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EXECUTIVE 
SUMMARY 

One Focus Group participant wrote after the event, “Thank you for the 
surprising approach to listen. I found it healing.” 

With 21-years since the last study of the region structure, the Southern 
California Conference of Seventh-day Adventists (SCC) at the 2019 
Constituency session voted, “That the Conference move with rapidity to 
conduct a comprehensive Region Structure Study and Analysis and produce a 
report at a special session of the Constituency in 24 months.” To carry out 
the research, the ad hoc committee is using four broad phases: 

1. Online Survey (completed July 2020) 
2. Focus Groups (conducted October 2020), along with this report. 
3. Final Ad Hoc Committee Report and Analysis to SCC Administration (no 

later than April 2021) 
4. Special Constituency Session (September 2021), by SCC Administration. 

The purpose of the focus group research was to find innovative ideas on 
administering 153 churches without divisiveness yet keeping the uniqueness 
of every culture. 

Four problems arose out of the Phase 1 survey:  

• Structure 
• Communication 
• Pastoral Placement 
• Lay Ministry Training 
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The most significant findings and recommendations as a result of the focus 
groups: 

1. Structure – align roles to strategic plan and accountability. 
2. Communication – create both vertical and horizontal communication 

system with feedback loops. Develop conference-wide secure database 
of contact information that members and leaders update personally to 
opt in/out of specific communications. 

3. Pastoral placement – Break down boundaries of regions for pastoral 
placement in churches; create recruiting, vetting, and hiring system 
with more standardization than customization. 

4. Training – Create training, coaching, and mentoring learning systems 
for both lay leaders and employees. 
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REGION STRUCTURE 
FOCUS GROUPS 

The Southern California Conference of Seventh-day Adventists (hereafter 
SCC) contracted with Culture Shift, LLC in the spring of 2020 to assist a duly 
appointed ad hoc committee in guiding research voted in 2019. The 
Constituency session voted that SCC conduct "a comprehensive Region 
Structure Study and Analysis and produce a report at a special session of the 
Constituency in 24 months" (Southern California Conference, 2019, pp. 128-
137). The committee designed and implemented an online survey in July 
2020 of all 2019 Constituency delegates (lay members and employees), plus 
all church board members with valid email addresses. As a result of the 
survey, the ad hoc committee had further questions on the deeper issues and 
how to fix them.  

Dr. Karen Cress, the wife of SCC's Executive Secretary, John Cress, has 
served as a pastor, administrator, and vice president in various conferences 
before moving to SCC. Dr. Cress now works independently through her 
business, Culture Shift, LLC, helping many conferences and local churches 
manage change and has a robust ethical drive to protect confidentiality. 

Dr. Diane Wiater, is a professor and consultant in the doctoral leadership 
programs of Regent University. She brought her knowledge of online focus 
groups' structure and management to gather the most meaningful 
information.  
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INTRODUCTION 

SCC Strategy 

Over the past few years, the administrators of SCC have worked long and 
hard on crafting a strategy for SCC that, with implementation, will carry SCC 
into the future. Bielefeld explains a faith-based organization’s purpose as, 
“The mission helps maintain the religious identity of the organization from its 
founding and remains an important calling to attract and motivate employees 
and volunteers” (Bielefeld & Cleveland, 2013, p. 449) 

The mission, or purpose, articulates how SCC will look when it has reached 
its goals in 5-10 years.  

SCC exists to exalt Christ by serving its diverse communities through 
networked churches and creatively engaged schools.  

The vision of SCC is what it will look like in the distant future.  

SCC’s vision: Embracing community in Christ.  

“Speaking the truth in love, we must grow up in every way into the one who 
is the head, into Christ from whom the whole body, joined and knit together 
by every ligament with which it is equipped, as each part is working properly, 
promotes the body's growth in building itself up in love” (Ephesians 4:15-16 
ESV). 

SCC’s values inform others about what is most important: 

• Integrity with Transparency • We value and recognize the 
transforming power of God's word in our lives as we pursue wholeness 
in our character. We will not be bought or sold because we are sold 
out for Christ. 

• Engagement • We will do anything short of sin to reach people who 
don't know Christ. To reach people no one is reaching, we will have to 
be fully engaged, doing things no one is doing. 

• Stewardship • We are spiritual contributors, not spiritual consumers. 
The church does not exist just for us; we exist for the world. We will 
give and manage our resources with excellence for this mission. 

• Unity in Diversity • We recognize that the local church is the hope of 
the world, and we are confident we can accomplish infinitely more 
together than apart. 
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• Relationships & Team • We value relationships and are unapologetic 
in our love. We are committed to honoring each other's gifts, talents, 
and strengths united together to accomplish Christ's mission. 

SCC administrators have also chosen five goals to prioritize and accomplish 
over the next few years. These are, in priority order: 

1. Develop a rigorous leadership and accountability process. 
2. Create discipleship processes that lead others to Christ. 
3. Implement affordable education solutions. 
4. Engage with communities surrounding our churches and schools. 
5. Cultivate extravagant givers. 

Because the SCC strategy is directing decisions and ministries in SCC, this 
report's recommendations and conclusions will point back to this strategy. 

Focus Group Background 

The ad hoc committee had spent months digesting the results of the online 
survey completed in July 2020. The Focus Groups were to clarify the 
information already obtained in the survey, not to collect more numeric data. 
Specifically, the purpose of the Focus Groups was to find innovative ideas on 
administering 153 churches without divisiveness yet keeping the uniqueness 
of every culture. 

These focus groups' targeted participants were laypersons, teachers, pastors, 
and SCC Administrative Committee (AdCom). The online resource Wheel of 
Names selected presorted names from each group by whether they did or did 
not complete the survey and whether they were a delegate to the 2019 
constituency or a local church board member. Two-thirds of respondents 
invited to attend the Focus Groups had completed their survey while one-
third had not, and two-thirds of invitees were delegates at the 2019 
Constituency, and one-third were local church board leaders. The number of 
individuals invited was also in proportion to the percentage of members in 
each Region. Out of the 150 invitees, 90 agreed to participate.  The Region 
representation of attendees was as follows:  

Asian Pacific: 11.1%  
Greater LA:  11.1% 
Hispanics:  25.0%  
LA Metro:  25.0% 
West:   27.8% 
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The gender balance was not a focal point of this study but ended close to 
SCC's membership of 42.1% male, 55.1% female, and 2.8% silent on their 
gender. 

The focus groups delivered a method to research the following four areas 
questioned as a result of the July 2020 survey:  

1. Knowledge and understanding of the Region structure, Region 
Director, Region Committees and their correlation to the health and 
growth of SCC; 

2. Knowledge and understanding of communications within and across all 
regions, including SCC communications, and extrapolating how to 
communicate better; 

3. Awareness and understanding of pastoral placement in churches; and 
practical steps that could speed up the efficiency and effectiveness of 
pastoral placement.  

4. Awareness, understanding, and responsibility for training for local 
church ministry leaders. 

This data is to clarify our understanding of the survey data results and create 
recommendations that can help SCC serve its constituency to its fullest. 

DEMOGRAPHICS & METHODOLOGY 

Drs. Cress and Wiater conducted the following nine focus groups from 
October 23-26, 2020. Initially planned to be in-person, the week before the 
events were to take place, due to the Covid-19 pandemic fluctuating rules, 
the Focus Groups had to take place online: 

• Three lay leader groups 

• Four pastoral groups  

• One educator group 

• One Administrator group 

Each group began with Dr. Wiater explaining our commitment to 
confidentiality meant their names would not show up in any written or verbal 
report. Participants agreed to respect others' opinions, keep their answers 
concise, and allow everyone time to speak. Dr. Wiater informed participants 
neither Dr. Wiater nor Dr. Cress can respond to any questions about anything 
related to SCC, but they certainly can take their questions to SCC 
administrators. After encouraging all to share their thoughts, knowledge, 
attitudes, and beliefs, whether positive or negative, the sessions began. The 
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recordings of those discussions helped create this Focus Group report and the 
Final Report for the Constituency Session in 2021; then, we will destroy all 
recordings. 

Focus Group Findings 

This report presents the findings from these nine focus groups. An overview 
of the results and conclusions are in the Executive Summary—more detailed 
information of the focus groups in later sections, followed by 
recommendations and conclusion. 

Participation by various members of the congregations, schools, and offices 
of the SCC community was essential to this project. We appreciate their 
willingness to be a part of this project and help SCC in future planning. The 
information provided by the focus group participants offers insight into the 
ministries and services of SCC. The focus group participants' comments and 
suggestions give instructive input that will help reconfigure or restructure 
SCC. 

This report may sound critical of the Region system; however, please keep in 
mind our questions were to get a deeper understanding than the initial 
survey. In the end, many participants expressed their appreciation for the 
organizational listening carried out through the Focus Groups. For example, 
one of the participants who emailed us afterward wrote: 

As a pastor for almost 40 years, I've never been asked to share my 
voice about church structure/improvement and much less in a planned 
and welcomed way. Thank you and the conference administration for 
setting up the process to hear voices.  And a safe place to speak into. 
Thank you for the exploration and not needing to have all the solutions 
simply views and possibilities and perspectives coupled with the desire 
to understand the possible issues and varying patterns of solutions 
(Participant in Group 6).  

Focus Group Discussions 

Focus group discussions focused on four subjects, though due to time 
constraints, we switched back and forth between the last two sections: 

1. Structure 
2. Communication 
3. Pastoral Placement 
4. Local ministries leader training 
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Some sections began with a question we asked participants to answer in the 
Zoom chat window. Later, charts displayed the organized responses.  

Structure 

The discussion on the structure began with several quotes from the July 2020 
survey: 

• The region structure system is ineffective and does not represent the 
principles of our denomination. We are one body, not five.  

• The region director yields too much power, at times functioning as a 
dictator. 

• I’m not aware of any good that comes from the current Region 
structure. Especially the ethnic regions. Those absolutely need to be 
done away with. They are antithetical to our mission. 

• There needs to be a lot of effort to bridge the gap between the 
conference and the local churches and either revamping the structure 
or accountability towards making the present structure a lot more 
effective in leading, nurturing, and inspiring the congregations.  

Participants then answered question 1a in the Zoom chat window. 

Question 1a: How satisfied are you with the Region Structure (in 
chat)? 

As depicted in Figure 1 on the next page, participants tended to select 
toward the satisfying end. Adding the bottom two sections together for 
dissatisfied (combined makes 6%) and the top two satisfied (equals 37%), 
we can say more are very satisfied than very dissatisfied. To further 
understand the mixed ratings, the moderators asked two further questions. 
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Figure 1: Q1a How satisfied are you with the Region structure? 

Question 1b. How do you understand the role and function of the 
Region Director? and Question 1c. What are you not getting from the 
Region Director that you need?  

Discussion around the role of the Region Director ranged from a manager to 
a "mini-Conference president." Following are a sampling of the responses to 
the last two questions by group type: 

Laypersons: 

• They hold pastors accountable, but it is not happening. 
• They organize cross-collaboration across the Region, accountability, 

and empowerment, but they are rarely at my church. 
• They need to work with the church to help change the culture. 
• Region directors were supposed to bring accountability to SCC, but we 

have not seen it.  
• Our education system would be better without regions. 

Educators 

• Region directors are for cultural diversity to maximize resources across 
the regions and the conference, but not schools. 

4%
2%

21%

20%

16%

21%

16%

Q1a: How satisfied are you with the Region 
structure? 1 - Very Dissatisfied

2
3
4
5
6
7 - Very Satisfied
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• We have no contact with region directors or committees. Only one 
teacher speaks for us on Executive Committee, and I do not know any 
educators on any region committee. 

• Requests come in for teachers to complete a pastor’s evaluation, but 
they are never at the school, plus the evaluation does nothing. 

• Why divide? We need to set a trend of oneness—togetherness. We are 
one church. 

Pastors 

• Two or three semi-retired pastors passionately defended the Region 
Structure, saying their Region Director does everything correctly. 

• Region directors are little presidents, the ears and eyes of the SCC 
President. 

• They are supposed to be a coach and leader representing pastors, 
connecting the churches, Pastor, and SCC. 

• I do not trust what I say to my region director will not go elsewhere. 
There is a lack of confidentiality. 

• The older pastors appear to be more satisfied than the younger 
pastors. 

• We need a ministerial director for all regions who is a support and 
mentor to the Region Directors.  

• Region Directors function more as SCC administration support than 
church or pastor support. 

• There is no clear responsibility of Region Directors, only for tithe and 
baptisms. Pastors are torn between the church, colleague pastors, and 
SCC.  

• When my Region Director shows up at my church, something is wrong. 
They only show up in a crisis. 

• I am not getting encouragement or coaching. Region Directors do what 
they can, but they are too administrative to be of much use to pastors. 

Communication 

The survey results showed a mixed outcome for communication. As seen in 
Figure 2, not counting the “unknown” responses, the strongly disagree and 
disagree (315) compared to agree and strongly agree (322) are nearly equal. 
Figure 3 further confounds the subject of communication.  



 

SCC Region Evaluation Focus Group Report 12 
 

 

Figure 2: July 2020 Survey Question 12 

 

Figure 3: July 2020 Survey Question 14 

Communication is a two-way system of inputs and outputs, thus the two 
questions. Figure 3 charts responses to the question on information between 
the local church and the Region Committee. This time, most respondents to 
Question 14 had no idea as the majority selected unknown (446 vs. 188 
unknowns). The very well and extremely well combined total 132 and the 
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bottom two, not at all well and not so well totaled 263. From these charts, 
the moderators asked three further questions. 

Question 2a: How do you prefer to receive information (in chat)? 

Though answers varied, the top priority was by email, with texting second, 
and social media platforms third. The younger pastors expressed their 
preference for text messages, while most everyone else indicated email.   

Question 2b. How frequently do you prefer those communications? 

All groups expressed SCC sends too much information currently, using terms 
such as "drowning." As discussions continued, the participants settled on the 
problem was not too much communication; instead, they needed targeted 
information. Information needs condensing while encouraging dialogue, such 
as through comments or a feedback loop in discussion boards online. 

Question 2c. What hinders communication?  

Some of the issues expressed creating a communication barrier included: 

• The need for a master calendar of events across all regions, including 
all conference events. One calendar that leaders could subscribe to for 
their niches is Pathfinders, Schools, or training. 

• The structure for communication seems to be in the way, or what is in 
place is not being used. 

• Do not rely on pastors only for communication; instead, every church 
should have a communication person SCC can liaison with to get 
proper communication to members. 

• Accountability for communication to reach its target audience. 
• Create a secure database for leaders to contact neighboring church 

leaders (replacing the old Conference Directory). For example, a 
method for Elders to connect with other Elders, not in their Region, or 
Primary leaders to get ideas from other Primary leaders. What hinders 
communication is the inability to obtain correct contact information for 
church leaders. The database must be secure and protected. 

• Educators find it challenging to visit potential students as they have no 
access to any church directories and church leaders tend not to 
cooperate in releasing that information. 

• All groups receive “information,” but communication is broader and 
includes input and clarity, not just sending information. There is no 
meaningful dialogue.  
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• There are churches, and there are schools. No communication goes 
between the two. 

• Need more information on helping sister churches experiencing crises, 
such as helping raise funds for special needs. 

• Communicate triumphs, baptisms, what others have learned that have 
helped them grow as a leader, and helped their church grow. 

• Communicate events that are taking place across all SCC. 
• There is no communication across ethnic/language lines, which 

becomes an optics problem. 
• Communication tends to be in English and sometimes Spanish, leaving 

out the entire Asian languages. 
• Church Boards are not interested in what is going on at the Region 

Committee unless it has to do with their church.  
• Church Boards need a region-level newsletter after each Region 

Committee meeting communicating what occurred during each 
session. 

• Pastors need to understand what "success" looks like besides bodies, 
bucks, and buildings. What determines success in SCC? Two topics 
tend to come to mind: tithe and baptisms; however, are tithe and 
baptisms the only measure of success in SCC? 

Pastoral Placement 

The Focus Groups began discussing pastoral placement with a look at 
Question 24 (see Figure 4) from the July 2020 survey. The chart indicates 
respondents were either "satisfied or very satisfied," totaling 346, and "very 
dissatisfied or dissatisfied," totaling 262, giving an image of satisfaction with 
the process. However, in the survey's comments, many respondents 
expressed dissatisfaction with pastoral selection in and around SCC. A couple 
of the comments from the survey included: 

• Disband the Region Staffing Committees and put the placement or 
removal of ALL Pastor's in the hands of the SCC Senior Administration, 
not someone like a Region Director who has NO clue how personnel 
leadership and personnel placement is done. 

• Once again, it seems that politics and monetary policy dictate the 
placement of pastors within the regions. 
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Figure 4: July 2020 Survey Question 24 

Question 3a: On a scale of 1 – 6, how satisfied are you with the 
current Pastor placement process (in chat)? 

Figure 5 shows over 75% of Focus Group participants were either “satisfied” 
or “very satisfied” with pastoral placements in their regions.  

 

Figure 5: Q3a Satisfaction with Pastoral Placement 
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Moderators then asked one question for clarification: 

Question 3b. What in this process is not working? 

Responses to this question included: 

• Region Directors are not vetting all pastors well before the Region 
Directors give them a call. 

• The Region Director supplies two or three names, and the church 
board must decide from that limited list. 

• One church had a pastor for 20-years; however, they have now had 
three in less than two years. 

• Expectations of the church need to be better managed. 
• Pastors cannot afford to live in SCC, so they are not accepting calls. 
• When hiring a new pastor, make sure they align well with the strategy 

of SCC (mission, vision, values). 
• Region Directors must own it when pastors do not work out. 
• Region Directors must better coordinate with Officers on pastoral 

selections. 
• Some regions move pastors every 2-3 years but extend massive 

moves to every 5-7 years. 
• Hire pastors who actually support Adventist education! 

Church Ministry Leader Training 

The last section of the Focus Groups looked at how local church ministry 
leaders receive training, beginning with a chart (Figure 6) from the July 2020 
survey and a comment. 

Figure 6 indicates this area is lacking in something as respondents selected 
"dissatisfied" and "very dissatisfied" (549) compared to "satisfied" and "very 
satisfied (240). Also, moderators shared a survey comment indicating some 
participants prefer a return to the traditional structure: 

I have never felt the region concept was useful or valid. One person 
overseeing 50 churches or so, and they never had anything to do with all the 
other ministries they were supposed to be involved with! Bring back 
individual departments like Health Ministry, Children's ministry, etc. It seems 
like all they do is handle putting out fires and helping with pastoral 
placement, which the conference ministerial director could do. 
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Figure 6: July 2020 Survey Question 21 Results 

 

Moderators again asked one clarifying question: 

Question 4a. Who is responsible for training ministry leaders? And 
when/how does training currently take place? 

Responses from all the focus groups help understand the survey results: 

• Training must be more inclusive and more geographic. 
• We need training for the whole conference, not just in my Region. 
• After training is over, we want coaching and follow-up to help us grow 

and improve our leadership skills. 
• Training sessions are not appreciated by local leaders as attendance is 

low. We need help! 
• Pastors are responsible for training leaders, not SCC, but with support 

from SCC. 
• My Region did online training due to the pandemic, and it was very 

timely for pastors. 
• We need a mentoring program for new leaders. 
• We need a resource library where we can find excellent materials, not 

just Adventist materials. Pastors need to know what really works well. 
• Region Directors need to move to a more relational role than 

administrative so they can help training leaders. Now they are too 



 

SCC Region Evaluation Focus Group Report 18 
 

busy hiring and firing and supporting administration to satisfy the local 
church needs. 

• Training should be annual. Maybe one day, all day, with breakouts for 
various ministries/departments. 

• Training should be continuous – not just when elected to a position. 
• At my church, the previous leader trains the new leader. 
• At my church, we have a Playbook specific to each ministry that 

passes from leader to leader. 
• Region Directors need to focus on training more than administration. 
• Region Directors need to learn how to create a funnel of leaders to fill 

open positions. 
• We need to create a survey of talents for our members and pastors to 

know what skills and gifts are available. 

ANALYSIS  

A church, whether local or a regional conference office, is an organization. 
Daft defines an organization as "(1) social entities that (2) are goal-directed, 
(3) are designed as deliberately structured, and coordinated activity systems, 
and (4) are linked to the external environment" (Daft, 2021, p. 14). Daft 
continues, “The purpose will vary, but the central aspect of an organization is 
the coordination of people and resources to collectively accomplish desired 
goals” (Daft, 2021, p. 14). Organizations, as Daft puts it, “are not a building 
or a set of policies and procedures; organizations are made up of people and 
their relationships with one another” (Daft, 2021, p. 14). However, no 
organization can exist without interacting with the external world. 

Organizations like SCC consist of many parts in their organizational 
dimension. Structurally, SCC is a formal organization with files full of 
documentation about its history, policies, procedures, legal papers, and 
more. SCC specialization is low, meaning employees perform a wide range of 
tasks in their jobs. For example, some teachers preach, and some pastors 
teach. SCC's hierarchy of authority depicts multiple layers above and below 
the highest level of management (the delegates in Constituency Session), 
with a large span of control (number of employees and volunteers reporting 
to a person), with pastors, teachers, directors, and even the President 
sometimes giving oversight to 20 or more employees and hundreds of 
volunteer members. The complexity of SCC refers to the number of 
departments or activities within the organization, which makes SCC quite 
complex with 153 churches, plus companies, groups, schools, the bookstore, 
a youth camp, and all the departments within the SCC office building. 
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However, SCC’s centralization shows a hierarchical level of authority that 
generally stops at the President’s desk.  

We rated Focus Group comments using the Burton, Obel, & Håkonsson 
quadrant analysis method (Burton et al., 2015). With 13 areas and four 
options within each area, the output results in showing the areas of most 
concern for SCC. Figure 7 shows the graphic results of our analysis. 

The current focus of SCC, according to the quadrants in Figure 7, is on 
efficiency or internal processes. SCC also shows up in the highly effective and 
efficient quadrant (D), due to the environment of complexity and 
unpredictability. However, opposite to the highly effective and efficient 
quadrant (D), we find the low efficiency and low effective quadrant (A) 
containing most of the thirteen elements of organizational design. 
Components such as goals, strategy configuration, coordination/control, and 
incentives/evaluations. An organization that moves toward the upper right 
quadrant moves through each quadrant from A to B to C to D, ultimately 
focusing and connecting externally. It is tough to jump from A to D without 
causing significant stress on the organization; however, organizations can 
intentionally move from A to B to C to D. But each move must fit the 
organization with intentionality. Not all organizations move to the upper left 
quadrant; however, either B or C support the complex and uncertain future 
society is facing today. 
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Figure 7: Organization Design Quadrant (Burton, Obel, & Håkonsson, 2015) 
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Understanding how the analysis of data occurred will help in the discussion of 
recommendations that follow. 

 
RECOMMENDATIONS 

Oneness 

SCC must find a way to allow for both languages and unity of the body of 
believers throughout SCC. The number one reason for any change is what 
John 17 calls being one. Nine times in the chapter narrating Jesus’ prayer, he 
calls his people to be one. “That they may be one, even as we are one” (v. 
11), repeats throughout the chapter: 

I do not ask for these only, but also for those who will believe in me through 
their word, that they may all be one, just as you, Father, are in me, and I in 
you, that they also may be in us, so that the world may believe that you 
have sent me. The glory that you have given me I have given to them, that 
they may be one even as we are one, I in them and you in me, that they 
may become perfectly one, so that the world may know that you sent me 
and loved them even as you loved me (John 17:20-23 ESV).  

The reason SCC exists is “to exalt Christ by serving its diverse communities 
through networked churches and schools who are creatively engaged,” which 
insinuates the need for a system that links all entities into one.  

Regions as they currently work were satisfactory to administration, but lay 
members were not as satisfied; pastors were either strongly for or against 
the current region structure divisions, depending on their relationship with 
their Region Director. Overall, there was a strong expression that ethnic 
groupings create division and disunity, questioning the sensibility of ethnic 
churches across the street or next door to one another, understanding that 
language needs are also essential. 

Author Neil Cole writes, “The modern mindset valued tolerance, but tolerance 
is not enough for the postmodern who needs diversity" (Cole, 2010, p. 40). 
He continues, “For postmoderns, a meeting that is all Caucasian or all African 
American is suspect and not inviting. They want more than tolerance of 
others; they seek an embrace of differences, valuing the beauty in 
difference” (Cole, 2010, p. 40). SCC focus group participants fully embrace 
diversity, not uniformity. 
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Create Culture of Accountability  

Organizational accountability is about defining the company's mission, 
values, and goals, as well as everyone's role in working toward them. It is 
about holding employees and executives responsible for accomplishing these 
goals, completing assignments, and making decisions that deliver these 
expectations.  

Structure dictates accountability. In both the July 2020 Survey and the 
October 2020 Focus Groups, participants expressed a lack of accountability 
throughout SCC. The rating for accountability for administrators, directors, 
pastors, teachers, and lay leaders was low. Creating a culture of 
accountability requires standardization more than customization. Currently, 
there seems to be more customization than standardization (i.e., hiring 
practices). Standardizing required activities, reporting relationships, and 
departmental groups, plus communicating across all regions the details can 
begin the transition to an accountable culture. 

Communication 

Communication is everyone’s responsibility—including the local church, 
region committee, and SCC office. A great communication system includes 
both vertical and horizontal communication systems. Currently, SCC's 
communication is "formal," coming from the top of the hierarchy down. 
Information is not communication; however, targeting communication, giving 
feedback, reporting on the feedback, and what actions occurred can result in 
a complete communication system. Communication scholar, Dean Barnlund, 
found five principles or essential components of human communication: 

1. Communication is not a thing; it is a process. 
2. Communication is not linear; it is circular, with a source and a 

receiver. 
3. Communication is complex involving six people: 

a. Who you think you are 
b. Who you think the other person is 
c. Who you think the other person thinks you are 
d. Who the other person thinks he or she is 
e. Who the other person thinks you are 
f. Who the other person thinks you think he or she is 

4. Communication is irreversible. We can apologize, be we cannot erase 
what is said or written.  
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5. Communication involves the total personality, a defining characteristic 
of being human (Hackman & Johnson, 2013, p. 19). 

Hackman adds, “Leadership is first, and foremost, a communication-based 
activity. … The more leadership responsibility one has, the more one’s job 
focuses on communication” (Hackman & Johnson, 2013, p. 21).  

Education systems 

Some of the focus group participants explained their perception that the 
primary mission field of the Adventist church is the Adventist school. From 
the Region structure’s inception, the administration does not expect Region 
Directors to get involved in school issues, but all school issues have been the 
responsibility of the education department.  

According to Ellen G. White, the purpose of Adventist schools is the 
conversion of students. In Knight’s article on the history of Adventist 
education, he summarizes Ellen G. White’s stand on the purpose and goals of 
Adventist education:  

Within the framework of the primary aim of education as conversion 
and the ultimate objective of serving God and other people, Ellen 
White discussed such intermediate aims as character development, the 
role of work, and the Christian understanding of historical, literary, 
scientific, and biblical knowledge. From her perspective, all of those 
intermediate aims were based upon a conversion experience and were 
instrumental in preparing young people for service (Knight, 2015, p. 
6). 

Knight summarizes, explaining Mrs. White supplied “the primary aim of 
Christian education when she equated true education with redemption” 
(Knight, 2015, p. 7). While this study's focus was not on the education 
system, we feel there must be a more in-depth conversation about SCC's 
regions' relationship to the schools. 

CONCLUSION 

For SCC to reconfigure the region structure, a shift must occur in the minds 
of Executive Officers, Region Directors, Pastors, Teachers, and lay leaders. 
The focus initially was to shift some decisions from the conference closer to 
the local church level and on the development of pastors; however, the focus 
has remained on SCC with Region Directors viewed as administrators. 
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The SCC strategic plan requires churches and schools to become a network. 
To transition to a network structure would require restructuring, not 
reconfiguring. Restructuring would include a realignment of the framework of 
the entire organization – including constituency meetings, Executive 
Committee, Regions, and local church boards. Due to SCCC's Bylaws, plus 
the fact that SCC is a part of a multinational denomination, restructuring 
would require changes to the Bylaws, after communication and permission 
from the Union, Division, and likely GC. Thus, the above recommendations 
come as an intentional, thoughtful reconfiguration of SCC, not a 
restructuring.  

SCC has a strong strategy ready for implementation. Aligning the SCC 
structure to align with the strategic plan will help SCC move forward. Our 
prayers are with the SCC Administration as they work to secure SCC’s future.  
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