Pastor–Congregation Relations Committee (PCRC) – Role Description
Purpose
The Pastor–Congregation Relations Committee (PCRC) nurtures a healthy, transparent, and constructive relationship between pastoral staff and the congregation. The PCRC serves as a trusted, neutral body that supports communication, encourages mutual understanding, and facilitates conversation when concerns arise.
Core Role
The PCRC functions in a relational, advisory, and mediating capacity. While it may engage with topics such as compensation, performance feedback, and role clarity, it does not make final decisions; instead, it provides recommendations to the church board or council.
Guiding Principles
• Maintain confidentiality at all times
• Act as a balanced and impartial third party
• Encourage direct communication where possible seeking to avoid negative communication patterns[footnoteRef:1]
• Foster trust, respect, and spiritual maturity in all interactions [1:  While triangulation is generally to be avoided, the nature of the PCRC’s role places it, at times, between parties. In this context, the PCRC works to encourage direct and healthy communication so that assumptions do not fill gaps. It seeks to foster greater ownership of concerns and roles within conflict, rather than allowing patterns of avoidance or a lack of self-awareness to take hold.
] 

Key Responsibilities
• Provide a safe and respectful space for pastors and congregants to express concerns and perspectives
• Support regular feedback loops between pastors and the congregation
• Assist pastors in clarifying goals aligned with the church's mission, vision, and the provided job description.
• Monitor workload, boundaries, and overall well-being of pastoral staff
• Encourage and support professional and personal growth of pastoral leaders
• Facilitate difficult conversations, develop opportunities for resolution of performance concerns or conflicts and, when necessary, recommend external mediation
• Offer input into annual reviews and ministry agreements
• Participate in pastoral search processes as appropriate
Engagement with Pastoral Staff
The PCRC meets regularly with each member of the pastoral staff and periodically with the team as a whole. These conversations focus on support, alignment, accountability, and overall ministry health.
Congregational Connection
The PCRC listens for emerging concerns within the congregation and ensures that feedback is shared constructively with pastoral staff. It also communicates, when appropriate, about pastoral roles and responsibilities to foster understanding.
Membership
The committee consists of 3–5 members who are not in major leadership roles within the congregation. Members should demonstrate strong listening skills, emotional intelligence, discretion, and spiritual maturity. Pastoral staff and their immediate family members are not eligible to serve.
Considerations for Smaller Congregations
In smaller congregations, it is common to invite the congregational chairperson to serve on, or even lead, the PCRC. While understandable, this is generally best avoided in order to preserve the committee’s ability to function as a neutral “third party.”
Although it may be necessary in some situations for individuals in leadership roles to participate, it is beneficial to maintain some distance between the PCRC and key governance roles—particularly the council chairperson. The rationale is straightforward: points of tension often arise in the relationship between the chairperson and the pastor. In such cases, the PCRC’s ability to act as a supportive and mediating body is significantly strengthened when it is not directly tied to that dynamic. Maintaining this separation where possible helps preserve trust, clarity, and effectiveness in times of challenge.
Meeting Rhythm
• Meet with each pastor at least quarterly throughout the year
• Meet with the full pastoral team at least twice annually
• Provide additional meetings as needed based on emerging concerns
• Occasionally engage with pastoral families to ensure holistic support
Accountability
The PCRC is accountable to the church board or council and provides appropriate updates while maintaining confidentiality.
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