
May 10, 2015 
 
To: All Northminster participants 
 
From: The Session and New Beginnings Group Leaders 
 
We are ready to enter the implementation phase of the New Beginnings process.  This 
is the most significant thing we have done as a congregation since the founding 
of our Church over 50 years ago.  It will result in radical changes in the way we ìdo 
church.î 
 
We appreciate the effort and dedication of the 80 members who participated in the small 
group process to help us create this report. The report will bring those who were unable 
to attend the small group sessions into the process. But, we are asking each and every 
member (both those who did and did not participate in the small groups) to give us your 
preferences and ideas for our future after reading the report. 
 
We ask that each of you carefully read this booklet and then fill out and sign the forms 
provided on page 9 and return them. You may mail them to the church office, place 
them in an offering plate on Sunday morning, or drop them in the ìclerkís boxî in the 
outer office. We will make more forms available if you need them. 
 
We are e-mailing this booklet but have also printed copies for each NPC family. The 
printed copies have your names on them and will be available for pick up in the Narthex 
or on the patio on Sunday mornings. 
 
We want to know your individual preferences and we want your suggestions to the 
session about how we might be more involved and connected with our local community. 
 
If you would like more information, or a chance to ask questions in a group setting, we 
are offering three occasions for meetings where the New Beginnings small group 
leaders will be available to answer your questions: 
 
Sunday May 31, 2015 ñ Following Worship in fellowship hall 
 
Wednesday June 3, 2015 - 7:00 PM ñ fellowship hall 
 
Sunday June 7, 2015 ñ Following Worship in fellowship hall 
 
PLEASE GET YOUR SURVEY FORMS TO US ASAP. WE WILL BE FOLLOWING UP 
IN JUNE BY TELEPHONE IF WE HAVE NOT HEARD FROM YOU. 
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SYNOPSIS 
 
The most comprehensive study of our church in its history has been completed. About 
70% of our congregation (81 of 116 average worship participants) contributed over a 
period of six weeks.  
 
The most obvious conclusion from the study is that, if we keep doing what we have 
been doing we will cease to be a viable congregation within a very few years. 
 
There are several strategic alternatives available to us.  Each alternative requires all of 
us to step forward and help make the necessary changes. These strategies require 
radical changes in the way we operate as a church. All of us will be affected and all of 
us will need to actively participate if we are to be successful.  
 
If you choose to adopt one or more of the proposed strategies, you will see a rather 
rapid change in how we utilize our budgets, buildings, and staff. You will find changes in 
the way we worship and how we relate to our community. 
 
All of the options require that we step outside of our comfort zone and become a church 
that is more aligned with the local area we serve. To make Diamond Bar, Chino Hills, 
Walnut, Chino and Pomona our primary mission field. Each one of us to become 
missionaries. To understand and embrace the population around us.  To get out of the 
church and into the community on a regular basis.  
 
This is not about gaining membership. We may even lose some members if we decide 
to do this. Itís about learning how to be true Disciples of Christ in Diamond Bar today.  
The point is to be more ìMissionalî instead of trying to be ìattractional.î 
 
This is way too important to the future of Northminster to be ìvoted onî at a typical 
congregational meeting some Sunday after worship. So we are proposing that every 
member of the congregation state your preferences in writing.  A form is provided on 
pages 9 and 10 which you may cut or tear out. Additional forms are available in the 
Narthex. Please fill out both sides. 
 
We will hold a series of informational meetings to supplement this report. If you wish to 
see this information presented in a meeting format please plan to attend one of the 
meetings before you fill out your preference form. 
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HIGHLIGHTS OF THE SMALL GROUP DISCUSSIONS 
 
 
 
The new beginnings process, which began in the fall of 2014, had excellent participation 
from the congregation. 81 members participated in the six week intensive study which 
represents almost 70% of our average participation in worship. We appreciate the 
efforts put forth by this dedicated group whose names appear in Appendix A. 
 
The groups utilized a comprehensive 43 page assessment of Northminster that was 
provided to us as part of the New Beginnings program. Copies of this assessment are 
available if you have not had a chance to see it. This assessment covered all aspects of 
our church life, as well as a wealth of demographic information about our surrounding 
communities.  
 
As might be expected, the groups did not always come to the same conclusions or 
express the same opinions about a particular aspect of the study. This report is our best 
effort to represent the majority or consensus views. It has been edited to the best of our 
ability to provide a clear picture of who we are today with some recommendations for 
the congregation to consider. 
 
A way of looking at our challenges and opportunities: 
 
Early in the process we explored challenges and opportunities we face today in 
Diamond Bar. A part of this process included a listing of many characteristics, activities, 
opinions and facts about NPC to determine where we thought we stand in three broad 
areas. The consensus of the groups is the following ranking: 
 

RESOURCES  
 

BEST AT 
 

PASSION  
 
RESOURCES: The consensus is that our highest strengths/opportunities involve 
our resources. These include a first class facility, which has recently been refurbished 
and updated, financial strength, and a high percentage of our budget coming from 
offerings. The challenges in the ìresourceî department include the fact that we spend 
too high of a percentage of our budget on salaries and administration, and our 
ìparticipant tenureî is low (less than 35% of our congregation has joined in the last five 
years ñ our ìold memberî to ìnew memberî ratio is too high) 
 
BEST AT: Described as programs or ministries we are really good at. Here we note that 
as a congregation we are weak in the areas of Spiritual Development and Missional 
Services. We found that many of our ìbest atî activities were focused inward. We had 
several ministries we are proud of such as VBS and service to certain local 
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organizations such as IVHP but all in all had to admit that we are not well known in the 
immediate community or offering what that community may need. 
 
PASSION: We rated ourselves lowest in the passion area. This is illustrated partially 
by a declining attendance and membership, and by being out of alignment on the 
ìgenerationalí scale (weíre too heavily shifted to the ageing side ñ not a surprise). But, it 
was also rated low because our groups had a hard time coming up with programs and 
experiences that inspire us with energy and excitement. Our lack of ìpassionî grows out 
of an ageing congregation and becomes reflected in our leadership (Session, Deacons 
and Pastorate). Not to say we canít point out individual cases or people with passion for 
specific projects, but overall we rated ourselves low.  
 
HOW WELL DO WE MATCH THE COMMUNITY WEíRE IN? 
This was an exercise involving looking at a lot of demographic information about 
Diamond Bar, Chino Hills, Walnut and Pomona. While Northminster can be proud of the 
fact that we are one of the most diverse congregations in our Presbytery and even in 
the Country, we still remain tilted toward an ageing, white, Anglo-Saxon group 
compared to our community. Asians, Indian and Hispanic/Latino are quite 
underrepresented in our congregation as compared to the community. And we had 
to admit that we were at a loss when we tried to think of ways to serve our community 
better. So on a scale of 1 to 10 we ended up at about a three (although one group had 
us as high as 6). 
 

MATCHED TO OUR COMMUNITY? 
0            10 
 
 
 
What missional things should we be doing?  Our groups were hard pressed to come up 
with ideas. The general consensus was ìif we knew what was needed we would be 
doing it.î But a partial list that did emerge of areas we should be studying included: 
 

 Addressing the needs of Elderly that may be living with children, which is more 
traditional in Asian and Hispanic cultures. 

 
 Serving the needs of two income families ñ after school programs ñ sports 

programs 
 

 Addressing the spiritual needs of our materialistic society ñ not on our campus 
but in the community 
 

 Better ways to serve the poorer communities in Pomona and Chino within a ten 
minute drive from our campus. 
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The high anxiety ìanimatedî topics: 
 
Our discussions tended to become the most ìanimatedî when certain aspects of 
the survey report and our own information led us to face some hard facts.  Probably the 
most important facts we had to face was various data regarding our trends that tell us 
that if we just keep doing what we are doing we wonít be around much longer. 
Much of this data is contained in the assessment and wonít be repeated here. But this 
graph, which was shown to most of the groups clearly shows our worship attendance 
trend. 
 

 
 
If we do not do something to change our direction we will have about 60 people in 
Worship in five years and 28 in ten years.  
 
But it should also be pointed out here that New Beginnings is not about increasing 
attendance at Worship. It was made clear that the whole concept is based on not trying 
to be an ìattractionalî church with the goal of gaining bodies in the pews. Rather, to 
become a ìmissionalî church. To GO out into the local community and do the work of 
Christ. If we allow Christ to work through us, people will know who we are and might 
wish to become part of our ministry and mission.  
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Leadership: Another high-anxiety part of our discussions came whenever ìleadershipî 
was the topic. Burned out, tired, and lacks enthusiasm, low energy and lacks courage 
came up in relationship to our pastor, session and overall ìleadershipî. This was not so 
much of a ìblamingî or fault finding, but done in the spirit of ìfactî finding. While some 
may always look to the pastor to be the ìhired Christianî and responsible for everything, 
the groups recognized that all of our leadership (Session, Deacons, Pastor and 
committee) has just ìbeen there, done thatî and is worn out trying do the same things 
that donít seem to be working. 
 
Our demographic data shows, that our Participant Tenure (assessment pg. 13) is a little 
low (too many longtime members in relationship to newer members) and our 
Generational population (pg. 11) is slanted too much toward the older side (The Silent 
and Builder/Greatest generations), so itís not surprising that we are a bit tired, burned 
out etc. The important thing here is that we recognize it which is the first step toward 
doing something about it.  
 
The need to do something quickly: was another source of animation in our 
discussions. This may have been a knee jerk reaction to suddenly being exposed to 
some discouraging data. But, there was a definite sense among the groups, that we 
canít just do nothing.  We need to start soon and do something bold.  
 
The missional continuum and where it led us: A detailed discussion of this process 
is covered in Appendix ìBî The groups went through a homework assignment in 
sessions four and five. This had us place Northminster on a continuum involving five 
aspects of congregational life: 
 
 Participation   Leadership  The budget 
  

Relationship to our Community    Use of our Facilities 
 
We werenít terrible (as in ready to close our doors and give up) but we did tend to hover 
around the 2ís on a scale of 1-5. This was another source of anxiety and animated 
discussion in our groups.  
 
Things the groups pretty much agreed on: 
 
We have good resources (financial, facilities, experience) 
We are low on passion, energy, enthusiasm ñ weíre tired 
We are not engaged with our local community 
We are concerned about our future 
We want to be more missional (and learn to stop trying to be attractional) 
We donít know how or to whom we can be missional in our community 
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Which led us toward specific strategies to be considered: 
The point of the entire process is to enable us (the NPC family) to select a strategy or 
strategies for the future that will dramatically move us, in the next few years, from who 
we are, to who we want/need to be in order to truly be Disciples of Christ.  To guide us 
in this process several strategic options were presented in broad outline form. Some of 
these were discarded automatically as the process moved along.  
 
In the end we were left with three obvious options for our future. 
 
These three options are described in Appendix ìCî as they might apply to Northminster. 
(If you would like to review all of the options see page 51 of the Assessment).  
 
Our most obvious optional strategies for the future after going thru the missional 
continuum exercise and studying the strategies are: 
 
Mission Redefinition 
 
possibly in connection with eitherÖ. 
 
Soft Restart,  
 
and/orÖ.  
 
Parallel Start/Adoption.   
 
To have even the possibility of success, any of these strategies requires the full support 
and backing of our entire congregation. This cannot be the ìPastorís plan,î or the ìnew 
session plan.î  It has to be whole heartedly endorsed by, and ìboughtî by all of us. 
 
Any of the strategies we choose will require big commitments from each one of us to 
provide more support than we have in the past in real terms; Time, Talent and Materials. If we 
are not willing to do that ñ If you are not willing to support - then you should not state a 
preference that moves us forward. 
 
Because this is so important to our future, we have recommended that this decision not be 
made by the congregation in the usual manner ñ a congregational meeting after worship some 
Sunday in which 50 or so people show up, in a hurry to go to lunch and vote yea or nay. 
 
Instead, we are proposing a series of informational meetings, where this report will be presented 
as a Power Point and anyone can ask questions. We then ask that each member of the 
congregation, after prayerful consideration fill out and submit their individual preferences on the 
forms provided on the following two pages.  We need to hear from each one of you. 
 
BEFORE YOU GIVE US YOUR PREFERENCE, SEE APPENDIX D ñ NEWS FROM 
THE FUTURE page 21 
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ÖÖÖÖÖ.CUT OUT THIS PAGE AND CUT HERE FOR TWO FORMSÖÖÖÖÖÖ.. 
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Where the missional continuum ìvoteî in session 5 led us.    Appendix B 
 
At the end of our fourth session, the groups were given a homework assignment of each 
individual deciding where Northminster should be placed on a ìmissional continuum.î   
The actual tally of our votes (73 people attended the group meetings that week), and a detailed 
explanation of the exercise is on the following four pages. 
 
Our ìvotesî helped us describe who we are 
 
Our placement of Northminster on the continuum (how we describe ourselves) is as follows: 
(note- we took some editorial license here to attempt to average choices where they may have 
been spread over two or three areas) 
 
PARTICIPATION: Church participants care for one another and are friendly to new people who 
visit the church. Some say their closest friends are church members. Most meetings are spent 
planning activities for the churchís members (meals, worship, programs, but we also plan one or 
two activities each year geared for people outside the church (VBS, IVHP, Teen mission trips) 
 
LEADERSHIP: Some leadership responsibilities are shared between the pastor and lay leaders 
but the Pastor has a much larger proportion of the responsibility than would be true in healthier 
churches. The Pastorís role as leadership ìcoachî is lacking. Church Participants are trained for 
some leadership roles (elder-deacon preparation) but some feel inadequately prepared for their 
roles. 
 
CHURCH BUDGET: About 90% of the church budget goes to internal expenses. About 10% is 
given away in outreach. Building rental income helps underwrite expenses to a small extent 
(about 8% of budget). Rental money is not specifically set aside for building maintenance but 
intermingled with general budget.  
 
RELATIONSHIP TO THE COMMUNITY: Neighborhood security is a minor concern and does 
not affect activities. Most church people do not know who lives within walking distance of the 
church. Only occasionally do we have visitors from the community for any church activities.  
 
USE OF THE BUILDING: Community groups may use 1-2 rooms for meetings (Scouts, blood 
Bank etc.). These groups are generally not connected to the churchís mission or governance. 
Some do pay rent including another small congregation. The church does house a daycare 
which does sometimes lead to conflict over scheduling and cleanliness. The church is not used 
by many community groups.  
 
Our Description of where we are pointed to what we need to do. 
 
Page  15 shows how the exercise above directed us toward a strategy of Redefining our 
mission as the primary focus and toward considering the redevelopment strategies of Restart, 
Parallel Start or Adoption or some hybrid of those as ways of achieving the ultimate goal of 
becoming more ìmissionalî toward our surrounding community. 
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MISSION REDEFINITION 
Appendix C -1 

 
From the New Beginnings Process Handout 5-2: 
 
Mission Redefinition is a spiritual, systemic, and strategic visioning process taken on by a congregation 
that is striving to realize what God has called it to be and do in brand new ways. It is when the 
congregation says, ìWe have fulfilled the mission God had for this churchís previous season, and we are 
entering a new season of mission.î 
 
This long-term re-visioning has to do with changing the soul and passion of the congregation so that it is 
singularly focused on a particular direction into the community to be and share the good news of 
Jesus Christ. 
 
This option calls for hard choices to break with certain structural and programmatic ways of ìdoing 
church.î It requires that a congregation have high passion/energy/spiritual maturity, the ability to 
come to clear agreement on the kinds of ministries its community needs, and high resources. The 
process may take three to seven years. 
 
How it might look at Northminster: 
 
Based on the results of the small group meetings we are of the opinion that we lack the 
passion/energy/spiritual maturity attribute, and we have been hard pressed to identify the kinds 
of ministries our community needs. We do however have the strength in resources. And one of 
the six small groups did identify us as high in passion and energy. So it might be possible to 
identify and recruit among us a cadre of younger energetic people who would be willing to lead 
in this process.  
 
The process at NPC might look something like this: 
 

1. Realign budgets starting with 2016 to be in balance with a ìmissionalî approach. This will 
need to be a serious reallocation and may have implications for our staff that need to be 
well thought out (See Putting our money where are heart is on the next page) 

2. Identify our members who are ìenergetic and passionateí (maybe younger) and 
encourage them into leadership positions. 

3. The new leadership would reorganize the way we do ìsessionî and ìdeaconsî and place 
major emphasis in our leadership on the missional outreach approach to our community. 

4. Change to worship and sermons that encourage community mission involvement. 
5. Change our Christian Education to improve individual spiritual development.  
6. Identify the real ministry needs of our community. 
7. Make the ìhard choicesî that will be necessary about staffing. 
8. Get out of the church (even on Sunday mornings) and demonstrate Christís love in our 

communities.  
 

Mission Redefinition will not be easy. It will require determined and sustained commitment from 
the entire congregation. It indeed calls for hard choices to break with certain structural and 
programmatic ways of ìdoing church.î As with all of the options we are exploring, there is no 
guarantee of success. We might go through the work and trauma of the Mission Redefinition 
process and still fade away as a church in a few years. But it will be a choice to do something, 
to try something and be bold. If this is your preferred strategy, you are making a commitment to 
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increase your personal volunteering of time and talent to the service of Christ in Diamond Bar, 
as well as continued support with your financial resources.  
 
Mission Redefinition and the budget ñ Putting our money where our heart is 
 
Mission Redefinition canít just be about slogans and an ad hoc committee. One of the first and 
most obvious changes we will need to make is to realign our budgets to put our emphasis on 
mission. As the New Beginnings Assessment pointed out (page 36) we are currently out of sync 
with the recommended ratios for a healthy sustainable church.  
 
So a choice to redefine mission means making some big changes and hard choices in our 
budgeting ñ especially as the budget relates to staff.  
 
 

 
 
A vote for the option of redefining our mission means that you are willing to reallocate almost 
$60,000 annually from current staffing toward program and missional expenses.  This is what it 
would take to bring us into line with the guideline of less than 50% of budget for salary support. 
 
We may not be able to do it in the two years as illustrated in the graph, but we will need to do it 
soon and it will affect the lives of our pastor and staff.  
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ìSOFTî RESTART 
Appendix C-2 

 
From the New Beginnings Process Handout 5-2: 
 
This strategy has the congregation closing down for at least a month, dissolving the bylaws, structure and 
mission of the original congregation, calling a new pastor and then restarting as a brand new 
congregation.  In this situation, it is imperative that the congregation work with the Presbytery to close out 
one ministry and begin an entirely new one. Core leaders (who are often new as well) will then work with 
a new pastor in a ìNew Churchî project. Often this choice is the best decision when a congregation 
has substantial assets (building and financial) but has few people with energy for ministry that 
meets the needs of the community in which the congregation is located. 
 
How this might look at Northminster: 
 
As presented above this appears to be a drastic option. Which is why we are presenting a ìsoftî 
version. The. ìHigh in resources and low in energyî description does fit with the results of the 
small group findings about our congregation. So the soft version envisioned here is a possible 
and reasonable option for us.  
 
The process at NPC might look something like this: 
 

1. While conferring with Presbytery, we plan a date in the future for a soft start or reboot 
(end of the calendar year or mid-summer 2016 for example) 

2. We provide the staff (including the pastor) with ample notice (3, 6, or 12 months 
depending on the target date) so that they can find future career paths with minimum of 
trauma. (Remember with Mission Redefinition they will take pay cuts). 

3. We establish a Pastor seeking committee to look for specific attributes that meet our 
new mission criteria which might include: Younger (less expensive ñ high energy), Asian 
or Hispanic (culturally better fit to the community)  

4. We work with Presbytery to modify the usual pastor search process to allow Rev. Stebe 
to assist the process as long as he can stay with us instead of the usual interim 
procedure. 

5. We have 6 months to define our ìnewî church in terms of mission direction, budgets, 
staff needs etc. and plenty of time to work with existing staff we might wish to retain. 

6. We realign our leadership; session, deacons etc. to be prepared for the new mission as 
we would under mission redefinition. 

7. Hopefully hit the ground running in 3-12 months. 
 
As with all of the options, there are no guarantees. We might not develop the new leadership 
needed. We might be unable to find the right pastor. We might lose members and become 
unsustainable. With the best of intentions we might still die off in the next few years. 
 
But, like Mission Redefinition we will be doing something, trying something new and different 
and not just allowing Northminster to fade away. If successful we will further the work of Jesus 
Christ in our community.  
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PARALLEL START/ADOPTION HYBRID 
Appendix C-3 

 
From the New Beginnings Process Handout 5-2: 
 
Some congregations find that they have an ageing congregation in an area where there has been a 
dramatic shift in population profile over several years. The congregation usually demonstrates low 
affinity with its neighboring community and low energy for doing ministry in the neighborhood.  
But there still may be assets in terms of people, buildings, and financial resources.  In this situation, a 
parallel start of a new congregation alongside the continuance of the current congregation may be a 
viable option. This strategy has the congregation utilizing 75% of its assets for starting a new 
congregation in the community.  The remaining 25% is used for providing ministry for the existing 
congregation. The new congregation (either with 75% of the current pastorís time or a new pastor) would 
work quickly to develop a new congregation that is contextually relevant for that community.  At the end of 
two years, the existing congregation would have a choice to close and join the new congregation or to 
continue it its format. Benchmarks would be set along the way so that the new congregation gradually 
assumes financial sustainability.  From the start, the new congregation is free from the governance of the 
host church. Eventually as the new congregation outgrows the host church, it would likely assume 
responsibility for the facility. 
 
How it might look at Northminster: 
 
We fit the profile shown in bold above. Our biggest resource is our great facility which has 
recently been remodeled, and upgraded. But, our annual budget is not large enough to use but 
a small percentage to assist a startup congregation. (If we utilized the staff pay cuts as outlined 
in Mission Redefinition plus our mission expenditures we might come up with about 20% or 
$60,000 a year). A parallel start could work for us if the main asset we provide is our facility.  
 
The success of this option would depend upon our being able to find a small, young, vital, 
growing congregation in the area that had the potential to grow and serve the community but 
might be lacking in the assets (especially the facility) to keep them sustainable in their early 
stage.  
 
The process might look something like this: 
 

1. Form a committee to research, visit and get to know new church startups in the Diamond 
Bar, Walnut, Pomona, Chino, and Chino Hills area. 

2. If a church meeting the criteria is found; engage in dialog with them about the possibility 
of utilizing our facility 

3. Obtain the blessing of Presbytery for the parallel start concept with the church which 
might not be Presbyterian (should be reformed faith). 

4. Enter into a two year agreement allowing the new church to utilize our facility alongside 
us, but giving them priority to nurture them and allow them to grow. 

5. Reevaluate the program at two years and decide where to go from there.  
 
As with all of the options, there are no guarantees and many questions.  We donít know if the 
ìtargetî congregation even exists. We donít know, if we found one, if they might be interested in 
our offer. And, we certainly canít predict that, if we get through the first two hurdles the outcome 
will be successful. But, if we do nothing we are sure to fade away to nothing in a few years and 
will have wasted the opportunity to apply our resources to further the work of Jesus Christ in our 
community.  
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NEWS ARTICLE FROM THE FUTURE 
Appendix D 

 
Diamond Bar Ca. September 20, 2021Ö There is a small church located in this suburban 
Southern California Town that is really making a difference in the community. Ask almost 
anyone in this suburban area located about 30 miles due east of Los Angeles if they know of 
Northminster Presbyterian Church and they will be familiar with some aspect of the many 
services they give to the people in the area.  
 
Sure, they do the things that we expect of religious organizations, such as helping with the local 
food banks, and sending money to various worldwide missions. But Northminster has found a 
way to be a step above the normal. They make it a point to find underserved needs right in their 
local area.  ìItís just doing Godís work here at home.î Is how one member put it. But, as you 
might expect, itís more interesting and more complicated. The truth is, this church works hard to 
know its local area and then tries to apply the ìwhat would Jesus do?î question.  
 
It doesnít always work out, but there are many success stories about how the areas of Diamond 
Bar, Pomona, Chino, Chino Hills, and Walnut have felt the touch of God and have understood 
what it means to be Christian, not through preaching, but by the direct actions and examples of 
Northminster members.  Specific examples abound, but they will be covered in another article.  
What is more interesting is how this little congregation that was slowing fading away six years 
ago has transformed itself. 
 
ìWe were slowly dyingî said one member. ìMembership and attendance were slipping away, 
budgets were getting restrictive. We had been here for 50 years but we just were not in touch 
with our surroundings.î  The church, which had once had almost 600 members was down to 
about 100 regular worshipers .So the congregation went through an intensive program to learn 
about their local area and how they fit in todayís world. The result was a commitment by the 
entire congregation to change the way they ìdid church.î 
 
ìWe literally reinvented ourselvesî said one long time member, ìIt was a top to bottom 
overhaul.î ìDrasticî was a term used by another member. ìWe could not have done it without 
the individual commitment of most of our congregation to trying something dramatic and 
different.î  
 
It began with a change in Participation. When we had been a larger church we had gotten 
used to hiring ìstaffî to do a lot of functions. As many churches do, we had used the staff as our 
ìhired Christiansî expecting them to do the work. We expected the Pastor to visit the sick and 
lonely, the staff to run the Sunday school, the custodian to set up the chairs and tables for our 
meeting. We expected to come on Sunday morning and have someone else ìfill us with the 
spirit.î  
 
We turned it around and said ìeach of us is responsible for our own spiritual growth, and for 
visiting those in need, and for involvement in ministry to the community.î The function of our 
leaders will be to support us with training, prayer and coaching. We must each be Disciples of 
Christ every day and look for ways to do his work in our local area. We encouraged our people 
to get motivated, get trained, and get out into the community instead of staying in church.   
 
We drastically revised our concept of leadership. We did away with written ìjob descriptionsî 
and allowed jobs of both paid staff and volunteer lay leaders to be fluid and based on missional 
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priorities for a particular time. We no longer did things because we always had, but because a 
new mission opportunity had suddenly been found. The Session and Deacons organizations 
were completely revamped to reflect our new mission priorities and kept fluid so they could 
change with the tide when needed. Community outreach and mission were given the most 
emphasis and our best leadership.   
 
We began to provide leadership training to people in and outside the church for the sake of 
community transformation. Our pastor was seen as the head trainer, and coach with less than 
25% of his/her time to be spent strictly on ìchurchî activities. The pastor was encouraged to be 
in the community instead of in the church. The emphasis was on training people to be good 
leaders instead of looking for people to fill slots.  
 
The church budget was turned upside down. Instead of the mission portion being the 
percentage we allocated after we took care of ìbusiness.î The budget became mission based. 
We allocated less to staff salaries and housekeeping items and more to mission with an 
emphasis on local mission. Mission-community outreach became the most important aspects. 
Each yearís budget was not based on last year but on mission priorities for the coming year. We 
allowed for quick changes and frequent adaptation when opportunities arose. ìItís not in the 
budgetî was not an allowed phrase. It was changed to ìWhat priorities do we need to change to 
accomplish this important new mission?î  
 
We changed our relationship with the community. Worship services were modified so that 
we became more intuitionally aware of our community. At least one sermon each month was 
about a specific community need. And a second monthly sermon was reserved to invite a guest 
speaker from the local community to give us local cultural viewpoints. We increased the 
interaction with our neighbors by visiting them and encouraging them to use our church grounds 
even though they are not members. We consciously sought new ways to go into the local areas 
and build relationships.  
 
We offered our facility. Our relationship with organizations that were using our buildings (blood 
bank, nursery school, scouts) were strengthened. We became their friendly partners and 
helpers and prayed for them in worship. We became less landlords and more hospitable 
partners in their ministries. We started finding ways to help them accomplish their ministry and 
purpose instead of worrying about how they were using ìour space.î We purposely looked for 
other community organizations that might benefit from our facilities.  
 
To be honest, it wasnít all smooth sailing. We lost some members in the early stages 
because they didnít want to change the way we ìdid church.î  We made mistakes and had some 
false starts. We didnít always agree on the best course of action, but we learned to respect that 
each of us were trying to figure out how to be better Disciples of Christ in our home town.  
 
But we also had some pleasant surprises. Growth was never part of our objective, but we 
found that some people were attracted to our new missional outlook. As we began to learn more 
about our immediate surroundings and made a sincere effort to understand and serve the local 
population we found ourselves attracting people who shared our core beliefs but were culturally, 
racially and ethnically different. We ended up growing in spite of ourselves. Today we have 
twice as many worshipers and our demographic profile almost exactly reflects that of our 
neighborhood.  
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