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     Your question is an important and worthy one.  My ten-
dency is toward the ideal and less toward the reality of 
the more typical scenario.   

     The least decisive response I can give is to say that the 
goals might change throughout the duration of the inter-
im and even after it is over, one can say they were never 
the right ones all along!  How helpful is that?  Not 
very.  My point is that the main goal of congregational 
HEALTH and future "readiness" has "chaff" and "barriers" 
that become objects of attention as one goes along.  
These can either distract from or reform the current goals. 

     And then there is the issue of WHOSE goals?  The ex-

pectations of the District, the congregation (who them-
selves may not be on the same page), and you, the practi-
tioner after being there 2-3 months, may differ. 

     So, to be a little more straight forward to what I think 
you are seeking clarification on, it is good to attempt to 
get some semblance of agreement on the AREAS of atten-
tion that the work will focus upon written down and in the 
contract.  After being there 2-3 months those should be 
reviewed by you, the practitioner.  At the six-month point, 
undertake an intentional effort to report to the judicatory 
and review the goals once again with the Transition Task 
Force and congregational leadership.  This will limit or re-
focus the agreed-upon, primary or critical ministry tar-

gets.  This is all hard work and hard to remember to do 
when you are so caught up in the work of it all.  Putting it 
in the original agreement helps keep all parties on track. 

     Reality most often is, as you contract, the congrega-
tion does not know what they need, other than to “get 
back to normal" or get the next pastor.  You have to say, 
"In setting the table for the next chapter of ministry 
here, what do you think God is inviting us to consider so 
that the next pastor can hit the ground run-
ning?"   Something like that.  THEN, do it again at pre-set 
intervals.   Remarkably, you will notice this answer will 
change in both your own perception and in that of the 

congregation as you go along. 

     In goal setting, expectations of all three parties are 
brought to bear.  This is helpful and an important commu-
nication exercise.  As homeostatic forces rear their heads, 
the goal setting is more practical about ministry priorities 
during the limited time of the interim.  So, the hard and 
easy answer to your basic question might be to set goals 
right away and review those goals at appropriate intervals 
in the basic design of the interim time period. 

Pastor Alexander is an interim practitioner, trainer and encour-
ager of interim pastors and districts.  He serves on the Interim 
Ministry Conference Board of Directors and as LuTMA Dean of 
Faculty. 

A student writes at end of Phase 1 and before beginning 

Phase 2 of Basic Training:   

One question I have specifically for you is about the goals 
of the IIP at the onset of the IIM period. I am not sure I 
understand setting these goals until the IIP gets more 
information about the congregation. My thinking is this, I 
don't really know the dynamics, the "players", or the 
needs of the congregation until I spend some time in one 
on one interviews. I've learned from experience that I can 
leap before I look so I'm looking for clarification. From one 
of the training sessions, and in some of the material, it 
seems that I should set goals right away. Any insights on 
this would be greatly appreciated! 

My reply was: 

The hard and easy 
answer to your basic 
question might be to 
set goals right away 
and review those 
goals at appropriate 
intervals. 
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Chapter 10 – Leaving and Entering a Congrega-
tional Family. 

     The LuTMA training offering on Bowen/Friedman 
System’s theory has sparked my interest. It motivated 
me, in fact, to purchase and plow through Freidman’s 
“Generation to Generation.”  Toward the end in Chap-
ter 10 is a section on Q’s to consider when entering a 
new partnership with a congregations.   

     I copied the set of Q’s that should be helpful when 
an IIM begins the process of leading a congregation 
through a transition.  Freidman says, “…The same 
methods described…for interviewing premarital cou-
ples can be used to get a reading on a congregational 
partnership.”  Using the model of the genogram, 
whether or not one actually draws a schematic dia-
gram, the following questions would seem important: 

 
1. “To what extent are the founding members still 

in power or present in the congregation at 
all?” 

2. “In what ways does the congregational charter 
(constitution) reflect the intensity of its ori-
gins?” 

3. “How many different spiritual leaders has the 
congregation had, and is the average length 
of those partnerships significantly different 
from the overall average of one’s faith group?” 

4. “What has been the nature of the congrega-
tion’s previous separations?  To what extent 
have they been mutual; to what extent has the 
congregation been the initiator; and what ex-
tent has the clergyman or clergywoman been 
the initiator?” 

5. “If any of the previous separations have been 
stormy or traumatic, what has been the nature 
of the subsequent separations or relation-
ships?” 

6. “What is the relationship of the congregation to 
the local community and its faith community? 
What is the reputation in those extended sys-
tems and the extent of its involvement? Has 
there been any recent abrupt change?” 

7. “What major homeostatic (harmony) changes 
have occurred in the emotional system of the 
congregation recently, for example, geo-
graphical relocation, completion of new 
building (or wing), major changes in lay lead-
ership, recent leaving of other professionals 
who have been there a long time (including, 
especially, volunteer secretaries)?  Have any 
other congregations of the same faith group 
been created nearby?” 

8. “How do members of the congregation talk 
about their previous partner?  To what extent 
is there clearly unresolved intensity (positive 
or negative), and to what extent do they im-
mediately try to triangle you with him or her; 
for instance, how much and how do they 
mention him or her in the interview or early 
contacts?” 

9. “Test the emotional system by taking some 
stands about what you believe and observ-
ing the response.  To what extent do the in-
terviewers respond with their own “I” posi-
tions; to what extent do they try to engage 
you argumentatively?” 

10. “Listen for the triangles (factions) within. Do 
they seek a well-defined leader or just some-
one to keep the peace?” 

     “We obviously cannot say to an interviewing 
committee, ‘I want to interview you also.  Will you 
please answer the following questions?’”  The 
above items are more a set of guidelines for what to 
ask at various stages of the meeting and what to 
listen for.  But a decision based on this information 
is probably more reliable in evaluating the emotional 
system we are about to enter than the hearsay of 
our colleagues (including the adjudicatory).  

Rev. Robert Reinhardt has served in Michigan, Wisconsin and 
Ohio since 1960 and as an IIM since 2003.  He served on the 
IMC Board of Directors since 2009, convened the Credentialing 
Committee, and chaired the Board through the end of his term 
in 2016. 
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