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CHAPTER 5:  
STEP 1:  Envision … 

Your Leadership, Church and Community 
 
 
 It is one of the most difficult responsibilities conferred upon 

humankind.  It causes more grief and vexation than any other occupation.  

It tears apart families, leads to a questioning of one’s worth, and can 

inaugurate extended bouts of depression.  It flourishes in a ever changing 

state of flux, demanding new leadership skills be acquired daily.  It is the 

utmost test of leadership, flexibility, creativity and determination.  What is 

this vocation that places such Herculean demands upon humankind?  It is 

the task of parenting. 

 Parenting, especially when more than one child is involved, places the 

parent in the difficult task of shepherding and mentoring children at 

different stages of need, care and guidance.  While a pre-adolescent child 

craves hours of attentive encouragement, a teen of the same household will 

cherish increasing independence.  And the parenting process is always in a 

state of change.  It seems that as soon as one child passes through a stage, 

another enters it.  This constant fluctuation, coupled with the difficulty of 

the task, makes parenting a vocation fraught with pitfalls.  Little wonder the 

waggish Oscar Wilde observed, “children begin by loving their parents; after 

a time they judge them; rarely if ever do they forgive them.”1 
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Envision the Tri-Gen. Church as a Large Family 
 

 The Tri-Gen. church is a congregational reflection of the family with 

more than one child.  In this family big brother must get along with baby 

brother, little sis with infant sis.  While young, siblings might share a room, 

but as each grows they are given their own space, a room to call their own.  

Once teenagers, they often decorate their room as a statement of 

individuality and personality.  Though still residing within the family, the 

child has begun to make a clear statement that he or she is distinct and 

individual.  In young adulthood, they further define their fashion, tastes and 

interests.  In actuality, by individualizing their ideals, values and 

aspirations they are adapting what the family believes. 

 A similar process unfolds when a church decides to become a Tri-

generational congregation.  As in a home, different fashions, tastes and 

interests are allowed to find their own expression and their own territory.  In 

a family a child is allowed to listen to their own music and given their own 

abode (both within parameters of course).  In the Tri-Gen. model, each 

generation is given a similar freedom to worship with their own music, and 

develop classrooms, meeting areas, and worship facilities that meet their 

own needs.  However, all of this is undertaken with respect and regard for 

the needs and expressions of other family members as well.   

 Good parenting requires the parental leader to allow creativity and 

individuality, without granting carte blanche.  So too, the leadership of a 

church must allow latitude, without promoting carnality.  A family must 
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decide for itself what morals it holds and which ideals, values and 

aspirations transgress them.  Likewise each church, within the Biblical 

beliefs it holds, must decide how far each generation is allowed to go in 

developing individuality.  And as a family needs a final voice, who rules with 

compassion and respect, so too the church needs leadership that 

encourages individuality while maintaining moral parameters. 

 The example of parenting can provide a starting place for envisioning 

the Tri-Gen. church.  Many of the same dynamics are contained in both.  

And because most Americans are familiar with the dynamics of parenting, 

this mental picture is a springboard for our envisioning process. 

Capturing A Vision Statement 

Vision or Mission? 

 
 Much has been written about the importance of mission and vision.  

And as a result there has been some confusion over what constitutes a 

vision statement and what comprises a mission statement.  One concise 

definition declares that a mission statement answers the question “what do 

we do?” and a vision statement answers the question “where do we believe 

God is calling our church to go in the future.”  Figure 5.1 offers a 

comparison of what different authors have said on the subject.  

 
 
 
 
 
Figure 5.1 
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“Where do we 
believe God  
is calling  

our church  
to go  

in the future?” 
 

 

 Barna points out that mission statements are the “basic stance of the 

church and its intentions,” and thus are “broad general statements” that 

many churches could easily share.  “To know Him and make Him known,” 

“To reach the lost at any cost,” and “To evangelize, exalt, edify and equip” 

would be mission statements.4   A mission statement is important, but not 

what this book is addressing.  A vision statement, however, is the essential 

beginning place for the Tri-Gen. church. 

Steps to a Tri-Gen. Vision Statement 

A generationally inclusive vision statement is the starting place for the 

Tri-Gen. church.  To arrive at a vision statement, Elmer L. Towns has 

proposed eight clear steps:5 
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1. Read these Biblical passages and list characteristics of God’s vision 

for His church:  Matthew 28:18-20; John 4:21-24; Acts 2:40-47; 

Ephesians 4:11-16 and 1 Timothy 1:5.  To this the authors would 

add, 1 Corinthians 4:20 and Titus 2:2-8. 

2. Conduct a ministry perception questionnaire of your congregation 

and community. 6   

a. Ask members open ended questions such as: “The one thing I 

really like about our church is …” and “I would really like to 

see us do something about…” 

b. Ask community members:  “Why do you think some people in 

our community choose not to attend church services?” and “If 

you could tell the pastor of (Your Church Name) one thing, 

what would that be?” 

3. From responses to the above, have each member of a Vision Task 

Force: 

a.  Write a paragraph describing this ideal church. 

b.  Edit the paragraph down to one or two lines summarizing the 

kind of church you think God wants you to become. 

4. .Have the task force compare their results, and by consensus  draft 

an interim vision statement. 

5. Evaluate your statement using the guidelines suggested by George 

Barna.7  Is it… 

! Inspiring,  
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! Change-orientated,  

! Challenging,  

! Empowering,  

! Long-term,  

! Customized,  

! Detailed,  

! People-orientated,  

! And revealing of a promising future. 

6. Rewrite the vision statement. 

7. Submit the proposed vision statement to your full leadership core for 

evaluation. 

8. Decide on the final wording of you vision statement. 

A Sampling of Tri-Gen. Vision Statements 

A generationally influenced vision statement will arise in many forms. 

Just as nuclear families appear in a myriad of forms from blended to single-

parent, a vision statement will be a distinct vision of what an individual 

church will look like.  For many congregations, who already have an tailor-

made vision statement in place, this will only mean adding a generational 

component to their statement.  Though this might seem an insignificant 

addition, the importance of keeping multi-generational thinking in the 

forefront of church planning and envisioning is essential for implanting Tri-

Gen. principles. 
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The following are sample vision statements, that have been 

generationally shaped to promote a Tri-Gen. format (italics are added here for 

emphasis): 

! “We want to turn pre-Christian people of all generations into fully 

devoted followers of Christ, through relevant teaching and up-to-

date worship. 

! “To build a caring and compassionate congregation that loves people 

of all ages into a relationship with Jesus Christ through acts of 

kindness.”   

! Our vision is to reach all generations within the Tri-state area with 

the Good News through culture-current forms of evangelism, 

worship, teaching and nurture.  And to work with other 

congregations to accomplish these goals. 

! To provide for (city) a church offering teaching and worship 

opportunities geared to each generation, while respecting our 

differences and exalting our Lord. 

! The vision of (Church Name) is to present Christ to the people of 

(City) in a caring and creative way, that will make disciples of all 

ages; while offering them a forgiving and open-hearted environment. 

! To simultaneously meet the needs of all generations of people in our 

community, through Biblical teachings and personal lifestyle that 

will create social action, conscience and responsibility. 
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! Our ministry goal is to build relationships to all generations through 

Christ-centered teaching, quality worship, heartfelt care, personal 

discipleship and credible leadership. 

! Our church vision is to become a lighthouse to the greater 

metropolitan area, by addressing the needs of all three generations 

though parallel worship, teaching, and care ministries; which will 

exalt and honor our Lord Jesus Christ. 

Start With Envisioning Yourself 

 
 By envisioning, we mean the ability to impart the vision of the future 

God has for your congregation, first to yourself, then to the church 

leadership, the congregation, and finally to the community.  Discerning 

God’s will for a congregation begins with meditating upon God’s Word and 

then a personal time of communication with God.   

Dietrich Bonhoeffer in Life Together wrote that “The time of meditation 

does not let us down into the void and abyss of loneliness; it lets us be alone 

with the Word.  And in so doing it gives us solid ground on which to stand 

and clear directions as to the steps we must take.”8  Without this firm 

footing, all subsequent plans will be unstable and inaccurate.  Meditation 

upon God’s revealed will is where we start. 

The Biblical Basis.  Assessing God’s will for His church should 

commence with the Scriptures found in Figure 5.2.  Reflecting upon these 

Scriptures is an exercise designed to help us peer into God’s vision for His 

church. 
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Figure 5.2 
 

Read the passages below and list characteristics of God’s vision for His church. 
 

Matthew 28:18-20  John 4:21-24 

1.  1. 

2.  2. 

3.   3.  
   

Acts 2:40-47  Ephesians 4:11-16 

1.  1. 

2.  2. 

3.  3. 
   

1 Timothy 1:5  1 Corinthians 4:20 

1.  1. 

2.  2. 

3.  3. 

 

Titus 2:2-8 

1. x 
2. x 
3. x 

 

 The Prayer Basis.  In addition to Biblical meditation, comes prayerful 

reflection.  The leader that intends to discern God’s direction for a 

congregation must spend time in pensive prayer, requesting God to reveal 

His will.  Dietrich Bonhoeffer noted the association between of Biblical 

revelation and prayer when he wrote,  “The Scripture meditation leads to 

prayer,  We have already said that the most promising method of prayer is 

to allow oneself to be guided by the word of Scriptures … prayer means 

nothing else but the readiness and willingness to receive and appropriate 

the Word, and, what is more, to accept it in one’s personal situation, 
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particular tasks, decisions, sins and temptations.”9  Prayer for direction is 

thus built upon Scriptural revelation.  To neglect either is to leave the first 

step of the envisioning process undone. 

Oftentimes this will require setting aside a significant time for prayer, a 

practice that C. Peter Wagner observes, “is not easy for most action-

orientated Americans to do.  Our tendency is to get the prayer over with as 

soon as possible so we can get down to the ‘real business’.”10  However, in 

the genesis of the envisioning process, prayer is the real business. 

Prayer must also continue throughout the journey towards a Tri-Gen. 

church.  Prayer is not just an inaugural formality, but the very heart of 

working together with a living God.  Prayer, not only envisions people, but it 

also releases God’s hand to accelerate and intensify His will for a church.  A 

classic illustration by David Bryan helps illustrate how prayer expedites 

God’s working. 

It may be that prayer fits into the sovereignty of God in the 

same way that time lapse photography makes a rose open up 

before my eyes in 30 seconds.  If the rose hadn’t unfolded 

naturally over a previous period of two or three days, there would 

be nothing on film.  Similarly, as God’s people unite to seek all 

that He has determined to do, prayer, like the movie camera, 

accelerates and intensifies the unfolding of all God has already 

willed for His Kingdom.11 

 Once a leader begins to grasp an understanding of God’s preferable 

future for a church, they must write it down.  From this initial summary, 

they will pass along their thoughts to other leaders.  It is here where the 
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vision will be further refined and the eight steps to a vision statement, 

outlined earlier in this chapter, will be used. 

Envisioning Your Leaders 

 
 Sharing robustly and energetically the vision with others is important 

to the success of the envisioning process.  The Bible speaks of God’s word in 

active, dynamic imagery.  “For the word of God is living and active.” declares 

Hebrews 4:12, “Sharper than any double-edged sword, it penetrates even to 

dividing soul and spirit, joints and marrow; it judges the thoughts and 

attitude of the heart.”  And in Paul’s farewell to the Ephesian elders (Acts 

20:32), he vividly and boldly reminds them of their future by saying, “Now I 

commit you to God and to the word of his grace, which can build you I and 

give you an inheritance among all those who are sanctified”. 

 Often, an initial hesitancy in leaders can be attributed to 

unfamiliarity.   But if a vision if birthed by God, then a pastor can expect 

eventual support.  Only rarely will the pastor receive a divine mandate to 

lead in a direction that a congregation will not willingly trod.  Moses’ 

leadership of a belligerent and defiant Israel through the Sinai desert would 

be an example.  But this is the exception, and not the rule.  With the Holy 

Spirit active in the hearts of church leaders, eventual harmony should arise 

over vision.  

 And in most modern cases, sharing a vision imparts goal ownership 

and further refines the vision.  In his book, Masterful Coaching, 
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management consultant Robert Hargrove observes that, “shared vision is 

really an opportunity to create a new future that gives everyone in the 

organization the chance to be a part of something larger than themselves 

…”12 

 Diffusion theory is the technological name for how shared vision is 

accomplished.  A more popular designation is the “trickle down” effect.  This 

theory holds that new ideas must be diffused downward from an inner circle 

of opinion makers to those who are nearer the fringes of the organization.13  

Thus, once a leader has discerned a vision for the future it must be 

transmitted beyond the leadership core, to the staff, the volunteers, the 

average congregational member, and eventually (if evangelism is to result) to 

the community.  This could be compared to a trickling down of the vision to 

ever successive and widening groups of people (see Figure 5.3). 

 

 

 

 

 

Figure 5.3 
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As the trickle down effect takes hold, individuals become acquainted 

with the vision in the following fashion. 

 A Circle of Accountability.  Utilizing the trickle down effect, a pastor 

starts by sharing the vision with a small and confidential cadre of trusted 

friends and colleagues.  These may be key church chairpersons, prayer 

partners, professional colleagues who are not members of your church, or 

denominational leaders.  The criteria is that they must provide a measure of 

accountability and perspective.  This is where the vision if further refined, 

by allowing Godly advisors to add insights derived from Scripture and 

prayer.  Only after the vision has been imparted into these associates, will 

the vision be cast to wider circles. 

Leadership Core:  
Church Board 

Informal 
Leaders 

 

Congregation 

 

Community 
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 Leadership Core:  Staff.  The exact process will differ, since every 

church has a different leadership structure.  But in many churches the 

second tier of the trickle down process will be to share the emerging vision 

with the church staff.  These individuals will be impacted greatly by any 

change in the direction of the church.  And their God given giftings will 

make them an integral part of implementing the plan.      

 Leadership Core:  Church Board or Council.  The next group to be 

approached will often be a lay leadership board, council or vestry.  The 

support of this group is key to ensuring wider distribution.  In many 

churches, this group is elected to be a mouthpiece for the congregation.  At 

such, it is a good initial barometer of congregational acceptance. 

 Charles Arn, while addressing the delicate task of adding a new 

service, offers suggestions gleaned from pastors who are skilled at gaining 

board support for new ideas.  Arn suggests the following be employed to 

attain support:14 

1. Meet with each board member individually and informally.  Share 

your personal convictions about the idea and look to God for His 

will to be made known. 

2. Write down questions people will ask.  Arn sees two types of 

questions here.  Macroissues relate to purpose or strategy, and 

might include “Why are we doing this?” and “Is this consistent with 

our vision statement?”  Microissues, on the other hand, concern 

implementation, such as “How do we get Generation X to our 
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church?” and “Will we have to add another service?”  Arn believes 

it is important to address the macroissues at this point, and leave 

specific microissues to later. 

3. Prepare handouts on the proposal.  Handouts keep the trickle-

down effect on course, and give attendees something to focus upon 

later. 

 Eight Steps to a Vision Statement.  At this juncture it is prudent to 

employ the eight steps to creating a vision statement outlined earlier in this 

chapter.  In some cases this exercise may begin with the church staff, in 

others it might start with the church board , council or vestry.  In other 

congregations, it will begin in both groups simultaneously.  In either case, it 

is at this point that you want to arrive at an official vision statement. 

 Informal Leaders.  Every congregation has opinion makers and 

“gatekeepers” who, though not part of the current leadership structure, 

have informal veto power.  Often they will have long-standing family ties to a 

congregation.  In many cases, their stalwart allegiance to a church will be 

perceived as antiquated and obsolete.  In reality, they are keepers of the 

history and experiences of a congregation.  Many of them have “pioneered” 

the church though its infancy and adolescence.  Due to their loyalty, if 

approached privately and individually, they can become loyal supporters.  

C. Peter Wagner in Leading Your Church to Growth states that “sometimes 

the pioneers can be won over, not usually by well-seasoned presentations in 

board meetings, but by intense one-on-one nurturing or a visitation of the 
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Holy spirit in genuine renewal which melts hearts and cements 

relationships.”15 

 Our experiences in church consultations has led us to believe this 

mistrust of new ideas is rooted in insecurity.  Their initial hesitancy to the 

Tri-Gen. approach is often because older members feel they will be forced 

out, or at least overlooked, when a younger generation arrives.  It is here the 

pastor must communicate to them the respect and honor that the Tri-

generational model affords to each generation.  The Tri-generational model 

assures the mature members of the congregation that their traditions, 

music and programs will continue concurrently, and long as they or others 

desire.  The Tri-Gen. strategy is not an either-or proposition, but a both-and 

process.  

 Congregation.  Once the trickle-down effect has worked its way 

through your church leaders it is ready to be presented to the congregation.  

Here the support of the church leaders and staff can make the difference.  If 

you have not attained the support of the church’s leadership it is not 

advisable to carry your vision to the congregation.  If the church leadership 

is disregarded then further promotion of the vision can fragment the 

church.  George Barna warns that “if the pastor is the only individual who is 

promoting the vision, the church will not become a vision-driven entity.”16  

Therefore, the church must experience multiple exposures to the vision from 

a collection of voices. 
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 Communication to the congregation can take many forms.  It will 

include some or all of the following:  

! Sermons, 

! Teachings or homilies, 

! Prayer topics, 

! Lessons or stories included in the church bulletin, 

! Bible studies, 

! Special events, 

! Guests. 

 This latter suggestion is especially helpful.  A church can benefit 

greatly from scheduling a speaker from another generation.  Support for 

missionary endeavors has historically been built upon bringing back stories 

and triumphs from the mission field.  The purpose, a laudable one, is to 

inform the church how God is moving among a foreign culture.  This same 

process can be employed to share what God is doing in an unfamiliar 

generational realm.  Generational speakers can give a congregation an 

absorbing and eye opening look into the move of the Holy Spirit beyond the 

Generation Gaps. 

 Community.  The trickle down process of the Tri-generational vision 

is not complete until it has made its way out to the community.  If the Tri-

Gen. church is to be a wellspring of evangelism then it must communicate 

that Good News to those outside the church’s perimeter.  Avenues for 

reaching your community can include, among other things: 
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! Community involvement, 

! Sponsorship of local events in and outside the church 

facility, 

! Making your facilities available to secular groups, 

! Caring for the homeless and disenfranchised, 

! Practicing servant evangelism, 

! Advertisements in newspapers, 

! Television advertisements,  

! Radio ads,  

! Advertisements in phonebooks, 

! Direct mail, 

! Phone calls 

! News releases, 

! Public service announcements, 

! Near-neighbor evangelism. 

 In most of these approaches, a descriptive phrase will be part of the 

process.  Whether on a business card, a flier or in a personal invitation, it is 

important to have a phrase that describes your congregation.  Too often 

churches choose slogans that describe their mission statement.  Remember, 

the mission statement is a broad general statement that could be shared by 

many churches.  Thus, if a mission statement is utilized, it will not serve to 

distinguish the individual personality of the congregation.   
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 However, if a vision statement developed along guidelines stated 

earlier in this chapter is used as a basis for a short description, then the 

personality and outlook of the church will shine through.  A vision 

statement may take some time to develop.  And it may not always be as easy 

to remember as a short catchy phrase.  Advertising agencies, in fact, are 

paid substantive amounts to create such brief descriptions, primarily 

because it is easy in such abridgement to trivialize the vision.   

 However, if your church will take the time to uncover the vision God 

has for your congregation, and state it succinctly, it will be a valuable tool in 

helping the trickle down effect reach your community.  
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