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Call Process during social distancing and “shelter in place” orders  
Southeastern Synod  
March 2020 
 
 
Situation:  
The coronavirus has caused our communities at large to implement social distancing and many 
communities are ordered to “shelter in place”. Congregations are worshipping online. Church buildings 
are closed. We are now worshiping and conducting the business of the church in very different ways. 
 
Our practices of interviewing in person to call a rostered minister are no longer possible. The following 
discussion is intended to examine the steps in the call process which need to be modified. Please refer 
to the Call Process Manual: Walking Through the Transition Process Together.1 
 
 
Step 13, page 17: The call committee interviews candidates and recommends one candidate to the 
congregation council. 
 
Typically, the call committee does the following: 

 Interviews original slate of candidates via ZOOM 

 Identifies 1-2 candidates who they’d like to interview further. This second interview may consist 
of: 

o Face to face interview with the call committee 
o Tour of the church facilities 
o Tour of the community 

OR 
o Visit the candidate where they are currently serving, including attending worship 

 After the visit, the call committee gathers again to vote to recommend one candidate to the 
Council 

 
These face to face visits with 1-2 candidates are no longer possible. 
 
Options to consider: 

1. Obtain video sermons. Ask the candidate to video the liturgy too. 
2. Conduct additional ZOOM meetings to get to know the candidate better. Have the candidate 

a. lead a Bible or book study over ZOOM 
b. do a children’s sermon over ZOOM. Gather some children for the experience. 

3. Talk to references. Ask for more if there is any doubt. 
4. Do your research  
5. Provide additional congregation information to the candidate, i.e. one or many annual reports 

and budgets, video tour of the facilities, newsletters, bulletins 
6. Provide community information to the candidate via websites, publications, facebook pages. 
7. Gather information on the local schools and other items of interest to the candidate, i.e. 

employment for the spouse, community activities like sports or music. 
8. Connect the candidate with a local realtor, then use ZILLOW or a similar tool for virtual home 

tours 

                                                 
1 https://www.elca-ses.org/files/documents+%26+brochures/files/call+process+manual+re+2-2020.pdf 

https://www.elca-ses.org/files/documents+%26+brochures/files/call+process+manual+re+2-2020.pdf
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9. Give the candidate the opportunity to get to know the call committee members well, too. Give 
them some personal insight into your congregation. Share stories of what you love, where 
you’ve seen God in your community, of families. 

 
If the call committee is comfortable that they know the candidate well enough to vote, do the call 
committee vote over ZOOM then make the recommendation of the primary candidate to the Council. 
 
Note: the candidate needs to be comfortable that they know the congregation and the community well 
enough to agree to be the primary candidate. Ask what else the candidate needs to be comfortable and 
confident that this will be the right call. 
 
 
 
Step 14, page 19:  The Council interviews the candidate and recommends the candidate to the 
congregation. 
 
Typically, the Council does the following: 

 Interviews the candidate in person, which might include a tour 

 Agrees on whether to forward the candidate to the congregation for a call 

 Agrees on a financial package 

 Formally votes to move the candidate to the congregation with a particular financial package 
 
These face to face visits and meetings are no longer possible. 
 
Options to consider: 

1. Interview the candidate remotely via ZOOM 
2. Get to know the candidate remotely, similar to what the call committee has done 

a. Obtain video sermons. Ask the candidate to video the liturgy too. 
b. Conduct additional ZOOM meetings to get to know the candidate better. Have the 

candidate 
i. lead a Bible or book study over ZOOM 

ii. do a children’s sermon over ZOOM. Gather some children for the experience. 
c. Have the candidate introduce you to their family over ZOOM. 

3. Vote remotely 
a. Most Councils already have a process in place to conduct meetings and vote by remote 

communication. Check your constitution, C12.13, and your by-laws to ensure that this 
item has not been removed or overwritten. 

i. Model Congregation Constitution C12.13.  
1. The Congregation Council and its committees may hold meetings by 

remote communication, including electronically and by telephone 
conference and, to the extent permitted by state law, notice of all 
meetings may be provided electronically. 

b. Each state is different and will need to be researched.  
c. For the states in the Southeastern Synod, we have consulted with our synod attorney 

and it is acceptable to hold the meeting using remote technology. 
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If the Congregation Council is comfortable that they know the candidate well enough (even without 
meeting the candidate face to face), vote to approve the candidate/financial package and call a meeting 
of the congregation. Make certain that the candidate is comfortable and confident too. 
 
 
 
 
Step 15, page 20: The congregation votes to extend a call to the candidate. The candidate accepts the 
call. 
 
Again, the typical process is for the congregation to meet the candidate and their family. A congregation 
meeting is called and a vote is taken to extend a call with a particular financial process. 
 
With “shelter in place” orders, it is not possible for the candidate to meet the congregation in person. 
This might be a showstopper since nothing can take the place of a face to face meeting. 
 
If both the Council and Congregation are willing to move ahead without the face to face meeting, then 
options to consider are: 
 

1. The congregation meeting must still be called using the process defined by the congregation 
constitution. The model constitution states: 

 
a. C10.03. Notice of all meetings of this congregation shall be given at the services of worship 

on the preceding two consecutive Sundays and by mail or electronic means, as permitted 
by state law, to all [voting] members at least 10 days in advance of the date of the 
meeting. 

 
2. Conduct the meet and greet over ZOOM for the congregation.  

a.  See the remote meeting guidelines at: https://www.elca-ses.org/newsdetail/holding-
remote-meetings-13621228 

b. It’s very important for the technology to work flawlessly during this meeting. Practice! 
Do a dress rehearsal.  

c. Ask the candidate to introduce themselves and their family. Have the candidate do a 
devotion and lead a prayer. 

d. Allow members to use video/audio or audio only 
e. Allow time for the congregation to ask questions of the candidate. This isn’t to be a 

presentation, but a discussion. 
f. It may make sense for a larger congregation to break themselves up into 

“neighborhoods” so that meeting the candidate can be a bit more personal. Note that 
the more meetings the candidate attends, the less likely the candidate will remain 
confidential.  

 
3. Conduct the called Congregation meeting over ZOOM 

a. Allow members to use video/audio or audio only 
b. Have a member of the synod staff in attendance. 
c. This is not the time to go off script, so follow the script outlined in the Call Process 

Manual, Appendix 17, or in the instructions mailed from the synod office.  
d. Make sure that you have a quorum. 

https://www.elca-ses.org/newsdetail/holding-remote-meetings-13621228
https://www.elca-ses.org/newsdetail/holding-remote-meetings-13621228


4 
 

e. Send an agenda out in email prior to the meeting. Include the single motion to be voted 
on, i.e. a vote to call this candidate for a specific position with a pre-defined financial 
package. 

f. Allow time for questions 
g. Use good remote meeting habits, including muting all who aren’t speaking. See 

Appendix 13 of the Call Process Manual. 
 

4. Conduct the vote – things to consider: 
a. ZOOM has a polling feature. Instructions are: https://support.zoom.us/hc/en-

us/articles/213756303-Polling-for-Meetings 
i. Practice polling with the group before the real vote is taken, i.e. poll to get the 

congregation’s favorite fruit. 
ii. Issues arise when  

1. there are multiple people logged into a single phone number. 
Encourage each member to dial in independently or take this into 
consideration when you count votes 

2. some connect via audio only (or they don’t have a smart phone) and will 
be unable to complete the polling. 

b. Votes are encouraged but not required to be secret, but often the constitution does not 
require this. If not secret, the vote can be taken by voice using “yea” and “no”.   

c. Confidentiality  
i. This is maintained by the polling feature and can be anonymous. 

ii. If there are members who can’t be polled, consider having members print a 
ballot and return via Snail mail, have a Council member pick up the ballot, or 
drop the ballot off in a box at the church building.  This may be especially 
important if there are elderly members or members who might be unable to 
leave a living facility, i.e. independent care, assisting living. 

iii. Consider using ElectionRunner.com.  
d. In the end, one process will likely not accomplish all. It is best to allow multiple voting 

options, depending on the context of the congregation. 
 
 
 

https://support.zoom.us/hc/en-us/articles/213756303-Polling-for-Meetings
https://support.zoom.us/hc/en-us/articles/213756303-Polling-for-Meetings

