Vision and Strategy for Church Development

North Alabama Presbytery

Adopted at Presbytery Meeting February 19, 2005

Revised at Presbytery Meeting July 19, 2005

Table of Contents

Section










Page
Introduction
1

1.0 Church Development Vision
1

2.0 Motivation for Church Development and Growth
1

2.1 Scriptural Basis for Church Growth
1

2.2 Confessional Basis for Church Growth
1

2.3 Seizing Opportunities for Growth
2

3.0 Challenges to Church Growth (or the 
2

      Case for New Church Development and Transformation)

4.0 Strategy for New Church Development
3

4.1 Objective:  Build Strong Churches
3

4.2 How the New Church Development Strategy Works
3

4.3 Suggested Geographic Locations for New Church Development
4

5.0 Church Transformation
4

5.1 General Church Transformation
4

5.2 Transformation & New Church Development
5

6.0 Vision & Strategy Summary
5 

Introduction

This Vision and Strategy for Church Development was developed in consultation with the sessions of North Alabama Presbytery (NAP).  Each session had the opportunity to submit written responses to a set of questions on church development, to discuss the questions at Church Cluster Meetings that were held in the four geographical areas of the Presbytery, and to participate in small group discussions of the questions at the October 2004 Presbytery meeting.  A synthesis of the input thus received from sessions constitutes the basis of this document.  Additional resource material that was used in the preparation of this document includes:  

 (1) "Generations - Generational Attitudes Toward Evangelism and Stewardship" -seminar led by Dr. Alan Arnold, May 8, 2004;

(2) Church Transformation Seminar - led by Steven Boots, Office of Congregational Transformation, PC(U.S.A), September 10-11,2004; 

(3) Transforming Congregational Culture - Book, written by Anthony B. Robinson, Senior minister at Plymouth Congregational Church: United Church of Christ in Seattle, WA;  

(4) Information on Population Projections. 

It is intended that the Congregational Development Ministry Team (CDMT) will review and update this document a minimum of once every five years, and present the revised version for Presbytery approval and adoption.

1.0 Church Development Vision 
Vision:


God's grace is continually transforming the Church into the likeness of Jesus Christ, and our grateful response as the Church motivates us to maintain a disciplined approach toward spiritual maturity and measurable growth by making disciples for Jesus Christ and teaching them to obey his commands.
2.0   Motivation for Church Development and Growth

2.1 Scriptural Basis for Church Growth - Our primary motivation for church development and growth is to obey Christ’s command in the Great Commission:

18Then Jesus came to them and said, “All authority in heaven and on earth has been given to me. 19Therefore go and make disciples of all nations, baptizing them in the name of the Father and of the Son and of the Holy Spirit, 20and teaching them to obey everything I have commanded you. And surely I am with you always, to the very end of the age” (Matt. 28: 18-20).

In Acts chapter two, Peter preaches to the confused crowd following the Pentecost event, giving witness to the power of the Holy Spirit to transform human lives when the gospel of Jesus Christ is shared with others:

41 So those who welcomed his message were baptized, and that day about three thousand persons were added. 42 They devoted themselves to the apostles’ teaching and fellowship, to the breaking of bread and the prayers (Acts 2: 41-42).

Through our faithful obedience to what the Spirit leads us to say and do, people are added to Christ’s church, increasing his reign here on earth.

2.2  Confessional Basis for Church Growth – A secondary motivation for our engaging in the enterprise of church growth stems from our striving to be faithful to our Reformed faith:

“All believers are…under obligation to sustain the ordinances of the Christian religion where they are already established, and to contribute by their prayers, gifts, and personal efforts to the extension of the Kingdom of Christ throughout the world.” Westminster Confession, par. 6.058b

“The church disperses to serve God wherever its members are, at work or play, in private or in the life of society.  Their prayer and Bible study are part of the church’s worship and theological reflection.  Their witness is the church’s evangelism.” Confession of 1967, par. 9.37a

Fidelity to our Reformed faith requires of us to witness to the truth in Jesus Christ and, by the power of the Holy Spirit, to grow the Church thereby.    

2.3 Seizing Opportunities for Growth - 

An additional motivation for church growth is that of taking advantage of opportunities to strengthen our corporate witness in the region.  It has been widely publicized that North Alabama Presbytery has been losing the equivalent of about one 100 member congregation, along with its witness and mission support, every year for the past twelve years.  (see chart below)  In order to realize our potential to reach the unchurched and reverse the trend of membership losses, we need to start new churches.
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For the past fifty years, whenever the Presbyterian Church USA (and its predecessor denominations) experienced significant church growth, it was largely the result of presbyteries starting new churches.  NAP has not chartered a new church development in twelve years.  North Alabama Presbytery would do well to start at least one successful new church development every five years for the foreseeable future.  Other Christian denominations in North Alabama have grown by the thousands in the past ten years, so the opportunity for growth is present!

3.0 Challenges to Church Growth (or the Case for New Church Development and Transformation)  - A number of changes in American culture make new church development and older church transformation more challenging.  At one time everyone in the U.S. was assumed to be a Christian, and the Protestant mainline churches were the leading religious establishment of the culture.  So we had a religion that can be called a civil religion.  Now a new secular, religiously pluralistic and postmodern culture has emerged.  A response to this shift requires change in the culture of congregations themselves.  

a) From Obligation to Motivation.  As a religious institution, mainline Protestant churches have traditionally relied on a sense of obligation as a powerful motivator for their membership and constituency.  Now the younger generations are better described as seekers and motivation has replaced obligation.  If they are motivated, if they find some meaning and value in an experience, they will be more involved.

b) Erosion of Trust and Reliable Authority.  The 1960s and 70s saw a succession of events that tore holes in the sacred canopy of American society and its civil religion.  Assassinations, an unpopular war, a new drug culture, and the Watergate political scandal, resulted in the shattering of social trust and confidence.  Authority in many forms, including church authority, became the object of ridicule or rejection. 

c) New Religious Pluralism.   America, as a consequence of the Immigration and Naturalization Act of 1965, increasingly, has become a country of many cultures and religions, many stories, many perspectives, and many centers.  Postmoderns notably lack confidence in the American story, in civil religion, while often placing too much confidence in technological progress and human wisdom.  Theirs is a more fragmented, decentered world of rapid shifts, disposable identities, and changing images - the world as some have said, of MTV.  

d) Mainline Protestantism and Modernity. A new postmodern culture has emerged, with values that are not in congruence with the historic claims of the Christian faith. Increasing numbers of people have become disillusioned and might turn to the Christian faith as an alternative, but mainline Protestantism does not always offer a clear alternative and often resembles the dominant culture. 

e) The Complacency of an Establishment. Mainline congregations and leaders assume that they have a guaranteed place and constituency.  As obligation was replaced by motivation, as social trust and reliable authority broke down, as a new wave of immigration brought religious diversity, the Protestant mainline has been slow to recognize its jeopardy and to react.

f) Youth Involvement and Aging in the Church. The average age of PC(U.S.A) members today is 55 and is projected to be 61 in ten years.  In the year 2025, the population of Alabama is projected to increase by about 900,000.  The number of young people from 0-24 is projected to remain at about the present level through 2025, and the increase in population is heavily weighted toward the population above 60 years of age.  If these projections hold true, in 2025 the average age of church members will be considerably higher than today, and young church members along with their gifts may be largely absent.

A more detailed description of a) through e) is provided in the Appendix.

4.0 Strategy for New Church Development

4.1 Objective:  Build Strong Churches - 

North Alabama Presbytery will work to employ a church development strategy that maximizes the potential for building strong viable churches.  A worthy goal would be for the Presbytery to establish a new church every five years.  This strategy will be accomplished in three ways:

a) By having high expectations and accountability. One expectation is that we will build Christ-centered churches that teach the Reformed tradition.  Another is that we expect the new churches to grow and become strong viable witnesses.  The development of new churches will be under the oversight of the CDMT, and the work of the organizing pastors will be supervised by the Executive Presbyter.  The CDMT and the Executive Presbyter will evaluate new church development projects and inform the Presbytery of accountability measures that may be necessary.

b) By eliminating practices that limit the potential of the new churches.  

Practices that impose limitations include a tendency to micromanage church development through Presbytery formed committees and/or through a committee where members come from the new congregation.  Micromanagement drains the energy and time of the organizing pastor and limits his/her capability to reach and nurture new members and to build a new congregation into an effective Christian witness.  The CDMT and the Executive Presbyter will ensure that micromanagement does not occur.

c) By providing adequate funding. 

By providing adequate funding, we enable a new church to focus on building its ministry as opposed to focusing on debt management.  A church chartered too early and without a critical mass of membership can be forced to adopt debt management as a significant part of its operation and mission.

In summary, the NAP new church development strategy is not a reinvention of the wheel, but a strategy that has been proven to be effective in North Alabama by other denomination and non-denominational churches.  Recently developed churches have used this church development strategy in Huntsville and surrounding areas, producing churches with memberships over 1000, debt free, in five years.  

4.2 How the New Church Development Strategy Works - 

(1) The Presbytery (and/or sponsoring churches) will be asked to cover the cost of the church staff and office expenses for up to five years.  The initial church staff should include the organizing pastor, secretary, and part-time music director.  As the church grows an associate pastor, Christian Educator and youth minister will be added.

(2) The Presbytery and/or sponsoring churches when financial able will purchase land that may be used as the site for erecting a new church facility.  Ordinarily new church start-ups will initially meet in either donated or leased facilities.  

(3) Eighty percent of all funds collected from the new congregation over the first five years will be set aside to pay for the new church facility.  Unless action of Presbytery determines different, a start-up congregation will be prohibited from spending money on church construction until membership exceeds 350 members.  This high membership standard prior to construction is to prevent debt from inhibiting growth, and to challenge and encourage the new church with the positive goal of building the new church facility itself.

(4) The CDMT is responsible for evaluating candidates to serve as the organizing pastor, associate pastor, or youth minister for the new church.  After a candidate pastor has been selected, he/she will be referred to the COM for examination.  

(5) The organizing pastor will report to the Executive Presbyter and CDMT.  The Executive Presbyter and CDMT will evaluate the effectiveness of the pastor, and recommend salary adjustments to the Presbytery.  The Executive Presbyter and CDMT will work with the pastor and the congregation to arbitrate any problems or conflicts that may arise.  If in the judgment of the Executive Presbyter and CDMT that either an organizing pastor has not been effective in this capacity, or a New Church Development has not met its developmental objectives, they have the authority to recommend that Presbytery take appropriate action. 

(6) The organizing pastor is prohibited from forming a committee of any kind that has any authority over the affairs of the church until the church is within months of being chartered.  The pastor is in charge of the new church development under the oversight of CDMT and under the supervision of the Executive Presbyter.

(7) In the event a larger church sponsors the church development project, the session of the sponsoring church may elect to work in partnership with CDMT in exercising oversight of the new church until the church is chartered.

(8) Any particular new church development can be enhanced if existing churches commit time and people to the new development.  Colonization - providing members to a new church- is a very effective method of helping speed-up a church development project.  

(9) The concept of encouraging the establishment of multi-ethnic congregations in the Presbytery has a lot of appeal across the Presbytery.  It is hoped that all existing and new churches will work to appeal to and serve persons of all racial ethnic groups who may be reached by their ministries.

 (10) The CDMT will recommend modifications to this church development strategy that are appropriate for each new church development project.  

4.3 Suggested Geographic Locations for New Church Development - A large number of geographic areas have been suggested for new church development projects.  The CDMT has the task of studying and prioritizing these locations with the objective of recommending the most appropriate sites for Presbytery approval. Input received at the Church Cluster meetings indicate that the Presbytery needs to concentrate on providing the resources to build fewer but stronger churches as described in Section 4.2.

The CDMT has reviewed the number of times each area was recommended as a candidate for new church development.  A prioritized list of candidate areas was developed containing candidates that were recommended more than two times.  The area listed with a priority of one (1) was recommended the most times, and the areas mentioned as priority six (6) were mentioned the fewest number of times.  Unless directed otherwise by NAP, the CDMT will first concentrate its efforts on determining whether the areas with priority ranks of 1 through 4 qualify as areas for new church development and a recommendation will be made to NAP.

Prioritized list of Candidate Areas

for New Church Development

1.  Madison/Capshaw/Harvest/Monrovia/Providence
2. Cove communities (Hampton Cove, Big Cove, etc)

3. Huntsville to Newmarket

4. Priceville   

5. Scottsboro

6. Hazel Green, Hokes Bluff, and Rainbow City

5.0 Church Transformation - Church transformation in the Presbytery is considered to fall into two categories.  One category is when a church is considering or involved in transformation and needs to facilitate the process.  The second category is when the church has a deep commitment to transformation and is strategically located for a new church development.

5.1 General Church Transformation - In consideration of church transformation as defined in Section 3.0, the CDMT recommends that all Presbytery churches consider implementing some elements of transformation.  

There are many low-cost ways that churches can be self-helped as they adopt a transformation process:

(1) Congregations need to take advantage of the educational opportunities on church transformation that are being provided by the Presbytery. 
(2) The most positive step a church can take is to adopt a program of transformation in consideration of the following actions: 

a) The members should be willing to study and learn transformation so that a transformation process can be identified and committed to that makes sense for the congregation.

b) The members should be committed to the work that is necessary to implement the transformation process and thereby grow the church.  "Ultimately, this is what it is about.  Membership growth is a symptom, an important but secondary effect, of a congregation that participates in some measure in the new life of the kingdom of God."  Reference, Transforming Congregational Culture, page 120.

c) Financial resources of the church can be prioritized in order to insure there is sufficient support to meet the following obligations: pastoral leadership, basic operational expenses, the churches mission(s), and the transformation process.  

d) A congregation can leverage its financial resources by approaching a larger church with the idea of partnering in the transformation work and thereby enriching the witness of both churches. 

5.2 Transformation & New Church Development 

This paragraph addresses the criteria that an established congregation needs to meet for the congregation to receive significant funding for transformation.  The goal of the transformation would be to effectively establish the equivalent of a new church using an older congregation as a colony to provide the initial members.  The CDMT will tailor the new church development strategy described in Section 4.2 in arriving at a strategy for the transformation project, and this tailored strategy will be recommended to Presbytery.

The CDMT will use the following criteria in evaluating the transformation project in order to make a recommendation to the Presbytery:

(1) The congregation needs to be strategically located in an area that is evaluated as a high priority area for church development with appropriate demographics and population growth.

(2) The CDMT will evaluate the current pastor's suitability to serve as the equivalent of an organizing pastor.  The results of the evaluation will be reported to the COM as a part of the pastor’s annual report.

(3) The session and congregation will need to show by their actions that they are deeply committed to transformation and church development.

(4) The session and congregation must be willing to make decisions based upon the long-term health and growth of the church and its witness rather than on historical precedence or personal preference.

(5) The session and congregation must demonstrate their willingness to seriously consider and implement the church development advice of the pastor, the Executive Presbyter, and the CDMT.

6.0 Vision & Strategy Summary - The Presbytery is sponsoring and encouraging church growth through the development of this Vision and Strategy for Church Development, education on leadership and congregational transformation, and by establishing funding sources.  CDMT, on behalf of NAP, is committed to providing at least one nurturing event each year that helps to equip pastors and parishioners to be effective in the work of church transformation.

The most difficult problem facing NAP in regards to church development and transformation is the one of providing adequate funding support for both.  The CDMT is tasked with proposing church development and transformation funding options to the Presbytery such as the following:

(1) Grants and loans from the General Assembly PC (U.S.A.), and the Synod of Living Waters.

(2) A per capita assessment from the congregations based upon membership.  

(3) Voluntary pledges and donations from the Presbytery, congregations, and from individuals.

Our faith is that we are not alone in North Alabama building up the Kingdom of God, and we can be assured that the ways and means for accomplishing these tasks will be provided. 
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