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Introduction
Based in Glendale, CA, the Southern California Conference of 

Seventh-day Adventists is a nonprofit religious organization 

providing spiritual, educational, health, and learning services. �

Founded�in�1901,�SCC�is�one�of�seven�conferences�in�the�Pacific�

Union�Conference�of�Seventh-day�Adventists�(Union)��The�Union�

is�one�of�nine�Unions�in�the�North�American�Division�(NAD),�one�

of�thirteen�Divisions�worldwide�in�the�General�Conference�of�

Seventh-day�Adventists�(GC)��

The SCC Demographics
The SCC includes all of Los Angeles County, Ventura County, and pieces of Santa Barbara and Kern Counties. The 
vast expanse of nationalities, languages, and economics proves challenging to SCC leadership, pastors, teachers, 
and local church members. To illustrate, “45.9 percent of the population speak only English at home; 37.9 percent 
Spanish, 2.22 percent Tagalog, 2.0 percent Chinese, 1.9 percent Korean, 1.87 percent Armenian, 0.5 percent Arabic, and 
0.2 percent Hindi.”1 Also, 47.3 percent of the over 11 million residents are "not involved with their faith,” a solid 12.6 
percent higher than the national average.2  

The SCC Strategy
SCC's vision is to embrace community in Christ. SCC's purpose or mission is to exalt Christ by serving its diverse com-
munities through networked churches and schools who are creatively engaged. The behaviors or values necessary to 
reach SCC's vision and mission include: 

 K 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.

 K 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.

 K Stewardship • We are spiritual contributors not spiritual consumers. The church does not exist just for us; we 
exist for the world

 K Unity in Diversity • We recognize that the local church is the hope of the world, and we are confident we can ac-
complish infinitely more together than apart.

 K 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.

1 "Los Angeles County, California," 2021
2 PerceptGroup, 2020
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SCC STRATEGIC GOAL #1

Develop a rigorous leadership and accountability process.

SCC STRATEGIC GOAL #2

Create a discipleship processes that leads others to Christ.

SCC STRATEGIC GOAL #3

Implement an affordable education solutions.

1. SCC Goals

For more information about the SCC complete strategic plan, please visit the SCC website, "About Us,"1 or refer to 
page 4.

1.1. Region Evaluation Research Goal
At the 2019 Constituency Session, delegates requested an evaluation of the region structure. Vote 09-19 read, “that 
SCC conducts a comprehensive region structure Assessment and bring an analysis and report to a special session of 
the Constituency in 24 months.”2  The research goal, as stated by the Ad hoc Committee became:

To find innovative ideas on better administrating 153 churches without conflict while keeping every cul-
ture's uniqueness intact.

This report covers the research method, key outcomes, and basic recommendations for SCC to consider in 
response to this research.

1 About Us. (2021)..
2 Southern California Conference, 2019b, p. 6

SCC STRATEGIC GOAL #4

Engage with communities surrounding SCC churches and schools.

SCC STRATEGIC GOAL #5

Cultivate extravagant givers. 
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2. Summary

The SCC retained responsibility for 
 K All technical services such as payroll, insurance, 

accounting, trust services, etc., 
 K All Conference-wide programming and activities 

such as Education, Youth Camp, etc., 
 K Conference strategic planning, 
 K Determining the shape and size of Regions, and 
 K Overseeing and evaluating the performance of 

Region Directors

2.1. Historical Beginnings 
This report presents the Ad hoc Region Structure Evaluation Committee's (Ad hoc Committee) findings and basic 
recommendations. The Ad hoc Committee was tasked with evaluating the effectiveness of the region structure, 
which the Southern California Conference of Seventh-day adopted in May 1996. The organizational change adopted 
by the 59th Constituency Session made the Regions the primary organizing unit within SCC for interacting directly 
with congregations and pastors. SCC ultimately cut the Ministerial Department (2004), giving the Executive Secretary 
the additional role of overseeing the Ministerial Department, while delegating some functions and responsibilities 
previously carried out by the Conference to the Region Directors and Committees (see boxes below). It was an inten-
tional change of vision in how the Conference, pastors, and local churches functioned.

The motivation behind the change in the organizational arrangement was recognizing that the size, diversity, 
and complexity of challenges facing the Southern California Conference made it difficult to effectively manage and 
lead the church under the centralized Conference structure. The implied intention was to bring about improved 
performance of the Conference, pastors, and local churches and allow increased involvement of lay members in the 
church's leadership and decision-making. By separating responsibilities between the Conference and the Regions, 
leadership could be more focused, responsive, and effective, as seen below:1 

The Regions assumed responsibility for: 
 K Supervision and nurture of pastors, 
 K Coordination of pastoral assignments, 
 K Allocation of evangelism funds, 
 K Development of Region strategic and evangelism 

plans, 
 K Mediation of church disputes, and 
 K Developing teamwork among churches.

The Southern California Conference subdivided into five Regions, three ethnic and two geographic. Asian Pacific, 
Greater Los Angeles (aka Black or African American), and Hispanic Regions were ethnic, while Los Angeles Metro and 
West were geographic. In 2019, the Executive Committee correspondingly appointed the current Region Directors: 
Sam Lee, Royal Harrison, Jaime Heras, Danny Chan, and Greg Hoenes.

At the request of delegates of the 2019 Constituency session, the current Executive Committee selected the Ad 
hoc Region Evaluation Committee in the spring of 2020 by selecting three individuals from each region–one pastor 
and two laypersons (one male and one female). The Ad hoc Committee used a two-phase, sequential mixed methods 
case study method of research based on the four organizational culture elements: behaviors, norms, values, and 
assumptions or biases. The study sought to answer how well the region structure is working and how the design can 
improve. The quantitative survey produced 1,027 respondents and nearly 7,000 written comments. The qualitative 
focus groups interviewed around 100 individuals in groups of laypersons, educators, pastors, and administrators. By 
limiting this study to SCC's region structure efficiency and effectiveness, the Ad hoc Committee produced this report. 
Other discovered challenges were not the subject of this research and left for future research.

2.2. Overall Efficiency and Effectiveness
In organizational design, efficiency (internal) and effectiveness (external) measure goals in organizations through 

twelve elements of structure (Focus Group Report).2 The Ad hoc Committee found the SCC region structure focuses 
more on efficiency than effectiveness (Focus Group Report). 

1 Southern California Conference. (2019a), p. 5.
2 Burton, Obel, & Håkonsson, 2015, p. 64
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This report encapsulates the Ad hoc Committee’s most important findings. For more information, the Survey Report 
gives the actual results of the quantitative survey’s numeric findings, while the Focus Group Report provides details 
and results of comments discussed. To save hundreds of pages of data, comments and comparison charts are not 
available except to the Ad hoc Committee and SCC's Administrative Committee (AdCom).

2.3. Overview of Findings 

Using a SWOT Analysis (Strengths, Weaknesses, Opportunities, and Threats), it is essential to consider both the 
inside and outside factors to clarify the world in which SCC operates. The SWOT analysis begins with SCC’s internal 
strengths and weaknesses. These are the things in SCC’s control, whereas the external issues would exist even if SCC 
didn’t. These are not all of SCC’s strengths but those that are most relevant to the region structure.

Positive Negative

STRENGTHS WEAKNESSES

In
te

rn
al

• Accommodates diverse language groups
• Allows for the diversity of expressions such as 

worship and evangelism
• Pushes decision-making closer to the local 

church
• Allows more representative input
• Allows for more agility to reach new groups of 

people within SCC.
Between Strengths and Weaknesses:

• General satisfaction with allocation of 
resources, though lower than in 1999.

• General satisfaction with pastoral placement, 
though more standardization would help.

• Low member experience (NPS)
• Cross-region experiences lacking
• Lack of lay leadership training
• Absence of employee development
• Insufficient vertical and horizontal 

communication processes with feedback loops
• Life cycle of SCC indicates it is time to 

streamline and innovate 
• Lack of perceived unity "We are one church"

Both Weaknesses and Opportunities
• Declining membership (-23.4%)  and baptisms 

(-77.4%) between 1996 and 2020
• Linkage between schools and regions

OPPORTUNITIES THREATS

Ex
te

rn
al

• Society's current focus on socioeconomic and 
racial inequality.

• Covid-19 pandemic's attention on physical, 
emotional, and spiritual health.

• Advancement of technology such as online 
conferencing.

• By 2024, those under 15-years old will be fewer 
than those over 65-years old for the first time 
in recorded history.

• Exodus of Californians to other states.
• Rapidly increasing number of Americans giving 

up on God.
• Decline in church attendance in all religious 

groups.
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In 1993, the Union published a report by the Pacific Union Conference Governance Commission, 
followed by a recommendation by the Union Executive Committee for conferences to consider, 
encouraging the “district Conference” option, later endorsed by the North American Division 
(NAD) in 1995.1 

At the 1996 Constituency Session, President, B.J. Christensen, informed delegates that the new region structure 
came directly from both the Union and the NAD recommendations. The 1996 delegates then adopted the region 
structure Proposal, which distributed all SCC churches into five regions–three ethnic and two geographic. Asian 
Pacific, Greater Los Angeles (aka Black or African American), and Hispanic Regions were ethnic, while East (now Los 
Angeles Metro) and West were geographic. Region Directors were voting members of the Administrative Committee 
(AdCom) and the SCC Executive Committee (ExCom).2 

With the new designations of Regions, each Region elects its own Region Committee, as directed in the 1996 Pro-
posal presented at the Constituency. These representative Committees function as described in the Region Struc-
ture Guidelines (see page 5) 3.

During the reconfiguration of SCC in 1996, the purpose focused on four leveraging points, intended to align 
priorities with delegates, church members, and conference leadership goals: (1) Shift “much of the authority and 
responsibility from SCC to the Regions;” (2) Change the emphasis from conference authority to “congregational life 
and pastoral functioning;” (3) Enhance “grassroots connectedness between churches;” and (4) “Acknowledge great 
diversity at the local church level.”4 

In 1998, in preparation for the 1999 regular Constituency Session, a Task Force was “appointed to evaluate the 
effectiveness of the region structure adopted by the Southern California Conference in May 1996.”5 The Task Force 
Report succinctly summarized its findings Table 1 below:

Table 1: 1998 Overview Summary6

Favorable Unfavorable No Impact

• More Participatory
• More Representative
• Improved accessibility to 

leadership
• More empowering
• Improved pastoral morale
• Improved pastoral accountability
• More sensitive to minority concerns
• Perceived improvement in 

Stewardship
• More active and responsive 

leadership

• Poor teamwork, cooperation, and 
integration across Regions

• Confusion in the roles and 
responsibilities of region Directors 
and Conference Leadership

• Ineffectiveness of Conference 
Leadership

• Perception of ethnic separateness
• Competition for scarce resources 

among Regions
• Loss of overall vision
• Perceived loss of church ministries 

support

• Soulwinning
• Discipling
• Cost of operating the new Region 

structure

1 Pacific Union Conference Executive Committee, 1994
2 Paytee, 1996.

3 Southern California Conference, 1996, p. 5

4 Southern California Conference, 1996, p. 1

5 Region Structure Task Force, 1998, p. 1
6 Region Structure Task Force, 1998, p. 2

3. Early Region Structure (1993-1999)
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Figure 1: SCC Tithe (1984-2020)

5. SCC Measurables (1996-2020)
5.1. Tithe 

The tithe chart (Figure 1) shows the actual amount of tithe contributions between 1984 and 2020. National inflation 
between 1984 and 2021 is $1 to $2.57.1 In other words, today, the 1984 tithe calculates after inflation to $46,018,420, 
which means, while the chart looks like tithe is growing, it is declining in value. In fact, the purchasing power be-
tween  1996 and 2020 has declined 43.5 percent.2 

1 Inflation Tool, 2021
2 Western Information Office, 2021

4.1  The Ad hoc Committee
In the spring of 2020, the Executive Committee (ExCom) established the Ad Hoc Region Structure Evaluation Commit-
tee to conduct comprehensive research and analysis of the region structure as voted by the SCC 65th Constituency 
Session (September 2019). The composition of the Ad Hoc Region Structure Evaluation Committee consisted of three 
individuals from each region – one pastor and two laypersons (one male and one female) with President Velino 
Salazar as chairperson. Meetings began April 20, 2020, and continued biweekly until May 2021, with breaks for the 
holidays and a few other circumstances. 

SCC contracted with Culture Shift, LLC, a consulting company specializing in church management, owned by 
Karen Cress, DSL. Dr. Cress holds a doctoral degree in strategic leadership, emphasizing strategic foresight and or-
ganizational design, plus a bachelor’s degree in Theology. Along with her education, Dr. Cress’s experience includes 
working as a pastor and an administrator in the Adventist Church for almost 30 years. Dr. Karen Cress is the wife of 
Elder John Cress, SCC’s Executive Secretary. President Salazar chaired the committee and is the only officer on the 
Ad hoc Committee.

During this research project, the United States dealt with two highly volatile issues: the Covid-19 pandemic and 
social unrest. Future research will shed light on how much those two global issues may have affected this research. 

4. Ad hoc Committee Composition
$1
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5.2. Operating Costs of Regions
At the May 1996 Constituency session 
when the region structure was accepted, 
delegates also voted to assign five tra-
ditional departments to the five Region 
Directors. These departments included: 
Sabbath School, Personal Ministries, Chil-
drens' Ministries, Health Ministries, and 
Stewardship. By November of 1996, the 
transfer of departments to the Region 
Directors was complete, making the bud-
gets for Region Directors  neutral to the 
SCC annual budget .

The largest budget expenditure of any 
Seventh-day Adventist Conference is em-
ployee salaries and benefits. Thus, the 
easiest way to see how the region struc-
ture is affecting expenses is to look at the 
head count of employees. Since 1996, SCC 

has experienced a loss of -36.2 percent of the workforce across all job titles (Figure 2). Pastors and educators lost 38.4 
percent and the office 22.5 percent. Looking deeper, we find educators lost -42.4 percent of their employees and pas-
tors lost -33.5 percent. Department Directors decreased by 28.6 percent and support staff (clerical, accounting, etc.) 
lost -22.5 percent (Figure 3). Thus, 
it seems SCC might draw a correla-
tion between tithe's purchasing 
power due to inflation dropping 
nearly 70 percent more than cor-
relating the regions' expenses.

Documentation for actual costs 
throughout the years cannot be 
located due to the transition from 
paper to computer during the pre-
ceding years. However, it seems 
safe to conclude the regions have 
not caused more expense as over-
all the number of salaried indi-
viduals has dropped dramatically 
since the regions began.
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SCC Measurables: 1996-2020, cont'd.
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Before analyzing the research findings, a comparison of membership and baptism data between 1996 and 2020 
helps put SCC's situation in perspective (Figure 4). In 1997, SCC experienced its' highest membership. However, since 
1996, SCC has experienced a -23.4 percent decline in membership and a -77.4 percent drop in  baptisms and  
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professions of faith (Figure 5). However, at the end of 2019, baptisms were down -57.8 percent. The Covid-19 pandem-
ic restrictions prevented baptisms for most of 2020, resulting in baptisms further dropping another 20 points to -77.4 
percent by the end of 2020 compared to 1996 baptisms.1
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1 Southern California Conference, 2021

1997 Highest 
Membership: 

50,553

1996–2020 
Membership 
Loss: -23.4%

1996–2020 
Baptisms 
Down: 
-77.4%

1996–2019 
Baptisms 

Down: -57.8%

5.3. Membership, Baptisms, Leaving California

SCC Measurables: 1996-2020, cont'd.

Figure 4: Membership, 1990-2020

Figure 5: Baptisms + Professions of Faith (POFs), 1990-2020
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Looking deeper into baptisms and professions of faith, using 5-year increments, the numbers show the most 
significant drops are in the age categories of teens (-51.7 percent) and young adults (-53.5 percent), with children 
not far behind (-45.3 percent). Prior to 2005, the breakdown of baptisms is not available through the NAD data-

base, eAdventist.1
Membership de-

cline can result from 
many things. The 
Washington Post ex-
plains, "California 
gained about 230,000 
people between July 
1, 2016, and July 1, 
2017, but between 
July 1, 2019, and July 1, 
2020, the state’s pop-
ulation growth hit 
the brakes, adding 
only 21,000 new res-
idents.2 Byler adds, 
" The slowdown has 

three primary causes: an exodus to other states, a larger-than-normal baby bust and an immigration halt."3 SCC 
was not exempt as the closure of the Adventist Media Center in Thousand Oaks resulted in members exiting the 
conference and the state.

1 Southern California Conference, 2021)
2 Byler, 2021
3 Byler, 2021

SCC Measurables: 1996-2020, cont'd.
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SCC has experienced a net loss of members through transfers. Using the data from eAdventist.net, the above 
chart adds the number of transfers in (+) and subtracts the transfers out (-), resulting in either positive or negative 
numbers. The net change of International members transferring into and out of SCC is the only location that ends 
on the positive side, meaning more stay than leave. On the other hand, the net difference between those leaving the 
state (-1,699) and those moving to the Southeastern California Conference (-1,426) are the two highest losses. The net 
change of transfers to and from other churches within SCC (-82) is insignificant by comparison. The highest number 
of "Outside CA" net change transfers were to the following six Conferences, reflective of Byler's research (p. 12):

 K Texas Conference (-262)
 K Arizona Conference (-163)
 K Oregon Conference (-151)
 K Nevada-Utah Conference (-140)
 K Upper Columbia Conference (-137)
 K Georgia-Cumberland Conference (-129)

It is unreasonable to say the region structure caused or affected the declining membership and baptism num-
bers. Nevertheless, SCC must prayerfully consider the command with which Jesus left us:

Go therefore and make disciples of all nations, baptizing them in the name of the Father and of the Son 
and of the Holy Spirit, teaching them to observe all that I have commanded you. 

(Matthew 28:19-20 ESV)

SCC Measurables: 1996-2020, cont'd.

Figure 8: Transfers 2006-2020
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The 
Research
First, we will survey scholarly sources on 
religious organizations and organizational design 
to provide an overview of current knowledge, to 
identify relevant theories, methods, and gaps in 
the existing research. Second, we will look at the 
findings of this research. Third, we will analyze 
the most significant results using identified 
sources of organizational design��

 r 



6. Two-Phase Research Methodology

Phase 1 Surveys
From April through June 2020, the Ad hoc com-
mittee worked to create an online survey emailed 
to all 2019 Constituency Delegates (lay members 
and employees), Region Committee members, and 
all local church board members on the first of July 
2020. Each question fell into one of five intervention 
classifications: 

Improving knowledge; 
Improving motives; 
Improving resources; 
Improving structure; and 
Improving information.1

Surveys are indicative of a moment in time. Had 
respondents completed the survey at another 
time, their answers may have been different. 
Thus, checking for the validity and reliability of 
the overall study is essential. In this case, the 
numbers below show the survey to be valid and 
reliable, with a margin of error of +/- 3 percent, 
meaning if another 100 people took the survey at 
another time, 96-97 respondents would answer 
the same way as the individuals who responded to 
the July 2020 survey.

 39,476 Membership of SCC (2nd Qtr. 2020)
 2,378 Invitations sent
 –487 Not Opened, Bounced, or Opted Out
 1,891 Total Respondents (2.6% of Members)
 –671 Opened, but no response
 1,027 Completed surveys 

 +/- 3%  Margin of Error (95% confidence)
 96% Confidence/Reliability (Z-Test 1.95)

The survey results prompted more questions than 
answers; thus, the Committee set up Focus Groups 
to dig deeper into the survey results.

1 Sanders & Thiagarajan, 2001, pp. x-xiii

Phase 2 Focus Groups
Research Question: How do the Focus Group in-
terviews with laypersons, teachers, pastors, and 
administrators help explain qualitative and quan-
titative differences in structure, communication, 
pastoral placement, and local ministry training?

Focus Groups provide organizations the 
opportunity to go deeper with individuals on 
specific issues. Participants were randomly 
selected in groups of pastors, laypersons, and 
educators, using the website, Wheel of Names.1 
The participants were selected per region 
proportionate to the membership of each region, 
plus factors such as completion of the Phase 1 
survey, board membership, delegates to 2019 
Constituency session, and membership on Region 
Committees. 

 170 Invitation sent, including alternates
 –70 No response or unable to attend
 100 Total Respondents 

For more detail, see the Focus Group Report.

Each focus group began with an introduction 
setting up engagement rules, information about 
the survey data that caused the need for more 
profound questions, followed by 2-3 specific 
questions. To alleviate conflict of interest 
possibilities and to curb internal assumptions, 
SCC invited Dr. Diane Wiater to lead the Focus 
Groups with Dr. Cress assisting. Dr. Diane Wiater 
is a leadership coach, consultant, and professor 
in the doctoral leadership programs of Regent 
University, bringing an expert knowledge of online 
focus group structure and content management to 
the focus groups research.

1 Wheel of Names, 2020
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7. Sources of Supportive Research

Though research on religious organizations is increasing, the Ad hoc Committee found no studies specific to orga-
nizational design (structure). Due to this gap in research, the Ad hoc Committee turned to the following sources to 
form and inform the Region Evaluation project. 

7.1. Concept of Culture
Organizational culture can be viewed from an integrated, differentiated or fragmented perspective. An integrated 

perspective views the organization as a stable and coherent set of beliefs about the organization and its environ-
ment. A differentiated perspective argues that culture is not enormous, but is best seen in terms of subcultures that 
exist throughout the organization. While each subculture is locally stable and shared, there is much that is different 
across the subcultures. A fragmented perspective holds that culture is always changing and is dominated by ambi-
guity and paradox so it is meaningless to summarize. Despite different perspectives, researchers have agreement 
about the elements or features of culture that are typically measured (Figure 9). Organization culture includes four 
major elements existing at different levels of awareness:1, 2

• Behaviors are the visible symbols of the deeper levels of culture of norms, values and basic assumptions. This 
visible layer include members’ behaviors, clothing, and language; and the organization’s structures, systems, 
procedures, and physical aspects, such as décor, 
space arrangements, and noise levels.

• Norms are just below the surface of awareness guid-
ing how members should behave in particular situ-
ations. These represent unwritten rules of behavior. 
Norms generally are inferred from observing how 
members behave and interact with each other

• Values are the next deeper layer of awareness and  
include what ought to be in organizations. Values tell 
members what is important in the organization and 
what deserves their attention. 

• Basic assumptions are the deepest level of cultural 
awareness and are the taken-for-granted assump-
tions about how organizational problems should be 
solved. These basic assumptions tell members how 
to perceive, think and feel about things. The are not 
confrontable and not debatable assumptions about 
relating to the environment and about human na-
ture, human activity, and human relationships.

The Ad hoc  Committee views SCC through a differentiated perspective, because of the subcultures of Regions, 
plus ethnicities within those regions. While each Region is locally stable and shared, there is much that is different 
across the subcultures. 

1 Cummings & Worley, 2009, pp. 519-521
2 Hofstede, Hofstede, & Minkov, 2010, pp. 36-40

BEHAVIORS

VALUES

ASSUMPTIONS

NORMS

Figure 9: Elements of Culture
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7.2. Symptoms of Structural Weakness
Researchers have found the best organizational designs fit between internal reporting relationships and the needs 
of the external environment. Daft explains, when an organization's structure is out of alignment with organizational 
needs, one or more of the following behavioral symptoms (cultural element, p. 16) of structural deficiency appear, 
which will be referred to throughout the findings:

 K There is an absence of collaboration among units (departments, churches, schools, etc.)
 K Decision-making is delayed or lacking in quality.
 K The organization does not respond innovatively to a changing environment.
 K Employee performance declines and/or goals not met.1

7.3. Life Cycle Development of Organizations
Research on organizational life cycles suggest that four major stages characterize organizational growth toward 

maturity. Figure 10 illustrates the four stages and the crisis that forces transitions to the next stage:

1 Daft, 2021, pp. 132-133

7.  Sources of Supportive Research, cont'd..

Figure 10: Organizational Life Cycle
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7.  Sources of Supportive Research, cont'd..

Stages of Life-Cycle Development, cont'd.
Organizational growth is not easy. Each time an organization enters a new stage in the life cycle, it enters a whole 
new ball game with a new set of rules for how the organization functions internally and how it relates to the external 
environment. Let's look closer at each stage and where SCC may be currently within those stages:

1. Entrepreneurial stage. When SCC was born in the early 1900s, the emphasis was on creating services and 
surviving the external environment. The beginning entrepreneurs devoted their full energies to the technical 
activities of supporting existing churches, schools, and beginning new ministries. SCC in the early days was 
informal and non-bureaucratic, with long hours worked. Growth came as a result of creative new ministries 
and services.  CRISIS: Need for leadership. The larger SCC became, the more difficult it became to manage 
problems. The crisis came with a conflict between creating new services, ministries, churches and schools, 
and managing the growing numbers of members and employees. 

2. Collectivity stage. When the leadership crisis was resolved, strong leadership began to develop clear goals 
and direction. Departments were established along with a hierarchy of authority, job assignments, and a 
beginning division of labor. SCC was still informal in both communication and control, although a few formal 
systems began to appear. CRISIS: Need for delegation. With the growth of SCC, lower-level employees found 
themselves restricted by the strong top-down leadership. These lower-level employees began to acquire 
confidence in their functional areas and more discretion, which builds the crisis of autonomy with these 
employees wanting control and coordination of their churches, departments, or schools without direct su-
pervision from the top management of SCC.

3. Formalization stage. This stage involves the installation and use of rules, procedures, and control systems. 
Communication became less frequent and more formal, more likely following the hierarchy of authority. The 
number of Working Policies grew along with the printing of the Church Manual  CRISIS: Too much red tape. At 
this point, the proliferation of systems and ministries, churches and schools, began to strangle middle-level 
department directors, pastors, and teachers. The organization seemed bureaucratized. Mid-level Directors 
may have resented the intrusion of Associate or Assistant Directors and other staff. Innovation may have 
been restricted. The organization seemed too large and complex to be managed through formal programs, 
making way for the next stage.

4. Elaboration stage. The solution to the red tape crisis is a new sense of collaboration and teamwork, and thus 
the creation of regions in 1996. As a result,SCC employees developed skills for confronting problems and 
working together through the newly created Region system. Bureaucracy had met its limit. More employees 
with graduate and post-graduate degrees, social control and self-discipline have reduced the need for addi-
tional formal controls (hierarchical control). The Region Directors have learned to work within the bureaucra-
cy without adding to it. Formal systems were simplified and replaced to work closer to the external environ-
ment through Region Committees. CRISIS: Need for revitalization. Once an organization reaches maturity, it 
begins to need renewal. SCC has begun to shift out of alignment with the environment becoming slow moving 
and over-bureaucratized, needing to return to the stages of streamlining and innovation. SCC now has three 
choices: To streamline back to small-conference thinking, return to the entrepreneurial stage and recreate 
ministries that link both internally and externally, continue growing in maturity which will lead to decline.1

 As noted throughout the Life Cycle descriptors, SCC was in the Elaboration stage when the region structure was 
designed in 1996. Today, a need for revitalization is evident simply due to the length of time the structure has been 
in place (24 years). Exactly what to do to revitalize will be a matter of prayer and guidance provided by SCC members 
and local leaders, pastors, and educators through the research following.

1 Daft, 2021, pp. 410-413
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8.1. Strengths
The story of Moses and his father-in-law, Jethro, illustrates the need for a structure that fits the needs of both the 
external environment and internal relationships. After watching Moses deal with conflicts among the Israelites, 
Jethro became an “efficiency expert who wisely suggests a modification in Israel’s leadership structure.” Jethro’s 
solution to Moses’ lengthy process is to give Moses “a twofold office: (1) an advocate on behalf of the people, and 
(2) an interpreter on behalf of God to teach the people.”1 Jethro also gave Moses extra help. Moses was to “select 
capable men with (1) a native aptitude for judging, (2) men who fear [in reverence and belief] God, (3) men of truth 
(i.e., trustworthy), and (4) men who hate all dishonest gain”2 (Exodus 18:13-22 ESV). Moses’ helpers then became the 
first organizational hierarchy as the Israelites arranged themselves in multiples of 10, with Moses being the final 
court of appeals.

The region structure within SCC is similar to Jethro’s recommendation, with churches divided into areas for better 
management. Though no numeric data is available, the surveys' written comments and the Focus Group comments 
gave a sense of support for the region structure in accommodating diverse language groups throughout SCC and 
diversity in spiritual expressions such as worship, evangelism, and ethnic preferences. Comments also showed sup-
port for allowing more agility in entering new markets or subcultures within more significant cultures. For example, 
recently, the Los Angeles Metro region formalized the organization of a new Armenian church. Other regions have 
created similar inroads to new groups of people within SCC. Comments also expressed appreciation for critical deci-
sion-making being closer to the local church, allowing for more representative input. For instance, the disbursement 
of special evangelism funds is a decision made by the local Region Committees. 

8.2. Between Strengths and 
Weaknesses
8.2.1. General Adventist Structure
Overall, the survey results show a one-third 
split between favorable, unfavorable, and neu-
tral/unknown responses about the current re-
gion structure. When cross-comparing answers 
to the questions about knowledge of and sat-
isfaction with the “general structure of Sev-
enth-day Adventists conferences” (Questions 6 
and 7), 42 percent of respondents selected sat-
isfied or very satisfied, with 36 percent choos-
ing neither satisfied nor dissatisfied (Figure 11). 
The knowledge of the general Adventist struc-
ture was much lower, with just 33 percent very 
or extremely knowledgeable. Questions 6 and 7 
indicate a knowledge of the general Adventist 

structure does not necessarily produce satisfaction with the design. 
When asked about participants’ knowledge of the SCC regions and their satisfaction with the region struc-

ture’s effectiveness in fulfilling SCC’s mission (Survey Report, Questions 8, and 9), 38 percent selected not at all 
or slightly knowledgeable, 37 percent moderate, and 25 percent very or extremely knowledgeable By comparison, 

1 Kaiser, 2008, p. 469
2 Kaiser, 2008, p. 469

8. Research Findings
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the satisfaction responses were 33 per-
cent very dissatisfied or dissatisfied, 32 
percent neutral, and 35 percent satisfied 
or very satisfied (Exhibit 11). Respon-
dents were less knowledgeable about 
the SCC Regions than the general Ad-
ventist structure (22 percent-Regions vs. 
38 percent-general Adventist), and more 
satisfied or very satisfied with the Ad-
ventist structure compared to the Region 
structure (35 percent—Regions vs. 41 per-
cent—general Adventist). As with the gen-
eral Adventist structure, knowledge of 
the region structure does not necessarily 
compute to satisfaction with the region 
structure (Figure 12).

In Question 10, respondents were giv-
en words to chose from, or write-in to 
describe the SCC Regions. The chosen 
words were:

 K54 percent positive words
 K46 percent negative words.

8.2.2. Pastoral Placement
Many comments in the survey reported 

issues with placing pastors in churches. The 
criticisms included pastors staying too long 
or too short of time at a church, hiring rela-
tives or friends, and no consistent processes 
in place. However, in the Focus Group dis-
cussions, the findings resulted in a need for 
a standardized recruiting process, hiring, and 
on-boarding pastors, not so much the dis-
tribution of pastors throughout the region 
(Survey Report, Question 23). Once again, the 
one-third division is visible, with thirty-seven 
(37) percent agreeing or strongly agreeing with 
the equitable distribution of pastors based on 
tithe contributions. In comparison, 28 percent 
strongly disagree or disagree. The last 35 per-
cent either did not know or were middle-of-
the-road. When comparing Question 23 to the 
same question in the 1998-1999 Task Force Study (Figure 13), the combined equitable and very equitable ratings drop 
13 percentage points (from 49 percent in 1999 to 36 percent in 2020), and the not equitable and slightly equitable 
increase six (6) percentage points (23 percent in 1999 to 29 percent in 2020). Comparing the results between 1999 and 
2020, fewer participants rated the distribution of pastors as very equitable.
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Figure 15: Net Promoter Score (NPS)

The survey also asked about participants 
satisfaction with the Region Staffing Com-
mittee processes of placing pastors. Figure 
14 shows the pattern of responses in one-
third segments with 40.8 percent selecting 
unknown or neither; 25.5 percent dissatisfied 
or very dissatisfied, and 33.7 percent satisfied 
or very satisfied. Again, referring back to the 
symptoms of structural deficiencies (p. 17), 
this indicates a lack in quality and not re-
sponding innovatively to the changing envi-
ronment.

8.3. Weaknesses
These results are a combined look at the sur-
vey numbers, written comments, and Focus 
Group comments. The Survey Report has the charts of the numeric outcomes of the survey only, not the written 
words. All comments from both the survey and focus groups were coded using the grounded theory model, then 
analyzed. Due to far too many comments to compile, plus to protect the confidentiality of respondents and partici-
pants, the comments are not available outside of the Ad hoc Committee.

8.3.1. Net Promoter's Score (NPS)
A Net Promoter Score (or NPS) measures members’ experience and predicts organizational growth. This proven 
metric now provides the core measurement of members’ overall perception of the organization. The NPS helps tar-

get what may transition SCC toward 
growth. The results from any NPS are 
in three groups, though the terms 
are not what the Ad hoc Committee 
would chose. (1) Detractors (at-risk 
respondents), (2) Passives (unenthu-
siastic respondents), and (3) Promot-
ers (loyal respondents). The question 
in the SCC survey compared respons-
es (benchmarks) to other nonprof-
its--churches, service organizations, 
etc. 

Question 11, the NPS question, 
scored at -51, with the benchmark 
score from thousands of nonprofits at 
+32 (Figure 15). All regions produced 
scores below zero (0). The youngest 
age groups (18-34) were most nega-
tive (-64), but females were not far 
behind (-56). However, those with the 

8. Research Findings, cont'd.
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slightest knowledge of the general Adventist structure and those with the lowest satisfaction of traditional Adventist 
structure ranked the most unfavorable (-77 and -87). On the other hand, those show-
ing the most satisfaction with the Adventist structure gave the SCC region structure 
positive marks (+20). The most exciting were the most favorable results—the partic-
ipants who selected high satisfaction with the regions fulfilling SCC’s mission (+63). 
In other words, if SCC wants to improve member’ perceptions, create higher satis-
faction across SCC in fulfilling the SCC mission, "to exalt Christ by serving its diverse 
communities through networked and creatively engaged churches and schools."

8.3.2. Cross-Region Events
As shown in the Survey Report, participants were not consistent in their support 
of the region structure. For example, participants responded to Question 26 on 
cross-region exchanges with yes (75.4 percent), there should be such sharing with 
other regions. However, in Question 29, “If another region hosted an event, how 
likely are you to join in cross-region events,” just 13.6 percent of respondents se-
lected “Very Likely.”  

8.3.3. Lay Ministry Leader Training
Initially, the survey comments implied a desire for the return of departments in the SCC office as is traditional in 
many other conferences (Survey Report, Question 31). However, the focus group participants felt lay ministries 

training was the local pastor's responsibility, not SCC or the Region Directors. Some 
regions do supply annual training for leadership roles at the local church. Still, for 
the most part, participants, lay leaders, pastors, and educators felt the responsi-
bility was the pastors. However, all groups desired some inclusive activities, be it 
training, convocations, or something new. Referencing back to symptoms of struc-
tural weakness (p. 17), this indicates an absence of collaboration between regions.

8.3.4. Employee Development 
While inquiring deeper into lay ministries training questions, employees related their desire for formal development 
that includes training, coaching, and mentoring. Development would help those who expressed a hesitance to go 
to their Region Directors for help because it was not safe due to the Region Director having the power to hire or 
fire them. Technically, everyone acknowledged the Region Directors do not have that authority. The SCC Executive 
Committee (Personnel Committee) is the employer, not the Region Directors or their Region Committee(s). Howev-
er, the pastors believe that Region Directors make recommendations to the employing committees, who usually 
follow those recommendations, thus creating an unsafe environment for pastoral nurturing and development. As 
expressed by some of the pastors, laypersons, and educators, the Region Directors' roles are not clear because par-
ticipants felt they are employed to support SCC Administrators, rather than the local church or pastor. Yet, according 

to the Region Structure Guidelines, a Region Director’s functions and duties are: 
“To supervise pastoral development and performance; to coach/counsel regard-
ing pastoral ministry; and, to facilitate cooperative relationships between pastors.”1 
This employee development dilemma indicates in the symptoms of structural defi-
ciencies that SCC may not be responding innovatively to the changing environment. 

1 Southern California Conference, 2019, p. 3
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8.3.5. Communication
Several questions on the survey highlighted the process of communication between the local church, the Region 
Committee, the other regions, and the SCC, better identified as "vertical information sharing."2 In SCC's formal, hi-
erarchical organization, the most common type of communication is vertical. However, even in a vertical system, a 
loop from sender to receiver and back to the sender is necessary to make sure the intended messages are sent and 
received as designed. Between the Region Committee and local church board, the one-third split occurred with 31 
percent selecting the communication was proper; however, when asked about the local church giving feedback to 
the Region Committee, that satisfaction rate dropped to just 13 percent (Survey Report, Questions 12-14). Creating a 
loop for giving and receiving feedback would help all regions, churches and SCC.

The focus groups helped by examining the issue of communication, stating they receive more than enough in-
formation. However, the missing element was horizontal information sharing and collaboration. For example, par-
ticipants mentioned the difficulty in contacting leaders across SCC churches who volunteer for the same ministry 
in their church. Without the old “Conference Directory,” local leaders have not found a way to contact one another 
for advice or problem-solving together. In today's world, the focus group participants felt this was an obstacle to 

vertical and horizontal communication. Participants would like to see better use of 
technology, database management, social media, video, and modern-day commu-
nication tools rise in importance in SCC's objectives. To clarify, no one is pointing 
fingers or criticism at the formal Communication Department. Communication is 
everyone’s responsibility. What is lacking is a system that involves every region, 
every church, and every school. Once again, referring back to the symptoms of 
structural deficiencies, this symptom points to a lack of collaboration across the 
SCC regions and a lack of innovative response to the external environment.

8.3.6. Structure
The decision-making level in any organization determines where information is needed and whether the structure 
is centralized (functional) or decentralized (organic). In centralized systems, decision authority is near the top of the 
organization. On the other hand, decision authority is in lower levels of decentralized organizations. The 1996 move 
to SCC regions created some decentralization while the framework of SCC's overall structure remains centralized, 
due to being part of a global denomination. Organizational design indicates three things: required activities, report-
ing relationships, and departmental groupings.3

Required activities fall into a range of functions the help the organization accomplish its goals. The larger and 
more complex SCC grows, the more additional functions are necessary. Reporting relationships indicate how the 
activities fit together within the organization, called the chain of command, represented by vertical lines in an 
organizational chart. The chain of command should be an unbroken line of authority that links all persons in an 
organization and shows who reports to whom. Departmental groups affect those who share a common supervisor 
and resources, are jointly responsible for their performance, and identify and collaborate on work activities. Thus, 
structure dictates accountability—to the outcomes or goals of the organization.

The survey comments strongly indicated that respondents did not know SCC had a strategic plan, including goals 
or objectives. In focus groups, lay members and employees alike could not repeat any part of the strategic plan 

2 Daft, 2021, pp. 99
3 Daft, 2021, pp. 108
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(vision, mission, values, objectives), nor could they agree on the Region Director's role related to the strategy or SCC 
as a whole. Without goals, accountability is simply criticism, which rarely produces positive outcomes. The phrase 
"lack of accountability" was present in nearly every focus group discussion, referring to every level of SCC from the 
local member-leader to the Executive Committee and Constituency session. As many pastors put it, "we have no idea 
what it means to be successful in our region or SCC. So far, it only means keeping tithe contributions up" (adapted 
to protect anonymity).

Within the Region structure, conflicts of interest arise regarding reporting relationships. For example, the pastors 
and Region Committee nominates the Region Director, who then feels torn when disciplinary action may be neces-
sary, whether for a pastor or a local church leader. Friendships rather than necessary skills become the foundation 
for the selection process. If a Region Director takes disciplinary action for any reason, their re-election for the next 
term may be at risk.

Other issues in comments and the focus groups point to the need to develop a culture of accountability. Com-
ment topics included things such as the redundancy of systems and processes. For 
example, approval for placing pastors goes through the Region's Staffing Commit-
tee, then the Region Committee, who submits it to the SCC Personnel Committee. 
The problem is not so much all the committees it must go through, but the delay it 
causes. Once again, looking back to the symptoms of structural weaknesses (p. 17), 
the misalignment of structure leads to declines in performance and goals not met.

8.3.7. Unity–We are One Church
Above all other comments written in the survey, was "we are one church" with either a precursor or post-comment 
on regions segregating SCC. There is incredible understanding of the necessity to communicate through language 
barriers, but many felt that was an excuse. In today's world, churches (far more than SCC), have created "elaborate 
structures of racialization."4 Smith, a researcher on the issues of race and religion, 
concludes we must "keep in mind the distinction between macro and micro effects." 
Micro effects are the bonds between individuals while macro effects are bonds be-
tween groups.5 To change the macro effect, according to Smith, we must begin with 
changing the micro effect. Racial tensions 24-years ago were limited to localized 
areas. Today, these tensions are global. The Seventh-day Adventist Church, must be 
the leader by uniting as one body.

8.4. Both a Weakness and an Opportunity

8.4.1. SCC Declining Membership and Baptisms
Though this research cannot directly correlate the regions to the declining membership and baptisms, the Ad hoc 
Committee would like to encourage SCC to not overlook these facts. Further research and dialogue may help SCC's 
attract and baptize new people into the body of Christ. 

8.4.2. SCC Schools, Children, and Youth
In both survey comments and focus groups of lay leaders and educators, participants expressed what they see as 
an absence of collaboration between the regions and schools. All schools are under the Education Department; 
however, difficulties exist between churches and schools. Further research is necessary to shed light on the role 
of schools and regions, perhaps even identifying any potential correlation between SCC schools and the declining 
baptisms of children and youth. 

4 Smith, 2000, p. 154
5 Smith, 2000, p. 154

8. Research Findings, cont'd.

Evidence of Structural 
Weakness (p. 17):
4. Performance decline or 

goals not met

Evidence of Structural 
Weakness (p. 17):
1. Absence of 

collaboration

24



8.5. Opportunities
Since the spring of 2020, the national media focus has been on socioeconomic and racial inequality. This is an 
opportunity for SCC to model equality of all people, showing the world that Paul's words are true, "There is nei-
ther Jew nor Greek, there is neither slave nor free, there is no male and female, for you are all one in Christ Jesus" 
(Galatians 3:28 ESV). 

The Covid-19 pandemic can also be an opportunity for SCC as health has become a major topic--physical, 
emotional, and spiritual health. Adventists have a wealth of experts on all health topics and can encourage those 
knowledgeable in various areas of health to innovate new ministries, creating opportunities unseen prior to the 
pandemic.

A third opportunity nearly everyone has learned out of necessity is that of video conferencing. There is a clear 
opportunity for SCC to perhaps test and research what works best with video conference and what demands 
in-person opportunities.

8.6. Threats
Threats are out of the control of SCC, but these issues will affect anything SCC attempts to accomplish in the fore-
seeable future.

8.6.1. Age Switch
By 2024, America and many other parts of the world will experience a dramatic switch. For the first time in the his-
tory of the world, there will be more people over the age of 65 than under the age of 15 (see Figure 16). The green 
line indicates the population under 15, while the blue line shows the over 65 population, tracking from 1960 to the 
present and on out to 2100. With fewer children and more retired adults, the threat turns to SCC schools as well as 

Figure 16 Percent of Population under 15 and over 65
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the threat of losing the older generation due to moving out of California due to the cost of living here. Unless there 
is a massive disaster, of more consequence than the current pandemic, this trend will only increase. 

8.6.2. Californian Exodus
As stated earlier, Californians are leaving, including Adventists, for a variety of reasons. Whether this is a fad (short 
term event) or a trend (long term event that affects a large group of people), is yet to be seen, but this data should 
be carefully tracked as to the threat it presents to SCC.

8.6.3. Rapid Increase of Americans Giving Up on God
Inglehart founded the World Values Survey beginning with Wave 1 in 1981, based on the values of the Ten Command-
ments in Exodus 20. Over the years he has analyzed data specifically on religious trends in 49 countries. Inglehart and 
his fellow researchers have found between 2007 and 2019 the overwhelming majority of the countries we studied—43 
out of 49—became less religious.6 Specifically, American has moved from the "most" Christian nation to now in sixth 
place following Chili, Australia, Norway, Iceland, and Switzerland.7 The future of Christianity, including Adventism, is 
a threat to SCC, one which SCC must consider when making decisions.

8.6.4. Declining Church Attendance
Gallup recently published their 
recent findings that identify an-
other threatening trend. " Amer-
icans' membership in houses of 
worship continued to decline last 
year, dropping below 50% for the 
first time in Gallup's eight-decade 
trend. In 2020, 47% of Americans 
said they belonged to a church, 
synagogue or mosque, down from 
50% in 2018 and 70% in 1999"8 
(Figure 17). Jones ties the decline 
in church attendance directly to 
a decline in church membership, 
which declined from 73 percent in 
1937 to 60 percent 2018-2020. Cou-
pled with the research from Inglehart, and residents of California fleeing to other states, SCC can view these together 
as a fairly major threat to all ministries within SCC, not just regions.

6 Inglehart, 2020
7 Inglehart, 2020
8 Jones, 2021
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What Now?

Be strong and courageous. Do not fear or be in dread 
of them, for it is the Lord your God who goes with 
you. He will not leave you or forsake you (Deut. 31:6 ESV)

Leadership takes courage—the disposition that 
gives one the capacity to face danger without 
being overcome by fear. It’s the capacity to 
persist under highly adverse circumstances. It’s 
not being fearless so much as it is being able to 
control one’s fear.

Kouzes & Posner, 2013, p. 84



Suggestions to improve unity:

 K Create affinity networks (based on similar interests or hob-
bies) that cross region boundaries—for employees and lay 
members alike—across socioeconomic, education, racial, and 
gender boundaries.

 K Pulpit exchanges between regions
 K Combine worship services with another church different than 
yours

Suggestions to improve knowledge:

 K Accelerate learning through intentionally designing active 
learning

 K Provide training for accountable outcomes, coaching for de-
velopment, and mentoring to practice new skills

 K Develop on-the-job training
 K Play training games
 K Provide self-directed learning

Suggestions to improve structure:

 K Develop conflict management system with training
 K Reshape the culture
 K Develop accountable leaders 
 K Create performance appraisals aligned to SCC objectives
 K Rethink staffing, aligning staffing to objectives and goals
 K Redesign system processes (i.e. recruiting, hiring, training)
 K Create job interviewing processes

Suggestions to Improve communication/information

 K Create a knowledge management system, readily accessible to 
all SCC leaders—employees and laypersons

 K Develop both vertical and horizontal communication networks
 K Create a balanced scorecard visible to all members
 K Streamline meetings 
 K Create newsletters for local church functions to opt in/out of
 K Increase the Communication Department to include public 
relations campaigns to connect externally to communities

 K Debrief formally and informally

Change can generate deep 
resistance in people and 
organizations, making it 
challenging to implement 
organizational improvements.

At the personal level, change can 
arouse considerable anxiety about 
letting go of the known and moving 
into an uncertain future. At the 
organizational level, resistance 
to change can come from three 
sources: Technical resistance 
comes from the habit of following 
standard procedures and the 
consideration of sunk costs already 
invested. Political resistance can 
arise when organizational changes 
threaten influential leaders or call 
into question the past decisions of 
leaders. Cultural resistance takes 
the form of systems and procedures 
that reinforce the status quo, 
promoting conformity to existing 
values, norms, and assumptions 
about how things should operate 
(see p. 16). 

Three strategies can help 
organizations successfully 
implement change:

 K Empathy and support
 K Communication
 K Participation and involvement

In alignment with the vote of the del-
egates of the 2019 Constituency Ses-
sion, the role of the Ad hoc Commit-
tee is to conduct a comprehensive 
region structure study and analysis 
and produce a report. The role of SCC 
Administration is to listen and help 
direct what and when implementing 
change occurs . 

9. Recommendations
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Q1 2021



Finalize 2020 
Research on 
Regions

Q1 2023



Phase 3: Improve 
Knowledge and 
Training

Q42024



Begin again

Q2 2021



Present Final 
Report on Regions 
to Executive 
Committee

Q2 2023



Phase 3: Improve 
Knowledge and 
Training

Q3 2024



Regular Constituency 
Session–Report 
changes and new 
research findings

Q3 2021



Present Final 
Report to Special 
Constituency 
Session

Q3 2023



Phase 4: Improve 
Structure

Q2 2024



Phase 5: Present 
Evaluation Results 
to Executive 
Committee

Q4 2021



Administration lays 
out plans

Q4 2023



Phase 4: 
Improve 
Structure

Q1 2024



Phase 5: Evaluate 
progress through 
formal research

Q42022



Phase 2: Improve 
Information and 
Communication

Q3 2022



Phase 2: Improve 
Information and 
Communication

Q2 2022



Phase 1: Improve 
Unity

Q1 2022



Phase 1: Improve 
Unity

10. Road-map Example

This road-map gives a high-level summary mapping out SCC's vision and overarching change strategy for revitalizing 
the region structure. The order of implementation steps and details will be correlated to decisions made by SCC.
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The SCC region structure created in 1996 was ingenious for its’ time. It helped involve all churches in deci-
sion-making processes once held by Executive or Administrative Committees. Almost a quarter of a century later, 
the world has changed (especially California), yet the Region structure remains.

All four symptoms of structural weakness were present in the research findings, which means a structural 
reconfiguration can refresh SCC, bringing new energy to all involved.  The Life Cycle of Organizations further gave 
SCC three options:

 K Do nothing and continue the decline in membership and baptisms.
 K Tweak a few things and continue toward organizational maturity.
 K Streamline to entrepreneurial, a small company thinking.

It appears SCC’s best option is to streamline the existing processes and reinvigorate the entire structure 
through aligns with innovation.

America has an immense challenge ahead, with church membership dropping steadily. “In 2020, 47% of U.S. 
adults belonged to a church, synagogue or mosque” (Jones, 2021), which is down more than 20 points from the 
turn of the century. Gallup continues, “This change is primarily due to a rise in Americans with no religious pref-
erence” (Jones, 2021). A reciprocal effect is how declining membership changes Christian education. Barna further 
complicates the issue stating, “Almost half of practicing Christian millennials say evangelism is wrong” (Barna 
Group, 2019).

Organizational experts have said, “a system is designed to get the results it is getting and nothing more.” Are 
the results across SCC what members and leaders desire?

11. Conclusion
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13. Abbreviations

AdCom
SCC Administrative Committee

Ad hoc Committee 
 Ad hoc Region Structure Evaluation Committee
ExCom

SCC Executive Committee
GC
General Conference of Seventh-day Adventists
NAD
 North American Division of Seventh-day 

Adventists
SCC
 Southern California Conference of Seventh-day 
  Adventists
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