ORGANIZATIONAL ANALYSIS
OF
CHRISTIAN CHURCH
(DISCIPLES OF CHRIST) IN
THE SOUTHWEST

A Report to the Regional Council

Third Draft
February 27, 2008

Prepared by

Nz
f

1448 E. 53" Street
Chicago, IL 60615
73-752-1596 Fax: 773-752-5093

www.missionalchurch.org




TABLE OF CONTENTS
INTRODUCTION .3

HOW THIS ANALYSIS CAME INTOBEING ....cctitittiittae i e e e ettt e e e e e e e e seeeee e s a e e e e e e e enees 3

HOW THE DIAGNOSTIC ANALYSIS PROCESSWORKS. .....uuiiiieieieeeiieeiieesieeeeeaneeeaee e eeenseeeanneeeen 5

THE PERSONSINTERVIEWED ......uutitiiaitttiieeetitiiii e e e e e e e e eeeeeeeesababaae s e s e s e e e aeeeeeeesbabsbbs saaeaeaeaaaeeeeesrnrnnes 6

HOW CCSW ORGANIZATION FUNCTIONS 8

INTRODUGCTION. ¢ttt e e e aeeaeeeestete e e e e e aeaaeeeeesses e as e e aeaeaesessebe b e aa a2 eaeeaaesnsnssnn i anansaaaaaaassnnes 8

HYPOTHESES TO BE ESTED...uuuituuieeeteeetueetueeeeeeeenaneetnaeeaeeeanneestnaeeaneretnaeernnaesnnaerenaeeennneennneeren 9

AREAS OFCONGRUENCE. ...t itieiettetetete ettt e s e e e e e e et et eeeetabababe £ e e e e e e e e eeteeeeabababae e e aeaaaeeeeeeeeesbnbnnnn e aeaas 9
GENEIAI COMMIEINES ... ..etiieiititt ettt ettt e e sttt e e s et e e s bt e e e e asbe e e e e anbeeeeesabeseeenbnbneennnnes 10
1. CCSW is related to strong institutions that embody historic values. ............cccccceeeiiiiiiiiiicieee.n. 10
2. CCSW outreach reSponds t0 NEEUS..........ccuiiiiiiie ittt e e e e e e e e r e e e e e e s ssaanraeee s 11
3. Support for leader fFOrMALION .........ooi et e e e e e eeea e e e e s 11
4. The presence of Area structure
5. Ministry of mens, womens, youth MiniStry QrOUPS. ......cccieeariiiiiiiiee e eee e e e e 13
6. Being the body Of Christ iN CCSW ......uuiiiiiiiii et e e aa e e 13
7. ThiNgS are WOrKING DEHET........oii e et e e e e e e e e e e e e s 14
8. Tremendous people resources exist Within CCSW...........cooiiiiiiiiiiiiei i 15
9. The Good News of Jesus ChriSt MOLIVALES US.........cuiiiiiiiiiiiiiiiiiie e e ee e e e 15
10. Cautiously 100king toward Change. ........cc.uuiiiiiiiiie e e e aaeeeas 15

AREAS OFINCONGRUENCE ... ttttieiettttititt e e e e e e e e eeeeeeetaaaaaa e e e e e e aeeeeeeeeebababaan e e eeaeaeeeeeeeeebnnnnnnes

HYPOTHESIS #1: CHANGING CONTEXT — DESTABILIZING EFFECTS.........ccccceviiiiiins

HYPOTHESIS #2: CONFUSION ABOUT VISION, PURPOSE, AND GOALS
HYPOTHESIS #3: LOSING OUR CONNECTION WITH ONE ANOTHER

HYPOTHESIS #4: WILL THE REAL CCSW PLEASE STAND UP!?...... e 27
HYPOTHESIS #5: CCSW HISTORY — A BLESSING OR A BURDEN?........coccciiiiiiiiiiiiie, 29
HYPOTHESIS #6: A CLIMATE OF TRUST — LOST AND BEING FOUND ........ccccccoeiiiiiiinee. 32
HYPOTHESIS #7: STEWARDING OUR RESOURCES..........cccociiiiiiinii e, 34
HYPOTHESIS #8: A STRUCTURE TO SUPPORT MINISTRY ...ocooiiiiiie e 38
HYPOTHESIS #9: COMMUNICATION AS CENTRAL TO OUR LIFE TOGETHER.............. 42

S Y 7 2 TS 44



1
INTRODUCTION

"Behold, | am doing a new thingIsaiah 43:19

How This Analysis Came Into Being

This diagnostic analysis of the organizational functioning of the
Christian Church (Disciples of Christ) in the Southwest was conducted as
part of the New Day, New Direction Journeythorized by the Regional
Board in the winter of 2007. The Christian Church (Disciples of Christ) in
the Southwest recognizes that the nature of its membership, its context for
ministry, and the thrust of its ministry must take into consideration the
challenges of a new day. An era in the history of the church has ended and a
new era is beginning, causing a veritable sea of change in the identity, role,
and mission of North American churches.

Social Transitions

Along with all other churches in North America, the Christian
Church (Disciples of Christ) in the Southwest is making its way through
several complex transitions, even upheavals, which are occurring in western
society: immigration and its effects, new ethnic consciousness among
minority groups, new emerging economic patterns, new patterns of religious
expression, to name just a few.

The Christian Church (Disciples of Christ) with other so-called
“mainline” church bodies that once dominated European, Canadian, and
American society, are facing similar patterns of change. What has been
happening in Europe and across North America is happening in our region —
Texas, New Mexico, and our parts of Oklahoma, and Kansas: The religious
institutions that helped to found communities and towns on the frontier and



form the new American society have now been displaced to the margins of
the culture.

There are those who consider this a tragedy. They bemoan the lack
of influence within the dominant fundamentalist/evangelical religious
context today.

Others believe that churches with historic traditions can have a very
significant and faithful future. "But to have that future, we Christians must
stop trying to have the kind of future that nearly sixteen centuries of official
Christianity in the Western world have conditioned us to covet. The
question we all have to ask ourselves is whether we can get over regarding
this as a catastrophe and begin to experience it as a doorway into a future
that is more in keeping with what our Lord first had in mind when he called
disciples to accompany him on his mission to redeem the world through
love, not power."'

Transformation: A "Yeasty" Opportunity

The church's role is being redefined at this moment in history. A
strategic question for the Christian Church (Disciples of Christ) in the
Southwest is this: Who will define the role of the Disciples of Christ Church in
the Southwest as we look to the futuf¥?l its role be defined by default by
forces within the cultural /social /denominational /religious context? Or
will the Christian Church (Disciples of Christ) in the Southwest itself take the
initiative to discern afresh its Divine calling, redefine its role and mission, and
reshape itself for this new era?

There is a growing body of knowledge to tell us that times like this
can be the most valuable of times in the life of a church. Theologically, a
time of transformation is a "time between the times," a time between the
"already" and the "not yet," between the resurrectionand the eschaton It is a
time between how the church once understood itself and its mission and
how its identity needs to be redefined in a new era. A time of transformation
provides a church body with an unusual opportunity to take stock of itself, to
examine the direction it is currently heading, to discern God's call afresh, to
choose a new direction or, perhaps, deliberately and with increased
conviction, even to choose to continue on its present path, and to organize
itself for the future. A time of transformation is therefore potentially a yeasty

1 Douglas John Hall, The End of Christendom and the Future of ChlistiBoipe: Trinity Press, 1997, p. ix.



time, an exciting time, a time of unusual openness when something ends and
something new can begin.

How the Diagnostic Analysis Process Works

The organizational analysis process uses a model, the Systems Model
of the Church.This model is a diagnostic model based on general systems
theory. It is used by the consultant to gather information about fifteen
different factors in the life and work of the Region. A depiction of the
model is shown on the next page. Several data gathering and data-analysis
processes are used, including observation, specific dialogue opportunities,
and primarily a diagonal slice of interviews across the Region organization.

e
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The data from the diagonal slice interviews with key leaders and
members, along with the consultant's own observations, plus additional
information from records and documents of the CCSW, are analyzed by the




consultant. The consultant develops a series of hypotheses, testable but
tentative statements of problems and their causes.

These hypotheses are shared in written form with the leaders and
members of the CCSW. The sharing occurs in an appropriate setting so that
the results can be properly understood. The goal of the analysis along with
all the work of building a strategic profile of the CCSW is to enable leaders
and members to have a common view of the major issues with long-term
implications which the Christian Church (Disciples of Christ) in the
Southwest must confront. When most of the people can see the same
strengths, weaknesses, opportunities, and threats from the same perspective,
planning and decision-making are greatly facilitated and unnecessary
destructive conflict can be avoided.

As the process unfolds, both long term and short-term challenges
and their causes are identified and explored. A consensus is developed about
which of these challenges have priority. The process of building this
consensus is essential to the success of all future steps taken by the CCSW.

The Persons Interviewed

Interviews were conducted from December 2007 — January 2008 and
were on average 1 2 to 2 hours in length. The following persons
participated in the interview process.

Norma Talbott Art Tambur
Keith Lewis Bob Aubrey
Charlotte Hoppe Leslie Denton
Jim Smith Derry Henry
Glenn Wilkerson Claude Maples
Doug Skinner Newell Williams
Daniel Davila Olin Fregia
Larry Ross Ken Hall
Coretha Loughridge Andy Mangum
Eric Melton Pam Harmon
Jerry Jett Dan Owen
Doug Roysden Dani Loving Cartwright
Robert Stewart Elaine Kellam
Joe Stalcup Don Manworren
Tony Salisbury Autumn Pardue

Paul Graham Ray Ramos



Interviews were conducted by:

Charlotte Hoppe Todd Boddy
James McKibbin Laurie Hart
Celinda Hallbauer Bonnie Schuler
Tony Salisbury Jetf Billings
Neill Grimes Dale Ziemer
Doug Roysden Chuck Fisher

Interviewers received training for this task from Dale Ziemer of the
Center for Parish Development. In each case, the interviewers gathered
information and took notes on the conversation. Some quotations from the
persons interviewed (without attribution) are found in subsequent parts of
this report. The persons interviewed were, without exception, generous with
their time and demonstrated deep commitment to Christian Church
(Disciples of Christ) in the Southwest. They provided thoughtful and careful
answers to the questions asked, sharing their experience of the CCSW. Any
misunderstandings or misinterpretations in this report are the consultant's
and not those who provided the information.
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HOW CCSW
ORGANIZATION FUNCTIONS

"The question which has to be put to every local congregation is the question
whether it is a credible sign of God's reign in justice and mercy over the whole of
life, whether it is an open fellowship whose concerns are as wide as the concerns
of humanity, whether it cares for its neighbors in a way which reflects and
springs out of God's care for them, whether its common life is recognizable as a
foretaste of the blessing which God intends for the whole human family."

--Lesslie Newbigin?

Introduction

In this report we are concerned with organizational effectiveness and
faithfulness. Most organizations want to be effective. Church communities
are however concerned not only with effectiveness, but are also called to be
"faithful" to God's purposes.

"Effectiveness," as used in this analysis process, is defined as the
degree to which ministry, services and common life at individual, group, and
organization levels are similar to expected results as specified by the vision,
mission and goals of the church.

"Faithfulness," as used here, is defined as the degtree to which
ministry, services and common life at individual, group, and organization

2 Lesslie Newbigin, Sign of the King@@#dman's Publishing Company, 1980), p. 64.



3 . .
”° Whereas "effectiveness" is

levels “faithfully express the ministry of Christ
concerned with whether or not the church organization achieves the results
established by its leaders and managers, "faithfulness" is concerned with

whether or not the church organization achieves its divinely-given mission.

The analysis process used in Christian Church (Disciples of Christ) in
the Southwest was designed to reveal people's expectations of organizational
faithfulness and effectiveness, and to discover how the persons within CCSW
experience CCSW as being faithful and effective.

Hypotheses to be Tested

Because of the recognition that the consultant undoubtedly has not
seen the total picture, or may have drawn incorrect conclusions, the
consultant's observations are put forth tentatively as hypotheses-to-be-tested
rather than as judgments, final pronouncements, or unqualified assertions of
fact. Each hypothesis, tentative as it may be, is supported by data from
interviews, church documents and the surveys.

A hypothesis-to-be-tested is a statement made, supported by
interview data, which summarizes one of the findings from the analysis
process. The hypotheses-to-be-tested are stated in a declarative way, and
sometimes in a provocative way, in order to stimulate a discussion. As part
of the New Day, New Direction Journgych hypothesis will be tested,
argued with, explored, thought about, and even possibly re-cast to make it
more accurate. As presented in this report, the hypotheses-to-be-tested
should be thought of as part of an analytical process, not a final word on the
subject. As the data are reviewed, the hypotheses tested and explored,
additional data will be shared and undoubtedly the key issues that need to be
addressed will be identified and accepted as the part of the CCSW’s
operational and strategic agenda.

Areas of Congruence

In this section several areas of strong congruence are identified. The
objective of this part of the analysis is a limited one -- only to identify some
of the strengths upon which Christian Church (Disciples of Christ) in the
Southwest can build as it considers God's call for the future.

3 The Design for the Christian Church (Disciplegft€hyist)2005, p.2.
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General Comments

Communion Table
Changing makeup of the southwest population
Diversity across our wide region!

Tremendous assets in a number of ways: financially, human resources, leadership,
creativity.

The “chalice” stands out, inclusiveness of the Disciples to have an open table and
community.

Words that come to mind when we hear “CCSW”

huge flagship region Dani Cartwright
umbrella organization independent Texas

Chalice camp home

regional church big, conservative, Hispanic

size and diversity

1. CCSW is related to strong institutions that embody historic values.

CCSW is blessed with strong institutions with whom its relationships have
evolved over the years. These institutions embody some of the core values
held historically across the region, contributing to the experience of what it
means to be CCSW.

The presence ofBritdty School and TCU add immensely to the reservoir of the
Region.

Texas Christian University is the major single factor in helping shape the region,
including Brite Divinity School. Clergy have been formed here.

Jarvis Christian College — our only remaining African-American college. 4yr
undergraduate college.

We pride ourselves in emphasizing education.

Juliette Fowler Home — an institution for senior citizens home here in Dallas. Was
very strongly involved in serving first for adoption and orphans, making the

transition to youth coming through the court system. This has been another important
institution.

Inman Christian Center in San Antonio, focusing on Hispanic services. Was
embraced by the region, churches seeing it as one of their mission stations. 100
years.

The work that Southwest Good Samaritan Ministries does in the Valley. Has been
basically a refugee ministry, now also with an orphanage in Mexico, and building
houses. Feliberto Pereira.

Brite seminary has stood for liberal, historic disciple principles, and the sense of
being a whole church — the Christian Church, not just churches
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2. CCSW outreach responds to needs.

The people, churches, constituency groups, and region of CCSW respond to
real needs in creative and faithful ways.

I've come to really value what Feliberto is doing in Los Fresnos in our outreach
work.

The ministries we do on the border is very key.

Consistently has valued mission ministry. Southwest Good Samaritan Ministry was
born here. Inman Christian Center in San Antonio a day care center for children in
the barrio.

Outreach is a value that has been lived out pretty well — (3) Fowler Home, SW Good
Samaritan Ministries in the River and Valley, a mission in San Antonio.

It has valued COMPASSION—big hearts, generous response, etc.

Cooperative ministries that are Region-wide, the response the Region gave to
hurricane Rita and how the Region worked to mobilize efforts was great and that’s
essential. Continuing to lift up our outreach ministries.

For example, the information the Region has for churches that want to do mission
trips. Their role as facilitator — they can plug people into the right place. They
resource and connect people.

Coastal Plains — box cars of rice, Hi-Plains - beans. North Texas — toys and clothes
for children.

I think of the relationship with Johnny Wray and Week of Compassion and the
collaborative work that’s been done in the Valley and the areas affected by Katrina
and other disasters. | think of the work of Southwest Good Samaritan Ministries
Inman Christian Center and even Fowler Home in our back yard. There are a lot of
good relationships.

We’'ve valued outreach ministries.

3. Support for leader formation

Helpful processes, programs, and practices are in place to identify, equip,
place, and support clergy and licensed lay leaders.

A well-educated clergy. Education all the way, including licensed pastors, to be sure
leaders have the training they need.

Value youth ministry and youth learning and leadership. A historic event Christian
Youth Leadership Seminar has been going for 50 years. Each Area sends its youth
leaders. Many who have come to that event are now serving in church leadership.
Camp and conference and working with young people has always been a strength.
When other regions have given up those programs, ours have been going strong.
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The Region’s COM and work it does for the whole region and what it does for
ordained ministers, and those in the process, and with licensed lay ministers is a real
important piece, and real important for the future.

Committee on the Ministry — guaranteeing (to congregations) the best candidates
they can get

Youth ministry — goal to build mature Christian leaders from them

I think the responsibility we have with licensed ministers, largely handled by Areas in
our Region now, and doing a good job with the training for licensed ministers which
is an essential task and obviously could be improved but is still a good thing.

I know that | need to turn in a piece of paper each year to maintain standing. We
know the policy about attending sexual harassment training to maintain standing.
We know the rules about search and call. For the most part, we do a good job of
following those rules.

The policies and rules | am most familiar with relate to the Commission on the
Ministry and ordination and standing. Even search and call is not a policy or rule, it
is suggested practice.

Licensed Ministry program — a four year very defined process to help pastors get the
skills they need to help the congregations they serve be the body of Christ. It is a
caring and empowering program. Helps them to see they are not called to this
ministry alone. There is support and a network that encompasses them.

Candidacy for ordination process — very well thought out. Careful to help our
candidates claim their own theological understandings. We don’t expect particular
answers, but expect that whatever theology they bring is consistent.

Faithfulness comes when a minister arrives on site, and there is a confidence in the
people of the church that this person brings gifts, and graces, training, and has been
found by peers to be effective, faithful, servant of Christ. From the pool of candidates
provided to the congregation. When ministers misbehave, there is trust that the
larger church is caring about the congregations, and will remove that person. Even
though people may be real hurt, there is sense that the church has acted in a faithful
way.

“School of Theology for the Laity”...in the Dallas FT Worth Area, and have had one
in Midland too. Now it is under the auspices of Brite.

TCMEF...they go through Jarvis and then a 3 year lay education program. Many
African Americans see that as their system, while others go to seminary.

4. The presence of Area structure

The presence of Area structure — unique to CCSW — brings regional ministry
into closer contact with the local churches in an expansive and diverse
region.
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Our attempt to bring shepherding ministries to the congregations through the
structure. We have 8 competent area ministers out there. Their being able to get into
the churches, work with the churches, and minister to the pastors is a tremendous
asset to the churches. A regional minister that is working well with those area
ministers, coordinating, working with, a partnership, not building a power base,
understanding they take care of the relationship with the general church, and call
those 8 areas to mutual ministry together that can be done better together — that is a
tremendous strength.

We value having identifiable people in positions where someone can get a hold of
them. Regional Minister, Area Minister, dispersed staff comes to my mind.

| want to affirm area ministries and how they work through and with local
congregations and that probably filters up through to the Regional level.

The Area ministers are more united and have more trust than they have for decades,
in terms of sharing, openness, collegiality. It is very good at the moment.

Community is best shown in the Areas more akin to our own geographical and in the
fellowship opportunities. Youth, men, women, workshops, assemblies.

5. Ministry of mens, womens, youth ministry groups.

The first event | went to was CYFS which unfortunately doesn’t happen any more.
That experience of coming together to do youth ministry in exciting and creative
ways really was what defined CCSW for me initially.

| think the manifestation that most of us are aware of is some sort of programmatic:
CWEF retreats, CYF retreats, men’s retreats...

Practices in the Men’s, Women’s, and Youth groups are very helpful to being the
body of Christ. They are always stretching in program. These are also multi-cultural,
and serve as a model for how that can work. These events build up the body. People
who participate are out of their comfort zone, and come away, “l can’t wait to come
back.”

Being church outside of our congregational entities.

6. Being the body of Christ in CCSW

There is a sense that CCSW is being the body of Christ not in spite of but
because of vast region and significant differences that exist.

Vast variety of cultures. East TX is still whole south. South Texas is heavily Hispanic
and cross cultural influence with Mexico. You have oil based and other kinds of
wealth in the state. New Mexico is an entirely different culture. Panhandle is like
Oklahoma. West Texas is still another culture. We are “north texas here”.

West Texas and NM are so culturally different, so that it is difficult for them to get
some sense of identity together (in Tres Rios Area).

We (TCMF) have in the past worked out a very favorable working relationship with
CCSW. This is a joint relationship where we rely on each other.
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“Body of Christ” does shape the unity of the Region.

Biblically speaking, | think this Region has a sense of the wholeness of the church. It
is part of something that's greater than itself. | think people like Ken Teegarden have
helped this Region to see that vision and to bind to that vision. It has not always been
lived out as it should be, but there’'s been that awareness that we are part of
something larger than ourselves and we have something to contribute to the
wholeness.

Probably the concept of the Body of Christ is best manifested by the Region. We
aren’t alike but foster the fact we need each other.

The 2° black woman to fill that position of moderator of CCSW. All ethnic groups
have a chance to participate in the different areas of ministry and share. Eg.
Regional committee, regional assembly...... selecting the

programs........... opportunity is provided. When people see TCMF | want people to
see that we are a part of the DOC.

Open mindedness and the appreciation that we have for one another that serve on the
committee are factors that contribute to the Christian community of my committee.

What contributes to Christian community: | would name people. People I'm drawn

to. | always feel better when I'm in Velva Waites’ presence. | feel better around Tony
Salisbury. There are people who show up on a regular basis, and when they show up,
you are glad that they are there in the room. That sense of openness and hospitality
that we will demonstrate at times.

| think people genuinely see the “body of Christ” when they come in contact with the
work of the CCSW because we are sincere and loving people that are ready to work
on all issues as they might arise.

History as Disciples has always been to maintain unity thru diversity and that's what
we’ve always done, no matter how much we disagreed we were a regional church.

7. Things are working better.

There is a sense among those most closely involved that things are working
better now than in the recent history of CCSW. There is an expectation,
desire, and hope for a sense of cooperation and collegiality in the midst of
great challenges facing the church.

Great leadership now. Difficult leadership in the past. There was an air of suspicion
and lack of trust in the past due to ordination issues and past tensions between Jarvis
and CCSW. Now things are great. Wonderful leader and spirit of reconciliation.
...they sense that it is being more functional and vigorous lately, that the region
wants to make a difference for local churches and its members than it used to. This
new approach is paying off.

No Hispanic churches in Dallas 20 years ago. Now 12, 15.

We are doing a better job in using our resources now than we have in the history of
the region.
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8. Tremendous people resources exist within CCSW.

9.

There is a surplus of people resources. We are working on identifying them. We have
a whole population of retired pastors. There are plenty of people. When you ask they
say yes. Problem is that people have not been asked. We are bringing in new people.

We're rich in good clergy in the region.

| look at people like Ken Teegarten and those who have come out of this Region. The
gift of TCU and the leadership that has come out of this Region.

There are other staff members who are gifted in other ways and are allowed to let
their gifts come to play in other ways. And that is multiplied across the Region when
you look at ordained and lay people with gifts of leadership across the Region. It is
by way of discernment and lovingly inviting people to share those gifts.

Dani — she’s been a breath of fresh air; she brings hope, is hard-working, and is
getting people together talking about issues.

The Good News of Jesus Christ motivates us.

The centrality of the Good News of Jesus Christ is identified to be the chief
motivating and driving factor in CCSW. Some consistent values give
expression to this.

We've talked about core beliefs, and it is at the heart of who we are and what we do.
If we lose focus on the centrality of that Gospel that calls us to be a people in
mission, then we are really in serious trouble. So everything we do finds us a
foundation within the Gospel mandate.

There really is awareness of the Gospel calling us into a new vision of community.

CCSW as its congregations — there is a lot of faithfulness through individual
congregational ministry.

I'd like to think we are living out the gospel when an Hispanic congregation comes
and wants to affiliate. Or a church that suddenly begins to open its doors. Camps and
conferences going on across the areas, kids that are not churched, or
underprivileged. I like to think that is the Gospel. Or when the men fill up that 18
wheeler and drive to the valley and share it, that's the gospel. When people meet at
Juliette Fowler and work together, that is the Gospel in action.

Those of us who work beyond the local church have that job to support those
ministries happening in the local church. That's the region too, you know.

Our practice of communion is significant for us.

10. Cautiously looking toward change.

There is recognition we are not perfect, have not arrived, that we face
changing and can embrace it.

In particular the changing make-up of the southwest population; immigration issues
in particular are a real challenge. This challenge, however, gives us a marvelous
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opportunity to be church within this changing racial, ethnic, economic context. This
is a real argument for Region! The region could present us with real opportunities
for church growth beyond our local situations. And it could model the principle of
Christian unity within disciples within this racial, ethnic, and economic issues; unity
does not happen; the SW region can model faithful and diverse Christian community
within the these challenges that face us.

I think change desperately needs to be made. Because as our resources dwindle we
still have this huge structure.

We are all in this together to find equitable solutions. We work very closely to solve
issues. We have never felt that one group was “all right” and another “all wrong”.

Areas of Incongruence

This section describes areas of incongruence in the organizational
functioning of the Christian Church (Disciples of Christ) in the Southwest.
The objective of this section is to discover points where developmental steps
will be needed in order to strengthen church faithfulness and effectiveness.
These areas of incongruence are stated as hypotheses-to-be-tested and are
supported with quotations drawn from the interviews as well as other data
provided. Itis these points of incongruence where the energy can be found
to participate more fruitfully in God’s mission through the Christian Church
(Disciples of Christ) in the Southwest.

Several areas of incongruence exist within the Christian Church
(Disciples of Christ) in the Southwest. How could it be otherwise? The self-
understanding, practices, and structures of the CCSW were formed in
another era of the church’s history. CCSW finds itself today in a missionary
environment of a different kind. But it has not yet fully recognized and
reoriented itself to ministry and mission in this new context.

All of the hypotheses-to-be-tested that follow are based on this
fundamental interpretation of the context in which CCSW is operating today,
and in which it must learn to operate faithfully and effectively tomorrow.
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HYPOTHESIS #1: CHANGING CONTEXT — DESTABILIZING
EFFECTS.

Major shifts in the context for ministry have been and are continuing to
take place in CCSW. The destabilizing effect of these factors upon the
ministry and mission, resources and structure of the CCSW cannot be
overstated. To be faithful in ministry in this changing context requires
that CCSW and its congregations be adventurous and open to rethinking
assumptions it has held about its context, and what it will mean to be the
church — proclaiming and embodying the gospel in this context.

Today churches in the CCSW exist in a vastly changed and constantly
changing social and cultural environment. Such change has had a
destabilizing effect on the ministry and mission of the church. To engage in
faithful and fruitful ministry will require new ways of thinking, new ways of
perceiving, and new ways of behaving as we consider the church’s future.
CCSW has not yet fully recognized and accepted this context, discerned how
to assess and engage this context with the Gospel, and reorient itself for
ministry for the future.

The culture is not only recognizable “out there,” it also exists “in here,”
among us, in our congregations, in the structures, groups, and areas of the
CCSW. Becoming aware of and responsive to the cultural context and its
impact on us is an essential faith practice for the Christian community.
Reading the “signs of the times” is a condition of discipleship. It is within
today’s and tomorrow’s changed and changing context that CCSW as a
community of congregations must learn to bear faithful and effective witness.

Changes in the North American cultural context

On one level this hypothesis invites leaders to explore how the
religious landscape has changed on the North American continent and what
its impact is on the CCSW and its churches. We are living in an increasingly
secularized culture that competes with the church and bombards us with a
different set of values. While some of those interviewed seem aware of the
impact of our current cultural context many appeared less aware by their
comments or lack of comment. The following comments indicate a variety
of perceptions about the destabilizing effect of the changing context for
ministry in CCSW.

Brand loyalty trend has changed — doesn’t apply anymore — its consumer world.
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Race and class are always a force and will continue to be. Financial, lifestyles,
anonymity. Orientation will be the new race issue.
| think one trend that we are seeing is that churches have become increasingly
competitive with one another so that we are submitting unfortunately to a market place
mentality and that’s hurting our ecumenical work at the local and regional levels, and
hurting our cooperation as a region.
Lifestyles — major issue nowadays, don't see how churches are handling that, and don't
know how to do that,... We should be ministering to those people! And we don't.
We’'re being affected by postmodern developments in theology. 18-30 year olds are
staying single longer, and thus are staying out of churches longer.
Not one of my three adult children are involved in church process and politics. | am not
sure if any of them attended church in the month of November.
Being shaped by and large by declining growth of mainline denominations, and by class
distinctions between small churches and large churches.

The church (less so than other places) is experiencing it's loss of prestige in culture.

We live in such a narcissistic society that helps shape our mindset. Prejudice is still an
ugly presence in our church; still raises its ugly face! Pople are not interested in
organized religion any more. No one wants to live in rural America.

Changes in our Southwest context

On another level, this hypothesis invites the CCSW with all of its
congregations to continue to explore and document more fully the very real
environment in which it will engage in ministry across this region. What is
the shape of the changes that are taking place across our region? Which
shifts are projected to continue and what is likely to stay the same? What are
the assets and opportunities that exist in and across our communities? What
are the possibilities and the implications for the ministry and mission of the
region, areas, and clusters of congregations?

The changing make-up of the southwest population, immigration issues in particular are
a real challenge.

This is a diversified Region being shaped more by the incoming of people of different
racial ethnic backgrounds bringing that culture with them to enrich the Region. I'm not
sure we are taking advantage of that.

Don’t see loyalties anymore, just a few in church that go to bat for Area, others never
been part of Area, don't feel loyalties to denomination.

It is being shaped by social forces. It's unique characteristics (Bible belt, good ol’ boy
system) remain yet the advance of time has made a difference, e.g. more women in
ministry.

In a time of change coming at us from many directions. In our Area it’s financial. It has
gotten harder for local church to be beyond itself. Congregants are less concerned with
larger church issues.
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Obviously the major cultural shift in this geographic region is the expansion of the

Hispanic population. To deny or not minister to that is to go against the cultural reality.
That is a huge impact, everything from language, to education, to tax basis, everything.
This area has become very conservative politically and theologically. The heart of the S.
Baptist take over and fundamentalism. For a church that is at a more moderate place,
that creates challenges.

This area has become very conservative politically and theologically.

A real loss of vigor in the black church. Socially, 25-30 years ago, racial black/white
tensions were a major issue. 22 years ago, they were also very severe. Now there doesn’t
seem to be the energy in that arena.

Also, the city/metro area vs. rural areas and their issues. Rural is losing the corporations
that had given them life.

The young are more comfortable living in a multicultural world.
One of the biggest issues is...overcoming the language barrier

Population change — the metroplex is growing north, some of the fastest growing areas in
the country. Hard to keep up as a region with establishing new churches.

We are in a mission field. It could be a significant part of the future of the church.

Small churches struggling for a number of reasons.

The urban-rural split is significant — it is DFW, Houston, Austin, and San Antonio versus
the rest of the state.

(The region is) so diversified and the Region is trying to address them in Dallas and
Muleshoe, Sante Fe to Odessa. My understatement of the day: it is not homogeneous.

Changes in our congregations

In a time of change coming at us from many directions. In Tres Rios it's financial. It has
gotten harder for local church to be beyond itself. Congregants are less concerned with
larger church issues.

Churches are not as strong as they once were. Even Northway, is not as strong as it once
was.

The rugged individualism of our regional myth shapes how we relate to others; we like
being lone wolves, solitary sentinels, independent thinkers, marching to our own
drummer. Also—no one is going to tell us what to do! Our populism makes us distrustful
of structures further away from the range of our sight; our Area structure has made our
Region become the General Church, and the General Church (has become) invisible and
unnecessary.

| don’t think of disciples as being shaped by Biblical symbols and images as (much as)
parliamentary procedures. We have dropped “where the Bible speaks we speak, and
where the Bible is silent we are silent.” It has moved to opinions and

resolutions....... and the prevailing side wins... we don’'t have a clear working concept of
what it means to be a disciple. And as a result we don’t have to make a commitment.
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HYPOTHESIS #2: CONFUSION ABOUT VISION, PURPOSE, AND
GOALS

Most persons do not know what vision is guiding CCSW. There is lack
of clarity about the purpose (or reason for being) of the region, what
work it should do and why. This is particularly true as a “region” in
relationship to its “areas.” This vision gap leads to unrealistic and
competing expectations and haphazard participation in its life.

Lack of a compelling and shared guiding vision.

The interview process underscored that at the present time, CCSW
has a vision gap. There is currently no clearly articulated, compelling, and
broadly accepted vision to guide and unite the members across the region as
they move into the future.

CCSW cannot afford to be without a vision for its ministry in the
future. To be without a vision is to be without a direction. A church that
lacks a vision will be a reactiv@ganization rather than a proactiveganization.
It will drift without a sense of purpose. It will allow forces outside of itself
to determine what it is and what it becomes. God is always calling the
church into the future--out of the "already" and toward the "not yet."

Vision is a gift from God that provides focus, energy, and the willingness to
risk. Vision draws us forward into a creative and faithful future. The CCSW
New Day, New Direction journey is a focused and proactive initiative to
discern God's vision for CCSW as it looks to the future.

The following comments reveal the vision “gap.”

Do we have one? | don't know. | think we keep searching for one. | am looking for a
Regional Minister to give me a guiding vision. | miss those autocratic leaders

The 20/20 vision still guides our region as we look to welcome and invite more members
and open new DOC churches.
Not a clear vision.

The vision really comes from the Areas and the variety of ministries in a variety of ways,
yet it is part of the whole.

I'd be hard-pressed to tell you. | see in a lot of our Regional manifestations an effort at
surviva,l to streamline operations to save money, trying to keep people employed. A lot of
maintenance.

The vision of working on this mission together.
“No creed but Christ....... Where the Bible Speaks we speak...........
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I don’t hear a unifying theme.
Trying to be faithful as a body and trying to equip congregations to be faithful.
There is a Vision on our website that has been there for 25 years. | can't tell you what it
says.
I think so much of vision depends on the articulating person at the helm of the group.
Dani has really become the face of the region as articulating the vision and purpose.

It depends on where you are. Go to a regional assembly and you get a sense of
community and diversity. You hear reports of growth that are encouraging and again if
the face of the region is Dani, its upbeat, hopeful, with a smile. If you go to a council
meeting, it appears and sounds status quo—10 minutes for everybody to report.
Survivall We're just trying to stay on our feet and keep moving in an era of diminishing
resources.

I don’t know the vision that guides the Region. For the women, the vision was trying to
find ways to make resources available to Regional women.

Where there is no vision — the people (congregations) die.

Unclear Mission or Purpose

While the CCSW is informed by Design for the Christian Church (Disciples of
Christ)it suffers from a high degree of confusion about its purpose. Coupled

with the lack of consensus around its guiding vision, this creates a powerful

and potentially destructive vacuum as persons and key groups attempt to

provide leadership. One result of this vacuum is that untested assumptions

are made about the purpose of the CCSW — as a regional church and as areas

— unrealistic and competing expectations are formed, and then the CCSW is
criticized for failing to live up to the unexamined expectations.

The following quotations depict the confusion that exists in CCSW
about its role and mission — its purpose:

Region is the means by which ministers effectively relocate within and outside of the
Region...Search and Call.

Connectionalism to the larger church — primary interpreter of what the general church
does.

We exist to enable congregations become better at being the church,

| feel that the Regional church sees itself as an expression of the body of Christ, to be of
support to the Areas and the local congregations, as well as to ensure the proper training
and credentialing of clergy.

To do what the mission of the church requires that cannot be done by congregations,
areas, or the general church.

Role and mission is to act as an agent for the general church and the geographical
region and as the coordinating council for the many areas in the region.
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I’'m sorry—I'm not trying to be cynical or cute—I simply don’t know why the Region

exists.
Our role is to be sure they have the tools they need to make (sharing Jesus Christ)
happen, so that they have a vision for what that means for their context.
I've described the Region often as the hub of the wheel. The spokes are the Areas...
Sometimes people don't even think they need that hub.
In the structure now, the best of what (the regional minister) can do is to do the function
of region that areas can’'t do — relate to the general church, function as team leader of
the areas ministers, so they can be the real contact with congregations.
| don’t think the region knows, or people in the churches know.
I guess you guys have something to do with minister placement, and you ask for money a
lot.” Is what the person in the pew would say.
It doesn'’t really have a business except to nurture some kind of wholeness between these
eight areas and institutions. The authority it has is to authorize ordination of candidates.
Most important ministry entrusted to Regional work is holding ministers accountable and
overseeing the ordination and licensing process.
We never sat at the table to understand what we are called to do? What is the function of
the Region?
From region, what is left undone when most of the ministry is released to the Areas?
There’s not a lot left: Regional Committee on Ministry — that’s the big dog.
Hope to bring new life an understanding to why the region exists and what we are trying
to do.
Since it is such a vast region, it sees itself as the structure to keep the region connected
and vital in community. It is an overseer of helpful process to retain and foster church
identity and to pool recourses to do wider ministry.
The Region exists to keep our congregationalism from becoming too parochial and
inverted; it exists to enlarge our vision and our hearts, to increase our sense of ‘us’, and
to move us outward in mission.
Its roleis probably perceived as a facilitator of the mission of the Areas.

Unclear goals:

CCSW currently has no clear consensus about its overarching goals. The
lack of agreement about the goals of CCSW weakens it as a vital and dynamic
body, de-motivates and discourages participation, inhibits generous gifts of
time and money, increases competition, and leads to distrust of one another
and of leaders.

The following quotations reveal the range of assumptions people across the
region have about what CCSW does, but little consensus as to the goals
toward which that activity is directed.

One of the key areas of ministry is outreach. Another area of ministry is new church
development.
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Men’s and Women'’s work relating to the organizations that they support and the
involvement with TCU, Brite, and training new ministers, and monitoring that.

I'm not sure what the Region does—or is supposed to do—other that monitor “search
and call” requests, oversee the ordination and ethical review of ministers, coordinate
Regional CMF events, and orchestrate the Regional Assembly.

Resourcing churches. Youth and camp. Men and women ministries. Portfolio of
overseeing our candidates for ministry.

If (goals) are identified, | don’t know what they are.

The key ministry areas are licensing and maintaining of credentials of who's who in the
Christian Church. To maintain order and standards.

| love the programmatic stuff, but | think the one essential calling of our region is to be
faithful and effective in identifying potential ministry candidates, nurturing them, walking
with them through their seminary experience, walking through their ordination
experience and tending to them in their first 3 to 5 years in a full-time ministerial setting.
That is the biggest need in the life of the church. That is what the Region does.

Who_caresabout the Region’s ministry? For whom is it really importantBink it's

important. I'd love to see a Regional ministry we do not have. A Regional ministry that
could give leadership to equipping and strategizing this regional area (SW) for growth.
There are places we want to grow! How do we coordinate such? How do we be sure we
have leaders? How do we support/resource the leaders? I'd love a region that can do
that sort of thing. What's a (CCSW) strategy for equipping/expanding regional ministry?
| don’t see that happening. We have a huge geographic region.

It links the Regional church to the General church. All the Area Ministers couldn’'t do
that. In terms of our wider outreach nationally and ecumenically, the Region maintains
those ties and linkage.

It does offer significant support to congregations, especially in times of crisis through
either Area Ministers or through Area Ministers and Regional Minister together.

Are we talking about the region in its own self? Or how it impacts people in pews

through the Areas? If we are thinking region without the Areas, it's a pretty small group
of people — ministerial certification and accountability, takes care of regional assembly
that can provide identity transcending the areas, speaks for and to people of the region in
terms of justice and commentary on social realities of the day, record-keeping and
paperwork. Region does youth training event, bringing youth leaders for training in

skills, a very fruitful week. Does relate to Brite, TCU, Texas Conference of Churches
(ecumenical). Region holds Area Ministers accountable, provides for collegiality,
provides training.

I'm afraid the region has given up on the small churches, we need to turn that around —
not in 5 or 10 years, that will be too late.

The Area is the implementation of the ministry goals of the Region. The Area strengthens
the ministerial alliance and relationships between congregations, to one another and the
Region.
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Whom Do We Serve?

When asked about the key groups CCSW is in ministry with there is a wide
variation of responses. This indicates that there is some confusion, perhaps a

gap requiring clarification and strategic choice in focusing regional ministry
for the future.

The critical population are seminarians and those pursuing ordination.
Someone has to step in and say we’re going to minister to the ministers.

For me would be the clergy who are involved politically who understand the system and
have invested themselves into the system.

Area Ministers.

The small 50 member churches in toto have invested the most to the region and thus have
most to loss. But the mega churches hav, engineered the most influence with their
resources, talent pool, etc. They have the bigger bang, thus the louder voice

Clergy; local congregational leaders; TCMF; Southwest Hispanic Convencion; Men's
and Women'’s groups.

Large churches and their senior ministers—they have the money! Area ministers—they
have the power and TCMF—they have an historical privilege.

Who gets the attention are the Areas

Regional Men; Regional Women; Regional Youth; Hispanic population and Southwest
Hispanic Convencion; TCMF 125 yrs old; Pastors — licensed and ordained;
Congregations — 435: Church secretaries — incredibly important relationship. We pay
attention to their voice. So practically, mailings get opened. General Church and other
Regions; Area Ministers: Regional Council — has never been a decision making body;
Regional committee on Ministry — has power and voice. They are the decision makers
about who gets ordained.

Primary is the traditional basis: anglo middleclass and upperclass churches that make

up the bulk of our giving base, many of whom have been around from the mid 1800s. The
African churches, the Hispanic churches, and the newer churches since the 1960s — who
have a different perspective than those with long historic existence. Ministers themselves
are a constituency group. Those involved with the institutional structure. Faculty of the
seminary and university, and people who have served in office of these institutions --
(Fowler Home, Inman Christian Center) — these humbers are small but have a history
and memory, and speak with a fairly loud voice. Maybe 200 people in 15,000.

TCMF and the Hispanic convention.



25

HYPOTHESIS #3: LOSING OUR CONNECTION WITH ONE
ANOTHER.

While historically valuing collegiality and a rich connectional life, the
sense of community across the region seems to be disappearing. We
are losing the spirit of our regional family. Even in our cities, towns,
and areas, churches and pastors are going their separate ways and are
no longer a community of congregations who know each other and
seek to be in fellowship with each other.

A contributing factor — built into the makeup of CCSW —is a
dichotomy between the notion of pastors, congregations and areas
being in a covenanted relationship with each other, and the idea of
individual, congregational, or area autonomy. At the root this
dichotomy raises questions about what it means to be church, what it
means to be church together, and what holds congregations in
relationship with each other. This dichotomy plays itself out in
ambivalence and even apathy over what to expect of ourselves and
others “in relationship” while greater loyalty is given to the individual
or local reality.

Connectional vision and practice is suffering in CCSW. Scarcer resources,
busier lives, tremendous diversity across our region of the southwest, less
sense of identity and purpose as a Disciples region, holding meetings that are
not life-giving, competing loyalties, all is symptomatic of lack of vision,
purpose, and commitment to a compelling connectional life. While Me-ism —
for each to go one’s own way — is a powerful force in the cultural context
and in the church, individualism and independence are overrated. People
long for a life together (even people in Texas know they will not survive in
isolation). Where meaning, purpose, and connection exists, people will travel
hours to spend time together.

We have opportunity to recover a fresh understanding and practice of being
church together for a new day. We can clarify and strengthen our identity
and the purpose of a connectional life to be the Body of Christ.

If we don’t claim this issue and address it our churches will become even
more separated and isolated. We will succumb even more to the culture of
individualism that surrounds us. We will miss opportunities for mission and
ministry together, no longer celebrating oneness in Christ and Christ’s
mission that transcends local congregations and personal loyalties.
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Comments that reflect a loss of connection and ambivalence about
covenant and autonomy include the following:

Before areas established, in 50’s 60’s, district 3 (west Texas) churches worked together,
lay people ran the district and did a lot of things, purchasing Black River, a lot of
excitement. Now cooperation among churches is gone, even in same city.

Brite has always maintained connection to the wider church vision. (Brite is) this little
center in Fort Worth of whole church thinking. And dispersed churches all around that
see little connection beyond themselves, maybe the Area. And Region going off and
representing to the general church, without a lot of connection to congregations.

When we became Christian Church (Disciples of Christ), we became a church instead of
a federation of churches.

Areas insist on their autonomy. They don’t report on how much income and expenses
they have. If the Region requested, they wouldn'’t get it from everyone. It's not the
Region’s business, they would say. We are not trying to be secretive or we are not
mismanaging, but it's not their business.

We must be one of the most diverse regions. East Texas — African American. Houston —
metropolitan. Lower Rio Grande ministries. What is reasonable expectation of putting
everyone on the same page? On the other hand, we can operate off the radar.

From what I can tell, individual churches are independent from the region and make up
their own mind on what they are going to do. If decisions made that are not favorable,
some congregations may withdraw their financial support if they are providing financial
support at all.

It has valued INDEPENDENCE; nobody is going to tell us what to do—congregational,
area, and regional autonomy.

What you are going to hear from nearly everybody in nearly every church is that each
local church is autonomous. We're really not. Theologically, we're part of the body of
Christ. And if we're not connected to the larger body of Christ, we are out of sync with
God and out of sync with Christ. We're not even really autonomous even structurally.
Yes, we own our own buildings. Yes, we handle our own payrolls. But we really are
committed and in covenant with one another. | think we have to take that seriously. We
wrestle with that, Disciples have always wrestled with that. It was at the heart of the
break between the Disciples of Christ and the Church of Christ. Disciples had this
impulse that we wanted to connect with other Disciple churches and that was part of the
tension...We've always had that tension.

By its disciple heritage — we are congregational: nobody answers to anybody. And
surely that's what the region is. Who we are is double-edged. We have a lot of freedom,
but sometimes there is a reluctance to accept leadership, because “the priesthood of all
believers” means we are all equals.

| think competitiveness impedes Christian community. Seeking goals for the sake of
survival is getting in the way left and right.

Separated by vast geography. Let me speak within the TBA, because that is multiplied.
There is a sense in which we tend to go it alone. | look at our larger or more resourceful
congregations feeling self-sufficient; they don’t need anybody else and consequently they
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forget that they have something to contribute also to the well being of everybody. The
smaller congregations need them as much as they need the smaller congregations. They
may think they don’t need the smaller congregations, but they do. There is some Lone
Ranger-ism still at play that we've got to break down. If we are truly going to be
community, we've got to be willing to invest our time and resources to be willing to help
others, not so much focus on ourselves, because in helping others we are helping
ourselves.
| honestly can't think of ways that the Region has_hadmapgct on the life and ministry
of (my congregation) during the (many) years | have served the church.

While congregational polity and individual freedom are strengths in our understanding
of church, they are also factors that make difficult the understanding of structure in the
region.

HYPOTHESIS #4: WILL THE REAL CCSW PLEASE STAND UP!?

Different underlying notions exist about the regional expression of the
church. Is the CCSW Region the office and staff, a set of programs, a
collection of areas, an expression of church, a covenanted community
of communities? Prayerful discernment of this fundamental question
about the “shape” of the regional expression of the church is at the
heart of helping the CCSW look faithfully to the future.

What is the present "shape” of the regional church?

Underneath all of the current contextual and historical factors that
impact the church today lays a whole set of "notions" about the church.
These understandings form expectations and behaviors of members and
leaders of the church; they are expressed in our actions and in our choices.
One way to make the distinctions between different notions of the church is
to contrast three different "shapes" of the church. By identifying these
shapes our intention is not to pass judgment upon past or current
understandings of the church, but to provide a contrast in order for you to
become clearer about the desired future direction of the CCSW and how it
might differ from the current situation. All three of the notions are
operating in most of us and across the region. In the CCSW where do you
see the emphasis? How does this compare to what we believe God calls us
to be as a regional expression of the church?

1. CCSW as glace The regional church is primarily identified as the
office out of which certain things happen. “CCSW is Fort Worth.”
Staff is the central focus of the region’s ministry since they are trained
in the tradition and are in charge of making sure that the activities of
the region are carried out in appropriate ways.
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2. CCSW as avendorof religious services and goodsWithin
contemporary society, we have come to view the regional church
expression as a provider of programs, services and resources
designed to meet the self-definedds and wants of ministers and
congregations. Ministers and congregations become "customers,” for
whom the programs, services and goods produced by the 'region' are
intended.

3. CCSW as a covenanted community of communitiesa//edby
God andsenton a mission The church as "place where" or
"vendor" is thoroughly foreign to the New Testament portrayals of
the church community. The biblical description of the church
through different times and settings reflects an understanding of the
church — both local and regional — as a community of people called
by God and sent on a mission. The mission upon which it is sent is
to "be" a faithful sign, foretaste, and instrument of the reign of God.
The regional church illustrates the reign of God by living a
covenanted life of love for one another, compassion for one another,
living at peace with one another and service to one another as a
witness to God's transforming power in a broken world.

The following quotes from key documents begin the reflection:

Our Mission (from the CCSW Design, 2002)
In response to God’s call in Jesus Christ “to become the Gospel,
to share the Gospel and to serve in mission from our doorsteps
to the ends of the earth,” the mission of the Christian Church
(Disciples of Christ) in the Southwest is to be a source of vision,
nurture, wholeness and mutual accountability in order to serve
and to strengthen congregations.

NATURE AND PURPOSE OF REGIONAL MINISTRIES (From CC-DOC

Design, 2005)
The primary nature of regions is drawn from the Acts of the
Apostles in Paul's desire to nurture, support, and engage
congregations as unique entities and as gatherings of
congregations related to one another in their mission. Regions
should embody the character of the ministry to which Christ calls
His people in their mutual commitment to Him and to one
another.

The Region is all of us. The Region is the Areas and the Areas are the Region.
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Main purpose — offer services to churches in their region.
Dani Cartwright.

“Are we alone? Are the systems working? Are we getting what we need from the office?”
Those are the questions people would ask, but they wouldn’t ask the question, “How is
the region being the body of Christ?” People would not generally ask that question.

Its roleis probably perceived as a facilitator of the mission of the Areas. Yet the shortage
of staff and resources at the Area level cause people to perceive that the role of the Area
has to do primarily with human resources. It is no longer perceived as being in mission.

To me, a concern for the human resources function is mission, but the perception (I am
guessing) is that it is not being in mission.

Distance, geography and cultural diversity (impede Christian community). Cultural
differences. Albuquerque doesn’t function like Dallas. Task forces and teams have a
tendency to defer to the African American community. Diversity is a two-edged sword.
Hinders and helps depending on how you work with it.

(Christian community) is exhibited across the Region by our compassionate concern for
one another. Our willingness to share our resources to help one another. The Region at
times playing the role of broker putting sometimes those in need with the places where
they can get the most help. Not necessarily financial help, but skilled leaders who can
help. Sometimes that takes us outside the Disciples family, taking advantage of outside
folk who can be helpful to us.

Identified the region as staff and office in Fort Worth, without recognizing that we are
region, the region is us. The perception is regulatory (when we’re doing our standing and
ordination stuff, permission granting).

As the church we tend to serve and nurture ourselves first, within our congregation. We
view our purpose as welcoming other people who come to us, but we don't really look to
answer the call, following a prophetic voice of who we need to be as the church.

HYPOTHESIS #5: CCSW HISTORY — A BLESSING OR A BURDEN?

There is a rich history and heritage in the Christian Church in the
Southwest upon which we can build. There is much for which to give
thanks. On the other hand, we are at times held back by past
experiences, holding on to ways of thinking, perceiving, and behaving,
that no longer fit.

One consistent thread in CCSW'’s history is the evolution of its regional
structure. Structure is a tangible expression of how we order our
commitment to a common life and shared ministry, link our lives and
work with each other, seek to communicate, and engage in ministry
together.

As we appreciate the best of how our unique structure has evolved it
can become a basis for discerning direction anew for the future. On
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the other hand, if we are held back by past experience we may be unable to
enter creatively and openly into the work of ordering our life together in fresh
ways as we seek to participate in God’s vision in a new day.

The following quotes illustrate how our historical context continues to
impact our life together.

CCSW:'s history has been stormy.

I don't know that we've ever collectively dealt with our grief after Ralph Glenn’s death.
Dick Hamm being here shortly thereafter was very pastoral in those moments, but | don’'t
know that we dealt well with that.

Very much influenced by its past. It was driven on personalities of leaders and how much
influence they had. It's shaped and works the way it does because of its past. We are
working to shed that but there are still vestiges of it.

Over last 10-15 years they were so involved with internal problems, not able to minister
the way they were supposed to. Was it financial? Personalities? | don’t know what it
was.

Traditions have a way of slowing down progress. “We’ve never done it this way before”.
As we work more together and understand the differences between the races we will work
better.

The following quotes illustrate the continuing impact of the historical evolution
of CCSW's regional structure.

CCSW is influenced by its history in that it is living off its legacy rather than taking on a
leading role for the Z1century, for example, we still have the same structures whether
they are relevant or not.

When the Region started back in the seventies, there was a fulltime regional minister and
four fulltime associate ministers, based in Ft. Worth, and the Region did not have NM in
it. The declining aspect of things is a major factor.

Historically just Texas was a region (began with Regions in 1968, state-divided).
Everything was focused on the office of 12 specialists in Fort Worth, serving
congregations (400) as much as possible. There was so much work. They had Districts,
who said, “we need somebody right here.” They said “we’re going to work as an Area,
and will call someone as our Area minister. That began to happen all over the Region.
We began to have competing... is this person and area related to the Region or not?
People even today are unsure how we are organized, as this question lives into today.

| was on restructure and function committee after 1968 — to move to large regions (10
across the nation) with strong area regions (100). The SW picked that up and moved
toward that. The rest of the church did not.

It's decision to go to the Area structure years ago. When we first conceived it, we were to
have a strong area and strong central office with programmatic. We were never able to
put into place programmatic people who could really help congregations with education,
new church development, camps.
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What really makes this Region peculiar in the DOC, when Ken Teegarden was regional

minister, they moved to a dispersed staff. With NM there became 8 Areas. These were
originally regional staff ministers dispersed. The Areas took on an autonomy of their
own. Funding was a factor, they had to raise their own funds, and began hiring their own
staffs. A regional office then had a regional staff they don't hire or have any authority
over, with staff meetings called to bring a team together by cajoling and inspiring.

The move from a larger paid regional staff to a smaller paid regional staff.

The Areas really operate as Regions, but don't go to denominational meetings.

Dick Hamm had gotten some clusters of Regions to meet — OK, SW Region, LA, AK, MS.
LA, AK, MS merged to become Great River Region, and just completed that merger in
2000. Talked there about becoming one big region with the SW. There was some
excitement, vision to pool resources, combining staff. One staff, but able to call
specialists. Building a staff team, rather than each one called by local committees to do
everything for them. Some momentum going, but when we became real honest, each
would really be giving up everything. (During this, the Great River Region) was just

really getting into their own merger. These pulled back. All giving would have gone into
this pool. There were so many “yeses” that we would have to work through for

everything to work, it just vanished ...A few of the Area ministers got really excited about
the possible merger, because they thought they could serve the congregations better.
From people | know who are involved, its history is that it is an organization without
authority. There is no accountability to the region. At least on two occasions there has
been extensive work, maybe 10 years apart, to make changes there. But made impossible
by the area ministers and their structure. Trying to effect top down change in a Region
whose power is from the bottom up — is why we’ve not been able to do it.

| think that we’ve got this history of the Area system that predates the restructure of
1968-69, and we’re holding on to that despite the fact that | think it's killing us. We'd be
hard pressed for anyone to explain and give good reasons why we’re holding on to the
Area system except it is part of our history.

After Ralph’s death there was this pulling away from Region and a hunkering down as
Areas.

Area ministers were hired by Area, and co-opted by Region to do some work. They were
not called to be a team, but were stubborn gifted people who couldn’t work well with
their equals or with a boss. They built a history as area ministers that we can't outlive.
Current area ministers are all new within the last 8 years. They are not a stubborn group,
and are team players. But they live in that shadow.

The decision to create areas is the biggest story in this region. ...In the arly 20

century, half of the movement went Churches of Christ and half became Disciples of
Christ... Our SW identity grows out that story. That story creates a particular identity

and self-consciousness; we were progressive and self-consciously co-operative. Instead
of doing our own thing, we have state secretaries/executives and a state convention; we
are ecumenical. We know who we are; we are not Churches of Christ! Now, ...the
unexpected outcome of areas/area ministers along with the retreat of mainline
traditions—as money disappears and leadership dwindles, etc.—we shrink the region and
areas become fixed on service to area congregations and the progressive, ecumenical,
and self-consciously co-operative thrust disappears. We've lost region.
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HYPOTHESIS #6: A CLIMATE OF TRUST - LOST AND BEING
FOUND

The climate of openness and trust in the Region has been eroded over
recent history. Such climate is destructive leading to conflicts and
unhelpful divisions, winners and losers. It weakens the witness and
mission of the Region because it demonstrates the ways of a broken
and conflicted world rather than the unifying ways of the Gospel.

Comments about the erosion and rebuilding of trust includes the following:

Not much. Not much (openness and trust). It is developing, and | think because of the
vastness of our geography some of us don’t get to know one another beyond our own
limited geographic areas as well as we should, so there is an element of suspicion and
maybe a lack of trust when we gather together and people begin to speak from different
perspectives. The same thing is true of our staff and | think we are making progress. We
are learning to understand one another and intently striving to hear one another and
understand one another. We’ve made tremendous progress, but it has not always been so.
We at times have been suspicious and less trustful of one another. And that is true also of
the Region. There are a lot of folks at the congregational level who are not very trustful

of the Region. And part of that is a lack of understanding.

That group you are involved in. | didn’t experience any distrust. We were very honest and
open. There isn’'t that much political infighting any more except for Area Ministers and
their turf.

Opportunities for cooperation are there, but we as members have not repented enough of
our divisive qualities to emerge in those places.

Seldom do they experience trust and openness...There is a skepticism that things won'’t
happen.

We all said, “we need to send out a call for dialogue. A local, area-driven dialogue to

talk about our ongoing shared ministries.” We shared that at Area, and then brought it
to the Region, but was there ridiculed. Behind that was a great range of politics, low
level trust, opinions not respected at the Region. Low trust environment now. When we
organize, there is a distrust. When we celebrate and worship, we do it well. We don't feel
people are malicious. We distrust Regional minister, regional staff, Brite Divinity — those
who have controlled for so long. It's a political climate right now...Every time
commitments are made and not kept, it is interpreted as personal and not systemic (but it
really is systemic). We don't feel good when we leave regional meetings.

| see a lot more barriers that we construct and do more of the hand saying to the foot, “I
don’t need you” as a Region than we should, given the reality that we are the body of
Christ.

On the Regional Committee for the ministry.....we work very well with one another, open
discussions.
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Well, | was asked to serve on a Regional Nominating Committee, and | thought we
trusted each other fairly well. | think there are rumors that get spread. There’s a certain
level of dissension because we can'’t put our cards on the table.

We call the arguments what they are. While it may not make the conflict friendlier, it's
honest.

| don’t see it very high, saw in some area meetings, people arguing over finances, and
did not trust that leadership was spending finances properly.

There are individuals and segments who do work well together and then many others who
don’t. An example is this team had at the beginning and continues to have in some
respects in trusting each other that trust the other was being truthful and trustworthy and
also with trust between constituency groups large/small churches and our work with
African American and Hispanic associations. It is something we are struggling with and
trying to overcome. Another example is the Regional and Area Ministers reflects the
same attitudes of having to work through trust issues.

The times that | have been involved | thought people felt an openness to share. Trust was
evident.

Because of past history — promises made but not done, just like government, don't trust
president or congress, don’t do what they say they are going to do... have to follow
through with statements to congregations. Have had attempts at reorganizations or
better communication before and always fell through,

Closed-mindedness and people who have bad attitudes racially. | don’t spend too much
time thinking about it but | suspect this sometimes.

Distance from one to another. Having to travel 20 miles to go to church effects relations
inside the church as we are not a community church. Itis a large region. Even our area
is very large.

Impeding factors: geography (size and diversity). Diversity of cultures. The autonomy of
Areas. Human nature (original sin).

Sometimes egos prevent community.

We are rebuilding a lot of relationship so that trust and openness can happen.

I think the Region had to learn to trust again after some of the things that happened.

| don’t know that they do very well. | think it is getting better.

Historical forces, on the leadership level, Ralph’s suicide really impacted the leadership
structure of the region. There was blaming and shaming going on that impacted the trust.
We've had disastrous situations with past regional ministers. Where collegiality was
broken down. It takes a unique person not out there building their kingdom who doesn’t
need to control everything, who can trust and let go.

Turf issues between TCMF and growing Hispanic convencion. “Ours” means the
convencion, and not region. That hurts trust at regional council level.

The process of regional restructure — | have concerns about that building trust or tearing
it down. There is real suspicion about agenda, especially at the Area level.

Lack of trust, Fear/Stress (fear is number one), Political, Racism/Prejudice, Judgmental
At best it's been a mixed bag in the last 10-15 years.
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| don’t know that it can be any different from what it is. People only come 3-4 times a
year. Sometimes not face to face. We don’'t know each other personally. When someone
says the region is broken, others do not know where that comment is coming from.

HYPOTHESIS #7: STEWARDING OUR RESOURCES

Significant cultural forces at work combined with lack of a shared
compelling vision for our connectional life has an impact on resources
development in CCSW. This is especially true when it comes to
developing financial resources and resources for leadership in CCSW.
Without effective development and utilization of these resources the
future of a viable and effective Region organization is in question.

The regional budget process:

There is general confidence in how resources are being managed and
allocated, and that it is better than it has been, but there is little
understanding or clarity about how some things work.

(The regional budget is determined by) what we spent last year. Developed on the
basis of history. Hard to get something new added.

(financial resources) are managed by the regional minister who is a good steward.

Budget developed by Regional officers and staff and the council approves it. In the
couple of years I've been here it seems to be based on last year’'s. They just tweak it.

There was a regional meeting at which they were open about that, after his death.
They addressed the issue. They didn't come out and say. They said the region was in
trouble financially, and they didn’t have to say why. They were candid about that,

and that things would have to be redone. The resources were not managed well. It's
a recurring theme (in general church NBA) in the way we are organized. It is

different now from before. Good work was done by the interims, and Dani has
continued with that.

The reports we get are hard to understand. How the region spends the money it has, |
don’t understand it. | don’t know how persons who come in 3xyear can understand.
How do you spend % mill and still need more? | can't articulate how the money is
utilized, managed, allocated. | suspect the executive committee gets together to do
this. Creates a budget, and regional Council approves it, in the Fall. We see line
items, but don’t know what they mean. We are operating out of a trust level. We have
debate over the budget, without a lot of knowledge and understanding of it.

Budget: | don't want to spend a lot of time, when we are going to be relooking at this
totally and completely. Don't try to make the budget now to fit what we know doesn’t
work.

I have no ideas other than the fact that a budget is presented at a Regional Assembly.

Sense of bafflement — how can we spend that much money and still be short?
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Financial Resources Development.

There is evidence of a gap in financial resources development.

We are spread extremely thin. Diminishing is happening at all levels. This tells us
something: You can restructure and merge, but the problem is bigger, different than that.
The region is caught in a squeeze, in direct relation to what is happening at general
church and in the local churches.

History of the region has seen diminishing staff in the Region and diminishing staff in the
area, and in nearly every congregation in the area. The region once was prosperous
when it was established as a region. The 1950s and 1960s, but there was change.
There is no real promotion of common ministry. We have five special day offerings
across the whole church. Church-wide decision was made to make the Christmas
offering for the Region. The Southwest Region has not promoted this, because of its
dysfunction. E.g. Two weeks ago the regional newspaper, in mid-November, there was
not one word about the Christmas offering. The general church puts out promotional
materials for this, my church had this in my newsletter, but it was a general message, not
specific to Southwest. We don’t take advantage of the chances we have.

Cultivate and develop...they don’t do worth a flip. Need a layperson out there that knows
how to do it...

Various tails wag the dog. In this region, Brite Div School and TCU (they are two
different legal entities), that is where the power is. There, and in Juliette Fowler Homes.
| call that power because those are the places that can and do raise enormous sums of
money beyond the congregation. The Region has had miserable success in raising
money. The problem is they don’t have a constituency.

From the reports that I've heard it sounds like we are making progress. While there have
been difficulties it sounds like we are succeeding.

I think it's taken for granted its resources. They haven’'t been cultivating and developing
them. They have just been using them and taking them for granted.

The Areas really struggle to receive enough for their own domestic budgets, so their
ability to do what they want to is limited by our financial resources. The congregations
are in a double-bind. On top of what they contribute to the General Disciples Mission
Fund, they have to support their Areas, and so they are hit twice for that kind of stuff,
plus the special day offerings. So, many cannot do more than what they are doing...they
are struggling with their own budgets.... If there is any where we need to do reformation
in this Region, it is around stewardship finance and how we fund the work of the church
because the work of the church is done at the level close to the congregations and that's
where we struggle the most with its resources.

We are perceived as wealthy, lots of oil money. Most congregations have people of means
to support them well.

The tightening of congregation budgets causes some things — the mission outreach budget
of this congregation, as a percentage, is less than half it was two decades ago.

The regional minister in the SW is so far removed from the troops, to be able to raise
money for regional ministries.
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Complicated: Areas are self funded. Congregations give to the General Church, and
money comes back from the General to the Region. A few gifts from congregations to the
Region.

I think we have stealth stewardship. It happens, but it is so low key. 10% of the people
are underwriting the budget of the church. That is why the church is always struggling
with the budget. You have to be bold, and I'm not sure we're bold very often.

Financial resources allocation

The system of allocating financial resources for the ministries of CCSW
including areas is working for most but not for all.

The financial structure here is very confusing. | think it is workable, but a major shift
needs to take place. If you try to unravel this system, somebody will probably get hurt.
We have not made the changes now, while other regions have.

The Areas are very unequal. Some have a good economic base. Others at absolute
margin of being able to have a staff person and an office. Others have multiple staff.

This depends on numbers of churches, geography. North TX — 1 % hours north to south,
100+ congregations. Has congregations like Northway that give generously beyond
themselves. Then you get to Abilene, Central Area, and you go from Midland in south to
Witchita Falls in the North. 6-7 hours drive. Lots of little churches. Has First Church in
Abilene. Has part-time secretary and one staff person. Large camp. Does all the
placement, does the conflict, does the new church development. Each Area has really one
real staff person. Difference between the way it is written on paper and how it actually
happens. Tres Rios — Lots of territory, little resources, trying to band-aid churches.

If new organization does it right, will get smaller churches more involved and more
resources to smaller churches. With still limited resources, where are those resources
going to come from? Don’t know where money is spent — where are we going to get
more money?

(chuckle) I don't know. We get back a small percentage of money from the General
Church that is contributed by the congregations. We are the largest Region and largest
contributor to the General Church’s budget but the recipient of one of the smaller
portions, and maybe that's the way it ought to be as we think of those who have helping
those who have less.

Dollars and cents — 3 of 8 areas are strong financially: NT, CP and TBA. Then you have
BB is strong yet some weakness financially. HPA is pretty strong also. And you then
have the three that really struggle: CA, Tres Rios and Northeast.

This has all made the Southwest Region very peculiar. The larger church wants to look at
the SW in terms of how many mission dollars do we invest in regional bureaucracy and
ministry. It's all of the Area budgets and money. But Areas say we raise our own money.
National can’t count that money. You can only look at what the national allocates.

Region wants its share of money for the number of people it has here, just like Indiana or
lllinois. Feeling as a result is that the national doesn’t care about this region, doesn't
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give us our fair share. Other regional ministers look at this region as wealthy. Other
regional ministers do all the search and call and care.

Development of Leadership resources

The following comments reflect the concerns that were expressed about
leadership recruitment and leadership training and development:

The senior ministers (we are in a call) is accountable to the local congregation
constituency. Therefore, that minister tends to cultivate and hoard leadership for the
congregation, rather than cultivate their leadership for beyond the local church. A lay
leader of ability is most likely to be attracted to the Area — that manifestation of the
church beyond the local church that is closest to him. How do you attract quality to the
regional manifestation when you are closer to the Area? How eager is the Area Minister
to develop area program among his constituency rather than beyond it, for the Region? If
a person can only serve on one board, which board do you think the Area Minister will
cultivate? How do people of quality and skill get on a regional board? How do they
emerge? They do, but it is very difficult.

People and congregations gifts could be better inventoried. With annotation. If every
church turned that into their Area and then the hub would work better. E.g., | need
someone who does stewardship well.

Our pastors are burned out and not receiving enough support and encouragement.

| think there is a problem still in calling of ministers. We have not crossed the
boundaries of a white church calling a black minister or a black church calling a white
pastor. We have pastors who can walk in more than one culture. Churches need the
best qualified.

We're rich in good clergy in the region, and they are easiest to bring into the leadership
structure. You work with them more. They see part of their role to serve in the larger
church, and you can tap them to provide leadership. But it's more a challenge with lay
people, on behalf of Region and Area, to identify people who can serve. Overburdened
leadership from local churches rather than unused new and fresh lay candidates.

Leadership tends to be number specific. We say we need x number of people for these
board positions. If you'’re mandated to have a certain number of people, you grab people
who can service, and not necessarily people who have passion or gifts for it.

Because we are largely a gray-haired church, our leadership is largely gray-haired. And
our future is not there. But you can’t pull from people you don’'t have.

The congregations don’t have younger people to give. In smaller churches like ours,
everybody is doing so much to keep up our overly large congregational structure, it's
hard to do anything away or outside of your local church.

In my own church, when we were in our 30s, our children were in the church, we were
involved. But no one has come to take our place. We missed that generation. We are still
in leadership and we are retired. We don’t have the ideas that you would have from new
people.
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Good future leader identification, in relationship with Brite and the Region. But this
may need to be re-looked as the minority populations become larger and the need for
leadership expands in this demographic.

HYPOTHESIS #8: A STRUCTURE TO SUPPORT MINISTRY

Questions are present about the usefulness and effectiveness of the
current CCSW organizational structure. Ambivalence about the vision and
mission of the CCSW washes over all of its structures, leading to qualified
support and dissatisfaction as people seek to participate in regional life.
There is an unsettling sense that the structure is not working as it should.

The structural design of a church organization is a major area for
analysis and development. The structure (roles & responsibilities, groupings,
linkages, policies, procedures & rules, and information flow) of a church
organization should, ideally, facilitate its purpose, its vision, mission and
goals. “Form” (the structural design) should follow “function” (Vision, Role
& Mission, Key Result Areas & Goals). All too often, however, church
structures exist with little or no regard for organizational strategy. The
impression is that structure exists for its own sake. In fact, some church
bodies have probably redrawn the structural chart as a substitute for
clarifying its vision and mission strategy.

The functionality — or dysfunctionality — of a church’s structural
design is a difficult subject. Because the church is so old, because it has
endured as a continuing organization (albeit with reformations and sharp,
divisive conflicts) for so long, it inevitably carries elements in its design that
are dysfunctional. Sometimes people attribute holy meaning to the
dysfunctions and cover them over with religious trappings making them
difficult to see. Yet, when there are problems with the organizational
structure, they are usually manifest in these ways:

X The way lines are drawn to create various groupings that share a
particular responsibility, task, or geographic ministry area.

X The way work roles and responsibilities are defined for persons and
groups.

X The way groups are linked with each other to assure communication,
pacing, and coordinated decision-making.

X The way information flows throughout the organization in a timely
manner to those who need it for decision-making.

X The way policies, procedures, and rules are defined and carried out.
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X The ways an organization learns from its experience

CCSW structure as “Region” and “Areas”

These comments manifest an unresolved concern about how the CCSW has
currently structured itself to support ministry and express church:

There is a cavity or gap between structure and ministry. If we don’'t know the ministry of
the region, how can we ever structure ourselves for that ministry? Structure follows
definition.

Our strength is in the Area structure. Toward strong Area structure within the region.
The last thing this church needs is eight more regions.

In reality, some of our area ministers have more power than the regional minister.

The system, the way it has evolved, has all the area ministers isolated, running day and
night, accomplishing far less than they are there to do... locked in systems they can’t get
out of. Region is not functional because it doesn't really have a function, other than
national meetings representing the whole of the Southwest.

Everybody suffers if we make multiple regions out of this region. If we were able to
create a real viable central regional presence along with strengthening of the areas, |
think everyone would benefit — the local church and general church.

Areas carry out real contact with the churches, Areas are the face of the Region to
congregations.

I don’t know if decisions made by the region are very powerful. I'm not sure the region
has power enough to make decisions that can’t be countermanded from below. It's a very
strange process when you think about it, that there’s no accountability. | know we’re
congregational and all. But organizations don’t work well without accountability.

Regional minister is symbolic head, no authority.

(The region) needs some structure that is close to its congregations to have some mission
and ministry.

I imagine the structure is too large.

For the most part the structure supports its ministry for the majority of the region. | think
we are struggling in the Tres Rios but I'm not sure that applies to other areas. Our
geography and small number of churches affects us.

The Areas are striving to be collaborative and collegial where two or more areas will
collaborate on things to make it happen.

I think we really need to look at ourselves creatively. We may need to do some structural
reform. I'm not sure how that will flesh out. | can’'t see us having less Areas than we have
right now, but we may need to redraw some boundaries or people will be overworked.
Some have too many and some don’'t have enough, yet they are doing so much because
their geography is too vast.

Area Execs are not accountable to the region. It is nice thought that all area execs are on
regional staff, but that is not really the case. Any accounting of time and energy given to
the region is voluntary, that is my perception.... If there were an attempt to create a
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structure that imposes greater authority as a region, it would be unlikely that any Area
would accept this.

I never saw these programs strictly as an Area thing. | saw them as the Christian Church
in the SW. It's hard to divide those things. There are some specific roles and
responsibilities for the two, but as far as | was concerned, all are done in the name of the
CCSWw.

If a regional minister wants to function like other regional ministers as though they have
total control of things, it just won't work here. It's a shared power base here. It takes a

lot of work a lot of communication a lot of talking with one another, a lot of trust

building. It's not easy to get 9-13 people working together. But the pluses to that
outweigh the difficulties if the regional minister and area ministers have the kind of skills
to build that, it's kind of exciting.

We've looked at this as staff, clergy and laity. We probably do not need 8 Areas. You can
take the probably out of it. But we have such huge territory, and it is really, really

difficult to pull down those numbers into a smaller groupings.

| don’t know if it helps to divide the region up (into multiple regions: by whatever number
you divide the region up, that number increases the number of people going up to general
meetings.

The real ministry really takes place in the Area structure. New church development is
done at the Area level. That's where you have the information and can develop that
ministry. That is absolutely vital for our future, whether you can develop new
congregations... (Example) these full blown (Hispanic) churches have came to us,
looking for a home. There is a tremendous amount of assimilation, and that has to be
done at a level that is as close as possible to those congregations.

Leadership development has taken place at the Area level. We haven't done that as
region for years.

Regionally the program it supplies are minimal. The Areas give more personal support
for churches and pastors (leader development, search and call, and continuing ed)
Some people could see the Region disappearing. | see us reconnecting Area and Region
in helpful ways, so area ministers have some authority, accountabilities stronger, so we
don’t have to work as hard.

Perception that the structure is outmoded, heavy, obsolete, needs to be streamlined.

These comments reflect some of the concern about the Regional Council:

The Regional Council—don't know its goals. Not clear what its goals are...balance a
budget...have an assembly? | don't know...coordinate areas and other constituency
groups.

If you go to a council meeting, (the vision) sounds status quo — 10 minutes for everybody
to report.

The Regional Council doesn’'t make decisions. Decisions get made before the meeting
begins.

The work groups function quite well but fail to see how they relate to the larger picture.
There is a need for more training of leadership at the regional level.



41

Feedback — Learning from our experience

There is a gap in the presence of regular feedback processes with the effect
that the CCSW fails at times to learn from its experiences. Comments about
how CCSW learns from its experience follow:

Do we learn from our experiences? or are we like rats on a wheel.

I'm so tired of evaluation. We have been evaluating role of the Region in some shape or
form since 1967. We're always doing it. Suggs, Teegarden just did it with listen to us,
take suggestions, and keep going.

Evaluation? I'm not sure. | think one of the ways we do that is to bring people together
face to face to talk about events that have occurred. What we have experienced as their
strengths and weaknesses and how to improve on those. We do that as Area and Regional
staff seeking feedback. Continuously refining our processes. We just came out of a day
and a half where all the Areas came together to talk about a licensed ministry and to
resource some of the Areas that have not gotten involved in that yet and to seek ways to
do that. We offered critique and constructive criticism and evaluation, looking at ways to
refine that. Lots of assumptions we were working with. What we believed was not what
WAS being done, so corrective measures have been made so those assumptions are
addressed and correct information is provided.

I don't see how it does (learn from its experience).

Only after crisis.

We need to spend more time evaluating our work and to see where the strengths and
weaknesses are, and where we can improve and where we need to be more innovative
and creative. Where we need to drop some things that we don’t need to hold onto
anymore and allow new things to come into being.

We’ve been evaluating structure for a long long time. But how are we really doing the
work of the church and the work God’ needs us to do, and discerning are these programs
really effective? Can make them more effective? Are these really what God wants us to
do? And then how do we get the resources?

| don’t know of any evaluation on/for the Committee on Ministry...

There is a Seinfield episode about renting a car. After making a reservation they go to
pick up the car only to learn that the car that was reserved was rented to somebody else
before they got there. In Jerry’s exchange with the attendant, he observes that they are
real good at ‘taking’ reservations, but not so good at ‘holding’ reservations. This region
has been real good at ‘gathering’ information, but not so good at ‘acting on’

information. We've had multiple exercises in strategically planning for the future at our
regional mission, structure and funding; they've all been well conceived, carefully
planned and effectively carried out but nothing changes.
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HYPOTHESIS # 9: COMMUNICATION AS CENTRAL TO OUR LIFE
TOGETHER

Good, effective, timely and transparent communication is essential to
the life of the CCSW. Concern for good communication was a widely
expressed concern and hope. Given the size, diversity and complexity
of the CCSW, communication is a key to faithful and fruitful mission
and ministry as we look to the future.

While communication is a function of organizational structure, it is dealt with
separately here because of the emphasis it was given by those interviewed.
Information flow is the currency of organizations enabling them to function
cohesively like the parts of the Body of Christ. Communication serves to
empower and enable ministry and mission across the spectrum of a church
body. It is central to trust and enabling collaboration. Comments about the
need and hope for better communication in the CCSW follow:

Large, unmanageable and very little input from/to far west Texas churches

| think there needs to be more communication. It would be helpful if the regional
minister was there so that they could seek clarification at the Hispanic meetings. There
needs to be more communication and covenant between the region and the Hispanic
churches.

The average person in the pew knows little or nothing about the region. Knows little or
nothing about the area except when the area minister helps us with search and call.

They don't always link very well. Interest groups, ethnic groups and Regional folk
coordinate in the parking lot behind someone’s car...like the rest of the world. Only the
Area Ministers formally link. Maybe more could be initiated.

We are so conscious of our autonomy of structure that we oftentimes connect better than
hierarchical systems. It flows informally...pretty well.

Not very many people know about the Region. We had a meeting about this process,
about regional structure and mission. | went to a meeting that was for the whole area,

and maybe 15 people were there. 2-3 were from the Task Force. From the rest of us there
were maybe 5 churches represented. September 2007.

People like to be a part of what's going on and want you to ask their opinion. Keeping
people informed with information is imperative. Newsletters and web pages are a must.

I would like to see an improvement in communication like in the newsletter. Some of the
info I've received has been obsolete. It would be nice to see something that is more
consistent. Even on the web page, things are too old and not updated.

We can do a lot better in our communication and accuracy of information. A lot of
misinformation is passed on. No one is malicious, but sometimes we don't take time to
clarify the information that we've received, so it flows through unchecked at times and
sometimes can cause more harm than good.

In the local church we are bombarded by so much information, it is overwhelming. Some
people want to go with websites, others want more mailings. For the most part, someone
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has to come into my office and explain it to me. People respond to communication
differently: some require face to face, some need email and Internet, some respond to
paper. If you are looking for one magic bullet, it's not there. Unfortunately, the
population in the local churches that have their antennas up and attend to the life of the
Region is dwindling.

There is always a need for better communication. It is difficult not having a regional
paper any more for those of us who kept track.

| don’t think a lot of people understand the mission of the Christian Church in the
Southwest. And the same with the Areas. We've got to do a better job of communicating
who we are and what we are about as one part of the body of Christ. And how do we
relate to the church beyond us...nationally and globally. It is sad that many of us are so
geographically restricted where we only see in our congregations and don’t see beyond
that. We are really blocked to hear clearly and understand what the mission of the church
is beyond our local congregations.

| would like to see more communication (among) ministers. If we had a ministers group
were we could dialogue between each other. Like a forum or a blog.

The only information flow to the whole region was the Regional newspaper (subscription
— went to homes, congregations). Every area has its own newspaper, wherein there is
very little news about the Region or beyond.

Information flow is from regional office to the areas, through the Area Ministers.
Information flow is basically staff to staff. Staff meetings 3 x year. Only in the staff
meetings is there cross-Area sharing of information.

Areas are discreet and generally don’t coordinate with other Areas.

As far as regional information goes, | don’t know if it trickles down to the local church.
Better connection with rural congregations and new church starts is necessary.
Connections break down between the minister and the congregation. Licensed/bi-
vocational ministers are often excluded.

Huh? How would | know? if | am not part of a regional committee or structure. Which
is to say that | don't know.

Information flows in advance of meetings in a frenzied way, but that’s the beast that
exists.

Regional staff endeavors to coordinate, but it can be a challenge. Coordination is a bit
issue.

| see myself as an outsider waiting for information to be passed down to me — if it does
not come — | don’t know anything. The region may be an integral part of our church
body, but communication through local leaders to the congregations is virtually non-
existent.
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Summary

These are the major hypotheses to be tested. They are not the only
significant challenges that are facing the Christian Church (Disciples of
Christ) in the Southwest today and that will continue to face it tomorrow, but
they are certainly among the most significant.

Each of these challenges requires prayerful thought, careful
examination, and creative planning. Fach will require important changes in
the ways the leaders and members of CCSW think and act.
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Edits from Draft 2 to Draft 3

Page 6-7: added names omitted
Page 33: corrected spelling of thre, kindom
Page 13: apostrophes in “men’s” and “women’s”

Page 40: inserted “minister” after ”’If a Regional”



