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LEGISLATIVE
ITEM #2 STRATEGIC PLAN

FROM: Strategic Planning Team
ATIME TO LEAD

INTRODUCTION

As affirmed resoundingly at the 2009 Annual Conference session, Bishop W. Earl Bledsoe
created a Strategic Planning Team (SPT) to listen to the hopessdred ideas of the people of

the North Texas Conference and to shape those thoughts into a strategic plan for our conference.
The Strategic Planning Team has listened for GodOs vision for us through confédence
OHopes and DreamsO cards, small grolyp domferencing at the 2009 Annual Conference
session and many other conversations throughout the year. In this document we seek to share the
strategic directions we believe we as an Annual Conference need to take to move toward that
vision and to accomph our mission of making disciples of Jesus Christ for the transformation

of the world more faithfully.

Throughout this process there emerged a strong sense that we need to do a much better job
of reaching, serving and discipling our mission fieldEven asve honor those who have led us
thus far, we must find ways to expand the table to include everjosd TIME TO LEAD!

OUR MISSION FIELD

The North Texas Conference is a geographic area populated by 4,454,263 people, spread over
15,982 square mileserved by 310 United Methodist churches and fellowships. Between 1990
and 2008 the population grew by 1,441,394 persons. This represents a 47.8% increase! Yet the
membership of the churches of the conference grew only 6.5%, while our average worship
attendince increased 17.3%.

North Texas continues to be one of the fagjestving areas in the United States in terms of
population, the presence of younger persons, and the increase in diversity. The population of the
area of the North Texas Conference isjguted to grow by 1,169,401 persons or 26.3% to
5,623,664 by 2019. The number of persons under 35 years of age is projected to increase by
275,770 persons or 11.4%. The African American, Asian and Hispanic/Latino population is
projected to grow by 849,6G%rsons or 39.4% to 3,008,361, which will be 53.5% of the total
population in the North Texas Conference by 2019. Cledréy/nission field of North Texas is

Oripe for a harvest!O

However, we must do some things differently in the future if we are to adwve different
results and accomplish our mission more faithfullyWe must find better ways of reachiat
persons in our mission field with the love and grace of God. We must be the agents of



1 transformation God wants us to be through covenant relatmsshih Christ, with one another
2 and with the constituents of our mission fidids A TIME TO LEAD!
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PERCENTAGE OF MISSION FIELD REACHED
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In 1990 the churches of the North Texas Conference were reaching 1.74% of our mission field.
In 2008 we eached 1.35% of the mission field. If we continue this trend in the same way, even
as the mission field is growing at a faster rate, we will reach an even smaller percentage of the
mission field.
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THE SCRIPTURAL CALL TO FRUITFULNESS

Responding to the cHahges of a growing and diverse population, the North Texas Conference
will need to reaffirm the Biblical understanding that our faithfulness is to produce fruitfulness.
As we see clearly from the beloved verses of John-85ffuitfulness is expected tfiose who

are connected to the vine of Christ.

1501 am the true vine, and my Father is the-gineer.°He removes every branch in me that
bears no fruit. Every branch that bears fruit he prunes to make it bear more*¥ait. have
already been cleansdxy the word that | have spoken to ybabide in me as | abide in you. Just

as the branch cannot bear fruit by itself unless it abides in the vine, neither can you unless you
abide in me’l am the vine, you are the branches. Those who abide in me arttidnnbear

much fruit, because apart from me you can do notfitpoever does not abide in me is thrown
away like a branch and withers; such branches are gathered, thrown into the fire, and burned.
"If you abide in me, and my words abide in you, ask fatewer you wish, and it will be done

for you.®My Father is glorified by this, that you bear much fruit and become my disciples.
(NRSV)

We also see GodOs expectation of growth and multiplication in the parable of the talents found in
Matthew 25:1429. Ths is especially relevant for us as we acknowledge the incredible resources
we have in North Texas.

14 OFor it is as if a man, going on a journey, summoned his slaves and entrusted his property to
them; **to one he gave five talents, to another two, to laobne, to each according to his
ability. Then he went away°The one who had received the five talents went off at once and
traded with them, and made five more taletts. the same way, the one who had the two talents
made two more talent$But theone who had received the one talent went off and dug a hole in
the ground and hid his masterOs mofiéjter a long time the master of those slaves came and
settled accounts with therf’Then the one who had received the five talents came forward,
bringing five more talents, saying, OMaster, you handed over to me five talents; see, | have made
five more talents.®His master said to him, OWell done, good and trustworthy slave; you have
been trustworthy in a few things, | will put you in charge of mamgsh enter into the joy of

your master.J?And the one with the two talents also came forward, saying, OMaster, you
handed over to me two talents; see, | have made two more tal&htis@naster said to him,

OWell done, good and trustworthy slave; youehbeen trustworthy in a few things, | will put

you in charge of many things; enter into the joy of your mastéfen the one who had
received the one talent also came forward, saying, OMaster, | knew that you were a harsh man,
reaping where you did nsow, and gathering where you did not scatter sé&e; | was afraid,

and | went and hid your talent in the ground. Here you have what is yddBu©Ohis master
replied, OYou wicked and lazy slave! You knew, did you, that | reap where | did not sow, and
gather where | did not scattefThen you ought to have invested my money with the bankers,
and on my return | would have received what was my own with int€i@sttake the talent from

him, and give it to the one with the ten taleftBor to all thase who have, more will be given,

and they will have an abundance; but from those who have nothing, even what they have will be
taken away(NRSV)
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A TIME TO LEAD: Doing Things Differently

If the churches of the North Texas Conference are to reach our missi field with the
Gospel of Jesus Christ more effectively and be as fruitful as we are called to be, we must do
some things differently in the future. We will be required to make the following significant
shifts:

From maintenance to missionWe know thamission is not about us, but about those who have yet
to experience the transformative power and love of God. Decisions must be made based upon the
needs of the mission field and JesusO compassion and commitment to all.

From administering programs to leadg ministry movementsin order for us to become flexible,
nimble and responsive to GodOs call and our mission field, we must spend our time, talent and
treasure leading where God is already busily at work in the world instead of managing and
administerig outdated programs just because we have inherited them from our predecessors.

From turf guarding to kingdom building We are not seeking to add to our institutional infrastructure.
Rather, we know ourselves to be called to expand and grow GodOs resignwiarld. Isolated
thinking and acting cut us off from the power of our connection and behaving as the body of
Christ in the world.

From transactional to transformational ministryA transactional approach might start by identifying
a need, creating program, implementing the program and then evaluating its outcomes. We need
to be very clear about how we conceive of and carry out our ministries so that they might be
intentionally inclined toward transformation and multiplication.

From division to colaborative partnerships (lay and clergyWe know that without intentional
collaborative partnerships between lay and clergy persons we will not be able to achieve the vision
God has for us. We are called to discover optimum partnerships between clerngy éablers
and between local churches and the conference.

From isolation to connectional ministryThere is a feeling by some that we experience the financial
requirements of connectional ministry without the relational and synergistic joy of reatly doi
ministry together. While many of our congregations perform effective ministry and mission
individually, there are some areas where we can accomplish more together than we can in
isolation.

From overwhelm to focusSometimes we feel helpless to makeiféetence. That is what we heard
amplified when people started sharing their ideas about Global Health. The shift to focus on a few
core health challenges will enable people of the North Texas Annual Conference to gain
momentum and commitment to eradiogtikiller diseases and improving global health; to do a
few things extremely well.

From detachment from the poor to relationship with the po@anned food drives, school supply
collections and clothing closets are some of the ways of giving to the\Wbde this is a needed
ministry, we are called to do more. Creating relationships with impoverished persons in our
communities and working alongside them to create needed new ministries will grow and enrich
the entire body of Christ.



From Oone size fitsli® to contextual approache¥Ve recognize that different size churches differ in
operation and needs. Church experts have repeatedly confirmed that while every church is unique,
there are many commonalities based on size of congregation, budget, andstdié conference
and district superintendents offer counsel, mentoring, and encouragement, these diflinctions
along with distinctions associated with setting (rural, urban, suburban) and demographic (regional,
sociceconomic, racial/ethnic, age) must bbserved. Facilitate innovation so that churches can
excel in areas where they are strong.

From geographicallybased districts to affinibased districtsin the past we have used geographical
areas as the primary means of grouping churches intoctistrMore and more, we will need to
create structures based on common needs and solutions.
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STRATEGIC CHANGES NEEDED

[EEN
a1

16 There are four strategic changes that will be needed to be more fruitful and accomplish our
17 mission more effectively. They are:

18 1. Establish the four areas of focus of The United Methodist Church as the strategic
19 priorities of the North Texas Conference.

20 2. Re-vision the role of the District Superintendents and reduce the number of districts
21 of the North Texas Conference.

22 3. Streamline and realign the conference structure and staffing to address these
23 priorities most effectively.

24 4. Realign our financial resources to reflect these priorities.

25

26 Each of these changes will be discussed in the remainder of this plan document. A number of
27  Appendices whiclelaborate possible directions in each of the four areas of focus will follow the
28 body of the plan omwww.holyconferencing.com

29

30 1. Establish the Four Areas of Focus of The United Methodist
31  Church as the Strateac Priorities of the North Texas Conference

32 Methodism began as a movement. John Wesley sought to make disciples of Jesus Christ who
33 were both transformed individually and committed to changing the unjust practices of the society
34 in which they lived. Withleir actions, Wesley's early followers demonstrated a commitment to

35 live faithfully and to apply their energies to offer healing and reconciliation to the world.

36 This history is part of the DNA of the people of The United Methodist Church and it isakpeci

37 instructive to North Texas United Methodists in the early years of the&ttury. We seeto

38 reclaim the energy of our tradition to "spread scriptural holiness across the land." By joining
39 heart and hand, we assert that personal religion, evaalgeittness and Christian social action

40 are reciprocal and mutually reinforcing.



a b wWwNBEF

»

10
11
12
13
14
15
16
17
18
19
20
21
22
23
24
25
26
27
28
29
30

31
32
33
34
35
36

37

We believe that the four areas of focus which are the priorities of The United Methodist Church
provide the answer as to how we can fulfill the churchOs mission to makeedisfiglesus
Christ for the transformation of the world in our time and place. These are not simply the
priorities of the General Church; they are the priorities for every annual conference and every
United Methodist church as we seek to be faithful in mgkiisciples.

The four areas of focus are:

1)

2)

3)

4)

Developing principled Christian leaders for the church and the world.t is vital that

we care for the leadership lifecydieidentifying, equipping, engaging, mentoring and
growing, and retiringb for both lay ad clergy. We must simultaneously equip and
engage our existing lay and clergy leaders even as we intentionally and strategically seek
to call forth new young and diverse leaders.

Creating new places for new people by starting new churches and renewing sikig

ones.If we are to remain faithful to our commitment to transform the world, we will
reach out with genuine hospitality to people wherever they are. We will make them feel
welcome as we start new faith communities, seek to renew existing ones pine ins
faithful discipleship.

Engaging in ministry with the poor. As an expression of our discipleship, United
Methodists seek to alleviate conditions that undermine quality of life and limit the
opportunity to flourish as we believe God intends for allwith John Wesley, we seek

to change conditions that are unjust, alienating and disempowering. We must be in
ministry ard relationship with the poarespecially reaching and protecting our children.
Combating the diseases of poverty by improving health gbally. The lack of access

to doctors, nurses, medications and appropriate facilities is deadly, especially among
those who live in conditions of poverty. But the diseases of poverty are not inevitable.
We believe the people of The United Methodist Churah play a significant role in
educating others about diseases such as HIV/AIDS and malaria, and treating and
preventing their devastating effecf8e also understand how important it is to stand with
those who do not have access to affordable healthRcatee uninsured in the United
States as well as millions of people in the developing wérldnd to work toward the

day when everyone has an opportunity to live a healthy, productive life.

The purpose of the four areas of focus is not to limit the workydrae, but to focus the work of
everyone, bringing context and deeper spiritual meaning to our immense capacity to spread
scriptural holiness across the land.
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What Might It Look Like?

1) Principled Christian Leaders (See also Appendix A)

The Annual Cordrence must realign resources (time, talent, treasure) to support a strong focus
on leaders who create new places for new people that form disciples, do ministry with the poor
and improve global health.

All disciples are called by their baptism to be Gtan leaders in the world; some are set apart

for servant leadership in the church. As disciples of Jesus Christ we understand that right
relationships with God, with one another and with our communities are at the heart of all that we
do. Without thesedrlthy covenant relationships, nothing we attempt will succeed.

Principled Christian leadership that enables the creation of new places for new people (new and
transformed) is required to make a difference in our mission focus areas as disciples of Jesus.
Engaging in ministry with the poor or working toward improving global health without being
rooted in a faith community results in mere secular activism.

We seek to create a culture where principled Christian leaders hold one another accountable in
terms & our relationship with God (keep ordinances), our relationship with others (do no harm,
do good) and our skills and competencies for ministry (use and develop gifts and competencies).
While the accountability structure differs for clergy and for laitg, dgloal areas of accountability

are constant.

Principled Christian Leaders

Young

New Places New People

Diverse

Mission Focus

Faith
Formation &
Discipleship

Ministry with

the Poor Global Health

Transformed
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When we speak of principled Christian leaders, we include young, diverse, and existing lay and
clergy persons.

I Young. We must provide opportunities that excite, engage and connect young
people in leadershipEor example, some possible fruitful approaches might
include

¥ Expand and strengthen our ministries on college and university campuses.

¥ Intentionally position Project Transformation alumni and seminarians to
engage their experience in service within thessimoin field including
service in and with the local church.

¥ Consider establishing a Wesleyan Way academy, which ismangh
experience for 2@5 year olds to turn United Methodist Christians into
something more than Sunday Morning Christians which irdudission
field experience.

¥ Each congregation intentionally creates a culture of call.

I Diverse We must create pathways that invite, equip and launch Hispanic/Latino,
African-American/Black, Asian and other racial/ethnic populations into ministry.
For example, some possible fruitful approaches might include

¥ Hispanic/Latino and Asian Lay Missionary Planting Network to recruit,
equip and deploy our Hispanic/Latino(a) and Asian persons to reach
targeted communities within the North Texas Conference.

¥ Strenghening the Black Church for the 2Century (SBC 21) Internships.
Providing opportunities for higpotential AfricanAmerican/Black
leaders to have a®onth internship in a SBC 21 congregational resource
center that best reflects the high potential ée@d affinity and the mission
field to which they feel called.

I Lay. In keeping with our Wesleyan heritage we must find even better ways to
empower, equip and unleash the laity to witness and sEoreexample, some
possible fruitful approaches might indi

¥ Lay Missionary Planting Network which finds, equips, and mobilizes lay
persons to start new faith communities in populations and contexts in
which traditional approaches have not proven fruitful. Persons who engage
in this Path 1 initiative may be elije for the Certified Lay Minister
designation.

¥ Certified Lay Minister Academy.

¥ Regional training/discipling centers that resource pastors and churches to
raise the level of expectations for membership so that we are living out our
vows of membership imways that increase Christian leadership in the
church and in the world.

10
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I Clergy. We must create and strengthen systems of support, encouragement and
accountability for all clergy including a system of Mentoring, Reverse Mentoring
and Coaching (e.g., a Babes Movement) as a tool of encouragement anating
clergy members.

2) New Places for New PeopléSee also Appendix B)

K K K K K K

¥

¥
¥

Start New Churches & Faith Communities

Find Leaders and Partner Congregations

Equip Planting Teams

Church Planting Basic Training

Plant Models and Places and Targets)

Multiply

All sales of church property are put in a conference fund to be used solely
for the purpose of starting new congregations.

Transform existing congregations

Congregational Transformation Project with Don Nations

Coaching and mentoring provided at all levels of congregational
leadership

Partnering churches in mission together. For example, SBC 21

Each congregation tracks and reports on fruit in four focus areas

3) Ministry with the Poor (See also Appendix C)

I Congregations

¥ Get to know the poor in surrounding community
¥ Discern how to best partner with them to transform the community

¥ Implement ministries that are part of a process of deepening discipleship

while eradicating the causes of poverfor example, some pobgs
fruitful approaches might include

o Adopt Circles Campaign approach to sow the seeds that might
eradicate poverty. Circles works directly with families in poverty
through circles of concern and care. Trained "allies" provide
support systems as familiesap out their own plans of action for
achieving seksufficient lives.

o Join with and/or implement Project Hope in your context,

11
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Annual Conference

¥ Explore planting additional domestic mission stations like ChristOs
Foundry in the conference that are tees for holistic ministries with the
poor.
o In partnership with New Places for New People.
o Epworth Project and New Day model being developed through
Center for Missional Wisdom at Perkins School of Theology.

Global

¥ Each church is encouraged to formlesst one partnership with a global
mission with the poor.New initiatives should explore efforts focused on
global health, in creating new places for new people, or in raising up
principled Christian leaders in impoverished areas of the world

4) Global Health (See also Appendix D)

The process of implementing a holistic approach to improving Global Health includes the
following steps: Awareness, Prevention, Diagnosis, Remedy or Treatment followed by
Evaluation.Some possible fruitful approaches might be

Congregations

If your mission field has a significant uninsured population, discern whether God
might be calling you to join with others to create a wellness miniStgps may
include

¥ Identify persons in congregation with wellness expertise.
Thoseexperts may provide seminars, health clinics and can serve as parish
nurses to those who need.

¥ Create partnerships with local businesses and/or medical facilities and
personnel who are currently involved in global health reform and who
may have the struate already in place to support further initiatives.
Resource those physicians and hospitals who may offer to supplement or
provide outof-pocket costs of treatment and/or hospital stays.

Annual Conference

¥ Create synergistic relationships among chasc and health providers.
Some possible fruitful approaches might be

12
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o Bring together those who are already running health clinics and
create a system of multiplication so that new health clinics might
be started in areas of greatest need.

o Regional ParisiNursing and Health Fair Teams led by qualified
laity to equip local churches who have identified this as a
meaningful outreach and witness to their communities

¥Go Green! Consider the health of the globe itself and how our
environmental stewardship affedhe weHlbeing of everyone.

I Global
¥ Participation in the Global Health Initiativenagine No Malaria

¥ Explore other global health projects

2. Revision the role of the District Superintendents and reduce
the number of districts of the North Texas Coference

(NOTE: According to the Book of Discipline paragraph 415.4, the Annual Conference
determines the number of districts. However, it is the responsibility of the Bishop after
consultation with the district superintendents, to draw the district boundries.
Therefore, this section was written by the current NTC Cabinet, making use of
extensive demogdraphic data provided by CDS (Community Development Services)
Market Research Associate$.

The Changing Role of the District Superintendent

We believe ever local church can be faithful and fruitful. The gospel compels us, and our
Wesleyan heritage inspires us, to love God and love our neighbors. It is our desire and intent to
re-vision the role of the District Superintendents and the districts of théd Nekas Conference

to achieve a greater degree of fruitfulness by placingamws on the mission fieldWe will do

that by changing our focus, priorities, culture, and how we spend our time.

The Office of District Superintendent is created by Bigcipline, and has an honored tradition

in our history. The office was developed to support clergy and churches in a time when
transportation, communication, and community structures were very different. The current role
of the District Superintendent, forstance, focuses substantial time on business management
rather than on directly supporting churches and clergy as they seek to meet the needs of their
respective mission fields.

13
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While the disciplinary mandates for the role of the District Superinterréemdin critical and

cannot be abandoned, our new structure allows us the flexibility to move beyond the mandates to
an understanding in which the DS is truly a catalyst for changing the culture of the North Texas
Conference and improving the health, vitgland effectiveness of our ministry.

What Changes Will We Make?

1. Change our focugrom administrative, institutional maintenande the urgency of
enabling our churches to know and meet the needs of their mission field.

How?

¥

By reordering our priorigs to spend less time in conflict management and more
time enabling clergy and churches in doing actual mission and ministry

By spending less time in the office and meetings, and more time in ministry site
visits with clergy to get to know them, their cbl, and their mission field

By committing less effort to administrative details, and more intentionality to
being an ally of our clergy to do effective ministry within their mission field

By measuring our effectiveness less on the time spent on doimgs tfinputs),
and more on seeing results of fruitful ministry (outputs).

2. Change the culture of how we work as a cabireh the temptation to be caught up in
districtspecific Osilos® intentionally work across district lines to raise up principled
Christian leaders, start new churches, transform existing ones, and extend our missional

outreach.
How?
¥ By celebrating, reflecting, and enhancing our connectional covenant
¥ By holding ourselves mutually accountable with all our brothers and sisters to
acconplish fruitful ministry
¥ By modeling within the cabinet the teamwork that we want to see among all our
clergy and churches
¥ By forging entrepreneurial partnerships to facilitate new and dynamic ministries

to meet the needs of the mission fields in the Ndskas Conference.

By precept and example, to call the clergy to meet and exceed expectations and to
perform at the best of their abilities

3. Change our prioritiefrom managing the systemo equipping the clergy and churches
for effective ministry in theimission field.

14
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How?

By working with the Director of Leadership Development to provide for mentoring,
teaching, and coaching relationships for all our clergy.

Implement a system of Ocoaching clustersO developed across district lines, based on
church afinity.

In addition to coaching access, the Cabinet may also develop such programs as Opeer
mentoringO throughout the annual conference.

Because the DS is an ally for doing effective ministry, s/he will seek to develop an
atmosphere of neadversarial ecountability.

By precept and example, the DS will model for, and call the clergy to meet and exceed
expectations and to perform at the best of their abilities.

In order to expand the effectiveness and outreach of the superintendency, the DS has the
autlority to recruit and train clergy within the district to assist the DS with his/her role.

The work of the Cabinet will E

¥

Be led by the Holy Spirit to prayerfully discern the needs of our mission fields, our
churches, and our clergy

Hold ourselves mutuallpccountable with all our brothers and sisters in ministry for the
achievement of fruitful ministry as measured by church health and vitality.

Make appointments on the basis of the needs of a particular mission field, taking into
account the situation ofaeh church, and with deep and genuine knowledge of every
clergy and family

Actively resource and equip clergy by developing a coaching and mentoring system
available to all clergy and churches to improve their effectiveness

Be responsible for all the BODequirements of the Cabinet regarding supervision of
every church and pastor in the Conference, in an attitude of séeadetship.

The Role of the DS and time allocation to reflect chanqging priorities

(Below are listedime change©®from@® OtoCio reflect changing priorities)

What will we do differently in the future?

15
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CONFLICT MANAGEMENT IN LOCAL CHURCHES [From 25% to 5% Time
allotment] D Note the dramatic time shift downward in this &fam one of the largest
time-consumers of a DS to becomeeanf the smallest. How? The DS will be involved
during initial conflict in the church, however will work with the Director of Leadership
Development and other consultants, coaches, etc. in helping local congregations work
through conflict with goal ofdarning how to work through conflict rather than using it as

a means of moving the pastor.

BOARD AND AGENCY PARTICIPATION[From 10% to 2%]D Note the reduction in

time spent here.How? DSOs would attend Board of Ordained Ministry, Council on
Finance ad Administration, and Board of Pension and Health Benefits meetings. District
Superintendents may also attend agency or institutional meetings to which they are
elected or assigned as members; however, they would not be required to attend the
meetings. Tkeep DS informed, a copy of meeting agenda should be mailed prior to the
meeting as well as a copy of the minutes for communicating with the Bishop and Cabinet.

ADMINISTRATIVE DUTIES_[From 20% to 5%] D Note the major timeshift
downward. How? Develop fimimum standards and standardized job descriptions for all
District Administrative Assistants. Office, calendar, and accounting management should
be efficient in each office to make the transition, and should utilize emerging
technologies.

TIME WITH CLERGY [From 16% to 33%JPNote the major timehift upward! How?

The DS will be visible and present in local congregations and in the congregationOs
mission field. Priority will be given to spending quality time with Probationary Elders,
helping to evalua and assess their Ofaithfulness and fruitfulnessO in the local church.
Conversations need to be held with the Board of Ministry and District Committee on
Ministry to make sure the DS is a key player in the process. Use annual meeting for
clergy assessmeéto focus on accountability of mission within the mission field.

CABINET DUTIES [From 15% to 12%]D Note this is the smallest time change
downward. How? Look for ways to hold cabinet meetings via teleconferencing and
videoconferencing, allowing DSQ@sdpend more time within their districts, but in the
mission fields.

DISTRICT DUTIES [No change] D Note there are no significant time shifts here
because there are some BOD requirements. But still the DS can leverage how s/he goes
about accomplishing &m. How? Recruit, Train, and deploy clergy to assume many of
the functions in such ways as a Ohub & spokeO arrangement of clustering churches.

LOCAL CHURCH DEVELOPMENT AND NEW CHURCH START$From 5% to

33%] PNote the huge timshift upward! How? Wok with the Director of New Church
Development & Congregational Transformation to start new congregations and transform
existing ones. Shift the focus of charge conferences from standard reporting to one of
congregational accountability by raising quessiamoncerning the accomplishment of

16



1 vision and mission. Suggest using the Ocluster modelO to do charge conferences in
2 districts with large geographical areas.
3
4 Current DS Time Expenditures Aligned with Urgency
5
B conflict management
B board and agency participation
W administrative duties
B time with clergy
B cabinet duties
M district duties
& church development
6
7
8 Proposed Shift of DS Time Expenditures to Btter Align with Priorities
9
B conflict management
y M board and agency
participation
j ¥ administrative duties
B time with clergy
B cabinet duties
H district duties
& church development
10
11 Reducing the Number of Districts
12
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The area comprising the North Texas Conference continues to experience phenomenal growth.
From 1990 to 2009 our geographic area grew by 47.5%, yet we did not. Knowing our neighbors

and neghborhoods is essential to expanding our witness, mission and service. Our task of

connecting persons to Christ, growing them in Christ, and sending them forth to transform the

world for Christ calls for a new way of connecting our churches, pastotaignd

As the NTC Cabinet, we affirm a reduction in_the number of districts from six to four.

This strategic move will allow districts to be aligned to respond to the needs of four distinct
mission fields. There are numerous ways to redistrict, tburch size, style of worship, where a
church finds itself in the transformation process, etc. Each of these approaches focus on the
church. Our focus must be on the mission field.

In our effort to spread scriptural holiness throughout the land, wetb#eollowing reasons for
re-visioning into four districts to enhance our connectional covenant and commitment to reach a
diverse and growing population in North Texas.

Our mission field will help define our district lines; thus we have aligned thedfstricts based

on the geographic affinity of our mission field. Affinity connotes semblance, alignment,
congruence. Affinity -focused districts help us concentrate our best practices, efforts and
energies to reach and respond to the needs of our nesgabdmeighborhoods. When we are
affinity-based and focused on the mission field, we will discover the greatest leverage for
holding District Superintendents, churches and pastors accountable for the parish area that
surrounds each local church. Eacbpmsed district affirms the need to be affiFidgused and

also takes into consideration the geographic boundaries of interstates, lakes, county lines, and the
realities of pride or prejudice associated with an array of neighborhoods found in anytpart of
NTC. While the four districts are a hybrid of affinity and geography, we looked at affinity first
and then geography:

Metro District

North Central District
Northwest District
East District

PwphPE

The Metro District comprises most of Dallas County. Thed@furches and fellowships in the

Metro District share a mission field that is the most economically, ethnically, and culturally
diverse part of the NTC. Persons living in the Metro District face unique struggles and
challenges. Likewise the churches tlatmprise the Metro District have unique ways of
assessing the needs, reaching new persons and responding to their neighbors. A Metro District
will allow the District Superintendent to oversee the pastors and laity of these 80 congregations
to dream dreamand implement measurable and creative ways of reaching the neighbors and
neighborhoods in the Metro area. Over the next 10 years it is expected the Metro District will
increase in population by 9%.

The North Central District mission field is one ofantinued growth. Projected growth in parts

of Dallas, Wise, and Kaufman counties is considerable. Expansive growth is expected in
Denton, Collin and Rockwall counties. Overall the North Central District can anticipate 39%
population growth by 2019. Bg019 the population of the North Central District will almost
equal the Metro DistrictOs population. The 73 churches and fellowships in the North Central
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District share a mission field that is developing, accelerating, and expanding. The DS, pastors
and churches of the North Central District have a unique and evolving mission field and need to
strategize, implement and reach the largest influx of persons moving into North Texas in the next
10 years.

Both the Northwest and East Districts comprise the gratest number of our rural, town and
country, and county seat congregations. While they share that demographic reality, there is little
affinity of lifestyle between those who live in the East District and those who live in the
Northwest District. BotlDistricts have projected population growth over the next decade. The
Northwest District of 66 churches and fellowships can anticipate 6% growth. The East District
comprised of 90 churches is projecting growth of 12%. Relating, reaching and resportimg t
lifestyles and mindset of those who live in our rural and town and country settings takes a
different set of skills for the DS, pastors and churches to connect, grow and send forth disciples
who will transform the world for Christ.

(See Appendix G foa list of churches and fellowships in each district.)
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In summary, we believe na@sioning into four uniqueaffinity -focused districts will allow the
NTC to:

Organize the districts to reach a diverse and growing mission fieldlt will take nimbleness,
creativity and innovation to reach those we have yet to connect to Christ, grow in Christ, and
send forth to transform the world for @t.

Expect our DS, pastors, and congregations to know our neighbors and neighborhoods in a
deeper, more intimate and profound way Being affinityfocused compels us to be aware of
our neighborOs needs and behave accordingly in witness and mission.

Allow for flexibility . A congregation may trend toward another districtOs strengths, assets and
gifts. Therefore, over the next decade or two there may be some ebb and flow of churches that
trend from the North Central District to the Metro District by wayafiinity. There may be

some rural or town and country churches in the Northwest or East Districts that share more of an
affinity with the North Central District.

Where we live and how we choose to live is sometimes within our control. Considering
demagraphic and lifestyle choices is a part of this revisioning plan. We can never forget

that Jesus was born in Bethlehem, reared in Nazareth, made Capernaum his adult hometown, and
he was crucified, died, buried and rose in Jerusalem. Our biblical histgepgraphic, cultural,
theological, etc. There is an urgency in every part of our Conference to know our neighbors
whether we live in a small, rural hamlet like Nazareth or a diverse, urban setting like Jerusalem.
Jesus ministered to all people weey geographic setting. We must do likewise.

We become futureoriented as the four affinityfocused districts strategize, implement and
respond to our current and projected neighbors both now and in the future.

We reclaim our Wesleyan heritage as a gifof connectionalism We will explore, discover,

and celebrate new ways of working together to connect people to Christ, grow them as disciples
of Christ, and send them forth as serv@atders to transform the world for Christ.  District
Superintendentsiust act and move in new ways to connect pastors, churches and laity together
in new partnerships, cooperative ministries, parish models, or use hub/spoke-faftingyd
training, mentoring, and sharing. Yet the mission field will always be our pricwrgern.

Who have we yet to reach? Who have we yet to welcome as a neighbor and respond with
justice, mercy and love?

Our first love must be our love for God. Our second love should be that of neighbor. Instead,
we often make our second love our afyrour pastor, or our wants and desires. We affirm that

the gospel compels us, and our Wesleyan heritage leads us, to place God first and our neighbor
second as we feision what God is calling us to be and do as the North Texas Conference.
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3. Streanline and realign the conference structure and staffing to
address these priorities most effectively.

In the past the Annual Conference has been structured for programming. We must streamline
and realign the annual conference structure and staff in oodeddress the strategic
priorities established by this plan effectively and accomplish our mission more faithfully.
Every leadership group and every leader will be aligned to the priorities of the Annual
Conference and held accountable for their fruitfetne addressing them.

Overviews of the major structure components of the Annual Conference follow. The
structure proposed is much simpler than the current structure and is clearly designed around
our strategic priorities. The staffing of the proposedcsting is also simpler than the current
approach and features a team approach and collaborative emphasis.

It should also be noted that the proposed staffing model includes decrefaseof one
executive position. While it includes the addition of a Cabliet| Director of Leadership
Development, that is offset by the reduction from six to four District Superintendents. No
additional staff positions are anticipated although there will bpurposing of current
staffing structure.

The BishopOs Cabinet wibntinue to be structured as in the past. The Bishop and the
District Superintendents will comprise the voting members of the Appointive Cabinet. The
Assistant to the Bishop & Director of Missional Outreach, the Director of Leadership
Development, and theDirector of New Church Development & Congregational
Transformation will also be part of the Appointive Cabinet but will not have vote. The
Extended Cabinet will consist of the members of the Appointive Cabinet as well as the
Director of Connectional Respies & Treasurer, the Communications Officer and the
Conference Lay Leader.

Core Leadership Team

A key ingredient of the proposed Annual Conference structure is the creation ofGorew
Leadership Team.(See diagram which includes composition todai). The purpose of the

Core Leadership Team is to oversee the implementation of the decisions of the Annual
Conference, working through the four centers (see description in next section), in accordance
with the mission and strategic priorities of the KoFexas Conference.

The Core Leadership Team will be given responsibility for planning, setting goals,
coordinating and communicating actions to address the priorities established by this plan. It
will evaluate existing and new ministry ideas through ithelementation of a strategic
matrix or scorecard. (See Appendices E & F) It will consider recommendations from the
Directors of the four centers for any additional work groups needed, requesting that those
approved be OpopulatedO initially by the newecente Nominating Committee (see next
section) and thereafter elected by the Annual Conference. It will also be charged with
holding the Center Directors and conference groups accountable for fruitfulness in
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addressing these prioritiesd will make regulaassessments and reports of these assessments to
the Annual Conference

The Core Leadership Team will develop measurable outcomes for being and becoming an
antiracist, multicultural church, where racial and cultural differences are viewed and
utilized a assets. It will integrate affacist thinking into our process and structure (e.g.,
ensure that dialogdeased diversity and inclusivity become a part of every leadership
training event). It will ensure that racial/ethnic plans will be included in & Rlaces for

New People priority and that the intentional recruitment and development of diverse leaders
are included in the work of developing principled Christian leaders.

The Core Leadership Team will be convened by the Bishop and will include ther€urd
Lay Leader, one lay member elected by each district, thrizegat members appointed by
the Bishop, one District Superintendent and the four center Directors.

The Core Leadership Team is expected to be a group of leaders who model servant
leadershp. The group will focus on serving, empowering and equipping others for the tasks
of ministry. Its role is not about power and control.

Conference Directors and New Centers

As illustrated in the diagrams which follow, it is proposed that the Annual nde have
four Cabinetlevel Directors who will lead four Centers:

1) Director of Leadership Development

2) Director of New Church Development & Congregational Transformation
3) Assistant to the Bishop & Director of Missional Outreach

4) Director of Connectional Resurces & Treasurer

(1) TheDirector of Leadership Developmentis a new position that will be responsible

for identifying, recruiting, equipping and developing young, diverse, lay and clergy
principled Christian leaders. S/he will provide leadership to wark in faith
development and discipleship and will establish a system that creates, empowers and
supports a culture of principled Christian leaders who initiate the work of the church.

The Director of Leadership Development will be empowered to establenter for
Leadership Developmentwhich will include the Board of Ordained Ministry, which is
required by theBook of Discipline the Board of Laity and the Conference Council on
Youth Ministries (CCYM). S/he will also recommend to the Core LeadefBbgm the
establishment of any other work groups needed to encourage faith development and
discipleship and address the priority of developing young, diverse, lay and clergy
principled Christian leaders, and Oprovide for the functions and maintain tleetowmal
relationshipsO required by tBeok of Disciplinerelated to these ministry needs.
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(2) TheDirector of New Church Development & Congregational Transformationis
an existing position responsible for starting new faith communities and transforming
existing congregations.

The Director of New Church Development & Congregational Transformation will be
empowered to establish @enter for New Church Development & Congregational
Transformation. S/he will also recommend to the Core Leadership Team the
edablishment of any other work groups needed to address the priority of starting new
faith communities and transforming congregations.

(3) The Assistant to the Bishop & Director of Missional Outreachis an existing
position that will be realigned to be pemsible for our ministry with the poor and our
efforts to improve global health. S/he will work with one or more Associate Directors to
coordinate our ministry with the poor and our efforts to improve global health.

The Assistant to the Bishop & Directof Missional Outreach will be empowered to
establish aCenter for Missional Outreach. S/he will also recommend to the Core
Leadership Team the establishment of any other work groups needed to address the
priorities of ministry with the poor and improvirgjobal health, and Oprovide for the
functions and maintain the connectional relationshipsO required Bgdkeof Discipline

related to these ministry needs.

(4) The Director of Connectional Resources and Treasureis an existing position
responsible fothe central treasury, clergy & staff benefits, property concerns including
the conferencavide property & liability insurance program, administrative support
services, and camp & retreat center operations.

The Director of Connectional Resources anda$ueer will be empowered to establish a
Center for Connectional Resourceswhich will include the Council on Finance and
Administration, the Board of Pension & Health Benefits, the Board of Trustees and the
Commission on Archives & History, all of whichearequired by th®8ook of Discipline

S/he will also recommend to the Core Leadership Team the establishment of any other
work groups needed to provide the necessary services to leverage our resources and
support our efforts to address the priorities ef Amnual Conference.

Additional Structure Matters

The conferenc€ommunications function will be handled through the Episcopal Office

and related to the Core Leadership Team in the future.Chmemunications Officer

will have access to the Cabinet, ienter Directors and the Core Leadership Team and
will be responsible for sharing with the churches and the community how we are moving
forward to address the priorities of this plan, for the purpose of making disciples of Jesus
Christ for the transformain of the world. The Communications Officer will recommend

to the Core Leadership team the establishment of any work groups needed to accomplish
this function.
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In order to strengthen the role of the laity and in an effort to better utilize our personnel
resources, as this strategic plan is implemenidpew Conference Nominating
Committee will be formed The Conference Lay Leader will chair the new Nominating
Committee, which will also include the four District Superintendents and fdarg lay
membersnominated by the new districts and elected by the Annual Conference. For the
conference year 201D1, the new Nominating Committee will be empowered to
OpopulateO any additional work groups requested by the Core Leadership Team.
Thereatfter, the Nominatingommittee will make nominations to the Annual Conference,
which will elect members of the work groups.

Although current committees and agencies not required bydod of Disciplineor

named in this plan will cease to exist upon adoption of this gicapéan,the functions

which were the responsibility of the current committees and are required by the

Book of Discipline,as well as the connectional relationships with the general boards

and agencies, will be continued by the Core Leadership Team andettiour centers.

As we move from a Orepresentative modelO to an Oaccountability and results model,O it is
our desire both to honor the purpose and function of current committees and agencies
AND to clarify ideal outcomes and see that those are cared ftmeimew Center
structure.

In addition to the Core Leadership Team and the four Centers, it is proposed that the
following existing leadership groups be continued in relation to one of the Centers: Board
of Ordained Ministry* and its suroups, the Comrttee on Administrative Review?*,

the Committee on Investigation*, the Board of Laity, the Committee on Lay Speaking
Ministries, the United Methodist Women* (UMW), the United Methodist Men* (UMM),

the Conference Council on Youth Ministries (CCYM), the Couweci Finance and
Administration (CF&A), the Board of Trustees* the Board of Pension and Health
Benefits*, and the Committee on Archives and History*. (*Required by Bk of
Discipline)

Other Committees which will continue are the Committee on Ep&nd, the Episcopal
Residence Committee, the Committee on Courtesies and Resolutions, and the Memoirs
Committee.

(See Appendix H for a description of how the proposed Centers and groups will assume

the responsibilities of the current committees and eigerand fulfill the requirements of
theBook of Discipling
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Core Leadership Team

GoalSetting -
Accountability RGOS (6 w
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Communication:

Decisions between
Conference Sessions
permitted byBOD

Composition
¥ Bishop, who will convaee the Team

¥ Conference Lay Leader

¥ One lay member elected by each district

¥ Three alarge members appointed by the bishop

¥ One District Superintendent

¥ Director of Leadership Development

¥ Director of New Church Development & Congregational Tramsédion
¥ Asst. to Bishop & Director of Missional Outreach

¥ Director of Connectional Resources & Treasurer
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4. Realign our financial resources to refleicthese priorities.

There is no anticipated increase in overall funding for new measures included in this
plan. Instead we will realign existing resources to address the strategic priorities
established by the plan. In order for us to continue to be gfeadrds of all that God has
given us, we must start pruning and simplifying before adding new ideas and initiatives
to meet our new challenges and calls into ministry.

The Core Leadership Team, in consultation with the Council on Finance and
Administraton, will be empowered to make adjustments in the allocations of the 2010
apportionment budget as needed to begin to implement this plan.

The Council on Finance and Administration, in consultation with the Strategic Planning
Team, will prepare and presend the 2010 Annual Conference session a 2011
apportionment budget that begins to reflect the strategic priorities included in this plan.

The Council on Finance and Administration, in consultation with the Core Leadership
Team, will examine existing fund lzaces and make appropriate reallocations to the
strategic priorities included in this plan.

A transition map for the implementation of this strategic plan will be developed. This will
include the necessary decisions involved in redistributing the aseetstlie current
districts and will encourage the reallocating of any excess assets to starting new churches
and faith communities. (See Appendix I)

(NOTE: The APPENDICES referenced above are posted on www.holyconferencing.com )
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