


Introduction:

At a strategic planning retreat in August 2020, the Coordinating Cabinet set a
goal to assess our Annual Conference’s current financial realties and ongoing
sustainability, and establish action steps to address unsustainable practices and
opportunities for improvement.

A theologically and racially diverse 13-member task force of clergy and laity
from various areas of the Conference was formed with representatives from the
Connectional Leadership Team (CLT), Coordinating Cabinet, Episcopal Office
and Council on Finance &Administration (CF&A). The group began meeting
in October, 2020.

Sustainability Task Force Members include:

• Donna Vizza, CLT Chair
• Rev. Alyce Weaver Dunn, Director of Connectional Ministries
• Rev. Patrick Lenox, Cabinet Dean
• Sharon Gregory, Conference Lay Leader
• Rev. Seth McClymonds, CF&AChair
• Mallory Miles, CF&AVice Chair
• Erica Rushing, CF&AMember
• Roger White, Conference Treasurer
• Rev. Renee Mikell, Assistant to the Bishop
• Rev. Robert Zilhaver, Connellsville District Superintendent
• Rev. Amy Wagner, Congregational Development & Revitalization
• Paul Huey, Associate Conference Lay Leader and
• Bishop Cynthia Moore-Koikoi.

The task force was intentional in its efforts to “go back to basics” and ground its
work in the fundamental principles of connectionalism and disciple-making (see
BOD ¶132 and ¶601), as well as addressing the temporal needs of our local
churches.

What started as a discussion focused primarily on the Conference connectional
budget transformed into a passion-filled collaboration about new ways of
operating, new approaches for bolstering and supporting mission and ministry
efforts at the local church and community level, and opportunities to strengthen
and engage more fully the district lay leaders and lay servants.

As part of their work, the task force utilized concepts from Bill Sharpe’s Three
Horizons: The Patterning of Hope to not only assess our current realities, but to
envision a future state. The Three Horizons thinking was seminal; it resulted in a
shift from a numbers driven assessment to a more broad-based assessment.

In “mathematical equation” terms:

• Financial Sustainability ≠ Conference Sustainability

Focusing purely on the numbers could result in cost-cutting ourselves out of
existence; defunding ministry.

However,

• Conference Sustainability = Fiscal Responsibility + Connection +
Vital Ministry

It was at this point we dropped the work “Financial” from the working group
name.

Although the work of the Sustainability Task Force is far from over, the results
of its work from the last 6+ months, as well as details from the pilot programs
(experiments) being undertaken, are listed below. You will find more
information on each of these topics in the subsequent pages.

• Three Horizons Analysis
• Superintendency Model Pilot Program
• Superintendency Model Pilot Program FAQ
• Regional Staff Pilot Program
• Regional Staff Pilot Program FAQ
• Laity Voice – Call to Action
• Budget Process Discussion

It is with boldness, seriousness and conviction that the task force members are
doing their work. While it may have been easier to pursue a less costly, modified
version of the status quo, that would have simply perpetuated unsustainable
practices. By naming and addressing the brokenness, the task force is seizing the
opportunity to implement change while so much around us has grown stagnant.

Please pray for and support the task force members as they continue their work,
as well as the Conference members that will be shepherding the pilot programs.
Recalling Isaiah 43: 18-19, “Remember not the former things, nor consider the
things of old. Behold, I am doing a new thing; now it springs forth, do you not
perceive it? I will make a way in the wilderness and rivers in the desert.”
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Three Horizons Analysis

Times of uncertainty and upheaval always come with unique challenges, but it is
also in these times when we become most aware of what is working within our
systems and structures, and what must change. As the Sustainability Task Force
began its work, there was a collective excitement that, while much remains
unknown about the future, there is much that we do know and much that we can
control. We know that we are called to love God and our neighbor. We know
that there are people who need and do not know Jesus. And we know that our
Wesleyan theology and intentional systems of connection provide powerful tools
and avenues through which the Good News can be shared with the world.

Recognizing these truths and drawing inspiration from them, the task force
began utilizing Bill Sharpe’s resource, Three Horizons: The Patterning of Hope,
to explore best practices for building upon what we know to better position
ourselves for what lies ahead. The following excerpts explain the vision
patterning which helped to ground the group’s conversations, and undergird the
pilot program experiments we are undertaking. Beyond these excerpts, you will
find a breakdown of the group’s analysis.

Excerpts from Three Horizons

What are the characteristics of the three horizons?

• “The First Horizon (H1) describes the current way of doing things, and the
way we can expect it to change if we all keep behaving in the ways we are
used to. The ‘voice’ of this horizon is the managerial voice that is concerned
with the first horizon responsibility for keeping things going.

• The Third Horizon (H3) is the future system. It is those new ways of living
and working that will fit better with the emerging need and opportunity. H3
change is transformative, bringing a new pattern into existence that is
beyond the reach of the H1 system. The ‘voice’ of this horizon is one of
aspiration and vision, that holds out for commitment to a better way and the
opportunity that can be imagined in the mind’s eye.

• The Second Horizon (H2) is the transition and transformation zone of
emerging innovations that are responding to the shortcomings of the first
horizon and anticipating the possibility of the third horizon. New ways of
doing things emerge in messy ways, brought about through some
combination of deliberate action and opportunistic adaptation in the light of
circumstances. The ‘voice’ of this horizon is the entrepreneurial voice that is
eager to get on and try new things (some of which won’t work).”

How does Three Horizons assist us in our work toward sustainability?

• “Three Horizons is a way of working with change; it is a foresight tool.”
One of its most useful components comes in its ability to help us identify all
three horizons as they exist in the present. By looking at our systemic
patterns rather than individual events or unexamined trends, we are able to
identify the patterns of the future in the actions and intentions of our people
and our ministries now.

• If we think of our efforts as building a bridge (H2) between the realities of
today (H1) and a more sustainable tomorrow (H3), we know that we must
identify what exists on both sides of the bridge before we can build it.
Through an intentional critique of the first horizon’s challenges and
strengths, and through the vision casting of our future, we can more
effectively identify those practices which we should stop, start, or maintain
in the transitional period of our bridge building (second horizon). It is also
through this critique that we are able to reflect on our own intentions and
interactions with the patterns that help or harm the sustainability efforts of
our Conference ministry and mission.

What is the benefit of approaching this work in this way?

• “The essence of Three Horizons practice is to develop both an individual
and a shared awareness of all three horizons, seeing them as perspectives
that must all come into the discussion, and to work flexibly with the
contribution that each one makes to the continuing processes of renewal on
which we all depend. ... Future consciousness is the name we have given to
this flexible awareness and skill that we can develop together, because it is
an awareness of the future potential of the present moment.”
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While this is not an exhaustive list, these are the challenges of our present
moment – our first horizon – and they brought this question to the forefront of
the Sustainability Task Force’s work: At a time when so much is uncertain,
how do we tackle the brokenness that we are experiencing in our structures,
relationships, and traditions of faith?As the task force gained insight from
Three Horizons, consulted the Book of Discipline, and was inspired by the
impactful work of our Conference ministries, the answer became clear.We get
back to basics. We use what we know, what we can control, and what is
working now as the building blocks for what is yet to come.

The Third Horizon
We know that ours has always been a conference that rises to meet challenges as
they come our way, and in 2020, you have shown that once again. This
Conference saw need and responded. This challenging season has proven that
we are at our best when we live deeply and intentionally into the greatest
commandment, and the second like it: “Love the Lord your God with all your
heart and with all your soul and with all your mind … Love your neighbor as
yourself.”

We know that not only are we called to love God and love our neighbors, but
that we are called to love God BY loving our neighbors. We are a connected
people who know the grace and love of Jesus Christ and want to share with
others the power of these relationships.

We can control how we put that love and our relationships into practice. As
United Methodists, we put faith in
action through the Wesleyan Means of
Grace; works of piety and mercy,
personal and social holiness.

The Sustainability Task Force, taking
into account what we know and what
we can control, envisions a third
horizon characterized by:

• Core Purpose:Making disciples
of Jesus Christ who Love God and
Love Neighbors

• Vision: Loving God. Loving
Neighbors.

• Guiding Values: Connection and
Collaboration, Diversity,
“Level Leadership” and
Decentralized Structure,
Adaptability, Generosity,
and Health Leading to Fruitfulness.

But how do we get there? 4

The First Horizon:
Future Potential of the
Present Moment
In our present moment, the power of
our connection is given expression and
purpose in our Book of Discipline; and
from the onset, two passages from our
foundational documents served as a
litmus test for the discernment as it was
taking place within the work of the
Sustainability Task Force.

• BOD ¶132: The Journey of
Connected People –…...Our
connectionalism is not merely a
linking of one charge conference to
another. It is rather a vital web of
interactive relationships. We are
connected by sharing a common
tradition of faith, ... by sharing a
common mission, which we seek to carry out by working together in and
through conferences that reflect the inclusive and missional character of our
fellowship...”

• BOD ¶ 601: [Annual Conference] Purpose – “The purpose of the annual
conference is to make disciples of Jesus Christ for the transformation of the
world by equipping its local churches for ministry and by providing a
connection for ministry beyond the local church; all to the glory of God.

As United Methodists our structure is designed, and we are ordained, to be a
connected people serving in relationship with God and with one another. While
2020 highlighted some of the most creative, compassionate, and connectional
ministry we’ve experienced, it also further exposed areas which require
immediate attention. As the task force critiqued our systems and structures
through the lens provided by Three Horizons and using Discipline as the filter,
several things stood out:

• There are patterns and habits still in use which no longer serve the current
realities of our mission

• Many of our ministries are not resourced or funded at adequate levels
• We utilize a complex committee structure that often results in siloed

ministry rather than connection and meaningful fellowship
• Our shared identity is lacking in many ways
• Our relationships and connection suffer from widespread mistrust
• Many of our clergy and congregations are in poor health



The Second Horizon

As mentioned above, Three Horizons is a way of working with change, and its
insights bore fruit in the early stages of conversation and discernment. What
began as a numbers-driven assessment of our Conference’s financial
sustainability shifted quickly into a more broad-based assessment of overall
sustainability.

• Financial Sustainability ≠ Conference Sustainability
Focusing purely on the numbers could result in cost-cutting ourselves out of
existence; defunding ministry

Rather, the Sustainability Task Force believes that:

• Conference Sustainability = Fiscal Responsibility + Connection +
Vital Ministry
It was at this point that “Financial” was dropped from the working group
name.

As the task force worked to discern how to move from the first horizon to the
third, two complementary realignment models began to take shape:

• The Superintendency Model Pilot Program - an endeavor to not only
introduce a more cost-effective model for superintending, but one that
enables opportunities to strengthen the relationship between the
Superintendent and Lay Leadership and better leverage experienced clergy
leaders, allowing the Superintendent to focus more of their time as “Chief
Missional Strategist” for their districts.

• The Regional Staff Pilot Program - an intentional shift to position
resources and personnel in the areas where they can best serve and equip our
local churches.

One of the most important aspects of the second horizon is that it is a time of
transition and transformation. New endeavors are untaken in this zone and
some of them may not work; but we can’t keep doing the same thing and
expect different results. The realities that we are certain no longer work to
serve our ministry and mission must give way and make room for those that
may do so in the days ahead.

As the practical mechanisms of the second horizon, it is important to know
that these pilot programs are experiments. It is also important to
acknowledge that they are the result of the prayerful and Spirit-led work of
a 13-member task force, with representation from our Connectional Leadership
Table (CLT), Coordinating Cabinet, Episcopal Office, and Council on Finance
and Administration (CF&A). These members are confident in and excited about
the new directions that are emerging from our past and present horizons and the
lessons learned therein. Each member is willing to answer questions, share their
part in this process, and walk with you as you discern your part in what is yet to
come.

For more information, use links provided within the web pages listed on the
Sustainability Task Force page menu or connect with members of the
Sustainability Task Force listed at wpaumc.org/sustainability.

Graphic recreated from Three Horizons
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As announced by Bishop Cynthia Moore-Koikoi on February 15, 2021,
WPAUMC will implement an experimental district leadership model in the
Indiana and Franklin districts commencing on July 1st, concurrent with Indiana
District Superintendent Jim Pond’s retirement.

With the Rev. Jodie Smith appointed as the Superintendent for both the Franklin
and Indiana districts, and with support from Connellsville District
Superintendent Robert Zilhaver, as well as an elder appointed as Ministry
Assistant in each of the three districts (Thomas Carr, Franklin; Howard
Greenfield, Indiana; and Robert Ellson, Connellsville), we have an excellent
group of experienced clergy leaders to support this bold and exciting endeavor.

The Sustainability Task Force not only believes that this can be a more cost-
effective model for superintending, but one that enables opportunities to
strengthen the relationship between the Superintendent and Laity in leadership
positions and better leverage experienced clergy leaders, allowing the
Superintendents to focus more of their time as the Chief Missional Strategist for
their district.

Moreover, we see this as an opportunity to refocus ministry and mission efforts
within our local churches and communities.

Coupled with the Regional Staff Pilot Programs, we will be focusing staff
resources on local churches and communities within 7 of our existing 10
districts. While the Superintendency and Regional Staff models can be
implemented independent of one another, obtaining feedback from a broader
cross-section of our Conference will be invaluable in future decision-making.

As the Sustainability Task Force discerned alternative approaches and models
for superintending, the ability to undertake change that did not require
immediate modifications to our current structures was critical. For example,
reducing the number of districts and/or redrawing district lines to reduce the
number of district offices was not considered.Maintaining the integrity of the
existing districts was considered to be instrumental to the Shared District
Leadership Model.

Clearly there is uncertainty in our future, but this should not become a reason or
excuse to NOT take action, to NOT try new things. Furthermore, this should
NOT be a time to take action that is driven purely by financial considerations.
The Sustainability Task Force believes this approach strikes an appropriate
balance of living into the temporal needs of our local church, while applying the
financial rigor and responsibility that is called for in our current situation.

For additional information, please also see the Frequently Asked Questions
(FAQ) document that has been prepared for the

Superintendency Model Pilot Program.
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The 2020-2021 Coordinating Cabinet Strategic Plan established a Sustainability
Task Force to study and make proposals to sustain vital ministry in the Western
Pennsylvania Annual Conference amid a myriad of cultural, institutional,
financial, and personnel changes and dynamics. The Sustainability Task Force
proposed an experimental model of supervision in which one district
superintendent supervises two districts. Here are some frequently asked
questions about the model, arranged by topic, with answers from the
Sustainability Task Force.

District Superintendent

1) Who is my district superintendent?
Rev. Jodie Smith is appointed by the Bishop as the Superintendent of the
Franklin and Indiana Districts. Rev. Robert Zilhaver is appointed by the Bishop
as District Superintendent of the Connellsville District.

2) What is Rev. Zilhaver’s role in the Indiana District?
Rev. Zilhaver’s work in the Indiana District is by invitation, consultation,
direction and supervision of Rev. Jodie Smith, the Indiana District
Superintendent.

Lay Leadership

1) Does this experimental model change the laity leadership in the
three districts?
Part of the goal of this model is to celebrate and enhance lay leadership in each
district, so each district will keep its current district lay leadership positions and
committees, such as district lay leader, director of lay servant ministry, missions,
programming, United Methodist Women, United Methodist Men, etc.

2) Does the experimental model prohibit Lay Servant Ministry
Schools or other mission, programming and advocacy work being
shared across districts?
No, each district retains authority to work cooperatively with other districts.

District Committees on Ordained Ministry (DCOM)

1) Does each of the three districts keep its own DCOM?
Yes, each district will have its own DCOM and the appointed DS will be
responsible for their respective DCOMs (¶666 of the Book of Discipline). Rev.
Jodie Smith, as the district superintendent appointed to the Indiana District, may
invite Rev. Zilhaver to consult or work with the Indiana DCOM.

Committee on District Superintendency

1) Which superintendent will attend the District Committee on
Superintendency meetings?
The DS appointed to the district will be the one to attend its District Committee
on Superintendency meeting. In the case of the Indiana District, Rev. Smith may
invite Rev. Zilhaver to attend.

2) Will each of the three committees on district superintendency
participate in the evaluation of the experimental model?
Yes, each district committee on superintendency will participate in the
evaluation of the experimental program and its impact on its particular district.

Charge Conferences

1) Which superintendent will be responsible for charge conferences?
Each DS will be responsible for charge conferences in the districts they are
appointed to. Rev. Smith may invite Rev. Zilhaver to attend annual cluster
charge conferences and other charge conferences in the Indiana District.

PPRC Meetings

1) Which superintendent will be responsible for consultation with
individual PPRCs?
The DS appointed to the district will be responsible for consultation with the
PPRCs in their district.

2) Which superintendent will be responsible for consultation with
PPRCs in the Indiana District?
Rev. Jodie Smith may invite Rev. Robert Zilhaver to attend annual consultations
with PPRCs in the Indiana District.

One-on-One Meetings with Clergy

1) Which superintendent will be responsible for consultation with
pastors?
The DS appointed to the district will be responsible for consultation with the
pastors appointed in their district(s). Rev. Smith may invite Rev. Zilhaver to
attend consultations in the Indiana District.

District Offices and Support Staff

1) Will there still be a district office in in each district?
Yes! Each district office will remain open and serve each district. We want to
continue the good ministry and mission connections in each district.
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District Staff Support:

1) Will there continue to be a district administrative assistant
in each district?

Yes, the district administrative assistant position will remain and
continue to serve each district.

2) Will each district have a ministry assistant to the district
superintendent?

Yes. Connellsville, Franklin, Indiana District will each have a
ministry assistant appointed by the Bishop.

3) What do ministry assistants to the DS do?
Ministry assistants to the district superintendent are part-time,
exempt staff positions. They are elders appointed by the bishop.
They assist the DS to fulfill the responsibilities outlined in ¶419 of
the Book of Discipline. They are ex-officio members without vote to
the DCOM and the committee on district superintendency in the
district to which they are appointed.

4) Are ministry assistants to the DS members of the appointive
or coordinating cabinet?

No, ministry assistants to the district superintendent are not
members of the appointive or coordinating cabinet?

General Implications:

1) Will the experimental model for supervision cost more?
The new model is expected to result in significant savings for the
conference. The projected savings in the first year is $55,000. If
successful, extending this model to cover our remaining districts
could free up $1M+ dollars, over 5 years, which could be reinvested
into our ministries or passed on as apportionment savings to our
local churches.

2) When will the decision be made to expand this model to
other districts?

The model studied by the Sustainability Task Force centered
around decision discernment by the coordinating and appointive
cabinet when current district superintendents leave the cabinet.

3) How will the experimental model for supervision be
evaluated and future decisions made?

The Sustainability Task Force and the Coordinating Cabinet will
develop and conduct a review of this program in consultation with
committees on district superintendency. After reviewing the
evaluation, the Appointive Cabinet will use its disciplinary
discernment process for appointment making.

4) What if the review demonstrates that the experimental
model of supervision does not improve the sustainability of the
ministry of the annual conference?

If this model is not successful, after reviewing the evaluation, the
Appointive Cabinet will use its disciplinary discernment process for
appointment making to restore the current model for supervision or
another model discerned through that process.
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Love God. Love Neighbor.

Four words that capture the fullness of our Christian faith!

Throughout history, God’s people have embraced these core faith
commandments: “You shall love the Lord your God with all your heart, and with
all your soul, and with all your might.” (Deuteronomy 6:5 NRSV). “You shall
not take vengeance or bear a grudge against any of your people, but you shall
love your neighbor as yourself: I am the Lord.” (Leviticus 19:18 NRSV)

When Jesus was asked what commandment in the law was the greatest, he
masterfully wedded these two Old Testament scriptures in this way, forever
shaping our basic Christian faith: “’You shall love the Lord your God with all
your heart, and with all your soul, and with all your mind.’ This is the greatest
and first commandment. And a second is like it: ‘You shall love your neighbor as
yourself.’” (Matthew 22:37-38 NRSV)

The Greatest Commandment. Love God. Love Neighbor. Four words forever
woven together as the basic expression of our faith in Jesus Christ.

Since the Fall of 2020, a “Sustainability Task Force” has been meeting to review
our present ministry structure in the Western Pennsylvania Conference and
determine how it could be sustained during these difficult and uncertain times.
Consisting of members from the Coordinating Cabinet, the Conference Council
on Finance and Administration, and the Connectional Leadership Team, the
original goal of the team was to enable ministry to survive – yet the Holy Spirit
intervened in our human task and compelled us to imagine how ministry could
thrive – now and into the future!

A “Ministry” sub-group was formed with the purpose of considering various
models for our Conference ministry. After reading the book Three Horizons: The
Patterning of Hope by Bill Sharpe, the team started to dream what ministry
would look like in the Third Horizon (new patterns of ministry that will better
address the emerging needs of our churches and communities). While our
current situation, our First Horizon, is filled with vital ministry and excellent
staff, our team yearned for a ministry construct that would call us back to the
basics of faith – to love God and to love neighbor. So the team forged ahead to
envision what kind of Second Horizon Ministry (transitional period) we needed
to move us toward our preferred future of a ministry grounded in “Love God,
Love Neighbor.”

As we talked and prayed about how the Conference could best provide a
ministry model of “Love God. Love Neighbor,” a profound truth created the
pathway: The local church is the most important place of ministry!
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In The Book of Discipline of the United Methodist Church (2016), ¶201 reminds
us “the local church provides the most significant arena through which disciple-
making occurs.” Further, ¶202 states, “The function of the local church is to help
people accept and confess Jesus Christ as Lord and Savior, and to live their daily
lives in light of their relationship with God.” In other words, the local church
is the best place for people to love God and to love neighbor!

So, as we imagined how the Conference could best provide resources to local
churches to more deeply love God and Neighbor, we envisioned a way to
decrease the distance between the Conference and the local church. With
excitement, we formed a plan that would connect the basics of faith with the
ground zero location of disciple-making, the local church.

The outcome is an experimental Regional Ministry Plan in which
Conference Staff would work more closely with local churches to equip
them for disciple-making. The plan would deploy a Regional Coordinator of
Spiritual Formation (Love God) and a Regional Coordinator of Community
Engagement (Love Neighbor) to serve part-time in a defined region of the
Conference. A simple explanation of the ministry focus is that the staff pairing
would work with churches in the region to:

1) Identify spiritual gifts/strengths for ministry; and
2) Know the community and its needs.

The ultimate outcome of the staff ministry would be to aid local churches in
applying their gifts/strengths in their community – all to make disciples of Jesus
Christ!

In order to recognize and celebrate that all
Christians are “called through their
baptism to a ministry of
servanthood in the world for the
glory of God,” (BOD, ¶126)
the ministry team in
each region will be a
partnership of a
clergy and lay person.
All will serve in the
positions on an interim
part-time basis.



This pilot project is an exciting experiment! In the midst of all of the uncertainty
and anxiety of these troubling times, this opportunity will increase our focus on
strengthening local churches to love God and love neighbor – all for the purpose
of making disciples for Jesus Christ! Over the course of the coming year, the
project will be implemented and evaluated. If the new staff model is truly
leading us to Third Horizon ministry, interim regional staff could be deployed in
other regions in our Conference in the coming years.

In the coming weeks, the staff who will serve in these positions will be
announced. Please add this pilot project and the potential staff to your prayer
list. May God be glorified as we love God and Neighbor in new and exciting
ways!

~ By Rev. Alyce Weaver Dunn, Director of Connectional Ministries
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As indicated in the included graphics, two regions in the Conference, each
comprised of two districts, have been identified to launch this ministry
experiment on July 1, 2021. The Erie-Meadville/Kane region and the Butler/
Pittsburgh region. In each region, a Coordinator of Spiritual Formation and a
Coordinator of Community Engagement will be in ministry with the local
churches. The regional coordinators will be considered Conference Staff and
will be under the supervision of the Conference Director of Connectional
Ministries. If the project moves beyond the experimental phase, regional staff
will be processed through an official hiring process conducted by the
Conference Personnel Team.



Is Annual Conference approval required for this Regional Staff Program?

Not at this point. Since this is just a pilot (or trial) program, Annual Conference
approval is not required at this time. This program grew out of the Sustainability
Task Force formed by the Coordinating Cabinet. After the pilot program is
evaluated, if there is a desire to make the Regional Staff model permanent, the
appropriate Annual Conference approval will be sought.

Where is the funding coming from to cover the costs of this program?

For 2021, the Pittsburgh-Butler pilot program will use existing Conference staff
to handle the needed responsibilities. The staff persons will split their time 50/50
between Conference responsibilities and the new responsibilities of the pilot
program. The balance of their Conference responsibilities will be evaluated and
cared for by other Conference staff as needed. By using existing staff, no “new”
funding will be needed for the initial pilot program as those salaries are already
part of the current approved budget.

The Erie-Meadville/Kane pilot will be funded from savings realized within the
District Superintendent / Cabinet and/or Program budgets and/or income from
discretionary investment income (Endowment/Other Income).

For 2022, the Pittsburgh-Butler costs are funded through the proposed budget
as there were no changes to the existing Program Staff personnel. The Erie-
Meadville/Kane pilot will continue to be funded in the same fashion as
described for 2021 (i.e., savings from other DS, Cabinet and/or Program line
items, other income or increases to reserve budgets).

What is the purpose of the Regional Staff Program?

The purpose is ultimately to provide a resource to local churches to more deeply
“Love God & Love Neighbor”. The Regional Coordinator of Spiritual
Formation (Love God) will work with local churches to assist in efforts to help
their members grow deeper in their relationship with God both individually and
as a congregation. The Regional Coordinator of Community Engagement (Love
Neighbor) will work with local churches in using resources to get to know the
communities in which they are located, discerning what is needed and
determining how to best serve the community. Together, the aim of these two
positions is to help our local churches live more fully into our mission to
“provide leadership, connection and resources to make disciples of Jesus Christ
for the transformation of the world”.

Was the Conference Personnel Committee involved in the definition of the
Regional Staff Program?

Yes. The concept behind the Regional Staff Pilot Programs was reviewed with

the Conference Personnel Committee and was consensus agreement. They have
also been part of the process to review and provide feedback on the interim job
descriptions for the Ministry Assistants (Assisting Elders in the Shared District
Leadership Model), Regional Coordinator of Spiritual Formation, and Regional
Coordinator of Community Engagement.

How were the regions for these pilot programs selected?

The Pittsburgh-Butler region was chosen because of its proximity to the
Conference Center. This enables existing staff to be used as coordinators in
the pilot program. The Erie/Meadville-Kane region was chosen to gauge
whether adaptations for the program will be needed in different settings (e.g.,
rural vs. urban).

With all of the uncertainty surrounding the United Methodist
denomination, why do this now?

As we wait to see what happens to our denomination once the 2020 General
Conference is held, the fact remains that there are people who need to hear
about and experience the love of Jesus Christ through us, the churches and
members of the Western Pennsylvania Conference. That is a mission that cannot
wait. This time offers us an opportunity to try something new and learn from it.
The experiment does not require any permanent changes to our structure, staff
or budget.

Why should I be interested if my district is not involved in one of the pilot
programs?

You can watch and learn from the two pilot programs. Now is the time to see
how they function, how local churches in those districts benefit, and how the
model would be helpful in your area. If the projects are successful, staying
informed now might help your district to launch it and build momentum for
implementation across the conference.

If my district is not yet included in the pilot programs, who can I tell of my
church’s interest?

If your district is not involved in the Regional Staff Pilot Program and your
church is interested in being included if the program is expanded, tell your
District Superintendent, who can relay your interest to the Sustainability Task
Force.

To whom will the Regional Coordinators report?

The Regional Coordinators will work under the supervision of the Conference
Director of Connectional Ministries in consultation with the applicable District
Superintendents.
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To the Laity of the Western Pennsylvania Annual Conference,

“I continue to dream and pray about a revival of holiness in our day that moves
forth in mission and creates authentic community in which each person can be
unleashed through the empowerment of the Spirit to fulfill God’s creational
intentions.”

These words from John Wesley have echoed through our denomination since its
inception, and many efforts have been undertaken throughout the years to bring
this dream to fruition. The generations of Christians and Methodists before us
have laid the groundwork, and in the midst of current confusion and uncertainty,
our Conference is taking bold new steps through the Sustainability Initiative to
help ensure that our generation of disciples may carry on their faithful work. A
comprehensive look at our efforts has been offered to you already, but as lay
representatives of the Sustainability Task Force, we wish to share with you our
perspective on what makes this new initiative so exciting.

As our task force began to discern how to resource and equip local churches for
ministry in our current contexts, the renewed focus on disciple-making and
relationship-building generated energy and inspiration within our group.
COVID-19 forced us to change much of what we have always done, and our
denomination may take actions in the future that will require us to make new
and difficult decisions. Despite this, our excitement stems from the simplicity
that lies at the core of our Sustainability Initiative; a simplicity which turns our
attention away from those unknowns while refocusing our efforts on what we do
know and what we can control. We are called to love God. We are called to love
our neighbors. We are called.

This call transcends our current difficulties, and it transcends even the
denominational lines we have drawn and redrawn for ourselves throughout our
history. It strikes to the very heart of our Christian faith and it will continue to
sound for the generations of faithful disciples who are yet to come. This new
Sustainability Initiative is structured to provide a more accessible network of
personnel, resources, and support meant to empower individuals and our local
churches for the ministries which are so vital in our communities today. By
living more intentionally into the Wesleyan Means of Grace, we intend to
strengthen discipleship within our Conference, and build upon our existing
relationships which help us put faith into action in fulfillment of our mission.
These approaches to personal and corporate discipleship and ministry will better
position and serve our members, churches, and the world no matter what
circumstances lie ahead.

We are excited for the Pittsburgh, Butler, Erie-Meadville, and Kane districts as
they begin to engage with the Regional Staff Pilot Program. We look forward to
the renewed creativity and cooperation borne from the District Superintendency
Pilot Program as the Franklin and Indiana districts live into new models of

leadership. Like our laity across the entire conference, only some of the lay
members on the Sustainability Task Force will begin interacting with these pilot
programs immediately. But those of us who do not live and worship within the
pilot districts will still benefit from the experience, knowledge, discipleship, and
relationships fostered within these programs. We are a connected people, and it
is through our connection with God and with each other that we will carry our
ministries and the Good News of Jesus Christ into the future.

In the months ahead, we ask that you pray for these programs and the
individuals, churches, and districts involved. We encourage you to seek out the
stories and successes as they are realized from our efforts. We pray that you will
open your hearts as we move forth in mission to further realize the dream that
Wesley articulated so long ago for the people called Methodists. We hope that if
your church is not located in one of the pilot districts, that you will be
intentional about connecting with those who are. As you feel the excitement and
witness new growth, take the steps detailed in the Pilot Program FAQs that will
help your district become one of the next regions to participate.

As these new efforts unfold and new realities take shape, we are with you. And
“the best of all is, God is with us.”

Thank you for your faithful participation in our ministries, now and as we see
where God is leading us for the future.

Sharon Gregory - Conference Lay Leader
Paul Huey - Associate Conference Lay Leader
Donna Vizza - Chair, Connectional Leadership Table (CLT)
Mallory Miles - Vice Chair, Council on Finance and Administration (CF&A)
Erica Rushing - Member of CF&A

Laity joining together to make disciples of Jesus Christ.
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The most significant budgetary result of our work was a shift was away from a
“numbers-focused” lens to a “ministry-focused” lens. From a sustainability
standpoint, the following mathematical equation representation bears repeating:

• Financial Sustainability ≠ Conference Sustainability

HOWEVER

• Conference Sustainability = Fiscal Responsibility + Connection +
Vital Ministry

In taking a numbers focused approach, the inherent risk is that budgets will
continue to be reduced such that ministry is defunded and we effectively cost cut
ourselves out of existence.

A Budget Process sub-group of the task force assessed other approaches to not
only setting our Conference budget (e.g., a flat/set percentage, a quadrennial
budget, etc.), but also providing parameters to align our Conference budget with
the financial realities of our local churches, and providing them some level of
predictability. While there were merits to these alternative approaches, they did
not outweigh the negative impacts.

As part of this evaluation process, a key observation was that a near-term floor
for our Conference connectional budget was considered to be in the $8.2 to $8.3
million range. Going below that floor would lead to defunding ministry.

Although the work of the Sustainability Task Force did not significantly alter the
current processes used to develop the connectional apportionment budget,
certain changes were made to enable efficiency, streamline reporting and
provide a foundation to adjust the way in which proposed funding at the
committee level is determined.

The tactical changes made in the 2022 budget process included:

1. Streamlining the budget request forms to eliminate areas of redundancy,
2. Placing more emphasis on how committees will use their budgets for

disciple-making efforts,
3. Allocating committee budget requests across the Five Areas of Focus, and
4. Enhancing the budget legislation to be more reader friendly.

By undertaking these initial tactical changes, opportunities for further change
were identified, including:

• Using the Five Areas of Focus allocations to assess areas in which further
investment (or dis-investment) would be appropriate;

• Identification of “overlap” between committees, allowing for either
collaboration or proper alignment, and

• Instances in which the Connectional Leadership Table (“CLT”) could play a
more active role in allocating budget funds throughout the year (i.e., “right
sizing”/reducing committee budgets by utilizing discretionary CLT funds).

Please contact task force members Seth McClymonds, Mallory Miles, Paul
Huey or Roger White if you have any questions.
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