attended most services (2). On many of the other desired 
outcomes, however, it was a challenging schedule. Many youth did not 

frequently attend worship services, perhaps because the most obvious 
choices (9 am services) were too early for them (this is part of desired 

outcome 1). The music minister could not be present at all services (3); the 
Korean-language service was late in the morning and separated from other 

activities (4); and two sermons needed to be prepared (6). Notably, the 
schedule was tight and the clergy felt they had little time between activities 

to spend with parishioners (7). 
 

 
1 Abbreviations: HC, historic church; ASH, All Saints’ Hall; K, Korean-language service; *, music included in 

worship service. 



Option 1. The option proposed in July, by not having concurrent services, 
would allow the music minister to be present at all services (desired 

outcome 3) and would only require the preparation of one sermon per 
weekend (6). The timing of the Korean-language service would be closer to 

the faith formation and fellowship periods, allowing better integration of the 
Korean congregation with the rest of the parish (4). Although there would be 

fewer services (4 instead of 5), the slightly earlier timing of faith formation 
and the 11 am service might have encouraged more youth to stay for 

worship (1). On the downside, this schedule would strongly disrupt the 
congregation that attended the 9 am HC service (5), possibly leading to loss 

of members (8). 
 

Option 2. The new proposal seeks to provide a moderate number of services, 
while encouraging the youth, in particular, to attend worship (desired 

outcome 1), by having mid-morning worship that occurs after faith 

formation (that is, the hope is that youth, motivated to come to church for 
faith formation, will still have time in their morning to attend worship 

afterward). By placing faith formation in the middle of all the worship 
services, this schedule encourages greater access for all (2). Although the 

music minister could not attend all services on a given Sunday, a rotation 
schedule would allow him to be tied closely to all services (3). The schedule 

allows several opportunities for fellowship and seeks to be less disruptive to 
existing congregations (5): both the 9 a.m. HC and 11:30 a.m. HC 

congregations have to make 75-minute adjustments, but there is a HC 
worship service at the center of the morning they both could attend, as well 

as an earlier service with music in the HC.  The 9 a.m. ASH congregation 
has to make a 75-minute adjustment but can attend formation before 

services which was their usual start time, and a children’s chapel will be 
added so that on mornings when formation is not possible, younger children 

have an opportunity for formation. Additionally, youth that have service or 

fellowship events can attend early worship at 8 a.m. or attend evening 
prayer on the 1st Sunday of the month, Wednesday evening dinner church, 

or Saturday evening services on those Sundays that outreach or fellowship is 
scheduled.  This schedule is a slight improvement over the status quo for 

integrating the parishioners that attend the Korean-language service, but 
their service is still after all the other activities of the day (4). This option 

does not solve the problem of having to prepare two sermons (6), but does 
allow the clergy a more manageable Sunday morning schedule to interact 

more with parishioners (7). 
 

Choosing an Option 
Based on all the feedback I have received, and the considerations outlined in 

this analysis, I believe that Option 2 provides the best course forward for the 
2019-20 program year. I think it will achieve some of the most important 



outcomes, the ones that focus on worship, faith formation through 
discipleship, music, and community identity. The tradeoffs in terms of 

sermon preparation and the inability of the clergy to be with all parishioners 
on a given Sunday are worth the gains in other outcomes. I will continue to 

work with Rev. Barnabas to find ways to integrate the Korean community 
more fully into the activities of the parish. In instituting this schedule in the 

2019-20 program year, we are bound to learn a lot about what works and 
what does not; and it is my hope those insights may allow greater 

opportunity to grow in grace and love in our relationship with God and each 
other through Jesus Christ.  
 


