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United Church of Christ Musicians Association, Inc.

Guidelines for the Ministry of Music

FOREWORD

The United Church of Christ Musicians Association offers these guidelines for the
use of music committees, musicians, and pastors. The goal is to improve
understanding of the ministry of music and its relationship with the church and its
representatives.

The impact of a vital ministry of music is of great value to congregations. The
strength and spirit of worship is greatly enhanced by the talent, skill, and
dependability of the church musician.

These Guidelines have been prepared to guide both musicians and churches in
developing a more effective working relationship with the goal of strengthening the
ministry of music. While most of this document is directed toward the process of
hiring a new musician, it also can be used effectively to review present programs and
personnel.

The decision to hire a musician is an important one in the life of a congregation. It
means that a search process will take place to help the church find the best
candidate. These Guidelines will be helpful to musicians seeking a call, and to churches
seeking to call a staff person to lead the ministry of music.

If a church is seeking a new music staff person, it will be necessary to assemble a
committee or task force to do some needs assessment. An accurate identification of
needs, growth expectations, and program development leads to the development of a
statement that answers the question: “What does the church want in a new staff
position?” The worksheets provided in these Guidelines will help you answer this
question.

With these thoughts in mind, please read the entire document. We invite your
reactions and recommendations for future Guidelines.

Written 2005
Revised 2011
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THE CHURCH PROFILE

Church, Neighborhood, and Membership

Date form was completed

Church Name

Address

Phone

ABOUT THE CHURCH

1. How might a member or visitor describe your church?

2. What provision has been made to educate the congregation in this church’s
mission goals?

3. What joys, frustrations, key events, or celebrations illustrate what it’s like to be
a part of this church?
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4. In what ways is the music program of the church affected by the community? In
what ways does the program involve the community?

5. What opportunities and challenges does your congregation offer to a Music
Director, Organist, or Minister of Music?

ABOUT THE NEIGHBORHOOD

The area of the community or neighborhood served by this church encompasses an
area of

square miles, with a population of approximately people.

The area in which the church is located can be described as:
O Inner city
O Urban downtown 4 Town O Rural
O Utrban residential O Agricultural O Recreational/
O Suburban U College Resort

U Retirement
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MEMBERSHIP

Current church membership Membership five years ago

Average worship attendance

Christian Education enrollment Average CE attendance

Specify the approximate number of people, by age, who are actively involved in the
following activities.

Christian Music

Ages Worship Education Program

0-4 years old

5-12 years old

13-18 years old

19-25 years old

26-40 years old

41-65 years old

Over 65 years old

What educational levels, professions, and occupations are represented in this congregation?

Pastor and other professional staff of the church.

NAME POSITION ORDAINED?
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MUSICAL OPPORTUNITIES IN OUR CONGREGATION

List below the choirs and other groups in your church that provide musical opportunities for
people in your church. Include a brief description of what the group does, and any other
information about the group that you feel is significant. Use additional sheets if necessary.

NAME OR DESCRIPTION SCHEDULE AGES NUMBER OF
(days/seasons/houts) INCLUDED ATTENDEES

Guidelines for the Ministry of Music
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THE POSITION DESCRIPTION

Regardless of the job description, title, and areas of responsibility, all positions include
several characteristics:

® Musical leadership of some group(s)

* Knowledge of the church year and music appropriate to it
®  Program planning skills

* Training and support of volunteers

= Continuing professional and personal growth in music-related and church-
related studies

= A commitment to the Christian faith and service

In general, there are three categories of positions. Any of these positions can be considered
to be full-time or part-time, depending upon the job expectations and compensation. The
general descriptions that follow provide only an overview of what the position entails. Many
specific activities such as involvement in recruiting activities, practice time, evaluation and
selection of new music, etc., are implied instead of being stated explicitly.

ORGANIST

Areas of responsibility include playing for all services and weekly choir rehearsals (if any) of
the church including weddings and funerals, planning worship contributions and attending
appropriate meetings.

ORGANIST/CHOIR DIRECTOR

Areas of responsibility include playing for all services of the church including weddings and
funerals, accompanying and directing the choir(s), planning worship contributions, attending
appropriate meetings, overseeing the music library; supervising other musicians.

MUSIC DIRECTOR or MINISTER OF MUSIC

Areas of responsibility may include all areas included under the position of Organist/Choir
Director, or may include only supervision of other music staff. There may also be
responsibility for concert programs and other community outreach.

If a musician wishes to pursue the ministry of nusic as a calling to ordained or commissioned status, it may be possible to do so.
Discussions with the appropriate clergy association committee would be necessary.
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THE POSITION PROFILE

Completion of the position profile worksheet on the following pages is the next step in
clarifying your present expectations about the work of a musician. It is also used in
negotiations. The information that you provide here will serve you throughout the search
process.

It is suggested that the worksheet on the following pages be copied and completed by the
music committee or the search committee. Use additional pages if necessary to provide
more information or explanations that you feel might be helpful.

An excellent technique for using this worksheet is to have each member of the committee
fill out a copy of the form independently. Next, the information from the individual forms
should be compiled into a final document. This will enable the committee to arrive, by
consensus, at a better understanding of the position. It also provides an opportunity to
resolve differences of opinion that may exist so that the committee can present itself as a

unified body.

Because music candidates’ concerns will be directed almost exclusively to this information, it
would be helpful to share the final compiled worksheet with serious candidates.

When a candidate is eventually selected for the position, it is important to return again to
this worksheet. Have the candidate fill out the Expectation, Areas of Responsibility, and
Special Interests sections of the worksheet from his or her own point of view. Then
compare the results. Discuss the discrepancies with the candidate and work out an
agreement.

It is important to acknowledge expectations that fall outside of the terms of the contract.
This exercise will do much to prevent potential conflicts and misunderstandings with your
staff person.
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POSITION PROFILE WORKSHEET

Expectations
Check the frequency that each of the following possible expectations applies in your church.

Do you expect that the musician will: Always Sometimes Never

1. Attend stated meetings, annual meetings,
budget hearings, church council?

2. Participate in regular staff meetings?

3. Select service music?

4. Select hymns?

5. Serve as a resource to committees other
than the music committee?

6. Be available for conferences on an indi-
vidual basis with persons seeking the
musician’s help and advice?

7. Work on committees and projects when
asked or appointed?

8. Cooperate with other churches’” music
programs?

9. Be knowledgeable about current trends
and resources in church music?

10. Be personally responsible to enlist
music group members?

11. Be personally responsible for hiring
directors or accompanists of music
groups not under personal direction?

12. Be personally responsible for hiring
substitutes for all absences, including
vacations and illnesses?

13. Spend a extended portion of time in
training soloists or instrumentalists?
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Always

14. Be personally responsible for planning extra

music programs beyond regularly scheduled
Sunday morning worship?

Sometimes

Never

10

15. Spend a major portion of time working
directly with music groups?

16. Attend coffee hours before or after church?

17. Attend other church social or fellowship
groups?

18. Keep regular specified office hours at the
church?

19. Visit in homes of the congregation on a
regular basis?

20. Do his or her own secretarial work?

21. Prepare publicity for special programs?

Other particular expectations of this congregation:
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AREAS OF RESPONSIBILITY

This section helps to identify the relative priority of the many responsibilities that are
included in the work of a church musician.

Circle “1” for an activity that the congregation places highest in priority and circle “4”
for an activity that the congregation places at the lowest priority. Circle “2” or “3” for

intermediate priorities. Circle no more than six in the highest priority (“17).

11

High Low

1. Rehearsal (leading persons in the preparation
of music for worship services). 1 2 3

2. Preparation (planning for and practicing the
music to be taught to music groups). 1 2 3

3. Administration of the church’s music program
(maintaining oversight of various delegated
responsibilities assigned to music group leaders). 1 2 3

4. New music programs (devising new programs
for the church). 1 2 3

5. Building the music library (ordering music,
and submitting the bills to appropriate church
officials). 1 2 3

6. Planning worship with other staff, committees,
church groups, etc. 1 2 3

7. Playing and directing music for worship
services. 1 2 3

8. Music outreach (enabling the community to
be drawn into the church through its music). 1 2 3

9. Personal and professional development (at-
tention to personal, family, and spiritual life,
time to attend professional meetings and con-
ventions, taking music courses during
the summer, etc.). 1 2 3

10. Music program development and adminis-
tration (establishing goals and organization
to create and implement programs). 1 2 3

11. Church membership (musician is expected to
join this church). 1 2 3

4
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12. Denominational service (serving in the
work of and on committees of the
denomination). 1 2 3 4

13. Inter-church cooperation (working in
denominational programs in the com-

munity or elsewhere). 1 2 3 4

14. Counseling and crisis visitation 1 2 3 4

Special Interests and Experience
Check any of the following that you hope the applicant has particular interest and skill.

AGE GROUPS MUSIC
U Early Childhood O Choral Music U Handbells
U Elementary U0 Organ  Orff instruments
O Youth W Piano W Other instrument
O College U Conducting O Organ
U Young Adult O Liturgical Dance maintenance
O Singles O Theatrical Arts U New Organ
O Middle adults O Guitar Selection
O Older adults U Keyboard
U Family

AREAS of RESPONSIBILITY REQUIRING IMMEDIATE ATTENTION

List three high priority concerns or activities to which the Music Director should devote
major time and energy during the first twelve months. Describe the concern or activity and
tell what you hope the Music Director will do to address each of them.

MOST IMPORTANT TO US

SECOND-MOST IMPORTANT TO US

THIRD-MOST IMPORTANT TO US
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WRITING A JOB DESCRIPTION

In previous steps, you have identified many facets of your church’s situation and have
determined many of the things that you would like to see in a musician.

The next step is to write a job description that includes the highlights of what you have
already determined. It is good practice to state the formal working relationships and review
practices that exist. It is also important to evaluate the scope of the position in terms of the
approximate hours per week. The following table is one way of identifying the approximate
relationship between job expectations and the approximate number of hours required to
achieve those expectations. Note that the hours will average over the year and the actual
hours will vary depending upon the complete job description.

Approximate .
Hours /week Job Expectations
10 Organist only for 1 or 2 services
Director only for 1 or 2 services
20 Organist and Director of 1 or 2 choirs
Director only for 2 or 3 choirs
30 Organist and Director of 3 choirs
Director only for 4 choirs
40 Organist and Director of 4 or more choirs
Director only for 4 or more choirs and music seties

Use the information that you have entered on the Church Profile and Position Profile
worksheets to complete the Job Description worksheet on the following pages.
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Worksheet to Determine Time Requirements for an Organist
And/or Director of Music in a Church Position
Prepared by the American Guild of Organist

1. Time spent in worship services hrs./wk.
Calculate total time spent in worship during one complete representative week.

2. Rehearsals __hrs./wk.
a. Total hours spent in rehearsal, including on Sunday before worship
b. Rehearsal (score study, keyboard and/or conducting practice, room
Set-up, robes, distributing and collecting music, etc.)
Minimum of 4 brs. | wk. per choir for organist/ director
Minimum of 2 hrs. [ wk. per choir for accompanist only

3. Organ Practice (hymns, service music, prelude, postlude, registrations) __ hrs./wk.
Minimum of 4 brs. | wk. for each non-identical service

4. Selection of music (lectionaty/sctipture study, clergy consultation __ hrs./wk.
Minimum of 2 brs.| wk. for each non-identical service

5. Preparation of special services (Christmas, Easter, special Sundays, etc) ___hrs./wk.
These services take extra preparation. Budget 1hr./ wk. per choir, handbell group, etc

6. Maintenance of music library (sorting, filing, ordering new music) __ hrs./wk.
Minimum of 1 hr./wk. per choir

7. Administration (seasonal planning, budget, bulletin preparation, hrs./wk.
recruitment, auditions, contacting musicians and tuners, etc)
Minimum of 2 brs./ wk. for each non-identical service

8. Meetings (Calculate total time spent in clergy consultations, staff, hrs./wk.
committees per week.)

9. Educational Opportunities (writing for bulletins and newsletters, hrs./wk.
teaching and participating in religious education, presentations on
songs, hymns and the pipe organ.)

10. Other (Concerts, concert series, education programs, additional services hrs./wk.
such as prayer services, church dinners, etc.)

Basic hours per week Total

Additional consideration should be given to
* Hours required to maintain keyboard proficiency and work on new repertoire
®  Personal musical growth and development through ongoing study, research,
periodicals, conventions, concerts, etc.

Guidelines for the Ministry of Music
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JOB DESCRIPTION FOR CHURCH MUSICIANS

Date form Completed

Church Name

Address

Phone

TITLE OF POSITION

Purpose of Position

Responsibilities (for what specific tasks, assignments, or program areas will this person
have responsibility?)

Working relationships (List persons, boards, and /or committees with whom this person
will work most closely. Describe any special relationships to the community.

Guidelines for the Ministry of Music
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Accountability (List persons, boards, or committees to whom this person is accountable.
For example, operational accountability is who takes responsibility for selecting hymns,
anthems, special music, choir schedules, etc.)

Financially accountable to

Operationally accountable to

Basic and special qualifications (personal and professional)

Evaluation and review (Who is responsible for performance and salary reviews? How
often are they held?)

Office (What office arrangements are made for the musician — office space, equipment,
secretarial assistance, etc?)

Guidelines for the Ministry of Music
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Instruments
What instruments are available to the musician?

Is he/she free to teach upon them? What restrictions apply?

Who maintains the instruments?

How often are they tuned?

Work Schedule
Use the worksheet on page 14 to answer the following questions.

How many hours per week is this job on average? hours

17

How many hours per week, excluding rehearsals and services, should be spent in the

church? hours

Time off
Refer to the Compensation guidelines regarding time off.

The musician will be granted the following time off

days per week weekends per year
weeks vacation per year sick/personal days per year
In addition, the musician will receive weeks per year for continuing

education.
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Salary and benefits

Check the benefits that are available. Explain the details in the space provided.

Q

0O 0O 0O 0O O

18

Salary range* (Non-ordained musicians and part-time ordained persons, are usually

not paid a housing allowance.)
Social Security

Retirement Annuity
Health/Medical Insurance
Group Life Insurance

Disability Insurance

Reimbursed Expenses

a
a
a
a
a
a
a
a

Moving (relocation)
Auto/travel

Telephone

Books and other resources
Continuing education
Professional dues
Purchase of music

Robe care and replacement

Guidelines for the Ministry of Music
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COMPENSATION

The church musician offers the church special skills that require specialized training to
acquire and continued training to maintain and develop. The church as employer needs to

keep this in mind as it establishes compensation and support for the staff person.

Salary Guidelines

Remuneration for services performed by church musician consists of more than basic salary,
although the salary is the primary portion of the total compensation package. Many churches
use the suggested salary guidelines developed by the American Guild of Organists. These are
included in this section with instructions for adjusting those figures to reflect the difference
in cost of living in areas of the United States. The AGO chart lists a base salary, plus benefits
of 25-30 % to arrive at a total salary.

Benefits
There are benefits that should apply to all musician positions regardless of the number of
hours per week that the position requires.
= Social Security
= Paid vacation
A musician should receive a minimum of 4 weeks per year paid vacation. This should
not include time spent in continuing education. Churches are also encouraged to
consider additional time off by permitting the musician to pay a substitute.
= Sick leave (paid)
It is suggested that a part-time employee should be eligible for 2 weeks of sick leave
including 2 service days per year. A full-time employee would be eligible to receive
15 days including 4 service days.
® Personal leave (paid). It is suggested that the musician receive one Sunday per year
for personal leave.
*  Continuing education
It is suggested that all musicians receive 2 weeks per year to pursue additional
education. This is in addition to vacation time.
®»  Book and music allowance

There are also expenses that should be considered for reimbursement.
* Automobile and travel expenses, excluding commuting costs
= Telephone
= Professional dues

Guidelines for the Ministry of Music
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AMERICAN GUILD OF ORGANISTS

2011 Salary Guide for Musicians Employed by Religious Institutions

Musicians with fewer than five years experience should be considered at the lower compensation levels; those with greater experience
at the higher levels. Musicians with outstanding abilities or positions requiring exceptional performance may exceed the chart figures.
Be sure your experience, background, education and certification have specific relevance to the employer.

The first figure in each box is the Base Salary (Base:): the second figure represents benefits (Ben:). Members should recognize that
almost everything can be negotiable. Medical insurance, for example, may be less expensive for the employer to furnish than a
specific salary request, and the cost of a private policy for the employee might exceed the difference between the salary offer and
request. Compensation should equal the total compensation figure (Total:).

Consult the AGO Model Contract Provisions www.agohg.org and other resources for negotiable terms and “talking points.”

Approximate Size Doctorate in Organ Master's Degree in Organ Bachelor's Degree in Organ Associate Degree
Of Position or Sacred Music or Sacred Music or ChM or Sacred Music Private Study/Ete.
(Avg. hrs./wk.) or FAGO Certificate or AAGO Certificate or CAGO Certificate or Service Playing
Certificate
Full Time Base: $60,836 - $81,177  Base: $54,005 - $72,116  Base: $47.469 - $62498  Base: $37,599 -$50,409
(40 hrs.) Ben: $20,079 - $26,790  Ben: $18363 - $24,516  Ben: $15,662 - $20,625  Ben: $12,788 -$17,138
Total: $80,915 -$107,967  Total: $72368 - $96,632  Total: $63,131 - $83,123  Total: $50,387 -$67,547
3/4 Time Base: $44,605 - $60,836  Base: $39,643 - $54,005  Base: $34,353 - $47,469  Base: $27,685 -$37,599
(30 hrs.) Ben: $16,067 - $21,903  Ben: $14,319 - $19444  Ben: $13,051 - $18,034  Ben: $9,968 -$13,531
Total: $60,672 - $82,739  Total: $53,962 - $73.449  Total: $47.404 - $65,503  Total: $37,653 -$51,130
1/2 Time Base: $32,473 - $44.605  Base: $28,856 - $39,643  Base: $24,953 - $34353  Base: $20,166 -$27,685
(20 hrs.) Ben: $12,012 - $16,505  Ben: $10,678 - $14,669  Ben: $9487 - $13,051  Ben: _$7.465 -$10,242
Total: $44,485 - $61,110  Total: $39,534 - $54.312  Total: $34.440 - $47.404  Total: $27,631 -$37,927
3/8 Time Base: $23413 - $32473  Base: $20,876 - $28888  Base: 18,111 - $24953  Base: $14,690 -$20,166
(15 hrs.) Ben: $9.137 - $12,656  Ben: _$7936 - $10973  Ben: _S$6.886 - $9482  Ben: _$5432 - $7.465
Total: $32,550 - $45,129  Total: $28,812 - $39.861  Total: $24,997 - $34435  Total: $20,122 -$27,631
1/4 Time Base: $17,095 - $23.413  Base: $15,039 - $20,876  Base: $12985 - $18,111  Base: $10,592 -$14,695
(10 hrs.) Ben: $6,328 - $8.661 Ben: _$5717 - $7936  Ben: _$4935 - $6.886  Ben: _$4,022 - $5,585

Total: $23,423 - 32,074  Total: $20,756 - $28812  Total: $17,920 - $24,997  Total: $14,614 -$20,280
It is the policy of the American Guild of Organists not to discriminate on the basis of sex, age, disability, race, color, religion, marital status,
veteran’s status, national or ethnic origin, or sexual orientation.
The figures in this salary guide represent a national average.

For assistance in calculating the difference in the cost of living between geographic areas
please consult http://www.bls.gov/news.release/pdf/ncspay.pdf

The average pay relative nationally for all occupations and for each occupational group equals 100.
(See table 1, Column 1 in the BLS Web site)

Example:  The pay relative for "Minneapolis-St. Paul-St. Cloud, MN-WI" is 108 or 8% higher than the national average.
The pay relative for "Oklahoma City, OK" is 92 or 92% of the national average.

Thus, a job that might be rated for a total compensation of $30,000 as a national average could be expected to offer

a compensation package of $32,400 in Minneapolis (108% of $30,000) or $27,600 in Oklahoma City (92% of $30,000).

Updated 04/11/2011

(You can go the AGO website www.agohg.org to download the latest Salary Guide.)
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SAMPLE AGREEMENTS AND
CONTRACT CONSIDERATIONS

The value of a letter of agreement or a contract is found in the spirit of mutual
understanding of responsibilities when employment begins. It puts into writing exactly what
is expected of the musician for the benefit of future clergy and committees. This letter or
agreement may include goals of the ministry of music and a job description for the church
musician. The contract written by the American Guild of Organists is available on their
website agohqg.com and is very thorough. Many UCC churches prefer a letter of agreement
or covenant. Both are valuable.

Items to be considered in a letter of agreement or contract
®= Ajob description
= Title and expectations for the position
= Salary and benefits
®  Accountability
= Division of responsibilities in worship planning
= Assurance of the right to serve as organist for all weddings and funerals
* Budgetary resources and special information about the music program
=  Terms of job reviews
®  Terms of termination

Guidelines for the Ministry of Music
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SAMPLE AGREEMENT BETWEEN
MUSICIAN AND CHURCH

Date

NAME POSITION

CHURCH NAME

REPRESENTATIVE

Effective on (date) and until the termination of this agreement as stated in this
agreement, (musician) will act as (title of position)

The musician named above will have the following duties and responsibilities:

1. Provide organ music and direct the choir(s) at the service(s) regularly scheduled
on (Sundays at 11:00 am, and Wednesdays at 7:00 pm.) Select appropriate
(hymmns), organ, and choral music for each service.

2. Provide organ and choral music for the following additional services during the
yeat. (Christmas Eve, Christmas Day, Ash Wednesday, Maundy Thursday, Good
Friday, Easter, etc.).

3. Have responsibility for the leadership of the following choirs;

4. Rehearse once weekly (or as otherwise specified) with each of the choirs. The
choir year shall be from (Sunday after Labor Day) until (the second
Sunday in June) .

5. Cooperate with the clergy and/or the music committee in the area of general
planning and leadership of the church’s music program. Be directly responsible
to .

6. Be responsible for the purchase of all necessary music and music supplies and
the hiring of instrumental and vocal soloists. Expenditures in this area shall not
exceed the amount provided in the church budget. The budget in the coming
year for these expenses is §

7. Be permitted to use the facilities of the church (organs, pianos, etc.) for private
teaching. Times of lessons and use of facilities must be scheduled in advance
through the church office. Arrangements should be made with the church before
any student is granted use of the instruments.

8. Report to the appropriate committee the condition and needs for the
maintenance of the organ(s), piano(s), and other instruments.

9. The musician shall perform at all weddings requiring organ music held in the
church. If another musician is requested, permission by the musician should not
be unreasonably withheld. The fee for a consultation with the bridal couple and a

short program of music before the ceremony will be § . Additional
remuneration for additional rehearsals with instrumentalists or soloists may be
required.
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10. The musician if available shall provide music for funeral/memorial services held
within the church. The fee for such a service shall be $ . If the family
requests another organist, permission should not be unreasonably denied.

In consideration of the foregoing,  (C hur ¢ h’' S adieds mé€hg following _ _ _
obligations and responsibilities:

1. Asalary of § per year will be provided, payable . This
salary will be reviewed annually at the time of preparation of the church budget.

2. 'The cletgy and/or approptiate committees of the church will cooperate with the
musician in the area of general planning and leadership of the church’s music
program. The clergy and committees that will interface with the musician are (describe
how they will relate):

3. The musician will be granted vacation, with full salary of weeks annually.
The church is responsible for obtaining substitute musicians to cover vacation
periods, although assistance may be requested of the musician.

4. 'The church will provide $ for the maintenance and proper care of the
church’s musical instruments.

5. Guests organists or recitalists shall not be engaged to perform musical functions
without prior approval by the regular organist.

6. The musician is eligible for days of sick leave per year.

7. 'The church will provide the following benefits:

8. The church will grant (musicians name) a minimum of § annually
for all expenses (registration, housing, food, and travel) of attending music
conferences, conventions, and workshops).

9. An annual performance review will be conducted by . The
musicians will be given a copy of the review in writing and will given the opportunity
to respond.

Termination

This agreement may be terminated by either party, provided written notice is given (60) days

Prior to the date of termination.

Signature and Title of the Church’s Representative Signature of the Musician
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