STEP ONE

Building a Missional District
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HOW SECTION ONE MATERIALS APPLY

To the District Superintendent

The materials in this section will give the district superintendent an overview of the basic foundation needed to deploy a NewStart system. This Section will also describe the steps needed to identify logical mission zones within the district and help identify key leaders from each of these zones.

To the District NewStart Coordinator

The material in this section is important for the District NewStart Coordinator in order to understand the missional structure of the district and to work in harmony with the district superintendent in working with mission zone representatives.

To the NewStart Commission

Members of the NewStart Commission will benefit from the materials in this section by understanding the structure of the district and how their individual responsibilities fit within the mission zone structure.

Starting strong new churches the right way requires multiple strategies working in         calculated unison. While no single strategy produces healthy growing congregations, a definite synergy develops from the wide range of components to produce strong churches. The faith projection for starting 1,500 churches by the 2008 Centennial Celebration of the Church of the Nazarene requires the intentional efforts from multiple teams of leadership.

Just as no single uniform budget would work for every new church, multiple approaches exist for starting strong churches. A “cookie cutter approach” doesn’t apply in today’s changing culture. Rather, the various combinations of pastoral leadership, people resources, missional purpose and values, evangelistic target, financial planning, geographic location — and many other components — are blended together to create an effective “tailor made action plan” for each NewStart church.

 In addition to the relevant missional strategy for each district, an adequate organizational structure equally impacts the fulfillment of the missional district’s vision. A number of effective district structures in the Church of the Nazarene are developing across the USA/Canada for starting significant numbers and varieties of new churches. In this introductory section, we’ll overview the missional concept and how it can be worked out through a number of organizational structures, depending on the master plan for each ministry context.

 What’s a Good Definition of Missional?

 In 1998, the Church of the Nazarene declared the USA and Canada as a mission field. While all the implications of that decision have yet to be realized, one significant shift involves becoming a “sent church” rather than just a “sending church”.  Ministry in the USA/Canada at its core remains missional.         

The observation has been made that the word “missional” is not in the dictionary. The word overworks each of our spell checks in nearly every first draft. What are we talking about in a ministry becoming more missional?

Most understand the changes in today’s world are dramatic and continual. Gone are the days for funding others to go as missionaries to reach the lost, while ignoring the unchurched across our community and district. Missional has to involve more than a program, but also include an apostolic lifestyle. As “sent ones” into our communities, a number of common missional characteristics begin to evidence themselves.

Traits of Missional Ministries
For missional ministries, a new priority is given to reaching “pre-Christian” populations. George Hunter in his writings has described these missional leaders in several ways:

         1. They are focused on reaching and discipling lost people.

         2. Missional leaders study and target distinct groups of largely unchurched people.

         3. They adapt their worship styles, music, liturgy, leadership styles, etc. to fit the

            culture of the unchurched population.

         4. They evaluate effectiveness by conversion growth.
         5.     They cast a distinct vision of what becoming a fully devoted follower of Jesus

              Christ can become.

In their seminar on “Missional Leadership”, presenters Chuck Zink and Ken Mills proposed a working definition of these kinds of missional church leaders: “A missional leader is a person who is called and sent by Christ to reach and establish people for His Kingdom.” The Kingdom language and perspective become crucial in the lives of missional people. This viewpoint contrasts with the more privatized ministry that motivates control, maintenance and self-preservation.

Another working description of the term missional comes from the USA/Canada Mission/Evangelism Department:

1.   Missional ministry is evangelistic.

2.   Missional ministry is inclusive.

3.   Missional ministry is compassionate.

4.   Missional ministry is reproducing.

In the truest expression of missional endeavors, these qualities permeate everything in a ministry’s activities and priorities. Missional cannot be categorized or segmented into certain areas. Rather, missional influences everything being done by a church or district.

New Churches Reach New People

This new missional approach requires some “Thinking Out of the Box”. Commitment to our holiness theology and “Core Values” as a denomination need not be amended or adapted. But the methods we use to reach people for Christ are always open for review and improvement. Increasingly, the impact of new churches brings an awareness of their effectiveness in reaching people for Christ. The greatest single method known for winning people to Christ is starting a new church.  A number of factors seem to influence this evangelistic impact.

· Unchurched people will consider attending a new church much easier than an older, established church in town. Many times new churches are in neutral locations, like familiar school buildings or community centers rather than older church properties. The energy and excitement about starting a new church also attracts interested people to come check out what is happening.

· Local churches can sponsor new churches with much greater effectiveness and efficiency than districts. The contacts and referrals from a sponsor church can greatly improve the outreach of a new church.

· A wide variety of cultural NewStarts will be the best way to reach the growing number and diversity of people immigrating into the American culture. Many times the best way to impact unreached people groups is starting a new church designed specifically to attract and minister to them.

· The average sponsoring church last year averaged less than 100 in worship. Not only were they able to help a new church get launched, most were strengthened throughout the process and most losses were replenished within six to nine months. When advancing the Kingdom becomes the motivation, growth in conversions occur with the launch of each new congregation.

Developing District Structures
By organizing a district structure to respond to the missional perspective,

leadership can improve the impact and influence of strategies and resources. While structure alone will not create a missional emphasis, the organizational structure of a district can impede its progress in multiple ways. The guiding objective for structure is to assist and complement the mission of the district. A number of effective district structures are being developed across the USA and Canada in an attempt to raise the various components of their ministry efforts. Among them are the following structures:

1.  The Geographic Mission Areas

These geographic areas replace the former zone areas that have existed on most districts for many years. With the value of geographic location, this system for organizing churches and leaders brings the strength of availability and convenience to a district system. Of course, programmatic considerations by size or demographics are usually not possible.

2.   Demographic Mission Areas

            A slight variation of the geographic mission area can include grouping leaders

and churches by missional purpose and ministry targets. For some districts, several pastors and congregations that focus on a particular demographic mission may be better suited for specialized coaching and mentoring. In other districts, these groupings are established without any regard to geographic locations.

           3.  Peer Coaching Teams

Interested and involved leaders can be organized into peer coaching teams for accountability and assistance. These teams select their meeting times and locations and most determine the subject matter to be discussed in each gathering. All those attending are equally involved in the process of presentations, question and answer times, and sharing ideas. A facilitator assists in keeping the meetings on the calendar and follow-up for absentees.

4.  District NewStart Coordinator

Many districts are recruiting leaders who serve as a NewStart District Coordinator. For some, the position begins as a dual assignment for starting a new church as well as oversight of the district’s efforts for new church evangelism. As the leader for new churches and their pastors, the NewStart District Coordinator oversees the care and development of all NewStart pastors. A more personalized oversight allows the district to use a combination of all these organizational structures as necessary. The NewStart office provides training and a growing number of resources for districts in training their coordinators.

5. Church Size Teams
Some districts have organized networks around the church sized strategies of  K-Church, School of Leadership Development and Small Church Initiatives.  These training programs encourage regular training and follow-up sessions in the context of small groups and develop leadership and materials for each level of church development. The size of the congregation determines where each pastor is assigned in a leadership training group. The materials and training conferences continue to be prepared by the USA/Canada Mission/Evangelism Department.
No doubt the number and variety of district structures will continue to grow as the efforts for local church sponsorship gain acceptance. Every district can select and adapt a structure that works best for their pastors and churches. The recommended structure remains the one that works best for you.

Assembling a District NewStart Commission
Previous organizational structures for districts implemented a home missions board, which helped oversee the evangelism efforts across the district in all its various expressions, including starting new churches. In recent years, the district advisory boards have assumed this role for most districts for a number of reasons. One of the unintended results of this shift of assignment has been very little has been done on many districts for new church evangelism. District Advisory Board is much too busy with all their assignments in legitimate duties to take on the additional work of starting multiple new churches each year across their district.

For those who are seeing the most productivity in new church evangelism, a separate leadership team for NewStart is required. These church leaders bring guidance and oversight along with a NewStart District Coordinator to the wide range of concerns for starting dozens of new Nazarene churches.  
A number of potential leaders across each district would serve well on this ministry team. Rather than overwork capable and willing existing leaders, districts are encouraged to intentionally select promising new leaders for a District NewStart Commission who would bring new energy and expertise to the assignment.

Among potential leaders, your district may want to consider the following possibilities for your District NewStart Commission:

              *    New capable pastors recently moving to your district

              *    Multicultural leaders ready to serve in a district assignment

              *    NewStart pastors who have proven their leadership abilities

              *    Potential sponsoring pastors from across your district

              *    Women who have been called into ministry

              *    Visionary lay leaders with a heart for evangelism

              *    Potential NewStart pastors who exhibit entrepreneurial abilities

As this team of leaders comes together for your district, empower them to the task of cultivating local church sponsorship in as many effective ways as they can for your district fellowship. Network these leaders with other similar teams who are doing the job on other districts. Get them to NewStart training workshops and seminars at all the denominational events that occur, like General Assembly or the National Evangelism Conference. Make sure your team connects with the growing number of free resources through the NewStart offices at headquarters.  Enlist them as recruiters for future new church pastors and sponsoring churches.

The wide range of assignments will no doubt keep this team very busy with the priority of starting strong new churches the right way. Usually, their efforts bring new life to every district since new church evangelism has been seriously neglected for many years. As you celebrate their progress and affirm them in their assignment, the future is bright for every district that prioritizes starting new churches.

Additional resources for the NewStart Coordinator, Mission Zone Representatives and NewStart Commission will be presented in this District Operations Manual. For the latest resources, be sure to check in regularly at the website at www.NewStartUSA.org

MISSION ZONE REPRESENTATIVES

Ministry Description

Introduction: The implementation of the Mission Zone Representative is intended to increase the effectiveness of NewStart pastors and their churches. The Mission Zone Representatives function under the direct supervision of the district coordinator and comprise the District NewStart Commission and are appointed annually by the district superintendent.

Objectives: The Mission Zone Representatives are selected based on their ability to oversee the geographic area of the mission zone. The objectives for the representative can be categorized into three areas.

· Scouting - Representatives will seek out prospective areas in which new churches may be started.
· Recruiting - Representatives will continually seek out prospective NewStart pastors and direct them into the district NewStart system.
· Coaching - Representatives will provide coaching support to NewStart pastors through regularly scheduled meetings that follow the guidelines for coaching arrangements.

These objectives are to be carried out in cooperation with the District NewStart Coordinator.

Responsibilities: In addition to the objectives, the mission zone representatives will be responsible to carry out the following responsibilities.

· Meetings - It is vital for the mission zone representative to participate in the regularly scheduled NewStart Commission meetings and the individual meetings with the district NewStart coordinator. 

· Training - The effectiveness of the district NewStart program depends heavily on the consistency and effectiveness of ongoing training for the mission zone representatives. Training will focus on topics that further develop the effectiveness of the mission zone NewStart programs.
· Reporting -Mission zone representatives will submit reports to the NewStart Commission at regularly scheduled meetings.

ASSEMBLING THE NEWSTART COMMISSION
The NewStart Commission can be comprised of representatives from each mission zone on the district. The overall function of the Commission is to oversee the process of starting new churches on the district. The specific responsibilities of the zone representatives will be covered in the coaching section.

The NewStart Commission can have qualified representatives from each mission zone on the district. This structure is advantageous because the zone representatives reside within the geographic areas being targeted for new churches. This structure effectively decentralizes the ministry of starting new churches to those who are best situated to facilitate the NewStart program. It also delegates some of the supervisory responsibilities of the district coordinator and allows for more hands-on coaching for NewStart pastors.

The NewStart Commission probably should be appointed by the district superintendent annually. They can meet as needed, functioning as a sub committee of the district advisory board. The District NewStart Coordinator serves as chairman of the commission with the district superintendent being an ex officio member.

Each mission zone representative will want to be capable of effectively coaching the NewStart pastors on the zone and agree to ongoing training to carry out this important function. The coaching responsibilities are outlined further in the coaching section. As the NewStart program of the district expands and matures it may become necessary for the zone representatives to create zone leadership teams to assist in carrying out the NewStart responsibilities.

On the next page a sample ministry description for a mission zone representative has been provided. For further criteria for the selection of mission zone representatives see step nine on the coaching network.

