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A RESOLUTION TO ESTABLISH A TASK FORCE REGARDING
THE ALIGNMENT AND NUMBER OF DISTRICTS
IN THE CALIFORNIA-PACIFIC ANNUAL CONFERENCE
Submitted by the Bishop and Appointive Cabinet

The Book of Discipline divides the authority fotaslishing districts in an annual conference
between the Office of Bishop and the Annual ConfeeeSession.

The Bishop draws district lines, assigns superohderts, and establishes structure for
administration of districts. The Annual Conferemssigns the number of districts.

(Paragraph 415.4 of th#&ook of Discipline includes, under the responsibilities of the bishbp
duty “to form the districts after consultation withe district superintendents and after the
number of the same has been determined by votee@rtnual conference.”)

Therefore, in line with Bishop Swenson’s call tovél the Wesleyan Code in our zip codes”, the
Appointive Cabinet makes the following MOTION:

We move that the 2011 Session of the Annual Conéeréorm a Task Force to develop a plan
that would create new district boundaries for @atifa. In addition to creating new district
boundaries, the Task Force will recommend apprapstuctures for district committees, and
develop plans for the distribution of resourcethmnew districts. The Task Force will work
collaboratively with the Appointive Cabinet, Navigmn EMT, and current district leadership to
develop this plan. The work of the Task Force wit affect the Hawaii District, as it will
remain intact. We further MOVE that the Task Faroasist of thirteen (13) members: two (2)
representatives from the Appointive Cabinet; twprépresentatives from the Navigation EMT;
one (1) representative from the current distriatiership in each of the seven (7) California
districts to be designated by their district supemdents; and two (2) at large representatives for
balance and inclusivity to be named by the Nomimgg€@ommittee. The Dean of the Appointive
Cabinet will convene the first organizing meetirfidhes Task Force. The recommendations of
the Task Force will be presented to the 2012 Sesdithe Annual Conference.



Charter for the Deployment of Superintendents
and the Establishment of Mission Areas

for the California-Pacific Annual Conference
June 2011

A Brief Introduction

The Bishop and Cabinet of the California-Pacificval Conference will:
e reduce the total number of superintendents;
e organize each district into geographic units caNgsision Areas for the purposes
of growth, relevance, and vitality;
e guide the clergy and laity serving in each Missfora to collaborate in mission
and ministry;
e call for a task force to develop a plan for newrdisalignment.

Background and Context

At the 2010 Annual Conference, the Conference Lishiije Team introduced a plan to
focus the conference’s resources through the Bgemial ministries — Leadership, New
Ministries, Compassion and Justice Ministries, Reses, and Navigation — to generate
more energy for mission and ministry. In a simbat distinct effort, the Bishop and
Cabinet are seeking to focus the role of the Ge®naerintendent to guide and serve the
mission and ministry of the church.

When the California-Pacific Annual Conference wasrfed in 1985, there were 505
congregations. Today, in 2011, there are 361 ¢tlasi.c During the same period of time,
the total membership of the Cal-Pac Conferencelbakned from 138,926 to 82,667,
and the average weekly attendance has gone fra26s4y 48,664. Only 10% of United
Methodist churches across the country are growirggrate of 5% or more per year. In
the context of fewer congregations, fewer membaard,declining attendance, the Bishop
and Cabinet are clear that, if we want a diffemrttome, we have to change what we
are doing. Itis time to change structures arategjies in order to more effectively serve
our mission of making disciples of Jesus Christter transformation of the world.

Stewardship of our resources is also at issue Har2011, the cost of maintaining eight
district offices (including superintendents andtiis staff) is approximately 20% of the
entire budget for the California-Pacific Annual Genence. Rising costs on every front
and a general decline in apportionment giving acthe denomination present financial
challenges that call for creative change.

Additionally, the function of superintendents hasvgn more complex and expectations
of the role have compounded as our connectionéisyendures a variety of stresses. In
these changing circumstances, the primary respidineband functions of



superintendents must be reassessed and refocutiezl/stan be deployed in an effective
manner.

What Drives This Change

“The task of superintending in The United Methodkurch resides in the office
of bishop and extends to the district superintehdeihe purpose of superintending is to
equip the Church in its disciple-making ministry....

“It is also their task to facilitate the initiatioof structures and strategies for the
equipping of Christian people for service in theu@in and in the world in the name of
Jesus Christ and to help extend the service iniom$gY 401, The United Methodist
Book of Discipline, 2008

Our mission is to make disciples of Jesus ChristHe transformation of the world, so
the primary reason for these changes is to “isitsttuctures and strategies” that serve
that purpose effectively. We believe that thisrapph will focus our efforts on the four
foci of our denomination, helping us to develop Headership, new places for new
people, and ministries of compassion and justiaewhill have a broader, transformative
impact on the communities we serve.

These changes are also a constructive way to adthredinancial realities of our Annual
Conference. Even so, the true effectiveness aktlsbanges will be measured by the
answer to the question asked of each Mission Agaet) congregation, and each United
Methodist: What have you accomplished for the sdkée Church’s mission?

Biblical and Theological Reflections

In the gospel of Luke, Jesus identifies himselthmy fruits of his ministry:

The disciples of John reported all these thingkito. So John summoned two of
his disciples and sent them to the Lord to aske“pou the one who is to come, or are we
to wait for another?”....And he answered them, "Gal @ell John what you have seen
and heard: the blind receive their sight, the lawealk, the lepers are cleansed, the deaf
hear, the dead are raised, the poor have good nawsght to them. And blessed is
anyone who takes no offense at rfiaike 7:18-23).

Likewise, when Bishop Mary Ann Swenson addressedX&neral Conference in April
2008, she said that our identity as disciples sfige&Christ is shown by pouring ourselves
out for a world in need.
“In a world that has embraced the ‘myth of scartitya ‘culture of
consumption,” God offers abundant life through 3eGurrist.... However, too often we
live as if we had just one small cup to receive '&gdt. When used faithfully, the cup
becomes Christ’s vessel for mission and ministinen it is empty, its purpose is to be
filled; when it is filled, its purpose is to be etmeg. It receives only so it can pour out.
“As people of faith...we are the cup. Our purposwibave God'’s life-giving
abundance flow through us, pouring out into theldiorunning over the four corners of



the world, transforming the world. We do this wienmove beyond the myth of scarcity
to the reality of God’s abundance. God has poureteverything needed for ministry in
this time, in this place and for all the peopleGaid. Let us be the cup overflowing in a
thirsty world.”

The L earning Process

In anticipation of these changes, we have soughiviedom and knowledge of our
friends in other Annual Conferences that have ntateparable changes, including
California-Nevada, Indiana, Wisconsin, and WestdOHtrom their experience with
district mergers, deployment of district superimtents over larger districts, and Mission
Area development (or “clusters” and “circuits” &gy are known in those conferences),
we have gained valuable insights.

The key strengths and intended outcomes they fgea: increased effectiveness of
congregational efforts; the strengthening of indiial congregations; and the cultivation
of a culture of support and accountability at eMesel of the conference. The
challenges and unresolved realities they have eperd include general resistance to
change, language obstacles, cultural obstaclesgyeoglaphic challenges.

In recent years, a few of the districts in Cal-Rage begun working with geographic
groupings of churches and, from this experiencehaxe found the value of
collaboration in mission, cooperative ministridsaied resources, and more; the full
potential is yet to be realized.

The Proposal

Change the Focus of the Superintendents
“The district superintendent shall oversee the totanistry of the clergy and of the
churches in the communities of the district intimissions of witness and service in the
world...(a) by giving priority to the scheduling ohe and effort for spiritual leadership,
pastoral support, supervision and encouragemetttéaclergy and to the churches of the
district...” (1419, The United Methodist Book of Discipline, 2008

In July 2011, Santa Ana District SuperintendentriMalrickson, completes his term of
service. Bishop Swenson has designated Cedriclg8iorth (Los Angeles District) to
be the Superintendent of Record for the Santa Ae&i€l beginning July 1, 2011. He
will be assisted by Kathey M. Wilborn (Long Beacistict), Myron Wingfield (San
Diego District), and Bau Dang (Riverside Districijhere will be no change in district
administrative assistants or district offices a time.

We expect that two additional district superintemtdevill come off the Cabinet at the
end of June 2012, when the vision of a reconfig@alinet will be fully realized with a
total of five district superintendents.



In order for this structure to work, there will aelramatic shift in the role of the
superintendents — what they prioritize, what theyahd what they do not do.

The priorities of the district superintendents o
1. to focus on the appointment process to providecife leadership;
2. to foster collaborative engagement in the missielalf
3. to develop and maintain a structure of supportaswuntability for clergy and
congregations.

District superintendents will give more attentiondiscipleship and leadership
development in general, and training for Staff-BfafRelations Committees specifically,
to establish systems and structures that fostéthyezongregations. Congregational
communications covenants, processes for conflgmdlogion, and regular Mission Area
leader training are some of the tools that willised to support congregations and clergy
in making these changes.

District Superintendents will no longer meet anhuaith each Staff-Parish Relations
Committee, but will consult with SPRCs when a cleafjpastoral appointment is
expected, or as necessary to consult on such maftéey will, however, meet regularly
with Mission Area clergy and lay leadership for thepose of focusing on our common
mission.

Establish Mission Areas
Beginning July 2011, we will see the introductidriission Areas. A Mission Area is a
region within a district determined by a strategiepgraphic grouping of four to ten
congregations within that region. The purposeaaheMission Area is to coordinate,
encourage, and facilitate mutual support amonggland laity in making a
transformative impact on the people in their regidime objectives include, but are not
limited to: 1) developing cooperative support amolaggy and congregations; 2)
identifying the assets, strengths, and opportundieilable to meet the needs within their
shared mission field, and; 3) collaborating andrparing in fruitful mission and ministry.

The Bishop and District Superintendents are culreémthe process of organizing
churches in Mission Areas with the expectation #ilatlergy and churches will
participate in this structure and strategy.

Identify and Train Mission Area Leaders
A Convening Elder will be appointed by the distsaperintendent for each Mission
Area. The specific responsibilities for Convenktders will be uniform across the
annual conference. Training modules are currentievelopment.

Mission Area Clergy
As stated above, Mission Areas become the primaint pf support and accountability
for the mission of the church. For that reasoargyl will be expected to meet at least
guarterly to build relationships, share hopes amterns, and chart their course. Beyond



these specific expectations, each Mission Areadetermine the best pattern of
gathering to accomplish its shared purposes. €hergl spirit of these gatherings should
take shape around the questions: “What can wengaeh together, working
cooperatively and collaboratively, that we canratoenplish, either as well or at all, by
ourselves?”

Mission Area L aity
In a parallel and often overlapping manner, theléaglership of each Mission Area will
also convene quarterly to build relationships, sheapes and concerns, and chart their
course. Once established, the spirit of theseegaitips should take shape around the
guestion: “What can we accomplish together, waglaooperatively and collaboratively,
that we cannot accomplish, either as well or atbgllourselves?”

The lay leaders best suited to take the leadisnetfiort may not be the currently elected
officers of the congregation. Instead, identify articipants by asking, “Who has a
passion for the mission of the church and a prarek record of leadership?”

Outcomes and M easur ements
Four Foci & Essential Ministry Areas (MA)

e How is your MA developing more spiritual & princgd leaders? List
achievements.

e Given the report from the “Call to Action,” whaegis is your MA taking in
assessing and strengthening the vitality of exgstiongregations? List
achievements.

e Where does your MA envision the possibility devéhgpnew ministries? List
timeline(s).

e How is your MA actively engaging in ministries aistice and compassion with
the poor? List local, regional, national & glolo@ployments of servant disciples.

Mission Area Demographic Realities
e What are the assets in your MA for possible pastmerin ministry?
e What are the primary and secondary needs in you? M¥hat are the short and
long-term needs in your MA?
e How are the congregations in your MA a reflectidryaur demographic reality?

Congregational Realities

e What are the assets and resources individual cgatioas bring to enhance the
effectiveness of the MA?

e How are you re-envisioning and re-directing yowsogrces towards vitality?

e How is your MA utilizing congregational strengthsdaassets to meet community
needs?

e What are the challenges in individual congregatto#ow are you collectively
working on transforming congregational challengge bpportunities to
strengthen and enhance your MA?



District Alignment
The alignment of district boundaries is the pretivgeof the annual conference, and the
Bishop and Cabinet are convinced that, just asitineber of superintendents is changing
from 8 to 5, we should also change the alignmédistricts from 8 to 5 (4 in California,
and one Hawaii). To that end, the Cabinet wilgent a motion to the June 2011 session
of the Annual Conference calling for a District gdiment Task Force to study the
feasibility and requirements of changing the nundret borders of districts in Cal-Pac.

District Staff & Offices

As stated above, there will be no change in thebmurof district offices or in the number
of district administrative assistants at this tifmet we are working toward making that
change by July 2012. When the district alignméai jis complete, however, we expect:

e The five districts will be staffed by five adminigtive assistants.

e The district offices will be located within thegspective geographic regions.

e The need for additional district or transitionaf§{part time or temporary) will

be assessed as part of the planning and implenenfabcess.

June 2011



Transition and Implementation Timeline

Superintendent transitions

July 1, 2011
Santa Ana District — a new DS of record is asgigpartnering with three other
superintendents to give oversight for Santa Anssin Areas

July 1, 2012
(Assuming action by the 2012 Annual Conferencehtange District alignments) 1
or 2 district superintendents will rotate off trebmet and the remaining 5 or 6 will
continue to provide supervision during the traonsitio newly aligned districts.

July 1, 2013
If only one DS rotates of in 2012, another DS edaiff

Districts
June 2011 — Annual Conference considers (and appiowdget assuming 5 DS’s)
moving to 5 Districts, maintaining eight distri¢ctsough June 30, 2012

June 2012 — Annual Conference acts on specific ramibdistricts and boundaries
proposed

Mission Areas

Spring 2011
Initial boundaries set by the District Superintemdefollowed by a year of
implementation and adjustment in collaboration Wilission Area leaders, allowing
for organic and serendipitous developments in pucduhe church’s mission.

Mission Area Leaders
Convening Elders will be determined by the Dist8ciperintendents. Lay leadership
to be determined collaboratively with clergy in e@ongregation. Training for
Mission Area leaders will begin Summer and Fa2011.

Financial Impact of Changesin Superintendent & District Staff Compensation

The Compensation for Conference Staff, includinge3intendents and District
Administrative Staff, has been frozen at 2008 Igevéh 2010, a new formula was
approved for setting DS compensation but, withfteeze, it has not been implemented.
Implementation of the formula would accompany t@uction in the number of
Superintendents. Any new district alignment plak iwclude appropriate compensation
adjustments for non-exempt staff.



